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Performance Measurement in a Correctional Program

It has become increasingly common in recent years to hear that rehabilitation in penal
seitings does not work or that rehabilitation is not a legitimate aim of a penal system. A
widely publicized report by Martinson (1974) and an earlier review of rehabilitation
research by Bailey (1966) have often been interpreted as implying that rehabilitation does
not work, and in a series of papers Conrad (1977, 1981) has suggested that rehabilitation is
an impractical aim of penal systems. Conrad argued that penal organizations should be
held accountable for meeting process standards relating to custody; or when educational,
vocational, or other programs are ifnplemcnted they should be held accountable for the
quality and short-term outcomes of those programs. Furthermore, the emergence of a "just
deserts" philosophy in recent years (American Friends Service Committee, 1971; von
Hirsch, 1976) has led to a more open criticism of the rehabilitative philosophy and even to

questioning of the appropriateness of rehabilitative attempts. -

Scrutiny of the literature, however, suggests an increased (rather than decreased)
emphasis on the management and evaluation of rehabilitative efforts. In particular, this
scrutiny suggests that we should focus on the measurement of the strength and fidelity and
short-term outputs of rehabilitative interventions, and conduct research ¢a measures of per-
formance at the level of program implementation. The following paragraphs explain why

this is so.
The Record of Accomplishment

A few years ago, a National Research Council/National Academy of Sciences Panel
examined the record of accomplishment in research on the rehabilitation of criminal
offenders (Sechrest, White, & Brown, 1979). The Panel concluded, "There is not now in
the scientific literature any basis for any policy or recommendations regarding
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rehabilitation of criminal offenders. The data available do not present any consistent evi-
dence of efficacy that would lead to such recommendations" (p. 34). The Panel also con:
cluded, "The quality of the work that has been done and the narrow range of options
explored militate against any policy reflecting a final pessimism. . .. The magnitude of the

task of reforming criminal offenders has been consistently underestimated” (p. 34).

The Panel's review implied that the research designs have generally been so flawed;
the interventions s diffuse, vague, or imperfectly implemented; the rationales behind what
has been attempted often so thin; and so little attention given to the management of the
implementation of both programs and research that the record in this area is a poor instin-
ment for learning about the efficacy of rehabilitation. In short, because there is so little
evidence that credible treatments have been implemented with fidelity, and because much
of the evaluation research done to date has been inefficient or defective in other ways, we
have no compelling experimental evidence for the contention that powerfal, theoretically

defensible, and faithfully executed interventions hold no promise,

The record of one carefully designed evaluation of correctional treatment (Kassebaum,
Ward, & Willner, 1971) is instructive. Although sometimes cited as an example of a care-
ful study where no results were achieved, this is actually an example of a study where
insufficient effort was devoted to ensuring that the program was implemented in a strong

and faithful way.

Quay's (1977) review of this study identifies four characteristics of a program that
must be taken into account in evaluating it: (a) whether the intervention to be implemented
is adéquately conceived and whether this intervention has sufficient grounding in previous
evidence, (b) whether the intervention is actually implemented with sufficient duration and
intensity, and whether it is implemented as described or anticipated, (c) whether the per-
sonnel conducting the intervention are appropriately trained and supervised, and
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(d) whether persons receiving the treatment or intervention are selected in ways that

increase the prospect that the treatment is appropriate for them.

Quay's review implies that the Kassebaum et al. (1971) study did not meet any of the
preceding four criteria. The group counseling interventions were not well described, the
counselors appeared uncommitted to the intervention, and they were poorly trained and
supervised. The counseling was poorly conducted and unstable, and persons participating
in the program appear not to have been selected on the basis of the appropriateness of this
intervention for them. In short, the Kassebaum etal. study was carefully conducted
research, but it was research on an intervention that was weak because insufficient atten-

tion was devoted to management and process standards in implementing the intervention.

The lesson to be drawn from this often cited study is not that a rehabilitative interven-
tion does not or can not work, but rather that we must in future work attend carefully to
measuring performance and implementation standards in the conduct of the intervention

and use those measures as information to guide the management of the program.
Program Management, Development, and Evaluation

Programs in the correctional field are not unlike programs in many other areas, includ-
ing crime control and prevention, education, adjudication, parole, and employment. In all
these areas interventions are often based on thin or implausible theoretical rationales.
They often pay little attention to the management of the intervention or to standards the
intervention itself must meet to have plausible strength. Performance standards and per-
formance measures are seldom used in program management, and evaluations often not
only involve weak designs but also contribute little to ensuring the strength and fidelity of

interventions.




As Sechrest noted,! the interventions or programs implemented in corrections (as well
as other human service settings) are often described simply as "counseling." Sechrest
argued that this is the equivalent in a medical analogy of a physician prescribing "some
stuff." Neither pharmacist nor patient in such a circumstance would be satisfied with the
pfescription, because both would be accustomed to having the "stuff" specified and to hav-
ing the dose, frequency and mode of administration spelled out. Compare a prescription
that called for oral administration of 25 mg. of Atarax four times daily for 3 days to a pre-
scription calling for "group counseling." Furthermore, compare the differential diagnosis
of different drugs for different conditions to the indiscriminate application of group coun-
seling to unselected individuals in the Kassebaum et al. example described above. These
examples do not suggest that a medical model is appropriate in corrections, but they do
suggest that issues of choice of intervention suited to the individual and the specification of
the intervention itself--as well as its duration, frequency and mode--are all important con-

siderations.
Other Challenges to Rehabilitation

Two other challenges to rehabilitation often interpreted as suggesting the direction of
attention elsewhere also, when carefully examined, serve to focus attention on the manage-

ment of correctional programs and on the measurement of performance in such programs.

The "just deserts" philosophy currently redirecting emphasis from rehabilitative efforts
should actually serve to direct closer scrutiny to performance measures in corrections as
well as to performance measures for justice system procedures suggested by the just
deserts philosophy itself. One argument used to support the neoclassical (just deserts)

movement is that correctional efforts have not worked and that they have been in part

1 Oral remarks presented at the annual meeting of the American Psychological Association, August 1983, Anaheim, California.
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responsible for a number of unsavory aspects of penal systems--unbridled discretion, long
prison terms, and general ineffectiveness (American Friends Service Committee, 1971).
Just deserts advocates envisioned the implementation of interventions where "penalties
will be scaled down substantially" (von Hirsch, 1976) when compared to penalties admin-
istered under a correctional philosophy. But as Gottfredson (1980) has argued, issues of
performance in implementing just deserts ideas are just as important as issues of perform-
ance in implementing rehabilitative ideas. The evidence implies that discretion slips from
the grasp of one system decision maker to another, and that ensuring that the performance
of programs to structure discretion accord with prescriptions is just as important as ensur-
ing that the performance of rehabilitative programs accords with the necessary characteris-
tics of those programs. This suggests that attention to the development and measurement
of standards for implementation and the development and measurement of short-term out-

puts of programs of all types is necessary.

A second challenge to rehabilitation is Conrad's (1977, 1981) argument that a focus on
recidivism in rehabilitation programs is unrealistic. To do a better job in penal systems,
Conrad argues, we must focus on short-term process standards for the work undertaken in
institutions. Institutions and the people who run them should be accountable for ensuring
that the locks work, that the educational programs undertaken are educational, that the
vocational programs undertaken enhance vocational skills. In short, Conrad argues that it
is important to shift our attention from ultimate social outcomes like recidivism and
employment, which may be difficult to achieve at present, and focus instead on the stan-

dards by which the programs implemented in institutions are to be run.

This distinction is similar to a distinction made by the National Institute of Justice
(NIJ, 1983) between "outputs" and "outcomes." As NIJ noted, a police agency may

produce a certain quality or quantity of evidence as a result of criminal investigations.
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This evidence (an output of investigative activity) is conceptually and substantively dis-
tinct from convictions (an outcome) which may depend on a number of factors in addition
to the quality and quantity of evidence produced. An output is dependent on the nature of
activity undertaken to produce it, and it is also dependent on management structures put in

place to increase the likelihood that the activity itself is undertaken.

Performance research in industrial settings (Locke, Shaw, Sari, & Latham, 1981; Por-
ter & Lawler, 1968; Nadler, Hackman, & Lawler, 1979) suggests that performance
depends on a number of factors. First, persons implementing a program or process must
correctly perceive what they are to do. They must know what actions are to be taken under
what circumstances to produce what effects. Second, they must have the capabilities and
resources to perform in accordance with these expectations. That is, they must have train-
ing, skills, and personal characteristics that fit them to perform the necessary work. Third,
they must actually expend the effort necessary to do the work. This last factor, effort, is
dependent upon a management structure that leads to the expenditure of appropriate effort.
Fourth, specific difficult goals accompanied by feedback leads to better performance than
general admonitions to do one's best without specific feedback. In short, a management
structure is needed to specify the actions to be taken, to ensure that program implementers
have the capacity and resources to take those actions at appropriate times, to monitor per-
formance in reference to specific behavioral goals, reward behavior when it is appropriate,
and provide feedback on performance. The development, specification, measurement, and
feedback of information about performance is a central feature of sound management in
any part of the criminal justice system. A general principle in crganizational behavior is
that the organization gets what it measures (Bell, 1983; Fullan, Miles, & Taylor, 1980;

Gottfredson, 1988).

Conrad's challenge to corrections may be regarded as an attempt to focus attention on




these performance standards. The challenge is appropriate. We cannot hope to reduce
recidivism if programs are poorly implemented and do not even produce the intended
short-term outputs. We cannot hope to obtain convictions if evidence is not obtained. We
cannot administer justice according to a just deserts policy if prosecutorial, sentencing, and
paroling standards are not adhered to. Attention to performance standards for any inter-
vention and attention to the short-term outputs or objectives of any intervention are keys to

improving the effectiveness of any program in any organization.
A Method for Measuring and Improving Performance

The foregoing argument implies that improving performance in correctional programs
requires a focus on standards for the implementation of program activities and on the
measurement of those activities and the resulting short-term outputs. This section
describes a method for accomplishing that focus through the collaboration of researchers

and practitioners.

Gottfredson and his colleagues (Gottfredson, 1984; Gottfredson, Rickert, Advani, &
Gottfredson, 1984) have proposed a method for improving organizational performance
through researcher-practitioner collaboration called the Program Development Evaluation
(PDE) method. This method includes a vocabulary for describing and specifying elements
of programs leading to effectiveness. The development of this method had multiple ori-
gins, among which were (a)the review of rehabilitation research undertaken by the
NRC/NAS Panel on research on rehabilitative techniques (Sechrest et al., 1979) and the
subsequent report of that Panel which made suggestions for strengthening future research
in the rehabilitation area (Martin, Sechrest, & Redner, 1981), (b) the literature on organiza-
tional behavior (Locke et al., 1981) which suggested methods to improve organizational
performance by focusing on the development of standards for performance and the meas-
urement and use of information about performance to improve performance, and (c) the
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practical experience of researchers who have evaluated and attempted to improve the per-

formance of a variety of organizations.

The PDE method entails the use of a special language (Gottfredson et al., 1984) that
focuses systematic attention on the appropriateness of interventions for the problems at
hand, the specification of performance indicators and their measurement, and the specifica-
tion of short-term outputs and their measurement. Parts of the language and structure of

the PDE method are briefly described in the following paragraphs.

Objectives. In contrast to the typical use of the term "objective," which usually indi-
cates a more precise and measurable specification of some goal (outcome), in the PDE lan-
guage an objective is a short-term output that the rationale for an intervention implies must
be achieved if the program is to move towards its goals. For example, in the case of a
vocational training program with the goal (intended outcome) of increasing employment,
objectives would include measures such as vocational skills, work habits, the interpersonal
competencies required to keep a job, and the skills and behaviors necessary to secure

employment.

The objectives of different programs intended to achieve the same goal (say reduced
recidivism) may often be different. For example, some counseling programs with rehabili-
tative goals may have objectives involving personal insight or the ability to restrain oneself
against impulse. In contrast certain behavior analytic programs with the same goal may
have objectives involving the identification and avoidance of situations leading to difficui-
ties or the self-regulation of drinking behavior. Furthermore, vocational programs with
rehabilitative goals may have different objectives--some involving work-related skills in
specified vocational areas and others involving job-seeking or job-keeping competencies.
In the development and evaluation of correctional programs, the identification and meas-

urement of these objectives is important.
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Implementation standards. If program implementers--the workers who are
directly responsible for performance--are to know what to de, performance standards for
their own behavior and for the intervention itself must be specified. An industrial example
makes clear the distinction between implementation standards and objectives. The produc-
tion of oil pipelines involves a number of welding operations. The objective (output) of
this activity may be pipes with welds that are sufficiently strong that they not only prevent
leakage but also withstand horizontal, vertical, and torque-induced stresses of specified
magnitude. Knowledge of welding technology, metallurgy, and engineering may specify
how the welds are to be made in order to achieve those objectives. These specifications are
a part of what are called implementation standards in the PDE language. The welds
involve the use of specified substances in the composition of the pipes to be joined by
welding, welding material with a specific metallurgical composition, heating the material
to thus-and-such a temperature, and the completeness of the welding operation. These
implementation standards are important because the use of other technologies or the failure
to adhere to these standards is not expected to achieve the objective or output required in
the project. If welding is called for, brazing may not do the trick.

-

In correctional programs, implementation standards may specify the instructional tech-
niques to be used in vocational training, the tools with which trainees must become profi-
cient, the qualifications of the trainers, the duration of training, and the like. Furthermore,
implementation standards may specify the levels of educational skills trainees must already
possess, the vocational interests of the trainees, and the cognitive or motor skills a trainee

must have to benefit from training.

In custodial programs, implementation standards may specify the specific security
measures to be taken to ensure the safety of inmates and staff, the competencies required

of custodial staff, the timing and nature of security checks, physical precautions to be




taken, and the like. In addition, implementation standards may specify the levels of risk
that suit different inmates for different custody leveis, the behaviors or records that indi-
cate the appropriateness of various security levels, and the procedures to be used for cus-

tody classification.

In each of these examples, the implementation standards are conceptually and opera-
tionally distinct from the objectives they are intended to achieve, and both standards and
objectives are distinct from the goals or outcomes they are intended ultimately to bring
about. The conduct of a vocational training program according to its standards for imple-
mentation is intended to develop persons with specifiable skills (an objective) which is
intended to produce employment (a goal). The implementation of a custodial program
according to its standards for implementation is intended to minimize fights, escapes,.and
disorder (objectives) and ultimately to enable the conduct of other programs in an institu-
tion and to create an image among legislators, administrators, and the public that the insti-

tution is safe and well run (goals).

Implementation Standards and Objectives in the Management of Organiza-

tional Performance

Other aspects of the PDE method use performance measures in improving the effec-
tiveness of a program. Most importantly, measures of implementation standards and of
objectives are used to provide feedback to workers and administrators about the strength
and fidelity of the programs being implemented. This feedback is a management tool for
administrators, and it is a key element of an incentive system to guide workers in imple-
menting programs according to performance standards. Clear standards for performance
make it easier for workers to know what they are supposed t accomplish, and feedback
about performance is a well-demonstrated method of providing incentives for workers to
perform according to standards.

10
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The PDE method is designed to enhance the clarity and appropriateness of implemen-
tation standards and objectives through clear thinking about the nature of the most appro-
priate interventions and through the involvement of key persons in the organization in their
development. Specifically, the method involves the participation of persons most inti-
mately involved in the components of a program in identifying problems and developing
solutions to them, and it incorporates a number of tools used in organization development
to promote that participation and enhance its relevance and usefulness. Research on partic-
ipative goal setting (reviewed by Locke et al., 1981) does not provide much support for the
idea that participation leads to improved performance. Locke et al. speculate that whatever
effect participatory goal setting has 0;1 performance may be the result of setting higher
goals or greater goal acceptance and commitment. The primary reason for using participa-
tion in the PDE method, in contrast, is to be sure that the goals set are perceived as feasible
and to use the knowledge workers and their direct supervisors possess about organizational
obstacles to meeting standards. The method aims to identify as many obstacles as possible
to enable the development and execution of plans to remove them. Put another way, par-
ticipation is used to get as many good ideas as possible from workers about ways to

improve their performance (compare Bragg & Andrews, 1973; Ouchi, 1981).
The Present Research

Background

The present research involves the application and study of the PDE method for
enhancing performance in a correctional setting, Specifically, practitioners worked with
the invéstigator using the PDE method to specify, measure, and provide feedback about
implementation standards in a complex multifaceted rehabilitation program in two North
Carolina penal institutions for convicted youthful offenders. The followiﬁg subsections
describe (a) the program and institutions involved, (b) the the experimental context within
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which the research is embedded, (c) the specific aims of the research, and (d) the methods

used to develop and measure performance.

The Program

s

In February 1983 the North Carolina Employment and Training Council created a
Correctional Programs Committee, chaired by the Director of Prisons in the North Carolina
Department of Correction, with high-level representatives from the Employment Security
Commission, the Division of Adult Probation and Parole, the Parole Commission, a state
" Technical College, a Community College, the Division of Vocational Rehabilitation of the
Department of Human Resources, the Department of Natural Resources and Community
Development, and the University of North Carolina. The members of this Committee, as
representatives of their respective agencies, agreed to implement and evaluate improve-
ments at the: Sandhills Youth Complex involving the cooperation of several agencies in the
state aimed at enhancing a system of rehabilitative, vocational, educational, and custodial
services. The Sandhills Complex was composed of two two distinct units--Cameron Mor-
rison Youth Center and Sandhills Youth Center, which are located about 30 miles apart,
each with a Superintendent who reported to a Complex Administrator. The goal of this
effort was to experimentally demonstrate the efficacy of a carefully designed and imple-
mented system of services in reducing recidivism. The program was to build on and
strengthen existing services at the Sandhills Complex, and it was to do this by drawing pri-

marily on existing resources in state agencies and in the Sandhills Complex.

The program was called the Vocational Delivery System (VDS), but this name charac-
terizes only a portion of the complex system involved. The program involved most aspects
of the operations of the two institutions, the coordination and interface of activities ‘
between institutions and among programs within them, and the interface of programmatic
activities between the institutions and with state employment and parole ageneies. The
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program was intended to be comprehensive: it aimed to provide an integrated sequence of

activities performed by diverse entities in and out of the prison system.

A diagnostic unit (called Vocational Evaluation) was involved in determining the
nature of services most appropriate for participating individuals. This diagnostic unit was
required to work cooperatively with custodial and training functions in the institutions.
And both diagnostic and custodial units had to work cooperatively with educational, train-
ing, and service-delivery units to enable the orderly provision of services. Because two
institutions with differing custody levels had to cooperate in the maintenance of meaning-
ful and appropriate services to individuals who graduated to lower custody levels during
their periods of incarceration, these institutions required means of coordinating this tran-
sition and the orderly and appropriate provision of vocational and educational services.
Because an important part of the program involved securing appropriate employment for
program participants who left the institution, all units had to work collaboratively with
placement counselors (called Development Specialists) who were responsible for assisting

inmates secure employment in the community.

These employment counselors, in turn, had to work collaboratively with representa-
tives of the Employment and Security Commission (ESC) and the Division of Vocational
Rehabilitation who provided follow-up in the community and assisted in locating suitable
job placements. The ESC personnel had to collaborate not only with institutional place-
ment counselors and the releasee, but they also had to cooperate with and respect the func-
tions of the Division of Probation and Parole which is charged with the responsibility of

supervising the released men in the community.

For such a program to work, all these functional entities must integrate their activities,
and a key set of performance issues therefore involved the standards for this integration.
Thus, nearly all functional units within the two institutions would not only have to be

13
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involved in activities to meet specified implementation standards and objectives for them-
selves, but they would also have to develop and monitor performance standards for the

ways they interface with each other and with three outside agencies collaborating in the

program.

The implementing organizations. The central implementing organization was to
be the Sandhills Youth Complex, composed of the Sandhills Youth Center (SYC) and
Cameron Morrison Youth Center (CMYC), facilities for convicted youthful offenders
(aged 18-21). These components of the State Division of Prisons subsumed graded
medium and minimum custody levels. A VDS Coordinator, who reported to the Complex
Administrator in a staff capacity, had responsibility for facilitating the operation of the pro-

gram.

The charts presented in Figures 1 to 3 depict the organization and its component facili-
ties as the research project began. (The women's component located at CMYC was never
fully integrated into the VDS Program and the women were removed from CMYC at about
the time the research project began.) These organization charts show how custody and
maintenance functions reported to superintendents, but the details of the hierarchy of these
organizational units are omitted to make the charts of reasonable size while presenting the

most pertinent details.

Because the VDS program cut across CMYC and SYC and required the integration of
activities directed to carrying out the program, a management committee, called the VDS
Operations Committee, was created on the advice of the investigator. Initial exploration
implied that many problems of communication and project implementation stemmed from
the tall organizational structure in two highly formal (“follow the chain of command”)
organizations with no apparent channels for upward communication and with a VDS Coor-
dinator in a staff role (i.e., no line authority over anyone). The Operations Committee

14

o s BBl A LS, ¢



involved the heads of CMYC and SYC, met regularly to solve problems, was staffed by
the VDS Coordinator, and drew other personnel (especially Education Directors) into
meetings as needed. The Operations Committee was intended to solve some communica-
tion problems between the two facilities and among the separate functional units within
institutions and to produce concrete joint decisions that the two Superintendents--who had
line authority over everyone in their respective institutions--could implement in their
respective facilities. The Operations Committee would help keep channels of communica-
tion open and focus necessary activities in the institutions on the common goals of the

project.

Inmates typically arrived at CMYC after intake at the Polk Youth Center or the Harnet
Youth Center. Approximately 375 inmates could be housed at CMYC and 200 at S’l"C.2
Inmates were expected to progress through graded custody levels with associated residen-
tial locations. This includes three grades of medium security and one grade of {ninimum

security at CMYC. Inmates from CMYC were usually transferred to SYC prior to release.

According to plan, the typical progression was as follows: (a) About 7 to 10 inmates
per week enter the CMYC Medium Security Level III dorm each week, with a typical stay
of 3 to 5 weeks. (b) The young men then typically spend around 20 weeks in a Medium
Security Level II dorm. (c) They spend about 8 weeks in a Medium Security Level I dorm.
(d) Young men are promoted to Minimum Security at CMYC and spend about 8 weeks at
that level before about 7-10 men per week are promoted to SYC. (e) The typical stay at
SYC is about 24 weeks. At CMYC by-passes (i.e., persons going directly into Minimum
Security or entering the Minimum Security dorm early) number about 2 to 3 per week--a-

bout equalling the number of direct releases, transfers to facilities other than SYC and

2 Atthe very beginning of the research project, CMYC had a capacity of about 255 males and 125 females, All females were trans-
ferred to another facility shortly thereafter.
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Organization of the Sandhills Youth Cdmplex at the Beginning of the Project
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Figure 2

Organization of CMYC at the Beginning of the Project
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Figure 3

Organization of SYC at the Beginning of the Project
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demotions--so that the 7 to 10 inmates typically promoted to SYC each week about equals

the number of young men arriving at CMYC each week.

This expected inmate flow would provide enough time for young men to make orderly
progression through an educational or vocational training program of sufficient duration to
have beneficial effects. Realizing this expectation requires that (a) the population flow is
uniform, without periodic surges in population; (b) inmates neither have much longer nor
much shorter periods of incarceration than anticipated; (c) institutional order and inmate
conduct are such that inmates can progress through custody levels and educational and
training programs in an orderly fashion; (d) inmates are scheduled into educational, train-
ing, and other programs suited to their current levels of achievement in an orderly fashion;

and (e) the educational, training, and other programs are of sufficient guality that benefits

can be expected.
The Experimental Context for the Program

The North Carolina Department of Correction, in collaboration with the Correctional
Programs Committee of the North Carolina Employment and Training Council, designated

the VDS project an experiment in early 1983. The commitment of the relevant State agen-

~cies and administrators arose from their concern with the necessity of demonstrating in a

convincing way the effectiveness of a vocationally oriented rehabilitation program. The
Employment and Training Council assisted the Department of Correction in laying the

groundwork for a carefully planned experiment.

The theoretical rationale. Sandhills administrators and the Correctional Pro-
grams Committee worked with Ann Witte, then Professor of Economics at the University
of North Carolina, to develop an experimental test of a correctional program based largely

on an economic perspective on crime. Building on previous work by Cook (1975), Witte
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and Reid (1980), and Sviridoff and Thompson (1979), the program's planners assumed that
a substantial proportion of property offenders are committed to crime as a major means of
support, and that other property offenders alternate between crime and employment
depending on employment opportunities. It is to property offenders of this kind that the
program was directed. For these and other reasons spelled out in a report of the NRC/NAS
Panel on Research on Rehabilitative Techniques (Martin, Sechrest, & Redner, 1981), the
program appears to have a plausible theoretical rationale: It sought to enhance the ability
of inmates to secure and keep high quality jobs upon release to the community through
increased job-related skills, assistance in locating good jobs, and support in keeping those

jobs in the community.

”~

The experimental design. Inmates received at Cameron Morrison were smeéned
for eligibility for the program. Those passing the screening criteria were randomly
assigned to receive priority services through the VDS or to receive the customary and ordi-
nary experiences available at the complex. This enabled a comparison of the outcomes of
the interventions involved in the VDS program. With the support of a grant from the
National Institute of Justice, Ann Witte has been conducting an evaluation of the program

focusing on employment and recidivism.
The Research Aims

The present research is intended to answer several questions: (a) What kinds of per-
formance measures can be developed for correctional work that is usually unstructured and
undefined, such as case management? (b) What obstacles are encountered in defining
standards for performarnce in areas previously characterized by ambiguity, and what steps
are necessary to overcome them? (c) Does the application of implementation standards
result in demonstrable gains in performance over time as indicated by the achievement of
implementation standards? (d) Can the implementation standards developed through this
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project be used to demonstrate differences in the quantity and quality of services delivered

to the experimental and control group participants?

The present research focuses on the measurement of performance standards and short-
term objectives of the VDS pro‘gram. In other words, it is distinct from but complements
the outcome evaluation; it focuses on performance indicators rather than on the long-term
social outcomes. The PDE method was used as a management strategy to specify, meas-
ure, and provide information about performance. Performance in interventions adminis-
tered to VDS priority inmates and other inmates is compared. Furthermore, because the
PDE method assumes that implementation and the achievement of short-term outputs will
improve over time through the application of this method, it examines the extent to which

implementation standards were met over time.

The Development of Performance Measures

”

The Program Development Evaluation method provides a structure and method for
developing performance measures--implementation standards and objectives--but it does
not specify the measures themselves. Those measures are developed through the applica-
tion of the method. This report focuses on the development and application of implemen-

tation standards for a single aspect of the program--the case management function.3

The mechanism to develop performance measures. The development of
standards for case management was viewed as a job design rather than a job analysis activ-
ity. Work groups of Case Managers, Program Supervisors (the direct supervisors of the
Case Managers), Program Directors, and the heads of the two institutions collaborated with
the investigator to develop implementation standards for case management. The work

groups were composed of key personnel whose work directly involved case management.

3 Implementation standards for the evaluation and job development functions were also developed. See Appendix III.
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These groups worked to develop performance measures--implementation standards and

objectives--for their own work and for coordination with other entities.

As a first step, the groups discuss.d and wrote a description of the goals of the VDS
program and the relation of case management objectives to those goals. Second, the
groups were asked to specify how Case Manager behavior would ideally be structured to
achieve those objectives. Objections that ideal behavior is impossible to display were
noted but discussion of them was postponed until the next step. Third, after consensus on
‘desired Case Manager performance was achieved in principle, an attempt was made to
delineate all important obstacles to performance. Suggested solutions were noted, but dis-
cussion of them was deferred until no further obstacles could be listed. Fourth, the list of
obstacles was consolidated into six basic categories and discussion focused on how they
could be overcome. This discussion continued until concrete plans to create arrangements
conducive to desired performance were developed--plans which all group members
believed would be sufficient if implemented. It became the responsibility of the Opera-
tions Committee to see that these plans were executed. Fifth, the implementation standards
were translated into specific and quantifiable wording. Sixth, four Case Managers volun-
teered to test the written standards to determine if they were unambiguous and if their
accomplishment was feasible. This trial resulted in revisions of the written standards to

produce the version examined here (Vocational Delivery System Project, 1985; Appendix

ID).
Collecting Performance Measures

A computerized information system designed to keep track of residents' correctional
plans generated several reports useful in monitoring Case Managers' performance, Among
these was a report showing the current status of each inmate's correctional plan--when
activities were planned to begin, information about completion of and performance in the
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activities, and so forth. A form to be used by Case Manager's supervisors in monitoring
the extent to which implementation standards are met was created, tested, and revised. The
form ultimately developed is included in the manual for case management (Vocational
Delivery System Project, 1985). A preliminary version of the form was used for two
months (January and February, 1985) during which time supervisors drew a corvenient
sample of about two cases per Case Manager to monitor each week. Beginning in March a
more structured form was used, and supervisors drew two cases per week from each case

load using a table of random numbers.
The Standards

The following sections describe the results of the development, application, and moni-

toring of the implementation standards for case management.

Standards were developed in nine areas:

1.  Monthly activities to promote adherence to residents' correctional plans. The correc-
tional plan is a document describing a resident's vocational goals and an orderly
sequence of education, training, and remediation within the institutions directed at
achieving those goals. Six specific Case Manager behaviors fell in this area. For
example, the standards called for a monthly face-to-face interaction with residents to
(a) review the correctional plan and reiterate future vocational expectations, (b)
relate resident performance to exit from the institution, (c) reinforce the resident for
his accomplishments, and (d) talk with the resident about his concerns. The behav-
ioral goal was to have such an interaction with 95% of the residents in the Case Man-
ager's case load each month. Other behaviors included visiting residents in vocation-
ally related activities and detecting and acting on discrepancies between planned and
actual activities.

2. Activities in response to residents' requests for changes in their correctional plans.
Case Managers were to assist residents in completing a worksheet to justify the
change, expedite changes that are justified, and counsel residents when the request is
not well justified.

3. Activities in response to disciplinary infractions that impinge on the orderly execu-
tion of a correctional plan. Sanctions imposed in disciplinary proceedings some-
times affected residents' custody classifications making participation in activities
requiring minimum custody classification impossible. In such cases, rearrangements
in schedules were required.

4,  Activities related to other changes in correctional plans. Events such as changes in
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7.

anticipated release date or the availability of vocational rehabilitation resources
sometimes required adjustments to a correctional plan, and standards called for dis-
cussing adjustments with the resident and making adjustments in a timely fashion. .

Procedures for making changes in correctional plans. A list of 23 specific standards
described procedures for modifying a resident's correctional plan. For example,
when a change involved a vocational class for an inmate in the experimental group
the standards called for (a) consultation with a Vocational Evaluator (whose assess-
ment and counseling activities helped create the initial correctional plan) or a Devel-
opment Specialist (who is charged with helping the resident secure suitable employ-
ment after release), the Principal, the Teacher, and the resident to obtain consensus
that the class change is desirable; (b) consultation with an Employment Security
Commission field worker to determine that the new training will be in an area of
employment available in the community to which the resident will be released, and
(c) submission of a change justification to the Institutional Classification Committee
for approval.

Activities to prepare for residents' release. This includes development and documen-
tation of a home plan, acquisition of a Social Security Number, and development of
job or school plans.

Activities to provide for orderly transitions between the two institutions.

Activities to provide continuing training in the area of the residents' vocational plans
when initial formal training is completed.

Documentation of activities applicable to the foregoing standards to provide a record
needed by subsequent Case Managers and Development Specialists, and to enable
monitoring of the extent to which the standards have been met.

The standards, which included quantitative goals for each Case Manager behavior, are

spelled out in a manual (Vocational Delivery System Program, 1985) that also provided a

rationale for each behavior in the context of the objectives of Case Management and con-

tains forms used in Case Management.

Obstacles Encountered in Defining and Applying Implementation Stan-
dards

The task of developing implementation standards for case management was initially

met with considerable skepticism by the Case Managers. It proved useful to draw a dia-

gram (based on the Porter and Lawler, 1968, theory) showing that several distinct condi-
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tions are necessary to perform case management well--clear specifications of the expected
behavior is only one of those conditions. The other conditions are the requisite resources
and arrangements, skills, and feedback for performance. We assumed that skills (if not
already possessed) would be acquired through practice in implementation of the new stan-
dards and regular feedback about that performance, and that monitoring and feedback
about performance would provide rewards when the implementation standards were put in
place, but that it would be necessary to carefully consider what arrangements would be

necessary to make the application of new implementation standards successful.

An analysis of obstacles to the adoption of the implementation standards implied six

categories of organizational arrangements that required attention.

1. Communication
This category includes problems of miscommunication and lack of communication,
perceptions of incomplete consultation, and concerns about maintaining dignity in
communication.

2. Administrative Ambiguity versus Guidelines for Behavior
This category includes problems of ambiguity about appropriate Case Manager role
behavior, role conflict (different actors having divergent expectations or demands for
Case Marnager behavior), and a lack of clear guidelines for behavior.

3. Intergroup Relations
This Category includes obstacles arising from a lack of trust and disparaging gener-
alizations across administrative levels, between institutions, and between Case Man-
agers and other staff of the institutions.

4. Quantitative Overload and Allocation of Time

This category includes obstacles due to excess work load and associated with ineffi-
ciencies in time use.

5. Ambiguity about Lines of Authority

This category includes limited concerns relating to day-to-day lines of authority in
the Unit Team (program and custody personnel responsible for a housing unit) at
CMYC.

6. Institutional Responsiveness
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This category includes concerns about the responsiveness of the institutions in creat-
ing arrangements to support innovation in the Case Manager role.

The most important obstacle to adoption of the new procedures related to communica-
tion within the facilities--especially within the larger of the two facilities where communi-
cation lines were Icnger and where there was more specialization of function and wider
dispersion of personnel among distinct units. Steps to promote the fidelity of communica-
tion and to promote more two-way communication were planned. These included creating
the expectation that weekly staff meetings would be conducted to discuss questions about
performance standards and obstacles to meeting them which would then be forwarded to
the Operations Committee (rather than going unraised or resolved incorrectly). In addi-
tion, the multi-step channels of communication were to be collapsed periodically by hold-
ing meetings involving workers at all levels to discuss tryouts of the new standards, the
deveiopment of monitoring procedures, and problems encountered in putiing the new sys-

tem in place.
Phases in the Applicatior: of Standards

The implementation standards became the formal description of expectations for Case
Manager behavior in late 1984, At that point managers were expected to implement these
standards in intent and in detail. No formal monitoring or feedback occurred at this time,
however. Subsequent monitoring shows that the standards were not being consistently
met, despite limited discussion by anyone of difficulty in meeting them. It was anticipated
that a result of regular monitoring would be to increase the extent to which standards were

met or to identify obstacles to meeting them which could then be addressed directly.

A’trial monitoring procedure was put in place for a six week period (called Period 0).

Experience during this trial period led to revisions in the form used to monitor the stan-
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dards and to impmved instructions for the Program Supervisors in conducting the monitor-
ing activities. Therefore, the interpretation of the early results of this monitoring is com-
plicated by the change in the form used to conduct monitoring and in sampling procedures
put in place at the beginning of the third period. Because early experience implied that
more specificity was required, the form finally adopted is more specific and less forgiving
than the form initially used. During weeks one through six Supervisors had instructions to
sample five percent of each Case Manager's case load each month. Nonrandom sampling

in Period O may bias the results in unknown ways.

The revised forms were put in place by the beginning of Period one, and new instruc-
tions were provided that called for selecting two cases from each case load using a table of
random numbers. This form was used in weekly monitoring for six months; during the
final four months of this phase there was greater uniformity in the number of cases sam-
pled by the Supervisors for each Case Manager, with the intended sampling rate being con-
sistently applied by all but one Supervisor. This consistency may be the result of clearer
instructions. Results are tallied for this phase in 28-day periods (Periods 1 through 6),
except that some monitoring forms that straggled in during Period 7 are included with

Period 6).

Monitoring was allowed to lapse for a seven-period interval while we developed an
on-site computerized system to keep track of Correctional Plans, to facilitate the schedul-
ing of residents into planned activities, and to document the record of each resident's activ-
ities. This development enhanced and made more convenient an information system previ-
ously implemented at a local community college. During this interval, Program
Supervisors conducted their supervisory activities without benefit of the structure provided
by the monitoring forms and without specific expectations for patterns and timing of super-

vision. This hiatus provides an opportunity to learn whether improvements in performance
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developed by prior observation and feedback persist when formal monitoring structures are
withdrawn. Monitoring was implemented again for a four month interval (Periods 14 to
17) to determine whether performance improvements persisted and to assess the effects of

renewed structured observation and feedback on performance by supervisors.
Unpianned Administrative and External Influences

Administrative decisions made by the Department of Correction had important influ-
ences on the development of this project. While implementation standards were being for-
mulated, the Department transferred the Superintendent of CMYC elsewhere. The com-
plex was split into two separate administrative units with each reporting to the Manager of
the Department's Youth Command. The CMYC Superintendent was not replaced, and the
Adminiétrator served in the Superintendent's role. Also at this time, the Department ruled
that the VDS Coordinator position was not an approved position and ordered that the Coor-
dinator be assigned the role of Assistant Principal for the vocational activities of the school
in CMYC. The modified organizational structure that resulted is shown in Figures 4
through 6.

The modified structure made a coordinated Vocational Delivery System much more
difficult in several ways. First, the new structure had the CMYC Administrator (acting as
a Superintendent) and the SYC Superintendent reporting to a vacant position for Youth
Command Manager so that no one had direct administrative authority over the cooperative
activities of the two institutions. Second, the removal of the VDS Coordinator's role left
no one with responsibility for oversight and action on the program as a whole. The
Department of Correction actively discouraged activity of the former VDS Coordinator
related to the VDS program (despite its obvious relevance to the operation of the voca-
tional school). Program Directors were assigned to cover most of the responsibilities of
the VDS Coordinator, but this exacerbated the obvious problem of coordinating activities.
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The Modified Structure of the Complex

Figure 4
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Figure 5

The Modified Structure of CMYC
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SYC After Complex Reorganization

Figure 6
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At the end of the twelfth 28-day period, the Department announced that the CMYC
Administrator would be transferred to a smaller, more remote, facility. No immediate
replacement was named. The CMYC Program Director II served as Acting Superintendent
for several months and was eventually named Superintendent. The Acting Superintendent
during periods 13 through 17 had earlier participated in planning activities related to the
VDS program only when the former Administrator had insisted, and set to work devising a
different system. Despite Department of Correction assurances that the VDS program and
the associated experiment would continue for an additional 12 months (but then end), the
announcement that it would end combined with the Acting Superintendent's lack of com-
mitment to the program, signaled that the VDS Program was no longer a priority at
CMYC.

The Application of Standards and Performance

Four standards applied to all cases: a standard calling for identification of and rapid
action on discrepancies between planned and actual activities, a standard calling for a face-
to-face interaction with residents each month, a standard calling for documentation of the
content of interactions with residents in an "action file," and a standard requiring that each
resident's Social Security Number be on file or an application made within two weeks of

the resident's arrival.

Keeping residents engaged in planned activities. The first performance stan-
dard was the most important, because it directly related to the extent to which the residents'
intended correctional programs were being applied. This performance standard pertained
to the extent to which Case Managers succeed in keeping the residents for whom they had
'respongibility engaged in activities called for in the inmate's correctional plans. For exam-
ple, if a plan calls for a resident to be enrolled in a mechanical maintenance class after
demonstrating that he can read at the fifth-grade level, then the resident should be enroiled
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in that activity once he reads at the fifth-grade level. Or, if a correctional plan calls for a

custody review on the first of August, then the review should occur at that time.

Case Manager performance in achieving this first implementation standard is charted
in Figure 7. Except for Period 17, each point plotted in this figure represents 17 to 51
observations. Observations trailed off during Period 17; there were 6 at CMYC and 16 at
SYC in this last period. Figure 7 shows improvement in the extent to which this standard
was met by CMYC Case Managers over the first six periods. Performance increased from
33% of the cases monitored meeting the standard to 88% of the cases meeting the standard
at CMYC. Performance at the smaller facility (SYC) improved slightly (from 56% of
cases meeting the standard to 65% meeting the étai'idard) but it did not show the dramatic,

regular improvement observed at CMYC.

This standard was not monitored for several months, and then monitoring resumed in
period 14. Again the performance data are different for the two facilities. CMYC Case
Managers performance had eroded during the hiatus in monitoring (down to 71% of cases
meeting the standard from their previous high of 88%), and performance continued to
erode through period 17. In contrast, SYC Case Manager's performance had improved
during the hiatus (up to 83% of cases meeting the standard over their previous high of
65%. The SYC Case Manager's performance remained relatively high throughout the third
phase.

-

Personal monthly interaction with inmates. A second performance standard
called for Case Managers to have a personal face-to-face interaction with each resident in
their case load each month to reinforce the resident for following the correctional plan, to
call the resident's attention to the link between his accomplishments and his ultimate suc-
cess in implementing the entire plan, and to provide timely and appropriate feedback to the
resident about his performance in ways expected to enhance the resident's understanding of
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the way his behavior influences his current and future circumstances. Monitoring showed
that Case Managers documented these interactions in a high percentage of cases, beginning
the study period at 90% and rising to 100% attainment (see Figure 8). Separate scrutiny
shows the greatest increase in percentage attainment for SYC, which started at a lower

level and achieved high percentages more consistently in the later periods.4

Documentation of activities. The data underlying Figure 8 came from a comput-
erized Case Manager Tracking Sheet which was updated weekly by each Case Manager.
In a sense these data are based on the self-reports of the Case Managers for the sample of
cases Supervisors examined each week. Basically, the Case Manager attested that the per-
sonal interaction occurred when the supervisor examined the record and a "yes" means that
the supervisor believed the interaction actually took place. Data of this kind can not neces-
sarily be taken at face value. Performance standards required Case Managers to document
interactions pertaining to the standards in their case files (called Action Files). The per-
centage of personal contacts recorded on the tracking sheet that were documented in action
logs differed markedly among Case Managers. These individual differences are highly

significant and large in size, ranging from 24% to 100% documented.

Social Security Numbers. If residents are to be employed in the legitimate econ-
omy after release, they will need a Social Security Number. Figure 9 shows that after the
initial gain in the percentage of residents at CMYC with SSNs made during the initial
piloting of the new performance standards, there was little change in performancé level at
either facility during the first six periods of monitoring. During the hiatus in monitoring,
performance fell at CMYC but not at SYC, and performance improved at CMYC as long

as monitoring continued. The data are consistent with an interpretation that Case Manag-

4 Although both facilities attained 100% in the final monitoring period, the number of cases monitored at CMYC was very small in
this final period. In contrast to the SYC data, the CMYC data do not show a pattern of improvement over time.
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ers at SYC had always had an understanding of the importance of securing SSNs for their
clients and had been performing this aspect of their jobs at a high level all along, but that at
CMYC Case Managers had not attended much to the task of securing SSNs until this activ-

ity was formaily specified and monitored.

,

Contingent standards. Many of the standards apply contingently (for example,
applying only to experimental residents or only to residents with a short amount of time
left to serve), and information about improvements over time is based on the relatively
small numbers of cases to which the standards apply. Several implementation standards
related to procedures for making changes in correctional plans involving institutional job
assignments, vocational training classes, awarenéss or life enrichment activities, or resident
requests for change. The standards differed for changes in these three areas, and they dif-
fer somewhat for residents in the experimental group than for other residents. For exam-
ple, a standard calling for a counseling worksheet to be completed within five days when a
resident requested a change in correctional plan was met 88% of the time for the 42 cases
monitored where there was évidence of such a request, actions to respond with plan adjust-
ments when a resident accrues an infraction were taken in five days 85% of the time, and
records indicated that Case Managers discussed correctional plan changes not initiated by
the resident 85% of the time. Many of the contingent standards applied to situations that
rarely turned up in the cases sampled for monitoring. Therefore Case Managers and
Supervisors had attention focused on the standards by the structure of the monitoring form,
but there were few occasions for observing and giving feedback on worker performance

for most contingent standards.
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Differences in Service Levels

The Vocational Delivery System Program was conducted as an experiment. Members
of the experimental group were to have priority access to certain services, and Case Man-
agers were expected to engage in certain activities with experimental residents more than
with members of a randomly equivalent control group. The implementation standards for
case management specified goals to be achieved for experimental residents and no goals
for other residents for certain services. The results of monitoring should reflect fhese dif-

ferences in service levels.

A contingent performance standard called for visits to the most important planned
activity in the facility for experimental residents. (The most important activity was usually
a vocational training class or other vocationally related activity.) In this case the principal
contrast of interest is that between the treatment and control groups. An analysis of vari-
ance with experimental condition, facility, and time period treated as factors revealed that
the experimental group members were more often visited than the control group members
(p <.001) and that there was a significant experimental group by facility interaction (p <
.003). Time period differences were not significant nor was the difference between facili-
ties significant. Figure 10 summarizes the significant interaction of experimental condition
by facility. SYC Case Managers did not approach their performance standard of visiting
100% of their experirhental residents each month, but they far exceeded the performance
of their CMYCT counterparts where records shcwed a smaller difference in the treatment of
experimental and comparison group residents. Although not statistically significant, the
over-time data plotted in Figuré 11 suggests that the distinction between the two experi-

mental conditions grew over time.
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Individual Differences in Performance

The monitoring and feedback of information about performance was intended, of
course, to improve the performance of individual case managers as well. Although indi-
vidual differences in performance are not the focus of the present report, it is often useful
to know if performance measures dependably differentiate among workers. Analyses not
reported in detail here imply that the extent to which Case Managers met specific standards
significantly (and often substantially) differ by Case Manager. Furthermore, checklist
scales can be constructed of specific indicators based on the monitoring of a small number
of cases that show moderate degrees of reliability. For example, a scale based on the mon-
itoring of the standard calling for a face-to-face contact with each resident each month for
ten residents on Case Managers' case loads has an alpha reliability of .62 and cor;elates 31

with a corresponding scale based on monitoring the same standard for ten cases about four

months later.

Individual differences decreased over the course of the project, mostly as extremely
low performing Case Managers improved their performance. For example, for the stan-
dard calling for a face-to-face visit with each resident each month, two Case Managers
achieved only 50% attainment initially, but by the third phase of the project the loWest per-

forming Case Manager achieved 71% of the standard.
Discussion

The implementation standards for correctional case management examined here 4re
standards developed by practicing Case Managers through discussions with their supervi-
sors, the leaders of their institutions, and the investigator. This origin accounts for the
down-to-earth and pragmatic nature of the standards. Itis striking that the standards relate

to such straightforward behaviors as contact with the inmates, following reasonable and
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deliberate steps in changing formal aspects of inmate correctional plans, and taking action
when called for with due speed. Implementation standards of this kind seem an appropri-
ate place to start. The mechanics of case management must be reasonably well in place
and Case Managers must have regular and recurring contact with their clients for the activ-
ities to have any benefit. Furthermore, the standards heavily emphasize keeping residents
on schedule with their correctional plans and keeping them focused on a vocational goal
and engaged in activities directed towards that goal. This accords with the emphs "< of the
Vocational Delivery System project and the vocational training orientation of the twc. insti-

tutions involved.

Developing, putting in place, and beginnmg to monitor implementation standards for
case management took far more time than had been anticipated. The range of topics dis-
cussed in relation to any one standard was broad. Almost every existing practice (or what
Sarason, 1971, has called "regularity") was cognitively tied to a host of expectations,

-

beliefs, and experiences among the members of the two organizations.

An example illustrates the point. One of the standards calls for Case Managers to
have a face-to-face interaction with each of their clients each month, The perceived feasi-
bility of achieving this frequency of interaction with residents was influenced by several
other perceptions. One of these was a widespread perception that case managers must go
find their clients and may not schedule appointments in their offices. Case managers spoke
of the difficulty of carrying stacks of file folders around the institution and of the difficulty
in coping with residents who drop by their offices expecting to have a conversation at any
time. It developed that whatever the origin of this perception, there were in fact no restric-
tions imposed by the administrations of either facility on scheduling appointments. On the
contrary, administrators (who had not previously either encouraged or discouraged sched-

uling appointments) stated that they would henceforth encourage scheduling.
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One side benefit of the development, trial, and application of the standards appears to
have been the opportunities that the meetings to work on the standards created for opening
up communication among various groups. These meetings had the effect of collapsing
extended communication channels briefly so that workers in the lower echelons had an
opportunity--occasionally for the first time--to have discussions with the Administrator or

Superintendent of their own institution or their companion institution.
Limitations on Performance

The results illustrate that it is possible to describe and measure the performance of cor-
rectional workers in roles that are usually only vaguely defined by making the roles better
defined and seeking consensus on desired behavior and how it can be measured. But a
number of obstacles to fully meeting the implementation standards were not fully
addressed and the form of monitoring and feedback used was not optimally effective.
Although the results show improvements in performance over time and some expected dif-
ferences between services received by experimental and comparison residents, the differ-

ences are not as large as desired.

The computerized information system. One difficulty in operationalizing the
implementation standards was associated with the computerized information system that
helped schedule and track residents through the two institutions. This system, developed
in initial form by personnel and students at the Sandhills Community College, depended on
weekly off-site batch processing of information provided by Case Managers, trainers, and
others in the two faciiities. Again, multi-gate communication channels rather than the
face-to-face interaction of the various personnel involved in making the information sys-
tem work led to misunderstanding, complaints, and extra work associated with so-called
computer errors. Improvement in communication and understanding about the information
system occurred, but this understanding never reached the necessary levels for key persons
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in the institutions.

This initial system was further developed to meet the needs of the VDS Program and
implemented on a microcomputer which was used to enroll inmates in activities, keep
track of their progress in institutional activities, enable Case Managers and others to moni-
tor progress, and enable any supervisor to quickly determine the status and progress of any
inmate or group of inmates. The information system provided institutional information so
essential to the VDS Program that it was a necessary element of efforts to manage per-

formance at the two facilities.

Even a single purpose computer system can be a complex and challenging innovation
for organizations with no infrastructure for coping with this technology. Such mundane
tasks as adding or deleting a computer code for a vocational training activity or changing
the name of a case manager who adopts a married name can require that a person with a
working knowledge of such concepts as "files" and "records" and the ability to use an edit-
ing program be available. Modifying the ways a program works or recovering from an
operator error can require more sophisticated knowledge of programming and the way a

computer operates.

It was anticipated that the VDS Coordinator would acquire sufficient skills to ensure
that the computerized information operated in ways that met institutional and individual
workers' needs, and that he would be assisted by two part-time clerical workers who would
need to master only rudimentary data entry skills. Obstacles to carrying out this antici-
pated course of action arose when the Department of Correction insisted that there be no
VDS Coordinator and when the Vocational School Principal and Program Director I
under whom the former VDS Coordinator was assigned opposed this role for the reas-
signed Coordinator. This opposition appears to Be partly attitudinal (the Principal and Pro-
gram Director II indicated that "typing," i.e., operating a computer keyboard, should be
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performed only by clerical personnel), partly due to their inexperience and unfamiliarity
with the idea and uses of a programmable machine, and partly due to a set of prio}iﬁes that

diverged from that of the VDS Program and the Complex Administrator.

This set of circumstances led to a failure to build an internal capacity to maintain the
information system and made its maintenance dependent on outside assistance. Ulti-
mately, despite the fact that the information system had become central to so many institu-
tional information needs and to so many aspects of the institutions functioning, this lack of
internal capacity made it possible for a successor CMYC Superintendent to make the deci-

sion to terminate both the information system and the VDS Program.

Other Obstacles and Remedies

Initial planning did not include training for supervisors in giving feedback, but subse-
quent explorations of the nature of the Supervisor-Case Manager interaction revealed ways
to make it more effective. At the end of the fourth monitoring period, preliminary results
were reviewed with Case Managers, Case Manager Supervisors, Program Directors, and
the leaders of the two institutions in a meeting. This meeting--and two subsequent meet-
ings conducted by the SYC Superintendent and the CMYC Administrator--together with
an examination of the extent to which plans to alter organizational arrangements were
implemented--identified several ways in which we initially fell short in putting the kind of
performance monitoring system we had envisioned in place and several system-wide

events that thwarted implementation to some degree.

One shortcoming was the failure to vigorously pursue the solution of communication
problems in the facilities. A series of seven critical benchmarks were laid out td improve
communication about performance standards and problems in meeting them. Among these

benchmarks was the creation of a mechanism to raise issues in weekly staff meetings and
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communicate problems and proposed solutions to the Operations Committee. Although
memoranda went out requiring such meetings early in the project, supervisory personnel
were not thoroughly briefed on their expected role in this activity. When no issues were
communicated to the Operations Committee, no steps were taken to reiterate the expecta-

-~

tion or to ensure that everyone understood the importance of this activity.

The Operations Committee was substantially weakened in its capacity to solve com-
munications problems when the State Department of Correction conducted a routine per-
sonnel audit with the result that the VDS Program Coordinator was reassigned to other
duties (no DOC job classification for a Coordinator existed). As a result no single person
was in charge of integrating this program. Communication problems were also exacer-
bated when the DOC split the Sandhills Youth Complex (with a single Administrator) into
two administratively separate institutions (each with its own head who reported to the
Manager of the State Youth Command). The Youth Command Manager position then
became vacant and was left vacant for many months. As a result no person in a position to

administratively support the program was available.

A second system influence on the VDS Program was major shifts in prison population
and the redistribution of population among institutions during this time period. When the
performance standards were initially put in place, the population of CMYC was approxi-
mately 250, and by the end of the first six periods the population was fluctuating between
385 and 410. In other words, case load sizes grew dramatically. . The facility adopted
something of a crisis approach to the large influx of inmates, foregoing the application of
some routine procedures (such as vocational evaluation) rather than postponing them or

developing other systematic plans for coping with the influx.

Some important plans for resolving obstacles to the implementation standards were
never executed. For example, the Operations Committee was to create a Task Force on
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Difficult Situations to analyze situations Case Managers found ambiguous or difficult to
handle, develop operating procedures to follow in such cases, and conduct training ses-
sions on such cases. This plan was not executed. Other plans were implemented. For
example, plans to reduce quantitative work overload by shifting Case Manager responsibil-
ity for covering activities that could be covered by community college personnel were for

the most part implemented.

Debriefing and problem-solving sessions with Case Managers and their sr_{pervisors
implied that the process of communicating weekly feedback based on the review of imple-
mentation standards was imperfect. Supervisors often avoided confronting situations
where problems occurred in a problem—solving' way, and in other instances the feedback
process was viewed as largely negative rather than facilitative. Difficulties in delivéring

feedback are traceable to the communications problems discussed earlier.

Renewed efforts to resolve these and other obstacles were made over Periods 2
through 6. These included (a) more careful training of supervisory personnel, (b) clarifica-
tions of the Implementation Standards for Case Management, (c) the publicaticn of Opera-
tion Committee minutes and agendas, (d) more regular and more open Operations Commit-
tee meetings in both facilities, and (e) renewed efforts to seek assistance from the
Department of Correction in re-establishing the Coordinator position. A workshop on giv-
ing feedback similar to that described by Gottfredson (1987) was developed and imple-
mented. Specific instances of ambiguity or misinterpretation of implementation standards
were discussed and clarified. The Operations Committee held a series of meetings alter-
nating between the two facilities to solicit complaints, advice, and suggestions and took
decisive action on some of the matters raised. Attempts were made to alter the process of
monitoring performance and feeding back information on performance to increase the

strength of this intervention.
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Department of Correction Influences

The infrastructure to operate an integrated VDS Program involving these two facilities
was dismantled by the Department of Correction. The division of the complex and the
demotion of the Complex Administrator to Superintendent in all but job title was symbolic
of a lack of support for an integrated program or a lack of understanding of the necessity
for continuity in the program. DOC insistence that the program operate without a Coordi-
nator was an inappropriate application of bureaucratic guidelines or a symbolic devaluation
of the program. These actions made the conduct of a VDS Program difficult, but perform-

ance nevertheless continued to improve.

Following the inauguration of a new State Govemnor, top DOC leadership also
changed. A Youth Command Manager (see Figure 4) was appointed. Then, in the thir-
teenth period, the DOC transferred the CMYC Administrator elsewhere and appoeinted the
CMYC Program Director I Acting Superintendent. During this thirteenth period, the
Manager of the Youth Command drafted a memorandum to the Secretary of Correction
recommending the termination of the "experimental phase of the VDS" as soon as feasible
given the commitments that had been made by the department. Whatever the intent of the
Department in this matter, the Acting Superintendent's monthly activity report shows that
the final Operations Committee meeting (held in the 14th period) discussed the termination
of the VDS Program. If the DOC had not intended to signal that it wished to terminate the
VDS, its intentions were misunderstood. Workers in the facilities understood that the Pro-

gram would end in a few months.

Near the end of period seventeen, the DOC eliminated the position of Vocational

School Assistant Principal (the position occupied by the former VDS Coordinator). Per-

formance standards for Case Management, Vocational Evaluation, and Job Development
elaborated as part of this performance measurement project were not fostered by the
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Acting CMYC Superintendent, who was promoted to Superintendent.
Conclusion

This project has demonstrated that is possible to develop standards for correctional
worker performance in several areas,> and that the application of these standards by work-
ers and the systematic measurement of performance through supervisory activity can
improve performance. It also illustrates that a host of organizational influences and con-

straints can make implementing a high quality correctional program difficult, and that fac-

tors other than clarity about expected behavior and feedback on performance influence

worker performance in this setting. Dramatic improvements in the percentage of residents
engaging in the intended programmatic activities at CMYC, followed by slippage at that
facility when monitoring was temporarily discontinued and further erosion even when
monitoring was applied but after the DOC had taken actions detrimental to the program
imply that performance measurement in the face of competing messages from prganiza-

tional leadership will not maintain performance.

The down-to-earth Case Management standards seem in many respects unsophisti-
cated when compared with the types of interventions that have been shown to be effective
in ameliorating difficult problems (e.g., Azrin & Besalel, 1980). Even the more elaborate
and technical performance standards developed for Vocational Evaluation and Correctional
Plan Development (see Appendix III) appear rudimentary, although they formalize some
aspects of those tasks for which the personnel performing those functions were never for-

mally trained or prepared by appropriate supervised experience.

5 Appendix I shows the official DOC job description for Case Managers, and Appendix I shows the Implementation Standards devel-
oped in this project for these workers. Appendix III shows the Implementation Standards for Development and Evaluation devel-
oped in this project.
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Given the imperfect implementation of many aspects of the intended VDS Program,6
the fact that clear standards for performance were ever developed for only a few aspects of
the program, a continued history of external influences (population fluctuations, DOC pri-
orities) thas, disrupted orderly activity, and the questionable articulation between the educa-
tional and training methods and content and the vocational needs of the residents, if this
Program increases employment in the long term or makes a substantial reduction in subse-
quent criminal involvement, I would be hard pressed to explain how such effects come
about., Similar problems with the design and execution of correctional programs in penal
institutions are no doubt common. Substantial progress in rehabilitation will require (a)
the development of effective interventions, (b) stable organizational environments, (c) staff
prepared by training and experience to properly implement the interventions, (d) clear

specification of expectations for workers, and (e) appropriate monitoring of and feedback

about performance.

6 For example, rio performance standards for academic or vocational instruction were developed.

51




™ .

References
American Friends Service. Committee. (1971). Struggle for justice; A report on crime and

punishment in America. New York: Hill and Wang.

Azrin, N., & Besalel, V. A. (1980). Job club counselor's manual: A behavioral approach

to vocational counseling. Baltimore: University Park Press.

Bailey, W. C. (1966). Correctional outcome: An evaluation of 100 reports. Journai of

Criminal Law, Criminology and Police Science, 5 7, 153-160.

Bell, C. H., Jr. (1983, August). Promoting and managing effective performance. Unpub-
lished materials prepared for a Society for Industriai and Organizational Psychology

Workshop on Organization Development, Anaheim, CA.

Bragg, I. E., & Andrews, 1. R. (1973). Participative decision making: An experimental
study in a hospital. Journal of Applied Behavioral Science, 9, 727-735.

Conrad, J. P. (1977). Doing good with a hard nose: The achievement of credibility in

criminal justice. Crime and Delinquency, 23, 394-402.

Conrad, J. P. (1981). A lost ideal, a new hope: The way toward effective correctional

treatment. Journal of Criminal Law and Criminology, 72, 1699-1734.

Cook, P. J. (1975). The correctional carrot: Better jobs for parolees. Policy Analysis, 1,
11-51.

Fullan, M., Miles, M. B., & Taylor, G. (1980). Organization development in schools: The

state of the art. Review of Educational Research, 50, 121-183.

52




Gottﬁf'é_dson, G._ D. (1980). Penal policy and the evaluation of rehabilitation. In A. W.
Cohn & B. Ward (Eds.), Improving management in criminal justice. Beverly Hills,
CA: Sage.

Gottfredson, G. D. (1984). A theory-ridden approach to program evaluation: A method
for stimulating researcher-implementer collaboration. American Psychologist, 39,

1101-1112.

Gottfredson, G. D. (1987). Development of a workshop to enhance principals' skills in

giving feedback. Center for Social Organization of Schools, Johns Hopkins Univer-

sity.

Gottfredson, G. D. (1988). You get what you measure--you get what you don't. Paper pre-
sented at the Annual Meeting of the American Educational Research Association,
New Or'eans, 7 April.

Gottfredson, G. D., Rickert, D. E., Gottfredson, D. C., & Advani, N. (1984). Standards for
Program Development Evaluation. Psychological Documents, 14, 32. (Ms. No. 2668)

Kassebaum, G. D., Ward, A., & Wilner, D. M. (1971). Prison treatment and parole sur-
vival. New York: Wiley.

Lipton, D., Martinson, R., & Wilks, 7. (1975). The eﬁ‘ectivenesS of correctional treatment:

A survey of treatment evaluation studies. New York: Praeger.

Locke, E. A., Shaw, K. N. Saari, L. M., & Latham, G. P. (1981). Goal setting and task
performance: 1969-1980. Psychological Bulletin, 90, 125-152.

Martin, S, E., Sechrest, L. B., & Redner, R. (Eds.). (1981). New directions in the rehabili-

tation of criminal offenders (Report of the Panel on Research on Rehabilitative Tech-

53

PR N E -




niques, National Research Council). Washington, DC: National Academy Press.

Martinson, R. (1974). What works? Questions and anawers about prison reform. Public

Interest, 35, 22-54.

Nadler, D. A., Hackman, J. R., & Lawler, E. E., II. (1979). Managing organizational

behavior. Boston: Little, Brown and Co.

National Institute of Justice. Performance and productivity measurement: NIJ criminal

Jjustice research solicitation. Washington, DC: NIJ.

Ouchi, W. (1981). Theory Z: How American business can meet the Japanese challenge.
Reading, MA: Addison-Wesley.

Porter, L. W., & Lawler, E. E. (1968). Managerial attitudes and performance. Home-
wood, IL: Irwin-Dorsey.

Quay, H. (1977). Three faces of evaluation: What can be expected to work. Criminal

Justice and Behavior, 4, 341-354.

Sarason, S. B. (1971). The culture of the school and the problem of change. Boston:
Allyn & Bacon.

Sechrest, L., White, S. O., & Brown, E. D. (Eds.). (1979). The rehabilitation of criminal
offenders: Problems and prospects (Report of the Panel on Research on Rehabilita-
tive Techniques, National Research Council), Washington, D.C.: National Academy

of Sciences.

Svirido_ff, M., & Thompson, J. W. (1979). Linkages between employment and crime: A

qualitative study of Rikers releasees. New York: Vera Institute.

54




Vocational Delivery System Project. (1985). Correctional plan implementation stan-
dards: A manual for case managers and case manager supervisors. Available from
G. D. Gottfredson, Johns Hopkins University, 3505 N. Charles St., Baltimore, MD
21218.

von Hirsch, A. (1976). Doing justice: The choice of puniskments. New York: Hill and
Wang.

Witte, A. D., & Reid, P. A. (1980). An exploration of the determinants of labor market

performance for prison releasees. Journal of Urban Economics, 8, 313-326.

-

55




Appendix I
Department of Correction Job Description
for Case Manager

(Correctional Programs Assistant IT)




CORRECTIONAL PROGRAMS ASSISTANT 11

Employees in this class assist in providing programs
for the rehabilitation of inmates in the prison system.
Employees at this level coordinate a major or specialized
program, primarily at a large facility or institution, such
as work release or recreation. These positions may also
carry a caseload which involves answering and following up
on inmates’ questions and problems, and making recommenda-
tions to the classification committee.




RECRUITMENT STANDARDS

Minimum Education and Experience

High school diploma + 2 years experience
or
A.A. degree

Knowledge, Skills, and Abilities

Knowledge of
departmental policies and procedures
correctional programs
community resources--public and private
counseling and interviewing techniques
Ability to
collect and evaluate information about inmates
develop, implement, coordinate, and supervise program
make written and orai reports




Appendix II

CORRECTIONAL PLAN IMPLEMENTATION STANDARDS

A HManual for Case Managers
and
Case Manager Supervisors

Vocational Delivery System Program

Cameron Morrison Youth Center
Sandhills Youth Center

Revised April 3, 1985




Acknowledgments

Many people ocontributed to the development of these
implementation standards. No one participated in all stages
of their development, but an attempt was made to seek broad
participation of representatives of persons with direct
experience in case management, supervision, and administra-
tion. The present document was developed through consensus
and compromise. Its purpose is to spell out as concisely
and clearly as possible a set of standards for the delivery
of services to residents at MYC and SYC by Case Managers,
insofar as those services relate to the execution of the
residents' Correctional Plans.

Among those who contributed to the development of these
standards were the following:

Benny Brigman Program Supervisor, SYC
C. C. Council Program Director II, CMYC
Jessie Frazier Program Supervisor, CMYC
Gary Gottfredson Johns Hopkins University
Sid Harkleroad Program Director I, CMYC
David Hubbard Superintendent, SYC
Thomas G. Ivester Administrator, CMYC
Ronnie Jones Program Director I, CMYC
Wrightson Lewis Program Supervisor, SYC
Ross Mann Coordinator, VDS Program
George O'Hanlon Division of Employment & Training
Emilio Pagan Case Manager, CMYC

Bill Perkins Case Manager, SYC

Greg Starnes Case Manager, SYC

John Watkins Case Manager, CMYC

Beth Williams Program Supervisor, CMYC
David Williams Case Manager, CMYC

The development of this manual was supported in part by a
grant from the National Institute of Justice, U. S. Depart-
ment of Justice, to the Johns Hopkins University for a proj-
ect titled Performance Measurement in an Experimental Cor-
rectional Program (Gary D. Gottfredson, . Principal
Investigator). The views expressed do not necessarily
reflect the position or policy of the Institute.




Table of Contents

Overarching Goals of the VDS Program . . .

Vocational Goals and Post-Release Job Placement

Remediation « .. ¢« « o o o o o s o s o o
Personal Responsibility . o o o o « & &
Transition to the Free Community . . .

Correctional Plan Implementation Standards:

Links Between the Implementation Standards and Program Goals

I. Adherence to the Correctional Plan . .
I.A. Reinforcing the Resident . . . . .

I.B. Detecting Discrepancies . « « ¢ &

L

Case Manager

II. Resident Initiated Change in the Correctional

III. Responses to Disciplinary Infractions

IvVv. Other Changes in the Correctional Plan

V. Correctional Plan Change Procedures .
V.A. Vocational Class Changes « .« « .« &
V.B. Job ChangeS . « « ¢« o o s o o o &
V.C. Awareness/Instructional Changes .
V.D. Life Enrichment Changes ., . . . .

V.E. Changes to Job, School or Home Plan

VI, Activities in Anticipation of Release .

VI.A, Tentative Home Plan . « « o« o o« s
VI.B. Social Security Number . . . . .
VI.C. Tentative Job or School Plan . .

VII. Promotion from CMYC to SYC . . . . .

o

VIII, When Customary Activities are All Compl eted

IX. Documentation of Activities . . . .+ .

i

NN

WO~ T b

16
16
16
18
18
19
20
20
21
22
22
23
23
24
24
24
25
25
25
26



The Forms Associated with the Implementation Standards

Resident Enrollment/Change Form . . .

Correctional Plan Change Worksheet .

Evaluator Enrollment/Change Form . .

Correctional Plan Change Form . . . .

Case Manager Tracking Sheet ,

Figure 1:
Appendix:
Appendix:
Appendix:

Appendix:

Face-to-Face Interaction and

Copies of Forms Used .

L] . L2 L

° *» L] ©

Policies Articulated 4/16/1984 . ,

Instructions for Monitoring the Standards

Implementation Standard Monitoring Form

Case Load

-

27
27
27
27
27
28
29
30

35
36
39



Correctional Plan Implementation Standards:
A Manual for Case Managers and Case Manager Supervisors

This manual oontains Implementation Standards for Case
Managers and their supervisors to use in their work. They
cover aspects of case management relating to the residents’
Correctional Plans at Cameron Morrison Youth Center and

Sandhills Youth Center.

The purpose of the standards--and this manual-—-is to pro-
vide a clear statement of Case Manager responsibilities in
the management and maintenance of Correctional Plans. This
clear statement should reduce ambiguity about what is
éxpected and ensure that case management is conducted in
ways that are directed at the goals of the Vocational Deliv-
ery System Program at CMYC and SY¥C. The manual should help
the Case Manager in the day-to-day conduct of his or her

work.

The manual has four parts. The first part sets the con-
text for the rest of the manual by reviewing the overarching
goals of the Vocational Delivery System Program: Case Man-
agement is an essential component of this overall program,
and it is aimed at helping to achieve most of these goals.
The ksecond, part 1lists the standards. The third part
explains why each standard was included--it gives the
rationale for the standards. The final section shows many

of the forms used in connection with these implementation

- standards--it explains how and when to use these forms.

1
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Overarching Goals of the VDS Program

The development of these Implementation Standards was
guided by the goals of the Vocational Delivery System Pro-
gram. An understanding of these Implementation Standards,
and decision making in their day-to-day application, there-
fore requires an understanding of the overarching goals of

the program. This section briefly discusses these goals.

The VDS Program has four goals:

1. Prepare residents for and place them in realistic,
available, and stable vocational fields.

2. Remedy or ameliorate personal deficits or problems
that may thwart the attainment of residents' voca-
tional goals.

3. Create in each resident a sense of a personal stake
in his career and his vocational plan.

4, Ensure timely support to help released residents
cope with problems experienced in the transition to
the free community.

In general, any case management activity that makes the

achievement of these goals more likely is desirable. The

following paragraphs elaborate on each of these four goals.
Vocational Goals and Post—-Release Job Placement

The first goal is to prepare residents for and place them
in a realistic, available, and stable vocational field.

"Realistic means:



a) An occupation in which a substantial number of open-
ings are likely to exist in the local area to which
the resident will be released.

b) An occupation the resident would like and could do
(i,e., an occupation matched to his interests and
abilities).

c¢) An occupation available to a person with the man's
resources and liabilities, This includes his finan-
cial resources, prison record, educational attain-
ment, and credentials.

The VDS Program takes several steps to further the
achievement of this goal. Evaluators who conduct diagnostic
activities at the time of reception to CMYC aim to identify
the resident's interests and abilities at that time, and
they work with Employment Security Commission (ESC) person-
nel to determine what vocational opportunities may realisti-~
cally be available to the resident when released to his home
community. ESC personnel advise Evaluators at MYC and
Development Specialists at SYC about the opportunities
likely to be available in the resident's home community.
Case Managers develop the Correctional Plan using input from
many‘sources, including evaluation results.* Instructors at
CMYC and SYC conduct training and educational activities

intended to enhance residents' prospects for employment in

their planned fields.

T S T G S e R 5ot ey Gt S VU vl By P e i S iy

*Standards for the development of correcticnal plans are not
described in this manual; they are described elsewhere,
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Case Managers have a crucial role in ensuring that these
activities all come together as planned and that the resi-
dent follows a planful and productive course of educational,
training, and ancillary activities. In short, the Case Man-
ager is key in ensuring that the Correctional Plan is exe-
cuced as planned and continues to focus on a realistic voca-

tional objective for the resident.
Remediation

The second goal is to remedy or ameliorate personal defi-
cits or problems (e.g., substance abuse) that may thwart the
attainment of residents' vocational goals through treatment,
remedial, or developmental services. Personal difficulties
such as alcohol or drug abuse, difficulty in restraining
impulses or resisting peer pressure, low self-esteem, or an
inability to demonstrate responsible behavior can all reduce

a man's prospects for successful post-release employment.

The VDS Program includes several features intended to
further the goal of remedying or ameliorating such problems.
Awareness and instructional programs (Drug Education, Quest
Skills, AA, Positive Self-Concepts, Sexual Awareness, Inter-
personal Relations, I CAN, Career Readiness Training, SWAP)
and life enrichment programs (Yokefellow, Jaycees, Explor-
ers, Choir, Art, Flying, Christian Discipleship) are among

these activities,




The Case Manager also plays a key rele in achieving this
goal. Case Managers must be vigilant to detect emergent
problems and identify appropriate resources for their remed-
iation. They directly act to move towards this goal through
their interaction with the residents. Specifically, the
Case Manager is responsible for making sure the resident has
the opportunity to receive treatment or remedial and devel-
opmental services that will enhance his vocational prospects

after release.

Personal Responsibility

The third goal is to create in each resident a sense of a
personal stake in his career and in his vocational plan.
Put ancther way, an important assumption of the correctional
philosophy underlying the VDS Program is that one all too
common characteristic of residents of MYC and SYC is a
failure to grasp the connection between personal actions and
personal success and failure. This implies that the day-to~-
day practice of case management should utilize every availa-
ble opportunity to make this connection clear to the resi-

dents,.

In more explicit terms, the VDS Program is intended to
help reéidents understand the consequences of their own
behavior and that they can personally influence their own-
sitﬁations and their own future., By restraining impulses

and avoiding problem behavior, and by acting purposefully




and planfully to acquire skills needed in the free community
they can -create more beneficial outcomes for themselves. A
resident should come to understand that he has much to gain
by productive behavior and conformity to rules, and that he
has much to lose by troublescme behavior or a failure to

acquire skills that will provide a career later on.

Helping the resident to develop a personal stake in his
career and vocational plan is an important task for the Case
Manager. Although many of the Implementation Standards are
aimed at this goal, a comprehensive account of all the
opportunities a Case Manager (and other personnel) have to
develop this sense of personal control and responsibility is
difficult to provide. 1In general, decisions about the day-
to-day interaction with residents should be made by reflect-
ing on whether the interaction enhances the attainment of
this goal when more specific guidance is not provided by the

Implementation Standards or other policy statements.

Commending a resident for a small accomplishment that
required some effort or planning on his part is one way to

enhance his sense of responsibility and control over his

"situation., Creating opportunities to achieve successes in

small ways is another. Opportunities to develop and display
new competencies should lead to an understanding that the
resident's behavior does affect what happens to him and that

he can to some extent control his situation. Ultimately




«

this sense of personal control and responsibility should be

tied to career plans.

Transition t e F Commun i

A fourth goal is to ensure timely support to help

‘released residents cope with problems experienced in the

transition to the free community. Because many residents do
not have stable employment histories or experience in coping
successfully in employment settings, assistance in estab-

lishing themselves in stable employment is usually required.

A number of elements of the VDS Program are directed at
this goal. Evaluators communicate with Employment Security
Commission Offender Specialists to determine what job oppor-
tunities are realistic in the local area to which the resi-
dent will be released. Development Specialists work with
the resident, his family, potential employers, and ESC per-
sonnel to assist in the transition from incarceration to

employment in the free community.

Case managers also have Kkey roles to play in assisting in
this transition. Because they work with the resident on an
on-going basis, they have access to information about
changes in the resident's home or job plan. They may also
have communication with relatives or potential employers of
the. resident that provide valuable information for the

Development Specialists, Also, they are in a position to




make sure that accurate and up-to-date information about the
resident is contained in the Correctional Plan and in case

management files,

A number of Implementation Standards are therefore
directed to assisting in the achievement of the goal of sup-
port during transition to the free community. In addition,
day-to-day decisions about interactions with the resident
should be made whenever possible in ways that enhahce the
likelihood of a smooth transition to employment upon

release,

The standards presented in the next section are desirable
standards for case management with all cases. Some specific
quantitative standards apply only for some residents, called
"experimental” residents. This is because limited time and
personnel resources make it unrealistic to expect that these
standards will be met for every Case Manager's entire case
load. Every effort should be made to meet or exceed these
standards for experimental residents, and to approximate the

standards as clcsely as possible in work with all residents,




Correctional Plan Implementation Standards: Case Manager

I. Monthly activities to promote adherence to the Correc-
tional Plan

A, Reinforce resident for following Correctional Plan.

1.

Case manager visits each experimental resident in
the most important activity in the facility that
his Correctional Plan contains each month. This
activity is usually an element of the resident's
vocational plan. Standard: Each month 100% of
experimental residents.

In a separate face-to-face interaction the case
manager (a) reviews the correctional plan and
reiterates future vocational expectations,
(b) relates resident performance to exit from the
institution, (c) reinforces resident for  his
accomplishments (after talking with instructors),
and (d) talks with resident about his concerns.
Standard: Each month 95% or more of residents in
case loads of 45 or fewer clients, and an equal
number of residents for case loads of larger
size. Figure 1 illustrates the application of
this standard to case loads of larger sizes.

B. Detect and act on discrepancies between the Correc-
tional Plan and activities engaged in or completed.

1.

Scan the computerized tracking sheet each week to
flag any discrepancies between the Plan and cur-
rent enrollment or completion. Examine action
log and Correctional Plan as necessary to clarify
status. Check information on the Correctional
Plan for accuracy and completeness; change as
necessary. Standard: 1008 of discrepancies
identified each month.

If a discrepancy is identified, complete the fol-
lowing for 80% of discrepancies within five work-
ing days:

Determine originsg of discrepancy (may talk to
resident, facilitator, or others as necessary) to
verify that discrepancy exists and then talk to
resident to (1) reinforce resident if no discre-
pancy, (ii) determine if client is in agreement
with activity, and (iii) arrange assignment to
planned activity, or (iv) determine that activity
is unavailable at CMYC/SYC.




3.

4.

M

If step 2 identifies a resident needing
vocational training or other activities not
available at CMYC/SYC, and if the plan calls for
it, then locate information necessary for entry
into a community program and provide it to the
resident. Standard: 80% of applicable residents
within 4 weeks of identifying the discrepancy.

If review of case implies a change in Correc-
tional Plan is required, execute steps in V.

II, Resident-initiated change in Correctional Plan.

Within five days of a resident request for a change of

Plan,

complete the following steps for 80% of residents

making request:

A, Assist resident in completing worksheet to request
and justify the change.

B. If change appears justified, execute the steps
spelled out in V.

C. If change appears unjustified, explain reasons to
client and seek counseling or other intervention as
needed.

III. Responses to disciplinary infractions.

A. Complete the following steps within five working
days of reviewing authority's final decision for 80%

of
1.

cases:

Review outcome of the disciplinary procedure to
determine whether Correction Plan change is
necessary.

Contact resident to notify of results and to

(a) explain meaning of consequences, (b) check to
see if resident understands, (c) discuss with the
resident programming options in response to the
infraction for the resident's Correctional Plan,
and (d) counsel if no change in plans or execute
the steps in V.

10




Iv.

V.

Other changes in Correctional Plan

Whert the Case Manager determines that a change in Cor-
rectional Plan would better match current needs with
opportunities (for example, as the result of suggestion
from Vocational Rehabilitation personnel or a change in
anticipated release date) and (at CMYC) the Unit Team
agrees, the Case Manager takes the following steps:

1. Talk with the resident to get agreement to the
change.

2, Within 5 working days complete the steps in V for
the change procedure. (Standard: 80% of cases
discussed with the resident).

Correctional Plan Change Procedures

(Note: The Correctional Plan Change Worksheet and Cor-
rectional Plan Change Form replace forms DC 121 and
170.)

A, Vocational class change

1. Experimental residents: Execute the following
steps within 5 working days after the decision is
reached in I, II, III, or IV (100% of cases):

a. Consult with Evaluator or Development Special-
ist, Teacher, Principal, and resident to
achieve consensus that a new plan is desira-
ble. (See "Correctional Plan Policy Statement”
if consensus can not be reached.)

b. Prior to changing the Plan, Case Manager
awaits word from the Development Specialist or
Evaluator that he/she has called ESC Offender
Specialist to verify that career plan is feas-
ible.

c. Submit change sheet with justification for
change and indication on back that (a) and (b)
were accomplished to ICC for review.

d. Final approval by Program Director who for-
wards change sheet to the computer.

11
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2. Nonexperimental residents: Take the following

steps for as many clients as possible as soon as
feasgible, '

a. Consult with principal, teacher, and resident
to achieve consensus that a new plan is desi-
rable., (See "Correctional Plan Policy State-
ment™ if consensus can not be reached.)

b. Submit change sheet with explanation on back
to ICC for review.

c. Final approval by Program Director who for-
wards to the computer.

B. Job changes.

1. Experimental: Take the following steps within 5
working days, 80% of cases:

a. Consult with resident and work supervisor to
achieve consensus that the job change is desi-
rable.

b. Coordinate with Development Specialist or
Evaluator to determine that job accords with
Correctional Plan. Prior to making the
change, the Development Specialist contacts
the ESC Offender Specialist for consensus.

¢, Submit recommended job change to ICC for
review.

d. Final approval by Program Director who for-
wards the change to the computer.

2. Nonexperimental: Take the following Steps within
5 working days:

a., Consult with resident and work supervisor to
achieve consensus that new plan is desirable.

b. Submit recommended job change to ICC for
review,

c. Final approval by Program Director who for-
wards the change to the computer.

12




C.

D.

Awareness/Instructional (Drug Education, Quest
Skills, Positive Self-Concepts, Sexual Awareness,
Intefpersonal Relations, I CAN, Study Release, CRT,
SWAP) .

1. Experimental: Within 5 working days take the
following steps for 80% of cases.

a. Consult with treatment facilitator, resident,
and written evaluation report to achieve con-
sensus that a change is desirable.

b. Submit change sheet with explanation on back
to ICC for review.

c. Final approval by Program Director who for-
wards the change to the computer.

2. Nonexperimental.

a. Consult with treatment facilitator, resident,
and review needs assessment to achieve consen-
sus that a change is desirable,

b. Submit change sheet with explanation on back
to ICC.

c. Final approval by program director who for-
wards the change to the computer.

Life enrichment (i.e., Yokefellow, Jaycees, Explor-
ers, AA, Choir, Art, Flying, Bible, Christian Disci-
pleship). (Same procedures for experimental and
nonexperimental.)

1. Consult with activity facilitator, needs assess-
ment summary, and resident to achieve consensus
that a change is desirable.

2, Case manager submits changes to computer
directly.

Job/School or Home Release Plan (Experimental &
Nonexperimental)

1. Submit revised Evaluator Enrollment/Change Form
to computer whenever resident changes anticipated
home, school, or employment release plan. Stan—
dard: 100% of all cases within 5 working days.

13
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VI,

VII.

Activities in anticipation of release.

A. Every experimental resident has a tentative home
plan documented in the Correctional Plan. "None"
should be recorded in the space for street address
if a home plan does not exist, Note in the Action
Log actions taken to secure a home plan. Standard:
100% 3 weeks after arrival at CMYC.

B. Each resident has a Social Security Number. Stan-
dard: SSN available or applied for within two weeks
after promotion to minimum custody at CMYC (or after
arrival at SYC) for 100% nf cases.

C. Every resident has a tentative home and job or
school plan documented in the Correctional Plan 3
months prior to anticipated release date (if the
plans exist). If home plan does not exist, take
steps to develop one. Standard: 100% of all resi-
dents 3 months prior to anticipated release date.

Activities in anticipation of promotion to SYC or bhus
back to CMYC. To provide continuity in programming and
a smooth transition between CMYC and SYC, check the box
to print a copy of the Correctional Plan on the Correc-
tional Plan Input Form prior to recommendi the tra
fer to the ICC. When the new plan returns from the
computer, place it in the resident's action log for
forwarding to the other institution. Standard: 100%
of cases transferred.

VIII. Programming for a resident who has completed all cus-

tomary vocational training activities. Take the fol-
lowing steps according to the resident's Correctional
Plan:

1. Determine if conduct difficulties 4in_ the
vocational classes would make assignment as a
tutor or teaching aide inappropriate.

2, If assignment to tutoring/teaching aide is
appropriate, execute the steps in V.

Standard: 100% of applicable experimental residents
within 5 working days of resident completing previ-
ously scheduled activity.

IX. Documentation of Activities

Each time a gubstantive contact occurs with a resident a
brief notation should be made in the Case Manager's
Action Log for the resident and the date of the contact
entered on the computer Tracking Sheet. For every

14




instance where an interaction with a resident was
important enough to be written in the Action Log, the
Tracking Sheet should also be updated to show the date.
The notation can be brief but should be clear enough to
indicate that standards were met.

All activities that result in the attainment of these
Implementation Standards are defined as "substantive,"

and actions related to the Standards should be recorded
in the Action Log.
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Links Between the Implementation Standards and Program Goals

In the first part of this manual the overarching goals of
the VDS Program were reviewed, and in the second part a set
of Implementation Standards designed to assist in achieving
these goals were laid out. This part of the manual explains
the relation of each Implementation Standard to the goals of

the program.
I, Adheren to_the ectional Pla

The Correctional Plan is the primary vehicle for syste-
matically pursuing the four goals of the VDS Program. "It
specifies the vocational plan that is to be executed and the
specific programmatic activities designed to make that plan
feasible. This includes educational development and voca-
tional training, and activities to remedy or treat any spe-

cial problems the resident may have.

If the resident is to understand that his behavior makes
a difference in his personal situation and vocational pro-
spects, the Correctional Plan must be realistic: It must be
a plan that can be counted on. Accordingly, the first set
of Implementation Standards are directed to promoting adher-

ence to the Correctional Plan.
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Two standards relate to routine activity to reinforce the
resident for following the Correctional Plan, and to call
attention to the links between the Plan and the resident's

future vocational activities.

I,A.l. The intent of the standard calling for visits to
residents' in their most important on-site activities is to
provide reinforcement for following the Correctional Plan.
If Case Managers continually remind residents that their
activities are directed at following a systematic plan, and
that that plan is an important ingredient in obtaining a
desired job later on, residents are expected to learn that
their plan is important. These visits provide concrete,
personal support for engaging in constructive activity. The
most important activity in a Correctional Plan will usually

be a vocational training class or job placement,

I,A.2, The intent of the standard calling for a face-to-
face interaction in which the Correctional Plan is reviewed
and discussion of points (a) through (d) are discussed is to
call the resident's attention to the link between his accom-
Elishments (however small) and his ultimate success in
implementing the entire plan. Such conversations provide an
opportunity to provide timely and appropriate feedback to
the resident about his performance that should enhance his
understanding of the way his behavior influences his current

and future circumstances and job prospects.
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L1.B, Detecting Discrepancies

A Correctional Plan can generate confidence only if it is
faithfully executed. And because the Correctional Plan is
intended to be based on a careful appraisal of the resi-
dent's needs and the resources available to best meet them,
it must be carried out if the resident is to receive the
training and other experiences he needs. Accordingly, Ehe
standards spelled out under I.B. call for scrutiny‘of the
match between planned and actual activities to ensure timely

action when the Correctional Plan is not being followed.

IT1. Resident Initiated Change in the Correcticnal Plan

Residents often suggest changes in their activities that
have implications for the Correctional Plan. The Case Man-
ager's response to requests for such changes is important
because it can help resident's understand that they can
influence their situation in appropriate ways, but that they
must be planful and realistic if they are to achieve their
goals. Accordingly, appropriate and reasonable requests
should be responded to rapidly to help the resident bring
about the change he desired, but inappropriate requests or
requests not based on vocational goals should be denied with
explanations of why they are denied. Changes should be

based on their relation to realistic future goals.
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The Implementation Standards under section II call for
assisting the resident in completing a worksheet to justify
his request so that the resident has responsibility for
explaining the rationale for the change. Then they call for
timely execution of the steps necessary to make a change so
that the resident can see that his reasonable and well just-
ified request gets results. Or they call for denying unrea-
sonable or poorly justified requests with appropriate expla-
nations so that the resident learns that whimsical behavior

is not rewarded.
II Respo o _Disci ina ctio

Resident behavior that results in disciplinary infrac-
tions can interfere with the orderly execution of a Correc-
tional Plan. The Implementation Standard in section III are
intended to keep Correctional Plans up-to-date and feasible
given any restrictions that may be placed on resident parti-
cipation in activities as a result of disciplinary sanc-
tions. This Standard also calls for a discussion with the
resident of the meaning of the disciplinary action and its
influence on his Correctioconal Plan to help the resident see

the relation between his behavior and his situation.
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There ;ay be a variety of other reasons that changeé in a
Correctional Plan become appropriate. For example, Voca-
tional Rehabilitation personnel may suggest vocational pos-
sibilities and resources that are useful and appropriate,
drug or alcohol problems previously not detected may become
apparent, an injury or illness may make current activities
inappropriate, the resident may develop a record of poor
evaluations and borderline conduct, or a resident may prove
incapable of successfully completing training in an area
designated in his plan. The Standaré in section IV is
intended to achieve a prompt readjustment in the Correc-

tional Plan when such a change is warranted.
v orrectional Pla ange Procedure

All the Implementation Standards in section ¥V are
intended to expedite changes that are appropriate and have
minimal implications for the resident's vocational plan, and
to introduce deliberation and care in making changes that
are related to key aspects of the Correctional Plan without
introducing undue delay. These Implementation Standards
call for different kinds of steps to be taken for different
kinds of' changes. For example, special care is taken in
making changes in vocational classes and jobs because these
chaﬁges relate directly to the resident's vocational plans.

In contrast, changes in life enrichment activities involve a

20
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few straightforward steps because these changes usually do

not relate directly to the resident's vocational plans.
V.A. Vocational Class Chandes

Different Implementation Standards apply to experimental
and nonexperimental residents. The distinction is intended
to ensure that great care is taken in adhering to the voca-
tional plan laid out for experimental residents. For exper-
imental residents the Implementation Standards call for con-
sultation with an Evaluator or Development Specialist
because these individuals have been working with ESC Offen-
der Specialists to ensure that the post-release job plan is
feasible, and because the Evaluator performed a careful and

elaborate assessment of the resident upon arrival at CMYC.

ESC Offender Specialist consensus that any anticipated
vocational change is appropriate is important because ensur-
ing a smooth transition to post-release employment is a goal

of the VDS Program.

For both categories of residents the Standards call for

consul tation with the princinal, teachers, and resident; and

for both categories ICC concurrence is required to introduce

an element of deliberation when important vocational plan

changes are made.

Documentation of any change through updates in the Cor~

rectional. Plan keeps the Correctional Plan printouts and
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Tracking Sheets up-to-date and useful in monitoring resident
progress{; Note that use of the Correctional Plan Change

Worksheet and Correctional Plan Change form eliminate the
need to fill out DC forms 121 and 170 and streamline the

paperwork.
V.B o] a

The Standards for job changes parallel the Standards for
vocational class changes and serve similar purposes. They
introduce care and deliberation into the process of making
such changes, and for experimental residents they call for
consultation with the ESC Offender Specialist to make sure
the change does not interfere with a smooth transition to

post—~release employment.,

As for vocational class changes, the Standards differ for
experimental and nonexperimental residents in that the
advice of the ESC Offender Specialist is not required for

nonexperimental residents' job changes.
v Awareness/Instructional ange

The Implementation Standards for making changes in aware-
ness/instructional activities (such as Drug Education, Quest
Skills, Positive Self-Concept, Sexual Awareness, Interper-
sonal Relations, I Can, Study Release, AA, Career Readiness
Training, and SWAP) call for consultation with with treat-

ment facilitators and the resident, and for a review of the
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written Evaluation Report (experimental residents) or Needs
Assessment (nonexperimental residents) to achieve a consen-
sus that a <change is desirable. These standards are
intended to provide for deliberation to maximize the likeli-
hood that awareness/instructional activities meet the resi-
dents needs. ICC review is intended to provide‘an addi-
tional check on the appropriateness of the activities, and
updating the activity record in the computer keeps Correc-
tional Plans, Activity’ Sheets, and Tracking <theets up-to-

date and useful.

VD, Life Epnrichment Changes

Life enrichament activities (such as Yokefellow, Jaycees,
Explorers, Choir, Art, Flying, Bible, Christian Disciple-~
ship) are usually not key aspects of a resident's Correc-
tional Plan. Accordingly the procedures for making such
changes are streamlined. After consultation with the activ-
ity's facilitator and the resident (and a review of the
resident's needs assessment summary) the Case Manager sub-

mits the changes directly to the computer.
E anges to Job, School or Home Pla

The Correctional Plan must be kept up-to-date because it
is used by Case Managers, Development Specialists, and resi-
dents in helping the resident acquire appropriate vocational

skills and in assisting in the transition to post-release
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employment. It also must be up-to-date to enable follow-up
activities after release. Accordingly, the Implementation
Standard under V.E, calls for action to update the correc-
tional plan with current release plan information via an
Evaluator Enrollment/Change Form whenever the resident
changes his plans for living arrangements, school, or

employment upon release.

VI. Activities in Anticipation of Release

The Implementation Standards under section VI are all
aimed at the goal of facilitating the transition to post~re~
lease employment and providing necessary support in the com-

munity after release.

VI.A., Tentative Home Plan

Job opportunities vary from community to community, and
the Standard calling for a tentative home plan in the Cor-
rectional Plan of all experimental residents is needed to
ensure that the ESC Offender Specialist in the local area to
which the resident is most likely to be released can give

advice on job plans and vocational training,

VIi.B, Social Securitv Number

Social Security Numbers are required to obtain employment
upon release. This standard therefore is required to

achieve the goal of post-release employment.,
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This é%andard calls for all residents to have teﬁtative
home, job, or school plans documented in their Correctional
Plans three months prior to release. This is necessary to
facilitate the resident’s transition to post-release employ-
ment or education, and in the case of experimental residents
provides information needed by Development Specialists and
ESC Offender Specialists as they assist the resident make
this transition and support him in coping with difficulties

after release,

VII. Promotion from CMYC to SYC

The Implementation Standard under section VII is intended
to ensure continuity of planned activities when a resident
is promoted from CMYC to SYC. Case Managers at SYC need
accurate and up-to-date information about the status of the
resident's activities and his plan so that they can ensure

this continuity.

VIII, When Customary Activities are All Completed

On occasion a resident will complete all activities spe-
cified in his correctional plan or for any of a variety of
reasons ﬁas exhausted all customary and expected vocational
training activities. The Implementation Standard in Section °
VIIi is intended to provide productive and vocationally

related@ activities for such residents, Serving as a tutor
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or teacher aid provides additional learning experiences in

£ R )
an area related to his career plan.
IX. Documentation of Activities

The documentation of activities serves several purposes.
‘First, it communicates to other Case Managers and to Devel-
opment Specialists what considerations have led to specific
vocational training and other activities the resident is
engaged in, what problems he has had in the past, and in
what areas he has been successful. This information is use-
ful in considering future changes in Correctional Plans and

in meeting the specific needs of each resident.

Second, documentation of activities provides a ready
record of interaction with the resident so that it is easy

to see that Implementation Standards have been met.

Third, documentation of activities using the VDS computer
system keeps Tracking Sheets, Activity Sheets, and Correc-
tional Plans up-to-date. This makes it easier to anticipate
scheduling problems, make sure the Correctional Plan is
being followed, identify areas where more instructors are

needed, and toc schedule interactions with residents.
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The Forms Associlated with the Implementation Standards

A number of forms are used to update information about

the status of a resident and his activities.
Resi t Enrollment ange_Form

The Resident Enrollment/Change Form is used to enter a

resident into the computerized information system.

orrectional Pla ange Wor eet

The Correctional Plan Change Worksheet is completed by
the resident (with appropriate assistance from the Case Man-

ager) to justify a change in the Correctional Plan.
Evaluator Enrollment/Change Form

The Evaluator Enrollment/Change Form serves multiple pur-
poses., It is used by Evaluators to record the resident's
employment history and future job and school plan. It is
used by Case Managers to record changes in future job and

school plans.

Correctional Plan Change Form

The Correctional Plan Change Form is used to- add and
delete academic, vocational, awareness/instructional, and

life enrichment activities to the Correctional Plan.

27
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The Case Manager Tracking Sheet is used for two-way com-
munication between the computerized information system and
the Case Manager. Case Managers use it as a way to monitor
the match between a resident's planned and actual activi-
ties, as a way to anticipate actions that should be taken in

the upcoming month, and to record the dates of substantive

contacts with the resident,
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Percentage Seen Each Month

Figure 1: Face-to-Face Interaction and Case Load Size

Face—to—Face Contact Standard

: for Caseloads of Different Sizes
100

S0 —1
80 \
70
60
50 4

40

T T T T T T T T T T T T T T T
0 5 10 15 20 25 30 35 40 45 B0 55 60 656 70 7?5 80

Case Load Size

29




Appendix: Copies of Forms Used
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Infractions:

R: (ircle) add delete change
RESIDENT ENROLLMENT/CHANGE

D.O.C.NUMBER: _ _ . . _ M S
Name last _ . . o — — v e — = — e e e e e =

first - - . e e o e middle intital
Social Security: . _ _ - . o~ o~ —

Case Manager: . _. . . .

Institutional Code:  (S-Sandhills, C-Cameron-Morrison, F-Female Unit)
CYO/RYO: (cfn)

Sentence: (yearssmonths) . ../ . .

Date Sentence Began: (mmsdd/yy) _ . - = -
Entollment Date: (mm-dd/yy) . e e

Transfer From: (Harne, Polk, NCCCW, WCC. other) _ _ .. ~ .
Study Group: 1C-Comparison. E-Experimental, F-Filler, 0—-Other)  _
Crime Code:

Parole Eligibility:  (mm. dd- yy) R -

Maximum Release Date: i(mm. dd yv} —- . e
Housing: (B, T.A,REN,0.C.P)

Date Assigned to Above Housing:

Date of Birth: o -

Race: «W.B,A,LLH.O) Sex:im Health: {A.B.O
Beta [Q: Highest Grade Completed:
WRAT reading .~ spelling . arithmetic

Map. - .atus;  yM-Marred, S-Single, D-Divorced, P-Separated)
Number of Dependents:

Is bejuw address a venfied home plan? Y N)

Release AdJress:

Street

City

State Zip . . . County:

Phone. IO A

Custedy Levelr {M-Medium. 1, 2,3,4,5) Date: - _ - -

Mo, Date No. Date No.

s ews sk 2

Date




Resident name: Date:

CORRECTIONAL PLAN CHANGE WORKSHEET

1. Activity to be deleted: / /
activity name pending date

2. Activity to be added: / 4
activity name pending date

3. Why 1s the original activity on your correctional plan?

S U W T D G s TS AP e AN aat B CaD et S Gy A S Pan A e N G D Y e S RGeS €% LI S g KR S GO NG Gl TS G B e e SN G IS ke S S T G D L AP SO W Aace D e

4, How will this change improve your plan?
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- ) EVALUATOR ENROLLMENT/CHANGE

Employment status at arrest: (0-Uemp. 1-Temp.P/T 2.Temp.F/T 3-Perm.P/T 4-Perm.F/T
. 5.Scas.p/T 6-Seas.F/T 7.F/T student)

Total number of jobs held within the past yesr: — —
Empicyment Record-MOST RECENT

JobTitle: . . — — - - — —
CompanyName: . . _ - — — — — — — — — — — — —— — — —
Indusiry Code: .. . -

DateBegan: — . . — - . ~— DateEnded: __ _ '~ — /— —
Hourly Wage: _ . Weekly Wage:

Petmanence: How Obtained: Reason Left;

NEXT RECENT
Job Title: . . L e e e Code:

Company Name: .
Industry Code:

Date Began: - e Date Ended: . _

Hourly Wage: . Weekly Wage: oo - Hrswk: _

DPermanence: How Obtained:

THIRD RECENT
Job Title:

Reason Left: .

——— R et i . e O

Company Name: -

Industry Code:

Date Began: Date Ended:
Hourly Wage: Weekly Wage: . . Hrs wk:

P2rmanence: How Obtained: Reason Left:

FUTLRE /OB SCHOOL PLAN
Emptover dchool

et Job © Date Started: .

Heurly Wage Weekly Wage: . Hrs wk;
Permanence: How Obtained:
Street:

City:

State: . Zip: ) » Phone:t _ . | I

EVALUATOR CASE MANAGER:

33
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SANDHILLS YOUTH COMPLEX(MALE)

CORRECTIONAL PLAN
Name: poch .. —_
A/D M/C PENDING DATE ACTIVITY A/D M/C PENDING DATE ACTIVITY
—_ e et it —— LIFESK —_ e et ./ . MENTAL
— o et —d . CARMAS — e S ./ __ . PSYEVA
—_ e —eud et - ELEPLU e o ] e . PSYCOU
— e ot ot . OFFMGT —_ e —d —/ — . DRUGGP
—_ e e o/ - MECANX — e ot e/ — _ AAGRUP
— o e — ) MEDTEC - e et i e EXPLOR
— o= et et .. FOODSE - o ot ot . JAYCEE
— e et — S — .. GRAPHS - e S 4 . __ YOKEFE
— o et — 4 . SCHOOL —_ e it e/ — . MARRIG
—_ e et ot — .. POSGED — o — S 7 _ . SEXUAL
- - —efii . n. CORRO — e emwd — ¢ — . CHORUS
— e/t . INCENT Y it it . RELAX
-~ —— — /. SCHAD e o e — 7 _ __ INTERP
_ — et et . HOUSE e e ot QUEST
— e =t /. MAINT — o —w — /. POSSEL
- e et ot . CANTEN e e ot —d . MINREY
e e oo e — . KITCHN ) 4 — __ CRREVU
— o — 4 __ _ ¢ _ __ CLOTHS — e — S e . BEHAVE
—_ e —ev em .. ROADCW — e o/ _ __f__ _.PREHON
— — et e . FAMILY —_ o o LVLI
- e — — _— _. _._.REVUCR SYC —_ e ot o/ ... TCHAD
- i wm— LEV:II _— e e /. SCCSTY
— e et et . LEVII - ot e . WORKRL
e e it LEV.IV — — — it e/ — ... CRTCLS
et o L LEVV —_ e et o/ ——  LIFCLS
- ¥ ow ——. BEHAVC - — ——t -t . DRUG-G
- e i e ... PO-GED —_— e et o AA-GRP
- — e — e — - CORROS — — ed o — . PSYC.C
e METAL — o eenid e e PSYC.G
e e et el —.__BULDG — e e . ACADMS
— e ey —_t.._. FOODS e e — ACADC
e e e . — MECHMA e e e e’ — . ACAD-M
— w —— _ . GRAPHA — = e e — - EXPLOS
. . —_ _ _ KITASS - e et — e wm - YOKEGP
- - - e — . HSEKEP e e ' eind e — JAYGRP
e e ee . _.ACAADD — et o e ICANCS
— = .. . GYMASS - — —-r i —— LEATHR
— e e " ... PROAID o e —— — _. ARTCLS
— e e e . . LIBAID - it s .. FLYING
— e — .. CANASS - e ot . BIBLE
- = - o w'— . CLOHSE —_ e it e’ o — CHRIST
. — —e —w __ BARBER o — e/ . RELIGS
e . MAITAS — e s . INCTYE
e — —. CMYCWK — e . SWAPMC
RESIDENT CASE MANAGER UNIT TEAM MANAGER, P.D.

PRINT COPY OF CORRECTIONAL PLAN
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Appendix: Policies Articulated 4/16/1984

Men with disciplinary .infractions are ineligible for
desirable assignments (e.g. kitchen duty) at CMYC for 60
days. After 60 days they may apply for desirable
assignments using standard procedures.

Each resident must participate in vocational and educa-
tional programs to merit occupying the expensive bed

space at (MYC, The alternative of no assignment is not
available,

Unjustified or inappropriate resident requests for pro-
gram changes are to be denied. When the Case Manager
judges a request to be unjustified, take the following

steps:
1. Deny the request.
2. Assist the resident as needed in justifying pro-

gram changes, but do not execute the steps in V
unless the change is justified.
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iNSTRUGTIOHS FOR COMPLETING THE MOHITORIHNG FORM
FOR CASE MANAGEMENT IMPLEMENTATION STANDARDS

This form is keyed to the Implementation Standards spelled out in
Correctional Plan Implementation Standards: A Manual for Case

Managers and Case Manager Supervisors. Use the Standards, the

Case Manager's Tracking Sheet (TS) and the Resident Action File
(AF) to complete this form for 2 randomly selected cases from
each Case Manager's case load each week. Note that not every
item must be answered "Yes" to meet the Implementation Standards
because the standards are different for different groups.

The following list provides explicit guidance in completing
the monitoring forms.

1. Use the table of random numbers to select two cases from each
Case Manager's case load to examine each week. The steps for
selecting these two cases are as follows:

o) Determine the number of residents in the case load.
Because you will need to examine the Cage Manager's
Tracking Sheet (TS) anyway, the best way to do this is to
count the number of resident names on the TS.

o) Use a pencil or pen to mark the top two-digit number on
the appended Table of Random Numbers. Starting at this
point, proceed down the column until you locate the first
number equal to or less than the number of residents in
the case load. Circle this number.

o Continue down the column until you locate a second
two-digit number equal to or less than the number of
residents in the case load. If this number is the same
as the one you eircled in the preceding step, continue
the search until you find a different number. Circle
this number.

o} Count down from the top of the first page of the TS to
find the residents corresponding to the two numbers you
selected using the table of random numbers. For example,
if the two numbers you found in the table of random
numbers for a case load of size = 42 were 07 and 33, then
youa would inspect the files for the 7th and 33rd
residents listed on the TS.

o The next week you start using the table of random numbers
beginning below the last number you circled. This way
each week you get a fresh random sample.

2. Make sure you have a copy of the Case Manager's Tracking
Sheet and the Action File (AF) for the cases you will
monitor. Although you are to use only information documented

N —— e .y e

recommended that you sit together with the Case Manager while
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you go through the form.

Start by completing the background information on the first
page of the Monitoring Form. There are questions about
whether the resident has been in minimum custody for two
weeks, whether the anticipated date of release is within 3
months, and whether the resident has been at the facility for
3 weeks or more because some standards are applicable only to
cagses where the answers to these questions are "yes." It is
important that you answer all these questions before
starting. When tabulations of the achievement of
Implementation Standards are made, they will be made
separately for the group of residents to whom they apply.

Go through the rest of the form in sequence, starting with
section I.A.1. The numbering of the questions corresponds as
closely as possible with the numbering of the Implementation
Standards themselves. Consult the Implementation Standards
for exact wording when necessary.

Unless specifically directed to skip past a question, answer
every question. For example, although the Implementation
Standards call for visits to the most important activity in
the facility each month only for Experimental residents,
angwer this question for all residents.

If there is insufficient evidence to document whether a
standard has been met, answer mo. If you know through
discusgions with the Case Manager that a standard was met,
but the relevant activity is not documented in the AF, answer
no, the standard was not met. Make comments as you desire in
the margins or on the last page of the form.

Sometimes a table is provided to record information. Such
tables are provided for discrepancies between resident
activities and the TS (I.B.) and for infractions (III.).
When using these tables, use up to four lines to record
information. The first line is for the first discrepancy or
first infraction. Answer all questions for each line you
use.

o} For example, if the Correctional Plan shows that a
resident is scheduled to have begun an activity he has
not yet started, enter the activity name in the firsit
space, the date the activity was to have begun in the
gsecond space, and then circle yes or no for each column
on the first line. If the appropriate actions called for
gsesking information, counseling the resident, and keeping -
the resident wait listed for the activity, "Y's" would be
circled for those columns and "N's" for the other
columns. Be sure to circle yes or no in each column for
every line on which you have an entry.

0 For eiample, if a resident had two infractions in the

-2-
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10.

pest two months, complete two lines in the table for
infractions. Be sure to answer every question on each of
these two lines. Circle elther yes or no in each column;
leave none blank.

Every addition, deletion, or alteration that changes the
printout obtained when a Correctional Plan is requested is a
Correctional Plan Change. Complete section V for any such
changes. For example, if one course is exchanged for another
or if the anticipated date of entry into a course or activity
changes, complete Section V for the most recent such change.

Monitor & case if it is selected by the table of random
numbers even if you just monitored it last week.
Re-monitoring such cases allows you to see progress on the
case, and it keeps the process of case selection itruly

random. Any case could be selected for examination at any
time.

Please make a note in the space for comments on the last page
of any difficulties you had using the form or interpreting
the Implementation Standards. This will help clarify the
standards and improve the process over time. Use the back of
the pages or attach extra pages if necessary.




MONITORIKG FORM
CASE MANAGEMENT IMPLEMENTATION STANDARDS

Tais form is keyed to the Implementation Standards spelled out in Correctional Plan
Implementation Standards: A Manual for Case Managers and Cage Manager Supervisors. Use
the Standards, the Case Manager's Tracklng Sheet (TS) and the Resident Action File (AF) to
complete this form for two randomly selected cases from each Case Manager's case load each
week. Note that not every item must be answered "Yes" to meet the Implementation
Standards because the standards are different for different groups.

FofekkkRRKE S et B2 L

Please complete every ites you are not directed to skip past. If there is insufficient

gvid%nce to document a response, or if you can not tell if the standard was met, mark
"No.'

Your name: Institution: CMYC StC
Case manager: Resident:

Date: (month/day/year) __ / [/ Group: Ex Com Fil Other
Has the resident been in minimum security for 2 weeks Yes No
or more?

Is the resident's anticipated release date within 3 Yes No

months of today's date?

Has the resident been at CMYC or SYC for 3 weeks or more? Yes No

Siesfeste ek stk kiR ik e sfolek sk ksl ok ikl ok Aok ok kool

I. A. 1. Does the AF indicate there was a visit to the Yes No
resident at the most important activity in the
facility within the last month? (Circle one )]
answer and then indicate the date of the most Date

recent visit.)

2. Does the AF indicate a separate face-to-face Yes No
interaction in the past month involving
review of the correctional plan, resident perfor- d
mance, reinforcement for accomplishments, and Date

resident concerns? (Circle one answer and indicate
indicate the most recent date the AF shows such an
interaction to have occurred.)

Is one of the above dates listed om the TS? Yes No
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B. Does aﬁy source indicate any discrepancy between the Correctional
Plan described in the TS and the resident's actual activities?

(Circle one)

Yes No
|-—=>Complete one
line in table

below for each

discrepancy

Appropriate
Activity Pending action within
name since 5 days?

Yes No

Yea No

Yes No

Yes No

|-—>Skip to Section II

What actions were required to address the dis-

crepancy? (Mark Y or N for each possible action.)

Continue
Fix Arrange Seek Change on wait- Counsel
error assig't info plan ing list resident
Y N Y N Y N Y N Y N Y N
Y N, Y N Y N Y N Y N Y N
Y N Y N Y N Y N Y N Y N
Y N Y N Y N Y N Y N Y N

IT, Does any source indicate that the resident requested a change in

Correctional Plan within the past two months?

(Circle one) '

Yes -—> Complete the questions below.
No  ~-=> Skip to Section III.
A. Does the AF show that a worksheet was completed Yes No

(i.e., ready for review) within 5 working days?

B. Does the worksheet and other information in the AF
indicate that a change was justified?

Yes

~>Does the AF show that the
steps to change the C.' were
initiated within 5 working

days?
Yes No

III.

past two months? - (Circle one)

No
~>Does the AF show that the
resident was counseled not to

change within 5 working days?

Yes No

Does the Tracking Sheet indicate any infractions within the

Yes ~--> Complete one line for each infraction in
the table at the top of the next page.

No —~—-> Skip to Section IV,
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- Was change Does the AF show that the resident

Infraction in CP was contacted and appropriate steps
code Date required? (a to d) were taken in 5 days?
/[l Yes No Yes No
/_/ _ Yes No Yes No
/ [/ Yes No Yes No
/ /. Yes No Yes No

IV. Were there any Case Manager initiated Correctional Plan changes other

—— S S—————— . —— —v—

infracticn? (Circle one)
Yes No --> Skip to section V
-->Does the action file show that the
change was discussed with the Yes No

resident to get agreement?

V.. How many Correctional Plan changes were made in the previous
two months? (An associated delete and add is a single change.)

-—-> If 0, skip to Section VI; if 1 or more
(number) complete the following items for the
most recent change.
A. Did the vocational class change?

Yes --> Answer the following questions

No =-~> Skip to subsection B

1. Does the AF show that an Evaluator or Yes VMo Circle
Development Specialist, Principal, l——> title of
Teacher, and resident view the change dissenter
as desirable? or person

left out

2. Does the AF show that the ESC Offender = Yes No
Specialist verified the plan as

feasible?

3. Was change sheet forwarded to ICC Yes No
within 5 days of instigation of the
change?

-3-
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B. Did a job change?
Yes --> Answer the following questions

No --)> Skip to subsection C

1. Does the AF show that the resident and work Yes No
supervisor view the change as desirable? |-->Circle
dissenter
2. Does the AF show that the Evaluator or Yes o

Development Specialist were consulted?

3. Was the job change submitted to ICC within Yes No
5 days of instigation of the change?

C. Did an Awareness/Instructional or Life Enrichment activity
change?

Yes --> Answer the following questions
No =-> Skip to subsection D
1. Does the AF show that the resident, facilitator, Yes No
and evaluation report or needs assessment indi-

cate the change is desirable?

2. Was the change submitted within 5 days of insti- Yes No
gation of the change?

D. Did a Job/School or Home Release Plan change according
to the AF?

No --> Skip to Section VI
Yes --> Was an Evaluator Enrollment/Change form
completed within 5 days?
Yes No
VI. A. Is a home plan documented on the Correctional Plan?
Yes No
|-~> Does AF show steps to Yes No
secure?

B. Is a SSN documented in the Correctiomal Plan? (Circle one)

Yes Jo, applied No
for

by
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VII. Has the resident completed all vocational training specified in
the Correctional Plan?

Yes --> Answer the following questions
No --> Skip to Sectiom VIII
1. Is there evidence that conduct difficulties in Yes No
vocational classes make assignment as a tutor or

aide inappropriate?

2. Does the AF document steps to develop an assign- Yes No
ment as an aide or tutor?

VIII. A. Is there a contact recorded in the Action File pertaining to one
of the Implementation Standards that corresponds to the last
contact date shown on the Tracking Sheet?

Yes No

Comments:

43




Appendix III

EVALUATION AND DEVELOPMENT IMPLEMENTATION STANDARDS

A Manual for Evaluators,

Intake Dorm Case Managers,

and Development Specialists

October 1984

Vocational Delivery System

Cameron Morrison Youth Center
Sandhills Youth Center

e

[ S vt

a5

foudk




PREFACE

Nu

ey
ik
™

Many people contributed to the creation of these implementation
standards. No one participated in all stages of their development, but an
attempt was made to seek broad participation of representatives of persons
with direct experience in developing Correctional Plans and in placing
residents in jobs. The present document was developed through consensus and
compromise. Its purpose is to spell out as concisely and clearly as possible
a set of standards for the delivery of services to residents at CMYC and SYC
by Evaluators, intake dorm Case Managers, and Development Specialists insofar
as those services relate to the creation of of the residents' Correctional
Plans and the placement of residents in post-release employment.

Among those who contributed to the development of these standards were
the following:

Jerry Adams Development Specialist, SYC
Cordelia Clark Progrém Supervisor, CMYC
Gloria Dabbs Evaluator, CMYC

Keith Fowler Development Specialist, SYC
Gary Gottfredson Johns Hopkins University
Ross Mann Coordinator, VDS Program
Lynn Summers Development Specialist, SYC
Amy Warren Evaluator, CMYC

The development of this manual was supported in part by a grant from the
National Institute of Justice, U.S. Department of Justice. The opinions
expressed do not necessarily reflect the position or policy of the Institute.
This work was made possible by the support of Thomas Ivester and David
Hubbard, the leaders of the two institutions involved.
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1. EVALUATION AND DEVELOPMENT IMPLEMENTATION STANDARDS

-
i

This manual contains Implementation Standards for vocational evaluation
and placement for Evaluators, Development Specialists, and Case Managers in
the intake dorm to use in their work. These standards all relate to the
development of an initial Correctional Plan and its implementation through
placement in a job at the time of the resident's release from Cameron Morrison

Youth Center or Sandhills Youth Center.

The purpose of the standards—and this manual--is to provide a clear
statement of Evaluattér Case Manager, and Development Specialist
responsibilities in the creation and and implementation of Correctional Plans.
This clear statement should reduce ambiguity about what is expected and ensure
that vocational services are provided in ways that are directed at the goals
of the Vocational Delivery System Program at CMYC and SYC. The manual should
help Evaluators, Case Managers in the intake dorm, and Development Specialists

in the day-to-day conduct of their work.

The manual has four chapters and two appendices. The first chapter sets
the context for the rest of the manual by reviewing the overarching goals of
the Vocational Delivery System Program. Evaluation and Development are
essential components of this overall program, and their ijectives——also
reviewed in the first section--are aimed at achieving many of the goals of the
overall Program. The second chapter lists the standards for evaluation and
the development of initial Correctional Plans. It provides an account of how
evaluation and the creation of Correctional Plans should occur. The second

chapter lists standards for Unit Team Supervision in the intake dorm. Because
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the development of initial Correctional Plans takes place in this unit, the
Unit Team Supervisor plays a key role in ensuring that vocational assessment,
counseling, and the development of Correctional Plans occurs in a timely and

orderly way. The fourth chapter 1lists standards for Development Specialists.

The two appendices provide additional materials needed to apply the
standards contained in the body of this manual. The first appendix provides
guidelines for the use of vocational assessments in counseling and
Correctional Plan development. It contains important definitions needed to
interpret the implementations standards for Vocational Evaluators. The second
appendix shows the forms used in applying. these implementation standards and

describes how to use them.

1.1. Overarching Goals of the VDS Program

The development of these Implementation Standards was guided by the goals
of the Vocational Delivery System Program. An understanding of these
Implementation Standards, and decision making in their day-to-day application,
therefore requires an understanding of the overarching goals of the program.

This section briefly discusses these goals.
The VDS Program has four goals:

1. Prepare residents for and place them in realistic, available, and stable

vocational fields.

2. Remedy or ameliorate personal deficits or problems that may thwart the

attainment of residents' vocational goals.
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3. Create in each resident a sense of a personal stake in his career and his

vocational: plan,

4. Ensure timely support to help released residents cope with problems

experienced in the transition to the free community.

In general, any activity that makes the achievement of these goals more
likely is desirable. The following paragraphs elaborate on each of these four

goals.

1.1.1. Vocational Goals and Post-Release Job Placement

The first goal is to prepare residents for and place them in a realistic,
available, and stable vocational field. "Realistic means:

a) An occupation in which a substantial number of openings are likely to
exist in the local area to which the resident will be released.

b) An occupation the resident would like and could do (i.e., an occupation
matched to his interests and abilities).

c) An occupation available to a person with the man's resources and
liabilities. This includes his financial resources, prison record,
educational attainment, and credentials.

The VDS Program takes several steps to further the achievement of this
goal. Evaluators who conduct diagnostic activities at the time of reception
to CMYC aim to identify the resident's interests and abilities at that time,
and they work with Employment Security Commission (ESC) personnel to determine
what vocational opportunities may realistically be available to the resident
when released to his home community. 'ESC personnel advise Evaluators at CMYC
and Development Specialists at SYC about the opportunities likely to be

available in the resident's home community. Case Managers develop the

Correctional Plan using input from many sources, including evaluation results.
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Instructors at CMYC and SYC conduct training and educational activities
intended to enhance residents' prospects for employment in their planned

fields.

Evaluators have a crucial role in ensuring that the Correctional Plan to
be created for incoming residents are based on the best information available
about the residents' vocational interests and potential and about any special
strengths or weaknesses the residents may have. The initial evaluations are
aimed at ensuring that each resident follows a planful and productive course
of educational, training, and ancillary activities. In short, the evaluation
function is key in ensuring that the Correctional Plan focuses on a realistic
vocational objective for the resident. The development function is key in
homing the plan in on the actual placement of residents in employment after
release and in ensuring that the plan continues to be realistic in terms of

the residents' post-release work prospects.

1.1.2. Remediation

The second goal is to remedy or ameliorate personal deficits or problems
(e.g., substance abuse) that may thwart the attainment of residents'
vocational goals through treatment, remedial, or developmental services.
Personal difficulties such as alcohol or drug abuse, difficulty in restraining
impulses or resisting peer pressure, low self-esteem, or an inability to
demonstrate regponsible behavior can all reduce a man's prospects for

successful post-release employment.

The VDS Program includes several features intended to further the goal of

remedying or ameliorating such problems. Awareness and instructional programs

Introduction Page 4

PR T . o




-

(Drug Education, Quest Skills, AA, Positive Self~Concepts, Sexual Awareness,
Interpersonal Relations, I CAN, Career Readiness Training, SWAP) and life
enrichment programs (Yokefellow, Jaycees, Explorers, Choir, Art, Flying,

Christian Discipleship) are among these activities.

Evaluators and Development Specialists play important roles in achieving
this goal. Evaluators conduct testing and interviewing—and review
records—to identify any special problems the resident may have. Development
Specialists must be vigilant to detect emergent problems and work with
residents' Case Managers to identify appropriate resources for their

remediation.

1.1.3. Personal Responsibility

The third goal is to create in each resident a sense of a personal stake
in his career and in his vocational plan. Put another way, an important
assumption of the correctional philosophy underlying the VDS Program is that
one all too common characteristic of residents of CMYC and SYC is a failure to
grasp the connection between personal actions and personal success and
failure. This implies that Evaluators and Development Specialists should
utilize every available opportunity to make this connection clear to the

residents.

. In more explicit terms, the VDS Program is intended to help residents
understand the consequences of their own behavior and that they can personally
influence their own situations and their own future. By restraining impulses
and avoiding problem behavior, and by acting purposefully and planfully to

acquire skills needed in the free community they can create more beneficial
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outcomes for themselves. A resident should come to understand that he has.
much to gain by productive behavior and conformity to rules, and that he has
much to lose by troublesome behavior or a failure to acquire skills that will

provide a career later on.

Helping the resident to develop a personal stake in his career and
vocational plan is an important task for both Evaluators and Development
Specialists. Although many of the Implementation Standards are aimed at this
goal, a comprehensive account of all the opportunities an Evaluator or
Development Specialist (and other personnel) have to develop this sense of
personal control and responsibility is difficult to provide. In general,
decisions about the day-to-day interaction with residents should be made by
reflecting on whether the interaction enhances the attainment of this goal
when more specific guidance is not provided by the Implementation Standards or

other policy statements.,

Commending a resident for a small accomplishment that required some
effort or planning on his part is one way to enhance his sense of
responsibility and control over his situation. Creating opportunities to
achieve successes in small ways is another. Opportunities to develop and
display new competencies should lead to an understanding that the resident's
behavior does affect what happens to him and that he can to some extent
control his situation. Ultimately this sense of personal.control and

responsibility should be tied to career plans.
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1.1.4. Transition to the Free Community

A fourth gbal is to ensure timely support to help released residents cope
with problems experienced in the transition to the free community. Because
many residents do not have stable employment histories or experience in coping
successfully in employment settings, asgsistance in establishing them?elves in

stable employment is usually required.

A number of elements of the VDS Program are directed at this goal.
Evaluators communicate with Employment Security Commission Offender
Specialists to determine what job opportunities are realistic in the local
area to which the resident will be released. Development Specialists work
with the resident, his family, potential employers, and ESC personnel t&
assist in the transition from incarceration to employment in the free

community,

A number of Implementation Standards are therefore directed to assisting
in the achievement of the goal of support during transition to the free
community. In addition, day-to~day decisions about interactions with the
resident should be made whenever possible in ways that enhance the likelihood

of a smooth transition to employment upon release.

1.2. Objectives of Evaluation and Correctional Plan Development

The specific objectives of Evaluation and Correctional Plan Development
include the following:

1. Within four weeks of a resident's arrival at CMYC create a Correctional
Plan with the following characteristics:

a. Identifies a vocational goal congruent with the resident's aptltudes,
interests, and realistic job possibilities.
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b. Specifies vocational training congruent with the resident's interests,
aptitudes, and realistic job possibilities.

c. Specifies the support services required for remediation in deficit
areas or to strengthen a resident’'s assets.

d. Provides an orderly sequence of events to achieve the vocational goal
that is flexible enough to be implemented.

e. Takes realistic account of the likely progression of a resident
through custody levels and of his anticipated release date.

f. Utilizes available family resources.

g. Utilizes available community resources, including work release.

h, TUtilizes Employment Security Commission resources.

i. Entails a vocational plan that is demonstrably superior to the
resident's prior vocational situation unless the resident's prior

situation was already salutory.

In addition to creating a plan with the foregoing characteristics, create
this plan in such a way that the following are also true:

a. The resident accurately describes his plan, both in terms of immediate
implications for his activities and in terms of the future
implications of the plan.

b. The resident regards the plan as credible.

By the end of the evaluation period, ensure that the resident understands
the behaviors that are expected of him:

a. Complying with activities in the Correctional Plan.
b. Following the rules of the unit.

Several longer-term general objectives are shared with other functions at

CMYC and SYC. These general objectives include the following:

4'

Promote the extent to which residents participate actively in the
activities spelled out in their Correctional Plans, and successfully
complete those activities.,

Contribute to the residents' sense of personal control and responsibility.

Enhance the residents' future time orientation.

Naturally the activities of many other groups in the institutions will

contribute to the attainment of some of these objectives, especially
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objectives 4, 5, and 6. Nevertheless it is important to specify the
activities Evaluators and Case Managers in the intake-dorm engage in to

specify Implementation Standards directed at each of these six objectives.
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2. TMPLEMERTATION STANDARDS FOR EVALJATION AND CORRECTIONAL PLANNIRG

2.1. Activities Related to Intake intoc the System

2.1.1., Eorollment

1. Computer enrollment of all experimental and comparison residents will be
completed within five working days of their arrival at CMYC using the
Resident Enrollment/Change Form. Initial efforts will be made to
determine the resident's Social Security Number, and if a SSN is available
it will be shown on the Enrollment Form. (All residents.)

2. Following a review of the unit jacket, an Evaluator will conduct an
initial interview with arriving residents no later than the Tuesday
following the residents' arrival. This interview will entail an
introduction to the evaluation process, attempts to establish rapport, and
checking to determine if the resident understands what will take place
during evaluation. (All experimental residents.) Standard = __Z.

3. A complete copy of the DOC referral form (121 or 170), Evaluation Summary,
testing materials (except actual GATB scores), and approved Correctional
Plan will be filed in this VDS Contact File when they become available.
Standard = ___7%.

4, Notes of all interactions with the residents will be maintained and placed
in a VDS contact file established at the time of the first resident
contact. Standard = all interactions with all experimental residents.

2.1.2. Testing and Interviewing: Experimevptal Residents

Interest and aptitude testing, and consultation with the resident about
his vocational aspirations and plans, will be completed within three weeks of
the man's arrival at CMYC. This entails the following steps:

1. 'Vocational interest and aspiration assessment.

o All arriving experimental residents are asked to state their
vocational aspirations, and the three most preferred occupations are
listed in order of preference. Standard = ___ 7% list at least one
expressed preference.

o All arriving experimental residents are requested to complete the CAI
(if initial estimates imply they read at the 6th grade level or
better) or to participate in an oral administration of another
inventory such as the SDS-Form E (if initial estimates imply their
reading competency is below that required to complete the CAIL).
Standard = ___ 7% complete an inventory.
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2. Vocational aptitudes assessment.

o Any argiving experimental resident whose record does not contain a
recen “(w1thin one year) set of WRAT scores is asked to complete the
WRAT.™ Standard = Ze

o All arriving experimental residents who read at the 5th grade level or
better according to the WRAT or educational records are administered
the GATB. Standard = %

o When (a) an experimental residents' contemplated vocation calls for
special dexterity, mechanical comprehension, or visual acuity; amd (b)
the GATB results provide insufficient guidance; and (c) manuals or
other information pertaining to the following tests provide guidance
in interpreting their results for the contemplated occupational
choice; appropriate tests from among the following are administered:

Cravford Small Parts Dexterity Test, or Valpar coordination test

Bennet mechanical or clerical comprehension tests?

Snellen Chart for far visual acuity or Dvorine Color Vision Test
3. Occupational exploration. When occupational exploration is desirable
according to the guidelines gpelled out in Appendix A, the resident will

be requested to engage in any of the following activities judged most
appropriate by the Vocational Evaluator:

o Work sampling (blueprint reading, lamp assembly, small engine repair,
etc.)

o COIN

0 Reading in the Guide to Occupational Exploration or Dictionary of
Occupational Titles.

o Oral description of occupations (nonreaders).

éWhat is the issue relating to academic school?

In a memo you told me that any arriving experimental resident who reads
below the 5th grade level is administered the Bennett Mechanical Comprehension
Test, the Crawford Small Parts Dexterity Test, and the Bennett Hand Tool Test
in lieu of the GATB. Are you referring to the Bennett Mechanical
Comprehension Test Form AA--intended for high school or trade school groups?
Forms BB and CC are even higher level tests, as I understand it. Is this test
suitable for poor readers? We need to write guidelines for the use of these
tests. ’
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2.1.3. Interpretation, Counseling, and Correctional Plan Development

The following standards apply to Experimental residents.,

1. Interpretation

(o)

Interview and test results are interpreted by seeking an integration
of the resident's aspirations, measured interests, aptitudes, other
personal strengths and weaknesses, and vocational training
possibilities at CMYC, SYC, or other locations to which the resident
will have access. This is a matching process, with two aspects of the
"match" to be considered for each resident. (Other considerations are
also important in interpreting results, including any personal
handicaps, prior educational attainment or credentials, family
resources. Detailed guidance in interpreting tests and inventories is
provided in Appendix A.) '

The first aspect of the matching process involves determining the
resident's areas of interest. For all experimental residents, a
determination will be made that one of the following characterizes the
resident:

1. The resident has an expressed interest that he can explain and
that is supported by the scores in that interest area according to
the CAI or WRIOT results (i.e., the congruence score between the
residint's aspiration and interest inventory profile is 20 or
above),

2. The resident does not have any strongly expressed interest, but
the interest inventory results imply interests in work in one or
more areas and less interest in one or more other areas (i.e.,
interest profile differentiation is at or above the 25th
percentile for the respective inventory--a differentiation score
of 13 or greater on the CAI).

3. Neither (1) nor (2) above is true of the resident, and the
resident's interest profile is flat (i.e., interest profile
differentiation is below the 25th percentile for the respective
inventory--a differentiation score of 12 or below on the CAI).

4, Neither (1) nor (2) above is true of the resident, and the
resident's interest profile is depressed as well as flat (i.e.,
the profile shows low differentiation and the percentage of items
marked "like" is below the 20th percentile--Z like responses of 36
or below on CAI activities and 20 or below on CAI occupations).

Standard = ___ 7.

The second aspect of the matching process involves determining the

occupations for which the resident shows likelihood of success based
on his ability and aptitude test results. For all experimental
residents, a determination will be made that one of the following
characterizes the resident:
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1. The resident's GATB scores3 support the choice of an expressed
choice or employment in an area of measured interests and
appropriate training in that area is available to the resident. . A
GATB profile supports the vocational area if all relevant GATB
scores are above the "GATB norms" for that area (or if only a
single relevant score is below the "norm" but is within a standard
error of measurement of the '"norm").

2. The resident's GATB scores support the pursuit of a vocational

area for which appropriate training is available, but that area is
' not congruent with the resident's expressed choice or measured

interests. A GATB profile supports the vocational area if all
relevant GATB scores are above the "GATB norms" for that area (or
if only a single relevant score is below the "norm" but is within
a standard error of measurement of the "norm." Regidents may have
(a) well-defined interests not congruent with available training,
(b) a flat interest profile that is not depressed, or (c) a
depressed interest profile.

3. The resident's GATB scores are such that neither (1) nor (2) above
is true, but the resident has an expressed preference or measured
interest in an area for which appropriate training is available.

4. The resident's GATB scores are such that neither (1) nor (2) above
is true, and the resident has neither an expressed preference nor
measured interest in any area for which training is available.
Residents may have (a) well-defined interests not congruent with
available training, (b) a flat interest profile that is not
depressed, or (c) a depressed interest profile.

Standard = ___Z.

2.1.4. Counseling (Experimental Residents)

The next steps in developing a Correctional Plan involve achieving a
consensus among the resident, the intake dorm Case Manager, and Evaluator on a
vocational goal and the steps to be taken to achieve it. These steps should
lead to the accomplishment of the six objectives of the evaluation function.

All test results are discussed with the resident by focusing on the
relation between his scores on each specific test and his expressed vocational
preferences (i.e., the occupations he is contemplating at the time) or by
suggesting areas for exploration for a resident not contemplating a career in

3 For simplicity, "GATB scores" refers not only to GATB results but also
results from other appropriate aptitude or ability tests——or credentials
previously acquired. For example, color vision is required for some aspects
of the work in the electrical wiring field, so results of the Dvorine Color
Vision Test would be relevant. Or, if the resident has previously been
successfully employed as a mechanic he is obviously suited to that kind of
work.

.
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any specific area, In general, the course and outcomes of counseling
interviews will be different for residents with the different patterns of
interest and a%titude test results laid out above.

Standard = __Z.

1.

Residents in the first group--those with clear interests in an area where
training is available and with evidence of the aptitudes to perform well
in that area——are probably the easiest group to counsel. Both interest
and aptitude test results will tend to reinforce their expressed
preferences, and appropriate vocational preparation is available.

Regidents in the second group-—those whose aptitude test results imply
that they would likely be successful in fields of work for which
vocational preparation is available, but whose interests lie
elsewhere——are more difficult to counsel. If the resident has well
defined interests in an area other than omne for which training is
available at CMYC/SYC, then counseling should focus first on a discussion
with the resident of whether his aptitude test results support his
interests or expressed preference. If they do, plans might be made to
study vocational preparation using resources not available at CMYC/SYC and
to engage in activities while incarcerated that serve avocational ends.

If the resident's aptitude test results do not tend to support his
expressed preference or measured interests, then counseling would focus on
the exploration of areas for which training is available and for which the
resident's aptitudes imply the likelihood of success. Such exploration
might involve work samples, examination of Guide to Occupational
Exploration or Dictiomary of Occupatiomal Titles descriptions, etc. The
objective of this counseling is to secure at least tentative commitment
from the resident to pursue training in an area matched to his aptitudes,
or to create a credible plan to acquire the competencies necessary in the
vocational field he prefers. If the resident's profile is not simply flat
but is also depressed, his apparent lack of enthusiasm should be
discussed, the counselor should try to identify any activities about which
the resident is at least moderately enthusiastic, and personality test
results should be discussed with the resident to learn if referral for
psychiatric evaluation or assistance may be helpful.

The third group--residents with clear interests but whose aptitude test
results suggest that success in the vocational areas where training is
available is unlikely--present a sensitive counseling problem., The
objective of the counseling is to create a credible plan to acquire skills
that will be needed to secure employment in the area of the resident's
interests or in an area where his competencies are greatest, and to secure
at least tentative commitment to that plan,

The fourth group~—residents with GATB results that suggest success in
areas where training is available is unlikely and without clear interests.
or vocational preferences--require assistance in exploring vocational
possibilities matched to their aptitudes. The objective of counseling is
to create a credible plan to acquire the skills needed in some area, and
to secure at least tentative commitment on the part of the resident to
that plan. Counseling would make use of vocational exploration, work
sampling, and the like.

Standards: Assessment & Counseling Page 14
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2.1.5. Plan Development (Experimental Residents)

Th.: resident, Evaluator, and Case Manager must arrive at a Correctional
Plan that is feasible and accords to the extent possible with the outcomes of
the counseling process. The expected Correctional Plans depend on the results
of the vocational assessment and counseling process. These Correctional Plans
will fall into four broad categories corresponding to the four groups of
regidents described above:

Category 1

For Residents whose Interests and Aptitudes Match Available Training
Resources

1'

2.

Entry-level CMYC vocational training in area congruent with both
interests and aptitudes. Standard = %e

Assignments to remedy deficits identified in Evaluation Summary
(remedial assignments are made prior to assignment to vocational
training if assessment and counseling results imply this sequence is
necessary.) Standard = __ Z.

a. Academic school: The plan should show the reading and math levels
that must be achieved as a result of academic schooling in order
for the resident to attain his vocational goal. Standard = Z/

b. Psychological/psychiatric services: Plan should specify a
treatment goal, that is it should specify what goal or status is
to be sought through treatment. Standard = __7% of cases where a
need is specified in the Evaluation Summary/Needs Asgessment.

c. Treatment groups: Plan should specify a treatment goal. Standard
= % of cases where a need is specified in the Evaluation
Summary/Needs Assessment.

Motivation Component

Assignments in areas of personal interest identified in the Evaluation
Summary/Needs Assessment. Standard = Z.

Advanced training at CMYC or SYC in the same area as initial training
and congruent with the resident's vocational goal: Plaz should
specify the total number of hours of training required.” Standard =

2.

On-the~job training (OJT) or work release in the same area as
vocational training and in the same area as the resident's vocational
goal. Standard = 7% of residents with anticipated stays of 8 months
or longer.

4 If there is no advanced training available, we may expect that this standard
will generally go unmet.
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7. Community Readiness Training. Standard = ___Z.

Category 2 £
For Residents Whose Interests Do Not Match Available Training
Opportunities but With Requisite Aptitudes

1, Entry-level CMYC vocational training in area congruent with aptitudes
as identified in Evaluation Summary: Specify hours of training or
specific modules required. Standard = Ae

2. Assignments to correct deficits identified in Evaluation Summary
(Remedial assignments are made prior to assignment to vocational
training if assessment and counseling results imply this sequence is
necessary.) The plan should specify the specific competencies that
must be acquired. Standard = ___ Z.

a. Academic school: Specify the reading and math levels required.
b. Psychological/psychiatric services: Specify treatment goals.
c. Treatment groups: Specify treatment goals.

3. Motivation Component

4, Assignments in areas of personal interest identified in the Evaluation
Summary/Needs Assessment. Standard = Z.

5. Scheduled Evaluator reassessment and review after 6 weeks and before
60 days. Standard = ___Z.

6. Advanced training at CMYC or SYC in the same area as initial training
unlesg re—-evaluation clearly implies the desirability of a change in
area.” Standard = % of residents with stays longer than 8 months.

7. On-the-job training (OJT) or work release in an area matching
vocational training and the resident's vocational goal (initial goal
or revised goal based on re-evaluation). Standard = __7 of residents
with stays longer than 8 months.

8. Community Readiness Training Standard = Z.

Category 3 .
For Residents Whose Interests Match Available Training Opportunities but
Without Requisite Aptitudes (plans to strengthen work habits, provide
practice and reinforcement opportunities, and reinforce for progress)

1. Intensified Life Skills training if the Evaluation Report implies
these are needed: Specify specific skills in which competency is

SIf advanced training is unavailable, we can anticipate that this standard
ill often go unmet. )
If intensified Life Skills training is unavailable, we may anticipate that
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Assignments to overcome deficits and to develop competencies required
to achieve the resident's vocational goal (Remedial assignments are
made prior to assignment to vocational training if assessment and
counseling results imply this sequence is necessary.) Standard =

2.

a. Academic school: Specify reading and math levels required.

b. Psychological/psychiatric services: Specify treatment goals.

c. Treatment groups: Specify treatment goals.,

Specific remedial vocational training modules targeted at developing
competencies in areas required by resident's planned occupation but
which testing implies require 9evelopment: Specify specific
competencies to be acquired. Standard = %

Motivation Component

Basic OJT. Standard = __Z.

Assignments in areas of personal interest identified in the Evaluation
Summary/Needs Assessment. Standard = /8

Recurrently scheduled supportive counseling and possible reassessment
(first reassessment 6 weeks to 60 days after arrival). Standard =

_ .

Individualized plans to earn reinforcements to be implemented by Case
Managers. Standard = %

Vocational goal and placement plan congruent with aptitudes (including
possible placement in helper positions, sheltered workshop). Standard

d Qe
e

Category 4
For Residents Whose Interests Do Not Match Available Training
Opportunities and Without Aptitudes Required in Areas of Available
Training (plans to strengthen work habits, provide practice and
reinforcement opportunities, and reinforce for progress)

1'

2.

Intensified Life Skills training if the Evaluation Summary implies it
is needed: Specify skills that must be acquired. Standard = %

Assignments to remedy deficits identified in the Evaluation Summary
(remedial assignments are made prior to assignment to vocational

ghis standard will often go unmet.

If specific remedial training is unavailable, we may anticipate that thls
standard will often go unmet.
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training if assessment and counseling results imply this sequence is
necessary.) Standard = %

a. Acddemic school: Specify reading and math levels required.

b. Psychological/psychiatric services: Specify reason for referral
or treatment goal.

c. Treatment groupé: Specify treatment goal.

3. Specific remedial vocational aptitude modules targeted at competencies
required in vocational area but requiring development according to the

Evaluation Summary: Specify competencies to be required. Standard =
%o

4. Motivation Component
5. Basic OJT. Standard = __Z.

6. Assignments in areas of personal interest identified in the Evaluation
Summary/Needs Assessment. Standard = %

7. Recurrently scheduled supportive counseling and possible reassessment

(first reassessment 6 weeks to 60 days after arrival). Standard =
70.

8. Individualized plans to earn reinforcements to be implemented by Case
Managers. Standard = %o

9. Vocational goal and placement plan congruent with aptitudes (including
possible placement in helper positions, sheltered workshop). Standard

- oo
)

2.2, Formalizing the Correctional Plan

2.2.1. Tentative Enrollment

On or before the Wednesday prior to the Staff Conference, the Evaluator
and Case Manager meet to completed Evaluator Enrollment/Change Form to be
submitted to the computer to enroll the resident in educational and vocational
classes anticipated. (Note: This seems strange. It seems like the following
step should really be taken first and that this step is taken for convenience
but may be counterproductive.) Standard (if this practice is to be retained)

=__ 2.
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2.2.2. Staff Conferemce (Experimental Residents)

The resident, Evaluator, Development Specialist, Case Manager, and a
family member (if feasible) meet to formulate a tentative correctional plan
and Mutually Agreed Parole Plan (MAPP) contract. Steps have been taken to
secure Employment Security Commission (ESC) Offender Specialist advice on
employment possibilities in the area of the resident's likely release prior to
this meeting. The objective of this meeting is a tentative Correctional Plan
and MAPP contract the resident, Case Manager, Evaluator, and Develcpment
Specialist agree on and which the resident can describe and justify. Standard

hand O
———

2.2.3. Written Evaluation Summary (Bxperimental Residents)

A written Needs Assessment and Evaluation Summary, complete with testing
results and recommendations for case managers is completed as a part of a DOC
121 or 170 referral for ICC action by the Monday of the fifth week after the
resident's arrival. This written summary includes the following:

1. A statement that an account of steps taken to secure a Social Security
Number can be found in the Evaluator's action file if a number has not
already been entered in the computer,

2, A statement telling whether the tentative Correctional Plan resulting from
the Staff Conference accords with the guidelines above; or providing
explanations for any deviations from the guidelines.

3. An account of the reasons reassessment at a later time may be appropriate
(e.g., a vocational aspiration incongruent with the interest profile, flat
interest profile, depressed interest profile, client appeared not to take
the evaluation seriously, indications of low resident self-esteem, profile
invalidity, or poor testing attitude).

Standard = ___Z.

2.2.4, Unit Team Meeting

Evaluators participate in the Unit Team Meeting when experimental cases
are presented for approval of plans (Monday of the fifth week after arrival).
Implementation standard is approval of __ % of the tentative plans developed in
the Staff Conference.

2,2.5, ESC Notification of Correctional Plan and Reply

After final approval of the Correctional Plan by the ICC, a letter will
be sent to the ESC Offender Specialist describing the proposed training,
number of hours of training, and proposed release date. Standard = __Z.

A signed returned copy of this letter will be filed in the VDS contact

file, a copy will be placed in the unit jacket, and a copy will be given to
the resident. Standard = __ Z.
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If the ESC Offender Specialist fails to return the letter within 30 days,
a follow-up phone call will be made by the Evaluator in an attemst to secure
its return. (&f the follow-up fails to result in the return of the letter in -
two weeks, the"director of the ESC Program will be asked for help.)

2.3. Continwity with Development Specialist Function

Evaluators will contact the CMYC records office each Tuesday to determine
of experimental residents will be transferred to SYC the following day. VDS
Contact Files for transferring residents will be delivered to Development
Specialists at the Staff Conference.
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3. TMPLEMENTATION STANDARDS FOR INTAKE UNIT TRAHM SUPERVISION

o
o

N

3.1, Assignment

Newly arrived medium custody residents at CMYC are assigned to an intake
dorm. The Unit Team Supervisor in this dorm is responsible for screening new
residents by the evening (Tuesday) of their arrival. Screening sheets will be
prepared containing ???7??? information about each resident, group designation
resulting from the randomization procedure (see below), and case manager and
evaluator assignment. The case manager and evaluator assignments will be made
in such a way as to equalize (a) caseload size, (b) race, (c¢) type of
sentence, and (d) group designaczion. (Note: What is this about?)

3.2. Randomization

The Unit Team Supervisor will follow the randomization procedures
described below and maintain the records of randomization using the form shown
in the appendix. (Details to be inserted here.)

3.3. Orientation and Screening

3.3.1. Screening Sheets

To provide all incoming residents with an opportunity to learn about
services available at CMYC, and to provide activity facilitators an
opportunity to discuss the appropriateness of participation in their
activities with residents, orientation and screening sessions are required.
Screening sheets will be copied by the Unit Team Supervisor and distributed to
the following for screening:

Academic/vocational class facilitators
Vocational Rehabilitation personnel
Positive self-concepts facilitator
Quest skills facilitator

Marriage and family facilitator

AA facilitator

Sexual awareness facilitator

Drug education facilitator
Interpersonal relations facilitator
Intake-dorm Case Manager

Intake-dorm Evaluators (Experimental Residents)
Lieutenant

Screening and orientation should be completed within three weeks after the
residents' arrival at CMYC.

Standards: Supervision Page 21




-

3.3.2. Coordination of Orientation

The Unit Team Supervisor of the intake-dorm is responsible for
coordination off the weekly orientation program,

The Unit Team Supervisor will begin orientation of new residents the
morning after their arrival, and he/she will provide an introduction to the

institution and an overview of its goals, objectives, and function.

3.3.3. Letters

The Unit Team Supervisor will obtain home addresses of residents for the

following purposes:
1. Mail an explanatory letter to the resident's family to include:
0 Introduction and invitation for active invoivement in planning
0 Visiting regulations
0 Personal property and mail regulations
o (CMYC location

2. Obtain addresses of experimental residents to prepare a memorandum
forwarded to the following within one week of arrival:

o Director of the Employment Security Commission Institutionalized

Offender Program
0 Mutually Agreed Parole Plan Case Analyst

o Sandhills Youth Center Development Specialist

3.3.4. Assignments

The Unit Team Supervisor will assign new arrivals in the computerized

information system using the Assignment Form (see appendix). Initial
assignments will be as follows:

1. Academic school if the resident has neither a high school diploma nor a

GED certificate.

2. Lifeskills if the resident has not previously completed this course at

CMYC.

3. Unassigned if neither (1) nor (2) above result in enrollment.

Standards: Supervision
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3.4. Tracking

The Unit Team Supervisor will maintain a weekly tracking calendar to ,
ensure that assigned residents are progressing through evaluation and planning
in accordance with the following timetable:

o 777?
o 777
o 2777
o 7777

X5
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4, YMPLEMENTATION STANDAPDS FOR DEVELOPMENT

oy
.

b8

4.1. Development Services for Experimental Residents

Development Specialists will provide development services to all

experimental residents. These services are as follows:

4.1.1. Enrollment

1.

On arrival at SYC, new residents are listed on the Resident Intake Form by
the Program Supervisor responsible for screening. A copy is sent to the
Development Specialists' office area by Wednesday of each week.

The SYC Program Director checks the list to determine that all arriving
residents are already listed on the computer forms. He/she signifies this
by assigning the group designation letter beside each resident's name (E,
C, 0, F). If a resident transferring from CMYC is not already listed, the
Program Director notifies the CMYC Minimum Program Director I. The
Program Director enrolls residents arriving from institutions other than
CMYC in the computerized information system. To accomplish the enrollment
of these external transfers, the Case Manager completes enrollment forms
designating the non-CMYC arrivals as Fillers.

Upon receipt of the resident intake form, the Development Specialist
reviews it to determine that all E designated arrivals are properly listed
on their computerized tracking sheet. The SYC Computer Coordinator is
notified if any E resident is not properly listed.

4.1.2. Initial Interview

1'

The Development Specialist conducts an initial interview with all E
residents on the first Tuesday after their arrival at SYC. (This initial
interview may be postponed in case of emergency or illness.)

During the initial interview, the Development Specialist will:
a. Get acquainted with the resident.

b. Review the resident's institutional file to determine if all
vocational certificate copies are filed. If any are missing for
residents at SYC, the SYC Program Director will be notified and he/she
will in turn contact the CMYC Minimum Program Director I to: (a)
obtain an original or copy, and (b) determine why the certificates
.were not filed appropriately. A record of problem cases will be
maintained by the Program Director to monitor the scope of any
problems. A report of problem cases will be reported to the SYC
Superintendent in the Program Director's Monthly Activity Report. If
certificates are missing for residents at CMYC the CMYC Program
Director will be notified, and he/she will (a) obtain an original or
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copy, and (b) determine why the certificates were not filed
appropriately. A record of problem cases will be maintained by the
Program Director to monitor the scope of any problems. A report of
problem cases will be reported to the CMYC Superintendent in the
Program Director's Monthly Activity Report.

Verify that the resident has been MAPPed or is an RYO. If the
regident neither has a MAPP contract nor is an RYO, The Development
Specialist immediately notifies the Program Director at the resident's
institution. The Program Director will determine (or if at SYC,
contact the CMYC Program Director to determine) why the resident has
not been MAPPed. Program Directors will keep a record of these cases
on file and include an account of them (including reasons for failure
to MAPP) in his/her Monthly Activity Report.

Determine that the resident has on file an appropriate home plan and
Social Security number., If either is missing, the Development
Specialist will notify the Program Director in the institution where
the resident is located. The Program Director will maintain a record
of cases without a home plan and provide an account of them in his/her
Monthly Activity Report. The Program Director will assign the
resident's Case Manager to develop a home plan with the resident. The
Development Specialist will work with the resident to obtain a Social
Security card.

Review the resident's progress to determine if he is successfully
completing his Correctional Plan (and if applicable, MAPP contract).
If the resident's progress diverges from either the MAPP or CP, (e.g.,
the resident's activities are not in accordance with the plan, or if
the plan appears to require modification), the Development Specialist
will notify the SYC or CMYC Program Director--depending on the
location of the resident. The Program Director will:

o Direct the resident's Case Manager to investigate and take
corrective action,

o Determine why the divergence exists,
o Maintain a record of the problems and the reasomns for them,
o Report on these problems in the Monthly Activity Report.

Complete the ESC Institutionalized Offender Project Referral Form on
the day of the initial interview at SYC (or 45 days prior to
anticipated release from SYC or CMYC if notified by cognizant Case
Manager early enough to do so, or within five working days of
notification if fewer than 45 days remain prior to release) and
forward it to the ESC IOP immediately.
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4.1.3. Development

1.

4..

Development, Speclalists will see experimental residents at least once
every 30 days. Dates of contact with the resident will be recorded on the
Development Specialist's Tracking Sheet. Contact activity will be noted
in the VDS file on the Case Progress Notes Form. In these contacts, the

Development Specialist will:

a. Track resident progress in training. (If a resident has stated
dissatisfaction with his training, the Development Specialist should
notify the resident's Case Manager to initiate the steps outlined in
the Correctional Plan Implementation Standards.)

b. Promote progress toward the successful execution of the resident's job
or home plan, or the acquisition of job or home plans or a Social
Security Number.

c. Provide developmental counseling aimed at readying the resident for
the transition to the free community. This counseling involves the
following interactions:

o Employability counseling aimed at ensuring that vocational
training is going as planned and that emerging problems are
resolved.

o Counseling on the use of community resources, e.g., locating
community drug or alcohol treatment programs.

o Counseling aimed at developing daily living skills, e.g., skills
needed to conduct banking activities, secure insurance, and obtain
housing.

The Development Specialist (DS) will work with the ESC Offender Specialist
(0S) to whom the resident’s Referral Form was mailed to schedule an
appointment for the OS to meet with the resident and DS at least 6 weeks
before the resident's anticipated release date. In this meeting the 0S,
with assistance from the DS, will:

a. Begin work on the ESC Employability Development Plan (EDP), a plan for
post-release employment and community re-entry.

b. Complete an ESC Acceptance Form, a copy of which will be left with the
DS at the end of the meeting.

c. Schedule additional meetings as necessary to complete employability
and community re-entry plans (EDPs).

The DS will determine that progress is occurring according to the EDP, and
intervene to correct any problems. All substantial problems will be
reviewed with the appropriate Program Director (depending on the
institution where the resident is located), who will in turn include an
account of these problems in the Monthly Activity Report.

The Development Specialist will meet with residents who request an
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appointment within five working days.

The Development Specialist will confer with each experimental resident's
Case Manager and Vocational Instructor each month to identify problems and
progress, These consultations will focus on monitoring progress in |
vocational activities specified in the Evaluation Summary and Correctional
Plan, i.e., they will focus on the specific vocational competencies the
Plan calls for. Notations describing these consultations will be recorded
in the resident's VDS Contact File on the Case Progress Notes Form.

The Development Specialist will work with the ESC OS to complete an EDP no
later than 30 days before each experimental resident's anticipated release
date. A copy of the completed EDP will be forwarded to the resident's
Case Manager and the original will be filed in the VDS File.

The Development Specialist will telephe 2 (or write if telephoné contact
is not feasible) the address listed in the resident's home plan the Friday
after the initial interview to identify resources and significant sources
of support, unless such contact is deemed inappropriate. Additional
home/family contacts will be made as necessary to assist in setting up
home visits during the week for job interviews and the like. Development
Specialists will not engage in family counseling or crisis resolution, and
instead will assist the resident in locating appropriately trained
community resources if needed.

Development Specialists will confer with Evaluators when Case Managers
propose a change in a resident's Correctional Plan that relates to his
vocational goal or training. The DS and Evaluator will reach a consensus
on their joint response to the proposal, and the DS (if the DS was
initially approached by the Case Manager) will communicate this consensus
to the Case Manager. If the proposed Correctional Plan changes is
inappropriate, the DS will write a note the the Case Manager explaining
the objections to the change and proposing an alternative. (Case Managers
who proceed with the change procedures will include this note when
forwarding the proposal to the ICC.)

4.2, Verification Review (Experimental Residents Released from CMYC)

A verification review will be conducted for all experimental residents

released directly from CMYC within 10 working days of notification of
anticipatad release by the cognizant Case Manager. In the verification
review, all the activities ordinarily conducted in the initial interview (see
section 4.1.2) at SYC will take place, except activity (a).
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4.3, Follow-up (Experimental and Comparison Residents)

1.

When an experimental or comparison resident is released or transferred
from SYC or- CMYC, the Development Specialist will verify his
release/transfer plans an insure that the computerized information system
has the correct information (i.e., that the information shown in the
Correctional Plan is complete). The Offender Specialist is contacted upon
the resident's release to be sure he or she knows the resident is in the
community.

Two weeks after an experimental or comparison resident is released, the DS
will send a follow-up letter to the resident's Parole Officer (if the
resident was paroled) or the ESC Offender Specialist (if the resident was
released other than to parole supervision). If the letter is not returned
within 3 weeks after the resident is released, the DS will contact the
addressee to secure its return. If the letter is not returned within 6
weeks after release, the DS will contact the SYC Program Director who will
attempt to solve the problem and not its occurrence in the Monthly
Activity Report. (This is known as the one-month follow-up.)

9ix weeks after an experimental or comparison resident is released, the DS
will send a follow-up letter to the resident's Parole Officer (if he has
one) or the ESC Offender Specialist. If the letter is not returned within
3 weeks, the DS will contact the addressee to secure its return. If the
letter is not returned within 6 weeks, the DS will contact the SYC Program
Director who will attempt to solve the problem and not its occurrence in
the Monthly Activity Report. (This is known as the two-month follow-up.)

Ten weeks after an experimental or comparison resident is released, the DS
will send a follow-up letter to the resident's Parole Officer (if he has
one) or the ESC Offender Specialist. If the letter is not returned within
3 weeks, the DS will contact the addressee to secure its return., If the
letter is not returned within 6 weeks, the DS will contact the SYC Program
Director who will attempt to solve the problem and not its occurrence in
the Monthly Activity Report. (This is known as the three-month
follow-up.)

Five and one-half months after an experimental or comparison resident is
released, the DS will send a follow-up letter to the resident's Parole
Officer (if he has one) or the ESC Offender Specialist. If the letter is
not returned within 3 weeks, the DS will contact the addressee to secure
its return. If the letter is not returned within 6 weeks, the DS will
contact the SYC Program Director who will attempt to solve the problem and
not its occurrence in the Monthly Activity Report. (This is known as the
gix-month follow-up.)

If any follow-up contact reveals a problem for an experimental releasee,
the DS will contact the Offender Specialist or Parole Officer to make them
awvare of the problem and enlist their action to resolve it.
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4.4, Services to Non-Experimental Residents

Development Specialists will provide services to non-experimental
residents as a-second priority and as allowed by time. The procedures and
services for non-experimental residents are as follows:

1. Residents will be seen at their own request or as a result of staff
referral.

2. Services will be limited to coaching residents in appropriate job seeking
methods and referring them to placement assistance sources excluding the
ESC Offender Specialist.

4.5. Monmitoring of Implementation Stamdards

Monitoring the Implementation Standards for Development is the
responsibility of the SYC Program Director I. The PD-I will determine that
Development meets or exceeds the Implementation Standards outlined above.
Examples of how this may be done are outlined in a 12 January 1984 memorandum.
These monitoring mechanisms require further elaboration.
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APPENDIX A. VOCATIONAL ASSESSMENTS AND VOCATIONAL PLANNING

This appeﬁaix illustrates the application of the vocational assessments
used in the VDS Program in developing vocational plans as part of the
correctional planning process. The part of the VDS Program known as
"evaluation" involves the administration of several tests to provide
information about residents' interests, developed aptitudes, and other
personal characteristics. The instruments used include the General Aptitude
Test Battery (GATB), the Career Assessment Inventory (CAI), the Wide Range
Interest-Opinion Test (WRIOT, a picture interest inventory), and other
specialized tests of developed abilities. The results of these tests
contribute to the development of Correctional Plans focusing on vocational

preparation and placement of residents in jobs after release.

General guidance in the use of these assessment devices is provided in
their manuals, and anyone using any of these instruments in providing
vocational assistance should have studied its manual thoroughly and understood
its contents. This appendix supplements the manuals for these devices by

spelling out how scores are to be used in the context of the VDS Program.

A.1. The GATB

" The GATB provides scores on nine measures of developed aptitude. These

measures are:

o G--Intelligence (a composite of scores on Three—D1mens1onal Space,
Vocabulary, and Arithmetic Reasoning.

o V--Verbal Aptitude (Vocabulary)

o  N--Numerical Aptitude (a composite of scores on Computation and Arithmetic
Reasoning)
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o S—Spatial Aptitude (Three-Dimensional Space)
o P—Form Pexrception (Tool Matching and Form Matching)

o Q—Clerical Perception (Name Comparison)

o K—Motor Coordination (Mark Making)

o F—Finger Dexterity (Assemble and Disassemble)

o -M--Manual Dexterity (Place and Turn)

These measures provide crude assessments of developed aptitudes in areas
related to vocational success in different jobs. The assessments are by no
means precise, and our knowledge of the relation of scores on the GATB to
success in different areas is far from complete., The GATB can serve only as a
rough guide to vocational decision making. The major virtue of the GATB is
that the U.S. Employment Service has provided estimates of scores on the GATB
scales it expects to be required in a large number of diverse occupations.
These estimates provide a basis for matching a person's aptitudes according to

the GATB with this wide variety of occupations.

A.1.1. GATB "Norms"

In a program of research dating from the 1940's (Dvorak, 1947; U.S.
Department of Labor, 1969, 1970), the Department of Labor has developed
information useful in interpreting GATB results in relation to occupations a
person is considering. Specifically, job analysts observed occupations and
made judgments about the specific aptitudes required in them, trainees or
incumbents in a large number of jobs were tested with aptitude scales, the
validities of test scores in predicting success in training or performing jobs
according to objective or subjective criteria were scrutinized, and the

results of all these activities were combined to provide what are called "GATB
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norms" for occupations and groups of occupations. These "norms" are really a
set of cutting. scores on GATB scales believed to be justifiably related to the

likelihood of success in different occupations.

The researchers who developed the GATB "norms" thought it important to
use test scores in guidance only if the preponderance of evidence (including
job analysis evidence) implied that the score should be related fo success.
Rightly or not, they have assumed that for most jobs information from only
some of the scales in the GATB should be used. Typically, "norms" or cutting

scores are provided only on two to four GATB aptitudes,

For example, the GATB "norms" for the occupation of grocery checker are
G-100, N-95, Q-100. Presumably people with scores on these three GATB
aptitudes that are lower than these scores have less likelihood of success in
the occupation of grocery checker than do people with scores on these three

aptitudes as high or higher than the the numbers given.8

Despite the unevenness of the validity evidence for the GATB norms, and
the degree of judgment used in developing the norms, the results--the "norms"
themselves-—appear sensible and the comprehensive coverage of occupations is

impressive.9

8 The evidence of the validity of this presumption comes from a study in which
237 grocery-checker-trainees were tested with the GATB and for whom
instructors' ratings on a work sample of "checking" were available. The
results showed that persons at or above the "norms" had higher supervisor
ratings than persons with lower scores on these three GATB aptitudes (phi, a
kind of correlation, = .37). In this same sample, the correlation of N alone
correlated .46 with the ratings, and the score on P correlated as strongly
gith thé instructors' ratings as did Q.

On the other hand, the GATB "norms" for seemingly similar occupations are
sometimes strikingly different when developed in slightly different samples
and with different criteria. For instance, the "norms" for Automobile
Mechanic (according to U.S. Department of Labor, 1970) are N-75, S-95, M-90
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In using the GATB for vocational guidance in the VDS Program, the adult
GATB cutting scores will be used. The procedure the Employment and Training
Administration recommends for interpreting a person's scores in relation to
these cutting scores will be used (U.S. Department of Labor, 1979, p.7):
The individual's GATB scores are compared with norms for an OAP
and a letter grade "H" "M" or "L" is assigned for the occypation.

The procedure for assigning a letter grade is as follows:

1. If the individual's obtained scores meet or exceed all three of
the norms, a letter grade of "H" is assigned.

2. If the individual's obtained scores plus one standard error of
measurement (SEm) meet or exceed all three of the norms, a
letter grade of "M" is assigned.

3. If the individual's scores are below the requirements for an
"M", the letter grade "L" is assigned.

The recommended interpretation of these scores (U.S. Department of Labor,

1979) is as follows:

H
The individual's scores equal or exceed those of workers judged
to be satisfactory in the occupations. If also qualified on the
basis of factors other than aptitudes, there is a good
probability that he/she will do well on the job.

M

The individual's scores are close to those of workers judged to
be satisfactory in the occupations. However, the chances of
doing well on the job are somewhat lower than that of persons in
the "H" category.

and for Automobile-Service-Station Mechanic are $-90, P-80, F-80. When the
GATB data are integrated into the Department of Labor's Occupational Aptitude
Pattern Structure (U.S. Department of Labor, 1979) automobile mechanic appears
in OAP-21 (Craft Technology), and the GATB cutting scores are S-90, P-85,
M-85). Imprecision in the cutting scores on the order of at least five points
anbably figured into the decision to round GATB "norms" to multiples of 5.
The Department of Labor is not referring to the actual standard error
of measurement for the population being tested, but rather to a
"rule-of-thumb" set of SEMs it has established (U.S. Department of Labor,
1970). The SEMs to be used are : G, V, and N--6 points; S--8 points; P
and Q--9 points; K--7 points; F--12 points; M--11 points.
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The individual's scores are similar to or below those of workers
foundgto be umsatisfactory in the occupation. The probability
of being satisfactory on the job is low and he/she should bfl
considered for other jobs which utilize stronger aptitudes.

The following example illustrates the process of using the GATB for a
resident who is considering preparation for work as an automobile mechanic or

automobile-mechanic's helper:

Score G vV N S P Q X F M [Letter

— e — e

Individual's ob- 82 8 79 8 84 87 97 103 108
tained score

1 SEm 6 6 6 8 9 ¢ 7 12 11
Obtained score + 88 92 85 94 93 96 104 115 119

1 SEm

0AP~21 norms 90 85 85 M

(auto mechanic)

0AP-29 norms (auto- 85 80 H

mechanic helper)

In this example, the person appears to have a good likelihood of success as an
automobile-mechanic's helper, but the likelihood of success in the occupation
of automobile mechanic is marginal. This M score does not mean that the

occupation of automobile mechanic ‘should necessarily be ruled out, but it does

11 Although worded in a kind way, the interpretation of L scores will
often involve the search for occupations of lower general aptitudes
rather than the search of occupations that utilize "stronger aptitudes."
This is so because all the subscales of the GATB are substantially
correlated with each other. (The lowest correlation between any of tests
A through L in one sample of 519 workers (U.S. Department of Labor, 1970,
Table 6~1) was .27; the highest was .72). This means that a person with
high scores on one scale tend to have high scores on other scales, and
that persons with low scores on on scale also tend to have low scores on
other scales.
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suggest caution. An examination of other OAP cutting scores implies that this

person would also achieve letter grades of H on occupations in "materials

o
K5y

control" (e.g., meter reader), "crafts" (e.g., baker, brake repairer, building

maintenance repairer, and roofer) as well as other occupational groups.

Because it is the aim of the VDS program to prepare residents for work in
which they have a high likelihood of success, the vocational plans developed
will—to the extent possible——call for a career in an occupation where the
resident's letter grade is H. There is as much danger in suggesting that a
resident pursue an occupation that is unrealistic as there is in suggesting
that the resident pursue an occupation at too low a level. Therefore, in
discussing the illustrative resident's scores with him, the counselor would be
careful to distinguish between the occupations of automobile mechanic's helper
on the one hand, and automobile mechanic on the other. This person may never
become an automobile mechanic, but could clearly become a mechanic's helper.
Because the training provided at CMYC and SYC will not prepare a person to
secure employment as an auto mechanic after release, the resident could easily

become discouraged if he thought he were preparing for that occupation.

As a rule, GATB scores will be interpreted by comparing OAP cutting
scores with each of the resident's expressed preference or highest vocational
interest inventory scales and OAP cutting scores for each of the vocational
training areas at CMYC and SYC with the resident's obtained scores. If the
resident agrees that he could do and would like work in an occupation where
his letter grade is H, the counselor will forego an examination of occupations

for which the resident obtains letter grades of M.

This suggests the following implementation standards:

1. All experimental residents develop Correctional Plans that include a
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vocational goal for which their GATB profiles result in a letter score of
M or H.

2. 80% of expérimental residents develop Correctional Plans that include a

vocational goal for which their GATB profiles result in a letter score of
H.

3. % of experimental residents develop Correctional Plans calling for
vocational training directly related to their vocational goal.

4. 80% of experimental residents are actually placed in an occupation for

which their GATB profile results in a letter score of M

A.1.2. Retesting

Researchl? has shown that the retest reliability of the GATB scales
(except F and M) are usually in the .80 to .90 range. Put another way,
people's scores tend to be rank ordered in much the same way when tested on
one occasion and again on another after a period of time. Practice effects
are consistently shown on retest. The size of the increases in test scores
due to practice are often larger than 10 points, and are larger when retesting
is done using the same form of the GATB. Practice effects are most evident
when retesting is done after only a short interval (less than a month) and are
still sizable after longer periods (up to 26 weeks). At the same time, scores
on the GATB appear relatively unaffected by vocational or academic

instruction.13

This implies that retesting with the GATB will seldom be useful.

Retesting with the GATB will not be done.

12 The évidence discussed here is summarized in greater detail elsewhere (U.S.
?gpartment of Labor, 1970, pp. 251-274). ' .

Some studies are summarized by the U.S. Department of Labor (1970, pp.
275-276). Training in college algebra does appear to influence scores on
numerical computation. '
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A.2. The CAL

The CAI igxan interest inventory patterned after the Strong-Campbell
Interest Inventory (SCII; Campbell, 1974) which uses Holland's (1984) theory
of vocational personalities and occupational environments as its organizing
principle. It differs from the SCII in two ways: (a) It has undergone a
shorter developmental history and there is consequently less research on which
to base its interpretation; and (b) It is intended for use with a less
educated population than is the SCII. The CAI differs from Holland's (1979)
Self-Directed Search in three ways: (a) It is scored by a computer rather
than by the test-taker c¢r counselor; (b) It contains scales for specific low
and moderate level occupations rather than providing only scores for broad
occupational areas; (c) There is less evidence about its construct validity in
terms cf measuring the vocational dimensions implied by Holland's

classification than there is for inventories such as the SDS, VPI, or SCII.
The CAI reports three kinds of interest scores:

o Scores on each of Holland's six dimensions--Realistic, Investigative,
Artistic, Social, Enterprising, and Conventional. These scores are

reported as "General Theme Scales.”

o Scores on 22 homogeneous dimensions of interest that are somewhat more

specific than the six Holland dimensions.

o Scores on scales that measure the resemblance of a person's interests to

the interests of persons employed in 91 specific occupations.

In general, the three kinds of scores should converge in producing a similar

portrait of a person's interests. That is, if a person has a high score on
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the Realistic scale, that person will often have high scores on the more
specific intergst dimensions and on scales for specific occupations classified .

Rt

as Realistic.

The CAI alsc provides additional information about the test-taker that is
useful in career planning.14 One kind of information is information about the
level of enthusiasm the resident seems to have for a variety of vocational
activities. Experience using the SCII implies that persons who mark very few
of the items "like" tend to be unenthusiastic, unhappy, and not to take charge
of their own situations or engage in earnest vocational planning (Campbell,
1974). Such persons may need a fire kindled beneath them. The CAI report
presents the percentage of items the respondent marked like and the percentage

of items marked dislike.

Another kind of information the CAI provides is information about how

well differentiated the person's interests are. People who earn high scores

in some Holland dimensions and low scores in others have "differentiated
profiles" (Holland & Gottfredson, 1976; Holland, 1984). Such persons have
reasonably clear interests and they tend to be more predictable in the sense
that they are more likely to enter and persist in educational pursuits or
occupations in the area of their highest interests than are people with less
differentiated profiles. People with "undifferentiated" or "flat" profiles
tend not to have clear interests, show less vocational identity, and are not

as predictable as others (Holland, Gottfredson, & Nafziger, 1975; Holland,

14 In addition to the information discussed here, the CAI produces several
other scores or indexes. The "total responses" index is useful in screening
out profiles for people who answered few questions. The "variety of
interests" index is probably of little use and should generally be
disregarded.
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1984). For such persons the interest results provide little explicit guidance
about the choige of a career, although the results do suggest that further

vocational exploration would be helpful,

A third important piece of information available from the CAI is an
Educational Orientation Index. This index was developed to discriminate
people with interests similar to those of people who have been college
educated from those who have not. It is intended to measure the degree to
which a person's interests imply that he or she would like school (especially
liberal arts oriented college work). In general, people with scores in the
30's or below can be expected to be uncomfortable in school or to dislike .

school.

A.2.1. Interpreting the CAT

The Manual for the Career Assessment Inventory gives less guidance in
interpreting test results than do many manuals. In some cases, general
interpretive guidelines are offered, but without specific normative data being
provided. (For instance, no normative data on percentage like or dislike is
presented in the manual, although the manual does suggest that if either of
these indices is greater than 857 the counselor "should further discuss the
atypical response pattern with the individual.") Accordingly, supplementing
the CAT Manual with explicit guidelines for use of the CAI in the VDS Program
is useful, The following paragraphs spell out how the CAL is interpreted and

used in the VDS Program,15

15 Because the'CAI is a derivative of the SCII and Holland's typology,
research and experience with the SCII, the SDS, and the VPI provide a source
of. guidelines for using the CAI. The following text draws not only on the CAI
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Using theme scales, occupational scales, and basic interests. The most
generally useful part of the CAI profilevare tﬁe scores on the General Theme
Scales because these scales are based on a theory of careers that has been
subjected to extensive empirical test (Holland, 1984; Holland, Magoon, &
Spokane, 198l) and translate directly into a comprehensive classification of

occupations (Gottfredson, Holland, & Ogawa, 1982).

Holland's vocational theory assumes that an individual can be
characterized in terms of his or her resemblance to each of six vocational
personalities (or "types"). Each person has distinctive self-concepts,
perceptions of enviromments, values, areas of achievement, preferences for
occupations and occupational roles, coping styles, personal traits, and -
repertoires of skills that can be summarized by a comparison with the

characteristics of the six theoretical personality types. The six types can

be described briefly as follows:16

Realistic Type
Prefers realistic occupations (e.g., plumber, electrician, carpenter,
mechanic) that allow the persen to engage in explicit, ordered, or
systematic manipulation of objects, tools, machines, and animals and to
avoid educational or social activities. Perceives self as having
mechanical ability and lacking ability in interpersonal relations. Is
often described as:

Asocial
Genuine
Materialistic
Practical
Self-effacing
Uninsightful

o0 00QO0o0

manual but also on the literature pertaining to the SCII and Holland's

Egpology.
Abstracted from Holland's (1984, pp. 19-23) account.
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Investigative Type
Prefers activities involving the observation or investigation of physical,
biological, or cultural phenomena to understand and control them.
Dislikes persuasive, social, and repetitive activities. Has scientific
and mathematical competencies. Perceives self as having intellectual
ability and lacking leadership ability. Is often described as:

Analytical
Critical
Curious
Intellectual
Rational
Unpopular

©O 00 O0O0O0

Artistic Type
Prefers activities that are ambiguous, free, and involve the manipulation
of physical, verbal, or human materials to create art or products.
Dislikes systematic and ordered activities. Perceives self as original,

nonconforming, and having artistic, musical, or acting ability. Is often
described as:

Disorderly
Expressive
Impractical
Independent
Original
Sensitive

00 O0O0OO0

Social Type
Prefers activities that involve teaching, curing, or enlightening others.,
Dislikes the systematic activities involving materials, tools, or
machines. Perceives self as liking to help others, and as having teaching
ability. Values social and ethical activities. Is often described as:

Patient
Friendly
Helpful
Empathic
Responsible
Sociable

OO0 0000

Enterprising Type
Prefers activities involving the manipulation of others to attain
organizational goals or economic gain. Dislikes scientific activities.
Perceives self as aggressive, popular, sociable, and having leadership
abilities. Is often described as:

o Acquisitive

0 Ambitious

o Extroverted

o Optimistic

o - Self-confident
o Talkative
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Conventional Type
Prefers activities involving the explicit, systematic manipulation of
records or.data, operating office machines, and organizing files or
material, “Dislikes ambiguity and unsystematic activities. Perceives self
as conforming, orderly, and having clerical ability. Is often described
as:

Careful
Conforming
Inhibited
Obedient
Orderly
Practical

00 0000

People who resemble different types tend to enter and persist in
different kinds of occupations. The occupational classification that is
associated with the Holland typology identifies these occupations. Realistic
people tend to enter and persist in realistic occupations such as plumber or
cement mason. They tend not to enter or persist in social occupations such as
nurse or teacher., Similarly, conventional people tend to enter and persist in
conventional occupations such as bookkeeper or clerk and they tend not to

enter or persist in artistic occupations such as photographer or designer.

The vocational types—-both the types that describe people and the
categories that describe occupations—-resemble each other to differing
degrees. Specifically, the types are related according to a hexagonal

ordering shown below:
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Knowledge of the relations among the types is important because they summarize
information about the degrees of resemblance among occupations or people.
Types that are distant on the hexagon are dissimilar, and types that are close
together on the hexagon are similar. For instance an investigative occupation
resembles a realistic occupation in some ways, but it is quite unlike an
enterprising occupation. A person with investigative interests would probably
not choose to enter or stay long in an emterprising occupation. And although
a person with investigative interests would probably be most comfortable in
an investigative occupation, he or she would probably also find aspects of
both realistic and artistic occupations congenial. In general, a match
between a person and an occupation that involve types that are distant on the

hexagon is a poor match.

Assessing congruence. Congruence is the degree of match between a
person's interests and an occupation. The CAI results provide alternative
‘ways to assess the congruence of occupational possibilities with a person's
interests. The first way (and in general the most useful way) is to calculate

the Iachan Index (Tachan, 1984). This index is calculated as follows:

1. Determine the person's three highest general theme scores and list them in
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rank order. For example, if the person's standard scores on the CAI
general theme scales were R = 62, I = 51, A =35, S = 42, E = 41, and C =

58, then the three highest scores listed in order are RCI., These three

letters are called the person's "three-letter code."

2. Determine the three-letter‘code of the occupation the person is
.considering by looking the occupation up in the Dictiomary of Holland
Occupational Codes. For instance, if the person were considering the
occupation of automobile-mechanic helper, the Dictionary (at page 249 or

47) indicates that the three-letter code for this occupation is REI.

3. Use the table shown below to calculate the congruence score. The steps in

calculating the congruence score using the table are:

o Write down the number from the table that corresponds to the match
between the first letter of the occupation code and the person's

three-letter code.

o Write down the number from the table that corresponds to the match
between the second letter of the occupation code and the person's

three-letter code.

0o Write down the number from the table that corresponds to the match
between the third letter of the occupation code and the person's

three-letter code.
0o Add these three numbers together.

4, Intérpret the congruence score as follows:
o Scores of 26 through 28 are very close matches.

. o Scores in the range 20 through 25 are reasonably close matches.
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0 Scores in the range 14 to 19 are not close matches.
o0 Scores.of 13 and below are poor matches.
Table for Calculating Congruence Using
the Iachan Index

CAT General Theme Code

Occupation First Second Third Other
code letter letter letter letters
First letter 22 10 4 0
Second letter 10 -5 2 0
Third letter 4 2 1 0

Examples. The following examples illustrate the results of calculating
congruency scores for various combinations of interest three-letter codes and

occupational three-letter codes.

CAI 3-letter code = REI and occupation code = REI, congruence = 28.
CAT 3-letter code = REI and occupation code = RIE, congruence = 26.
CAI 3-letter code = REI and occupation code = SRE, congruence = 12,
CAI 3-letter code = REI and occupation code = SAI, congruence = 1,

Another way of using the CAI to assess congruence is to use the
occupational scales or the basic interest scales to determine the match
between a person's interests and various occupations. If a person has a
standard score on an occupational scale that is 45 or higher and if at least
one other occupational scale in the same Holland area is 45 or higher, then
the match can be considered close. Or, if a person has a standard score on a

basic interest scale that is 58 or higher and if at least one other basic
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interest scale in the same Holland area is 58 or higher, then the match can be
considered close. In general, however, the basic interest scales are most
useful for idenfifying narrow areas of likes and dislikes a person has. These
scales are useful in planning specific activities a person might like to
engage in or might wish to avoid, but they are more difficult to translate
directly into an assessment of congruence than are the general theme and

occupational scales.

Because the aim of interest assessment in the VDS Program is to match
people with potential careers they are likely to enter and persist in,
correctional plans should include a vocational goal that is highly congruent
(a close match according to at least one of the procedures spelled out above)
and a vocational training program that is expected to lead to the

implementation of this vocational choice. The implementation standard is

B

vi——e

Using norms for profile differentiation.l’ Some profiles on the CAI
present a clear picture of a person's interests and others do not. Cne way of
characterizing the clarity of a profile is to use what Holland (1984) has
termed differentiation. A highly differentiated profile is one where some
interests are quite high and other interests are quite low. Research
(Holland, 1968; Holland, Gottfredsom, & Nafziger, 1975; Taylor, Kelso,
Longthorp, & Pattison, 1980) has produced some evidence that people with

differentiated profiles have more stable interests, show more stability in

17 The CAI manual does not provide normative data for profile differentiation.
Normative data will have to be developed as the VDS Program accumulates
experience. The norms described here are based on the 46 profiles available
at the present time,
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their vocational choices, and are better vocational decision-makers than

people with undifferentiated profiles.

An easy way to calculate a profile's differentiation is to subtract the
person's lowest general theme score from his or her highest general theme
score. Séores of O through 12 imply low differentiation; scores of 13 through
16 imply moderate differentiation; scores of 17 and above imply high
differentiation. Based on preliminary tabulations for residents taking the
CAI at CMYC, approximately 257 of residents can be expected to show low

differentiation and about 25%Z can be expected to show high differentiation.

The counseling process for persons with low differentiation should
include more opportunity for occupational exploration (e.g., job sampling)
than is probably required for persons with moderate or high differentiation,
and it may be desirable to schedule more vocational exploration as part of

their correctional plams.

Using the CAI to Detect Problem Cases. One of the most difficult
counseling situations involves clients who seem uninterested in anything.
Sometimes clients fail to answer parts of the inventory or answer many
questions in a single way (e.g. all indifferent or all dislike). Extreme
scores on the CAI administrative indices for percent like and percent dislike
are useful in discovering such cases. When inspection of the answer sheet
implies that the extreme scores are the result of errors or carelessness in
‘using the inventory, the inventory results should be given less weight and
expressed choices given more weight. (Or if the client is willing, a VPI or .

SDS could be administered and quickly scored on the spot.)

In a small percentage of cases, a client will mark very few of the items
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"like" (resulting in a low score on the percent like index) and will also
express very little enthusiasm about considering career or training plans.
The CAI manual‘suggests paying particular attention to percent dislike scores
above 85. Preliminary normative data based on 46 clients completing the CAI
and CMYC implies that about 10% of residents will have percent like scores of
14 or lower and that about 257 will have percent like scores of 24 or lower.
Scores of 24 or lower should probably be regarded as mild signals that the
resident is disinterested in many kinds of activities and scores of 14 or
lower as an indication that the resident may be especially unenthusiastic. If
there is also evidence that a client with a score of 14 or lower may be
depressed in other ways (e.g., he or she wants to remain in bed rather than
engage in routine activities such as school or vocational training) it may be
desirable to refer the client for psychiatric evaluation and, if necessary,

treatment.

A.3. Interest Measurement for Poor Readers

When a resident cannot read at the 6th grade level or better, but can
read at the 5th grade level, he may be administered the Self-Directed Search,
Form E. A resident who can not read well enough to take Form E may complete
that inventory with the help of an oral administration. Procedures for
interpreting this inventory are the same as those for interpreting the Holland

Theme Scales of the CAIL.
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A4, The WRAT

The WRAT %ﬁastak & Wilkinson, 1984) is a crude screening test that a;lows
a rapid but rough appraisal of a person's developed competencies in reading,
spelling, and arithmetic in a face-to-face clinical setting. In the the
Vocational Delivery System, the WRAT is used to determine what subsequent
tesfs a resident is likely to be able to complete through self-administration,
to make initial estimates of the likelihood that the resident will be able to
perform in vocational classes that require some competency in reading or math,

and to determine the residents requirements for academic remediation. 18

This section needs to be completed by spelling out how you plan to use
the WRAT results. Frankly, the test is such a rough screening device, I
wonder why you are not using a different test if you really need to know how

well a resident reads.

A.5. Other Aptitude Tests

A rationale for using the other tests is needed, as is a set of SOP's for

using them.

18The standard errors of measurement and reliability coefficients reported in
the manual are likely to be highly misleading in the present application. Put
another way, scores can not be interpreted as nearly as precisely as the
manual seems to imply. The reliabilities and standard errors reported in the
current ‘and earlier manuals are misleading because they use homogeneity-type
estimates of reliability for a speeded test and because the samples appear to
have been selected in ways that inflate reliability estimates. For a review
of the earlier manual see Merwin (1972) and Thorndike (197). The most receat
manual has not yet been reviewed in the literature. )
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A.6. Expressed Preferences

Evidence implies that a person's expressed preferences, if categorized
using a meaningful occupational classification rival or exceed the usefulness
of interest inventory results in predicting entry and persistence in
occupations.19 In many cases, using expressed vocational interests is an
easier, cheaper, and more predictive way to assess interests than is the
administration of an interest inventory. When a perscn expresses two or more
occupational preferences that fall in the same Holland category, interest
inventory results generally imply high-point codes in the same category, and
when the interest inventory results do not agree with the expressed choices
for such persons the expressed choices are more predictive than the inventory

results.

In other cases, neithsr interest inventory results nor expressed choices
are very meaningful. Persons whose expressed preferences fall in several
Holland categories, especially when these categories are distant on the
hexagonal model, may have interest inventory results that are not closely
related to their expressed choices or have relatively flat (undifferentiated)

interest profiles.

The use of expressed choices in counseling residents is a straightforward
matter. FEach expressed choice is coded using the Dictionary of Holland
Occupational Codes to generate a three-letter code. This three-letter code is

used the same way that general theme scores on the CAI are used in

19 Some of the evidence is provided by Borgen and Seling (1968), Dolliver
(1969), Holland and Gottfredson (1975), Holland and Lutz (1968), Touchton and
Magoon (1977), and Whitney (1969).
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occupational exploration. Related occupations will be found in the same area

of the classification. (See the section on occupational exploration.)

A.7. Using Educational and Work History Information

Counseling, and the development of correctional plans should build on
residents' educational and work histories. Some residents will have histories
of rewarding participation in school, and other will have histories of poor
attendance and poor performance in school. Some residents will have histories
of steady paid employment, and others will have histories of short-term or
interrupted employment in a variety of unrelated or low-level jobs. The
information contained in these histories provides a valuable way to organize
information about the client and can serve as useful structures for discussion

vocational problems and plans.

A history of poor school performance and sporadic attendance is a clue
that the person will probably not like academic classes and may not want to
take them. In contrast, a history of steady school attendance and good grades
in school is a clue that the person may enjoy acadeﬁic ciasses and might want
to plan for post-secondary education. In either event, the this educational
history should be discussed with the resident as one element in the creation

of correctional plans.

A history of steady employment in a single occupation or in several
occupations in the same category of work implies that the client likes and can
do work in that area. Furthermore, it implies that the resident has developed
experience oi competencies in that area that will be of value to employers.

In such cases the person's correctional plan should be directly related to his

»
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work history to take advantage of the platform already established by this
experience andgcompetencies, and the counselor should discuss with the
resident the v;iuable asset this stable work history provides. In contrast, a
history of interrupted employment, employment in a variety of unrelated jobs,
or a history of little or no employment has established no credentials (or
negative credentials) from an employer's perspective. This unsystematic
employment history should be discussed with the resident and the resident and

counselor should attempt to create a plan to pursue training in a systematic

fashion and to pursue employment in an area related to that training upon

release.

Work history information can be coded in the same way that occupational
preferences can be coded by reference to the Dicticnary of Holland
Occupational Codes. If the occupational categories implied by the work
history are not congruent with the person's interests as implied by the CAI
assessment or by coding his expressed preferences, this provides a potential
explanation for a sporadic or floundering work history. Training and a career
plan more consistent with the resident's interests or aptitudes may lead to

greater post-release employment stability.

Work history and educational history information can also be coded
according to level. The resulting data about job level is as important as
aptitude test and interest inventory data, perhaps more important. Any
occupation a person has successfully performed in the past can be coded into
General Educational Development (GED) levels using the Dictionary of
Occupational Titles or the Dictionary of Holland Occupational Codes. If a
person has successfully performed work at GED level 4 in the past, then the

person can clearly perform work at that level in the future (except in unusual

Vocational Assessment Page 52




cases involving subsequent injury or impairment). Furthermore, if a person
has successful%y performed work in an occupation in the past, GATB scores are
relatively meaningless in determining the persons prospects for success in
that occupation in the future. Similarly, a successful and persistent history
of employment ih an occupation or category of work the person likes makes
interest inventory results of value only for recreational or instructional

purposes,

Work history data should be regarded skeptically for younger persons,
because research shows that it gains its predictive value with age
(Gottfredson, 1977; L. Gottfredson, 1979; Nafziger, Holland, Helms, &
McPartland, 1974), and that the level of employment tends to increase with
age. Nevertheless, any history of stable employment in the past provideé an
indication of the minimum occupational level for which a correctional plan
should be developed: The correctional plan should prepare a resident for an
occupation at or above the GED level of his successful employment in the past,

and at or above the relative pay level of his past employment.20

A.8. Occupational Exploration

Occupational exploration should be provided for persons in the following

categories:

1. Clients whose differentiation scores on the CAI are 12 or below.

2. Clients whose congruency of most preferred expressed choice with CAI
general theme scores is 19 or below.

3. Clients whose percent like score on the CAI is 24 or below.

The aim of this exploration is to identify vocational areas the person would
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like and could perform well in.

A.9. Integrating Expressed Preference, Aptitude, and Interest Results

Vocational assessment and career planning assistance is not conducted to
fill time. It is undertaken to (a) improve the match between residents'
interests, aptitudes, and demonstrated competencies with the job plans and
vocational training activities while incarcerated, (b) reassure the resident
about his tentative vocational choices when they are appropriate, (c) identify
special vocationally related strengths and weaknesses the resident may have
that require special services that can actually be provided, and (d) promote
the career development of residents without clear vocational goals or who have

inappropriate career goals.

The implementation standards for vocational evaluation and correctional
plan development provide guidelines for integrating the results of vocational
assessment and counseling in the development of Correctional Plans. Those
standards call for the development of Correctional Plans with somewhat
different characteristics depending on the match between the resident's
vocational preferences, interests, aptitudes, and training possibilities at
CMYC and SYC. At their heart these standards are intended to provide
guidelines for the development of Correctional Plans that "make sense." They
should make sense to the Vocational Evaluator--which means that the residents
employment objective and training program are cengruent with his assessed

aptitudes, interests, and past employment and educational history. They

20 Thcome data for occupations are provided by Gottfredson (1984).
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should make sense to the resident—which means that he can explain why the
vocational objective was chosen and why the educational, vocational training,

and other activities are included in the plan.

This integration will not always be perfectly achieved, and the
implementation standards call for re-evaluation in cases where an integration

is not possible at intake.

A.10. Determining Whether Vocational Evaluation Reaches Objectives

Chapter 1 spelled out the objectives of vocational evaluation and
Correctional Plan development. This section discusses how the success of

evaluation and plan development can be examined in terms of those objectives.

A.10.1. Short-Term Objectives

1. Identify a vocational goal congruent with the resident's aptitudes,
interests, and realistic job possibilities. The attainment of this
objective can be examined by determining if (a) the vocatlonal goal has a
letter grade of H according to the GATB or the person's work history
implies he can do this work; (b) the vocational goal is highly congruent
with the persons interests accordlng to one of the methods described
earlier in this appendix; and (c) the vocational goal is not ruled out by
licensure, bonding, or certification requirements for a person with a
prison record or any identifiable handicaps the person has.

2. Specify vocational training congruent with the resident's interests,
aptitudes, and realistic job possibilities. The attainment of this
objective can be examined by determining if the vocational training
specified in the plan is aimed at attaining the resident's vocational
goal, that is, if it calls for a minimum of six months' participation in
training in the area the resident's goal calls for working in upon release
(or if the resident already has the preparation for that work, if the
training supplements existing competencies in the same area.

3. Specifies the support services required for remediation in deficit areas
or to strengthen a resident's assets, Attainment can be examined by
determining that Correctional Plans call for special services directed at
any personal deficits or special assets identified in the Evaluation
Summary.
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10.

11.

12.

-

Provides an orderly sequence of events to achieve the vocational goal that
is flexible enough to be implemented. Attainment is determined by

examining the extent to which initial plans are fully executed prior to
release from CMYC or SYC.

Takes realistic account of the likely progression of a resident through
custody levels and of his anticipated release date. Attainment is
determined by examining the extent to which initial plans are fully
executed prior to release from CMYC or SYC and determining how much time
each resident was wait listed for activities contained in the Correctional
Plan.

Utilizes available family resources. Attainment is determined by
examining the proportion of residents whose families participate in plan
development. (How should attainment be determined?)

Utilizes available community resources, including work release. (How
should attainment be determined?)

Utilizes Employment Security Commission resources. Attainment is
determined by checking to see that 1007 of the implementation standards
relating to utilization of ESC resources are met.

Entails a vocational plan that is demonstrable superior to the resident's
prior vocational situation. Attainment is determined by showing that the
vocational goal is for employment in a job at (a) a higher GED level than
the resident's prior jobs, (b) in an occupation with a higher level of
earnings than the resident's prior jobs, or (c¢) for residents without a
history of steady employment in the past, the vocational goal is in an
occupation where the average worker works a high proportion of the weeks
in a year according to the most recent Census data on weeks worked.

The resident accurately describes his plan, both in terms of immediate
implications for his activities and in terms of the future implications of
the plan. Attainment of this objective is determined by using ICC ratings
of the residents' summary of his Correctional Plan.

The resident regards the plan as credible. Attainment is assessed using a
vocational checklist and vocational identity scale, such as My Vocational
Situation (Holland, Daiger, & Power, 1980).

The resident understands the behaviors expected of him in terms of
complying with the activities in the Correctional Plan and with the rules
of the unit. Attainment is assessed by using ICC ratings of the
residents' expectations about executing the Correctional Plan and his
understanding of the rules of the unit.
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A.10.2..Longer—Term Objectives

1.

Promote residents' active participation in the activities spelled out in
the Correctional Plans and successful completion of those activities.
Successful completion will be assessed using special assessments designed
for each vocational training area. The assessment of participation and
completion was discussed under an earlier objective above.

Contribute to the residents' sense of personal control and responsibility.
Assessed for experimental and control residents prior to release by
Development Specialists using a brief Self-Concept scale (e.g.,
Gottfredson's, 1985, Positive Self-Concept Scale and Rotter's, 1966,
Internal-External Control Scale).

Enhance residents' future time orientation. Assessed for experimental and
control residents prior to release by Development Specialists using a
measure derived from Jessor's work on future time orientation. We will
have to locate the measures and references.
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