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PREFACE

This geaeralized model for planning, implementing, and evaluating
adult career edugation in correctional settings was produced by the Adult
Career Education in Corrections Program of the University of Hawaii. De-
velopment of the mddel was undertaken in an effort to help meet the de~
mands of-the corrections and adult education communities for more effec-
tive programs to prepdre the nation's offenders for productive roles in
society. The Adult Career Education in Corrections Program was estab-
lished under provisions of the Adult Education Act of 1966, deriving ma-
Jor support from the Division of Adult Education, U. S. Office of Educa-
tion. Additional support was provided from a variety of sources, includ-
ing the U. S. Bureau of Prisons, Law Enforcement Asgistance Administration,
state departments of corrections, state departments of education, state
and federal prison industries, foundations and private organizatichs. -

: B ,
This book ig not designed for light reading. It is a manual designed
for use in planning, implementing, and evaluating odult career education
in correctional settings. The extent to which the model serves its pur-
poses deperds on two things: (1) using the model as it was intended,
and (2) wmderstanding the basic concepte of a systems approach. When
the model is used as it was intended by those who understand the basic
concepts and principles of systematic planning, tmplementation, and eval-
uqtion, there is every-reason to expect that the results will be reflec-
ted in positive changes in the offender population, as well as social and
economic-benefits to sotiety.

The autrhors wish to acknowledge the important contributions which
‘have been made to the development of this model, from a wide variety of
sources. Members of Design Committees working to revise and refine the
preliminary version of the model deserve special recognition. Team lead-
ers, instructors, and participants in regional and national seminars from
1972 to 1974 contributed significantly to the development of the model.
Resource persons for the Adult Career Education in Corrections Program
made a major substantive contribution to the model. Members of the Ad-
visory Ccmmittee for the Adult Career Education in Corrections Program
deserve special recognition for their impoyvtant input to the model, both
in relation to substance and organization. The participants in the Octo-
ber 1972 Adult Career Education in Corrections National Work Conference
made an important contribution in establishing the conceptual framework
for the model. Members of the Design Committees, participants in semi-
nars, resource persons, and members of the Advisory Committee and con-
ferees in the National Work Conference on Career Education in Corrections
are listed in the Appendix.

) Specisl recognition is due to staff in the U. 5. Office of Education,
Division of Adult Education, for substantive input to the model, and for
guidance in the development phases. Special thanks are given to Mr. Paul
V. Delker, Director, Division of Adult Education, Dr. John L. Baird, Chief,
Program Services, Dr. Morris L. Brown, Chief, Program Planning, and to
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John D. Soileau and James Parker, who served as Project Officers for
this program. Mr. M. Eldon Schultz, Regional Program Officer, U. S.
Office of Education, Region V, Chicago, Mr. Calvin J. Nichols (retired)
and Dr. Raymond M. Lawrenson, Regional Program Officers, U. S. Office
of Education, Region IX, San Francisco, made continuing contributions
throughout the development of the model. Messrs. Schultz, Nichols, and
Lawrenson have provided a great amount of information, references, and
materials which have been incorporated in the model. .
Special appreciation is due to these in the U. S. Bureau of Prisons
for continuing support and ercouragement, as well as,contribution of
substantive ideas. The authors especially wish to acknowledge Ms. Sylvia
G. McCollum, Education Research Specialist, U, S, Bureau of Pristns.
Special thanks and recognition also must go to the wardzns and superin-
tendents across the nation, the state directors of corrections and adult

education, for the continuing support and participation in the training
program, ‘

Finally, acknowledgement and appreciation are expressed to Ms. 'Cheryl
H. Lee, Research Associate, and Ms. Eldine Tamura, ‘Btenographer, for thelr
conscientious efforts and competent assistance in preparing the manuscript
of the model

oAy -

Honolulu, Hawaii March, .575 T. A. Ryan -
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OVERVI1EW

The usefulness of this generalized planning model depends in large
measure on the extent to which users are familiar with the organization
of the model and understand che way in which the model is,supposed to be
used. )

rganization of the Model

This model is+designed to provide a guide for systezatic planning,
implementation, and evaluation of adult career education in correctional
settings. The model serves two primary purposes:

L. It provides a guide for designing and evaluating manage-
ment plans for delivery systems in corrections . . . . .

. 2. It provides a guide for planning and evaluating imple-
mentation of programs in correctjons . . . . . . o . . . °

The planning model consists of the seven chapters in this book and
a flowchart, which is the Supplementary Figure in thec back of the book.
The book also intludes an Appendices section. There are sevzn major
functions which muet be carried out in systemetiz planning, implmenta-
tion, and evaluation. The seven chapters in the book describe these
functions.

CHAPTER I is concerned with establishing a corceptual framework
‘for adult career education in a correctional satting

CHAPTER II is concerned with setting up an information processing
system and analyzing data to describe t he real-life
situation in a correctional setting

CHAPTER III 1is concerned with assessing needs for adult career edu-
cation in a correctional setting -

CHAPTER IV is concerned with establishing management subgpals and
objectives to implement major goals of adult career ed-
ucation

CHAPTER V 1is concerned with formulating a management plan to op-
timize delivery of adult career education in a correc-
tional setting

CHAPTER VI 1is concerned with implementatic. of adult carecer educa-
tion programs in a correctional setting

CHAPTER VII 1is concerned with evaluating the delivery systém and
implementing programs in a correctional setting

Chapters I, II, III, IV, and V are concerned mainly with. . PLANNING
Chapter VI is concerned with . . . . . . . . IMPLEMENTATION

Chapker VIL is concerned with. . . EVALUATION

vii
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The flowchart model, which is a graphic representation of the func-
tions involved in planning, implementation, and evaluation of delivery
systems in corrections, shows the seven major functions described in
Chapters I through VII, and also shows the elements which make up each’
function. R

At the back of the book in the Appendices section can be found an
overview of the development of the planning model, a gloseary of terms,
and a bibliography. The glossary is intended to facilitate understand-
ing of terms not usually found in common use., The definitions in the
glosgary are arbitrary, having been made with reference to the specific

uge of the terr: in this planning mecdel. The bibliography is not intend-
ed to be all-inclusive, but, rathlar, to provide a relatively comprehen-
sive list of references to sources which give additional information
and provide moxe extensive coverage of the topics included in the.seven
chapters of the planning model.

Directions to Users

It is recommended that before using this generalized model for plan-
ning, implementation, or evaluation, the user should become familiar with
the organization of the model, as a whole, and should understand the cod-
ing system and symbols employed in both narrative and flowchart.

Coding system. The relationship between the flowchart in the back
of the book and the narrative specifications for the various functions
in the model can be followed easily be referring to the .point numeric
codes which are shown in both the fiowchart and the narrative. The point
numeric codes are the identifying numbers for the functions in the model.
These numbers identify each of the chapters, and sections within the
chapters in the book, and also identify the same functions on the flow-
chart. 1In the coding system, each major function, that is, each chapter,
is identified by a zero code, f.e. (1.0), (2.0), (3.0), (4.0), (5.0,
(6.0), and (7.0). The elements which make up each major function are
identified by numeric codes, each element in a function having the same
initial number as the function of which it is a part. For example, the
first major function in planning is to ESTABLISH CONCEPTUAL FRAMEWORK
(1.0). In setting up the conceptual framework for a delivery system,
two activities must take place: LSTABLiISH RATIONALE, and DESCRIBE IDEAL
CAREER EDUCATION SYSTEM., These are identified by the numeric codes,
(1.1), and (1.2Y, respectively, indicating that they are the two parts
of the functiou code (1.0). Whenever there are further activities re-
quired to carry out a subfunction, these, too, are identified by point
numeric code, using the same procedure, For example, establishing’ the
‘rationale involves three operations, CONSIDER SOCIAL FUNCTIGNS, DEFINE
BASIC CONCEPTS,: and -STATE BASIC ASSUMPTIONS, These are identified by
the codes (1.1.1), (1L.1. 2), and (1.1.3), respectively, indicating that

The coding system provides a simple procedure for outlining the to-
tal structure and identifying th. conponents. For example,
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(1.0) Establishing a Conceptual Framework, is accomplished by

(1.1) Establishing the Rationale, which involves
]

(1.1.1) Reviewing $ocial Funciions of Corrections,

(1.1.2) Defining Basic Concepts, and

(3.1.3) Stating Basic Assumptions; and

(1.2) Describing an Ideal Careec Education System, .

Each function or subfunction is identified alsc by a descriptor of
five words or less, which 1is selected to explain as succinctly as possi-
ble the meaning o#whe function. The desciliptor is gi-en im narrative
and flowchart. Thesce descriptors are always shown in capical letters,
such as ESTABLISH CONCEPTUAL FRAMEWOnK (1.0), and the poi-t numecric code
which identifies the particular function follows the descriptor. 1In the
flowchart model each function is presented in a function block, ox rec-
tangle, with the point numeric code in the lower right hand corner, and
the descriptor ecither in the .anter of the block or in the upper left
hand corner.

Using the Generalized Model for Planning Systems. Planning is ac-
complished by designing a model for a delivery system in a specified cor-
rectional setting. To design the delivery system model, a narrative and
flowchart must be completed, showing the operations to be carried out in
the designated setting to deliver adult carecer education as cfficiently
and effectively as possible. The narrative in the delivery system model
will be similar in format fo the narrative in the generalized planning
model. However, the content must be specific to the setting, and to the
way the function will be impivmented in the particular corrections situa-
tion.

In the delivery system model, the plan is presented in functious
. (4.0) and (5.0), which state the goals and describe procedures for achiev:
“ing the goals. However, the first three functions, which are concerned
with establishing the conceptual framework for the delivery system in the
designated setting, describing the real-life situaticn as it exists in
the particu.ar setting, and asscssing nceds,must be carried out as pre-
liminary s.e; - to formulating the plan.

In the generalized model cach function has three distinct scctions:
(1) definitions of the terms, (2) a discussion of the importance of the
function and a description of ways in which the function can be. imple-
mented, and (3) a recipe for writing the description of the particular
function in a delivery system model. The recipe section is set in ita-
lics, to make it stand out and to facilitate the work of system planners
who are describing the function in the delivery system model.

In the narrative for a delivery system model, cach function will
u.have three parts: (1) definitions of terms, (2) discussion of the
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importance of the function for the pe .icular corrections setting, and
(3) operational description of the fine*ion in terms of the designated
setting., For example, for the-functic ¢ Incerned with stating objec-
tives, in a delivery system model thr setives which are stated will

be the ones whicp the pianners have ¢ . :d must be achieved in that
particular setting. Although the plannr.nz function is concerned pri-
marily with the first five functions, a delivery system model also should
include a description of a plan for iwplementation and a plan for evalu-
ation. These will be given as functions (6.0) and (7.0) in the model.

‘v The delivery system model should »resent a plan which will tell what
will be done, how it will be done, who will be responsible, and when the
activities will take place. The plan which is designed for the delivery
system model should be a blueprint for action.

The flowchart codel which will be drawn to accompany the narrative
for the delivery system model will use the same system of point numevic
coding and descriptors. The point numeric codes go in the lower right
hend corner. Descriptors, five words or l2ss in upper case )etters, are
in the ceater or the upper left hand correr of the functionhblock,

ASSESS NEEDS
' 3.0 .

In the delivery system model many of the functions will have to be
broken down into smaller steps than is the case with the generalized mod-
el., The layout of the flecwchart model is the designer's choice. The
aim is to present the picture of the total system irn as clear a manner
as possible, so that someone looking at the flowchart can see in a single
glance the relationships involved in the elements which must be part of
the total system. *

Special symbols are used to express these relationships in the flow-
chart model. Signal paths which go from one fuction block te other func-
tion blocks are used to convey the idea that actions, information, or ob-

ects are sent along the path in the direction of the arrow:
ﬁ::::j] . Each signal path has only one arrowhead. When any function
has an influence on a preceding function, oi actions, information, or ob-
jects are sent back to a preceding funciion for the purpose of making ad-
justments in the earlier function, the feedback symbol is used. This is
shown by the symbol (E) placed on the signal path which connects the two
related functions. 4n example of this is shown on the flowchart model in
the signal path from SYNTHESIZE PLANS (5.4) back to BRAINSTORM IDEAS (5.2),
s F .

~

Sometimes it is necessary to send information, Aactions, or objects
from one function or element to a succeeding one, bypassing one or more
other functions along the way. An example of this is the sending of
data from the needs assessment (3.2) to the stating of paramnters (5.1).
This sending forward of information for subsequent use is called feedfor-
ward, and is shown by the symbol (j) which is the double F enclosed in
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a circle, and placed on the signal path. Feedforward must bypass a ma-
jor furction, /g Bﬂ « £ '

4 5 .
\/ Gib

Validity of the important points, major concepts, and statistical
data presented in the planming model has been established insofar as pos-.
sible by documenting the sources of the information presented. The.
sources are shown by putting the name of tie author and date of publica-
tion in parenthesis, following th- statement in the text, The r.l% ref-
erence, which is givea at the end of the chapter, can be found by looking
i for the name of the author and the date of the publication. For example,

on page 1, reference is made to a quotation by Dr. Donald Deppe in which
he emphasizes the importance of a broad scope to the definition of carcer
education. This is shown by the reference (Deppe, 1975): The publica-

. tion in which the full text of the statement can be found is listed at
the end of the chapter in the set of references given for Chapter I. & .

§

‘Using the Generaliied Model for Implementation Purposes. When the
gencralized model is used primarily for implementation purposcs, the user :
will be concerred mainly with Chapter VI. The generalized implemencation . ;
model presented in Chapter VI can be used to analyze any operating system & B
to see where changes might need to be made in the system operation in or- 1
der to achieve improvement. The gencralized model also can be used to de- :
sign an implementation plan for a designated correctional setting. In o
this case, @ narrative and flowchart will be produced, the same as in v
planning a new or modificd system operation.

e ey

Using the Generalized Modet for FEvaluation Purposes. When the main
concern is with evaluation of an operating system, the wser will be in- 3 .
terested primarily in Chapter VII. The procedures to be implemented for -
systematic evaluation are detailed in the evaluation subsystem (7.0), and <!
these can be followed either in making a self-cevaluation or in conducting
an cvaluation by an outside auditor, The generalized wmodel also can be

- 37
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used to design the evaluation plan for a particular correctional sctting. 3 g%
A

In this case, & narrative and flowchart will be produced, just as in the ﬁq
. ‘s . #i

case of planning a new or modifiecd system operation. 3
R

3

Specialized Training to Increasc the Uscfulness of this Model. This
generalized model has been designed [or use either by individuals or teams , %
vi individuals for planning, implementing, and cvaluating carcer cduca- /
tion in correctionat werteings. In order to maximize the potential useful-
ness of the generalized model, training should be provided to the users.
Regularly scheduled ten-day seminars are given in centrally located con-
ference centers throughout the Unitca States as a part of the Career Edu-
cation in Correctyons Program. 1In addition, workshops are conducted on
request for participant groups consisting of individuals from related in-
stitutions or agencics in a local arca. These workshops, usually from :
two to five days, are tailored especially to meet the necds of the parti-
cipants. The seminars and workshops provide training in the basic concepts




and skills required for effectively using the systems approach to plan,
implement, and evaluate systems for corrections. The ten-day seminars
also provide supervision ang guidance to rarticipants in designing de-
livery systems for particular corrcetional institutions or agencies, In-
formation concerning training and model design is available from Dr. T. A.

Ryan, 1776 University Avenue, Honolulu, MHawaii $6822. ¢
e 52 )
o~

o
R e T

-




*3

A s

d

Preface ., . .

Qverview., . .

Chapter 1.
Chapter 1.
Chapter III,
Chapter IV,
Chapter V.
Chapter VI.

Chapter VII.

Appendices. .
Appendix A.
Appendix B.
Appendax C.
Appendix D.
Appendix E.
Appendix F.
Appendix G.
Appendix H.
Appendix I.

Appendix J.

CONTENTS

Establish Corceptual Framework. . . . .

Process System Information. . . . . .

Assess Heeds for Career Education , . .

.

Define/Develop Goels/Subgoals/Objectives,

Formulate Adult Career Education Plan .
Iuplement Adult Career Education Plan .

Evaluate Adult Careccr Education System.

® e« e s Fr & e e s e s a2 s e & « o ¢ s »

Glossary of Terms. . . + « + + + . .

BibLIography . v ¢« v v v v 0 v 4 v . s
Career Education-Related Perigdicals .
Development of the Model . . . . . . .
Resource Personnel . . . . . . . . .
National Work Confereunce Participants.
Seminar Participants . . . . . . . . .
National Aclvisory Committee. . . . . .
Design Committee . . .+« o o o o . .‘7

Subject Index. . . . + ¢ . ¢ v 4 4 .

xilt

13

SO PRI S HA SO e I RN R

>

o .s

72
101

205

231
232
248
261
262
265
269
273
286
287

288




FHAPTER 1

ESTABLISH CONCEPTUAL

~-FRAMEWORK (1.0)

o Introduction - N

Few of those in our prisons have succeeded in getting beyond
high school. 7Zn addition, the most opprobrious are often from
the lowest socloeconomic levels. Prisong &re expensive be-
cause inmates must be housed, fed, and guarded, and there is
little money 1left over to educate them. Fartly because of
] their lack of occupational skills, some 70 percent of released
4 prisoners return to crime and therefore once more to prison,
¥ thus furthering the costs to taxpayers.

o K. B. Hoyt, R. N. Evang, E. F. Mackin, and G. L. Mangum

This is a generalized planning model of adult career education in
corrections. The model is intended for use in designing or planning mod-
: els of delivery systems of adult career education for particular settings,
2 as well as for use in testing or evaluating existing systems.

, The thesis of this model is that career education is more than voca-
S tional education or the development of manipulative-motor job skills. A
basic premise which undergirds this model is that adult career education
can only realize its potential in the correctional setting if the concept
" is construed broadly to include the areas of decision-making, work atti-
tudes and values, social and civic responsibility, and self-fulfillment

in addition to employability skills. Deppe (1975) emphaslzes thz impor-
tance of defiming a broad scope for career education in his consideration
S of the factors which will determine the amount of progress made in correce
4 i tions in the years to come. He states,

358

. B S R While relentlessly seeking ways to improve our offerings re-
: . lated to career education and incorporating its insights into ocur
- E total program, we should learn to deal realistically and humanely
: with this new shibboleth of educational respectability. Career
education is a valuable concept . . . but it can become a danger-
ous cult, a dehumanizing influence, a 3capegoat for loss of faith
in the life of the mind, in higher education, and . . . in liber-
al education. Let's not forget that our progress depends just as
much on our skill in creating programs aimed specifically at ap-
. -propriate changes in the attitudes, values and self-images of of-
S fenders, as it does on helping them to gain specific job skills. . . .
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For most of us a job is indispensable. If we're lucky it's al-
so rewarding psychologically as well as economically. But all
the glib talk atout the “work ethic," "the dignity of work," the

- "sense of identity" one derives from work leads me to suspuct
that there is a myth alive in the land that champions employment
per se as the ultimate end of all our educational endeavors.
Genuine progress, however, lies in a more balanced approach that
emphasizes equally the need for personal growth and adequate pre=-
peration for life in households, in the market place and in con-
tributing to the enrichment of community life. (p. 43)

The first step in planning or evaluating a delivery system of adult
career education in a corrections setting is to establish a conceptual
framework. The process of establishing a conceptual framework for a sys-
tem of adult career education in corrections is & process of setting )
forth a theoretical frame of reference which describes a logically~re~
lated set of elements for bringing about career development of clients
in corrections. The frame of reference consists of a rationale which
explains the reason for having the delivery system, and a specification
of elements which sets forth the minimum requirements for adult carcer

" education in corrections.

A corrections setting is broadly defined. It is the sum total of
institutional and community environments in which treatment and custodial
functions are implemented and correctional services are provided., The
environment supports probation, rehabilitation/correction, parcle, pre-
sentence reporting, plauned diversionary offerings, study-relecase, work-
release, furlough, and the community social agency services designed to
assist clients discharged from sentence. The environment of the correc~
tions setting includes the institutional prison, reformatory, halfway
house, or community treatment center, as well as the surrounding commu-
nity and its facilities.

The establishment of a conceptual framework is an important element
in planning a delivery system of adult career education for a corrections
agency or institution. Any delivery system must have a reason for being,
and elements which are essential to deliver adult career education in
corrections must be made clear. A clear statement which sets forth the
rationale and describes the elements in an ideal system is needed 1if the
exact nature of a system of adult career education is to be understood.

In the delivery system model, the function ESTABLISH CONCEPTUAL FRAME-
WORK (1.0) is accomplished in two major steps: explaining the rationale
Sfor the aystem (1.1), and describing the career education elements in an
tdecl system (1.2). In the introduction to the delivery system modzl, the
coryecitions setting for which the model is deszgned and in which the sys-
tem will operate should be identified.

ESTABLISH RATIONALE (1.1)

Rationale may be defined as the reason for doing éomething, of the
justification for a course of action. It involves examination of




underlying principles.

- ‘Establishing a rationale is crucial as a first step in the design

of any system, since both the user and supporters of any new or modified
system require some justification for expending resources for changing a
system or introducing a new one. An examination of the principles under~
lyiag adult career education !z necessary so that the various parts of the

evelopment of the system become complementary rather than antagonistic.
Explaining the rationale for adult career education in corrections is ac-
complished by reviewing the current system's social functions, deciding
on a set of principles or assumptions which are to be implemented in the
system, and agreeing on the definitions of basic concepts. : .‘

In the delivery system model, the introduction to the function ES-
TABLISH RATIOVALE (1.1) is accomplished by telling why a rationale is
imporwant and the purpose it will serve at the-setting where the deliv-
ery system is to be implemented. This will be followed by repicwing the
soctal functions of the corrections agency or institution (1.1.1), ‘de-
fining the concepts (1.1.2), and stating the principles to be implemented
in the delivery system (1.1.3). .

REVLIEW SOCIAL FUNCTIONS OF CORRECTIONS (1.1.1)

To review the social functions is to describe the society-based
factors which have had a bearing on the creation of an existing situa-
tion. To review the social functions of corrections means to describe
the presumed mission of corrections in the perspective of a historical
framework.

The social functions of corrections for any particular agency or
institution will reflect, to some extent, the total spectrum of correcc-
tions, as well as the situation existing in the particular agency or in-
stitutional setting. Ryan (1972) pointed out that the need in the 1970's
for a systematic synthesizing of academic and vocational education in cor-
rections rests on an unmet mandate that was given over a century ago when
a call went out for prisons to reform through academic educational and vo-
cational training. It is important to review the social functions since
this brings into perspective the present needs and the historical ante-
cedents of these needs. Reviewing the social functions of corrections is
accomplished by describing the current situation (1.1.1.1), and stating
the mission of corrections (1.1.1.2).

In the delivery system model, the introduction to the fumetion RE-
VIEW SOCIAL FUNCTIONS OF CORRECTIONS (1.1.1) is accomplished by telling
what is meant by reviewing social functions of the particular setting,
and stating why this review is important to the planning and operation
of the delivery system. The introduction will be followed by a detailed
discussion of the following two functions: deseribing the current situ-
ation (1.1.1.1), and stating the misston (1,1.1.2). o
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DESCRIBE CURRENT SITUATION OF CORRECTIONS (1.1.1.1). For the pur-
poses of this model, corrections should he viewed as a continuous process
that begins after conviction when the judge requests a pre-sentence re-
port and terminates at the point of release or discharge from prison or
parole. However, it may also include post-discharge assistance when
needed and requested. It takes place in a wide-range of settings, in-
cluding probation recovery camps, institutions, after-care settings,
halfway houses, and community correctioms centers. It involves a wide
range of services, including pre-sentence reporting, probation, rehabili-
tation, parole, and release programs such as study-release, work-release,
and furloughs.

Over the years corrections has been subjected to many criticisms.
HisfotTcally the offender has been viewed as an individual who needs to
be changed, and various forms of punishment have been prescribed as part
of this change process. Most corrections programs have been under-fi-
nanced and i{ll-defined, while simultaneously being expected to perform
a multitude of functions. Socinty has played a leading role in the his-
tory of corrections, and has contributed in no small measure to ‘the prob-
lem of -less than desirable progress. It 1s difficult to make stesdy for-
ward progress when the directions are cha:ged frum time to time. Such
has been the case with corrections. Some have held that offenders should
be locked up and never released., Others have held, just as steadfastly,
that--po offenders should ever be incarcerated because of the negative
feature of incarceration. Because of the varying and changing expecta-
tions of society, it has been difficult for a corrections system to plot
a stxaight course, develop viable programs, or maintain social support.

In light of the constraints which impinge upon corrections and giv-
en the-nature of the setting, the characteristics of the clients, and the
inconstant societal expectations, it may well be that what has been
call.d the fajlure of corrections could more correctly be termed correc-
tions' success. Glven a population of adults characterized by school
failure, anti-social behaviors and attitudes, distorted value systems,
limited job skills, low self-image, inadequate self-discipline, lack of
self-direction, deficiency in social interaction skills, little or no
work experience, disruptive family backgrounds, and high representatio .
from lower socio-economic groups, it is a wonder that there is a success
rate at all. It is apparent that there is 2 need to redivect a signifi-
cantly large population of adults who find themselves labeled 'clients
of corrections." :

.

Every agency of government owes its existence to a public need. In
return, it has a responsibility to say how it understands and intends to
meet that need. As a branch of the criminal justice system, one of the
major goals of corrections is the protection of the public from crime,
There are three different ways in which a corrections system may imple-
ment this goal. The first is deterrence of the potential criminal through
fear ofssentences meted out by the judiciary and carried out by correc-
tions. The second is physical separation of the lawbreaker from the pub-
lic at large. The third is rehabilitation of the person under sentence
to decrease the chance of further criminal acts., Other ways for protect-
ing the public from criminal acts, such as punishment or vengeance, do
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not constitute a proper part cf a corrections' endeavors. Such approaches
offer no public protection, and have proven to be destructive rather than
productive.

Correctional institutions generally are effective in achieving sepa-
ration of lawbreakers from the public. Corrections does less well than
it should, however, in identifying the offenders who are dangercus to
themselves and to society, and who, therefore, need to be isolated. TFor
the most part, isolation affords relatively short-term protection to so-
ciety. Such protection must be balanced against the negative effects of
long terms on offenders, and against the cost of long terms to society.
Almost all offenders will be released eventually, and the sort of person
an individual has become will carry more weight for protecting society
than will the time of release.

Few persons committing crimes expect to be caught; others lack self- °
controel and do not consider their futures. There is no evidenc: that long
sentences deter more than short ones. Therefore, to attempt to control
crime through the effects of long prison terms will®not succeed, as both
logic and history have proven. Deterrents can probably be made more
powerful by increasing the certainty and efficiency of arrest, which is
a police function.

The need to make correctional institutions as positive as possible
is important, both for the good of society and the well-being of the in-
dividual prisoner. The emphasis which was placed on isolation in the
past has permitted and even encouraged practices which are being ques-
tioned and chauged today. The importance of providing a range of securi-
ty levels and implementing proper classification of clients on the basis
of their security needs has been recognized as has the importance of
preparing each individual to assume a socially productive role.

The tendency to think of offender rehabilitation as being accom-
plished through particular segmented or isolated programs such as school
or counseling has been questioned and shown to be unsound; it is the
total corrections and community experience which makes the impact. What
happens to the individual in the housing unit or cell block, for example,
may do more to change the individual, for better or for worse, than what .
happens in a counselor's office. It is how the individual is treated in
general which really matters., The experiences which are provided and the
environment in which the individual is living really determine the kind
of person the individual will become.

The aim of a corrections system should be the rehabilitation and re-
direction of the offender. However, it should never be forgotten that
the negative features of institutional life, for the most part and for
most offenders, are such that improvement of an individual is not likely
to be achieved. Correctional institutions should be reserved for isola-
tion of offenders who are dangerous to themselves and society, and the
opportunity should be provided to those individuals in the prison setting
to improve as much as possible.
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It is a mistake to think that rehabilitation or re-~direction is
something that can either be given to or forced upon someone. Only the
individual can change himself or herself, Each individual is reponsi-
ble for his or ner own acts and future. The job of corrections is to
provide as much opportunity as possible for positive change to occur,
and to stimulate as much motivation as possible on the part of the in-

"dividual to become a mere fully functioning person. It is the individual

who will make or fail to make the change. It must be recognized and em~
phasized that it is the offender who beéars that responsibility. The ten~
dency of institutions to make clients of corrections dependent, to cre-
ate mindless conformity, to neither require nor allow positive growth-
producing learaing must be stopped. This kind of approach only takes
away from the client the individual rcsponsibility which is the basis
for positive change. To become fully functioning persons, the correc-
tions clients must be capable of being, self- dlrecting~and able to make
realistic decisions. L -
. % .

The public does not only ask that corrections meet its basic geals,
but also insists that it be done humanely, economically, and justly.
Treating people humanely is not merely or even mainly a matter of kind-
ness. It is z-matter of recognizing the individual's human worth, and
in a correcticns setting this requires creating conditions of safety and
security. It has been demonstrated that the greatest threat and the
gravest danger to individual well-being in a corrections institution
comes from a small number of offenders who are predatory or violent. It
is emssential to control this situation on humane grounds so effects of
positive programming can be realized. This is not possible if fear and
disorder pravail. Institutional security cannot be imposed by controls
and punishment alonc. Where attempts have been made to do this, the ef-
forts have failed. The escalation that results from increasing pressures
means that, in the end, everyone loses. Where control and punishment
are implemented without opportunities for growth and development, indi-
viduals only grow in negative and destructive ways. The need is for
helping each individual realize his or her potential as a contributing
member of society and a person of worth and dignity.

khile the public demands justice and humaneness in the cgrrections
s: stem, eco:.omy is also demanded. Economy is not simply a matter of cut-

ting expenditures. Some savings, such as those from operating very large':

institutions, have great social costs and are poor bargains. True econo-
my comes from results, Therefore, corrections must better evaluate what
it does and be prepared to depart from tradition. Corrections knows whav

it is spending, but not wuch about what it is buying. Corrections must
try harder to determine this. Until this happens, cgrrections will be
prey to the host of simple but disastrous solutions proposed at a dis-
tante by various interests.

For convenience and because of a lack of resources, corrections
has, in the past, often dealt with people arbitrarily and cn masse. The
courts have been ruling against such practices on grounds of justice and
human rights. The courts are calling for change. There is, however,
anether reason for change; so long as individuals are dealt with arbi-
trarily and to suit the convenience of the establishment, the rest of the
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efforts are but a sham. Rehabilitative and redirective programs cannot
be expected to work, and individuals cannot be expected to respect the
rights of others so long as the lives and concerns of the clients are
treated as unimportant and subjected to uncxpldined ~n3 arbitrary deci-
sions. To change these practices, as is now taking (lace, makes great
demands upon all concerned, but the results that can be obtained make it
worth the effort. ' ’

Clients in the nation's correctional settings arc in an cnvironment,
and, for trhe most part, from an environment, in which dignity and worth
of the inuividual are difficult to achieve. Adult career cducation is
lifelong learning designed to provide each individual with the resources
and knowledge needed to function effectively as «& member of a family, as
a citizen in a free community, and as a producer and consumer of goods
and services. Correctionai‘sgttings, for the wmost.part, tend to discour-
age participation in family and society life, and provide limited opportu-
nity to produce or consume goods and services. The dilemma which con-
fronts both adult educators and correctional administrators and person-
nel is a matter of reconciling divergent sets of societal demands so that
the correstions setting can become an adult career education experience
for cach client in the system.

The limiting factors which work against the development of sclf-
fulfillment in a free society are intensified ard multiplied in the cor-
rectional setting. A mew thrust to resolve the dilemma calls for a re-
thinking of adult education as it is implemented in corrections scttings.,
There is a need for a system of planned experiences designed to provide
an opportunity for individuals to achieve self-identity and realize
healthy carcer development regardless of the correctional setting in
which they find themselves or by which they are controlled. The process
of developing and implementing related expericences designed to assist
the individual to realize his or her full potential by achieving sclf-
identity and realizing careecr development is-adult career education.
Given that this is the case, then the real need in corrections is [or a
program @f adult career education.

In every delivery system model, the section on the statement of the
situation is significant. This statgment establishes the reason for de-
signing and implementing a system for delivery of adult career education
in the particular setting, - '

In the delivery system model, the function DESCRIBE CURRENT SITUA-
PION OF CORRECTICONS (1.1.1.1) is accomplished by describing corrections
in yeneral, and, then, describing in detail the situation where the de-
livery system will be installed. The next function is to state the mis-

stor of corrections (1.1.1.2).

STATE MISSION OF CORRECTIONS (1.1.1.2)., A misaion is a statement
of what the system is to do to solve a given problem, when and where this’
is to take place, and the end products of the system operation. A mis-
sion is an expression of purposes and intcaded outcomes.
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In the broadest sense, the mission of corrections generally is seen
as being twofold: protection of society and rehabilitation or redirec~
tion of clients. Warren (1975) says, “The most striking fact about the

" correctional apparatus today is that although the rehabilitation of crim-
inals is presumably its major purpose, the custody of criminals is its
major task" (p. 107). On the other hand, Jaksha (1975) suggests that the
purpose of a correctional institution is to-change the philosophy or val-
uves of the offender, and further, that this is a very difficult task and
needs the cooperation of the total institutional staff in order to be suc-
cessful. '

The statement of the micsion of the corrections sctting is an impor-
tant step in establishing the framework for the delivery system. In or-
der for the staff to implement something new for their particular sctting,
it is important that they understand exactly what the mission of the set-
ting is. The broad mission of a maximum security prison for disruptive
offenders is much different than the mission of a minimum or medium secu-
rity facility for youthful first offenders. The mission of institutional
settings in general is dramatically and drastically different from the
mission of diversionary non-institutionalized corrections.

The basic mission of the maximum security facility might be to sepa-
rate selected clients from those in other facilities in order that those
clients desiring to take advantage of programs might do so. This does
not mean that the maximum Security prison is devoid of programs. It does
mean, however, that the nature and behavior characteristics of the maxi-
mum security population are well-defined, and that program possibilities
must be developed consistent with the disruptive nature of the clients
being served.

The development of the mission statement for each corrections set-
ting serves another important function: assisting the entire staff, in-
cluding warden and department heads, to clearly understand what it is
the total staff of the particular setting is supposed to accomplish. The
mission statement establishes the tone and sets the direction that the
delivery system must implement. Any delivery system must be designed in
such a way that the system supports accomplishment of the mission set
forth for that particular setting.

In the delivery system model, the function STATE MISSION OF CORREC-
TIONS (1.1.1.2) is accomplished by estublishing the importance of defin- ,
ing the mission of the particular setting, and by stating the mission of o
that setting. This mission statement will be used subsequently <in defim-
ing system objectives. The next step is to Jdefine basic concepts, and this
i8 accomplished in the function of defining basic concepts (1.1,2).

DEFINE BASIC CONCEPTS (1.1.2)

To define basic concepts refers to stating the meaning of key ldeas
used in planning, implementaticn, and evaluation. It is important to
define the basic concepts so that all persons involvel in planning, im-
plementation, and evaluation will have a common understanding of the terms.
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There.are four basic concepts which mvst be clearly understood in plan-

ning, implementation, and evaluation in corrections: career,

carecr de-

velopment, adult career cducation, and adult career education in correc-

tions.

I 4 career is defined as the totality of jobs
or job-related experiences in which a person
engages over a life-time, and which contrib-

_ute to the development of a self-concept..

Career development is the lLifelong ﬁ}ocess ’
through which the individual realizes his
or her full potential and achieves self- and

career tdentity. o

Adult career education is a comprehensive,
systematic and cohesive plan that provides
the basic knowledge, skills, and attitudes
to plan and prepare adults for meaningful

and satisfying roles us working members of
society.

PR

“AQuLt careir waucaivon in corrections is the
process n* uevetr., ‘ny or changing behaviors
of er zetional eliertc “hrough purposefully
er .ed experiences um. Licmned environments
c0 prepare them for pereon. '+ satisfying
and socially productive ro.e. herent in
this process is the implementar of atti~
tudes toward work and leisure time that are
meaningful yet consistent with the client's
life style. The process is accomplished in
a totally integrated manner that recognizes
and involves the contributions of all dis-
eiplinee, Doth inside and outside the cor-
rections system, from pre-sentence to post-
release, that bear on the elients' needs to
develop decision-making ecapabilities, em-
ployability skills, civie and social respon-
sibilities, positive work attitudes and val-
ues, . and self-fulfillmant,
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Nielsen (1975) states that one of the basic propositions underlying
the career education concept is “that a major responsibility of an educa-
tional system is to increase individual options available to learners so
they will become employable and well-adjusted citizens in their communi~
ty'" (p. 345). Cunha, Laramore, Lowrey, Mitchell, Smith, and Woolley
(1972) emphasize that career development is person-centered. It is de-
velopmental and continuous and has no terminatiag points. Career devel-
opment is viewed as a series of experiences, decisions, and interactions
which, when taken cumulatively, assist in the formulation of & viable
self-concept and provide the means through which that self-concept can
be dmplerented, both vocationally and avocationally. Katz (1966) goes
on to state that, "Self-concept has become a key construct in caresr de-
velopmeat. Individual vaiues have been treated as the major synthasiz-
tng gorce in self-concept and the major dynamic force in decision-making"

p. 3).

In the deliver:' ystem model, the function DEFINE BASIC CONCEPTS
(1.1.2) is accomplru.ed by identifying the basic concepts used in the
model, and defining the terms so all ugere will work from a common frame
of reference. The terms which are defined should include: career, ca-
reer development, adult career education, and adult career education in
correctiorg. After defining the basic concepts, the next step is to
state basis assumptions., This i8 accomplished tn (1.1,3).

STATE BASIC ASSUMPTIONS (1.1.3)
A basic assumption is defined as an underlying principle or belief.

Any system of adult career education in coryections must be based
upon {a) certain beliefs about the nature of clients and staff, (b) the
nature of adult career education, and (c¢) the role of corrections in pro-
viding for carcer development of the clients in that setting. A szt of
basic assumptions to form a framework for adult career education in cor-
rections was established by an interdisciplinary group of experts meeting
in a work conference in 1972 (Ryan, 1972). In this Adult Career Educa-
tion in Corrections Conference, the Committee of Sixty, representing cor-
rections, education, business, industry, labor, volunteers, offenders,
and the social and behavioral sciences, reached a consensus on a slate
of basic assumptions to make up the framework for delivery of adult ca-
reex education in any corrections’ setting:

1. Every client has the right to and potential for achieving a
sense of individual accomplishment and pride.

2. Every client has the right to humane living conditions, proper
medical care, protection of physical well~being, opportunity to pursue
personal growth objectives, and access to the courts.

3. Every client should have the opportunity to gain specialfized
knowledge, skills, and attitudes necessary to function effectively as a
producer and consumer.
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4. Every client is a potential asset to society and is deserving
of the best efforts of the correctional process to the end of taking the
individual from where he or she is to the most advanced point he or she
can reach, without value judgments about what the individual did or was,
but rather, with acceptance and support of what he or she is capable of
becoming. '

5. Every client must be in contact with the adult career education
in corrections program for a specified time, and must be placed in other
career development systems upon release.

6. Corrections must find ways for all staff to develop their po-
tential for achieving a sense of individual accomplishment and pride in
their work as it relates to adult career education in corrections.

7. Corrections must provide clients as much pertinent information
as possible for indlvidual analysis so each one can make appropriate per-
sonal and career decisions.

8, Corrections should emphasize community-based settings, as well
as other alternatives to incarreration, to provide more flexibility and
to optimize outcomes from adult career education programs.

9. All correctional experiences, such as curriculum development,
instruction, counseling, guidance, work assignments, confinement, and
recreation, must be geared to the preparation of each individual for a
life of economic independence, personal fulfillment, and appreciation
for the dignity of honest work.

10. Constraints, such as institutional needé, facilities, security,
budgets, legal decisions, and disruptive clients, must be considered in
program planning.

11. Positive attitudes to work and self-improvement are essential
for acquisition of knowledge and skills to establish a successful life

career.

12. Corrections must provide the climate for encouraging the indi-
vidual to develop positive attitudes and work-oriented values, human re-
lationship skills, knowledge of alternative career choices, and capabil-
ities for evaluating alternatives in terms of consequences.

13, Industry, labor, community organizations, and public education
must support and provide resources for career development in corrections.

14, Adult career education in corrections must identify and utilize
learning environments in the home, community, and correctional setting
through temporary release programs, work-and study-release, furloughs,
halfway houses, and community coxrection centers.

15. Adult career education in corrections must provide an opportu-
nity for the client to change or clarify his or her values and attitudes
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about self, friends, family, socio-economic status, and vocational and
avocational pursuits.

16. Adult career education in-corrections must be an ongoing, dyna-
mic process incorporating involvement, collabsrative efforts, and comrmit-
ment on the part of clients, former clients, corrections staff, commnity

groups, business, organized labor, indﬁstry, education, and human sexrvice .

groups to meet identified nceds of clients and society

17. Adult careeyr education must be provided through an integration
of experiences across academic disciplines, vecational training, prison
industries, mechanical and food services, health care, custudy, and re-.
creation, rather than being a4 special course or isclated program.

i8. Adult career education must be viewed as a means,. not an end,
in the process of transformation, and, therefore, must be design=d to
carry over into the experiences of the individual in free gsociscy.

19. Adult career education must provide a sequence ef systematical-
ly arranged experiences to be compatible with the way each client learns,
and with his or her backgrcund and needs, forming a natural progt:zision
from entry to release, and juvolving career awareness, career orientation
and exploration, work experience and specialized job training, and place-
ment in occupational and educational settings.

20. The scope of adult career education in corrections must include
experiences to develop decision-making capabilities, employability skills,
social and civic responsibilities, work-oriented attitudes and values,
and self-fulfillment, to enable each client to function effectively as a
client:, family member, producer, consumer, and socially acceptable citi-
zen,

In the delivery system model, the function STATE BASIC ASSUMPTIONS
(1.1.3) ia accomplished by defining the term basic assumption, and then
listing the principles or asswmptiong which will form the foundation for
the delivery system, 1hie list of assumpvzons can include any or ale of
the assumptiong in the generalized model which apply, as well as specific
agsumptions directly relating to the clients, staff, and sitwaiion in the
setting where the system will operate. With the listing of assumptions,
the rationale is completed. This element, ESTABLISH RATIONALE (1.1) pro-
vides a reason for a specified course of action. In this case, it pro-
vides the reason and gives the direction to be taken in the delivery sys-
tem of adult career education for the particular setting., The next step
i8 to describe the zdeal adult career education system. This will be
done in (1.2).

DESCRIBE IDEAL CAREER EDUCATION SYSTEM (1.2)

The second major part of establishing a conceptual framework for a
delivery system of adult career education includes a sectipn that des-
cribes the ideal outcomes for clients who participate in the system. It
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describes what clients will be like when they are ready for release. It
identiftes and describes seven ideal contributing elements which are can-
sidered essential te (a) initiation and malntenance of an adult career
education in corrections system, and (b) accomplishment of the mission
of the system. These seven elements are the context in which the client
who is the recipient of services will be asaisted. These seven elements
are: community, locale, climate, staff, budget, hardware/software, and"
programs. A system element is defined as a necessary part of the system, -
without which it could nnt operate. The elnments serve the purpose of
determining what must go into the operation of the iystem in prder to
insure delivery of ideal components of the model.

In the delivery system model, the introdwotica to the finetion DES-
CRIBE IDEAL GAREER EDUCATION SYSTEM (1.2) is accomplished by telling what
will be included in the ideal system description. This introduction will
be followed by two majer sections: ome cescribing the ideal outcones for
elienta (1.2.1), and the other describing the ideal for essential contrib-
uting elements in the system (1.,2.2).

DESCR.BE IDEAL OUTLCOMES FOR CLIERTS (1.2.1)

Ideal onutcomes for clients refer to the knowledge, skills, and atti-
tudes clients will have upon release from the system.

If the adult career education in corrections system is to be rele-
vant, it must insure tha% client behaviors are, in fact, changed; changed
to the extent that when clients are released from the system they have
the strengths and skills necescary to compete successfully ii. socicty so
they will neither return to the corrections system nor will they be a
threat tn-sgociety. If the system has been applied uniformly and has in-
cluder. all of the elements and resources available, the clients should
have been involved ia purposefully created experiences to enable them fo
develop or change behaviors in the areas of (a) decision-making, (b) em-~
ployability skills, (c¢) civic and social responsibilities, (d) work atti-
tudes and values, and (e) self~fulfillment. The benefits derived must be
sufficient to keey the clients from re-entering the corrections process.

The ideal outcomes for clients, specified in (1.2.1) constitute the
basis for determining client needs in any correctieons system (3.1.1).
This 1s probably the single most impoxtant element in the delivery mcd-
e', for it is in this section that each corrections setting goes on re-
cord to state the expectatinns of the system as far as client behaviors
at the point of release are concerned.

Ideally, and minimally, it would be expected that’ each delivery sys-
tem would be expected to turn out clients capabtie of being economically
independent, able to implement family responsibilities, able to carry out
citizenship responsibilities, able to set goals and make decisions, able
to implement work-oriented values in their life styles, and capable of
achieving self-fulfillment. It would be expected that upon release, each
client would have mastery over basic skills of communication and computa-
tion, be able to implement interpersonal skills in healthy social .
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’ relationships, have at least eantry-level job skills to support a stand-
A . ard of living at least equivalent to that of the individual before ar-
o rest, be self-directing, and be capable of decision~making and goal-get-~
ting. 1In essence, the client should exit with the capabilities for be-

; ing socially productive, personally satisfied, and able to function ef-
S fectively in the free world in acceptable, constructive ways, Above all,
4 the client should be motivated to athieve self-identity and vocational

i maturity. Brinkman (1975a) says, '"One of the great objectives of a cor-
3 rectional educator {8 to motivate and to show by a genuine, all-consuming,
3 : dedicated interest in each of the students that this men is really worth
: : something' (p. 139). ’

e e
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E In the delivery syetem model, the function DESCRIBE IDEAL OUTCOMES
3 FOR CLIENTS (1.2,1) i8 accomplished by describing ezactly what the sys-

3 tem expects in the way of olient behaviore at the point of termination.

. Sush behaviors ehould be related to decision-mdking, employability skills,
E aivie and gocial responsibilities, work attitudes and values,®and self-
fulfillment. The description of ideal client outcomes should describe
behaviers deamsd egsential to keep the individual from either returning

] to the system or posing a threat to society. This important agotion of

‘ the delivery system model ehould specify, in detail, the eaxpeotations as
far as the client population of the particular setiing are aonverned,

2 ; The next atep will be concerned with stating the ideal for the aelementa
congiderad essential in order to twnm out the ideal client. This ig ac-
complished in (1,2,2).

e

] 4 DESCRIBE ESSENTIAL CONTRIBUTING ELEMENTS (1.2.2)

There are sever. elements which are considered essential to accow-
: plish the mizsion of corrections which is changing the behaviocrs of cli-
~ ents to make them socially productive individuals and contributing wem-
3 bers of sotiety. The essential contributing elements are those factors
B which are considered to be regquirements for an effective gystem and with-
out which the mission cculd not be accomplished. These seven clements
provide the context in which the clients will develop or change behavi-
ors through purpogsefully created experiences. The seven essential ele-
ments, necessary to deliver adult career education in a correctious set~
ting are: community, locale, climate, staff, budget, hardwaxre/software,
and programs, :

LR

These seven elements all bear directly on the system's capacity to
deliver services, and, therefore, must be carefully censidered, All of
the elements affect the quality and quantity of services and should be
viewed as the life blood of the system. If one of the elements is inade-~
quate or migsing, the entire syctem operation will be affected and major
portions of the system may be unable to operate. For example, 1f the
budget s Inadequate and no tradeoffs can be made to compensate for this
4 . lack, all othex elements will be affected and essential services basic
A to the system will not be able to function in a manner consistent with
E the clients' needs and the system expectations regarding client outcomes.
g In the following sections each of these elements will be described as it
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would be if it were part of an ideal delivery system.

The operating system should be as close to ideal as possible. In a
sense, the description of the ideal sets forth the philosophy for the
particular correctional setting:

The educational philosophy must be related to the institutional
philosophy, the department of correction's philosophy, and the
legislative philosophy. . . . The philosophies of each depart-
ment within an institution (must) be related horizontally.

(A. R. Sessions, 1975, pp. 117-118)

In the delivery system model, the introduction to the function DES-
CRIBE ESSENTIAL CONTRIBUTING ELEMENTS (1.2.2) is accomplished by stating
what elements must be inoluded in an ideal delivery system, and by es-
tablishing the importance of these sever elements for the particular cor-
?actiona setting, The next step will be w desoribe the ideal community

1.2.2.1).

»

DESCRIBE IDEAL COMMUNWITY (1.2.2.1). A community is a geographic
area circumscribed by identifiable boundaries. The description of the
ideal community will delineate what functions must be carried out, and
the kind of environment which must be provided in the relevan! communi-
ties in order to contribute to client outcomes.

There are three communities which must be considered as essential
resources to the client and as possible sources of adult career education
in corrections services. They are: the city or town where the correc-
tional setting is physically located, the correctional ‘setting itself,
and the pre- and post-release communities from which the client has come
and to which he or she will return.

Depending upon the enabling legislation or the jurisdiction in which
thé system operates, clients can aid should take part in temporary re-
lease programs which include study release, work release, furlough, pass
programs, halfway houses, community correction centers, and .esidential
care programs. The local community and pre~ and post-release communi-

" ties should provide opportunities for clients to participate in adult

education, post-secondary education, college, and specialized vocational
training. These communities, through the active participation of busi-~
ness, industry, and organized labox, should provide employment opportu-
nities. The agencies in these communities concerned with welfare and
family counseling should participate in helping to develop and implement
programs aimed at assisting the clients to understand and accept family
vesponsibilities. The communities should be working in consort with cor-
rections to provide opportunities for clients to participate in real-life
situations not available in the closed institutional setting. The commu-
nities aiso must come to the institution to assist in creating opportu-
nities which simulate the real-life situations as closely as possible.

The institutional setting offers less variety and has more limits
on the kinds of career development experiences which can be provided.
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However, the institutional setting should not be overlooked. Most aca-
demic and vocational programs can be conducted in the institution, and
with cooperation and participation from the community, can offer train-
ing, employment, and group living experiences which teach reeponsibility
in a positive way and thus contribute to achievement of adult career edu-
cation goals. '

In an ideal system, each corrections setting must identify resources
in the community which can be involved in providing opportunities to de-
velop career awareness, provide for exploration of carear options, develop
employability skills, provide for educational and occupational placement,
and offer continuing support for career development. Each agency or or-
ganization in the community which can contribute toward realizing the
adulg career education goals must be actively involved in the planning
of an integrated program as well as participating in the delivery of
services.

The kind of integrated system which ies neceseary as opposed to igo-
lated or segmented bits aud pleces operating independently, can only be
achieved through some kind of coordinating council with decision-msaking
powers. There must be a single administrativ2 unit which will be held
accountable for delivering the integrated set of services and providing
the sequence of adult career education experiences to corrections cli-
ents in the community. An ideal arrsngement for this is one which pro-
vides for an advisory committee with representatives from agencles and
organizations in the community, clients, corrections, and consultants
or resource pergong. The committee will perform an advisory function
only. A coordinating council, with representation from both community -
and corrections, will be charged with the administrative function and
will be held accountable,.

Cocper (1975) points out that in the ideal situation, clients must
be able to develop and sustain relations with a community. The need is
for & means to open correctional imstitutions to the community and vice
versa,

Promising cteps in this dircstion are underway. An example is
the growing liaison in some communities betweer colleges orv
technical schools and correctional units. Inmates are in some
cases attending such colleges, and equally important, the col-
leges are sending volunteers to work in the institutions. Im-
proved means are—being discovered to mske student and immate
contributions valuable to each other, (Cooper, 1975, p. 89)

In an ideal system, organized labor, business, fndustry, human ser-
vice agencies, public education, higher education, private training, and
“concerned citizens must be sctively involved. McCollum (1975) emphasizes
that the need for "post-release supportive services for the average of-
fender is critical" (p. 51). Understanding and support are needed for
the structured reintegration of the offender back into 'home' after a

prolonged abaence. B
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In the delivery syestem model, the function DESCRIDE IDEAL COMMUNITY
(1.2.2:1) is accomplished by identifying the correctional setting, and
the loeal, pre- and post-release communities. The importance of commnity
participation should be discussed. The most important part of this seo-
tion, however, is the description of eauctly what should be done, which
agenoies should de involved, and how commmity participation should be
achieved in delivering adult career education to corrections cliente.

'1(’he next elemant to consider will be the locale. This will be done in
1.2.2.2).

. Ny .

DESCRIBE IDEAL LOCALE (1.2.2.2). Locale refers to the area in which
the planned adult career education experiences are provided. This may be
a classrocom either in an institution or in a public school setting in the
community. It may be a place of employment, & counselor's office, a half-
way house, & hallway, the prison yard, or the living unit. Fhe locale may
be any one or all of these areas. Locale refers to any place where aware-
ness, exploration, skill development, placement, or followup cxperiences
are provided. .- :

The locale is important in the adult career education in corrections
system. It is important to identify all of the areas where experiences
can be provided Lo achieve adult career education goals. Ideally, all
locales will be prepared to support career devqlopment, and the environ-
ments in the various locales will be designed to reinforce each other.
Ideally, as many locales as possible will be part of the adult career
education system. Corrections systems that have programs involving a
wide-range of locales such as pre-trial diversion, work- and study-release,
furlough and pass programs, halfway houses and after-care release ceanters,
are better prepared to offer adult career education experiences than set-
tings where these programs are missing. Ideally, each corrections set-
ting should strive to initidte as manv as possible of these programs and
utilize as many locales as possible,

In the delivery system model, the function DESCRIBE IDEAL LOCALE
(1.2.2.2) is accomplished by defining ihe term and then describing the
locales that should be involved in order to deliver adult ccreer educa-
tion to elients in the particular setting., The next step will be to con-
sider the kind of climate that should prewvail under ideal conditions.

DESCRIBE IDEAL CLIMATE (1.2.2.3). Climate refers to the motivation-
al cffect of the total environment upon the individual. It mvst be con-
gidered in terms of the way in which eacl element in the system, and the
various combinations of elements, reinforce the concept of career develop-
met .o

Climate is one of the most important elements in the adult carcer
education system in corrections. Since corrections settings are complex
and diverse, and the interactions between corrections and community arc
dynamic and sometimes tenuous, it becomes critical to examine the factors
contributing to a positive climate. To disregard the correctional client
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culture is to invite program failure. Structuring of the correctional .
clients' community in which the program and ulient will interact must be i
such that a positive climate is insured. It is within this environment

that the client will make initial attempts of awareness and exploration.

If the individuals who are part of this environment do not support the
attempts at achieving career and self-awareness and exploring of career
options, and if the staff is not prepared to assist the client and tﬁe‘
correctional community with as much support as possible, the client can

never acquire the sclf-understanding and understanding of various life

styles, or develop the required roles related to constructive and produc-

tive participation in society., Positive climates do not just happen;

they are made to happen by purposeful and careful planning. In the ideal
situation, a positive climate totally supporting and reinforcing the a-

dult career cducation concept is established and maintained. Cooper (1975)
points out: . .

Changes in the "design" of huran environment is not a problem =
exclusively for the administrators of the criminal justice sys-
zem. Insofar as the environment comsists, in large part, of
people, the quality of relationships between institutional
staff and offenders is quite significant. Communication diffi-
culties abound when role stereotypes interfere with openness
both on the part of the offender and the staff. However, it
should be noted that the process of wovking through stereco-
types is the rehabilitative process, and personnel who are not
clearly awarc of their import need support in the patience-
consuming task of relating beyond stercotypes. An environmen-
tal change occurs whenever persons relate differently. The
change is by '"design" when it is based upon informed human
concern. (p. 89)

In a delivery system model, the fumetion DESCRIBE IDEAL CLIMATE
(1.2.2.3) 18 accomplished by discussing the meaning of elimate, and des-
eribing what woul constitute an ideal climate in the particular setting
for which the system is being designed. This description of the ideal
will include refercace to the kind of psychologicgl elimate that is de-
gired, and the way in which this would be achieved wnder ideal conditiions.
The next step will be to describe ideal staff (1.2.2.4).

DESCRIBE TDEAL STAFF (1.2.2.4). Staff for adult career education
in corrections refers to all individuals who interact with clients within
the setting in which the system operates.

Staff, then, is not limited to educational or counseling personnel,
but invelves custody, supervisory, management, and administrative per-
sonnel as well., Ideally, staff will include every paid and volunteer
worker in the corrections secrting, as well as paid and volunteer workers
in the community who interact with er provide services for the clients
of the corrections setting. This includes parole agents, outside resource
personnel, cmployment counsclors, labor, business, and industry represen-
tatives, teachers &Hd counsclors of public schools and adult cducation
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programs in the commun;?y, college faculty, and vocational-technical
tra;ning program instructors,

The staff attitudes and competencies are important.- The dedication
and understanding of what is to be done and how the adult career educa-
tion goals are to be accomplished have a direct effect on the climate
for career development and influence the quality of the entire system.
In the ideal system, all staff involved in vocational training, prison
industry, adult basic education, counseling and guidance, medical and
psychological care, job readiness, job placement; recreation, mechani-
cal and food services, and custody, must be integrally involved in the
delivery of adult career education to clients in the corrections setting.
Ideally, a systematic process of recruitment, selection, and training of
paid and volunteer workers in the institutional setting is carried out,
2nd an organized program of identification and training of community-
based personnel is provided.

It has been said that most modern facilities cannot make an insti-
tutlon successful; that it is staff that makes the difference. What is
needed, according to Reed (1975), are "persons of integrity, maturity,
experience, flexibility, aunl 'heart' ' (p. 221). Brinkman (1975b) empha-
sizes the importance of staff attitudes:

Of the total budget in any institution, a great part of
the expenditure is for personnel--custodial staff, chaplains,
doctors, nurses, clerks, typists, . . . In one imstitution
wherethe total annual budget is $9,401,000.00 cost for per-
sonnel is §5,573,000.00. In order to justify this tremendous
outlay of money for personnel and in order to make the best
use of our stockholder dollar on the resident, everybody had
better be pulling together. . . '

The prisoner is the reason for their empioyment and
therefore that variety of people should have a common goal--
the welfare and resocialization of the prisoner. (p. 108)

In the delivery system model, the function DESCRIBE IDEAL STAFF
{1.2.2.4) is accomplished by discussing desired staff roles and attitudes

and indicating what would constitute -v ideal staff component for the par-

ticular corrections setting. This should inclwle the ideal as far as
needed staff to support the program, and the procedure for recruiting,
selecting, and training both paid and volunteer workers are concerned.
The next element to consider is the budget needed under ideal conditions
(1.2.2,5), '

DESCRIBE IDEAL FINANCING (1.2.2.5). Finances refers to monetary
resources to support the system. The financing plan is a budget which
is defined as a systematic way of allocating and cxpending funds to a-
chieve a given purpose.

Systems of adult career education in corrections demand financial
support as all factors in the system depend on these resources, - The

ek
&

5




A e I A o R 0 SRS N AR A2

20

system mast be related to available funds. All avenues of funding should
be aggressively pursued. Reliance on direct allocations from only one
funding source will most certainly result in inadequate financial re~
sources to complete the task at hand.

The public wants humane treatment for clients at the lowest possible
cost. Since this is a reality, it is crucial to know how the limited
funds are being spent and what the payoff is. To know oaly how much is
being bought can only be interpreted as a short cut to the poor house,
Corrections way not be the most popular program for eupenditure of tax
dollars, nor is rehabilitation, per se, a universally accepted notion.
The idea of dollar expenditures for corrections programs, including adult
career education in corrections, must be sold on the basis that it is &
geod investment for the public in that it protects society by providing
a method of changing clients into community aseets rather than .iebili-
ties. In an ideal situaticn, an agressive program of obtaining funda to
support corrections is csrried on and adequate financial resources e ¥
support an active, comprehensive program of adult qpreer educeaftion’in
corrections are provided, .. :

In the dalivery syslem model, the funatwn DESCRIBE IDEAL F.ZNA}JCING
(1.2,2.5) is ascomplished by desambwg what i8 meant by finaneing, out-
lining the kind of financing program which would be carried cut under
ideal conditions, and then outlining the various sources of funding which :
would be consideved. The next element to' consider is the havduare and N

software which contribute to achievement of adult career educdtion goals K
(1. 2‘ 2. 6) o

. DESCRIBE IDEAL HARDWARE/SOFTWARE (1.2.2.6). Hardware refers to
equipment or machines that perform physical functions in presenting edu-

cationnl materials. Software refers to imstructional waterials and sup-
plies, including varioua media such as films, tapes, slides, lcops, cas- X
gsettes, and records; as well as texts, workbooks, models, blackboards, ) @
maps, graphs, posters, and magazinas, 3
Whether adult career education is delivered to corrections clients E
in an institutional setting or through community agencles, the use of B
hardware and goftware 1s important. Experiences to develop career a- -
wareness and to provide exploretion of career options can best be accom- f

plished by using carefully selected hardware and software.

An ideal delivery system will provide for selection and use of hard-
ware and software which are appropriste for the particular cliemts. The
test of the adequacy of hardware/software utilization is one of quality,
rather than quantity. It would be far better to have a few items which
are appropriate and used, than to have rvoms filled with uncrated hard-
ware and software. Frank (1975), in a discussion of hardware and soft-
ware for adult career education, points out that it is vitally important
for acquisition and use of hardware and software to be done in a gystema-
tic and selective manner, Because of the great amount of hardware and
goftware on the market and because of the sophistication of marketing
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techniques, the ideal system will provide for continuing evaluation of
available items in terms of their contribution to the system objectives
ard careful appraisal of new items before purchase is made.

Although”there will be wide variation in the hardware and software
selected and used, because of the indi -idual differences in client groups
and between institutional and community programs, it is possible to iden-
tify certaln items which would be included ir any ideal s-stem.” For ox-
ample, every setting should provide programmed instructional materials
to enable the clients to learn at their own pace and set their own time
frame. This is crucial since most correctional settings have 1itt1e con-
trol over when the clients arrive or depart.

Individualized hardwvare/software units for presenting media modules
are essential. These units offer an entry point for some extremely dis-
ruptive and violent clients who are not ready to participate in other
types of learning situations. Individuelized teaching machines, pro-
grammed texts, video tape equipment, television, texts, and paperback
books are essential in all settings. Electronic surveillance equipment
is an aid in redirecting staff time and should be considered., Computer-
ized instructional systems are slso available and should be explored.
Regardless of the items selected for the hardware and softwarc component,
in all settings the content delivered should reinforce the adult career

education concepts.

In the déliveny system model, the function PLSCRIZE IDEAL HARDWARE/
SOFTWARE (1,2.2.6) is accomplzahed by defining uwlut is meant by these
terms, describing the importance of having hardware and software for the
particular setting, and, then, déscribzng what would be an ideal set up
for the particular growp of clients in the setting where the system will
operate. The last element to make up the ideal system is the set oj‘pro~
grams. This will be considered in (1.2.2.7).

DESCRIBE IDEAL PROGPAMS (1.2.2.7). Programs in corrections scttings
refer to all organized structures with prescribed content and purposes
set up to implement the mission of corrections. Adult career educatiun
programs refer to the specific structures with content and purposes to
implement the goal of adult career education; that is, to make each in-
dividual a fully functioning person capable of realizing a personally
satisfying and socially productive life. )

Programs are identified by thr functions they perform. Each major
program function has small programs units. For example, treatment pro-
grams include education, medical, psychological, and religious services;
while the custodial program includes all controlling and security func-
tions. Ideally, all programs in the correctional setting will be con-
sidered in liglt of the functions they perform and in the context of a- -

dult career education. The concept means integrating, into all exiv .ing

and ongoing prozrams, specially created experiences to achieve career
development for all clients. The ideal program in & particular setting
must be coucerned with more than skill training. It must be concerncd
with the self-fulfillment of the whole person.
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(It) must prepare people for the world of work, but it must al-
80 prepare them to be intelligent consumers when they spend
their earnings. It must prepare them to be effective members
of their family groups and effective citizens of their commm-
nities and of their world. It must prepare them to enrich the
qualities of their lives. (J. A. Sessiocns, 1975, p. 297)

Nichols (1975) has suggested seven specific itews which should be
included in an ideal program: '

1. A corrections system that encourages probationary rehabilitation
rather than incarceration.

2. A society that is willing to take the risk involved in human f
rehabilitation; a forgiving society that accepts the client's skill and »
preparation without prejudice.

3. Bridges to industry so that clients can be trained for employ-
ment in places where the employer is receptive and ready to utilize their
services upon release, ) .

4. Opportunities for normal relationships between the client's
outside supportive family and friends, including privacy and marital
intimacy.

5. A curricula in the institution that is pupil-centered and indi-
vidual so that the client returns to society more ably equipped than when
be or she departed.

6. The opportunity for the client to take advantage of television
courses of study beamed to general audiences,

7. Educational innovation to provide black clients with & more
comprehensive curriculum that will increase their self-identification
and self-assurance,

Ideally, every setting will provide programs in two locales: the
program offerings inside the imstitution, and the program offeringz in
the community. The makeup of the particular client population will
determine the extent to which institutional offerings dominate community
programs, or vice versa. In every setting, an ideal system of adult
career education will provide & minimal set of programs either in the
institution or the community to develop (a) basic communication and com-
putation skills, (b) at least job entry level gkills, (c¢) capabilities
for maintaining effective interpersonal relationships, (d) work-oriented
values, (e) consumer skills, (£) decision~making and goal-setting capa-
bilities, and (g) citizenship responsibilities.

Each program must be oricnted to and support the goals of adult ca-’
reer education. In an ideal situation the following programs will be of-
fered: vocational training, adult basic education, General Education De-
velopment (GED), high school completion, college~level imstruction,
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‘closely correlated with it" (p. 284). Houchin (1975) recommends six

gulidance and counseling, psychological and medical sexrvices, cultural
enrichment, recreation, temporary release, study-and work-release, sub-
stance .abuse, institutional ipjustries, work assignment, and probation
and parole services with post-release planning and follow-up. .

The vocational training program is a particularly important part of
adult carcer education. Houchin (1975) points out that, "Properly designed,
vocational training probably increases the mathematical chances in favor
of a successful post-release life more surely than apny other type of edu-
cation, provided, however, the academic educational program has been

principles for effective vocational training:

Candidates for vocational training should be carefully se-
lected by the classification team on the basis of whether the
inmate has the aptitude and ability to learn the skill, and
whethexr he or she will be able to accomplish the basic related,
education. Vocational competence without behavioral control and
academic competence tend to "lock in'" the individual in a life
situation in which the options are severely limited.

The vocational trainee must be counseled to insure that
the individual has realistic aspirations. Interviews with
inmates frequently indicate expectations of rapid advancement
following their release. Subsequent failure to realize these
advancements may contribute to recidivism.

Wherever possible, the vocational trainee should acquire
not only usable skills, but pride in high-grade performance
which enables him or her to "get a kick" out of doing a job
well. Hopefully, he will be trained to the point where he
gains more satisfaction from the performance of legitimate
work than from his former criminal activities.

The vocational training programs must also be prepared
to meet the needs of those clients who do not have the abili-
ty for skilled training. Even as porters, Janitors, mainte-
nance men, handymen, they can be trained to do a better job.

The vocational training program assists the team approach
by its guidance and assistance of the inmate in his or her
goal to earn a living as a productive member of society in a
type of work for which he or she is fitted and interested.

The most important element in the vocational training
program is the instructor himself., The influénce of a strong,
sound instructor upon his trainees will be of more lasting
importance than the skills and -knowledge which he impairs.

It is through the influence of such staff members that the
most desirable changes in attitude occur, and that social
~ educatisn becomes a reality. (pp. 284-285) Lo
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Prison industries must be part of adult career education in correc-
tions. Houchin (1975) stresses the role of prison industries in the to-
tal institutional involvement. Prison industries can ideally provide a
toraduate level of the vocational training programs. Where desirable,
the classification team can afford the vocational trainee actual experi-
ence on & job ciosely related to training. HMany clients have a history
of sporsdic employment, and the experience of adjusting to an eight-hour
day, five-day week job is itself a successful accomplishment for them.

Corzectional industriegs are capable of belng operated in a manner
comparable to that of private employment. Instead of allowing tbe cli-
ent to remain at a pace of turning out 250 pleces a day, the industry
supervisor can assist the individual in learning how to turn out 1,000
pleces a day as would be expected in private industry. Well-trained and
understanding industry supervisors will enhance the inmate's attitude

toward employment and his or her ability to succeed in the community, thus

contributing to the overall treatment program af the institution.

The ideal adult career education system provides for an integrated
and articulated program which is achieved by having a coordinatipg coun-
cil responsible for planning 2nd monitoring a single master program plan
involving both institutional offerings and community programs. The coor-
dirctf=g council will be a decision-making body, and will include members
from wué imscitation and the community.

The key to success in adult career education in corrections will be
the programming of individual clients into appropriate segments of the
total program operation. Since every aspect of the institution will be
expected to contribute to achieving adult career education goals, and
since the community programs into which clients can be enrolled will al-
so contribute to these same goals, it meuns that, ideally, every client
in the particular setting will be participating in adult career education
experiences evyery waking minute of every day.

Ideally, community programs will be used as much as possible. This
should include community offerings inm public school adult education, com-
manity or juniow colleges, four-year colleges or universities, vocatiocnal
and technical trade schools, cultural programs, counseling and guidance,
apprenticeship, on~the-job training, and paid employment. Ideally, these
programs cannot be plecemeal or isolated offerings, but must be part of
the total master program of adult career education, and must be accounta-
ble in terms of achieving adult career education goals and in providing
experiences related to career awareness, career exploration, job prepara:
tion, placement, or follow-up.

The institution must not be ignored as an Iintegral part of any adult
career education in corrections system. Academic and vocational programs
can be conducted in the institution. Employment and group living experi-
ances can be structured in such a way that they teach responsibility. All
too often clients are made dependent while institutionalized to promote
centralized control and efficiency of operation. It does not have to be
this way, Ideally, living and housing units, whether rooms or cells, can
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be arranged into smali sub~units or living unit communities in which cli-
ents can be exposed to a variety of therapeutic experiences directly re-
lated to career develcpment. If dependency is a problem, the living u-
nits can deal with this by providing situations where failure can be
tolerated.

Controlled experiences can be provided that will tolerate mistakes
so growth can occur. All resources within the institutional setting and
appropriate resources in the community can be utilized to provide growth
experiences in the most efficient and effective manner possible. Cooper-
ative program plaaning must occur among and between all levels of the
system if the client is to be helped to develop as a whole person.

The contributions of all disciplines must be thoroughly understood
by all involved go the multitude of client needs can be met. 1In order
for this to happen, all staff must understand what has to be done and
what locales and resources can be used to accomplish each specific ob-
jective, If reaponsibility is to be developed, it can be dome in such
locales as the classroom by completing certain assignments. It can alscu
be accomplished in the cell block &nd living unit by keeping an area
clean; in the recreation program by returning equipment on time; or in
the work assignment by being on time for work.

Responsibility can also be developed outside the institution, such
as in the halfway house through sharing housekeeping duties., The impor-
tant point is that every member of the corrections staff--officers, guards,
liviag unit supervisors, teachers, counselors, recreation workers--accept
responsibility for recognizing the client's problem areas and creating
varied experiences and situations to be delivered at the times and places
where the problems can be most effectively dealt with and the goals of
adult career education achieved.

Programs must provide for development of measurable objactives to
determine how well or how poorly these objectives are being achieved. In
addition, qua ntitative assessments of program needs of the client popula-
tion must be provided so the corrections system can plan to obtain suf-
ficient resources to meet the needs.

In the ideal system, a re-ordering of priorities is required so the
most effective utilization and allocation of resources in the institution
and in the community can be realized, This will mean some dramatic
changes in routine and will result in some clients going to school dur-
ing late evening hours, while others work split shifts.

The programming of individual clients will be systematically planned
and implemented. The client, in an ideal system, will receive initial
diagnosis when entering the system and will be involved in the process
from an information sharing standpoint, and also, will be involved in
decision-making and goal-setting. A program plan will be developed that
is directly related to the reasons for which the client 18 in the cox-
rections system. The plan will be designed ~o develop the knowledge,
skills, and attitudes which are lacking, and will give credit for the
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background of knowledge and skills which the client possesses. This is
the first step in denonstrating to the client that he or she does in
fact have worth and dignity and will be treated as an individual--a hu-
man being who has both strengths on which to build and weakuesses which
can be overcome., TIdeally, the client will be held responsible for deci-
sions and agreements.

Each client, ideally, will be exposed to purposcfully planned and
created experiences as they relate to the «client's skill, knowledge, and
attitudinal deficiencies. If resources are not available to meet these
deficiencies, the system must be flexible and c¢reative enough to devaelop : :
such experiences. ‘ o S

As the client progresses through his or her planned program, coun- -
seling and guidance experiences should be provided to contribute to the
individual's growth and development. Vocational counscling should be

given to assist in developing positive work values. Vocational training , _ . K g

should be provided to develop an employable skill. Group liwing experi- - ﬂ

~ ences and recreation should contribute to developing soeialization capa- -3

: bilities. Study-release should-be provided for advanced skill acquisi- L

- tion., Work-release should provide actual paid ecmployment experiences N
and give practice in consumer skills, Clients may also be expoused to B

tcmporary release to provide experiences related to Family responsibili-
tics, job finding and re-entry transition. '

Establishment of uniform screening criteria must be developed to R
identify clients who need different aspects of the program oFferings. ' [
Criteria also must be set up to exclude individuals who do not need par- S
ticular program offerings. Programs should provide oppertunity for adult
carcer education through specificd experiences for all clients in a man-
ner consistent with effective use of funds and allocation of treatment
resources, An essential part of adult carcer cducation in corrections is »
to prouvide a way of identifying individuals who can handle responsibility oo,
and can be released safely f{rom control, as well as identifying those who
cannot. Ideally, the low-risk cases will be identified as quickly as ;
possible and progressively moved out of the institutional setting into ] e
the community program, and high-risk cases will be retained for protec- b
tion of society and will be provided adult career cducation cxperiences -
in the institutional setting. . 3 }

TR,
’

In the delivery system model, the function DESCRIBE IDEAL PROGRAMS .
(1.2.2.7) io accomplished by telling what is meant by the program in re- §
lation to adult career education, and then describing what would consti- Ly
tute an ideal adult career education program, involving both community v L
and institution, for the particular setting in which the system will be E
operated. L

Conclusion S

The first step in designing a svstem of adult carcer cducation for’ {' i
a corrections settink is to cstablish a conceptual framework. This con- E
ceptual framework, presented in Chapter I of this generalized model, is 3
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the foundation of the planning model, just as the conceptual framework
developed for each delivery system model will b= the fnundation on which
the particular delivery system is built. The framework is e:tablished
by setting forth a rationale and establishing an ideal vers!.n of the
system. The rationale is in terms of background, current situation,
basic concepts, and basic assumptions. The ideal ig in terms of the ex-
pected client outcomes from an ideal system, and tt2 seven elements con<
sidered esscatial to initiation and maintenance of an effective system
of adult career education in corrections. T

This conceptual framework provides the basis for conatructing and
evaluating the system of adult career education in corrections. The
plan for system operation, which is developed in (6.0), depends cn the
conceptual framework set forth in (1.0). The evaluation which is made
in (7.0) takes into account the ideal which is developed in (1.0). The
next step is the processing of system information which will begin in

(2.0).
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CHAPTER II

PROCESS SYSTEM

INFORMATION (2.0) .

Introduction ;
To begin any new project one must look at the aystem as it now
exists and begin there, Joseph Oresic

A conceptual framework for the design and implementation of a system
of adult career education in corrections has been established in (1.0).
The next step is to formulate and operate an information processing sys~
tem for adult career education in corrections (2.0). To process system
information means to carry out a series of planned acts or operations con~-
cerned with analysis of data leading to the comrunication of knowledge a-

bout the organization or structure of adult career education in the cor=-
rections setting.

An information procesging system involves maintaining & data base,
modifying it, and getting reports from it., It is usually defined as a
general purpose device; meaning that it can accommodate a large range of
applications. An information processing system supplies information thut
is required to make decisions and to exercise control to the management
of an organization. As pointed out by Immegart and Pilecki (1973):

All organizations have information needs and develop ways to ful-
fill these needs, At a general level, these are Iinformation sys~-
tems. An organizational information system is simply an organi-
zation's arrangements for facilitating functional communications
or data and information exchange. (p. 137)

Few, if any, organizations of eny size or complexity exist without
an information system of some kind. It migh% be random personnel files
of the adminlstrator, the records kept by teachers, the cummulative fold-
ers of the clients, the accounting registers of the business office, or
statistical files in regular reports and evaluations. However, random
information gathering is generally not effective. As pointed out by
Guertin (1969), 'Most all data provide information' (p. 25). Immegart
and Puniecki (1973) further point out that, "Few sdminletrators have ever
been n the position where they have had too wuch information, although
too muthk irrelevant information i{s a luxury the administrator often en-
joys" (p. 136).
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The information processing system may bes automated or a simple mon-

"ual operation. Immegart and Pilecki (1973) point out: "The information

support system, then, is a conscious and planned system comprised of peo-:
ple, machines, procedures, and data which is designed to fulfill the in-
formation requirements of an organization'" (p. 136). An information sup-
port system is generally seen as functioning in three main areas: (a)
transactions for routine business or processing function, (b) control to
ensure that other systems are operating properly and within bounds, and .
(c) plenning for avallability of data necesgsary for long-range organiza-
tional operations.

The information processing system follows an orderly operational S
procedure in specific steps. First, relevant or ureful data are selec- S
ted for processing or storage in the system. Once collected, the data
are codified for purposes of the system, e,g., recorded verbatim on a
cummulative folder, reduced to & symbol gystem, or keypunched onto IBM
cards, FWNext, the data are stored on an appropriate record medium in an
appropriate place such as filing cabinets, tape racks, film files, orxr
card files. Some dsta are then analyzed. TFinally, data are recalled
or ungtored through the employment of a retrieval scheme whereby rele~
waat, requested informatioa ig wade available for the use that the sup-
port system intended, Sophigticated information systems also have self-
monitoring or evaluation devices and a removal capacity for ridding them-

" gelves of outdated data.

The purpose of information systems is to provide information to the
user when, where, and how the user wants it, Information rarely is re-
quested because of idle curiosity; it 1s needed &8 a basis for making de-
clsicng. The decision-meking responsibility 1sa not limited solely to
management, but to scme extent is implemented by every person involved
in the corrections process. Information is at the heart of the manage-
ment process. Administrators are faced with the need for making a con-
tinucus series of decisions. Creative management demands making the
right decisions at the right time. Although theee decisions vary greatly
in their nature and consequences, they are all dependent upon one common
element~-informacion (Bgardman, Doerr, & Van Gelder, 1972),

The corrections agencies aud institutions are being pressured by
lawmakers, government agencies, laymen, and clients. to justify decisions,
programs, and policies. For practically the first time in the history
of coxvections, there is a way to obtain data needed for making justifi-
able decigions., The need for an information system is particularly im-
portant in planning and implementing adult career education. Beard (1570)
points out:

Computerized and centralized data provide the (administrator)
with the wherewithal for making prompt, efficient, and justi-
fiable decisions in such crucial areas as students, staff,
curriculum, property, and fiscal matters. Also, the probing
queries of critics and researchers can be handled with

ease. . . . The concept of a computerized central education-~
al data base involves linking pertinent academic and adminis-
trative information . . . into a system which yields waximum
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efficiency and utilizatiorn. (p. 33) X

The importance and need for accurately and comprehensively proceas-
ing system information cannot be over-~emphasized. The more accurately
and comprehensively the real system is known, the more accurate will be
the assessment of nzeds (3.0), and definition of subgocals and objectives
(4.0), which, in turn, determine both direction of system operatian and
output from system performance, . ,

Processing systen informatiou is accomplished by a systematically
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planned procedure for implementing and conducting an informatiou support

subsystem (2.1), and analyzing the data (2.2) to produce information
pertinent to decision~making in adult career education in corrections.

In the delivery system model, the mtroductwn to the fwwf:z.on PRO-
CESS SYSTEM INFORMATION (2.0) ‘ie aocomplzshed by explaining what ie meant
by informaticn processing, and by establishing the -unportwwe of having .
ar. information processing subsystem as part of the adutt carebr education
system in the particular correcticns settzng wvhere the delivery system

will operate. The-next step is deszgnzng conductzng information sup~ .~

pol"t {a. 1)

DESIGN/CONDUCT INFORMATION SUPPORT (2.1)

An information support subsystem is & well-defined operating pro-
cedure involving people, machines, procedures, and datas designed to ful-
f11l the information requirements of an organization., Operating staff
who have needs for using the data wmust be involved in designing the sys-
tem. :

DESIGN/CONDUCT INFORMATION SUPPORTV(Z.I) is accomplished by deter~
mining information needs (2.1.1), and, then, actually collecting and

.storing data (2.1.2) to meet the information needs, In an overview of

an information support system design, Immegart and Pilecki (1973) pre-
sented nine steps to be carried out to set up an information support
system:

1. Analyze ofganizational information needs end requirements.

2. Review existing information support.

3. Develop criteria and standards for information support system
design and evaluation.

4., Plan and design alternative systems,

5. Test functional consequences and operational consequences of
each alternative.

6. Assess the workable alternatives in terms of min-max criteria.

7. Select the desired alternative and operationalize it in detail.
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8. Train personnel for testing or implementat-ion.
9. Evaluate and review system pe.formsn:z,

Similarly, LaForest (1975) surveyed a number of systems theorists
and came to the conclusion that although the theorists used different
termi~ology, they all agreed on the following: (8) inputs into a sys-
tem must be identified carefully before subsegquent plannirg, (b) data
accrued while conceptualizing the system will be needed in all later
decisions, (c) failure to make an exhaustive and thorough analysis of -
all factors will appreciably affect the implementation of the program
plan, and (d) failure to acquire complete data relevant to one elcmcnt
will restrict development of all others.

In oxder to effect a system of adult career education in corrections,
an efficient information support system is needed because of the compre-
hensive mission of adult career education, Information is needed which
relates to career development experiences. In order to provide these ex-
periences, information is needed on the clients as well as on the adult
carecr education system elements: community, locale, climate, staff,
finances, hardware/software, and programs. The data on these elements
must ba analyzed in developing a delivery system of adult career cduca-
tion for any correctional setting. Information needs are determined,
then relevant data are collected and stored for later analysis and use
in decision-making and evaluation. This, then, is the function of the
information support system.

- a. -

In the delzvery system model, the function DESICW/COP)UCT INFORMA~
TION SUPPORT (2.1) is accomplzshed by telling what is meart by design-
ing and conducting an information support system, and estadslishing the
importance of this function in the adult career education system for the
particular corrections setting. [This introduction to the informgiion
support system operation will be followed by detailed descriptions of the
steps involved in designing and conducting an information support system.

DETERMINE INFORMATION NEEDS (2.1.1)

Determining Information needs means deciding what instructive know-
ledge must be available to form a basis for making decisions and provid-
ing some sort of justification for these decisions. Determining informa-
tion needs also involves determining the kinds of instruments and tech-
niques needed for collecting evaluative data (7.2.1).

An effective career education information system should serve two
primary purposes: (a) provide a flow of information for ongoing activi-
ties, and (b) provide information to make periodic analysis for program
changes. Guertin (1969) differentiates among three kinds of information
systems which are based on user needs. If the goal is to assist admin-
istrators make sound decisions, then a management information system is
appropriate. If the objective {s to help educators improve teaching-
learning transactions by knowing about particular learners, then a

—
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learner information system is needed. If the purpose is to help the eli-

ent understand his or her place in the corrections setting and in the

‘free society, then a guidance information system is needed. S

Since much of the data can be utilized to provide information to
administrators,; educators, learners, and all other individuals involved
in the total system of adult career education in the corrections setting,
it stands to reason that what is needed to support adult career educa-
tion in corrections is a total information system. The total information
support system must meet the needs of all users--including administrators,
educators, clients, and others in adult career education in corrections.
Determining the needs of the information support system will involve de-
ciding what kinds of information are needed by all the users.

ELN T

It is important to determine the needs for information since this
will decide what data.will be gathered. The data which are collected and
stored determine what information reports can be produced. Guertin (1969)
pointed out that "Long experience in keeping fiscal records helps us know T
what data to record and store to be analyzed later" (p. 27). This is uot '
the case, however, with regard to client data, There are many questions
to be answered to determine what data should be obtained which relate to
society. These are questions such as: "Should standardized test scores
be stored?" "Is it worthwhile to collect and store client tallies of
their expressed interests?”" The answers to questions like these lie in
the purpose of the information system for the consumers.

e

The kinds of information needed for the adult career education in
corrections model are determined mainly by the nature of the system; that
is, the system purpose and scope. By considering these items both the
kinds of information and the amount of data needed to supply the informa-
tion can be determined. It is important to insure that information is
adequate, but not irrelevant. For the adult career education in correc-
tions system,. information will be needed about the clients, community,
iocales, climate, staff, budget, hardware/software, and programs, in re-
lation to developing clients' decision-making and employability skills,
civic and social responsibilities, work attitudes é&nd values, and gelf-
fulfillment,

Since the clients are at the focal point of the eystem, it is es-
pecially important that adequate and appropriate information regarding
thelr characteristics be provided as g basis for meking wise program .
planning decisions. It is important that data be acquired to enable
the sssessment of strengths and wesknesses of the clients so specific
action programs can be directed at removal of deficienclies, Data are
needed which are relevant and reliable in order to be useful in creating
plans to develop decision-making, employability, civic and social respon-
sibilities, work attitudes and values, and self-fulfillment. It is es-
gsential to obtain as much data as possible about the clients in order to
motivate them to learn, as well as to develop programs of adult career
education which will satisfy their needs. The data which have been col-
lected and stored (2.1.2) must be verified and analyzed.
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An information support subsystem designed to fulfill the informa-
tion requirements of decison-making and evaluation in a delivery system
for adult career education in corrections is needed. The information
subsystem provides a description of the real-life environment of the
adult career education system in the particular corrections setting em- "~
ploying it. Too many decisions in adult career education are based on
insufficient information. Data are needed to improve the quality of.
the decisions. Every correctional setting needs information. Each set-

ting must determine just what information is needed, and this usually in-

volves looking at the kinds of decisions which must be made, as well as

considering the nature of the particular delivery system and what it is
hqping to accomplish, '

In the delivery system model, the function DETERMINE INFORMATION
FNEEDS (2.1.1} is accomplished by discuseing the purpose of the informg-
tion, the importance of having sufficient but not ivrelevant -information,
and setting forth the information needs for the particular delivery sys-
ten, The next step involves collecting and storing data (2.1.2). ® + +

L)

COLLECT/STORE DATA (2.1.2)

Now that a determination of information needs has been made in
(2.1.1), it is necessary to collect and store data which will ~eet these
needs. The process of collecting and storing data is the plauned set of
operaticns carried out for the purpose of providing informetion to divect
ongoing operations and for making program changes.

The collection of data involves sources, methods, and instruments.
Data can be collected through the use of personal luterview, postal sur-
vey, record compilation, and rating sheets. Smith (1975) names four
tools to be used in collecting data: deductive reasoning, faith, obser-
vation or inductive reasoning, &nd intuition.

. . Obtaining data is important and requires careful planning and fol-
low-through. The collection »f data is u critical element in establish-
ing a data base which, in effect, is the foundation of any information
system, It is important to gather data because every bit of data gathered
will contribute to the total picture of what 1s present as well as what

is lacking in the field of correctional education in the institution.

A data base involves:

a structured interacting comolex of persomns, wmechines, and pro-
eedures designed to generate an orderly flow of pertinent in-
formation, collected from both intra- and extra-organizational
courses, for use as the hages for decisen-making in specified
responsible areas. (Briem, 1970, pp. 276-277)

To build a data base requires careful planning and explicit objectives.
It is essential to know not only why the data are needed, but also what

data are needed, when they are needed, how they are to be used, and by

Fore L
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whom they will be used. When these questions are answered it will be
possible to determine where the data should be collected, and to set up

. guidelines for how and when they will be collected. LaForest (1975)

points out: "Inadequate dafd ‘z¢ any point can unde¥uinz tho uweafulness
of the gystem as a viable planning instrument of change' (p. 8)..

The collection of data mus’” be followed by storage of raw data,
The J2ta can then be anzlyzed in (2.2). Data storage refers to holding
data in a standardized form so they are accesaible, flexible, maintain-
able, and secured. It is important for procedures to be dmvised for ef-
fectively organizing data which have been collected, PFirst, it is impor-
tant that all data collected be standardized: the data must wmean the
same thing to all users of the system, A common statistic in referring
to education in corrections is client-counselor ratio. Unless the data
relating to client-counszelor ratio m2an the same thing to all users, it
is useless to stove these statistica. If one person interprets the ra-
tio to mean the total number of clients receiving counseling regardless
of the tiwe involved or the nature of counseling, this has 2 coupletely

"@fELErent wezning than would be ‘the case if the ratio referred to client-

coungelor contact hours in specified counseling eituations.

Data must also be accesgible. It wmust be relatively easy for ugers
to obtain data with a minimm of effort or expenditure of time., It must
be possible for all users to be able to get the data they need when they
need it. .

Third, the data bage must be flexible. It must be organized in such
a way that it is possible to add, delete, or change the data at any time.
If this is not taken into account, it means that users will rely on data

" that are no longer accurate,

Fourth, the data must be maintainable; that ie, there must be con-
trol over the maintenance of the data. This can be accomplished by es-
tablishing control over the points of entry. Finally, the dacw base must
be secured to prevent accese by unauthorized persons.

Data which have teen collected with. great care become useless 1if

stored in a haphacard manner. It is like having a closet full of clothes, .

but never being able to find the right outfit for the occasion. This
leads to an endlenrs and costly cycle of buying wmoxe things, net using the
ones that are there until, finally, the whole closet collapses from its
own weight. The key to storage is having a systematic way of organizing
and filing data so they will be readily accessible and esasily usable. If
this is not the case, the whole storage procedure becomza & costly farce
which serves no purpose. The maximum data payoff is obtained when it 1is
possible to call up different mixtures of several types of data, Data
from previous years should be accessible in storage to provide trend ana-
lysis. Uniformly collected and stored data from comparable settings can
be used to produce comparative and normative descriptions of adult career
educat fon in corrections.

The design for storage will depend on various constraints as well
ag available resources. Data may be combined in a single continucus
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record or several records may be maintained. The storage design will be
influenced by the frequency of updating, frequency of retrieval, number
of records involved, processing capabilities of the system, dissemina-
tion of data, and costs of operation, Storage and retrieval may be han-
died by hand operations or by computerized systems.

Many corrections settings have access to a dzta processing unit.
The corrections setting can tap into the data processing unit by using
a terminal which rents at a ressonable cost. Although it is generally
agsumed that the use of computers would be the optimum in an information
subsystem, this is not necessarily the case. A manual system can be used
1f a clear-cut procedural design is established for providing this infor-
mational support. Clark (19753) described a needle-sort manual operation
which was implemented in one correctional setting when costs of install~
ing a computerized system were prohibitive. The system involved use of
cards in various sizes with numbered holes for notching around the out-
er edges, sorting rods, and a hand-notching punch. Complete data on any
category could be retrieved by simply inserting a sorting rod through
coded numbered holes around the edge of the card.

When computer storage is not used, it is essential to plan and im-
plement a completely scientific manual collection and storage procedure
to provide data on the adult career education system elements. Relevant
data must be stored in such a way that different combinations can be re-
trieved without difficulty at a moment's notice.

In describing the information processing subsystem for any delivery
system model, it is important to take into account the purpose of the de-
livery system. Once this is done, then it will be possible to specify
the kinds of information needed, and upon tsaking into account available
resources and constraints, tc outline a procedure for collecting and
storing data. For example, given a fictitious correctional setting, the
Howhork Halfway House, in which the delivery system is for the purpose
of placement of clients, then it might be determined that answers to the
following questiors are needed:

1. What are the career development opportunities available to cli-
ents for work/study release?

2. How much is the community involved with career education oppor-
tunities in the institution?

3. Are business and industry and labor leaders in the community
aware of employability skills of the client?

4. VWhat employmerit opportiiicies are available for post-release?
5. What is the population of the community?
6. What is the social, ethnic, political profile of the community?

7. 1s the community rural, suburban, ar urban?
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8. What community aid agencies are available to the post-release
client? .

9. What is the community's feelings toward half-way houses, drug
treatment centers, and adult education centers for post-release clients?

10. To what degree i3 the community eligible for federal funding for
developing career training for post-release clients?

In addition, information on the'following would be needed:
1. Vocational interests and aptitudes of clients.

2. Employer standards for various jobs in the community.
3. Resources available for transporting clienés.to work.

4. Feelings of potential employers about hiring offenders or ck-- ¢

offenders. . ’ .

-

3. Staff available to work on the.placement program,
6. Materials required.

7. Prograin cost and available funds.

8. Existing programs related to placement.

After specifying the needed information, the next step would be to
describe a procedure for collecting and storing the data. In the How-
hork example, it might be decided that gathering would be done using
tests, interviews, surveys, questionnaires, and inventories. Storage
would be manual. A guide for collection and storage might be developed
as follows:

Item Collection Methods Storage Method

Client Testing, interviews, reports, - Card file
records

Community Questionnaire Monthly report file ;
Locale Survey " Locator file
Climate Questionnaire Monthly report file
Staff Intexrview Pexrsonnel ﬁeeds {file
Budget Interview with business Financial file

manager
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Hardware/ ILaventory Supplies and Equipment
Software file
Programs Inventory Guidance file

Collecting and storing data for later retrieval is important in any
information support system. The information which {8 made available to
decision-makers is limited by the data which are gathered. It is almost
a foregone conclusion that inadequate informaticn support systems in cor~
rections cannot provide the necessary data to effect optimal career edu-~
cation systems. The information system cannot be adequate when hapha-
zard, uncoordinated, disunified, time-consuming methods-are employed.

All the data which are systematically gathered should be used as.
raw material to answer specific questions. Lengthy and/or irrelevant
details must be avolided. Dasa which are irrelevant to questions asked
should not be gathered or stored. Conversely, when regularly gathered
and stored data fail to provide a sufficient basis for answering the in-
formation requests of the users, the data gathering base must be expanded.

In the delivery system model, the fumction COLLECT/STORE DATA (2.1.2)
i8 accomplished by describing what is meant by collecting and storing
data, establishing the importance of these procedures, and then getiting
forth, in detail, a plan for a continuing process by which data will be
collected and stored in the corrections setting where the 1dult career
education system will operate. This description should deseribe the
gources of data, the methods and instruments to be used for collecting,
and the plan for storage of information in the setting where the deliv-
ery system will operate. The next etep in designing a delivery system
model will be to acutally analyze current data which have been collected
and stored. Thie will be accomplished in (2.2},

'

ANALYZE REAL LIFE SITUATION (2.2)

Data which have been collected and stored (2.1.2) must be analyzed.
This involves data to describe clients (2.2.1) and system elements (2.2.2).
To analyze means to take a whole and break it down into its separate parts,
identifying the parts, and setting limits so as not to lose the identifi-
cation of the parts. The analysis of data is the process of identifying
the basic subsystems of information, separating the data into these cate-
gories, and determining the relationships among the information catego-
ries. An information system for adult career education in corrections
must provide meaningful data on the clients and on each of the elements
of the adult career education system; namely, community, locale, climate,
staff, budget, hardware/software, and programs.

The analysis of data is very important in providing the informational
support for efficient transactions, control, and planning. The analyzed
data about clients (2.2.1) and system elements (2.2.2) must be consid-
ered in implementing the plan (6.0). There is little question that the
planning function of any system is facilitated and improved by having
carefully analyzed data. Caffrey and Mosmann (1967) conclude that simu-
lation and modeling are useful in analyzing data, In the design of a
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delivery system, as well as in monitoring the operation of & system, it
1s essential to have at hand relevant analyzed data about the clients

- €2.2.1) as relsated to the community £2,2.2.1), the locale (2.2.2.2), the
climate (2.2.2.3), the staff (2.2.2.4), the budget (2.2.2.5), the hard-
ware/software (2.2.2.6), and the programs (2.2.2.7).

In the delivery syetem model, the introduction to the Ffunotion ANA-
LYZE REAL LIFE SITUATION (2.2) i8 accomplished by explaining '
) the importance of this process, and telling what data will be analyzed
. in planning the syetam of adult career education in the corrections set-
. ting. This introduct.on will be followed by a detailed recording of da-
ta under each of the eight categories. First, the client data must be
analyzed (2.2.1). -

ANALYZE REAL OUTCOMES FOR CLIENTS (2.2.1)

The client information subsystem should be a summary of complete
client records including quantitative and subjective data, both current
and historical. ’

The client is the focal point of the adult career education in cor-
rections system. It is for the client that the system exists. The start-
ing point in planning is to know the characteristics of the clients.
Planning to meet client needs requires a complete and accurate picture
of the clients' characteristics. This iaformation provides the basis
for planning programs to correct substance abuse problems, or other mal-
adjustments, as well as developing employability skills, decision-making
skills, interpersonal relationship skills, and work attitudes and values,
Client data reported in (2.2.1) constitute input data used in evaluating
(7.2.2.1). This is the most important subsystem in the information pro-
cesging function. The considerable amount of time and effort required
in gathering and analyzing data about ¢lients will pay great dividends.

The following data should be recorded te describe the total client
population in the correctional setting in which the delivery system is to
operate:

1. Age (range, average number and percent in various age brackets)

2. Sex {number and percent male and female)

3. Ethnic background (number of different backgrounds)

4. Marital status (numbexr single and married)

5. Employment (number unskilled, semi~skilled, skilled, semi-
professional, professional)

6. Educational achievement (number with different grade level '
equivalencies, college, advanced degrees)

- PSS
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7. Aptitudes (number with different aptitudes, according to stand-
ardized test results, Lf available)

8. Interests {number having different interests, nccordinb to stand-
ardized test results, if available)

. 9. Mental ability (number in different bands, acsording to stand-
ardized tests, if available) . -

10. Offense record (number sentenced for different reasons)

11. Length of time remaining to serve (number with differént amounts
of time remaining)

Additional data should be provided if available. The idea is to
provide in tabular form a composite picture of the total population, not
identify or describe a single individual. As much data as possible should
be recorded to describe the client population. If an information procesg-% -
ing form has been used to vecord data about the clients, all the recorded
5@@? should be emtercd in the delivery system model in an organized form
in (2.2.1). .

In the delivery system model, the function ANALYZE REAL OUTCOMES
FOR CLIENTS (2.2.1) i8 accomplished by eaplaining briefly what is meant
by this function, stressing its importance, and systematically recording
in quantitative form the complete demographic data describing the elient
population of tne corrections setting. The next step is to analyze es-
sential contributing elements (2.2.2). :

ANALYZE ESSENTIAL CONTRIBUTING ELEMENTS (2.2.2)

The analysis of essential contributing elements refers tov identify-
ing what is taking place apd what the existing situation is with regard
to elements or functions which are comsidered necessary for the opera-
tion of a delivery-.system of adult career education in a corrections set-

ting.

Having analyzed the data describing clients in the correctlons sys-
tem (2.2.1) as it is operating in the existing real- 1ife environmcnt it
becomes necessary to analyze essential elements contributing to the de-
livery of experiences intended to accomplish the wission of the correc-
tions setting. There are seven basic elements which should be involved
in delivering adult carcer a2udcation to clients: community, locale, cli-
mate, staff, budget, hardware/goftware, and programs. 1In analyzing the
real-life environment, not only is it important to fiod out just what
the current system is doing ®oward rehabilitation of the clients, it is
also essential to determine what the actual situation is and the poten-
tial for utilizing the seven elements which should combine tc provide the
context in which clients will develop or change their behaviors. This
takes place in the subsystem (2.2.2) in the process of analyzing these
seven clements,
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This analysis oi the contributing elements in the real-life situa-
tion constitutes an extremely important function. The results of this
analysis will be the basis for defining the requirements of the adult
career education in corrections delivery system. This analysis also is
utilized in making an assessment of deficiencies in the system (3.2)
which might be overcome in designing or formulating a plan (5.1} co more
nearly approximate the ideal specified in (1.2), as well as providing
data used for evaluation of the adult tareer education process (7.2.2.4).°

In the delivery system model, the fumection ANALYZE ESSENTIAL CONTRIB-
UTING ELEMENTS (2.2.2) is accomplished by telling what ig meant by analysis
of the essential elements, stating the importance of making the analysis,
and identifying the seven elements which should be part of the adult ca- -~
rear education system and which will be considered in relation to the
real-life environment. The first gtep in making this analysie of the sys-
tem elements 18 the analysis of the commmnity (2.2.2.1),

-

ANALYZE COMMUNITY (2.2.2.1). Community data refer to data regarding
the environment of tihre corrections setting. This refers to data deriving
from the community immediately adjacent to the corrections setting, the
post-release community, and the community within the institution.

As far as adult career education in corrections 1is concerned, com-
munity data constitute one of the most fuwportant of the information sub-
systems. A central focus of adult career education is the preparation
and placement of clients in wmeaningful, self-satisfying and socially pro-
ductive employment. To accompligh this, data about the community must

be analyzed.

Quantifiable data should be recorded and analyzed considering vari-
ous aspects of the communities, such as social structures, economic fac-
tors, political factors, laws and regulations, and attitudinal factors.
These data must be analyzed in order to provide the basis for delivering
a viable system of adult career education to clients in the corrections
setting. It is not possible to design an adult career education system
without knowing the society from which the clients have ccme, the soci-
ety into which they will be going, and the society in which they arc
functioning--the particular corrections setting (Joint Commission on Maa-
power and Development, 1969; Ryan, 1973). Without these kinds of data
to describe the real-life situation, it will not be possible to plan or
to provide meaningful adult career education for clients in a corrections

setting.

Questions which should be answered to facilitate creative and dyna-
mic use of the three community areas to achieve the desired client out-
comes include:

1. Extent to which the community is used to provide for hetero-
sexual satisfactions, encourage social relationships with family and
friends, facilitate pursuit of client interests, and develeop apprecia-

tion for minority bel:.:{3 and demands,
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2, Extent to which the community 1s used to provide cconomic incen-
tives and reinforce positive work attitudes and valucs. .

3. Current and projected labor markct trends, ocuupational out look,
and employment opportunities for clients. ~

4. Number and identification of lzbor organizations, businesses,
industries, and social and service organizations to scrve clients.,

5. Opportunities and resources for adult and continuing c¢ducation
and trafining.

.
-

6. Resources for developing client career awareness and for pro-
viding career exploration experiences.

7. Legal barriers to employment and existing avenues for overcom-
iug these obstacles, . .

8. Volunteer and paraprofessional vesources. .
[

9. Existing enabling legislation.

In the delivery system model, the function ANALYZE COMMUNITY
(2.2.2.1) will be accomplished by briefly describing the meaning of
commmity data and establishing the importantce of these kinds of da-
ta. This will be followed by a detatiled reporting of pertinent commmity
data regarding the imnediate community, the post-release community,
and the correctional setting commmity. This will be followed bJ ana-
lysis of locales (2.2.2.2).

ANALYZE LOCALE (2.2.2.2). Locale refers to the urea in which planned
career cducation experiences take piace. The locale data for the real-
life environment are important in plananing since the system has to be
geared to what is potentially available. This iuncludes c.assrcoms, build-
ings, places of employment, counscling offices, nlients' living units,
vocational shops, learning centers, llbrarxes, trailers, work-release
centers, community colleges, and clients' homes.

Data to describe the locale must be provided since this description
actually specifies the envivonment in which career education will take
place. This does not mean the adult career education must be taking
place at the ti-e cof the locale analysis. It does mean, however, that
both the environment and the resources in this environment--ooth inside
the correctionai setting or institution and in the community--are iden-
tified. Since one of the basic assumptions of adult career education is
that there must bc a cooperative effort involving correcticns and commu-
nity, resources in the community where adult carcer education can take
place must be identified.

In the delivery system model, the function ANALYZE LOCALE (2.2.2.2)
tg accomplished by definzng what is meant by locale, stating its
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importance, and then providing an inventory of reeources for adult career
education in the particular setting. A plan or map should be ineluded -
i1f poseible. The next step is to analyze the climate (2.2.2.3).

ANALYZE CLIMATE (2.2.2.3). Data about climate pertains to physical
and psychological environmental factors affecting morale and motivation
of clients and staff. Factors which reflect climate include staff and
client attitudes, staff and client morale, and physical facilities.

The climate of the real-life corrections setting is very important.
The climate must be positive and supportive of adult career education in
order for thé“program to succeed, The analysis of the climate in the
real-life envivonment is muade by answering such questioms as: What is
the state of c'.ient morale? To what extent is there a climate conducive
to change? To what extent is there total commitment to achieve the mig-
slon of adult career education in the corrections setting?

The description of climate generally is based on subjective, rather
than objective data. It is a good idea to get ratings from several in-
dividuals from the correctional setting--including both staff and clients--
on such variables as staff-staff relationships, staff-client relationships,
and client~client relationships. It is fwportant to know the kind of com-
munication pattern being used; that is, top down, two-way, or some other
kind of pattern. The administrative pattern, such as authoritarian, de-
mocratic, or laissez-faire, also has a bearing on the psychological cli-
mate. If possible, information should be provided to indicate the pro-
vislon for grievance procedures, and accessibility to ombudsmen, for both
clients and staff.

In the delivery system model, the fiunction ANALYZE CLIMATE (2.2.2.3)
is accomplighed by defining climate, stating why climate is important in
the particular corrections setting, and reporting quantitative data re-
lating to elimate in the particular corrections setting. This report
shoyld include data on staff and client attitudes, morale, motivation,
and the extent to which there is support for career education. The next
step is to analyze the staff (2.2.2.4).

. ANALYZE STAFF (2.2.2.4). The staff subsystem refers to a summary
of the relevant data on all staff who will be involved in delivering
adult career education in the corrections setting,

-

Since adult careser education requires total participation, all staff
must be included. This is needed to assist in determining qualifications
and competencies to maintain the delivery ayetem, Data are needed on at-
tifudes, competencies, and erperience of all staff--both institutional
and comrunity--who will be irvolved in the program. Data must be complled
to degscribe potential volunteers and other individuals from organized la-
bor, industries, and governmental agencies who may participate in deliv-
ering adult cdr¥er educationr Analysis of staff in the real-life setting

.48 important because staff play a crucial role in deliveving the adult
career .education to clients.
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In the delivery system model, the function ANALYZE STAFF (2.2.2,4)
t8 accomplished by stating ths meaning of staff analysie, gstublishing
the ‘mportance of this function, and then recording in quantitative form
all relevant data about the staff for the Loular corrections setting.
The next step is to analyse the budget (2.8.2.5).

ANALYZE FINANCIAL SUPPORT (2.2.2.5)., The budget subsystem in the

" information procegsing function refers to payroll, budgeting, expendi-

ture accounting, revenue accounting, and tax data. These data can be
acquired from budget records, program planning and budget forma, end
business office accounting records.

Budget data are important in planning and operating systems of adult
career education in corrections as the evailable financial resourcea con~
stitute a8 requirement of the system. It is vitally important to konow how
much money is available to directly support adult career education. It
i3 equally important to know the available indirect support. If the edu=-
cation system has a specified ifunding source, it is vital to know how
these funds can be allocated for career education staffing, for comstruc~
tion or modification of facilities, for acquisistion of hardeare/software,
for requived capital outlays, and for repair and wmalntenance ¢f ecuipment.
The way in which goods ‘and services can be used to support adult career
education will depend in large measure on the thoroughness with which fi-
nancial support data are amalyzed and reported. -

In oxder to plan or operate an effective and efficient system of
adult career education, a budget for the system wmust be provided in which
allocations are specified by line item. The support from external sources
must be identified also.

In the delivery system model, the funeticn ANALYZE FINANCIAL SUPPORT
(2.2.2.5) ie accomplished by stating briefly what ia meant bJ Finaneial

- cupport, establishing iis importance, and providzng tha Liidget which will

support the adult career education in correctiong delivery system for the
particular setting., The next step i8 to analyze hardware/software (2.2.2.6),

ANALYZE HARDYVARE/SOFTWARE (2.2.2.6). Hardware refers to the physi-
cal factors required to support & system, including all equipment and
devices used in presentation of software, such as electronic surveillence
systems and computer systems. Software refers to materials and supplies
such as programmed rexts, films, tapss, slides, cassettes, records, booksa,
blackboards, maps, graphs, and posters.

The hardware and software in the real-life environment wyst be in-
‘yentoried to (&) optimize use of the equipment and materials in deliver-
ing adult career educatiom, (b) develop motivational learning of the
clients, (c) bring the distant and remote world to the clients whose di-
rect contact with the outside world is restricted, and (d) help the cli-
ent to become aware of career options and explore the different op-
tions by taking the client into the free world for hands-on experiences.
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In the delivery system modsl, the funotion ANALYZE BARDWARE/SOFTWARE
(2.2.2.6) is accomplished by dsfining the terms hardware and softuare,
establishing the inportance of these elements in the adult career edusa-
tion system, and then recording an inventory of what is available for pur-

chase and what is on hand. The next step is to analyse programs (2.2.2.7). -

ANALYZE PROGRAMS (2.2.2.7). Programs are all organized situations .
withprescribed purposes set up to implement the mission of adult career
educstion. This subsystem includes descriptive and quantitive data on
all programs fn the existing corrections setting such as vocstional
training, adult basic education, General Education Development (GEDR) -
pzeparation, social education, counseling and guidance, on-the-job tralpe
inz, college, work/study-reclease, and.ecultural groups. s

The analysis of program data serves the purpose.of providing a sum-
mary of functions carried éut in the correct{ons setting in terms of serv~
ing clients involved. By knowing what currently exists, it®is possible

. to incorporate these elements into the total system. It also provides a

g

basis for identifying program needs,

Accurate inventories of program data are vitally important to the
planning and evaluation of adult career education in corrections. They
are needed in order to provide totally integrated and articulated sets.
of experiences related to career awareness, career exploration, skill
development, placement and follow-up, as well as to deliver adult career
education experiences as regular, ongoing programs. The data on exist-
ing programs, both inside and outside the institution, provide the basis
for achieving an effective implementatjion of the adult career education
in the courrections setting.

In the delivery system model, the function ANALYZE PROGRAMS (..2.2,7)
18 accomplished by telling the meaning of programs, establishing ite im-
portance, and then providing a complete, detailed, quantitative and des- .
eriptive record of all programe in the particular corrections setting. '

. Conclusfon

The first step in designing a system of adult career education for
corrections is to establish a conceptual framework (1.0). This concep-
tual framework serves as & frame of reference for planning and implement-
ing any delivery system of adult career education for a corrections set-
ting. The examination of basic assumptions expreassed in the rationale
for the system leads directly to the-design of an information processing
system (2.0) which will sgrve both to direct and to evaluate the total =
adult career education system in the corrections setting. Without an

" information processing system there could be no system of adult career °

education in any corrections system.

Information proceseing must be ongoing, serving to direct ongeing
activities, and evaluation. The nature of the design which will be
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created for any delivery system of adult career education will depend on
the amount and kind of data recorded and the thoroughness with which the
data are analyzed in the processing information subsystem (2.2)., The
plan for continuous monitoring of the system operation depends upon the
system which {8 set up in (2.1) for providing a continuing information
support system. As the adult career education delivery system is put
into operation and evaluated (7.4.2), new data are produced which are
fed back to the information support function (2.1.2).

The data vhich are analyzed in (2.2) have direct effects on the as-
sessment of needs which is made in (3.0), formulation of a plan for meet-
ing the needs (5.1), and the implementation of .the program plan (6.0).

The evaluation of the system cannot be carried out unless data about the
process-and input variables are considered (7.2.2.4) and (7.2.2.1). These

data are supplied by the information support subsystems in (2.2.1) and
{2.2.2).

The next step in the design of the delivery system of adult career
education in corrections will be the assessment of needs.which will be
accomplished in (3.0). Comparisons are made between the ideal client
outcomes (1.2.1) and what actually exists as far as client outcomes are.
concerned (2.2.1). Weaknesses or gaps in the existing corrections oper-
ations also are determined by comparing the ideal system elements (1.2.2)
and the elements in the existing system (2.2.2).
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CHAPTER [III

ASSESS NEEDS FOR

CAREER EDUCATION (3.0}

Introduction

The most valuable and first strategy correctional educators
should initiate for obtaining support for adult career educa-

tion is needs assessment. Jerry 0. Nielsen
& .y

Any system of adult career education eGucation must be related to
the clients it is to serve and to the correctional setting where it is
to operate. Before any new program can be developed, the need for such
a program must be established. Fitzgerald (1972), in reference to edu-
cation centers in California, pointed out: "Needs assessment . . . 15 the
basis for project development and long range planning" (p. 13). The ob-
ject of the needs assessment in the adult career education in corrections
delivery system is to determine discrepancies between optimum career de-
velopment opportunities and real~life career development opportunities.
The difference between the optimum and the real-life existing situation
points up the mneeds.

Needs are discrepancies berween what is and what should be; that is,
the differences between the real and the ideal The conceptual frame of
reference which was established in (1.0), and the data describing the
real-life situation which was recorded in (2.2) provide the basis for
making a needs assessment. The ideal is based on the set of assumptions
set forth in the ratiomale developed in (1.1). The r~al is described
iu the amalysis of the real-~life environment in (2.2). Discrepancies
between the ideal and the real are needs.

A need is something for fulfilling an optimum situatiom; to identify
is to point out or describe; to assess is to measure and evaluate impor~
tance. Ryan, Clark, Hatrak, Hinders, Keeney, Oresic, Orrell, Sessions,
Streed, and Wells (1975) discuss the importance of making a needs assess-
ment:

The overriding purpose of this conceptual model is to pro-
vide a vehicle for designing delivery systems which will meet
real needs and improve the education process. . . .

The assessment of needs may reveal weaknesses to cause em-
barassment, but when a sincere desire to improve the system
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exists, the long-range gains will fer outweigh & temporary diaz-
comfort to individuals or departments. (p. 53)

The essessment of needs 1s an important step in déﬁeloping a deliv-
ery system. The asgegsment of needs for adult career education in a

_correctional setting is important to prevent wrong decisions, forestall

development of unneeded programs, and prevent wasteful expenditures of

resources., Too often in corrections, programs have had limited success -

because they were initiated with little or no regard for client needs Lo

and the elements necessary to meet those needs. e
Reed (1975) points out: "It is imperative that residents' needs be

carefully asseassed. We must recognize also that there are group and in-

dividual needs, and short-range and long-range objectives that must be

met” (p. 222). The importance of needs assessment cannot be overempha-

sized. Nielsen (1975a) points out that in making the necede assessment

it must be kept im wénd that this is not & causal identification process.

The needs assessment should provide a basis for improving the system.-

It should not result in wasted energies devoted to worrying about what

caused“the deficiencic¢s. The needs assessment ig ome of the most valu-

able tools for directing and redirecting educational efforts,

There are two kinds of needs which must be assessed. The first--
or primary needs--referaz to client needs. The secondary needs refer to
missing elements or inadequately functiouning elements in the system for
delivering adult career education to clients. The system must function
to bring about the kinds of changes in the clients which will serxve to
redirect or rehabilitate them so they become socially productive citi-
zens. The primary needs will determine the system performance subgoal
objectives (4.2). Secondary needs will give the direction to the formu-
lation of a plan (5.0) and implementation of a program (6.0) to meet
the primary needs,

Assessing needs is different from identifying needs. The assess-
ment of needs should reflect the thinking of a large number of individ-
uals involved in the system, and should derive from & carefully planned
collection of relevant data, Identification of reeds is the first step
in needs assessment. This iz done by collecting data from groups sc the
aresg where there are discrepancies between real and ideal can be pointed
out., The asgsessment is completed when the discrepancies are quantified
to describe what is needed to fulfill an optimum condition.

In making a needs assessment, it is important to start by considex-
ing what constitutes an effective system. Ryan (1969) gives four crite-
ria which could be used to determine the effectiveness of any system.
These criteris can be used as a basig for making the needs assessment in
relation to adult careexr education in a corrections setting. The crite-
ria are: (a) compatibility of system and enviromment, (b) optimization
of the system in terms of being geared to accompligh the stated misgsion,
(¢) wholeness in terms of having all the functions necessary to deliver

- adult career education, and (d) systematization in terms of having all

parts clearly related to each other.
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In the delivery system model, the introduction to the funation AS-
SESS NEEDS FOR CAREER EDUCATION (3.0) is accomplished by defining needs
assessment, specifying the two kinds of needs--primary and sesondary--
and telling why a needs assessmgnt is important for the particular sst-
ting where the dslivery system will operate. The next step is to deter-
mine the primary om.client needs for the getting and to put these neede
in priority order (3.1).

DETERMINE/PRIORITIZE CLIENT HEEDS (3.1)

Determining and prioritizing client needs is accomplished in two
steps: determiniug ¢lient needs (3.1.1), and prioritizing client needs
(3.1.2). To determine client needs means comparing the ideal client
described in (1.2.1) with the clients as they vreally are according to
the data given in (2.2.1). To prioritize needs means to place the cli-
ent needs in order according to importance.

Client. needs are the primary concern of adult career education in
corrections. The basic agsumptions (1.1.3) are stated in client terms.
Clients are the reason the system exists. Cooper (1975) observed, "If
one is attempting to promote growth, determination must be made as to
areas in wvhich offenders desire or need to develop persgomnally” (p, 82).
In establishing the conceptual framework for the system (1.0), the kinds
of gkills, attitudes, and knowledge needed by clients in order for them
to return to the free society as productive citizens were identified.

It hag been determined that the end product of the corrections process
should be the client who is released with the following capabilities;
ability for realistic decision-meking, capability of being self-suffi-
clent and able to support dependents, having a set of values which rec-
ognizes the growth and dignity of work, ability to relate to others and
perform citizenship responsibilities, and, finally, capability of achiev-
ing self-realization.

The primary needs agsessment is a comparison which is made by deter-
mining the discrepancies between ideal and real-1ife situations. This
means that in each setting, the ideal, particularly as far as client
outcomes are concerned, must be speciiled as objectively as possible.
Nielsen (1975b) states, “Learner's statug relative to (desired out-
comes) ., . . must be defined as precisaly as possible in order that one
can set the stage for good trogram design--this means that status must
be measured objectively" (p. 275). An example of the identification of
client needs ir given by Nielsen (1975b): If a desired outcome for
learners in a correctional setting is that they all have mastered the
8.0 level in reading vocabulary during thelr incarceration, and if the
records show that 80% of the population are reading below the 8.0 level,
then a primary need 1s to raise the reading vocabulary level of 807 of
the clients to 8.0. This same kind of comparison must be made between
real-life situations and the ideal on all the dimensions of desired out-
comes for clients. The result will be the identification of primary
needs.
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In a dalivery system model, the introduction to the funotion DETER-
M.ZNE/PRIO}?IZ-’IZE' CLIENT NEEDS (3,1) i8 accomplished by defining the terms
and,,,g;plazr_nng their. importance in an adult career education system. The
next siep 18 to determine client nseds (3.1.1),

DETERMINE CLIENT NEEDS (3.1.1)

A ¢lient need is the difference between the ideal client described
in (1.2.1) and the real client described in (2.2.1). This .information
1s sent forward to (3.1.1). The difference between what the clients are
‘actually like, and the way they would be ideally are clieni needs.

The ideal client would be a fully functioning individual who is able
to make decisions, is employable, is civically and socislly responsible,
has good work attitudes and values, and is self-fulfilled. The real cli-
ent will, in fact, lack most of these characteristics and abilities. Hav-
ing congidered the nature cof discrepancies between what clients can do
and what is desired, the next step is to look at the cause of the dis-
crepancies. It is only when the causes are determined that real needs
can be identified. If thfs step is omitted, it is all too easy to mig-
construe the need. If this happens, as it does all too frequently, the
result will be the specification of faulty goals and implementation of
programs which are focused on the wrong areas,

The process of determining the cause of discrepancies is simply a
matter of deciding whether a performance discrepancy is due to a skill
deficiency or to something othexr than lack of skill. If the individual
is able to pexrform, but doesn't, the solution lies in something other
than in enhancing his or her skills. Mager (1970) points out that
" 'teaching' someone to do what he already knows how to do isn't going
to change his skill level' (p. 17)

It is important to deterxmine client needs so that programs can be
planned to meet these needs. Foxr example, under ideal conditions all
clients would be able to get and maintain employment. In the fictitious
Hovhork Halfway House, 100% of the clients would be employable, If it
wer: found that actually only 20% were employable, the primary nead would
be to increase the level of client employability by 80%. In another situ-
ation, employers of welders in the local community might require a high
school diploma or GED certificate to qualify for employment. If it were
found that 40 clients at Howhork Halfway House wanted to work as welders
«in the community, but that 30 members of this group had an educational
equivalency of 7th grade, the primary need would be to raise the academic
achievement of 30 clients by five grade levels.

In the delivery syetem model, the function DETERMINE CLIENT NEEDS
(3.1.1) is accomplished by telling what it means, and actually listing
the needs of the clients in the particular setiing., This i8 done by in-
dicating the percent of the population lacking entry-ilevel job skills.
The next etep ia to put the needs in priority order (3.1.2).

»
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PRIORITIZE CLIENT NEEDS (3.1.2)

Prioritizing client needs means to place the client needs which
were determined in (3.1.1) in an order of priority based on urgency and
feasibility of the needs. Urgency means the immediate importance of the
need. Feasibility means the possibility of meeting the need.

This function is important because much time could be wasted {f the
most critical needs which feasibly could be met were overlooked, while
resources and energy were put into the less important or less possible
ones, Thus, one of the most important steps in assessing needs is to
prioritize the discrepancies. This is accomplished by analyzing the per-
formance discrepancies which have been identified as primary needs; that
ig, the needs which relate to clients. Mager (1970), in considering the
whole area of analyzing performance problems, emphasizes the need to de-
termine the importance of discrepancies once the nature of the discrepan-
cies have been determined. He notes that:

Not every discrepancy between what people do and what we would
like them to do is worth trying to eliminate, It is simply. not
realistic to expect to be able to remold the world into an im-
age of our own desires. We must be selective about which dis-
crepancies to attack. The way to do that is to check the con-
sequences of leaving the discrepancy alone. A useful thing to
do is to complete the sentence, '"The discrepancy is important
because. . . ." This will help you avoid . . . the head-nod-
ding that is so easy when the question is asked in the yes-no
form. Completing the sentence will force into the open the
reasons why someone says the discrepancy is important. Once
that is done, the importance of the discrepancy can be evalu-
ated more realistically. (p. 12) R

In the examples cited about Howhork Halfway House in (3.1.1), two
client needs were identified: increased employability and increased
academlc achievement level. 1If there were an excellent adult education
program in th2 community, and vocational training opportunities would
not be available for one year, then the two needs could be put in order.
While both client needs are urgent, the need for increased academic
achievement level is more feasible, and, therefore, it would receive
the higher priority.

In the delivery system model, the fumetion PRIDRITIZE CLIENT NEEDS
(3.1.2) i8 accomplished by defining the concept, listing the criteria to
be used, and placing the needs determined in (3.1.1) in a priority list-
ing. The next function is to determine egsential element needs (3.2).

DETERMINE SYSTEM ELEMENT NEEDS (3.2)

The functiou of determining system element needs means to determine
the differences between the real and the ideal as far as the seven ele-
ments of an adult career education system are concerned. The elements
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are: community, locale, climate, staff, finances, hardware/software,
and programs. Elemant needs are also known as secondary needs, and the
needs as far as each of the seven elements is concerned must be deter-
mined.

The prograr. needs probably are the most critical of the secondary
needs. Nielsen (1975b) describes the program needs as the gap between
expectations and status. Eischen (1975) states that: "Programs should
be geared to teach the man what he wants and needs to know in order to
function adequately in society" (pp. 157-158). Cooper (1975) sees two
areas in which ti.e great majerity of offenders have difficulties which
are directly related to their criminal activities: (a) interpersonal
relations or social identity, and (b) motivation and skill-to engage
in soclally constructive behaviors such as vocational, creative, or
recreational activities. These two areas suggest possible program needs.

Because career education requires comuwunity participation, it is not
unlikely to find secondary needs in this area. Eischen {1975) points out
the necessity for involving the community in corrections' affaire and
claims that this will require a "fantastic shift of policies by state
legislators and institution administrators'" (p. 158). He pcints out
that education m:t be intimately related to what the situation is out-
side the institu.ion. As he says, "It is not even enough to teach a man
to be an excellent barber or a good electrician if the gtate will not 1i-
cense him or the unions will no:r let him join" (Eischen, 197%, p. 15%).
Lothridge (1975) suggests that it is frequently the case to find second-
ary needs for motivational programs, academic programs, awareness pro-
gtams, vocational training, and social adjustment.

Identification of element needs is important since secondary necds
« wdirect the emphasis in formulating management plans. For example, the
Howhork Halfway House ideally would have programs to develop career a-
wareness, provide career exploration, develop job skills, and provide
placement and follow-up. If£, in reality, released offenders were not
helped to find jobs, the need would be for an improved piacement program.
This would become part of the plan formulated in (5.0).

In the delivery system model, the function DETERMINE ELEMENT NEEDS
(3.2) is accomplished by telling what is meant by determining discrepan-
cies, establishing the importance of the step and then listing the dif-
ferences between the ideal and the real for each of the seven elements
present in the correctional setiing.

Conclusion

The comparison of the real with the ideal, which is carried out in
(3.0), is a needs assessment. By comparing ideal client outcomes (1.2.1)
with what actually exists (2.2.1), client needs become apparent. The
same question is made for system elements: compare the ideal (1.2.2)
with what exists (2.2.2), and system needs are apparent. It is vital
that needs are made known so that in (4.2) goals, subgoals and objectives

RSN ;
TR o e Lo o ;




54

can be developed to help meet the various needs. The next major step,
then, is to define and develop goals, subgoals, and objectives, and this
is explained in (4.0).
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DEFINE/DEVELOP GOALS/SUBGOALS/

OBJECTIVES (4.0)

lgﬁroductian

The use of clearly agreed upow behawioral objectives . . . is
a step in the direction of increasing the offender's autonomy’
and self-determination. : Charleg L. Cooper

The primary needs which were identified and prioritized in (3.1)
form the basis for establishing the direction vwhieh the prozram will
take. The relationship between client needs and sysism subgoals and
objectives is & direct onme. It is not possible to define subgoals and
objectives without considering both the client needs aud the caveer edu-
cation goals. :

This subsystem, concerned as it is with the definition of system
goals, subgoals, and objectives, is one of the most important in the de-
livery system, It is in the statement of subgoals and objectives that
the intended outcomes are specified. As far as system operation is con-
cerned, the statement of goals, subgoals, and objectives wiclds a power-
ful influence. The subgoals and objectives must be compatible with the
institution or agency mission; they must specify outcomes which satisfy
client needs; and, they must provide the basis for establishing accounta-

bility.

The function DEFINE/DEVELOP GOALS/SUBGOALS/OBJECTIVES (4.0) is made
up of two parts: relating goals to subgoals and objectives (4.1), and
then actually developing goals, subgoals, and objectives (4.2) for the

delivery system,

In the delivery system model, the introduction to the fumetion DE-
FINE/DEVELOP GOALS/SUBGOALS/OBJECTIVES (4.0) i8 accomplished by talling
what ig to be donz in this subsystem and by establishirg the importance
of the function as far as the delivary system is concerned. The next step
ig tc duscuss what is meant by goals, subgoals, and objectives. This is

done in (4.1).

RELATE GOALS TO SUBGOALS/QBJECTIVES (4.1}
The first step in establishing the relatlonships of goals to sub-

goals and objectives is to define the three terms. Ryan (1972) defines
a goal ag a collection of words or, gymbols deecribing a general intent
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or degired outcome. A goal gtatement is & broadly-defined statement of
intent. A goal sets the direction and indicates the general nature of
the desired outcore, but does not specify the characteristics of the ex~
pected products. Goals must reflect the philosophy or basic asumptions
for any particular system. Goals also must be compatible with the ex-
pressed mission of the institution or agency where the delivery gystem
will operate. Goals are not meagurable, Goals tend to be idealistic,
and somewhat abstract; however, goals should not be so far removed from
reality as to be meaningless. Neither should goals be so pedestrian
that no effort is needed to accomplish them. Goals, then, are state-
wents of genersl purpose, characterized by broadness in intent amd -
scope, such 1s "developing self-actualization," *

Subgoals are components of goals. Subgoals are stated broadly, but
are more precise than goals. When goals, are analyzed, their major com~
ponents can be {dentified, 1In a delivery system model, it 18 usually
through the subgoals that primary (client) and secondarye(program) needs
are related. The subroal is broadly stated, but is much more councrete
than the statement of a goal. Whereas @cala of adult career education
in corrections-refer to the desired ultimate outc mes for corrections
throughout the United States, subgoals are specific to a particular in-
stitution or sgency. Subgoals refer specifically to the assessed needs--
primary and secondary--of a given correctional imstitution or agency.
Also, subgoals refer to program needa in relation to client needs. Cli-
ent needs are always expressed in terms of behavioral daffcits. Behav-
ior is classified in tbree categories and it 1s this classification that
gives the basis for defining subgoals, The three categories of behav-
ior are:.

1. Cognitive--pextaining to understanding and knowledge
2. Affective--pertaining to attitudes, values, and feelings

3. Psychomotor--pertaining to physical proficiency and manipulative
skills (De(ecco, 1968).

Behavior is defined as those activities which can be either observad or
inferred by another parson. These activities include thinking, feellng,
and doing, and constitute the cognitive, affective, &nd psychomotor as-
pects of performance in which fndividuals engsage.

Two types of subgoals are management subgoals and instructor or cli-
ent subgoals, Management subgoals implement broadly etated general goals
by describing in gemeral terms the programws needed to develop the know-
ledge, skills, or attitudes needed by clients in & particular setting so
they might return to the free world as productive, constructive, and con-
tributing members of soclety. The needed knowledge, nkills, and attitudes
constitute the instructor or client subgoala.

Thus,:while'goals refer to client needs in general for the total of-
‘fenrder population Th the nation; subgoals, on the other hand, refer to
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program needs (management) in order to develop the psychomotor, affec-
tive, or cognitive behaviors (instructor/client) which seem to be most
lacking in the client population of a particular imstitution or agency.
"Each situation must develop as many subgoals as mnecessary to fit that
institution's philosophy and needs" (Hayball, 1975b, p. 178). For ex-
ample, if primary needs indicate that clients are lacking in employability
skills. and secondary needs indicate a lack of vocational training pro-
grams, then 1t would be conceivable that one subgoal which management
would establish would be to establish a progrsm of vocationagl training
which would increase employability cf releasees.

Once goals and subgoals are established, objectives can be developed.

‘Mager (1962) defines an objective as an intent communicated by a state-

ment of ghat the person 18 to be like when he or she has succegsfully
completed a learning experience. Hinders (1975) identifies three kinds
of objectives: wmanagement, instructor, and client.

The objective which is the measurable outcome expected to be accom-
plished by management frequently is called the performance or management
objective, and {8 the objective to which reference is made in the con-
cept ''management by objectives.' The performance or management objec-
tive specifies, in measurable terms, the nature of the program which
management will initiate and maintain as well as the expected outcome
from the program in terms of the total client population in a given set-
ting. For example, a performance objective might be to conduct a pre-
release program to prepare 207 of the population per year, in a particu-
lar correctional setting, with job entry skills so that 8 out of 10 re-
leasees will be employed ‘;ithiw 30 days of relecase and maintain employ~-
ment. for 10 consecutive months. With this objective in hand, a warden
or superintendent would be able to go to the legislature or report to the
governing board with tangible evidence of success or lack of success.
Given a population of 800, it would be anticipated that 160 would be re-
leased in the year, and that this 160 would be enrclled in the pre-re-
lease program. Of the 160 enrollees, it would be intended that 128 would
be employed within a month of release and would remain gainfully employed
for 10 months, The burden of proof rests on the manager to produce the
evidence that the program achieved the objectives, or to offer an explana-
tion for failure to achieve the objective,

The instructor amnd client objectives, usually identified as behav-
ioral objectives, describe the intended outcomes with reference either
to a group of individuzls in & particular course of study or to a single
client. An example of a behavioral objective, as defined by a teacher,
counselor, or learning manager, would be:

Given a unit of instruction on the relation of occupations to
leisure time activity, the learner will be able to list five
occupations and tell the amount and kind of leisure activity
which could be pursued for each of tue occupations, in 10
minutes, with 1007 accuracy as determined by instructor rating.

A behavioral objective describes what the person orx persons will be
doing, feeling, or thinking, and specifies the terminal behavior to be
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observed after completion of the learning experience. BRehavioral objec-
tives are collections of words describing specific, pertinent, -attain-
able, measurable, and observable behaviors expected to result after un-
dergoing planned learning experiences (Ryan, 1969). Bchavioral objec-
tives must: (a) identify and name desired behavicer, "(b) describe the
conditions under which the behavior will take place, (c¢) specify limita-
tions or constraints, and (d) specify acceptable levels of performance.
Behavioral objectives cannot be written in abstract terms using
words with several meaunings. Mager (1962) cautions that: "There ave
many loaded words, words open to a wide range of interpretation” (p. 11).
Such words as “know," “understand," “appreciate,™ and "belicve" are open
to many interpretations and are not explicit enough to be useful as be-
havioral objectives, although they are fine for subgoals. Behavioral
objectives must describe precisely what an individual or group cof indi-
viduals will be doing when demonstrating "understanding" or“appreciating."

In developing objectives, it is necessary to consider the needs of
specific groups of individuals as well as the context within which the ob-
jectives will be achieved. This takes into account the institutional
and community context, including situational constraints, availability
of resources, and the feasibility of providing appropriate experiences.

An objective has no inherent meaning; it derives its meaning
from the specific situation, the target population, and the
outcome and process defined within a real life educational
program. (Cunha, Laramore, Lowrey, Mitchell, Smith, & Woaslley,
1972, p. 15)

And, since objectives provide the basis for establishing accountabil-
ity, they must be written in terms which can be evaluated. Mager (1968)
states that: 'We cannot only aim for an objective and act to achieve it,
but we can evaluate our success in achieving the objective" (p. 15). QOb-
jectives, whether management, instructor, or client, must be cvaluated.

Realizing the futility evolving from a possible hodgepodge of
ill-prepared performance objectives, Ryan in 1970, developed a
simple, clear, and conci-e test that provides the quality con=-
trol so necessary. The SPAMO test is derived from five words:
Specific, Pertinent, Attainable, Measurable, and QObservable,
(Hayball, 1975b, p. 179)

The Ryan SPAMO test requires that objectives.be evaluated against
five criteria, and rewritten until each criterion is satisfied, as follows:

1. Specificity of objectives. Behavioral objectives should be stated
with as much specificity as needed for the decision-making at hand. Ob-
jectives that are vague and ambiguous can only result in meaningless and
ambiguous plans to impledent the objectives. Goals can be presented as
an abstraction, but objectives must be described by the operations that
define them., Two tests of specificity can be made: (a) degree of con-
creteness of meaning, and (b) degree of agreement among observers of
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‘meaning. The relative position on a contimeum of abstraction, the de-

gree of operationalism, and the extent of agreement. among observers de-
termine specificity. Objectives must be sharply focused. It is pre-
sumed that after participation in a program, the clients will {a) know
more than they knew before, (b) understand something they did not under-
stand before, (c) have skills at a higher level of proficiency than be-
fore, and (d) feel differently about things then they d'd before. Vneth-
er the knowxedge, gkills, and attitudes relate to music appieciation,
mathematics, or a vocational trade, matters not, except that specific
behaviors must be evident to indicate the amount and nature of knowledge,
skills, and feelings manifested by the individual or grcap of clients,

2. Pertinence of objectivpa. Pertinmence refers to relevancy. It *

is conceivable that an objective wight satisfy the criterion of speci-

city, and still be completely unrelated to the situation and/or foreign
to the client needs. [t does little, if any good to- have carefully con-
ceived and precisely astated objectives which do not support subgoals and
uvpon which it is not posgsible to gain consensus concerning The value or

-worth of the objective. The test of pertjnence means seeing that each

objective--management, individual, or cliemt--is, in fact, in terms of
the situational context and the needs of the clients.

3. Attainability of objectives. An objective must be within the
realm of possibility for attainment. This is a test of practicality.
The objectives must be so defined that one could realistically expect
the desired behaviors to be demonstrated within the time limits and un-
der the conditions set forth. This means taking into account the resources
at hand, and any limitations and constraints. Goals can be idealistic,
but objectives must be down-to-earth and.capable.of.being achieved. There
is no justification for stating loftily defined objectives with nice rhe-
toric, but which, for all intents and purposes, probably could never be
achieved,

4. Heasurability of objectives. The test of measurability is deter-
mined by seeing if the objective describeshehavioral outcomes which can
be quantified. The concern is with the relationship between product and
purpose, outcome and objectives. The amount of precision in measurement
that is required dependg on the situation. There must be some way of
assessing the extent to which the desired behaviors have been realized
whether objectives describe outcomes that are cognitive, affective, or
psychomotor, The results of measurement provide the basis for evaluation.
It will not be possible to determine effectiveness of the adult career
education in corrections program without some indicetion of the extent
to which the objectives have been realized, Thig is provided through
measurement of the degree to which objectives have been reached. Measur-':
ability is not synonymous with paper and pencil testing. Measurability
means that some evidence can be produced to document or suggest the amount
of change in behaviors of clients. Every behavioral or performance ob-
jective must be capable of being measured. The degree of precisiocn de-
pends on the judgment of the decision-maker, the state of the art of eval-
uation, and the availability of measurement techuniques or.instruwents.
Objectives dealing with affective outcomes cannot be measured with the
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same precision that 18 possible to obtain with psychomotor or cognitive
outcomes, but they can be mezsured,

5. Observability of objectives. The anticipated outcomes must be
observable. There must be something which can be seen to indicate that
the objectives have been achieved. Observation must be capable of be-
ing made directly or behaviors must be identified which will serve as a
basis for inferring that the desired outcomes ° ve been achieved. Every

objective is capable of being directly or indirectly observed. Observa-
"bility means that something can be seen, within a report or action, from

which to document the degree to which the intended achilevement of the
desired end was realized. .

"The need for effective systems is just as great in corrections -as
it is in business or governement., An effective system cannot be accom-

plished without clearly defined objectives. The objectives must be stated -

clearly and publicized widely so that all resources in the organization
can be directed toward achievement of the desired ends. The objectives
for each correctional institution or agency must be tailored specifical-
ly to that setting and must reflect the assessed needs of the clients and
the system. Each facility and each setting is unique and aust have its
own direction. When the time for evaluation comes, the built-in proce-~
dure is at hand through measurement of the progress toward achievement

of defined objectives.

Now that the terms are defined, the important stap of relating goals
to subgoals and objectives can be accomplished. In establishing the ra-
tionale for the adult career education 1n corrections system, the rela-
tionship between two essential concepts was established. First, the mis-
sion of corrections, as part of the criminal justice system, was estab-
lished as being the protection of soclety from crime. This is accom-
plished in three ways: (&) deterrence, (b) physical separation, and (c)
rehabilitation. Second, and related to this overriding mission of cor-
rections, particularly insofar as rehabilitation or redirection of the
offender 18 concerned, is the idea of career development for the client.
A basic assumption fs that the clients of corrections, for the most part,
have suffered from faulty or inadequate career development. Career edu-
cation is seen as a way through which the clients might be afforded the
opportunity to make up for the deficiencies related to their previous
career growth, and at the same time to acquire the knowledge, skills, at-
titudes, and values needed for healthy and full career development.

To implement the concept of career development for clients, five
goals of career education in correctlions were identified through consen-
sus and across disciplines in a national work conference (Ryan, 1972),.
The five goals, representing a synthesis of the definitions generated
by five task forces at the National Work Conference on Career Education
in Corrections held in Chicago, Illinois in October 1972, constitute
givens in this generalized model and in all delivery system models of
adult career education for corrections. These five goals are universal-
ly accepted as the requirements for realizing career development of cli-
ents in any correctional setting. The five goals reflect the broad areas

D
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to be developed in order for any client to realize his or her “nll po~
tential and to become a fully functioning, socially productive ¢zrsen.
These five growth areas, representing the five goals. of adult cureer
education in corrections are: )

1. Development of decision-making capabilities

2. Development of employability skills

3, Development of civic and social responsibilities
4. Development of work attitudes and values

5. Development of gelf-fulfillment.

The relationships among goals, subgoals, and obiectives are shown
in Figure 1. .
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ESTABLISH PHILOSOPHY

STATE GE&%%AL GOALS

" STATE DEFINE DEFINE

INSTITUTIONAL—f>MANAGEMENT SUBGUALS INSTPUCTOR/CLIENT SUBGOALS
MISSION
‘vﬁ
DEFINE ' DEFINE"
PERFORMANCE OBJECTIVES——ESBEHAVIORAL OBJECTIVES
(MANAGEMENT) (INSTRUCTOR/CLIENT)

Figure 1. Relationships of goals, subgoals, objectives.

From Figure 1, it can be seen that the general goals come directly

from a broad, general statement of philosophy. When these goals are con-

sidered together with the institution or agency mission, it is possible
to derive management subgoals which (a) indicate the kinds of programs
to be developed, and (b) generally describe the nature of expected out-

comes. When the management subgoals are quantified, performance or man~-

agement objectives regult., When the management subgoals and objectives
are passed on to instructors, counselors, or other related staff, the
task is to specify behavioral objectives, either at instructor or client
level, according to whether the objective is for a group of clients or
an individual. It is not possible to develop a set of objectives which
would apply in all correctional settings. The objectives, whether man-
agement, instructor, or client, must relate to the variables within the
specific setting.
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The relationships of goals, subgoals, and ObjéctiQes at management,
instructor, and client levels is shown by the following example of the
decision-making goal:

Goal: Decision-Making - Management Level

Management Subgoal: To develop a program to improve clients® in-
dependent behavior and rational decision-making.

Performance Objective: After six months of operating the deci-
) sion-making program, 75% of the enrolled
clients will choose an occupation in which -
they can reazlistically obtain employment ’
upon release, as judged by the instructor
and counselor,

.
A

Goal: Decision-Making -~ Instructor Level v

. o .
Subgoal: To raise the decision~makipg skills of the clieats regard-
‘ ing attainable career goals. N

Behavioral QObjective: After 40 hours of instruction relating to ca-
reer choice, 15 out of 20 clients will be
able to state a realistic career goal, as
judged by the instructor and counselor.

Goal: Decision-Making - Client Level
Subgoal: To evaluate career possibilities,

Behavioral Objective: After 10 hours of instruction on evaluating
career optionsg, the client will be able to
.gelect one personally attainable career out
of a 1list of four possible careers, as judged
by the Instructor and counselor,

In the delivery system model, the function RELATE GOALS T2 SUBGOALS/
C3JECTIVES (4.1) is accomplished be defining the concepts, and ghowing
the way goals, subgoals, and objectives are related at management, in-
structor, and client levels. The next step is to actually develop the
goals, subgoals and performance objeetivze for the délzvery system,

Thie is acaamplzshed in (4.3).

DEVELQP GOALS/SUBGOALS/OBJECTIVES (4.2)

The subsystem which deals with the development of goals, subgoals,
and performance objectives for the delivery system is a necessary pre-
requisite to formulating & plan which will result in meeting the assessed
needs. To develop goals, subgoals, and performance objectives means to
state the general goals of adult career education, to convert these to
management subgoals which will reflect the mission of the particular set-
ting, and finally, to define management objectives for the system. These’
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management objectives subsequently will be used as a basis for generating
behavioral objectives ut instructor or client levels,

There 18 no subsystem more important than this one as far as de~
signing a delivery system is concerned. It is in this subsystem that
the desired and expected ocutcomes for the particular corrections setting
are specified., The whole system operation will be carried out to real~-
ize these ends.

Developing goals, subgoals, and cobjectives involves stating the
five goals of career education in corrections, developing subgoals and
performance objectives to fit the specific situation, and evaluating
the objectives by applying the SPAMO test which was explained in (4.1).
Subgoals and performance objectives are in terms of management.

In the delivery system model, the introduction to this subsystem,
DEVELOP GOALS/SUBGOALS/OBJECTIVES (4.2), is accomplished by stating brief-
ly what is to be done; that is, the definition of goals, management sub-
goals, and performance objectives, and taking note of the importance of
thig function to the operation of the delivery eystem. This will be fol-
loved by the statement of the five adult career education in corrections
goals, with implementing management subgoals and perfommmece objectives
for the delivery system in (4.2.1), (4.2.2), (4.2.3), (4.2.4), and (4.2.5).

STATE DECISION-MAKING GOAL/SUBGOALS/OBJECTIVES (4.2.1)

Devélopment of the decision-making goal, subgoals, and objectives will
be accomplished by stating the decision-making goal as defined in the Ca-

~ - peer Education in Corrections Conference, followed by the definition of

management subgoals and performunce objectives which apply in the particu-
lar setting and which will be desired outcomes from the operation of the
delivery system model. This will be done in (4.2.1.1) and (4.2.1.2).

DEVELOP DECISION-MAKING GOAL (4.2.1.1). The goal of decision-making
is the develnpment of decision-making capabilities. This refers to hav-
ing the ability to make choices and develop a sense of critical evalaa-
tion of these choices in terms of consequences.

Decision-making requires skills for identif ying options, exploring
and welghing these options in terms of consequences, and finally, selec-
ting from among the alternatives the ones that best implement the values
of the individuals and are compatible with prevailing societal mores.

Decision-making is essential if an individual is to realize healthy
career.sdevelopment. Individuals must be able to realize, understand,
and utilize the decision-makiag process in making career plans. This in-
volves becoming aware of interests, aptitudes, abilities, values, and
attitudes. It also means being able to identify a variety of occupations
in which the individual might be able to perform adequately, and to rec-
ognize ways in which each of the occupations might contribute to a feel-
ing of dignity and worth. ' :
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In the delivery system model, the funotion STATE DECISION-MAKING
GOAL (4.2.1.1) is accomplished by stating the decision-making goal. The
next step is to define the management subgoals and performance objeciives
related to this goal. This will.be done in (<.2,1.2}.

DEFINE MANAGEMENT SUBGOALS/PERFORMANCE OBJECTIVES (4.2.1.2). 1In
this subsystem, the management subgoals and implementing performance ob-
jectives which are related to decision-making. and whichk come from the
assessed needs of the clients (3.2) are defined.

The only subgoals which will be stated in the delivery system model
in this subsystem are those which come from the assessed primary needs.
If the needs do not reveal any deficiencies as far as client decision-
making i8 concerned, there will be no subgoals stated. Ou the other
hand, if there are; client needs for developing more efficient decision-
making, then management subgoals must be defined. This is done in
(4.2.1.2)., There will be as many subgoals as the system designers wish,
to establish. There may be only one, in which case (4.2.1.2) becomes
DEFINE MANAGEMENT SUBGOAL/PERFORMANCE OBJECTIVES., There wmust be at least
two performance objectives for each subgoal. Each objective is mentally
evaluated by the SPAMO test described in (4.1). However, it will be
possible, at the time the plan for achizving management objectives is
formulated, to limit the plan by indicating that only specified objec-
tives will be implemented at that time.

The relationship of the decision-making goal, management subgoals,
and management objectives is shown in Figure 2.
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DEVELOP DECISION-MAKING GOAL/SUBGOALS/OBJECTIVES
STATE DECLSION-MAKING GOAL
4.2.1,
DEFINE MANAGEMENT SUBGOALS/PERFQ¢§HANCE OBJECTIVES
2 7
DLFINE SUBGOAL 1/QBJECTIVES 1 DEFINE SUBGOAL Z/O0BJECTIVES 2 .
DEFINE SUBGCAL 1 DEFINE SUBGOAL 2 "
4,2,1,2.1.1 ) 5 4,2,1,2.2.1
A _ %7 Qo .
DEFINE/EVALUATE OBJECTIVES DEFINE/EVALUATE OBJECTIVE
a
IDEFINE/EVALUATE IDEFINE/EVALUATE
OBJECTIVE 1a OBJECTIVE 2a
4 4.2.1.2.1.2.1 4.2.1.2,2,2.1
DEFINE/EVALUATE DEFLINE/EVALUATE
OBJECTIVE 1b OBJECTIVE 2b
4.2.1.2.1.2.2 4.2.1.2.2.2.2
4.2.1.2.1.2] 4.2.1.2,2.2
4.2.1.2.1 4.2.1.2.2
4,2,1.2
. ) 4.2.1

Figure 2, Relationship of decision-making goal, subgoals, objectives,

In the delivery system, the function DEFINE MANAGEMENT SUBGOALS/PER-
FORMANCE OBJECTIVES (4.2.1.2) 18 accomplished by stating the subgoal(s)
and accompanying performnce objectives, The next etep 18 to develop the
employability ekills goal, subgoals, and objectives. This is done in (4.2.2).

DEVELOP EMPLOYABILITY-SKILLS GOAL/SUBGOALS/OBJECTIVES (4.2.2)

This step is accomplished by stating the goal of employabil ity ekills
(4.2.2.1) as defined by the Career Education in Corrections Conference, and
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then defining the implementing management subgans and performance ob-
Jectives (4.2.2.2) which are appropriate in terms of assessed needs.

STATE  EMPLOYABILITY-SKILLS GOAL (4.2.2.1). The goal of employ-
ability skills {8 the development of skills required' for gaining and
maintaining gainful employment. This involves securing and maintaining
a job.

The vital need fov social skills to supplement vocatfonal skills in,
order to be employable has been pointed out by Kere (1975), Commissioner
of Corrections for the state of Delaware, and foriwr Commissioner in -
Minnesota:

Whenever any of us goes to work he must have these two kinds of
skills. He needs the basic, identified skill fot¥ accomplishing
the job, and that is the more usual and obvious focus of voca-
tional training. The other, the social skill, is equally essen-
tial but is so taken for granted that we seldom even think of
it. It includes such homely details as the ability to set an
~larm clock and get up in the morning, even Monday morning.

(p. 223)

An employee must arvive at work on time and Iin appropriate dress. The
employee must take only a reasonable amount of time for coffee and lunch,
and must come reasonably close to giving the employer a full day's work.

Equally important are the motor and manipulative skills reguired
for various occcupations. Employability skills refer to the capability
for funectioning as a producer of goods and services in a manner satisfy-
ing to self and within the legal framework of society. The development
of employability skills should be done within the framework of the emerg-
ing occupations. It is particularly important to develop skills which
will fit the findividual for ewmployment in a cluster of occupations, rather
than preparing him or her for a specific job which may or may not be
there upon release. R
In the delivery system model, the funetion STATE  EMPLOYABILITY-
SKILLS GOAL (4.2.2.1) s accomplished by stating the definition of employ-
ability-skills. The wext step is to define the management subgoals and
perjormance objectives related to the employability-skills goal. This
will be done in (4.2.2.2).

DEFINE MANASEMENT SUBGQALS/PERFORMANCE OBJECTIVES (4.2.2.2). In this
subsystem, for any assessed needs related to the employability skills goal,
define management subgoal(s) and implementing objectives., The same format
should be used as was followed in defining management subgoale and per-
formance objeotives for deczsion—maxing subgoale and objectives, The
next step ie to develop the civie and social responsibility gan sub-
goals, and objectives. This will be done in (4,2.3).
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DEVELOP CIVIC-SOCIAL~RESPONSIBILITY GOAL/SUBGOALS/OBJECTIVES (4.2.3)

In this step it is necessary to state the goal of eivie and social

'responszbzlzty (4.2.3.1), as defined by the Conference on Career Education

in Corvections. This is followed by defining management subgoals and
performance objectives to implement the goal (4.2,3.2).

STATE CIVIC-SOCIAL-RESPONSIBILITY GOAL (4.2.3.1). The goal of
civic and social résponsibility means having the capabilities for inter-
acting in successful and respounsible ways with others in hone, work, ar’
comnunity settings. This means showing responsibility to family and so-
ciety.

Keve (1975) stressed the importance of civic and social responsibil-
ity on the job, pointing out that the employee must be able to get alcng
with fellow employees and the boss, as well as being able to accept super-
vision on the job without taking criticism as a personal affront. The
social skill that 18 so essential to pursuit of a work career is the capa-
city to trust other people and to believe that even one's own boss- means
well. Developing civic responsibilit, means being aware of relationships
and participating in neighborhood and local community issues, being aware
of political issues at local, county, state, and national levels, and
respecting the rights and property of others. To implement civic respon-
sibilities it is important to be aware of rules and regulations which
govern employment under different conditions and in a variety of situa-
tions., It is important to know the expectations of labor, industry, and
business.

Lothridge (1975) points out: '‘Having the ability to deal with per-
sonal and social problems is necessary if a person is to live a produc-
tive 1ife" (p. 168). Hayball (1975a) has placed the development of un-
derstanding and the ability to cope with situations and relate to other
human beings in terms of the realities and expectations and standards of
society as a vitally important outcome for adult career education, and
essential to career development.

In the delivery system model, the juwnction STATE  CIVIC-SOCIAL RE- .
SPONSIBILITY GOAL (4.2.3.1) is accomplzshed by statzng the definition Jf
the civic-soeial responsibility goal. The next step is to define the man-
agement eubgoals and performance obgecttvea related to this goal. This
will be done in (4.2.3.2).

DEFINE MANAGEMENT SUBGOALS/PERFORMANCE OBJECTIVES (4.2.3.2). In thLB
aubsystem, for any asseased needs related to the goal of eivie-social re-
spongibility, define management subgoal(s} and implementing objectives.
lUse the same format as was followed in defining management subgoals and
performance objectives for decision-making subgoale and objectives., The
next step 18 to develop the work-attitudes/values goal, subgoals and ob-
Jectives., This will be done in (4.2.4).

-,
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DEVELOP WORK-ATTITUDES GOAL/SUBGOALS/OBJECTIVES (4.2.4)

In this step it i8 neceesary to state the goal of work attitudes
and values (4.2.4.1), as defined by the Conference on Carecer Education
in Corrections. This ig¢ followed by defining management subgoals and
performance objectives to implement the goal (4.2.4.2). .

STATE WORK~-ATTITUDES/VALUES GOAL. (4.2.4.1). The goal of work-
attitudes/values refers to becoming familiar with the values of » work~
oriented society, integrating these valuss into one's life in such a way
that work becomes pcssible, meaningful, and satisfying to each individu- -
al (Hoyt, Evans, Mackin, & Mangum, 1974).

1t is not possible to interest an individual in ogcupational explor-
ing, training, seeking, and keeping a j4b if the individual's attitudes
and values reflect the feeling that work is of little worth and of 1lit-
tle or no importance to the individual's success or self-identity. The
actual task of work may not be veinforcing in itself, but a taslk well
done can be, and can contribute to self-worth. It is important for in-
dividuals to learn there is 5 wide range in the degree and kinds of sa-
tisfaction that can come from work, as well as understanding that a ca-
reer with social sanctions can lead to personal fulfillment. Tn this
connection, the admonition of Sessiong (1975) is tili.ony: "If there is
dignity in labor, it usually is not a natural state of affairs but rather
the result of union effort through which workers have brought a measure

of dignity to their jobs" (p. 297). i

In the delivery system model, this fiumction, STATE  WORK-ATTITUDES/
VALUES GOAL (4.2.4.1) is accomplished by stating the definition of the
work attitudes/values goal. The next step is to define tiie management
subgoals and performance objectives related to this goal. This will be
done in (4.2.4.2)

DEFINE MAN/. T SUBGOALS/PERFORMANCE OBJECTIVES (4.2.4.2). In this
subsystom in the .very system model, for any assessed needs related to
the goal of wor’ stitudes and values of clients in the correctional set-
ting, define ma. igement subgoal(s) and implememting objectives. Use the
same format as was followed in defining management suhgoals and performance
objectives for the decision-making goal. The next step is to develop the
self-fulfillment goal, subgoals, and objectives. This will be done in (4.2.5)

DEVELOP SELF-FULFILIMENT GOAL/SUBGOALS/OBJECTIVES (4.2.5)

The last step in developing the system goals, subgoals, and objed¥ives
for the delivery system is to state the goal of self-fulfillment as it was
defined by the Career Education in Corrections Conference. Thig is done in
(4.2.5.1), and the goal definition is followed by defining management sub-
goals and performance objectives related to self-fulfillment in (4.2.5.2).
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STATE SELF-FULFILLMENT GOAL (4.2.5.1). The goal of self-fulfill-
ment refers to the development of feelings and overt behaviors which re-
flect a positive self-image, and the acquisition of knowledge, skills,
and attitudes.which make it possible for the individual to realize his
or her full potential.

Grenier (1975) points out that offenders '"need tc have a positive
self-concept and a sense of personal worth in order to function as a &~
cial human being'" (p. 42). The development of a totsi person, one cap-

_ able of being fully functioning, i8 the essence ¢f self-fulfillment.
Sessilons (1975) points out that it is sceing jobs not as an end in them-
selves, but as a means to a self-fulfilling liie that is important.

Every individual has a potential for fuifillment, The extent to
which the fulfillment of the self is realized depends on the degree to
which the individual recognizes his or her potential capabilities, and
in turn, the degree to which these capabilities are developed to the ;
fullest. Self-fulfillment can only come when the individual has acquiced
the basic skills which make it possible for him or her to function in
personaliy satisfying and sncially productive ways. Without these kinds
of expertences, 1t is difficult, {f not impossible, to develop the kind
of positive self-image which is basic to self-fulfillment. The individual
must become tho person he or she is capable of being before self-fulfill-
ment is possible.

In the délzvery system model, this function, STATE SELF-FULFILLMENT O
GOAL (4.2.5.1), 18 accomplished by atating the definition of the self-ful- o
fillment goal. The next step is to define the management subgoals and

performance objectives related to this goal. Thig will be done in (4.2.5.2),

DEFINE MANAGEMENT SUBGOALS/PERFORMANCE OBJZCTIVES (4.2.5.2). In this
subsystem in the delivery system model, fbr the assessed needs related to
the goal of self-fulfillment for clzents in the correctional setting, de- .
fine management subgoalls) and implementing performu.nce objectives. Use s
the same format as was followed in defining management subgoals and per- g

4
:
3

formance objectives for the decision-making goal. o E
E:
Conclusion . } 3

The development of goals, management subgoals, and performance ob-
jectives, as described in Figure 2, 'is likened to the branching of a
tree. All of the branches or subgoals start out oviginally from the
same trunk of the tree-~the goal. All of the leaves (performance objec-
tives) are fastened to branches (subgocals) which lead back to a single
tree trunk (goal), Using this analogy, it can be assumed that there are
five trees, one for each major goal of adult career education in correc- ]
tions. Each tree has a trunk; that is, the goal as defined by the Career 2
Education in Corvections Conference. However, the branches snd leaves '
on the tree will depend on the situation in the particular setting in
which the delivery system will operate.
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_In the narrative for the delivery system model, as well as in the
flowchart, the function of developing goals, subgoals, and objectives

"(4.2) is accomplished by stating each of the five major goals, and then

for each goal efther indicacving that the goal is currently being met at
the desired level, or, 1f not, defining management subgoals and imple-
menting performance objectives reflecting assessed needs, For each ob-
Jective, the mental SPAMO test should be applied.

The management subgoals and objectives will give direction to the
next step in the delivery system model, the formulation of a plan, since
the plan will be devised with the idea in mind of realizing the subgoals
and accomplishing the performance objectives. The management subgoals
and the performance objectives are also fed forward to be used in defin-
ing behavioral objectives at instructor and client levels (6.2.2.1.2).
The perfermance objectives are fed forward to (7.1) to be used as the
criteria against which performance will be measured in determiuing sys-

tem effectiveness, . @ . v

In this chapter the relationship§ betwaen goals, subgoals, and ob-'
jectives vere described, and the difference between management, instruc-
tor, and client subgoals and objectives was pointed out., The five broad
goals of adult career education in corrections were stated, as defined
by consensus at the National Conference of Career Education in Correc-
tions in 1972, The way in which the goals are couverted ianfo wmanagement
subgoals and objectives was described, and the relationships of this im-
portant function to the other functions in the delivery system were
pointed out. The next step will be to formulate a plan for accomplishing
the management subgoals and performance objectives which were defined in
(4.2). ‘
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CHAPTER V

FORMULATE ADULT CAREER

EDUCATION PLAN (5.0)

Introduction

The identification of alternative solutions to solve a problem
or reach an objective is often given too little consideration,
Obviously, the more carefully the alternatives or options are
chosen, the greater the likellhood for the achievement of de-
sired results. The results can never be better than the best
options. Ward Sybouts

The adult career education plan is a management plan. The manage-
ment subgoals and performance objectives which were defined in (4.2) must
be achieved, and there needs to be some systematic way to achieve these
desired outcomes. The. description of what will be done and where the
activity will take place to accomplish the expecred results comstitutes
the management plan for adult career education in a correctional setting.
A plan consists of an operational description of goals to be accomplished,
specifications within which o_erations will be carried out to accomplish
the predetermined goals, and the description of operations to be imple-
mented to achieve the goals.

The management plan for adult career education in correctjons must
be developed within the conceptual framework established in (1.0), and
take into account the real-life specifications within which operations
will be carried out accerdin; to the data analysie reported in (2.2).

The management plan must be conmstituted in guch a way that it can rea-
sonably be expected that the primary needs identified in (3.1) will be
wmet, and management subgoals and performance objectives defined in (4.2),
will be achieved. The secondary needs which were identified in (3.2) /
should be used to give an {dea of areas in which changes might bc made }
in order to provide a delivery system most likely to produce optimum re-

sults,

The importance of the management plan is widely recognized. Sybouts
(1973) observed that in planning and decision-making the cultural setting
must be considered so that this important activity does not take place in
a vacuum, Further, Ryan (1973a) believes the crux of systems technology
lies in the design of plans.

In the function, FORMULATE ADULT CAREER EDUCATION PLAN .(5.0), man-
agement decisions are wade and at the same timec a foundation is
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established for subsequent decision-making. Management decisions must
be made constantly. Sybouts (1973) obscrves that administrators, regard-
legs of their career in either the private -or public sector of our eco-
nomy, face the often awesome responsibility of making decisions. Keve
(1973) pointed out that the management decisions made in a correctional
setting determine the direction for priorities given to the different
eélements in the system, Decision-making which optimizes results for

the delivery system of adult career education in a particular correc-
tional sgetting is of paramount importance, not only to the managers of
the gsystems, but also to society--the ultimate bereficiary of effective-
ly operating corrections systems.

-

In order to insure that the plan, in fact, is a plan for delivering
adult career education, there are a number of basic elements which should
be incorporated. In the broadest sense, the plan formulated to deliwer
adult career education in a corrections sétging should provide for:

an integration of learning and doing which merges the®learwing ...
environments of the gchool, community, and work place into a
challenging .and productive whole. These learning emnvironments
refer to the correctional school, correctional community and
correctional work plaece as well as to the schoolg, community
and work place outside the correctional setting. . . . Career
education should be a comprehensive educational program that
not only provides, job information and occupational skille de-
velopment, but also aids the learner in developing attitudes
about the personal, philosophical, social, and economic sig-
nificance of work. (Nielsen, 1975, p. 346)

In formulating a plan for the delivery of adult career education in
any correctiowal getting, the first step is to consider what will be de-
livered, where the delivery will take place, how it will be done, and
who will be involved, There are certain minimum requirements relating
to the what, where, how, and who of adult career education regardleis
of what kind of correctional inst{itution, agency, or setting for which
the system design is being formulated. These are the requirements which
must be met to insure that the plan, in fact, is an adult career educa-
tion plan--not just any old correctional program or educational system.

The first consideration is what must be incorporated into the plan.
The ultimate purpose, of course, is to turn out clients who are capable
of making decisions effectively, have employability skills, have posifive

. work attitudes and values, can implement civic and social responsibilities,

and have realized self-fulfillment. For these goals to be realized, cer-
tain basic elements wmust be included in adult career education which is
delivered ﬁo}the clients.

Nielﬁén {1975) describes adult carcver education in correctional set-
tings as a comprehensive educational program focused on career develop-

~ment which begins at the time of incarceration and continues throughout

an inmate's stay,%n an institution or until parole termination. Carcer
education should &llow adults to learn about the world of work, explore

I4
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occupations, find their place in the world of work, prepare for and find
employment, and acquire skills for upgrading.

Career development involves” five stages: career awareness, career
exploration, career preparation, placement, and followup. Each of these
phases 1s repeated several times during a person's lifetime. Evans (1975)
polnts out that most clients of corrections have had limited if any ex-
perience wirh rareer awareness or career exploration, and very little
opportunity for participating in programs designed to provide skill train-
ing or preparation. However, despite this situation the pervasive ten-
dency in corrections has been to “throw them a& soon &8 pogsible into a
form of vocational trajuning which is limited .to career preparation"
(Evans, 1975, p. 303). The tendency has been to neglect career aware-
ness and career exploration. s

For adults, the best way of approaching this problem is quick

cyeling back and forth through all three phases. This uses

the short time available for'career education of most offend-

ers to the best advantage. (Evans, 1975, p. 303)

Nielsen (1975) points out that in a correctional setting there will
be individuals who have a very limited awareness of careers, and there
will be those who have tremendous breadth and depth in career development.
This means the career education curriculum must be multi-faceted and in-
clude career awareness experiences, continued exploration or new explora-
tion of career options, preparetion for enrollment in continuing educa-
tion, and preparation for immediate entrance into zmployment upon release
from the institution or corrections agency.

* The adult career education component which is concerned with aware-
ness must be such that the clients have an opportunity to develop self-
awareness and self- -understanding, as well as appreciating individual
differences, Awareness of the range of careers should be developed with
an emphasis on non-traditional careers and future careers,

In addition, there must be provision for hands-on experiences, either
directly or vicariously, so the clients have a chance to explore a vari-
ety of career options. The idea of simply assigning a client to work
in the broom or twine factory because workers are needed to keep these
industries going does little as far as offering a chance to explore™ T
try outdifferent career options is concerned.

The adult career education system musf also include preparation of
the clients for self-satisfying and productive roles in the free society,.
This means that consideratiem.must be given to the job opportunities and
demands in the free world. Kapelus (1975), spesking from the point of
view of an ex-offender, <autions:

It does little or no good to train an offender in a trade which
will be of no-use in achieving a standard of living which is at
least equal to that which was maintained by illicit means. It
18 not enough to say that "crime does not pay." Ti¢ must be
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shown that honesty does pay better. What greater disillusion-
ment could be created than to train an immate to use an obsgo-
lete machine or in a trade which cannot be used? What is the
use of training draftsmen when ex-aerospace engineers and
draftsmen are walking the streeta? Or to train inmates as
typegetters or printers when the union halls-are filled with
printers "on the bench?" (p. 118)

k| The need for providing training which is oriented to the economy

in the free world is vitally important in implementing an adult career
education program for clients of corrections. Workable skill develop-
ment programs "must be keyed to available positions and skills which

are in high demand, otherwise the ex-offender will be cnmpeting with a
bighly competitive labor pool which does not have the stigma of a ‘ve-
cord' ' (Kapelus, 1975, p. 118). The need for a viable skill develop-
ment program as a prerequisite to job placement or placement in train- .
ing programs in the free world has also been pointed up in the remarks

of an ex-offender:

i e
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I found that one of the biggest problems at the institution was I
obsolete training equipment. The ladies were trained on machin-
ery that is no longer being used in the free world. Consequent-
ly, the training really isn't doing them any good in terms of
getting and holding a job when they get out. One good example
is found in.the garment factory, where clothing is made for

3 different institutions. Prisoners uwake uniforms for hospitals,
3 such as those used by the Veterans Administration, for example.
The ladies are being trainedon machinery, sewing machines,

very different from those used by piivate manufacturers. What
good is the training going to do them? They need updated ma-
chinery. (Drye, 1975, p. 133)
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< ’ The vocational training program and the related academic. and social -
‘ E adjustment prograums are important in efforts to redirect or rehabilirtate

3 clients of corrections. Evans (1975) emphasizes the importance of pro-

E viding programs which are built around preparation for real jobs outside
e the institution. Ryan (1973b) states, "Forcing a client to enroll in &

3 ot training program which is completely unrelated to his carveer plans does

‘ nat qualify as career education" (p. 3). It is important that career
education not be confused with '"production for the short term benefit

9 of the institution or state, with no benefit for the inmate" (Evans,

S 1975, p. 303).

7 One way to protect against training for obsolete jobs is to use the
cluster approach. This refers to the grouping of occupatione requiring

similar knowledges and skills. There are 15 clusters or families which

have been identified by the U.S, Office of Education. The clusters are

based on an analysils of all occupations listed in the Dictionary of Oc-

cupational Titles and sre as follows:

Tk B e
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Agri-business and natural resources
Business and office
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Commd;ications and media

Consumer - and homemaking education

Construction

Environmantal coutrol

Fine arts and humanities

Health

Hospitality and recreation

Manufacturing . R
Marine science

Marketing and distribution
Personal services

Public services
Transportation

Nislsen (1975} recommends this approach -to Eareer preparation of in~

dividuals to insure that the individual has deveioped the .-skills, know-

ledge, and attitudes required for job entry into a broad spectrum of oc-
cupations. The basic premise is that the individual will develo® job -

eatry capabilities for a number of related occypations rather’ than in-
depth preparation for a single sccupation.

The cluster/family approach to organizing content and instruction

_differs from conventionsl approaches in terms of scope and depth. The
typlce” vocational ecducation program is designed to prepare an individ-

ual extensively for spgcific occupations such as carpentry, masonry, or
plumbing. The cluster concept as it has emerged in career education
will provide for awvareness, exploration, and specialization learning op-
portunities that culminate in the development of job entry competencies
for more than one occupation found within an occupational cluster or
family. A cluster approach will not produce highly skilled craftsmen,
but will develop job entry competencies for a number of related occupa~
tions,

Placement, the fourth stage of career development, must be an inte-
gral component of adult career education in corrections. It is, pgerhaps,
the single most important element in adult career education in correc-
tions, It must be systematically planned and staffed with competent per-
sonnel in order for the program to be effective. Kapelus (1975) points
out:

A placement officer must be a salesman,and & good salesman must
believe in the product which he 1s selling. A placement officer
who would not hire an ex-offender cannot do an effective job in
convincing an employer to do so. . . . It is-a job for a pro--
fesgional; trained in personnel problems, screening, and apti-
tudes, and able to speak to the professional hiring officer on
the same level. Placement is a full time job, . . . (p. 121)

Job placement should be provided by career spocialists, working in co-
operation with industry, labor, govermnent, and private job placement
agencies.
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Such careexr speclalists would also have the function of attempt-
ing to develop "quality jobs" for outgoing offenders and would
,Jielp to provide continuing occupational counseling during work
release and post-release periods. (Kapelus, 1975, p. 127)

Satisfying and productive employment of releasees into the community,
thereby precluding the need for destructive and costly criminal behaviors,
is the ultimate mission of the adult career education program. The secur-
ing of jobs for released clients of corrections must involve the communi-
ty. Sessions (1975) and Hinders (1975) point out the importance of in-
volving the community before the clients are released. Placement must be
planned in such a way that the-function is implemented continuocusly. All
clients who are under corrections' jurisdiction, while in an institution
or community setting, must be helped to move into training and work situ-
ations. The placement function is particularly important for released
offenders. This need is peinted out by an ex-offender:

We all need at least two things when we get ready to leave
a prison. We need money to keep going until we get a job, and,
of course, we need that job.

Those who have worked in prison industry, who have been
there over a period of years, and have some money are among the
few "lucky'" ones. . . . But, on the other hand, there are
others in Grade-4 jobs who are receiving 19¢ to 21¢ an hour.
They have to use their pay to help them meet their personal
needs while in prison, They can't save anything and they will
not have any money to carry them. On release, the institu-
tion does not give everyone money. . . .

Most of the women who return to prison say they just
couldn't wake it. . . . How can we expect them to come out
with no money, no job and not get {wto trouble again? (Drye,
1975, 'pp. 136-137) '

Work-release is a form of placement and an essentlial part of the
adult career education program Hinders (1975) states:

The Work Release program of the South Dakota State Peniten-
tiary is geared to finding employment in the community for an
inmate during the last few months of his sentence, This as-
sists the breakdown of the re-entry shock, provides the re-
leasee with additional money, and offers a job upon leaving
the fnstitution. (p. 387)

L

Hindars (1975) goes on to describe a program offered at the South Dakota
State Penitentiary, patterned after the job therapy program of Washington
State, wh<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>