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EXECUTIVE SUMMARY 

After 15 months as a Geol~gia law, the Earned Time System is implemented 

to a greater or lesser degree 'in every state and county insitution. The time 

has now arrived to assess that implementation and to consider methods of 

improvi ng it. .. ' 
The success of any new program lies primarily with the motivation 

projected by upper management. And so vJith Earned Time: where manager's have 

supported staff efforts and encouraged innovations, the System has been most 

thoroughly implemented, ~Jhere staff perceived that support to be lacking, 

one or many of the processes have been ignored or eliminated. These 

varying attitudes were most clearly operationa1ized at a smaller state 

institution in the Southwest District and a county camp in the Northern 

District. At the former' facility, counselors were faced with caseloads of 

190 each yet, encouraged by upper management, developed Performance Plans 

in a thorough if not timely manner. At the county camp, with similar 

case10ads but no managerial support, Plans were completed sporadically and 

Quarterlies and performance reports, not at all. 

Generally, institutions built upon previous successes. Thus, the 

Youthful Offender institutions, diagnostic center, and a count~ camp--all 

of which had a formal case management system before ETS--simply altered their 

documentation requirements as needed to comply with Earned Time procedural 

requirements. Institutions such as the state's largest for young offenders 

that already had a functioning performance-based privilege system have a 

similarly successful one under ETS. In addition, new institutions whose 

staff did not have to unlearn established procedures have been successful 

in introducing new techniques to deal with old problems. (e.g., Case r~anagers 

carry notebooks for later transcription into inmate files, to reduce time 
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spent in numerous trips to the records room.) 

Not all processes have be~n equally as well implemented at all 

in::.titutions. The county camp \~ith the exernp'lary case management system, 
I 

for example, has no performance rating process. The young offender 

institution with the mode" privilege system is hampered in its efforts 

toward timely Plan completion by the requirement for an FBI Transcript 

before classifying an inmate accor-d'ing to Earned Time System procedures. 

Overall, more training of a more specific nature seems to be needed, 

particularly in the areas of need assessment and Plan development. 

The Earned Time System, like the individual institutions, must build 

on identif'ied successes. PortiOl',s of the, System that are functioning at 

one institution may serve as a model for others. Certain processes need 

to be reassessed to determinE: thc.rir viability after 15 months' experience; 

one of these may \'Iell be the habituality distinction. Timeline problems 

nep.d to be addt'essed, per'haps by altet~ing the prucadural deadline of 60 

days for Plan development. 

More support more consistently is most definitely needed from upper 
I 

management, possibly structured as a formal staff incenti~e program. And 

finally, an ongoin~J monitoring and evaluative effort is necessaty to ptovide 

periodic assessmeLt:; of the Earned Time System as well as supportive data . 
for' furthel~ reti nements . 

Is the Earned Time System working? No simple answer \Jill do: 

sl'r:cessful chmmnts coexist \,/ith unsuccessful ones qt 'every insti Lution. The 

best thn~ can be said, perhaps, is that change comes slowly, b~t we have 

at least mad..! a beginr:1i':g. 
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1.0 INTRODUCTION 

In his public position paper Dr. Allen Ault [19.75]? then Commissioner' of 

Georgia's Department'of Corrections/Offender Rehabilitation (DCOR), identified 

three major problems of the Georgia correctional system: 

(1) 
(2) 

(3) 

overcrowding; 
a negative subjective philosophy of 
corrections; and 
a lack of defined criteria for release on parole. 

At the time, Georgia's institutions housed more than 11,000 inmates in 

facilities designed to hol~ 4,200. The situation is not much better 'today. The 
. 

effects of overcrowding are varied: some are manifest; others, implied. 

Perhaps the most obvious is the simple inability of Georgia's Department of 

Offender Rehabilitation (DOR) to provide sufficient housing and food services 

for so large a volume of people. In addition, as the volume increases, the 

capability to provide both security and meaningful programs diminishes. 

II Simultaneously, as living space per person decreases, the psychological 
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pressures on the individual increase. 

The second problem compounds the first: a negative, subjective philosophy 

of corrections which contributes to an already cY'itica1 situation--the 

"good time" system. Under the tenets of this system an inmate is "given" 'a 

block of time at the beginning of his prison sentence, thereby allowing for 

his early release. Each time he exhibits a negative behavior or incurs a 

disciplinary infraction, some of his good time is taken away. However, if he 

is "good", he can have it restored. The system is negative and inconsistent 

for both inmate and correctional staff. The inmate is continually losing and 

regaining prison time based upon observance of some nebulous, unspecified 

.. -



body of performance criteria. The correctional staff, on the other hand" 

develops an unrealistic feeling of power from their policing activities: 

unl"ea1'lstic, because they are al101'Jed no meaningful -input into the system 

concerning the inmate's re10tse or non-release. 

This subjectivity, in turn, leads to the problem of unspecified criteria 
( 

for release on parole. Thus~ the inmate never really knows precisely what 

he must do to gajn early release from prison on parole. 

On July 1, 1976 the Georgia legislature enacted the Earned Time Law in 

an attempt to address these problems. This paper presrnts the results of the 

first-year evaluati In of the Earned Time System, placing primary emphasis , 

upon tho degree of implementation Qf various documentation processes. Although 

it is too early to assess system impact thoroughly, the evaluation does present 

some prel iminal~y data and suggests a direction for futLII"e data accumulation. 

Since the Earned Time System had no1; yet been introduced into community-based 

facilities during the data accumulation period of this report, the evaluation 

focuses on staie and county correctional institut-ions. 

It is important to note that, since the Earned Time System impinges upon 

so many elements of an inmate's institutional life, an evaluati.on of the 

System is tantamount to a review of the rehabilitation mode" as 'it presently 

exists in Georgia's correctional facilities. As such, this report suggests 

no easy answers. Rather; it presents certain quantifiable data accumulated 

over a six-mollth period and with that data, an interpretation based upon 

six adctitional months I observation of the Earned Time .System and -its 

implementation. 

Since this evalUBclon is rather detailed, a narrative outline may help 

the reader to decide which Sections are most salient for his purposes. 

if., .. ; • . ' 1; 
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Sectton 2,0 is a review of current literature as it pertains to the 

operant learning principles upon which the tarned Ti,me System is based. 

Discussion cellters around several recurring issues in the continuing 

dialogue about behavior change. 

Section 3,0 provides an historical perspective of Departmental programs 

that set the stage for ETS. 

Section 4.0 outlines the major evaluatio~ criteria in terms of system 

processes. 

Section 5.0 presents a detailed account of ~ new ETS inmate and his 

activities from orientation through parole consideration. 

Section 6.0 is an overview of the ETS population as they compa'l"'e in 

number, distribution, and racial and ability groups with the general 

population. 

Section 1.0 provides the sampling technique used in selecting 
, 

institutional files, privilege slips and Parole Board files for this evaluation. 

Sections 8.0 through 10.0 present a detailed assessment of the case 

_ management process, performance rating system and privilege system. This 

assessment includes a checklist review of individual documents and some 

tentative conclusions regarding the quality of the documentation. 

Section 11.0 presents preliminary' data concerning slIch system impact 

criteria as a reduction in crowding and in institutional violence. (Although 

significant trends in population count and disciplinary report rates 

may occur with further implementation of ETS, this evaluation presents only 

the first year's data on these measures.) 

Section 12.0 compares successful program completion rates of Earned 

Time inmates with those of any cohort of first,year incarcerants
t 



Sectton 13,Q reviews the. qU6,l tt.y of Ea,rned Time System documentation 

provi'ded to the Parol e Board. 

Section 14.0 presents conclusiQns and recommendations based upon 

the data included in pervious sections and upon behavioral observations. 

The author accepts fu1·1 respons i bi 1 ity for the content of thi s 

evaluation. 
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2.0 LITERATURE REVIEW 

2.1 Limit Definitions 

The vast body of literature concerning learning principles has evolved 

over the entire course of man1s written history. Only recently, however, 

has this literature focused upon the exact methods through which people 

acquire new skills and capabilities. These studies have important implica­

tions for the field of corrections and for basic philosophies concerning 

the incarcerant. 

Each of three major concepts has at different times in various places 

served as the basis for dealing with the inmate: (1) that he is sick, or 

perhaps just deviant, and needs to be cured; (2) that he is inherently bad 

and needs ,to be punished; or (3) that he lacks certain skills that would 

enhance his adjustment to society and needs only to be taught. These 

views have come to be termed, respectively, the medical model; the punish­

ment (or, more recently, the justice) model; and the rehabilitative model. 

Close reading of various policy documents emanating from the Georgia 

Department of Offender Rehabilitation indicates Departmental alignment with 

the latter [e.g., Annual Reports; and Ault, 1975J. Since the subject of 

this evaluation, the Earned Time System, is a performance-based rehabilitative 

model, the scope of this literature review will be restricted to recent 

analyses of issues raised by contingency-based programs. 

2.2 Inmate Consent 

The first major issue to be considered in any program designed to change 

a person1s behavior is that of consent. This question is an especially 

difficult one when the client population are prison inmates [Shapiro, 1974J. 

Is lIinformed, voluntar'y consent II a viable concept when dealing with an 

-5-
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incarcerated individual? The pressures that militate against a positive 

response are numerous; for example, inmates generally believe that they 

will improve their chances for early parole by cooperating with institutional 

offi"cials' requests to parti'cipate in any program; or they may feel that 

participation wtl1 be a welcome relief from the monotony of prison life. 

Smith and Berlin [1974J consider this issue of the amount of self­

determination allowed to both a "voluntary" client, e.g., a welfare 

recipient, and to an "involuntary" client, e .. g., a prisoner. They observe 

that both classes are forced to submit to the casework process in which 

a counselor probes intrapsychic areas that may have nothing to do with the 

client's financial status or his incarcerqtion. Non-submission to this 

process carries its own punishment: in the former case, loss of welfare 

benefits; in the latter, non-eligibility for early parole. 

They also discuss Sociologist Henry Miller's contention that freedom 

of choice includes freedom to refuse treatment, provided one is willing to 

accept the consequences. (Miller extends this assertion to the situation 

of the offender--who should have the right to refuse rehabilitation and 

simply "do his time".) 

With the proliferation of behavior change programs in the crime and 

del ihquency area whi ch are pt'edi cated upon opet'ant 1 earni n9 pri nci pl es, 

the importance of client consent has been more universally recognized. 

Genera lly, these programs uti 1 i ze conti ngency consequences to teach Pt'o­

social adaptive skills to offenders. In order to safeguard the clients' 

rights such pl~ograms require voluntary, informed consent and client participa­

tion in the pl'ogY'am's J~cis'ion-lJlakil1g pl"ocess [Braukmann et~, 1975J. 

2.3 Ethical Considerat'ions 

The question of voluntary consent in these inst'itutional progr'ams may, 

-6-
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of course, be viewed ~s part of a broader consideration of the appropriateness . 

of any behavior change program within the confines of a prison. Frequently, 

the goal of these programs in penal insti.tutions has been the preservation 

of the institution':s authoritarian control. While some programs have been 

designed to provide academic and vocational skills to inmates, others have 

been directed toward making the inmates less troublesome and adjusting them 

to the needs of the institution [Brown, et ~,1975J. Thus, critical issues 

that are being increasingly discussed and incorporated into new learning 

programs are how program goals are selected and how continued adherence to 

those goals is monitored [Braukmann et~, 1975; Brown et ~, 1975; Holland, 

1975J. 

Geller and several colleagues instituted and supervised a large-scale 

. contingency management program in the Virginia correctional system [Geller 

et~, 1972J. Since the program dealt \'1ith inmates confined to segregation 

facilities and had as its primary goal lito provide a rehabilitative environ­

ment that was conducive to c~anging habitual behavioral patterns described 

as lunmanageable lll , it invited a barrage of ethico-legal criticisms. Not 

the least of these was the charge that the program aimed at the lIinstitution­

a 1 izati on ll of these inmates. 

The authors provide a detailed response to these criticisms, beginning 

with the dictum that the definition of a behavior change program should be 

precise enough to indicate, not only the use of intervention techniques, but 

also the exact conceptual system and therapeutic goals. This definitional 

system allows finer distinction between, for example, contingency management 

and aversive therapy. Geller counters the charge about the program's latent 

goal of lIinstitutionalization" by observing that a positive change in the 

inmate's behavior that was instrumental in his receiving segregation status 

-7 .. 



would permit hi.s return to the general pr'i.son popu'lation. There, tlhe 

could avail himself of ex'i'sting cort'ectional programs and other oppo.rtunit'les 

not open to segregated prtsonersll Ip.12]. 

2.4 Program Orientation 

Assumtng nm'J that one accepts thi s mOdE!; that is predi cated on a vi ew 

of the offendel~ as an individual who has failed to l(~arn. i.e. t "internalize , ' 

the values 9 norms and controls of the mainstream of American societyll 

n~atkins, 1967J; and assuming that informed, voluntary consent is conceded; 

still another major issue concerns the positive or negative orientation of 
~ 

the program. Silber [1976J review,s a number of the behavior ther'apy 

techniques used to correct antisocial behavior. The programs that he 

considers rely a'/mnst exclusive1y on negative re'inforcement, and their 

results \"ango widely from success to fa'ilure. Silber suggests that a higher 

success rate may result from the use of positive reinforcement to inc)~ease 

appropriate behavior. (These reinforcements are discussed more fully in 

Sect'ion 2.6 below.) This modality has the addit'ional advantage of not 

requiring a staff of highly trained professionals. Line staff 9 in turn 

freqL!ently expet~ience increased morale as they assume ,this nau helping role. 

2.5 Line Staff Participation 

The potential of line staff as change agents has added an important 

new dim2nsion to the concept of behavior change. Hatkins ['f967] discusses 

a modal that inco)"porates the correctionnl officer uS a "behavior shaper" 

t\lho l~elates to the inmate in a non ... treatment setting. I-Ie believes that 

front 'line staff 9 because of the frequency of their interaction w'ith 'inmates, 

may influence behav'iot~ more than the less frequently seen counselor. This 

staff is taught~ of course, to reinforce only positive behaviors. 
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Kenton [1975J reports that this approach ;s being tried at Federal 

Correctional Institution at Lompoc, where the correctional officer is 

recognized as an integral part of each inmate~s environment. As such, he 

is in the pri'me spot to counsel individuals who are trying to establish 

goals for themselves and to work out programs within the institution to 

achieve those goals. Kenton calls for a training program designed to 

promote the necessary skills, a suggestion seconded by Braukmann and his 

colleagues [1975J who recommend procedures for teaching staff II client­

preferred interactions and treatment styles ll (p.322). Although not in 

direct response, Smith [1976J presents such a program. He refers to the 

line officer as a IIbehavioral technician ll and proposes to train him in the 

basic principles of the social learning approach and to emphasize the role 

of objectivity, consistency, and reliability in daily interactions with 

inmates. 

2.6 Positive Reinforcement 

Positive, tangible reinforcement for inmates may be proximate or long­

term. In the former category are institutional privileges, such as extra 

phone calls or recreation time, that are acquired if and when certain levels 

of performance are achieved. Long-term reinforcement generally takes the 

form of time allowed off the end of sentence for sustained good behavior or 

high achievement. It is important to note, however, that this sentence 

curtailment is not always interpreted as a positive reinforcer. More than 

half (31) of Amercian correctional agencies award good time automatically 

and take it away for prohibited behavior. Seventeen other agencies award 

good time contingent upon satisfactory work performance and/or conduct 

[Smith, 1975J. As Smith re~arks, the removal of good time in the former 

institutions becomes another of the more relied-upon control procedures for 
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institutional management, with little concern about the negative side 

effects of this poli.cy upon any exi.sting programs that emphasize 

rehabilitati,on. In effect, thts variety of good time awal~d becomes an 

aversive control procedure at these institutions. 

This shortened period of incarceration may not consistently be as 

powerful a rei"nforcer as at first seems obvious, however. For many 

inmates the payoff of time off the end of their sentence may be too far 

away to act as a reinforcer [Fitzgerald, 1974J, or possiblly the entire 

concept of a shortened prison time lacks motivating force for an incarcerant. 

Proximate reinforcers, on the other hand, seem to have meaning even 

to inmates serving long sentences [Geller, 1977]. Although prison life 

does include most of the basic necessities, it also deprives the individual 

of the normal .valued reinforcers--social, financial, etc.--present in free 

society [Hosford and ~10ss, 1975J. Thus, small commodities, such as 

cigarettes and other commissary items, as well as simple contact with the 

free world, assume greater importance to the inmate. Geller includes 

inmate representatives on a formal Program Advisory Committee in his model 

to allow discussion of complaints and sug~estions from their peers in 

relation to this segment of the program as well as others .. 

2.7 Parole Implications 

rqany of the issues di scussed above have important impl i cati ons as they 

relate to the parole process. For one, discharge decisions often rely heavily 

on staff judgements; thus, the factors involved in these judgements need to 

be specified, syst~matically evaluated and tested against recidivist behavior 

[Friedman and Mann, 1976J. 

'In the study cited the authors attempted :to determine the accuracy with 

which staff members at a correctional institution predicted recidivism of a 
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group of court ... adjudicated delinquents. (Their pre1i.minary literature 

review turned up only one other such study.} Two factors emerge as key 

influences on staff predtcttons; (1] the level of seriousness and degree 

of vi"olence of the youthl's most s~rious offense; and (2) the extent to which 

the youth was liked. The first factor resulted in a negative prediction; 

the second, in a positive. Overall, however, predictions were only slightly 

better than chance. 

McKee [1971J offers a number of predictions concerning the development 

of corrections over the period from 1971 through 1976; one of the more 

significant of these predictions is "performancE~-contingent parole." This 

concept requires "precise specifir.ation of behaviors and skills~-developed 

through an individualized assessment and prescriptive process--necessary to 

earn parole." He cites the success of this system as it is practiced at 

the Karl Holton School for Boys in Stockton, California. McKee predicts 

more valid actions by parole boards and a reduction of institutional tensions 

and disturbances as prisoners come to understand what is specifically 

expected of them. 

2.8 An Alternative Argument 

An old argument with a new name and new premises has recently been 

appearing in the literature: it is termed the "justice model" [Fogel, 1975; 

Lipton et 2.l., 1975; MacNamara, 1977J. Basically, its proponents advocate a 

model based on individual responsibility with uniform penalties consistently 

imposed for like crimes (determinate sentencing) and an end to coerced 

institutional treatment. They recommend that parole be abolished [Citizens' 

Inquiry, 1975J, with the rationale that parole board "predictiom; of 

postinstitutional behavior ... have proved disastrously inaccurate" [MacNamara, 
1977J. 
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These penologists vtew rehabtlitation as a medical model dependent 

upon early and accurate diagnosis, followed by prompt and effective 

therapeutic inter'venti'on, in order to assure an affirmative prognosis-­

rehabi'litation H1acNamara, 1977J, It is i'mportant to note that they do 

not recommend that insti'tutional programs be discontinued; only that an 

inmate's participation be truly voluntary and not tied to any decisions 

concerning his release. 

The model itself may never be fully adopted by any correctional system 

but, certainly, the controversy that it has generated will contribute a new 

dimension to the dialogue concerning the function of prisons in our society. 

... 

N. S.: Copies of most articles discussed in the Literature Review 
01' t'eferenced in the Bibliography may be found in the vertical file, 
DOR Reference/Resource Center. 
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3.0 HISTORICAL PERSPECTIVE 

To suggest that the Earned Time System i,s the di rect evol uUonary 

model of antecedent programs in the Department of Offender Rehabilitation is 

to t'ewrite history. But to postulate the sudden appearance and subsequent 

impl ementat'j OIl of a sophi sti cated performance-based model in an organi zati on 

with no prior experience with any of its elements is to ignore history. 

In essence, many of the components of the Earned Time,System are related 

conceptually, if not programmatically, with correctional approaches 

piloted or implemented previously at institutions across the system. While 

the Earned Time System encompasses more than the sum of these programs, 

a brief enumeration of similar concepts may provide some insight into 

the developments that set the stage for this System that cuts across so 

many facets of institutional life. 

3.1 The Conti ngency Contl·act 

The Georgia Youthful Offender Act of 1972 established a means 

whereby the criminal justice system could isolate offender's \'/ho appear 

to be amenable to treatment and provide them with prompt and individualized 

levels of such attention. The target population was non-capital offenders 

aged 17 t.hl·ough 24 years, male or female. 

The Act provi ded for an i ndeterrni nate sentence of zel"O to six years, 

the Ultimate termination of which sentence depended upon the offender's 

specific treatment needs. These needs were assessed through physical 

examination and diagnostic testing at the Georgia Diagnostic and ClaSSification 

Center soon after the youth's incarceration began. Upon arrival at his 
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assigned institution, the offender was re-evaluated by staff in order 

to delineate a specific treatment program. The conditions of this program 

were subsequently outlined in a contract for release consideration 

signed by the offender, an institutional representative, the Youthful 

Offender Division, and the Parole Board. 

This contract placed fU,ll responsibility for his action upon the 

inmate. By his signature the offender agrees to participate in the vocational, 

educat,ional and counseling programs specified, in order to be considered 

for release. The inmate must then maintain an acceptable, specified level 

of performance in these programs or his contract will be subject to 

renegotiation. 

A case recording system is an important aspect of this program,since 

it is used t~ record the progress of each inmate. According to the program's 

operational guidelines, the case record documents the offender's insti­

tutional adjustment, evaluates his progress, and recommends any necessary 

renegotiations of contract. 

Similarities between this contingency program and the Earned Time 

System are numerous. Although the Earned Time System Performance Plan 

does not obligate the offender in 'the same consequential manner as does 

the contingency contract, it retains the element of specificity introduced 

by that contact. By his signature the inmate agrees to participate in / 

a clearly defined program of activities based upon his assessed needs I 

and personal objectives. Equally as important, however, is his tacit 

assumption of responsibility fot~ his OWl! "rehabilitation" through signing 
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of this Plan. The Earned Time System also continues and expands the idea 

of a case recording system by introducing separate transaction documents 

to fulfill different recording needs. 

3.2 Performance-Based Rewards 

On August 1) 1972, the Motivation in Offender Rehabilitating 

Environments (M.O.R.E.) ~roject was initiated at the Georgia Training 

and Development Center in Buford, Georgia. The project was based upon 

behavioral principles that had been previously demonstrated both under 

laboratory conditions and in real-wor'ld settings. Essentially, it 

provided a system of incentives ai~ed at influencing the inmate's level 

of achievement in a positive manner. 

A list of institutional activities was compiled with a certain number 

of points being made available for achievement within that activity. 

Passing a test at a given level within a prescribed period of time, for 

example, earned the inmate a specifieJ number of points which were recorded 

on his personal statement sheet. These points were then negotiable for 

commodities or for intangible privileges such as an extra visit or special 

phone ca"l. 

Elements of this token economy are evident in the Eat~ned Time privilege 

system where the privile'ge slip rather than the actual commodity is 

used as a medium of exchange. Reinforcement is not as imnediate as that 

used iD the M.O.R.E. project, but it is predicated on similar principles. 

The inmate earns a privilege only by performing in an acceptable manner. 
I 

That -is, it is not sufficient to enroli in an activity in order to eam a 
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privilege. Satisfactory performance will maintain the inmate in an earning 

status in relation to his days off time to serve; but excellent performance, 

exceeding the levels delineated as "satisfactory" for that activity, is 

required in order to earn a privilege. 

3.3 A Question of Accountability 
I 

The Georgia Work Release Law was approved on April 12, 1969, and 

one year later a prototype work release center was established, to be 

known as the Atlanta Advancement Center. The program outlined in 

the Departmental proposal had as its basic goal the reintegration of the 

offender into the world of gainful employment through a controlled situation 

designed to improve his self-image and to teach him tespons·ibility. 

The program was important in the general evolution of Departmental 

philosophy for several reasons. First of all ~ it provided a clearly 

defined set of criteria for initial selection of participants. Secondly~ 

it prescribed a course of action for those participants J based upon 

reciprocal levels of accountability. That is, the Department agreed to 

locate a job for the offender and to provide him with habitation facilities. 

The offender agreed to maintain that job and to use part of his earnings 

to help support his family and another part to contribute to the cost 

of his own room and board. 

At approximately the same time, the Department expanded this concept 

of work release centers to a more comprehensive community treatment center. 

These new centers combined the responsibilities of employment with a 

structured learning experience that included counseling, career planning, 
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and vocational or technical training. In addition, they encouraged a 

positive approach towa\~d accepting responsibility by introducing a "point 

system" to earn additional privileges. As the offender accomplishes 

various tasks such as making his bed or clea~ing his area, he earns a 

certain number of points which must accumulate to a specified level before 

becoming redeemable. He may also lose points as the result of unsatisfactory 

performance, however, so the balance is controlled by ·the inmate himself. 

The Earned Time System is predicated upon many of the same basi~ 

tenets of accountability as these community progl~ams. The inmate's earning 

abil ity is an integral part of the Earned Time System, whethe\~ the 

in~jvidual is earning time or privileges. The delineation of specific 

criteria for performance evaluation is an equally important concept under 

the Earned Time System, since it implies that the offender controls his 

own environment through compliance with or non-observance of those criteria. 

In addition, these programs further defined the mutuality of any 

agreement between the offender and the Department. If the agency agrees 

to reward certain behaviors on the part of the offender, that agreement 

implies a responsibility on the part of the agency to observe and accurately 

report that behavior and then to reward it in an equitable ~anner. 

In short, though these many programs did not directly evolve into 

what is now known as the Earned Time System, they did foster an atmosphere 

where mutual accountability could sey've as the keystone in a correctional 

approach to the offender. 
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4.0 DESIGN ELEMENTS* 

The Earned Time System (ETS) i,s theorettcally a positi,ye, objecti.ve 

system having its base in operant learntng principles. ETS provides both a 

level of individual accountability for the inmate as well as a method of 

public accountability on the part of the system and its seY'vice delivery 

process. Optimally, it will address the issue of public safety (1) by 

reducing overcrowding and the concomitant problem of violence in prisons; 

and (2) by enhancing the objectivity of parole decision-making, thereby 

re9ucing the potential for high risk offenders being discharged early. 

Under the Earned Time System, inmates are viewed neither through the 

traditional medical model as subjects to ,be "cured," nor through a strictly 

punitive model as i,nherently "bad" criminals to be punished. Rather, they 

are viewed as individuals who have not acquired the basic, interpersonal 

ski 11 s necessary to functi on successfull y 'i n the community. 

An important concept of ETS is the recognition of the individual's 

right to refuse to participate. By indicating his choice of participation 

at the outset of his incarceration, the inmate tacitly assumes responsibility 

for his own actions and affirms a desire for'positive change. This decision 

should be documented in the inmate's file. 

After a detailed aptit.ude and skills assessment and subsequent verifica­

tion of them, each inmate enters into a contingency agreement, know as a 

Performance Plan. This entire process of needs assessment, verification, 

and plan development should be completed within 60 days of the inmate's 

arrival at an institution. With the passage of time this improved case 

*A complete copy of the evaluation design for the Earned Time System 
is included as Appendix A of this report. 
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management should be reflected in an increasing pro~ortion of inmates with 

complete case records. 

Assuming that the inittal assessment was accurate and was either 

verified or adjusted during the succeeding period of observation, the 

Pel''IfOI~mance Plan shoul d refl ect program assi gnments tnat correspond to the' 

inmate's abilities and needs. This high level of correspondence and 

appropriate program assignment should increase the probability of the 

inmate's successful program completion, and be reflected in program comple­

t ion s ta tis tic s . 

Performance criteria are specified throughout the system by means of 

the Performance Acti vity Descri pti on (PAD); thus, inmates know from the 

moment of their assignment to a work detail, or academic pr vocational 

program exactly what they must do to complete that specific program, to 

fulfill that certain w6rk requirement, and to earn release on parole. These 

criteria emphasize conventional behaviors readily transferable to free 

society; e.g., punctuality and productivity. They are written 'in behavioral 

terms, thereby removing as many elements of subjectivity as possible; and 

entrance requirements as well as job expectations of the activity supervisor 

are specifi ed. 

As long as the inmate's performance and attitude comply with those, 

specified for that activity in the PAD, he earns a unit of time off the end 

of his pr'ison term for each day he serves. Exceptionally poor performance-­

not re&ulting from a lack of skills--or any rule infraction carri~s a 

negative sanct'ion Ivhich may include l~emoval fl~om this earning status for a 

speci fi c peri od of time. These pel''Ifol''mance rati ngs wi tlli n each activi ty 

should be documented in behavioral terms and reflect observable effort and 

achievement on' the part of the inmate. 
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More proximate positive reinforcements are available in the form of 

: institutional p~tvileges earned through an exceptionally high level of 

performance in an activity. Privilege awards should be comparable in terms 

of age, race, and ability groups at each institution. 

Once again, if the diagnostic assessment has been accurate, and the 

inmate has been assigned to appropriate activities, the rate of both 

disciplinary and unsatisfactory performance reports should decline at each 

institution. In like manner, as the system becomes operative and inmates 

observe the direct consequences of their behavior, privilege rates should 

increase at each institution. 

This multi-faceted case recording system will undoubtedly increase 

administrative tasks for all levels of institutional personnel. Official 

recognition of staff effort should encourage thorough and expeditious 

implementation of ETS. 

By the time an inmate's case comes up for parole consideration, exten­

$ive documentation is available to the Parole Board concerning the inmate's 

compliance with various articles of his Performance Plan. His positive or 

negative cumulative behaviors are projected as a major factor in the final 

parole decision. The State Board of Pardons and Paroles has agreed not to 

parole any inmate declared IIdeficient ll by DOR, at least until such time as 

this deficiency has been satisfied. 

Assuming that shortened prison time is a motivating reinforcer for 

inmates, and also assuming that a correlation does exist between satisfactory 

performance in the institution and a pusitive parole decision, an increased 

·quality of documentation provided to the Parole Board concerning a given 

inmate shoul d enhance the Board I s performance ... ·based recorrmendations for release. 
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5.0 ETS PROCESS 

An inmate entering the Georgia Penal Sy~tem is processed in1tially 

at Georgia Diagnostic and Classification Center (GDCC) or at Georgia 

l~omen's Correctional Institution (GHCI). This section follows a typical 

male inmate through orientation and subsequent performance evaluation at 

his permanent institution. 

During the orientation session audio-visual materials are used to 

introduce the inmate to the corrections system generally and to the Earned 

T1me System (ETS) specifically. Each inmate is issued a handbook containing 

functional and organizational information and regulations concerning inmate 

behavior. I~ addition, the inmate receives an ETS comic book that graphically 

illustrates the basic concepts of ETS including the implications on non­

participat'ion. 

After medical processing the inmate ~nters the initial interview. The 

interviewer discusses ETS with the inmate and answers any of his questions. 

The interviewer initiates a Performance Recording Sheet for inclusion in 

the inmate IS fil e. Any s i gni fi cant occurrences 'j n the i ninat,-,.; s 1 He duri n9 

his incarceration, except for di~gnostic data, are entered on this sheet. 

After the initial interview, the inmate undergoes a battery of psycho­

logical and vocational tests. He is then interviewed by a representative 

of the Department of Labor in order to assess his aptitude and educational 

preparation for various jobs. 
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During this time-frame the staff member who will conduct the final 

interview with this inmate determines his ETS classification by counting 

the number of felony convictions reported on his FBI transcript. If 

the inmate has fewer than three felony convictions, he is classified as 

IINon-Habitual ll
• If he subsequently agrees to participate in ETS, he earns 

time at the rate of two days off his prison time for each day served, 

including his jail time. If the inmate has more than three felony convictions, 

he is classified as an "Habitual". If he subsequently agrees to participate 

in ETS, he earns time at the rate of one day off his prison time for each 

cla'y served, including his jail time. 

The inmate is informed of his classification at the final interview. 

If he feels that he has been classified an Habitual offender based upon 

incorrect information, the interviewer assists him in completing a "Request 

for Conviction Verification." This form is submitted to Offender Administration 

(Central Office) for processing; if the conviction and the classification 

are, in fact, not valid, the inmate's earning status will be changed 

retroactively . 

At this point of the final interview the inmate decides whether or not 

to participate in ETS. If he wishes to take part, he signs a "Request to 

Participate" form which is included in his file and forwarded to the 

Classification Committee for processing. If the inmate decides not to 

participate in ETS, the interviewer again explains the implications of 

refusal to him: 
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1) A non-participating inmate does not receive 
earned time credit for jail time. 

2) A non-partiC"ipating inmate is not able to 
earn time off his sentence. 

3) A non-participating inmate is not able to 
earn institutional privileges. 

4) A non-participating inmate may not change his 
decision whenever he wishes .. If he does not 
request to participate in ETS within six 
months of his initial decision, he will only 
be allowed to do so annually from that date. 
If he delays his decision to participate until 
after diagnostic intake, he will not receive 
earned time credit for his jail time or for 
time spent at the institution up until that 
point. 

If the inmate refuses to change his decision, the interviewer assists 

him in completing.a IIStatement of Non-Participation. II This form is included 

in the inmate's file and forwarded to the Classification Committee. 

The Classification Committee then meets with the inmate to ascertain 

his understanding of a non-participation decision. If the Committee agrees 

that the inmate realizes the consequences of his action and he still refuses 

to rescind that action, they approve his decision on the Non-P,articipation 

form and he is placed in a non-earning status. (If, however, the inmate 

changes his mind, tha Classification Committee initiates and processes a 

"Request to Participate'.II) The Classification Comnl'ittee also enters the 

inmate's var-i aus test scores in the Inta ke secti on of the IIPel~foY'mance 

Assessment Sheet. II 

After the inmate completes diagnostic processing, he is assigned to a 

permanent institution. Within five days after his arrival, he is assigned 

to a Case ~1anager. The Case ~1unag€:t· ~ollducts an initial intervie\'1 to 
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(1) review ETS procedures once again; (2) review and discuss intake 

information from the diagnostic center with the inmate, noting any possible 

discrepancies; and (3) discuss needs identified at the diagnostic center 

and confirm them in combination with the inmate's self-assessment. The 

subsequent Extended Assessment period lasts no less than 30 days and no 

more than 60 days from the time of the inmate's arrival at his permanent 

institution. 

The Case Manager begins his initial interview by determining the status 

of the inmate's participation in ETS. If the inmate is a Non-Participant 

ana wishes to retain that status, the assessment process is ended. If he is 

a Non-Participant and wishes to change his decision, the Case Manager initiates 

and processes a "Request to Participate." As previously indicated, however, 

by delaying his participation decision until this point, the inmate has 

forfeited his right to earned time credit for his jail time or for time 

spent at the institution until this point. 

If the inmate is or becomes an ETS Partici~ant, the Case Manager interviews 

him further and may make appointments for him with other staff. They, in 

turn, help the inmate to determine in which programs he should participate; 

at a-later date they may help to develop his Performance Plan. 

After the interview with his Case Manager, the inmate is assigned to a 

work detail. The Case r~anager may request a Supervisor's Evaluation from 

the staff member who supervises this detail. He then records all input data 

such as correspondence, test scores, and interview results in the eight 

areas of the Extended Assessment section of the Performance Assessment Sheet. 
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The Case Manager draws on this Extended Assessment in developing the 

inmate's Performance Plan. He discusses the Plan with the inmate, consi,dering 

any input he might make, and revising the p'lan as necessary. The completed 

Performance Plan specifies to the inmate and to the staff the inmate's n(~eds 

and objectives and describes the activities in which he agrees to participate 

in or'dar to meet those needs. The Plan also provides documentation to the 

Parole Board regarding the inmate's performance. The 60mpleted Plan and 

Extended Assessment are sent to the Classifi~ation Committee for approval. 

Once the inmate has been assigned to a program or work detail, his 

performance i~ evaluated on an exception basis as the behavior occurs. 

IIExceptionll refers to either excellent 01'" unsatisfactory behavior. The 

acti vi ty supervi sor issues an II Exccll ent ll or IIUnsati sfactoryll Performance 

Notice (P.N.) to an inm.ate based on performance cl~iteria specified in the 

Performance Activ'ity Description for that act'ivity. If instead of citing 

the 'inmate for a performance deficiency, the supervisor cites him for 

displaying a negative attitude .. -as in the case of insubordination--he 

initiates a Disciplinary Report and forwards it to the Disciplinary Committee 

fQ}~ proces sing. 

At the end of the month tile activity supervisor reviews his accumulation 

of P.N. IS for each inmate and decides if the inmate's cumulative behavior 

warrants a monthly Performance Exception Report (PER). If the activity 

superv'! sot~ issues an II Exeo1l cnt" PER on an inmate, the Case ~1anage)'" meets 

with the inmate and offers hill1 a pr'ivilege from the list of appl~oved 

institutional privileges. If the activity supervisor issues an IIUnsatisfactory " 

P.ER (PER",U) on an inmate, the Classification Committee processes the for'm as 

indieatpd belm". 
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The Classification Committee functions in an administrative capacity. 

After reviewing the PER-U, they may recommend a totally administrative 

action such as a no-fault exit from a program for an inmate not capable of 

performing in that program. Or they may recommend a disciplinat'y action and 

refer the performance report to the Disciplinary Committee. This Committee 

reviews the PER-U and either declares it null and void Ol~ initiates a 

Disciplinary Report. This latter action results either ill imposition of an 

institutional sanction or placement in IItime out,1I i.e., relegation of the 

inmate to a non-earning status for a specified period of time. When his 

IItime out ll ends, the inmate is returned to the earning continuum and begins 

to earn time toward his release once again. 

It is important to note that a number of these actions may be occurring 

simultaneously. That is, an inmate may conceivably receive an IIExce11entli 

performance rating in one activity and an tlUnsatisfactoryli in another. He 

would, therefore, be rewarded for his positive behavior and sanctioned for 

his negative behavior. 

The Case Manager uses the monthly PER's to document the inmate's behavior 

on a quarterly basis in the Quarterly Review Summary. When the inmate comes 

up for parole consideration, the Case Manager incorporates the information 

from this Sunnnary into the Parole Review Summary. If the inmate has accrued 

more than 180 days in IItime out ll during his incarceration, the Director of 

the Ear'ned Time System declares him Ildeficient ll on the Parole Review Summary 

and indicates a date by which the deficiency will be satisfied. 

After these reviews the entire package --including the Performance 

Plan, Quarterly Review Summary and Parole Review Summary--are forwarded to 

the Parole Board for consideration. The Parole Board has agreed tlnot to 
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release an 'inmate upon scheduled review, if the Department of Corrections 

recommends that he not be released based on a lack of agreed upon 

performance by the inmate and the Department or disciplinal"Y action." 
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6.0 ETS POPULATION OVERVIEW 

The total accountable popu1 ati on i.n Georgi a I s state and county 

correctional i'nstitutions and in community facilities is 11,697*. Earned 

Time inmates comprise 40% or 4,737 of this number. l~e Earned Time population 

is distributed over the three types of institutions as follows: 

1. State.~~ 3,670 or 42% of the total state 
institution population; 

2. County -- 967 or 37% of the total county 
institution population; and, 

3. Community -- 100 or 32% of the total community 
facility population. 

The Earned Time subpopu1ation differs significantly from the non­

Earned Time subpopulation, as any cohort of new offenders would differ from 

a population of incarcerated individuals subject mainly to new releases and 

few, if any, new admissions. Table 1, which is a description of the total 

inmate population in terms of ETS and non-ETS inmates, suggests some of these 

va ri ances. 

The relationship of ETS felons to misdemeanants is 95% to 5%, while 

for the non-ETS group, it is 98% to 2%. The notable variation in these 

proportions is accentuated by reducing the total numbers to a ratio. These 

ratio relationships are outlined in Table 2 below. 

*a~ of September 1, 1977 
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TABLE 1 

TOTAL INMATE POPULATION* 

DESCRIPTION ETS NON-ETS TOTAL 

Active cases 4,737 6,960 11 ,697 

(95%) Felons 4,487 6,858 (98%) 11,345 (97%) 
I~i sdemeanants 250 ( 5%) 102 ( 2%) 352 ( 3%) 
loJh'j te males ' 1 ,951 (41%) 2,305 (33%) 4,256 (36%) Non-white males 2,497 (53%) 4,421 (64%) 6,918 (59%) 
l~hi te females 107 ( 2%) 74 ( 1 %) 181 ( 2%) Non-white females 182 ( 4%) 160 ( 2%) 342 (3%) 
Sub-tota 1: males 4,448 (94%) 6,726 (97%) 11,174 (96%) Sub-total: females . 289 ( 6%) 234 ( 3%) 523 ( 4%) 
Sub-total: wh'ite 2,058 (43%) 2,379 (34%) 4,437 (38%) Sub-total: non-white 2,679 (57%) 4,581 (66%) 7,260 (62%) 

. 

*Percentages are column percentages. 

TABLE 2 

INMATE POPULATION RATIOS BY SENTENCE, SEX, AND RACE 

Q£,SCRI PILON ETS NON~ETS ..........., COi'tBINED PRE-ETS 

;'e10ns: 
~1i sdemeanants 18: 1 67: 'I 32. 1: 1 34:'/ 

~1ales: 
Females 15.4:1 28.7:1 21. 4: 1 22: 1 

Non-whites: 
tvhites 1. 3: 1 1. 9: 1 1. 6: 1 1. 7: 'j 

-32-

: 

fll 
I~ 

; 

I { 
'. 

I~ 
. ; 

I :' 
: 
~ 

I 
tl 
I: 
I, 

i ,I 
{I·~ 

t' {I; 
I 
&tJ 

II 
. !I 
~ 

t' 
~I: 
u 



il 
t , 

.·1 

,I 

I 
II 
I ' , . 

Thus, the ratio of number of ETS felons to misdeme~nants is 18:1, while 

the corresponding ratio for non-ETS inmates is 67:1. (For the two combined, 

it is 32:1.) Since the Georgia correctional system included only 334 misde­

meanants at the inception of ETS, and assuming that misdemeanants by defini­

tion receive shorter sentence lengths than felons, it would be reasonable to 

expect that most of these have been released during the first year of ETS 

implementation. Conversely, the longer sentence lengths received by felons 

might be expected to result in a smaller proportion of felons being released 

during any given year. 

The percentages of males vs. females in the ETS subpopulation is 94% to 

6%, as opposed to 97% males and 3% females in the non-ETS subpopulation. The 

actual headcounts reduced to the following ratios: ETS males vs. females, 

15.4:1; non-ETS, 28.7:1; combined, 21.4:1. Since the inmate population 

. immediately preceding Earned Time showed a male-female ratio of 22:1 and 

assuming that this is the same population now known as IInon-ETS,1I with a 

ratio of 28.7:1; the difference in the proportions seems to indicate that 

females offenders are serving shorter sentences than are males. This may, 

of course, be due to a larger proportion of the female population being 

m~sdemeanants than the comparable proportion of the male population. 

The relationship of non~white ETS inmates to white ETS inmates is 

57% to 43%; the same correlation for non-ETS inmates is 66% to 34%. The 

corresponding headcounts for these percentages reduce to the following 

ratios: ETS non-white to ETS white, 1.3:1; non-ETS non-white to non-ETS 

white, 1.9:1; combined, 1.6:1. The non-ETS ratio under this variable 

shows the least significant amount of change of the three characteristics 

discussed: the inmate population immediately preceding ETS showed a 

ratio of non-white to white of 1.7:1. 

A more detailed breakdown of the inmate population by type of 

institution may be found in Appendix 8 Of this evaluation, 



7. 0 SA~lPLING TECHNIQUE 

7.1 Institutional Files 

7.1.1 Selection of Institutions 

In order to interview staff and inmates to review ETS documents, such 

as the Performance Plan and Quarterly Review. Summary, that are not available 

in Central Office files, a series of on-site visits were conducted. 

Institutions were selected by any of five'criteria: 

1. overall size--to ensure that institutions with large, 
medium, and small populations were all represented; 

2. population mix--to ensure that offenders of various 
ages, races and both sexes were represented in the sample; 

3. mission--to. include a sample of inmates permanently 
assigned to a diagnostic facil'ity; Youthful Offender, 
maximum security and women's institutions; and county 
work camps; . 

4. geographical location--to ensure a distribution 
throughout the four Earned Time Districts; and, 

5. Earned Time population--to restrict on-site visits 
to those institutions having at least 15 Earned Time 
inmates who had been PGrmane~tly assigned longer than 
60 days (the period of Extended Assessment and Plan 
development). 

The state institutions selected and the reasons for their inclusion 

are as follows: 

1. Georgia State Prison (GSP)--one of only two maximum 
security institutions in the State, housing one-third of 
the entire population presently incarcerated in state 
correctional institutions. 

2. Georgia Diagnostic and Classification Center (GDCC)~­
initial processing facility for all new male felons; 
unique in the State. 

3. Georglu industrial Institute (GII)--second largest 
state institution, with a ~nrulation having an age range 
of 19 to 23 years. 
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4. Georgia Women's Correctional Institute (GWCI)-­
the only state institution reserved strictly for 
women offenders. 

5. Georgia Training and Development Center (GTDC)-­
a former Youthful Offender institution whose mission 
had changed just prior to our visit. 

6-8. Lee, Stone Mountain and Chatham Correctional 
. Institution--all relatively small facilities, 

populations that range from 180 to 230, and each 
located in a different District. 

9-10. Montgomery Correctional Institution and West Georgia 
Community Center--both medium-sized institutions with 
populations of about 345; West Georgia is also unique 
in being the most recently opened state institution, 
with, therefore, no non-ETS experiences. 

County work camps were first divided into four groups by District 

location. Then each group was rank ordered by the number of Earned Time 

inmates who had been permanently assigned to the institution for longer 

than 60 days. Since ETS was still in its early months of implementation, 

only 15 of the camps had 15 or more inmates that met this criterion. One 

camp was then selected from the reduced number within each of the four 

groups, resulting in the following additions to the sampled institutions: 

11. Fulton County Correctional Institution; 

12. Clarke County Correctional Institution; 

13. Terrell County Correctional Institution; and, 

14. Gwinnett County Correctional Institution. 

7.1.2 ~election of Inmates 

From a computer-generated list of Earned Time inmates permanently 

assigned to each institution for longer than 60 days, a sample of not less 

than 10% was randomly selected from each institution's list. Whenever 

practicable--i.e., time restrictions permitting--the sample size was 

expanded to allow review of a larger number of files. 
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Exceptions to this sampling technique occurred in relation to files at 

GDCC, GSP, and GIl. Although one on-site visit had already been made to 

each of these institutions [Cox and DeCostanzo, 1977J, a significant 

amount of time had elapsed since that visit. Thus) new data were imperative. 

The ETS Coordinator at GDCC was, therefore, requested to supply a list of 

·all liE" numbered inmates permanently assigned to the general population; 

inmates from this list who met the time criterion were included in the 

sample. The ETS Coordinator at GIl was asked to indicate on a list of 

109 liE" inmates, a 11 of whom had been permanently assi gned to GIl longer 

than 60 days, those who were on a DOR (as opposed to VR) caseldad. The 

sample was then drawn from these cases. The sample for GSP Was randomly 

selected from a computer-generated list of all "EII inmates permanently 

assigned to the institution for longer than 60. days. 

Each of the three final lists of sample cases was then forwarded to 

the respective ETS District SupervisoY's with a request that they send us 

copies of the Performance Plan end Quat'terly Review Summary from each file 

ind"icated. This deviation from technique, although necessary, should be 

noted by the reader when considering file data. 

Samp'/e sizes for the evaluation of institutional fi'les are outlined 

in Table 3. The total sample size was 156 cases, or 28% of the E's 

assigned longer than 60 days. 

7.2 Privilege Slips 

Each ETS District Supervisor was requested to accumulate privilege 

sl ips for three monthc; at each state 'instituti on and at one or lOOt'e county 

camps in his district. "At the end ot the three-month period a number of 

administrative difficulties arose. Most of the county camps had either not 
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TABLE 3 

SAMPLE SIZES: INSTITUTIONAL FILES 

E' s PER~1ANENTLY 
TOTAL "E'SII ASSIGNED LONGER NO. OF FILES 

INSTITUTION AT SAr~PLING THAN 60 DAYS SAMPLED 

Chatham CI 54 20 10 

Cla rke CCI 15 13 4 

Fulton CCI 118 98 10 

GDCC 644* 30 20 

GIl 330** 31 19 

GSP 367 154 15 

GT&DC 69 30 10 

GWCI 162 25 11 

Gwinnett CCI 20 14 6 

Lee CI 63 19 9 

Montgomery CI 78 31 "10 

Stone Mountain CI 56 . 16 11 

Terrell CCI 23 19 9 

~~est Ga. COnTIno Ctr. 89 68 12 

Total 2,088 568 156 

*includes inmates present for diagnostic processing; not necessarily 
permanently assigned to GDCC. 

**inc1udes inmates assigned to V.R. caseload. 
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retained their slips or had at most three to report. Several state 

institutions had filed their redeemed slips in the inmate's file and 

retrieving them would have been a time-consuming effort. Finally, two 

other state institutions had only transaction logs to indicate a functioning 

privil ege system at thei r facil ity. 

The final sample included 12 state institutions tracked over a period 

ranging from two to three months. All slips received from an institution 

were coded so, assuming that all slips were forwarded for coding, the 

resultant profi 1 e shoul d be an accLwate i ndi cator of pri vi 1 ege acti vity 

during the time period considered. 

7.3 Parole Board Files 

Initially, three computer printou:ts were generated: (1) all Earned 

Time inmates who had been granted first parole consideration since the 

inception of ETS, with names sorted by type of release and date of 

release; (2) same names, in a collapsed alpha listing, sorted only by 
, , 

type of release; and, (3) all Earned Time 'inmates who had been denied 

parole since the beginning of ETS, sorted by denial date. Since DOR staff 

were required to provide ETS documentation only for those inmates who were 

being considered for a parole, only parole transactions were included in the 

sample, i.e., granted or denied. (Although the final sample did not include 

any inmates whose parole was reprieved or who maxed out after being paroled, 

ten of the fonnel~ files were reviewed as well as five of the latter, in 

order to determine what documentation was included in them.) 

Of 175 Earned Time inmates who \'Iere either granted or rlerd I'lrj parole 

since the Earned Time Law was passecl, 26% or 46 of the files were sampled 

and given an in-depth review. The sample duplicated the denied-to-granted 
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parole ratio of the original 175, so that the final sample included 29 

inmates who had been denied parole (or 63%) and 17 inmates who had been 

granted parole (or 38%). 

Inmates granted parole were randomly sampled to draw the requisite 

files, but this technique proved unworkable for those denied parole since 

their files were being retained by Board members for further review. The 

sample of denials, therefore, was drawn from the number available to us in 

the records retention area. 
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8.0 CASE MANA~ENENT PROCESS 

The basic tenets of the Earned Time System require that an inmate 

assume responsibility for his own actions and be the decisive factor in 

his own rehabilitation. He decides whether he wants to participate in the Earnli , 

Time continuum; in theory, he decides whether he will participate in any 

institutional programs; and he decides at 'what level he \\'i11 perform in 

those programs. But the inmate I s responsi bi? i ty creates a compl ementary 

one on the part of the cOI~rectional agency to accurately identify his 

aptitudes and needs and to provide him with the opportunities for change. 

The case management process is, thus, a vehicle for Departmen~al 
accountability at the primary level of interaction with the inmate. The 

,case record is an accurate depiction and an ongoing history of both tlw 

events in the inmate1s life and the numerous encounters between him and the 

Department. When taken as a whole, this record serves as a tracking mechanism 

of staff-inmate dynamics. If the ;li':late decides not to partiCipate in a 

reconmended program, the Case Manager documents the decision in the Performance 

Plan. If the inmate1s extra work on his detail earns him a priVilege, the 

Activity Supervisor logs the transaction into the Quarterly Review Summary. 

In each situation where the inmate1s behavior invites comment, whether 

negative or positive, on the part of staff, that observation is incorporated 

into the recol~d. The 1 evel of compl eteness and accuracy of the documents in 

that record is an indication of the degree of compliance with Earned Time 

System procedutes concet'ning case management. 

8. 1 Completeness of Files 

Six tl~ansactions or documents required by ETS Procedures were reviewed 

by checklist in order to determine the percentage of files that met this 
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minimal level of compliance with ETS case management procedures. The 

six items were: 

1. notation of inmate~s ETS classification; 

2. part1~ipation status form; 

3. Performance Assessment Sheet, including 
Intake and Extended Assessment; 

4. Supervisor's Evaluation; 

5. Performance Plan, properly executed by 
the Classification Committee; and, 

6. Quarterly Review Summary. 

A summary of the findings discussed in the following paragraphs is presented 

in Tabl e 4. 

Of the 156 files that were sampled, the inmate's classificati~n-. 

that is, "habitua1" or "non-habitual"- .. 'was noted in 154 or 99% of the 

cases. This classifying mechanism has been highly routinized at the three 

institutions where the determination is presently made (GDCC, GIl, and GWeI) 

since the inmate must be classified prior to declaring his intentions regarding 

participation. However, classification is dependent upon receipt of the FBI 

Transcript which may take as long as 6 weeks to arrive, thereby delaying 

the rest of the assessment process and the inmate's involvement in 

institutional programs. 

The participat'lon status form was present in 153 or 98% of the sampled 
. 

files. To date no inmate has decided not to participate in ETS. 

The Performance Assessment Sheet was present in 143 or 92% of the files 

sampled. In this count "presence" was defined simply as a form with the top 

one-third completed (i.e., not necessarily the Intake or Extended Assessment). 

The Intake itself was completed in 141 or 90% of the cases, and the Extended 

Assessment in 125 or 80% of the cases. Complying with the 60-day timel;ne 

-41-



for Extended Assessment has posed a particular problem for one of the 

larger young offender institutions because of the delay mentioned above in 

obtaining the inmate's FBI Transcript. Several county camps have also 

experienced difficulty in timely completion of this process, since Case 

Managers are often responsible for a number of other institutional duties 

in addition to carrying a caseload. 

Supervisor's EValuations were present in 63 or 40% of the files that 

were sampled. During the assessment period the need for this form is left to 

the discretion of the Case Manager; it is only required on a quarterly 

basis thereafter. Since the Earned Time population was still in the first 

stages of the ETS experi er.ce \vhen they wel'e samp1 ed, not many had been at 

that particular institution ~ sufficient length of time to require a 

quarterly Evaluation. On the other h~l1d, personnel at one of the county 

camps reported that the Supervisor's Evaluation was not required documenta­

tion at that facility, even on a quarterly basis. The perception is unique 

to this institution and is not shared by any other ETS managers. 

Pet'forman'ce Plans were pl'esent in 125 or 80% of the sampled files. 

Of this number 108 or 69% of the total sample were at least Signed, if 

not dated, by the C1assificat'ion Committee. (This approval does not seem 

to have in practice the significance implied in the ETS ProceduY'es. Several 

Classification Committee m8mbers indicated that their review rarely, if 

ever, resulted in their rejection of any portion of an inmate's Plan. 

The Case Manager is generally perce; ved as the best arbiter of the 

Perfoi"mance Pl an I s content.) 

Once again, a nt:::1b0.r of factors seem to influence the pl'GSenCe of a 

Plan in the file. A delayed E},tended Assessment results in a delayed 

Performance Plan, so institutions having timcline pt'oblems shmv a low 
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tl percentClge of Plans present. Institutions, such as the state's newest, 

"I I 
( 

that were sampled early in the evaluation period may not have established 

at that time a smooth enough 'flow of paperwork to produce an end.product 

in the form of a Plan. The two most salient variables, however, which 

are discussed more thoroughly below, seem to be counselor-inmate ratio 

and a human element, attitude. 

The final transaction form to be checklisted was the Quarterly Review 

Summary; this document was present in 110 or 70% of the sampled files. Staff 

at various institutions have evolved different methods of staggering these 

Summaries so that they do not all become due for any Supervisor at the 

same time. This practice may result in the variances noted at. several 

institutions with a low proportion of Quarterlies in the files. 

TABLE 4 

COMPLETENESS OF ETS FILES 

Inmate classification noted: 

Participation status form: 

Pel'formance Assessment Sheet: 

Intake Assessment: 

Extended Assessment: 

Supervisor's Evaluation: 

Performance Plan: 

Signed and dated by Classification 
Committee: 

Signed but not dated by Cla,ssification 
Corrvnittee: 

Not signed, not dated by Classification 
Committee: 

No Performance Pl an in Fi 1 e; 

Quarterly Re'vi ew Summary 
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99% (154) 

98% (153) 

92% (143) 

90% (141) 

80% (125) 

40% (63) 

34% (53) 

34% (53) 

35% (55) 

11% (17) 

20% (31) 

70% (110) 

-



Overall, completeness of files--that is? simple presence of the 

t~equisite forms-·~seeJl1S to be mostly a function of the two vari.ables 

mentioned above: counselor-inmate ratio and attitude. The difference, 

of course, is that the former is quantifiable while the latter is not. 

As the counselor-inmate ratio increases from institution to institution, 

. the percentage of file completeness decreases. Unfortunately~ this inverse 

proportion is not as uncomplicated as it seems. Although staff perceptions 

of inordinate amounts of ETS paperwork [Smith and Roche, 1977] seem to 

support this ratio assumption, an in-house analysis of counseling time 

management presents an added dimension. The repor~ stat0s that only 28% 

of counselors' time during the first three quarters of 1977 was spent on 

case administration, while 45% was devoted to personal counseling. In 

addition, the former category shows an incI~eas'e of 3.8 percentage points 

over the period in~ediately preceding ETS implementation. 

At several institutions the lack of completed documentation in the 

file could best be explained by a lack of support 0111 the pat't of upper 

management for the entire ETS concept. One of the larger county camps, for 

example, responded to procedural requirements for a Quarterly Review Summary 

by producing their 0\'/11 in-house fm'm to replace it. At the time of the 

evaluation visit, neither fonri hnd yet been usp.d to record an inmate's 

progress. At one of the smaller state institutions a pervasive attitude 

that the system is too time-consuming and at odds with general counseling 

goah is l'eflectcd in lm'l percentages of implementation in the case 

management area and total absence of a per'formance rating system. These . 
two institutions al'e not I'adical anomalies in this correctional system: 

other institutions with similar populations and problems have resolved 

phi1osophical and mechanical difficulties \vith £}tcater success. As Sllli.th 
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and Roche concluded: liThe system can work organizationally with push 

from above [po 16J.1I 

8.2 Weighting of Categories 

Each of the three major documents in the plan development process~~ 

Intake Assessment, Extended Assessment, and Performance Plan~~contains 

eight distinct areas in which to assess the inmate's needs and aptitudes. 

They are: (1) Work, (2) Vocational, (3) Education, (4) Problem Behavior, 

(5) Leisure, (6) Pre-Release, (7) Medical and (8) Other. Different 

institutions emphasize different areas, generally based upon the particular 

institution's mission. As a gross indicator of system trends, discrete 

entries within each category were tabulated and then accumulated for all 

institutions sampled. Mean, median, and total entries for each form and 

category are detailed in Table 5 below. 

During Intake Assessment heaviest emphasis is placed on Education 

(Mean, 3.9), followed by Work (3.7), Vocational (2.7) and Problem Behavior 

(2.4). This order changes somewhat during the Extended Assessment period 

where Work (1.6) receives most emphasis followed by Education (1.1), 

Leisure (0.97) and Vocational (0.96). Overall lower means on this form 

are probably caused by the frequent use of the entry IINo Change from .Intake. II 

In the four categories cited this entry represented,the following proportions 

of total entries: Work~ 13% (or 16 ~ntries); Education, 32% (or 40); Leisure, 

47% (or 59); and Vocational, 36% (or 45). Of all the Extended Assessments sampled, 

the "No change" entry represented 46% (or 460) of the total entries. This rate 

of recurrence reflects observations by staff that a 60~day period is not 

sufficiently long for them to ascertain any new information about an 

inmate, even of a purely behavioral nature. One medium-sized state 

institution used the notation in 60% of their total Extended Assessment entries. 
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The emphasis on Work and Education shifts ba~k to its original Intake 
, , , 

relationship on the Performance Plan, where mean scores appear as follows: 

Education (0.92), i'Jork (0.90), Vocational (0.78), and Problem BehaviOI~ (0.78). 

The difference in mean scores between lvork and Education is, of course, 

not statistically significant. However, it does suggest that by the time 

the Performance Plan is developed, a balance may have been struck at the 

institutional level between assignment to Work and Education programs, so 

that one does not necessarily preclude the ,other. (This hypothesis was 

not verified consistently across the system: Case Managers at several 

institutions reported that an inmate must comply with Work obligations 

before bei ng all oltJed to enroll in ,a prescribed Educati on program. After 

8 hours on an outside work detail, the inmate seems to lose some motivation 
for evening classes.) 

Notations are occasionally entered in the IINeed li column of the Perfol'mance 

Pl an which are not needs at a 11. They are sometimes pl~ogress updates, 

occaSionally directive phrases for the Case t~anager himself, but they do 

not indicate an objective, need or assessment of the inmate. This situation 

occurred in 9.8% Ol~ 98 of the total Performance Plan entries sa'mpled. 

TABLE 5 

DISCRETE CATEGORY ENTRIES: INTAKE) EXTENDED AND PLAN -- - . _L 
-.-~-l.!lt~.ke Assessment - -- NUMBER OF 

I MEDIAN ITE~1 ENTRIES MEAN _ .. b ". 

~ .......... -11ol'k 527 3.5 3.7 Vocational 378 2. 1 2.7 Education 549 3.5 3.9 PI'ob. Behavior 336 2.0 2.4 Leisure 244 1.3 1.7 Pre-Release 276 1.6 2.0 r1edical 9G8 6.6 6.7* Other 329 1.9 2.3 -
*A deceptively inflated mean; all inmates must be evaluated ;n 6 medical areas, 
with only the additiona'! comment l.Jeillg voluntat~y .. 
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Extended Assessment 

ITH1 

l~ork 
Vocati ona 1 
Education 
Probe Behavior 
Leisure 
Pre-Release 
r~edi ca 1 
Other 

total: 

TABLE 5 

DISCRETE CATEGORY ENTRIES 
(contl'nued) 

NU~1BER OF 
ENTRIES MEDIAN MEAN 

206 1.8 l.6 
120 3.0 0.96 
141 2.8 l.1 
118 4,.0 0.94 
121 5.4 0.97 

74 3 0.59 
42 7 0.34 
61 4 0.49 

883 0.88 

"NO CHANGE II* 

13% (16) 
36% (45) 
32% (40) 
38% (47) 
47% (59) 
58% (73) 
78% (98) 
66% (82) 

46% (460)** 

*as a percentage of total Extended Assessments present, or 125. 

,-

**as a percentage of total Extended Assessment categories present, or 1000. 

Performance Plan 

NUt~BER OF 
ITEM . ENTRIES MEDIAN MEAN INCORRECT ENTRY* -

Work 113 0.8 0.90 6% (7) 
Vocational 98 0.7 0.78 13% (16 j 
Education 115 0.8 0.92 11% (14) 
Probe Behavior 97 0.9 0.78 14% (17 ) 
Leisure 90 0.8 0.72 18% (22) 
Pre-Release 97 0.8 0.77 10% (12 ) 
r~edi ca 1 r ' 52 0.2 0.42 0.8% (1) 
Other 32 0.6 0.26 7.2% (9) 

total: 694 0.69 9.8% (98)** 

*as a percentage of total Performance Plans present, or 125. 
**as a percentage of total Performance Plan categories present, or 1000. 

8.3 Correspondence of Needs with Program Assignments 

The Earned Time System provides for a non-static case management process 

where initial diagnostic assessments of the inmate are constantly subjected 

to cross-verification and potential change. Thus, the Intake Assessment is 

re-eva1uated by the Case t~anager and Activity Supervisor in 1i,ght of actual 

observation of the inmate1s behavior, and suggested program assignment on 
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the Performance Plan is subject to the approval of the inmate and the 

Classification Con~ittee. The entire process, however, is only as viable 

as the corl~espondence within each category. That is, if a need is identified 

at Intake, and verified during Extended, an activity should be made availabie 

to meet that specific need, with an actual assignment noted. 

In order to dc:!termine the level of correspondence, two successive 

points in the process were considered together; that is, the Extended 

Assessment was evaluated as a logical progression from the Intake Assessment~ 

and the IINeed li column on the Plan was assessed to determine if it followed 

from an entry made dUl"ing Extended Assessment. 

viewed in terms of the following progression: 

The ovel~a 11 process was 

Intake ->- Extended + Need or 

Objective ->- Activity -~ Date. (Actual coding sheets used in this portion 

of the evaluation are included in Appendix B of this report). 

Of all inmate needs identified at Intake, 86% or 858 were verified 

during Extended Assessment in the 125 files that contained an Extended 

Assessment. Th·is numbet~ includes the 460 entries of "No change" discussed 
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in Section 8.2 above. The highest propDl'tion is in the Medical area (94% or 118), I 
pe\~haps reflecting the natural reluctullce on the part of a non-medica1 1 

1
\ 

individual to counter i:he diagnosis of a physician. Other areas range 

from 89% or 111 for both Education and Leisure to lows of 78% or 97 and 98, 

respectivelY, for Vocational and Problem Dehavior. Correspondences by area 

·are detailed in Table 6 below. 
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TABLE 6 

INTAKE ENTRIES VERIFIED DURING EXTENDED ASSESSMENT 

POSSIBLE NU~JBER NUMBER OF 
AREA OF CORRESPONDENCES CORRESPONDENCES 

Work 125 106 (85%) 
Vocational 125 97 (78%) 
Education 125 111 (89%) 
Problem Behavior '125 98 (78%) 
Leisure 125 111 (89%) 
Pre-Release 125 108 (86%) 
Medi ca 1 125 118 (94%) 
Other 125 109 (87%) 

total 1,000 858 (86%) 

The consistently high level of agreement between Intake and Extended 

is at some variance with staff perceptions. Institutional personnel at 

differing administrative levels conveyed their perception that diagnostic 

data included in the Intake was often not borne out by the actual b@.havior 

of the inmate at the institution. As noted, these observations are not 

reflected in the Extended Assessments at these institutions. 

The highest levels of correspondence were observed (1) at institutions 

with a diagnostic mission or component, so that inmates assigned to the 

permanent population had been assessed initially by colleagues or (2) at 

institutions with a low counselor-inmate ratio, allowing more contact hours 

for assessment on the part of the Ca~e Manager. 

Of all inmate needs that were verified during Extended Assessment 691 or 

69% showed some degree of correspondence with the need or objective stated 

in the IINeed" column of the Performance Plan. In 52 of the total 1000 

categories present (or 5%) the "Need ll cell on the Plan was left entirely 

blank. The degree of correspondence ranged from a high of 76% for Educational 
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needs to a 10\'/ of 62% for the categor.y labeled 1l0ther" which describes an 

inmate's needs concerni'ng his relationships with non~institutional persons, 

such as family members or friends. Levels of correspondence by category 

are detailed in Table 7 below for Extended Assessment to "Need". 

TABLE 7 

LEVEL OF CORR~SPONDENCE: EXTENDED ASSESSI~ENT VS. 
PERFORMANCE PLAN NEED OR OBJECTIVE 

POSSIBLE NUMBER ACTUAL NUMBER 
AREA OF CORRESPONDENCES OF CORRESPONDENCES 

Hark 125 86 (69%) Vocational 125, 87 (70%) 
Education J25 95 (76%) 
Problem Behavior 125 82 (66%) 
Lei sure 125 79 (63%) Pre-Release 125 92 (74%) 
Medical 125 93 (74%) Other 125 77 (62%) 

total 1,000 
~----- .. 691 (69%) 

OncA again, the institutions showing the highest level of correspondence 

between Extended Assessment and Performance Pl an needs were either facil iti es 

with a diagnostic component or those with a low counselor-inmate ratio. This 

is not to suggest, however, a simplistic response to a very complex issue. 

Effective case management does seem to be influenced by caseload size,obut 

the process is also hampered by external variables (such as the time1ine 

pt~oblel1l at the young offender, institution) and by weak support shown by 

upper management (as at the county camp where 60% of 'the files did not 

contain. Performance Plans.) It is important not to lose sight of these 

factors, although their relative influence is difficult to assess at this 

stage of ETS implelllE'l1tation. 
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Need assessment marks a ~ignificqnt point in the Plan development 

process, because at this juncture the level of correspondence drops in 

every category in systeMvide .comparison and at 11 of the 14 individual 

institutions sampled. (Two of the other three gained an average of three 

percentage points.) That is, although the agreement between Intake and 

Extended Assessment entries averages 86% (see Table 6), agreement betwen 

Extended Assessment and the Need portion of the Performance Plan averages 

only 69%. This seems to indicate some difficulty on the part of Case 

Managers to utilize diagnostic data effectively in assessing the inmate's 

need or objective in a given area. In some cases a verified need from the 

Extended Assessment was re-cast to correspond with institutional program 

offerings, rather than being addressed with the notation that the "needed 

program is not available at this institution." 

However, verifying a need or agreeing upon an objective with an inmate 

is only the first stage in the Plan development process; the second is agreeing 

upon an activity that will meet that need or objective. Of the 1,000 

category :entries considered, 686 or 69% contained an activity that corres­

ponded with the assessed need. In 172 or 17% of the categories the Activity 

column was blank, although a need had been identified on the Plan. The 

level of correspondence ranged from a high of 76% in the Work category to a 

low of 58% under "Other". Individual categories are detailed in Table 8 

below. 

-51-

== 



TABLE 8 

LEVEL OF CORRESPONDENCE; PLAN "NEEDII VS~ PLAN IIACTIVITyit 

POSSIBLE NO. OF ACTUAL NUMBER NEED WITH AREA CORRESPONDENCES OF CORRESPONDENCES NO ACTIVITY ~-- ........... =-=-rr ... "''GIIad.bI~~ 

Work 125 95 F6%~ 10 ~ 8%~ Vocational 125 87 70% 16 13% 
Education 125 93 (74%) 12 (10%) 
Problem Behavior 125 87 (70%) 17 ( 14%) 
Leisure 125 84 (67%) 22 (18%) 
Pre-Release 125 78 (62%) 30 (24%) 
Medical 125 90 (72%) 31 (25%) 
Other 125 72 (58%) 34 (27%) 

total 1,000 686 (69%) 172 (17%) 

The final stage to be assessed in the Plan development process was the . 
proportion of beginning dates noted for assigned activities. Of a total 

l~OOO possible correspondences, dates were entered in 635 or 64% of the . , 

categories. These range from a high of 86% for Medical to a low of 53% 

for Pre-Release. Individual categories are detailed in Table 9 below. 

TABU: 9 

LEVEL OF CORRESPONDENCE: PLAN "ACTIVITY" VS. PLAN "DATE" 

*includes 23 notations that prc~~\"ibed activity was not available at 
that institution. 

**includes 2 notations of tl no program available ll and 4 that inmate 
declined to participate. . 
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Low levels of correspondence in this stage may be interpreted in 

various ways: 

1. Case M~nagers, as the.y themselves report~ may have no 
way of determining when an inmate will be enrolled in a 
prescribed program. 

2. Traditional practice at an institution may require that 
an inmate serve in a probationary status for a given period 
of time and "earn't enrollment in programs or assignment to 
better details. 

3. Management and staff may perceive compliance with ETS 
procedures to be achieved when the p'aperl,'wrk 'is completed, 
rather than when the inmate is participating in needed 
activities. 

Generally, the highest levels of correspondence across all stages of 

the Plan development process seem to occur at institutions with low counselor­

inmate ratios. Coincidentally, these seem also to be the institutions most 

amenable to change and to adopting a new philosophy of dealing with the 

offender. 

8.4 Documentation of Progress 

The Quarterly Review Summary serves as a three-month progress note on 

the inmate's performance in each of the eight assessment categories. In 

addition to providing this ongoing evaluation of his behavior to institutional 

personnel, however, all the Summaries are forwarded to the Parole Board when 

the inmate's consideration date arrives, for inclusion in the Board's 

information fne. Accurate, detailed completion of this form, therefore, 

has a potentially large impact on the parole decision, since the Quarterly 

provides the only continually updated history of the inmate's behavior and 

performance during his incarceration. 

One indicator of completeness is the mean number of discrete entries 

that are included in each category. These were computed by dividing the 

total number of discrete entries in a given category by 110, the total possible 
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number of that category present, The Summary occasionally contained an 

entry that read lINo Change tl or "Not App1icable ll
; these were tallied 

separately. The results are detailed in Table 10 below. 

TABLE 10 

DISCRETE CATEGORY ENTRLES: QUARTERLY REVIEW SUMMARY 

NUMBER OF MEAN NUMBER OF 
ENTRY READ 
liN~ CHANGE II 

OR "N/AII 
~----~~------~~~~~~~---------------------

AREA DISCRETE ENTRIES DISCRETE ENTRIES 

Work 
Vocational 
Education 

IProblem Behavior 
Le'isure 
Pro-Release 
Medical 
Other 

total 

189 
143 
183 
189 
166 
140 
121 
111 

1242 

1.7 
1.3 
1.7 
1.7 
1.5 
1.3 
1.1 
1.0 

1.4 

1 (0.9%) 
20 (18%) 
10 ( 9%) 
2 ( 2%) 
3 ( 3%) 

20 (18%) 
13 (12%) 
15 (14%) 

84 (10%)* 

'1.'as a percentage of total Quarterly Review Summary categories present, or 880. 

With a mean of 1.7, Work, Education and Problem Behavior were the 

categories with the highest average number of entries. The significance of 

a 1.7 ave}"age, however, is difficult to determine in a process .with an overall 

mean of only 1.4. These three may repl'esent areas in which more inmates are 

involved in l'ehabi'litation programs; or they may represent areas of the 

greatest amount of chang~ in an inmate's institutional life, thereby requiring 

nUltlef!tlus updates. 

Overall means at individual institutions ranged from a low cf 0.75 at 

one of the smaller state institutions where the most frequent entry was 

IINo change ll to a high of 1.9 at a fot"l1lcr Youthful Offender institution whose 

staff seems to have mastered the technique of making progress notes, Generally, 

the highest means were recorded at the state's newest institutions, where staff 
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did not have to unlearn one case management process and replace it with 

another, and at a smaller state institution where staff expressed a notable 

degree of concern regarding case management processes. 

With some outstanding individual exceptions, staff do not display many 

skills in comp'Jeting the Quarterly Review Summary. Entries tend to be 

terse phrases that convey litt"'e information by way of update. Often the 

entries do not reflect the inmate1s enrollment in programs cited on the 

Performance Plan; or progress is occasionally noted in a prograln that is 

not indicated on the inmate's Performance Plan. Overall, this particular 

documentation seems to lack continuity, a vital element in any effective 

case management process. 
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9.0 PERFORMANCE RATING PROCESS 

The Earned Time System proV'ides two levels of positive reinforcement 

for the inmate, each contingent upon a different minimal level of performance: 

1. Time off the end of his sentence, with the Department's 
favorable parole recoITUllendat1'on, predicated upon an inmate's 
sustained, acceptable level of performance during his incar-
ceration; and . . 

2. Extra institutional privileges, a more proximate level of 
motivators, earned through an exceptional level of performance 
in a rated acttvtty. 

Each level presumes the existence of responsible staff members who 

will rate performance based upon a body of specific criteria known both 

to the staff person and to the inmate; and who will apprise ~he inmate 

and the Cas e Manager on a peri odi c bas is as to the performance t'a ti ng 

earned. The primary tl'ansaGtion documentc.; in this process are the 

Perfol~mance Act"ivity Description (PAD), the Supervisor's Evaluation (SE), 

the dai ly Performance NoticE~ (PN) and the monthly Performance Exception 
Report (PER). 

9.1 Critel"ia for Rating 

The specific requirements that an inmate must meet in order to receive 

a satisfactory rating in an activity are delineated on the Performance 

ActivHy Description. Entrance requirements, activity objectives and a 

detailed narrative description of the activity are also included on the form. 

DUI'ing the early months of ETS implementation, Performance Activity 

Descriptions were completed by appropriate institutional personnel for each 

~ork, educational, and vocational activity available at their ;r,JtitutiJI,. 

The PAD's ~I/ere subsequently forwardea to ETS program staff fOt' review. 

Sevet'al of the ·PAD's were revised at this stage so that activity performance 
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criteria would reflect a uniform behavioral orientation. 

All PAD's were then granted "provisional approval", pending final 

review for standardization by the respective program staff in work, 

educational and vocational areas. At this writing final approval has no~ 

yet been designated for any PAD. 

9.2 Mechanisms for Reporting 

9.2.1 Supervisor's Evaluation 

The Supervisor's Evaluation is the transaction document indicated in 

ETS Proceclures as the reporting mechanism for periodic assessment of an 

inmate's performance. The SE is required on a quarterly basis for each 

inmate assigned to an activity. In the total rating process this document 

is the primary SOU1"Ce of first-hand information concerning the inmate's 

sustained level of performance in institutional activities. 

As discussed in Section 8.1 above, the SE was present in 40% of the 

files sampled. More than half of these SEts, however, contained only the 

notation that the inmate had not been assigned to that detail for a long 

enough period of time to allow a meaningful evaluation. 

Generally, when the SE was present and an evaluation was possible, the 

report was written in more specific and behavioral terms than were 

Performance Notices and Performance Excepti on Reports. (See Secti on 9.2.2 

below.) Some correspondence with criteria outlined on the PAD could be 

discerned, although systematic evaluation was precluded by the unavailability 

of approved PAD's at that point in the file review process. 

Comments on the Supervisor's Evaluation were generally restricted to 

one sentence or less. This brev"ity may reflect the impact on the amount 

of time or the degree of familiarity with the inmate allowed to the 

Activity Supervisor with a large detail. 
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9,2.2 Performance Noti.ce ~nd Performance Excepti on Repor't. 

The mechanism established under ETS for providing feedback to the 

inmate concerning his performance is the exception repol"t. This report 

is genel"ated on an as .. needed basis by the Activity Supervisor to inform 

the inmate that his behavior has exceeded or fallen below satisfactory 

performance levels for that activity. The Supervisor retains the 

prerogative of following up on a daily report (PN) \'1ith a monthly report 

(PER.). ETS Procedures specify that the reasons outlined for issuance 

of the report must be behavioral in nature and consistent with the criteria 
listed in the PAD for that activity. 

Systematic evaluation of the PN's and PER's proved to be ?dministratively 

impossible since the reports were filed in individual inmate folders with 

no way to track their exact location onc~ the reporting process had resulted 

in the recommended transaction (i.e., privilege or disciplinary action). 

However, several reports were reviewed at each institution in an effort to 

assess the quality of the documentation and to arrive at some idea of the 
vi abi 1 i ty of the ·process. 

The I"ating procedU}~e that allows an Uunsatisfactol''Y'' denotation for 

poor performance does not seem to be utilized at any of the 14 institutions 

visited. During informal interviews with Case Managers, a completely 

processed unsatisfactory rating was reported on only one occasion. 

Genera l1y, staff perceive thi s process as too cumbersome and time­

consuming for }~emoving an inmate from an assigned activity. Both staff 

and managers suggested that the distinction between unsatisfactory 

performance and insubordination is often so unclear that the lesser time­

frame requi ted to process the disci.pl i tlc.t/'Y report becomes the deci di 119 

factot' in a choicQ of supervis,ory actions" 
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Since the unsatisfactory report process is being utilized only 

sporadically, some indication of the frequency of performance reports 

may be inferred from privilege rates. That is, given that there are only 

two kinds of pel"formance report and one is not being used and the other 

generally results in a privilege transaction, privilege rates at an 

institution should correspond to performance report rates. 

This logic does seem to hold true: interviews with staff at institu­

tions with the lowest privilege rates turned up the greatest amount of 

resistance to the entire performance rating process. Several institutions, 

including most of the county camps, are not rating at all, while others such 

as the state's largest are rating at such a low fy'equency level as to be 

non-existent. 

Differences in rating frequencies occur on an individual basis as 

.well. Inmates consistently noted during interviews that many supervisors 

refused to give excellent reports. These observations were subsequently 

confirmed by the supel~visors themselves, many of whom seemed to interpret 

thE: concept of "excellent performance" in its strictest context. Conversely, 

several other supervisors expressed a basic willingness to reward any 

positive behavior on the part of an inmate and were concerned only with 

how to distinguish "excellent" from "satisfactory" performance: (See Smith 

and Roche, 1977 for a more extensive discussion of inmate-staff perceptions 

of ETS.) 

Performance Notices and their resultant Performance Exception Reports 

are often written in terms of one pervasive criterion: overtime. 

Particularly in the Work area, little attention seems to be given to the 

specifics delineated on the PAD concerning satisfactory performance in 

that particular activity. This is not to suggest, of course, that extra 
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effort is not a valid basis for reward, particula~ly since productivity 

requirements are so universally associated with these details. As the . 

process is refined) however, more of the specific criteria outlined on the 

PAD might be considered in rating the inmate's performance. 
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10.0 PRIVILEGE SYSTEM 

One of the central issues in a performance-based model is the nature 

of the positive reinforcements utilized to reward achievement. Two salient 

criteria in this respect are consistency and equity; that is, are lists of 

available privileges comparable from institution to institution, and are 

privilege award rates comparable across age, race and ability groups 

with i n each ins ti tL!.t-i·on?-··-~-. 

The keys to the effective use of extra privileges as motivators 

include: 

--thoughtful development of rewards that are valued by 
the inmates; 

--monitoring at each institution to insure prompt scheduling 
of the awarded privileges; and, 

--periodic evaluation between institutions to increase 
standardization of practice in the designation and 
award of regular and extra privileges. 

10.1 Comparability of Rewards 

Each institution was encouraged by ETS program personnel to develop 

its own privilege list:. tailoring it to its specific inmate population and 

·1 available facilities. (A county camp may be able to offer a fishing trip 

·1 . . 

as a privilege, for example, while a more urban institution would offer 

craft shop time or gym time,) This approach resulted in some 53 varied lists 

of privileges, each of different size or content. Insofar as could be 

determined, these lists were produced almost exclusively by managewant 

and staff with little formal input from inmates. 

The master privilege list for the Earned Time System presently contains 

68 different privileges. Not every privilege is available at every institution, 

although one privilege does appear almost universally on individual institution 

lists: the telephone call . 
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The five mQs.t frequently recut'ri.ng priYi1eges~ in terms of availability, 

and the number of institutional lists that include them are: 

1. Telephone call 
2. Extra or extended visit 
3. Supervised fishing trip 
4. Detail change 
5. Day off wOlrk or act'j Vi. ty 

(48 or. 91%) 
(41 or 77%) 
(23 0)" 43%). 
(17 or 32%) 
(15 or 28%) 

Individual lists range from a high of lJ items at a former Youthful 

Offender institution to a low of 1 at the institution for older and infirm 

inmates. (Officials at this facility point out that the base list of 

daily privileges already accorded these inmates as a function of being 

assigned to this institution is so extensive as to preclude any additions.) 

The mean number of privileges on lists from state institutions is 8 

with a median of 7.5.; and from county institutions, 4 with a median 

of 4.5. 

The state institutions with the most extensive lists seem to be those 

that had a functioning privilege system before the advent of ETS. Particularly 

evolved were lists at institutions with a performance-based orientation in 

their pre-ETS system. Georgia Industrial Institute (GIl) and Georgia 

Training and Development Cents!" (GT&DC), for example, each had a system that was 

predicated on observed, high-quality performance in an activity. Their 

privilege systems thus required few changes to tailor them to ETS procedures, 

a fact that is reflected in the number of different privileges available to 

the inmates at these institutions. 

The underlying philosophy of a performance-based privilege system is 

intel~preted differently by state and county institutions. Generally, county 

camps view the pr'ivi'i'::f:j.;} at its least complex level: as a one-to-one 

correspondellce between a positive behavior and a positive reinforcement. 

For example, if the inmate does extra work, he gets an extra phone call. 
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Even with the necessary delays cause.d b.y paperwork, the interpretation is 

based on the concept of i.mmediate gratifi.cation. 

At a number of state institutions this viewpoint has been refined 

somewhat to allow the inmate more flexibility in the use of his earned 

privilege. While retaining the option of redeeming the privilege slip 

immediately, he is permitted the additional possibility of saving the 

slip to be used with another in acquiring a privilege of higher value. 

That is, he may choose one of two options: (1) redeeming the slip and 

claiming a phone call, visit or some other privilege with a unit value of 

one; or (2) combining the slip with one earned at a later date and claiming 

a privilege with a higher unit value, such as o. security reduction which 

requires two slips and meeting of eligibility criteria. As this concept 

is presently functioning at GIl, three privileges are denoted as 1I10n9 

. range ll
; two monthly reports for exce 11 ence duri ng a six-month peri od are 

required in order to earn one of these. The inclusion of a time element 

is further refined at Georgia Women's Correctional Institution where an 

excellent monthly performance report for three consecutive months is 

required for some of the more valued privileges such as a day off work or 

choice of job detail. 

10.2 Scheduling of Privileges 

ETS Procedures specify that an inmate IImust use [an earned] privilege 

before the expiration date, normally one month from the date of award. II 

Of the 1,396 privileges recorded from 11 institutions, the mean time 

between the date an inmate received a privilege slip and the date that he 

redeemed it was B.B days with a standard deviation of 11.3, This time frame. 

of course, does not take into account the period required for processing the 

actual monthly exception report. If the inmate receives an exception slip 
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(PN-E) on the second dar Qf the month~ ~t may t~ke ~s 10n9 as five weeks for 

him to be eligible for a privilege since the monthly exception report is 

completed at the end of the. month. 

In some cases a low mean at an individual institution is a reflection 

of a policy decision concerning privilege expiration dates at that institution. 

One of the small institutions, for example, has established a two-week iimit 

on phone call privileges; that is, any inmate selecting a phone call as his 

privilege has two weeks from the date of the privilege slip to make his 

phone call. Since the phone call accounts for 75% of the privileges 

chosen at that institution during any given month, the two-week policy 

probably contributes to this institution1s low turnaround time of 4.7 days. 

Generally, those institutions with the youngest populations exhibited 

the shortest amount of time between th~ date a privilege was granted and the 

actual award date. 

10.3 Equity nf Actions 

The average monthly rate* of priv'i1p.ge award actions for the 11. 

institutions evaluated was 0.11, with a median of 0.07. The rates range 

from a high of 0.22 at the former Youthful Offender institution to a 

low of 0 at one of the smal"iel' state institutions. Rates ar'e significantly 

and consistently higher at institutions with younger populations, with 

the two highest rates occurring at Georgia Training and Development Center 

and Georgia Industrial Institute. As discussed in Section 10.1 above, 

privilege lists at these institutions are comprehensive and have evolved 

from a history of performance-based modeling. 

*Thi s rate represents the -ii-ver1'loc frlonthly number of pri vi 1 eges at a 
given institution divided by the montlliy population average for the same months. 
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The two most frequent ly requested pri vil eges by far were the 

telephone call and extended or additional visit. These accounted for 

81% of the total privileges granted. In all, 566 phone calls were 

requested or 55% of the tota'i privileges granted; 272 visiting privileges 

were requested or 26% of the total. The next most popular privilege 

was the fishing trip which accounted for 51 or 5% of the total. 

Perhaps the most important question concerning privileges, however, 

is not what are they, but who gets thE!m. Several different variables 

were considered in answering this query. These included inmate classification 

(i .e., Good Time or Earned Time); security class; race; and ability group, 

as represented by 1.0. range. 

Monthly privilege rates are somewhat higher for the non-Earned Time 

population than they are for "E~t inmates. Good Time inmates show an average 

rate of 0.11 as compared with 0.09 for Earned Time inmates. The difference 

in rates is most pronounced at institutions with either an equal number 

of Earned Time and Good Time inmates, or a larger proportion of Good Time 

inmates. The rate variance may, therefore, simply be a function of the longer 

periods of time that most of the Good Time inmates have been assigned to 

these institutions. That is, supervisors may have had more time to observe 

their performance, and become familiar with the inmate. 

. As indicated in Table 11 below, inmates in lower and medium security 

classifications received 755 or 74% of the total privileges awarded. Inmates 

in these classifications, however, comprise only 44% of the population at 

the 11 sampled institutions. Since these figures suggested the presence 

of some inequity, further breakdowns were calculated. 
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TABLE 11 

PRI~ILEGE EARNING RATES BY SECURITY CLASSIFICATION 
AT 11 SN·1PLED rNSTITUTIOt~S 

11 
I, 
,

'd. ~",l { 
t 

--r----l.: 
% of Population 

Security % of Total at Sampled Institution 
Classification Privileges Earned in this Securit Class ~~~~i~~g,! 

Lower (1-3) 33% 15.4% 
" 

0.33 I, 
r~edi um (4) 41% 29.0% 

Higher (5-6) 27% 54.0% :::~ I' 
~---i-__ -1--~----:.1-_I'-;. 

j 

Fi rs t. a freq uency di s tri but i on of p ri vi 1 eges by race was genera ted to 
for the sampled institutions. These data indic'ated that white males 

represented 38% of the sampled population, but received 48% of the total 

privileges awarded. 

I', 
, 

Suspecting that some correlation might exist between these two Variables, 

a crosstabulation was run between ~Gcurity classification and race with 

I, 
. 

I: 
the results as detailed in Tables 12 and 13. 

TABLE 12 

SECURITY PROFILE OF BLACK INlfJATES HHO EARNED A PRIVILEGE 

Security % Black Who % "B 1 ack in 
Cl assiD cation E arned a Privile e Sam .1g,9-Popul a ti on 

LO\·/(::t· (1-3 ) 30.4% 15.1% 

~1edi um (4) 

~ 
40.1% 32.3% 

Higher (5-6) 29.5% 51.9% 
------
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TABLE 13 

SECURITY PROFILE OF WHITE INMATES WHO EARNED A PRIVILEGE 

SECURITY % WHITE I~HO % WHITE IN 
CLASSIFICATION EARNED A PRIVILEGE SAMPLED POPULATION 

Lower (1-3 ) 34.7% 15.8% 

Medium (4) 41.0% 26.8% , 

Higher (5-6) 24.2% 58.1% 
. 

.. ---_ ... - .. ~-.. _' ... - _.-.... .., 

The salient facto!" here seems to be security classification rather 

than !"ace. Olack inmates in lower' security classifications at the sampled 

institutions comprised 47.4% of the population, but re~eived 70% of the 

privileges. In a similar manner, White inmates in lower security 

classifications at the sampled institutions comprised 42.6% af the population, 

but received 75.7% of the privileges. One probable explanation for these 

ratios may be that access to a broad range of activities is limited for 

those inmates with close or maximum security codes, thereby minimizing 

their relative opportun"ity to earn a privilege. 

The final variable considered was ability group. Because of the 

small number of inmates falling into the extremely high and extremely 

low'ends of the spectrum, these were collapsed into categories labeled 

"Higher" and "Lower." 

As indicated in Table 14 below, inmates falling into the lower and 

medium I.Q. score ranges (i.e., with an I.Q. of less than 110) comprise 
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54% of the population at sampled institutions and earned 54.8% of the 

privileges. The ratio is thus a proportionate one. 

TABLE 14 

PRIVILEGE EARNING RATES BY I.Q. RANGE AT 11 SAMPLED INSTITUTIONS 
. 

% of ' Population 
% of Total at Sampled Inst. Pri vil ege 

I 
I 
I 
I 

I.Q. Score 
Range Pri vi 'j eges Earned in th is I. Q. Ranqe Earning Rate II. 

I 
Lowe r 8.8% 15.4% O. , 2 
(to 79) 
Medium 
(80 to 109) 46.0% 39.0% 0.'7 
H'i gher 
(over 109) 20.0% 17.0% 0.18 

---

The privilege earning rate increase.s somewhat from lower to higher 

I.Q. score ranges, possibly reflecting different levels of understanding 

and interaction with the ETS privileg~ mechanisms. 
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11.0 OVERPOPULATION ISSUES 

Overpopulation and the problems associated with it have contributed to 

a chronic state of affairs in the nation·s correctional institutions, 

Georgia not excepted. As populations have increased, administrators have 

suddenly found themselves faced with vital issues concerning the provision 

of ample food, of proper sanitation and of sufficient bed space for the 

ever arriving new admissions. As more and more living space is absorbed 

and the number of square feet available to each inmate decreases, the 

atmosphere becomes volatile. Minor issues assume overwhelming proportions, 

and the potential for conflict between inmate and inmate or inmate and staff 

increases. These interactions ara reflected i.1 higher disciplinary repol"t 

rates. 

The situation can only be contained in a few different ways: 

1. Build more institutions; 

2. Promote alternatives to inca,rceration; 

3. Decrease the number of admissions; or 

4. Increase the number of releases . 

Georgia's Department of Offender Rehabilitation has tried a combination 

of all of these approaches. A new institution with a capacity of 432 was . 
opened in Columbus during FY77: West Georgia Community Correctional Center, 

with another to follow som~ i\'; Macon. A number of additional community­

based centers are being reviewed to allow this viable alternative to 

sentenci ng courts. A temporary back'I09 of inmates was a 11 owed to accumul ate 

in the jails until additional space could be made available to house them. 

Only releases presented a perennial problem: How to increase the 

number of inmates released each month and still protect the public's safety 

by exerting all proper controls? The Earned Time System seems to provide 
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at least the potential for answering this query. As a performance-based , 

model \'Ii th i nhey'ent characteri sties of accountabil ity for both inmates and I 
staff, ETS allows the inmate to choose his own level of achievement while ~ 

ensuring that decisions and their programmatic consequences will be recorded. 'fJ! 
Equally as important in its response to the overpopulation problem, however, ~ 

are the el ements of ETS that allow the inmate to earn his way out as the , 

result of acceptable performance. In theory, by consistently earning two I 
days off time for' each day served, the inmate \'Jill earn his way out at one- "'I 
third of his sentence, whether Ol~ not he 'is granted parole. If he is an ~; 

"habitual" ETS offender, he earns at one day off for one day served, so the 1 
earn out point only occurs at half his selltence length. I 

This is a system impact measure that requires tracking for longer '",,: 

than one year. Pre'j irninary data are p~esented in Secti on 11.1 bel ow. ~I 

11 • 1 Des i gn Capaci ty 

Des i gn capacity as a percentage 'If total popul ati on was tracked for 

a two-yeal~ period beginning in July 1975 and ending in June 1977. Since 

county institutions do not have official design capacities at this point, 

only state institutions wer~ included. 

The average population increased by 399 inmates or 5% during this period, 

from 8,241 in FY76 to 8,640 in FY77. I~ith the availability of new space, 

the relationship of population to design capacity rema'ined about the same: 

112% in FY76, 111% in FY77. This ratio is detailed for the eight quarters 

in Tab1e 15 below. 
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TABLE 15 

POPULATION; DESIGN CAPACITY, FY76 AND FY77 

POPULATION DESIGN % OF DESIGN CAPACITY OTR. AVERAGE CAPACITY OCCUPIED BY POPULATION 

FY76 

1 8144 7348 111% 2 8199 7348 112% 3 8203 7348 112% 4 8407 7348 114% 
tota 1 ~I: 8238 7348 112% 

'-FY77 

1 8467 7780 109% 2 8549 7789 110% 3 8687 7780 112% 4 8679 7780 112% 
total* 8596 7780 11 O~~ 

*These totals differ somewhat from those cited in the text due to 
rounding When accumulating quarterly figures for all institutions. 

So many intervening variables can affect population from one year to 

the next--such as sentencing patterns, crime rates, parole rates--and ETS 

is only just completing its first stage of implementation, that to ascribe 

any population change to ETS during this first evaluation would be unwarY'anted. 

One potential problem area does deserve observation: the offender that is 

classified as IIhabitual". His sentence length is probably alre'ady 10n£ler 

as the result of the judge's consideration of his past offenses; his chances 

for favOl'able parole consideration are lessened because of his criminal 

history and return"to-prison rate; and he earns at a lower rate than the non­

habitual. This triple penalty may have serious consequences for the corrections 

system if it is not soon mitigated, possibly through the elimination of the 

IIhabitual li deSignation. 
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11 \ 2 Use Of Force Report Rates 

A Use of force Report is generated by an institutional staff person 

at any time that physical contact must be used to control an inmate's 

behavior'. As indicated ;n Table 16 below, rates tracking the issuance of 

these reports are already so 1m.., as to cause some problem in determining 

the significance of another drop of 0.1 in the rate. 

The total number of reports written at state institutions during FY76 

was '161 and at county institutions, 12, for average monthly reports of 

13 and 1, respectively. The number of reports written at state institutions 

during FY77 totaled 129 and at county institutions, 10, for i-lverage monthly 

reports of 10.8 and 0.83, respective'ly. 

The rate per quarter per 1,000 innmtes has dropped steadily during 

FY77, perhaps because of the opening of new institutions and a consequent 

reduction in tension levels. No particular seasonal variations seem to be 

involved in these lower rates, but, again, interpretation becomes difficult 

when the average monthly drop is from 15 to 11 to 10. 

11.3 Disciplinury Reports Rates 

Disciplinary Reports index the confrontation between institutional 

personnel and inmates [SI/lith and Roche, p.7]. By this definition, report 

rates may be intel~preted in several d'iffer-ent ways. As the rate increases, 

it may signify a cOI''responding increase in tension levels at the institution. 

The Disciplinary Report thus serves as an outlet for this tension: the 

inmate translates his frustration into some open act of defiance ~~~ t~~ 

staff member uses the Repol"t as il l't~5"i nder. 

An increase in report rates may indicate that the behavior observance 

that ;s encoU)~aged by other ETS processes has borne results in this one:. as 
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staff observe the inmate~s pe)~forl11ance and increase their level of inter .... 

action with him, they multiply also the possible number of negative interp 

actions. 

Table 17 details the quarterly Disciplinary Repo)"t rates per 1,000 

inmates at state and county institutions. The average rate for FY76, the 

year immediately preceding ETS implementation, is 5.56 points lower than 

the average ra te for FY77. One explanation may be that mos t 1 ine staff 

underwent intensive training immediately before ETS was operationalized. 

Since ETS was a new program with different documentation requirements, 

training was conducted on a continuous basis over the next months. Many 

staff were exposed to considerably more classroom hours, learning and 

practicing the new proced~res, than had ever been the case under Good Time. 

This sustained training may have shown up as increased levels of observation, 

resulting in, hopefully among other transactions, an increased number of 

disciplinary reports. 

Repo~t rates are consistently highest across the system at institutions 

with younger populations. This may reflect the "Show mel! attitude of most 

young people, or it may reflect that perception of them on the part of staff. 

Often, the rate seems to be influenced by the mission of the institution. 

The Youthful Offender Program, for example, specifies a contingency-based 

contract that determines the inmate's release date. He must fulfill the 

terms of this mutual agreement in order to earn release. His behavior is 

thus obse)~ved very closely in order to determine cdmp'liance. This close 

observation may be one reason for Youthful Offender institutions~ showing 

the highest rates of all. 

During the second quarter after ETS implementation, the Disciplinary 

Report rate dropped at 11 of the 17 state institutions; at one facility, the 
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TABLE 16 

USE OF FORCE REPORTS: RATE PER QUARTER PER 1 ,000 IN~lATES 

STATE INST,: COUNTY I NST . : POPULATIOU QUARTER TOTAL REPORTS TOTAL REP·ORTS AVERAGE -
Ju1y.·Sep 75 37 2 10,763 Oct .. Dec 75 39 5 10,692 Jan .. Mar 76 4Q a 10,695 Apl~ .. Jun 76 36 5 10,973 
total 161 12 10,788 
Jul -Sep 76 39 5 11 ,050 Oct -Dec 76 31 2 11 ,127 Jan -Mar 77 29 2 11 ,205 Apt -Jun 77 

l 
30 

I 
1 11 ,235 

total 129 10 11 ,154 

TABLE 17 

DISCIPLINARY REPORTS: RATE PER QUARTER PER 1,000 INMATES 

· 
STATE INST,: COUNTY I fJST . ; POPULATION _QUARTER TOTAL REPORTS TOTAL REPORTS AVERAGE - -

Jul -Sep 75 1114 309 10,763 Oct -Dec 75 1238 265 10,692 Jan .. Mar 76 1314 313 10,695 Apr -Jun 76 1380 277 10,973 
total 5046 1164 10,788 
Ju1 -Sep 76 1574. 277 11 ,050 Oct -Dec 76 1299 243 11 , 127 Jan -r~ar 77 1670 242 11 ,205 Apr' -JUIl 77 1621 239 11 ,235 
total 6164 1001 11 ,154 

...... 1 
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RATE/QTR./ 
1 000 INMATES 

'1.20 
1. 37 
1. 53 
1. 25 

1. 34 

1. 33 
0.99 
0.92 
0.92 

1.04 

RATE/QTR./ 
l i OOO rm1ATES 

44.07 
46.85 
50.71 
50.33 

47.97 

55.84 
46.20 
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decrease was 55 points? at another only 5, During the comparable time frame 

in FY76 (i.e., the second quarter), only 6 of the 17 institutions decreased 

in report rates; these declines averaged 20.8 as compared with 25.4 for the 

second quarter of FY77, The decrease thus appears too widespread and too 

pronounced to have been caused totally by seasonal variation. 

One other explanation may be a new sensitivity engendered in staff by 

ETS. ~1any institutional personnel from lim~ officers to teachers to 

managers reported duri ng i ntervi ews that they \l/ere much more careful about 

writing a Disciplinary Report on an Earned Time inmate than they had been 

under the previous system. They seemed to feel that the implicatioills of a 

non-returnable time loss warranted some additional deliberation on their 

part and, perhaps, another course of action entirely. Rates at these 

institutions were back to nearly their first quarter level by the third 

quarter, so that even in the overall data presented in Table 17, the second 

quarter of FY77 looks like a moment of pause in a gradually increasing 

report rate. 
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12,0 PROGRM1 COt'lPLE.TION RATES 

Progl~arn pl a,cement under th,e Earned TUne System is predi cated upon a 

sertes of verified assessments concerni,ng an inmatets aptitude as well as 

hfs observed performance. Insofar as these assessments and consequent 

placements are accurate, that accuracy \/111 be reflected' in gradually higher 

rates of successful program completions. 

Da ta concerni ng re,asons for jJ;'ogram termi nati on that were used in 

compiling this section were derived from curilUlative in-house corhputer files" 

routinely updated by the Offender Administration Division. 

12.1 Vocational Programs 

Twenty vocational education programs were selected for tracking based 

upon a previous selection of these sam~ program~ used for an in-house program 

completion study. Successful program completion rates of Earned Time inmates 

were compared with those of the first year new admission cohort from July 

197~. The time period in each case was the first four quarters after,admission. 

For Earned Time inmates this vmuld be July 1976 through June 1977; for the 

"first year cohort," July 1975 through June 1976. Detailed data are outlined 

in Ta~le 18 below. 

TABLE 18 

SUCCESSFUL PROGRAM COMPLETIONS, TWENTY SELECTED VOCATIUNAL PROGRAMS; 
ETS INMATES VS. ANY FIRST YEAR COHORT 

NO. OF NO. OF SUCCESSFUL % SUCCESSFUL 
TERflHNATIONS COl<1PLETIONS CQf·1PLETIONS 

WD.'R. E's 1st Yr. E's 1 s t Yr. E's 1st Yr. 

1 6 11 0 1 0 9% 
2 6 10 u 4 0 40% 
3 11 41 Q 6 0 15% 
4 35 83 1 5 3% 6% 

..l.Q..tal 58 145 1 16 '1.7% 11% 
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As is readily observablc, the E~rned Time population produced only 

1 successful completion (or 1.7% of tenninations) during a l2~month'period, 

while the previous yearls new admissions generated 16 or 11% of all 

terminations. Low completion rates for these programs are easily interpreted 

as vel~ification that new inmates are generally added to the bottom of exten­

sive waiting lists for entry into these vocational programs. As classroom space 

occurs, it is apportioned first to those inmates whose names have been on 

the list for the longest period of time. This practice when combined with 

the const~'aints of implementing a new case management process could explain 

the somewhat lower rate. 

But another factor seems to have some potential influence on this rate: 

frequency of transfers. As indicated in Figure 1 below, although transfer 

rates for ETS inmates are gradually declining as a reason for vocational 

program termination, they started out at a significantly higher point 

than the comparable rate for the "first year cohort." During the second 

quarter of their incarceration 5 of the 6 program terminations for ETS 

inmates were for transfers, while 1 of the 10 terminations for the first 

year cohort was for transfer. For the four quarters tracked in the selected 

vocational programs, transfers accounted for 43% of "E" inmate terminations 

and 19% of the first year cohort terminations. The actual number of cases 

inv~lved may be too small to be significant at this point, but this may 

well be an area that merits continuing attention. 

12.2 Academic Programs 

Five academic education areas were tracked for a four-quarter period, 

and successful program completion rates of Earned Time offenders were 

compared with those of the .same first year cohort described in Section 12.1 
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0 = 1st year Cohort (FY76) 

80 ~ = ETS Inmates(FY77) 

([j = Number of Transfers 
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Figure 1. Percent of Vocational Program Terminations Due To 
Transfer: ETS Inmates Vs. Any 1 st Yeal~ Cohort 
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above. The education areas included were Adult Basic Education, college 

courses, GED, high school courses, ancl Literacy Remedial Education. 

Detailed data are outlined in Table 19 below, 

TABLE 'r9 

SUCCESSFUL PROGRAM COMPLETIONS, FIVE ACADEMIC AREAS: 
ETS INMATES VS. ANY FIRST YEAR COHORT 

.. __ ... --- _.,. ... 

flO. OF NO. OF SUCCESSFUL ~~ SUCCESSFUL 
TERtltINATIONS cm,'IP LETI ONS Cm,']PLETIONS 

_QTR., E's 1st Yr. E's 1st Yr. E's 1st Yr. 

1 9 23 2 4 22% 17~& 2 47 99 10 18 21X 18X ., 
100 234 27 71 27% 30% _I 

4 147 430 33 169 22~s 39~& 

Total 303 786 72 262 24;& 33% 

Differences in the relative successful completion rates for these academic 
, 

arectS seem to be somewhat less pronounced than for the vocational programs. 

Generally, Earned Time inmates have sustained a rate ranging from 21% to 

2n:., while the first year cohort showed a steady increase over four quarters 

from l7~ successful completions to 39%. 

It may yet be too early to determine the effect that ETS need assessment 

and program assignment will have on these rates, assuming that rates for the 

1976 admissions were influenced by new procedural requirements. It is 

interesting to note, however, that once again "crminations due to transfer were 

higher for the Earned Time group than for 1975's new admiss~ons: 23% over 

four quarters versus 18%. 

12.3 Academic and Vocati0nal Programs Combined 

In ordel~ to allow for the small number of completions during the early 

lJIonths of i ncal~cerat i on, data concerni ng both the ucademi c and vocati ona 1 
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areas discussed above were com~ined in one analysis. As indicated in 

Figure 2 below, the combined stati.stics follow generally the trend of 

academic completions alone. The first year cohort show~ a gradual increase 

in successful completions from 15% to 34%; Earned Time inmates~ on the other 

hand, ShOH firs t a gl~adua 1 i ncrease fl~Oll1 13% to 24%, then a setback in Quarter 

I! 4· to a 19% ra te. 

The combined program transfer rates as pictured in Figure 3 do not suggest 

as close a correspondence between transfers and successes as did some of the 

earlier data. Program tel~minations due to transfer of ETS inmates dropped~. 

for example, in Quarter #3 when the combined success rate rose five 

percentage points for the ETS population. In any case, these overall 

transfer terloination rates are higher for ETS inmates than for the first 

yeal~ cohort: 38% vs. 27%; as well as for the non~Earned Time segment of the 

present population which averages a 26% rate of program termination due to 

transfer. 
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13.Q ETS PAROLE DOCUNENTATION 

Each successive item of documentation in a performance~based model 

provides one more level of accountability for Departmental management and 

staff. This documentation is an ongoing record to cel"tify that any 

significant action taken in relation to the inmate was caused by the 

inmate's own behavior. The process culmtnates in the parole decision. 

Insofar as the information supplied by DOR to the Parole Do~rd is both 

specific and complete, the Departmentl's responsibility to make performancE~­

based recommendations is discharged. 

It is important to note, however, that an inmate's behavior during 

incarceration forms only a small part of the total data file collected on 

him by the Parole Board. In many cases his period of incarceration has 

been minor when compared with the number of years he has spent in free 

society. Even when this is not the case, among the muHitude of influences 

in an individual IS life, it would be difficult at best to determine the 

relative impact of an institutional experience. The o'jversity of items 

present in the Parole Board file attests to the difficulty of this weighting 

issue: extensive social histories, legal reports of the crime, occasionally 

an updated case study and, on some inmates, a psychological profile. 

The semantics concerning DOR's contribution to the parole process have 

changed somewhat since the incep(~on of the Earned Time System. While the 

first formulation of this concept called for DOR to communicate an inmate's 

parole clearance to the Board, based upon the inmate's performance, a 

subsequent agreement specified that the Department would formally declare an 

inmate "deficient ll if he did not maintain an acceptable level of performance 

during his incarceration. Criteria for this assessment were later defined as 

six months or more in a time out status. 
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Parole documentation requirements have also evolved and expanded some­

what with [TS implementation~ During the first 12 months, institutional 

staff were required to supply for each inmate due for parole consideration 

both the Inmate Evaluation form used under the Good Time System and the 

Parole Review Summary that superseded it under the Eal~ned Time System. The 

Quarterly Review Summary was also to be "included. Recently, however, the 

requirement for an Inmate EYaluation form on ETS inmates was deleted and 

only the Parole Review Summary was retained. In addition to the Quarterly 

Revi'ew Summary, a copy of the inmate's Performance Pl an is now to be part 

of the package sent to the Parole Board. 

13.1 Completeness of Files 

A Parole Rtwiew Summary, or an Inmate Evaluation, or both, were present 

in all 46 of the sampled files. These documents were also present in the five 

files belonging to inmates who completed their sentences while on parole. 

Indtvidual percentages are detailecl iii Table 20 below. performance Plans were 

included in l3~~. or 6 of the sampled files, \~hi1e a Quarterly Review Summary 

was included in 24% or 11 files. The relatively small number of Plans at 

this point is undoubtedly a reflection of their not being requiSite 

information under previous ETS guidelines. The number of Quarterlies may 

be a function of the short period of time that ETS was implemented prior to 

these inmates' parole review, or an indication of frequent transfers, 

resulting in a lack of cumulative information on an inmate at anyone 

institution. 

According to a representative of the Board of Pardons and Par" ~:-:.,' ~ ~ 

is theil~ understanding that the inmat: file forwarded to them for I"eyiew by 

institutional personnel is to contain a complete diagnostic package. This 

would include the ETS Performanca Assessment Sheet {i.e., Intake and Extended 
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Assessments); employment hi,story de.ri.ved frum an interview at the diagnostic 

point; and a computerized psychological profile. One of the more important 

other items, accordi'ng to this spokesperson is the inmate"s face sheet~ 

Percentages of these forms present in sampled files are outlined in Table 20. 

7.A.BLE 20 

DATA PROVIDED TO PAROLE BOARD BY DOR STAFF 

DESCRIPTION 

Pal~ole Review Surrunary only 
Inmate Evaluation only 
Both a Summary & Evaluation 
Quarterly Review Summary 
Performance Plan 

Face Sheet 

DOR Case Study 

Diagnostic Package: 

Complete Performance Assessment 
Intake Assessment Only 
Employment Interview Data 
Computerized Psychological Profile 

NUMBER 

13 
29 
4 

11 
6 

43 

21 

20 
6 

16 
14 

% OF TOTAL 
SA~lPLE 

28% 
63% 

8% 
24% 
13% 

93% 

46% 

44% 
13% 
35% 
30% 

Complete Performance Assessment Sheets were found in 44% or 20 of the 

sampled files. An additional 13% or 6 contained only the Inta~e Assessment,. 

representing inmates assigned to a Vocational Rehabilitation counselor's 

caseload with no requirement for an Extended Assessment. In all, 57% or 26 

of the files contained some ETS diagnostic data. This low proportion suggests 

a need for some clarification as to the exact requisite composition of the 

data package forwarded to the Parole Board by Departmental staff. 

As indicated in Section 13.0 above, the parole Board file on an inmate 

includes a number ot information items provided by Parole Board staff rather 

I than by Departmental personnel. In order to suggest the frequency of this 

l 
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data~ proportions pres.ent i,n s,qmpled files were calculated: personal History 

Stntement~ 93% or 43~ Pre~Parole Social, 67% or 31; Pre~Parole Legal, 39% or 

18. These items seem to provide an additional dimension to an assessment of 

the inmate and his performance. 

13.2 Quality of Information 

Both the Inmate Eva1uation and the Parole Review Summary require 

data entries and assessment notations on the part of the Case Manager and 

the Warden. Discrete entries by these personnel were tabulated for each 

of the two forms. On the Parole Review Summary, Case Managers averaged 

5.1 comments and Wardens, 2.1; on the Inmate Evaluation, Case Manager~ 

averaged 10.4 and Wardens, 2.1. The notably higher mean for Case Managers 

on the Inmate Evaluation is most likely caused by the presence of an 

additional section, requiring them to o'utlhle the inmate's history of 

incarcera ti on. 

The content of information pro,lded on each of these forms differs 

considerably. Generally, Case ~lanagers tend to be more specific and' 

seemingly more comprehensive on the Inmate Evaluation than on the Parole 

Review Summary. Although the Summary allows much more flexibility by simply 

requil"ing comment on "inmate's institutional adjustment, staff/peer 

relationships and ... overall performance", the more specific questions 

on the Inmate Evaluation concerning program involvement and behavior 

patterns seem to elicit correspondingly more specific responses. Entries 

on the Summary range ft'om comprehensive evaluative statements to non-specific 

summar'ies that might apply equally to any inmate. The specificity "'-6, ~.·.j..'~'.:'ns 

on the Evaluation does not elicit the scope found in the best of the Summary 

entries but, on the other hand, it does not encourage the element of 

vagueness identified in several other Sunmaries. 
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Warden~' obseryatiQns qre similar on both forms. In none of the 

sampled files dtd the Warden disagree with the Case Manager. Generally, 

the Wardens restri.cted their comments to agreement with the Case Manager 

and a corresponding assessment of the inmate's potential as a successful 

parolee. There was approximately a 50% level of correlation between these 

recommendations and the ultimate decision by the Parole Board. 

The mean number of discrete entries in each category of the 

Quart~rly Review Summaries present was 1.4. When a Surrunary was present, 

it included information for one quarter; that is, no inmate file sampled 

contained a Summary that rev"jewed his progress for longer than one quarter. 

Again,this mai be a function of the recent implementation of ETS. 

Generally, Quarterly Review Surrunaries in the parole review file 

exhibit most of the same qualities and deficiencies previously discussed in 

. Section 8.4 of this evaluation. 

13.3 DaR Deficiency Reports 

Only two inmates have been declared "deficient" by DaR thus far. 

In both cases formal notice of this deficiency was provided to the Parole 

Board, along with the projected date on which the deficiency would be 

satisfied. 

Both inmates met the deficiency criterion of more than six months in 

a time-out status. Neither inmate has been granted parole by the Board at 

this review. 
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14.0 CONCLUSIONS AND RECOMMENDATIONS 

The Earned Time System has now existed as legislation for 15 months,. 

Approximately ~alf of that time was expended in the normal start-up 

operations of any large program: fonns to be printed and disseminated, 

procedures to be formulated, computer systems to be developed, and staff 

to be trained. Many state institutions did not receive their first 

Earned Time inmates until the end of 1976; many county institutions have 

yet to receive more than 20 Earned Time offenders. All of which is to say 

that success or even impact is difficult to distinguish at this stage 

of ETS implementation. 

However, the program is being implemented and, as documented by 

this evaluation, certain processes are being changed .... ~sometimes slowly, 

sometimes superficially, but changed ncinetheless. Institutions have 

generally built upon what they had already developed, with the result that 

facilities with a strong, performance-nased privilege system in the past 

have a similar system under ETS; institutions that had evolved a well~ 

documented case history process have simply altered it to me'?t the new 

documentation requirements of ETS. Conversely, processes that did not 

function at certain institutions under Good Time are not functioning at 

the present under Earned Time. 

Without suggesting the existence of a panacea, it would seem that a . 

modicum of direction channeled to specific areas of these processes would 

result in a greater degree of compliance with ETS procedures and, ultimately, 

'1n mote effective service delivery to the inmate. 
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14.1 Case Management Process 

14.1.1 Habitual ity Determination 

Timely completion of the Extended Assessment presents a particular 

problem for those institutions with a diagnostic component, since they 

must await the inmate's FBI Transcript before classifying him on the 

participation status form. Yet the question is more than a procedural one. 
\ 

If habituals are defined as those offenders having three or more felony 

convictions, they have probably been penalized for this pattern by means of 

a longer sentence. 

A further review of the habituality distinction is recommended in 

order to determine these relativ·J sentence lengths. If they are, in fact, 

already longer for "habituals," the classifying mechanism should be 

eliminated to avoid introducing a negative element of double punishment 

into a basically positive model. 

14.1.2 Participation Form 

As it is presently interpreted under the Earned Time System, the 

participation form seems to function mostly as the inmate's verification 

that ~TS tenets have bee~ explained to him. It is unlikely that many 

inmates will choose to serve straight time, and to date none have. The 

actual question of participation seems to have more va1"idity as it pertains 

to the inmate's approval of his Performance Plan and the activities outlined 
therein. 

It would seE~m advisable~ therefore, even if the habituality distinction 

is retained, to expedite the assessment process by allowing the inmate to 

Sign a partiCipation form ba,sed upon a tentative~ unofficial determination 

of the number of fiis convictions. This number' could then be verified 
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officially at his permanent assignment after receipt of the FBI Transcript. 

If the. habituality clC\ssification is eliminated, and subject to any 

legal considerations involved, the participation form might be replaced 

with a simpler one that merely indicates that ETS has been explained to 

this particular inmate. 

14.1.3 Intake and Extended Assessment 

The GO-day time limit for Extended Assessment seems to be placing 

unnecessary constraints upon institutional personnel, as reflected in the 

46% recurrence of the "No change" entry. Some preliminary observation 

period is needed, however, if only to allow the inmate to become better 

acclimated to the institutional environment before his program needs are 

assessed. An extension of 30 days, making the Extended Assessment period 

90 days long, would allow Case r·1anagers and Activity Supervisors an 

opportunity to observe the inmate in a more routinized atmosphere, Efforts 

should be made by managers and staff to adhere to this time limit so that 

inmates are afforded early access to programs and activities. 

14.1.4 Performance Plan 

The development of effective Performance Plans seems to be inhibited 

by several factors at this stage of ETS implementation: 

1. Lack of precision on the part of Case Managers in speci­
fying the inmate's needs in terms of the assessment rather 
than in terms of available programs at that institution; 

2. Conflicting practices at several institutions that 
prescribe a "holding patt!=rn" of up to six mo~ths before 
the inmate is e'ligible for any programs, desplte Plan 
recommendations; 

3. Inabi 1 ity of Case ~1anagcl'::; to speci fy enrollment dates 
for any inmate; and 

-90-

~. 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I. 
I 
I 
I 
I 
II 
11 

11 



I 
I 
·1 
:1 
:1 
·1 

<I 
[I 

~I 

II 
[I 

fl 
~I 

I 
fl 
I 
fl 
II 
[I 

4. A pervasive sense of pressure to comply with 
the ETS 60-day time stricture, often at the 
expense of counseling sessions with the inmate 
to explore thoroughly his perceptions of his own 
needs and objectives. 

f~uch of the first problem regarding the qual ity of case recording could 

be addressed through the ongoing training effort, Samples of Plans might be 

collected from institutions scheduled for ETS training so that specific 

examples could be cited during classes. Many examples also exist at 

various institutions of thoughtful, well-developed Plans. These might 

be identif~ed to the ETS Coordinator to be used as models in his continuing 

on-site training. 

The probat'ionary status practice may warrant some review to determine 

why it is perceived as vital at some institutions and not at all necessary at 

others. 

A computer-generated list of current enrollments in institutional 

programs might be used to project openings based upon expected completion 

dates for inmates. This list may not allow the Case Manager to specify an 
I 

exact date, but it would provide him with more of a time sense than is 

presently possible. An update of this kind may also promote more useful 

Plans, since the Case Manager could recommend to an inmate the substitution 

of a more accessible activity for one with a long waitin~ list: 

. No inherent quality of the case management process seems to prescribe 

simultaneous completion of the Performance Plan and the Extended Assessment. 

It is recommended, therefore, that in addition to allowing 30 extra days 

for Extended Assessment, the Plan development process be redefined as a 

distinct period of 30 days beyond Extended Assessment. This interpretation 

would result in a 90~day period for Extended Assessment and a total of 120 

days after the inmate~s permanent assignment before his Plan would become 
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due. The additional time may allow for more interaction between the 

inmate and his Case r~nager without diluting the level of staff 

accountabil ity encouraged by timely completion of the Performance Pl an. 

14.2 Performance Rating Process 

As d'j scussed in Secti on 9.2.2 above, the frequency of performance 

rating varies widely across the system. Generally, at i~stitutions where 

inmate performance is not rated, management has failed to enforce or support 

this process of the Earned Time System. 

14.2.1 'performance Activity Description 

In their present form the PAD's have fulfill ed a need for a systemwide 

delineation of all Work, Educational, and Vocational activities. 

point, however', they are not being utilized on ,a routine basis by institutional 

staff for purposes of inmate performance rating. 

A concerted effort should be encouraged for pertinent program st~ff 

to review and s,tandardize these PAD's so that final approval may be designated 

by Central Office. Their specific use by Activity Supervisors is then 
, . 

recommended as a method of ensuring objectivity in the rating process. 

14.2.2 Performance Notice and Performance Exception Report 

The PN and PER are the core of the performance rating process. 

observations were made concerning their use: 

1. These reports are most often written in terms of 
specifics delineated in the PAD when the activity is 
an academic one. Other supervisors seem to phrase 
tbeir observations in terms of productivity alone. 

2. "Unsati s ro.ctoryH reports are not be; ng us ed on a 
routine basis, and several st~ff members at different 
administrative levels suggest replacing them entirely 
with the Disciplinary Report. 
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3, Differences in rating frequencies from one 
supervisor to another were noted by inmates and 
verified by interviews with staff. 

AHhough productivity is a key concer'n of any work deta il supervi sor, 

further training efforts might be directed at encoura9ing them to expand 

their description of excellent performance. The importance of the super­

visor's role in the inmate's learning experience deserves constant reiteration. 

The "Unsatisfactory" monthly report implies a different deficiency on 

the part of the inmate and a differrent way of dealing with it than does the 

Di sci p 1 ina r'y Report. One poss i b 1 e sol uti on to the time problem mi ght be to 

allow the "Unsatisfactory" to be processed through the Disciplinary Committee 

in the same manner as the Discipl}nary Report. Instead of automatically 

opting for isolation and resultant time out, however, the Supervisor and 

the Committee would be encouraged to apply more innovative sanctions. An 

effort might be made to tailor the discipline to the behavior, so that if an 

inmate performed poorly on a work detail, fOI" example, he would have to work 

two hours extra during his own time the ~ext week. The distinction would 
I 

thus be retained between unacceptable p~rformance and rule infraction. 

Variations in individual rating frequencies seem to be compatible with 

the concept of the Earned Time System as a real world model. Just as in the 

free world good behavior is not consistently rewarded and variations exist 

between any bllo managers, so too in the i nstituti on excell ent performance as 

defined by the inmate does not ahmys result in recognition by the supervisor. 

I,t is important to note, however, that with the implementatiol, of ETS, 

111 job requirements have changed considerably for many line staff. A we11-

developed incentive program would provide an added'dimension of motivation 

to these and other staff. The Earned Time System with its innate elements 

of accountability could easily serve as the foundation for positive reinforce­

ment of staff as well as inmates. 
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14.3 Privilege System 

14.3.1 Standardization of Rewards 

The flexibility allowed to each institution in developing its 

privilege list has resulted in a wide variation not only in type but in 

number of privileges available, Eight county institutions, for example, 

offer only two privileges while four state institutions offer fewer than 

six. 

Since most of the privileges included on the ETS master list do not 

require any special facilities, it is recommended that a minimum numb'er 

from this list be established for each institution. Such a requirement 

might be set at five for county camps and at ten for state institutions. 

This procedure would still permit the development of individualized lists, 

while incre~sing the level of standardization, at least between the two 

different types of institutions. In an effort to ensure that these 

privileges are,' in fact, motivators for inmates, a committee of inmates 

could be established at each facility to channel inmate recommendations 

concerning privileges to appropriate administrators. 

14.3.2 Eguity of Actions 

The award of privileges seems to be equitable in terms of race and 

abil ity groups across the system. Younger offenders generally receive more 

privilGges, but this highel~ rate is more a function of the total performance­

based orientation of their institutions than of a discriminating ar+i~n '" 

the pal~t of staff. It may also indicate that an institutional privilege 

.is a more powerful motivator for a younger offender than it is for an older one. 
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In order to monitor this level of equity, ETS Coordinators or 

Supervisors might randomly sample privileges on a quarterly basis and compa~e 

the privilege mix with an institutional profile. Any radical change from 

one quarter to the next could then be identified before a problem developed. 

14.4 Par01e Documentation 

The majority of information in the parole review f'ile on each inmate 

seems to originate at present with the Board of Pardons and Paroles itself. 

The Perforillance Plan has only recently been requi red under ETS procedures, 

and the inmate generally has not been assigned to an institution for a 
. 

long enough time to have warranted a Quarterly Review Summary. The Parole 

Review Summary or Inmate Evaluation is, therefore, the only documentation 

supplied with any regularity at this point. Since the average number of 

'entries on these forms range from 7 to 12, the scarcity of concrete data 

items becomes evident. Allowing for the newness of Earned Time System 

documentation, institutional data about the inmate still leaves a number of 

questions concerning his performance unanswered. 

t,1any of the problems with parole data s.uPP 1 i ed by DOR wi 11 be solved 

as ETS is more completely implemented. The Performance Plan, for example, 

wi.ll del ineate for the Board exactly what the inmate has agreed to do; and 

the -Quarterlies, as they become more complete, will supply an ongoing 

history of the inmate! s performance under' that agreement. 

Assuming, however, that information provided to the Board is to 

enlarge their data base concerning an individual, some clar~fication seems 

to be needed as to the exact composition of this information and of the 

parole criteria to which it must respond, 
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INTRODUCTION 

Georgia's Earned Time Law became effective on July 1, 1976. 

This research design represents the first statewide evaluation 

of the Earned Time System that has replaced "good time" in 

Georgia's correctional institutions. 

The de~ign developed herein identifies the measures to be 

employed in considering ETS impact in terms of policy objectives. 

Both quantitative and qualitative measures will be used in 

order to elucidate process as well as to attain statistical 

goals. 

The implications of the findings are discussed in terms of 

their potential feedback and recommendation functions. 
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1.0 HISTORICAL PERSPECTIVE 

In his public position paper [Ault, 1975J Dr. Allen Ault, 

then Commissioner of Georgia's Department of Corrections/ 

Offender Rehabil itation (DeOR), identified three major 

problems of the Georgia correctional system: 

( 1 ) 
( 2 ) 

'( 3 ) 

overcrowding; 
a negative subjective philosophy of 
corrections; and 
a 1ack of defined criteria for release on parole. 

At the time, Georgia's institutions housed more than 

11,000 inmates in facilities designed to hold 4,200. The 

situation is no better today. The effects of overcrowding are 

varied: some are manifest; others, implied. Perhaps the most 

obvious is the simple inability of Georgia's DOOR to provide 

sufficient housing and food services for so large a volume of 

people. As this volume increases, the capability to provide 
. 

tloth security and meaningful programs diminishes. Simultaneously, 

as living space per person decreases, the psychological pressures 

Qn the individual increase. 

The second problem compounds the first: a negative, 

subjective philosophy of corrections which contributes to an 

al~eady critical situation ~- the "good time" system. 

Under the tenets of this system an inmate is "given" a block 

of time at the beginning of his prison sentence, thereby allowing 



for his early release. Each time he exhibits a negative 

behavior or incurs a disciplinary infraction, some of his good 

time is taken away. However, if he is "good", he can have it 

restored. The system is negative and inconsistent for both 

inmate and correctional staff. The inmate is continually 

losing and regaining prison time based upon observance of 

some nebulous, unspecified body of performance criteria. The 

correctional staff, on the other hand, develops an unrealistic 

feeling of power from their policing activities; unrealistic 

because they are allowed no meaningful input to the system 

concerning the inmate's release or non-release. 

This 'subjectivity, in turn, leads to the problem of 

unspecified criteria for rele~se on parole. Thus, the inmate 

never really knows precisely what he must do to gain early 

release from prison on parole. 

The Earned Time System (ETS) is an attempt to address 

these problems. 
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2.0 PERFORMANCE-BASED MODEL 

The Earned Time System (ETS) is a positive, objective system 

having its base in operant learning principles [Braukmann et' al., 

1975J. The inmate is viewed, neither through the traditional 

medical model as a subject to be "cured," nor through a strictly 

punitive model as an inherently "bad" criminal to be punished. 

Rather, he is viewed as an individual who has not acquired 

the basic, interpersonal skills necessary for him to function 

successfully in the community. An important concept of ETS 

is the recognition of the tndividual's right to refu~e to 

participate [Braukmann et al., 1975; Holland, 1975; Silber, 1976; 

Smith, 1974J. By indicating his choice of participation at 

the outset of his incarceration, the inmat~ t~citly assumes 

responsibility for his own actions and affirms a desire for 

positive change. 

Performance criteria are specified throughout the system; 

thus, the inmate knows exactly whrit he must do to complete a 

certain program; to fulfill a certain work requirement; or to 

earn release on parole [Fitzgerald, 1974J. These criteria 

emphasize conventional behavior readily transferable to free 

society; e.g., punctuality [Braukmann et al., 1975J. 

After a detailed aptitude and skills assessment [McKee, 1971], 

he enters into a contingency contract, known as a Performance 

Plan. As he completes each article of this Plan successfully, 

he acquires a new skill - ... vocattona1, educattonal, or 

interpersonal. 

3 



Simultaneously, he is earning time toward his release. 

As long as his .performance and attitude comply with those 

specified for that actiVity, he earns a unit of time off the 

end of his prison term for each day he serves. 

More proximate positive reinforcements are also available 

in the form of institutional privile~es earned through an 

exceptionally high level of performance in an activity 

[Fitzgerald, 1974J. Conversely, exceptionally poor performance 

not resulting from a lack of skills -- carries a negative 

sanction which may include removal from an earning status for 

a specific period of time. 

By the time an inmate's case comes up for parole 

consideration, extensive docum~ntation is available to the 

Parole Board concerning the inmate's compliance with various 

articles of his Performance Plan. His positive or negative 

cumulative behaviors are projected as a major factor in the 

fin alp a 1" 0 1 e dec oj s ; 0 n . 
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3.0 ETS PROCESS 

An inmate entering the Georgia Penal System ;s processed 

initially at Georgia Diagnostic and Classification Center (GDCe) 

or at Georgia Women's Correctional Institution (GWCI). This 

section follows a typical male inmate through orientation and 

subsequent performance evaluation at his permanent institution. 

[See Figure 1, Earned Time System: Flow Chart]. 

During the orientation session audio-visual materials are 

used to introduce the inmate to the corrections system generally 

and to the Earned Time Syst~m (ETS) specifically. Each inmate is 

issued a handbook containing functional and organizational 

information and regulations concerning inmate behavior. In 

addition, the inmate receives an ETS comic book that graphically 

illustrates the basic concepts of ETS including the implications 

of non-participation. 

After medical processing the inmate enters the initial 

interview. The interviewer discusses ETS with the inmate and 

answers any of his questions. The interviewer initiates a ~ 

Performance Recording Sheet for inclusion in the inmate's file~ 

Any significant occurrences in the inmate's life during his 

incarceration, except for diagnostic data, are entered on this 

sheet. 

After the initial intervie~ the inmate undergoes a battery 

of psychological and vocational tests. He is then interviewed 

by a representative of the Department of LaDor in order to 

assess his aptitude and educational ,preparation for various jobs. 

5 



During this time-frame the staff member who will conduct 

the final interview with this inmnte determines his ETS 

cl~ssification by counting the number of felony convictions 

reported on his FBI transcript. If·the inmate has fewer than 

three felony convictions, he is classified as a "Non .. Habitual u • 

If he subsequently agrees to participate. in ETS, he earns time 

at the rate of two days off his prison time for each day 

the inmate has more than three felony convictions, he is 

as an IIHabitual li
• If he subsequently agrees to participate 

in ETS, he earns time at the rate of one day off his prison 

time for each day served. 

The i IIrIl ate i sin form e d 0 f his c 1 ass i f i cat ion at the fin a 1 
. 

interview. If the inmate feels that he has been classified 

an Habitual offender based upon incorrect information, the 

interviewer assists. him in completing a "Request for Conviction 

Verification.1I This form is submitted to Offender Administration 

(Central Office) for processing; if the conviction and the 

classification are, in fact, not valid, the inmate's earning 

status will be changed retroactively. 

At this point of the final interview the inmate decides 

whether or not to participate in ETS. If he wishes to take 

part, he signs a IIRequest to ~artipate" form which is included 

in his file and forwarded to the Classification Committee for 

processing. If the inmate decides not to participate in ETS, 

the interviewer ~gain explains the implications of refusal 

to him: 
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1) A non-participating inmate does not receive 
earned time credit for jail time. 

2) A non-participating inmate is not able to 
earn time off h'is sentence. 

3 ) A non - par tic i pat i n gin mat e i 5 riot a b 1 e to 
earn institutional privileges. 

4) A non-participating inmate may not change his 
decision whenever he wishes. If he does not 
request to participate in ETS within six 
months of his initial decision, he will only 
be allowed to do so annually from that date. 
If he delays his decision to participate until 
after diagnostic intake, he will not receive 
earned time credit for his jail time or for 
time spent at the institution up until that 
point. 

If the inmate refuses t6 change his decision, the interviewer 

assists him in completing a IIStatement of Non-Participation ll
, 

This form is included in the inmate's file and forwarded to 

the Classification Committee. 
, 

The Classification Committee then meets with the inmate 

to ascertain his understanding of a non-participation decision. 

If the Committee agrees that the inmate realizes the consequences 

of his action and he still refuses to rescind that action, 

they approve his decision on the Non-Participation form and 

he is placed in a non-earning status. (If, however, the inmate 

changes his mind, the Classification Committee initiates and 

processes a IIRequest to Participate. lI
) The Classification 

Committee also enters the inmate's various test scores in 

the Intake section of the IIPerformance Assessment Sheet.1I 

After the inmate completes diagnostic processing, he is 

assigned to a permanent institution. Within five days after 

his arrival, he is assigned to a Case Manager. The Case 

7 



Manager conducts an initial interview ~o (1) review ETS 

procedures once again; (2) revtew and discuss intake 

information from the diagnostic center with the inmate, 

noting any Possible discrepancies; and (3) discuss needs 

identified at the diagnostic center and confirm them in 

combination w1th the inmate~s self-assessment. The Extended 

Assessment period lasts no less than 30 days and no more than 

60 days from the time of the inmate's arrival at his permanent 
institution. 

The Case Manager begins his initial interview by 

determining the status of the inmate's participation in ETS. 

If the inmate is a Non-ra~tici~ant and wishes to retain that 

status, the assessment process is ended. If "he is a Non ... " 

Participant and wishes to change his decision, the Case Manager 

"initiates and processes a "Request to Participate." As 

previously indicated, however, by delaying his PHrticipation 

decision until this point, the inmate has forfeited his right 

to earned time credit for his jail time or for time spent at 

the institution until this point. 

If the inmate is or becomes an ETS Participant, the Case 

Manager interviews him further and may make appointments for 

him with other sta1f. They, in turn, help the inmate to 

determine in which programs he should participate; at a later 

dat~ they may help to develop his Performance Plan. 

After the interview with his Case Manager, the inmate is 

assigrred to a work detail. The Case Ma~ager may request a 

" Supervisor's Evaluatio~ from the staff member who supervises 
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this detail. He then records all input data such as 

correspondence, test scores, and interview results in the 

eight areas of the Extended Assessment section of the 

Performance Assessment Sheet. 

The Case Manager draws on this Extended Assessment in 

developing the inmate's Performance Plan. He discusses the 

Plan with the inmate, considering any input he might make, 

and reVising the Plan as necessary. The completed Performance 

Plan specifies to the inmate and to the staff the inmate's 

needs and objectives and describes the activities in which 

he agrees to participate in order to meet those needs. The 

Plan also provides documentation to the Parole Board regarding 

the inmate's performance. The completed Plan and Extended 

Assessment are sent to the Classification Committee for 

approval. 

Once the inmate has been assigned to a program or work 

detail, his performance is evaluated on an exception basis 

as the behavior occurs. "Exception ll refers to either excellent . 
or unsatisfactory behavior. The activity supervisor issues an 

"Excellent" or IIUnsatisfactory" Performance Notice (P.N.) to 

an inmate based on performance criteria specified in the 

Performance Activity Description for that activity. If instead 

of citing the inmate for a performance deficiency, the supervisor 

cites him for displaying a negative attitude -- as in a case of 

insubordination -~ he initiates a Disciplinary Report and forwards 

it to the Disciplinary Committee for processing. 

9 
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At the end of the month the activity supervisor reviews 

his accumulation of P.N. 's for each inmate and decides if the 

inmate's cumulative behavior warrants a monthly Performance 

Exception Report (PER). If the activity supervisor jssues an 

IIExcellent l1 PER on an inmate, the Case Manager meets with the 

inmate and offers him a privilege from the list of approved 

institutional privileges. If the activity supervisor issues 

an IIUnsatisfact ory l1 PER on an inmate, the form is processed by 

the Classification Committee. 

The Classification Committee functions in an administrative 

capacity. After reviewing the PER-U, they may recommend a 

totally administrative action -- such as a no-fault exit from 

a program for an inmate not capable of performing in that 

program. Or they may recommend a dis~iplinary action and refer 

the performance report to the Disciplinary Committee. This 

Committee reviews the PER-U and either declares it null and 

void Dr iriitiates a Disciplinary Report. This latter attion 

results either in imposition of an institutional sanction or 

placement in "time out,l1 i.e., relegation of the inmate to 

a non-earning status for a specified period of time. When 

his IItime out" ends, the inmate is returned to the earning 

continuum and begins to earn time toward his release on~e again. 

10 
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It is important to note that a number of these actions may 

be occurring simultaneously. That is, a. inmate may conceivably 

receive an "Excellent" performance rating in one activity and 

and "Unsatisfactory" in another. He would,therefore, be 

rewarded for his positive behavior and sanctioned for his 

negative behavior. 

The Case Manager uses the monthly PER's to document the 

inmate's behavior on a quarterly basis. When the inmate comes 

up for parole consideration, the Case Manager incorporates the 

information from this Quarterly Review Summary into the 

Parole Rev~ew Summary. If the inmate's behavior during his 

incarceration has been unacceptable, documented through 

numerous disciplinary reports, he is declared "deficient" 

on this Summary which is then forwarded to the Parole Board. 

The Parole Board has agreed II not' to release an inmate lJ,Pon 

scheduled review, if the Department of Corrections recommends 

that he not be released based on a lack of agreed upon 

performance by the inmate and the Department or disciplinary 

action. 1I 
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4.0 ORGANIZATIONAL Itl~LICATIOr~S 

Georgia's Department of Offender Rehabilitation may be 

regarded as a large system utilized to process, conf~ne, and, 

hopefully, rehabili~ate those convicted of crimes. Its sub-. 
units consist of 53 institutions of various types in addition 

to a central administrative support component. In considering 

the success or failure of ETS implementation, it is necessary 

to observe the system as a whole as well as to focus on 

specific sUbunits. From a theoretical and practical perspec­

tive, ETS represents an organizational change signifying a 

new direction in corrections. l What are the grounds for 

expecting. success, and how might degree of success be related 

to systemic properties? 

4.1 Organizational Change 

A considerable body of theory and research in organiza­

tional literature is devoted to the study of organizational' 

change. Some researchers have studied the conditions under 

which organizations grow and change while others have empha-

~
. ed the receptivity to specific types of change by organi­

zations and their members. Designs differ as well with some 
o:!s'.:'i;.. 

students utilizing case examples while others have sampled a 

number of organizations for comparative purposes. Results 

from these approaches suggest variables potentially important 

to the iniroduc~ion of any organizational change. 
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Social psychologists have sensitized practitioners and 

theorists to important individual sources of resistance to 

change. Beginning with the seminal Western Electric worker 

studies, a human relations perspective on organizations has 

emphasized the importance of attitudes, dispositions, and peer 

group ties for the acceptance of change. 2 This research sug­

gests that ETS success may depend, in part~ on leadership 

qualities, conservatism, and the "definition of the situation" 

held by the personnel involved in implementation. It should 

be noted, however, that the human relations writings are often 

criticized for omitting structural and organizational proper­

ties in analyses of reactions to change. 3 

The relation of organizational structure to change has 

been the subject of another group of researchers who have in-

ve s t i gat e d c h a r act e r i s tic s ass 0 cia ted wit h II inn 0 vat i v e " 

organizations. Wilson has argued that organizational div~rsity 

generates ideas and proposals for change within organizations, 

but he suggests that the same diversity limits the'implementation 

of any specific one. 4 . 
This line of reasoning calls our atten-

tion to a distinction between invention and implem~ntation . 

The same organization which spawns new ideas may be unable to 

install them. Hage and Aiken have found that a high frequency 

of program changes is associated with decentralization, low 

procedural formalization, and high complexity.S These are 

important findings, but are not necessarily applicable to a 

study of receptivity to a particular change imposed from "out­

side" organizational boundaries. 
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The literature may provide additional direction if we 

consider studies viewing reactions to specific types of change. 

In this connection, Diamont has suggested that receptivity to 

ch~nge varies depending on whether organizational pr?cedures, 

goals, or power distributions are the objects of change. 6 For 

personnel involved, ETS may represent a change in the insti­

tutional goal of custodial care toward that of a contractual 

working relation. Evan advances the concep't of lIorganizational 

lag" and states that "administrative innovations in organiza­

tions tend to lag behind technical innovations." l Since ETS 

does represent an entirely new perspective in rehabilitation, 

it might be expected that implementation will be slower than 

the introduction of computation equipment and the like. 

4.2 ETS As Rational Change 

Although studies of organizational change suggest imple­

mentation potential for any general innovation, expectations 

may become more focused by inquiring about the type of change 

ETS represents. It can be argued that ETS repr~sents an exam­

ple of rational change. This innovation is consistent with the 

recent performance emphasis in Georgia's Department of Offender 

Rehabilitation. The notion of earning time rather than receiv. 

ing good time off means that accountability reaches the level 

of the inmate. Ideally, ETS will replace the traditional cus­

todial relationship between inmate and,State with one resembling 

the ratibna1 employer-employee association. When time off 
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depends upon each day's performance, date of release becomes 

partially controllable by the inmate and subject to calculation. 

In addition, working for and accumulating days free and Performance 

Notices have some parallels to the wage in the contemporary economy 

outside the institution. 

'The rationality of ETS extends beyond the inmate and has 

potential organizational manifestations. This becomes evident 

when organizational effectiveness and efficiency are viewed in 

light of ETS.8 If correctional effectiveness is conceptualized 

as achieving inmate resocialization, it is possible that the 

performance emphasis of ETS may facilitate the transition from 

the institution to society. 

From the standpoint of efficiency, ETS promises a number 

of potential benefits. If inmates are able to leave sooner 

than previously, there may be a reduction in crowding and in 

public cost to support the prison population. If the employer­

employee relation develops, discipline problems should be re­

duced. This may result in a decrease in the cost of control 

and control implements. 

Finally, the whole system should become more rational if 

ETS compels more objective standards and uniform treatment of 

inmates. These consequences are likely under ideal conditions. 

It is now necessary to consider the peculiarities of the 

correctional system in which ETS is being implemented. 
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4.3 Corrections as a Setting for Rational Change: 

Potential and Limits 

The uniqueness of the correctional effort makes the 

introduction of any system-wide change interesting and, to a 

great degree, unpredictable in its effects. The high degree 

of procedural standardization and centralization found within 

institutions in comparison with other types· of organizations 

would suggest that implementation should proceed smoothly. 

Organizational rationality has frequently been associated with 

clear-cut, centralized lines of authority and high procedural 

specification. 9 In addition, one might expect inmate response 

to a change which extends the opportunity to affect release 

time through constructive work to be positive. 

Despite these sources of receptivity potential, con­

straints abound. Although institutions may be centralized 

and standardized, the system of corrections in Georgia resembles 

what might be termed a "loosely coupled system" 10 with the state 

institutions each constituting somewhat distinct entities a~d 

the multiple county units prizing a degree of independence 

from each other, the large state institutions, and the central 

office support. To some degree it is difficult to apply the 

label "system" to the State correctional effort or to refer to 

the Department of Offender rehabilitation as a single organiza­

tion. ITS success may vary with institution and institution 

type. 
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These structural constraints are matched by an ideological 

one which is likely to pervade the personnel involved in ETS 

implementation as well as the inmates themselves. Corrections 

is steeped in tradition, and a system which breaks with the 

past is likely to generate opposition. Treating inmates as 

employees is an idea which may be inconsistent with confinement, 

dangerousness, and security in the minds of institutional per­

sonnel. For the inmate, a change in treatment may be regarded 

with" suspicion. 

Other constraints are of a technical nature. Despite the 

willingness of personnel, they may be unconvinced t~at the 

benefits of the system justifying addiiional counseling, paper-

work, and inmate observation. 

It would seem, then, that ETS success may be tied to the 

manner in which the institutions interpret the change and the 

structural supports available. There re~ains the question of 

whether ETS will impede the acquisitio~ and maintenance of 

system needs or, on the other hand, enhance system viability. 
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5.0 EVALUATIVE CRITERIA 

The measurement of the impact of the Earn~d Time System 

involves the collection and analysis of information from a 

number of areas. This section discusses and details the 

measures, data collection, and analytic approaches that seem 

most appropriate. The general approach is based on the assump­

tion that a combination of quantitative and qualitative infor­

mation will provide the most complete evaluation and will allow 

for specific, detailed recommendations and assessments. 

Tabl es .I and II, developed by DOOR evaluation staff, provide 

the logical flow from ultimate goals and responsibilities to 

evaluative criteria and measures. The Evaluative Measures 

itemized in Column G of Table I will be commented on in turn, 

followed by discussions of those itemized in Column E of Table II. 

5.1 Evaluative Measures From Table I 

G1(a) Design Capacity. While no elaboration is needed of 

the importance of overcrowding in corrections, we must carefull~ 

specify the reasons that ETS can be expected to redute overcrowding. 

Since actual population and special conditions are directly 

influenced by the volume of inmates sent to prison, the appropriate 

comparison measure is time served. For inmates who max-out the 

savings can be projected as in Tables III and IV. It will be 

possible to assess the performance level and to project max-out 

man-years saved or lost under EIS. The Earned Time System will 

have a positive impact on max-out inmate population to the extent 

18 
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that it perfor~s at more than a 50% level; this figure can be 

expressed in terms of number of man-years saved. " 

Similar computations will be made for impact of ETS and 

making parole. The possiLle impact is significantly greater .. ~. 

since the majority of inmates leave via parole. Table V 

indicates the form in which this information will be presented. 

(See Evaluative Measures E5 below for further discussion of parole 

criteria.) 

Once both these measures (max-out and parole decisions) are 

computed, the space saved will be the combination of max-out 

reduc~ion and earlier parole decisions. Actual increase in space 

per inmate can then be computed by adding any increase or decrease 

in inmates sentenced and the length of the sentences. 

Gl(b) Disciplinary Reports. Crowding is assumed to be related 

to disciplinary problems, and ETS may influence disciplinary 

problems in two ways. First, if crowding is reduced, the resulting 

reduction in stress and tension may lead to fewer disciplinary 

problems. Second, ETS by placing responsibility on the inmate and 

providing appropriate reward contingencies m~y reduce the rates 
. 

of violence and disciplinary problems. Thus, even though space 

problems may continue because of increases in sentences, if a 

positive environment is developed, violence and disciplinary 

problems may be reduced. The frequent documentation of behavior 

and increased awareness of the consequences of behavior on the 

part of the inmate may also result in lower disciplinaries. 

Institutions will be examined for variations in disciplinaries, 

and these rates will be correlated with measures of magnitude, 
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consistency arid equity of ETS. (To be discussed 'later: See 

Evaluative Measures E1 and E2 below.) 

G2(a) Program Completion Rates. This new direction for 

Georgia Corrections also assumes that the system will become 

more responsive to the needs of inmates. Baseline data indicate 

low program completion rates. The evaluation will assess the 

successful program termination rate of ETS inmates compared to 

baseline information. To the extent possible controls will be 

applied. 

G2(b) Completed Case Records. The Earned Time System places 

a strong stress on identifying the needs of inmates and providing 

opportunities for change. The evaluation team will s&mple inmate 

files at selected institutions to determine the proportion of 

inmates having completed case records, including the requisite 

Extended Assessment and Performance Plan. Inmate files will be 

selected using computer-generatea samples from the institutions. 

selected for site visits. 

G3 Recidivism Rates. The first-year evaluation cannot assess 

impact on recidivism, but measures should be made during subseq~ent 

years. 

5.2 Evaluative Measures From T~ble II 

Prisons are typically highly regimented, often inconsistent 

systems with little individual or positive attention given to 

inmates. ETS is designed to reorient Georgia~s correctional 

institutions. The frequent documentation of behavior allows for 

20 
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accountability measures to be derived. 

E 1 (a) Can sis t e Ilg. T his c r i t e rio n ref e r s to s i mila r i ty 0 f 

actions across institutions. Consistency will be measured by 

ratio of Els to privileges (P). ETS should ~ov~ toward having similar 

evaluation criteria, similar privileges, and similar ratios of 

E to P and U to time-outs. (There should be some variation in 

privileges given the wide variation in type of institution and 

inmate populations. However, the more creative privileges and 

especially ones that provide outside contact are likely to provide 

real motivation for inmates.) 

El(b) Eguity. Equity of ETS will be measured by the consis-
• 

tency within institutions among differing race, special class, 

age, sex and type of offense categories. The ratio E to P and U 

to disciplinary, or time-outs should remain constant across 

categories. 

The measures will be computed by requesting that monthly 

reports be sent to Central Office for a select sample of institu­

tions. Inconsistent institutions will be noted for follow-up 

examination and possible retraining. 

E2{a) Responsiveness. While no system can be fully individu­

alized, it is clear that ETS hopes to increase individualization. 

The responsiveness of institutions will be measured by the increasFr 

in completion of inmate programs (See Evaluative Measure G 2 ( a ) ",.I 

above.) Responsiveness is also related to delay between granting 

of Els, privileges, and usage; and between initial citations for 

unsatisfactory performance and subsequent disciplinary actions. 

During site visits estimates of these time lags will be made. The 

greater the time lag, the less the impact on positive behavior. 

I 

" 
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E2(b) Appropriateness. The correspondence between Extended 

Assessment and Performance Plan will be assessed through on-site 

examination of inmate files. A judgment will be made of appropriate-

ness of placement, given existing programs. Measure will also be 

made of the proportion of time counselors spend on the new program. 

E3(a) Magnitude. Perhaps the greatest danger is that, although 

the ETS law' is passed, the institutions will not use the system, 

thereby avoiding additional work. The magnitude of ETS will be 

measured by the frequency that inmates receive Els, U's and 

privileges. 

E3(b) Equilibrium. The measure of magnitude will be refined 
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• Values • 
greater than one will indicate a positive system, and values less 

to show equilibrium by ratio of E/U and ratio of P/Time-outs. 

than one will indicate a negative system. Institutions that vary ~ 

from the overall ratios can be identified for more detailed examina-

tion. A highly negative system might well need corrective action 

just as a highly positive system might indicate that supervisors 

are not properly assigning privileges. 
. 

E4(a) Cost Efficiency. The efficiency, or proportion of inmates 

completing programs has already,been discussed: See Evaluative 

Measure G2 above. 

E4(b) Cost Effectiveness. Cost effectiveness will be measured 

by the placement of inmates after program completion; The higher 

the ratio of placement/no placement, the more effective the training. 

Qualitative assessm~nt will also be made o~ counselors' perceptions 

of ETS cost and time requirements. 
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FG Parole RecolTllllendations. If ETS results in fewer discipli-

nary reports, more active participation in rehabilitation programs, 

the assumption of greater, responsibility by inmates, and meaning­

ful documentation of behavior, then the average time served before 

making parole may be reduced. (See Evaluative Measures G1 above.) 

Empirically, of course, ETS could either increa~e, decrease, or 

make no difference in parole decisions, depending in part on changes 

. in behavior of inmates. Four specific evaluation criteria and 

measures will be generated. 

E5(a) Claritt. DOOR will establish procedures for declaring 

an inmate deficient. The evaluators will examine inmate files to 

determine if these procedures are being followed. It is noted here 

that procedures for determination of deficiencies have not been 

established. 

E5(b) Precision. This criterion will be determined by com­

parison of documentation for ETS inmates with that for Pre-ETS 

inmates. If the Earned Time Inmates do not have more objective 

behavioral information, then precision is not evident and an ;mpor-

tant goal of ETS is not being ~chieved. 

E5(c) Congruence. This criterion is concerned only with the 

degree of agreement of Parole Board decisions concerning deficiency. 

If many inmates declared I1defic1entll by DOOR are being released, 

then congruence is not evident. There may be circumstances that 

would lead to I1deficient" inmates being paroled but these should 

occur rarely. 

E5(d) Impact. Earned Time inmates who now have behavioral 

documentation and Extended Assessment Plans in their files may ar 

may not find the Parole Board more willing to grant parole. 
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Since few deficiencies are likely to be reported, the greatest 

potential impact of ETS is on general parole decisions. The 

"E" inmates who are reviewed by the Parole Board will be closely 

examined for new trends. Even a small reduction in time served 

before parole can significantly reduce overcrowded conditions. 
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5.3 Qualitative Evaluation 

The question of Earned Time impact and implementation 

cannot be fully answered by statistical data. A key to any 

new treatment or procedure in corrections is its interpretation 

and reception by the inmate as major consumer of the change. 

Similarly, the interpretation of those staff assigned to carry 

out the new duties must be considered. Therefore, we propose 

to collect in-depth interviews with both inmates and those 

directly involved with implementation. 

5.3.1 Inmate Interviews 

Inmates develop extensive information on rules and 

regulations especially related to release and privileges. 

Since there are two important categories of ETS inmates 

(Habitual and Non-habitual), both groups will be included. 

Inmates will be sampled at three times during their sentence: 

shortly after orientation to ETS; three months after beginning 

ETS; and at the termination of sentence. We anticipate sampling 

between three and ten inmates from Georgia State Prison, Georgia 

Industrial Institute, Georgia Women's Co~rectional Institution, 

Stone Mountain Correctional ,Institution, Georgia Training and 

Development Center and five other institutions. The following 

questions will serve as guides Tor the interviews. 

They are, of course, subject to modification as needed. 

1 .. What is Earned Time? 

2. Do you feel this system differs from the old 
system in your experience? 
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3. How does (did) ETS work in your case? (Time out; 
privileges, etc. ) 

4. t~ha t changes in the Earned Time System would you 
suggest? 

From these responses, we hope to be able to comment from the 

perspective of the inmate in terms of whether ETS is working, 

whether it is perceived as "just a trick," and to what degree 

it needs change. 

5.3.2 Staff Interviews 

Looking at the other side of the issue, supervisors 

actually rating inmates will be sampled and interviewed. 

Three to five supervisors from each institution will be asked 

the following questions: 

1. What are your impressions of ETS as compared 
with the older system? 

2. How do you use E1S? 

3. What changes have you noticed? 

4. What behaviors result in privileges for inmates? 

5. What behaviors result in time-outs? 

6. What changes in the Earned Time System would you 
suggest? 

A final source of information is higher level administrative 

personnel and coordinators. We do not propose a standard set 

of questions at this level, but plan to discuss ETS informally 

with wardens, assistants, and coordinators. Information from 

all staff level: should elicit information on the meaning of 

ETS as well as its implementation. 
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The Y'esearc;hers are aware (If the problems associated with 

interview data, but without this subjective evidence'to 

supplement the statistical analysis, few meaningful conclusions 

are likely to be forthcoming. The independent evaluators will 

conduct and analyze these interviews. It should be noted 

that all of the material collected in this fashion will be 

kept confidential. 

5.4 Procedural Implementation 

Apart from outcome measures and interview observations, 

an important aspect of evaluation is implementation. The 

basic concern here is, IIHow did it work?!! Interyiews will 

provide some implementation information. However, we are 

specifically concerned with such things as (1) training, 

(2) materials, (3) coordination. ETS as a major organizational 

c~ange for a large and diverse organization (DOOR) must be 

assessed in terms of technical preparation of personnel, 

availability of supplies and procedures, and organizational 

clarity. 

A specified research desig~ is not applicable to this 

stage of the evaluation. We propose an examination of . 
organizational structure, training PAD's, and the like. 

The final report will include a section on implementation 

problems. 
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5.5 Policy Recommendations and Evaluation Feedback 

This research design will permit the gathering of data 

for purposes of preliminary ETS evaluation. It is hoped that 

our study will provide useful feedbacK. Among the potential 

results of the evaluation are the fo1lowing: 

1. Overall strengths and weaknesses of the system (ET~). 

2. Specific institutions most and least successful 
in terms of implementation. 

3. Technical and procedural recommendations for 
improvement. 

4. Institutional characteristics associated with 
degree of ETS success or failure. 

5. Inmate characteristics associated with receptivity 
to ETS. 
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Ault reviews the conditions within Georgia's correctional 
system from his vantage point as Commissioner, Department of 
Corrections/Offender Rehabilitation. He discusses the problems 
of overcrowding and a negative correctional philosophy and then 
outlines a program -- Operation Performance -- designed to 
combat those problems. Essentially, this program provides a 
correctional continuum allowing the offender to pass from 
intensive supervision on probation or within a prison to 
maintenance supervision or early termination of the sentence. 
The inmate determines his own progress by choosing compliance 
with objectives outlined in a mutual contractual agreement 
with correctional staff. 
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No.3 (November 1975), 299-331. 

The authors review a number of behavior modification 
programs in the crime and delinquency area which are predicated 
upon operant learning principles. Generally, these programs 
utilize contingency consequences to teach pro-social adaptive 
skills to offenders. In order to safeguard the clients' rights, 
such programs require voluntary, informed consent and client 
participation in the program:s decision-making process. 

The authors suggest continued emphasis on skills that are 
readily transferable to the natural environment. They also 
recommend development of effective training procedures for 
teaching staff these "client-preferred interactions and treat­
ment styles." Finally, they suggest that program evaluatio'n be 
more systematic and definitive and that "consumer satisfactionll 
components be included to ens~re that clients' needs are being 
met. 
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.Treatment of Character and Behavior Disorder in a 
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125:10 (April 1969), 1395-1402. 
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Fitzgerald, Thomas J. IIContingency Contracting with Juvenile 
Offenders. It Criminology, Vol. 12, No.2 (August 1974), 
24l~247. 

Fitzgerald reports the results of a project that was to 
determine whether male juvenile probationers increased their 
work rate when positive reinforcement contingencies were used 
in the form of contingency contracts. The contingency contract 
was defined as lithe written specifications of what reinforcers 
will be given if and when certain behaviors occur.1I 

The results indicate that time off probation is not as 
reinforcing as the activities that could be "boughtll with 
accumulated points. Fitzgerald speculates that the payoff 
of time off probation was too far away to act as a reinforcer. 
Or, possibly, time off probation may not be as reinforcing as 
was originally assumed. 

Friedman, C. Jack and Mann, Fredrica."Recidivism: the Fallacy 
of Prediction. 1I International Journal of Offender Therapy 
and Comparative Criminology, Vol. 20, No.2 (l976), 153-163. 

The authors report results of a study to determine the 
accuracy with which staff members at a correctional institution 
predicted recidivism of a group of court-adjudicated delinquents. 
(Their preliminary literature review turned up only one other 
s u c h stu dy . ) 

Two factors emerge as key influences on staff predictions: 
(1) the level of seriousness and degree of violence of the 
youth's most serious offense; and (2) the extent to which the 
youth was liked. The first factor resulted in a negative 
prediction; the second, in a positive. Overall, however, 
predictions were only slightly better than chance. 

The authors conclude that since discharge decisions rely 
heavily on staff judgments, lithe factors involved in staff 
decisions need to be specified, systematically evaluated, and 
tested against recidivist behavior." 
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Holland, James G. IIBehay;or Modification for Prisoners, 
Patients, and other People as a Prescription for the 
Planned Society,1I Mexican Journal of Behavior Analysis, 
Vol. 1, No.1 (January 1975). 

Holland discusses four major objections to the prospect of 
behavior contl~ol: (l) the problem of human rights; (2) the 
possible exploitative aims of behavior controls; (3) the 
limitation of individuality; and (4) the effectiveness of 
behavioral techniques. In his consideration of the second 
objection he notes that lI one who receives professional help 
is not a true client if he cannot choose to discontinue that 
I he 1 pl. /I 

The aut hot' the n rev i e VI sse ve r ali m p 0 r tan t pro 9 ram sin w h i c h 
some kind of contingency management was attempted. e.g., The 
Special Treatment and Rehabilitative Training (START) project 
that took place in 0 federal prison at Butner, N.C. Holland 
itemizes the ostensible goals of the experiment and then suggests 
that START's actual goa 1 was lito make passive nonassertive, 
depersonalized inmates of the whole institution. 1I The program 
was discontinued by the courts. 

Holland consistently emphasizes the negative aspects of 
token economy projects, both within institutions and in the 
free world. He concludes with a suggestion that the best 
system of behavior change would be controlled by the people 
who are to undergo that change, rather then by a goal-setting 
third party. 
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79-91. 
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41-47. 
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Practice. Address to the Annual Conference of the Hawaiian 
Corrections Association, October 15, 1971. Montgomery, 
Alabama: Rehabilitation Research Foundation, RRF - 107. 
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McKee, John M. New Directions in Corrections. Address to the 
Annual Conference of the Hawaiian Corrections Association, 
Oct 0 b e r 1 4, 1 971 • Elm 0 r e, A 1 a bam a : R e.h a b i 1 ita t ion 
Research Foundation, RRF ~ 315~2-72. 

McKee offers a number of predictions concerning the 
development of corrections over the period from 1971 thru 1976. 
They fall into three main groupings: those dealing with 
correctional changes which will put more emphasis on the role 
of the community in correctional reform; those dealing with 
changes in the physical nature of the institution (i.e., will 
be limited to less than 400 inmates) and methods of treatment; 
and those changes in the correctional process which are dependent 
upon legislative and legal actions. Within the second grouping 
McKee discusses "performance~contingent parole," a principle 
that requires "precise specification of behaviors and skills -­
developed through an individualized assessment and prescriptive 
process -- necessary to earn parole." He cites the success of 
this system as it is practiced at the Karl Holton School for 
Boys in Stockton, California. He predicts more valid actions 
by parole boards and a reduction of institutional tensions 
and disturbances as prisoners come to understand what is 
specifically expected of them. 

Milan, Michael A. and McKee, John M. "The Cellblock Token 
Economy: Token Reinforcement Procedures in a Maximum 
Security Correctional Institution for Adult Male Felons." 
Journal of Applied Beha~ior Analysis, 3 (Fall, 1976). 
253-275. 

R c ~ s, Rob e r t R. and Me Kay, H. B r y an. "A Stu d Y 0 fIn s tit uti t1 n a 1 
Treatment Programs." International \Journal of Offender 
Therapy and Comparative Criminolog~, 1976, Vol. 20, No.2, 
165-173. 

The authors report on a long-term treatment-research project 
undertaken by the Psychology Department of the University of 
Waterloo (Canada). The project was to "assess the efficacy of 
behavior modification strategies" in treating a certain group 
of female adolescent offenders. The program went through 
numerous phases as the researchers attempted to compensate for 
unexpected results. The sophisticated token economy program 
with which they began resulted in more subject behavior problems 
than evidenced by the control group. During the second phase 
rewards were contingent only upon performance of specified 
positive social acts regardless of the offenders' ~antisocial 
behaviors." EVE:ii more recidivated from this group than from the 
Phase r group. In the 3rd st~~e the token economy was retained 
but peer training in the token economy was also provided. 
Recidivism results were similar to those obtained after the first 
two phases. Finally, the token economy was dropped entirely 
and subjects were trained in reinforcement therapy principles 
and persuaded to act as therapists for each other. Recidivism 
rates dropped significantly. (Recidivism rates for the control 
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group and then for the 4 phases of the treatment program were 
33.3%, 53.3%, 66.6%, 60.0% and 6.6%, respectively.) 

. 
Silber, David E. "The Place of Behavior Therapy in Correction". 

Crime and Delinguency, April 1976, 21l~217. 

Silber reviews some of the behavior therapy techniques used 
to correct antisocial behavior. He considers several aversive 
conditioning programs carried out through the use of drugs or 
electric shocKs. The results range widely from success to 
failure. 

He then suggests that a higher success rate may result from 
the use of positive reinforcement to increase appropriate behavior. 
This modality has the additional advantage of not requiring a 
staff of highly trained professionals. Line staff, in fact, 
frequently experience increased morale as they assume this new 
helping role. 

Silber concludes with an enumeration of objections to 
behavior therapies: e.g., forcible treatment; dehumanization; 
and lack of sufficient regulations. He discounts them all, 
however, in favor of this "potentially ... safe economical way 
to. .. imp r 0 vet h e qua 1 i ty 0 f 1 i f e i n 0 u r soc i e ty . " 

Smith, Alexander B. and Berlin, Louis. "Self-Determination in 
Welfare and Corrections: Is There a Limit?" Federal 
Probation, December 1974, 3-7. 

Smith considers the amount of self-determination allowed to 
the "voluntary" client, e.g., a welfare recipient, and the 
"involuntary" client, e.g., a prisoner. He observes that both 
classes are forced to submit to the casework process in which 
a counselor probes intrapsychic areas that may have nothing to 
do with the client's financial status or his incarceration. 
Non-submission to this process carries its own punishment: • 
in the former case, loss of welfare benefits; in the latter, 
non-eligibility for early parole. 

He discusses Sociologist Henry Miller's contention that 
freedom of choice includes freedom to refuse treatment, provided 
one i s w ill i n g to ace e p t the con seq u e n c e s' . ~1 ill ere x ten d s t his 
assertion to the situation of the offender -- who should have 
the right to refuse rehabilitation and simply "do his time." 

Smith cites a proposal emanating from the 65th Annual 
Probation Conference in New York that "the treatment agent 
encourage the probationer to determine what his needs were ... 
and to bring the offender into contact with the ... resources 
which were designed to satisfy those needs." 



Smith, RGJbert R. "A Survey of Good Time Policies and 
Practices in American Correctional Agencies." ~ourncU 
of Criminal Justice, 1975, Vol. 3, 237",,'242. 

Smith reports that more than half (31) of American 
correctional agencies award good time automatically and take 
it away for prohibited behavior. Seventeen other agencies 
award good time contingent upon satisfactory work performance 
and/or conduct. He includes various other good time tabulations 
and then recommends that correctional administrators re-evaluate 
thetr good time policies and consider a move toward the more 
positive performance~based model. 

Watkins, John C. Changing Inm&te Behavior. Address to the 
Interagency Workshop of the Institute of Contemporary 
Corrections and Behavioral Sciences, Sam Houston State 
University, June 1970. Rehabilitation Research Foundation

t RRF-104. 

Watkins, John C. "Organization of Institutional Resources for 
Behavior Change: A Model. 1I Paper delivered at the 97th 
Annual Congress of Corrections, Miami Beach, Florida, 
August 22, 1967. 

Watkins discusses a model predicated on the assumption 
that offenders, rather than being mentally ill, suffer from a 
"failure to learn, i.e., internalize the values, norms, and 
controls of the mainstreatm of American society.1I He suggests 
that the most importantllbehavior shaperll in such a model is 
the correctional officer, who relates to the inmate in a 
non-treatment setting. The officer's role can be reinforced 
by emphasizing that his contribution is vital to the total 
program and that he has the power to reward or not reward. 
The author believes that front line staff, because of the 
frequency of their interaction with inmates, may influence 
behavior more than the less frequently seen counselor. This 
staff must, of course, be taught to reinforce only positive 
b e,h a v i 0 r s . 

Watkins includes a transfer to special quarters for those 
inmates who have progressed through various stages of positive 
behavioral change. These quarters are staffed by a different 
set of personnel, thereby terminating dependency relationships 
the inmate may have created ~ithin the institution. Watkins 
suggests that the inmate will then transfer his newly acquired 
behaviors and independence to life in free society. 
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. 
Webb, Vincent J.; Hoffman, Dennis E.; Wakefield, William 0.; 

Snell, Joel. IIRecidivism: In Search of a More Comprehensive 
Definition.1I International Journal of Offender Therapy 
and Com2arative Criminology, 1976, Vol. 20, No.2, 144-147. 

The Authors repOl"t that recidivist literature generally 
accepts a simplistic definition of recidivism -- one which does 
not allow for the concept of partial success or for more 
subtle interpretations of "return to prison" statistics. They 
suggest that the recidivist measure should be supplemented by 
other criteria. For example, statistics should record the 
relative severity of the second vs. the first offense. The 
cumulative time that the individual remained outside a 
correctional system should be recorded to permit comparison 
of various treatment programs. Finally, the individual's 
unemployment time should be measured to indicate any increase 
in productivity related to treatment programs. 
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A. PURPOSES 

1. To protect 
publ.1c 90fety 
(Pu!Jlt.c Position 
p ap;;-r;-p', 1. ) 

2. To provide 
for a public 
:l.ccounting ()f 
th.e system 
(Publia Po~ltlon 
pa:Mi:--;-- p -: 1. ) 

3. Til chang.: 
the current 
assumptions of 
rehabllit .. tion 
(Public Pllsitlon 
papcr;-p:i:')--

B, ~ PROBLr.MS 

1. Overcrowding and 
the potE!ntial for 
violence in prisons 
(Public POsition 
pujmr;-pP:-i";T.T 

A fundamentally 
subjective method 
of parole decision-
making. 'See 
Limit~d Objective 
iJ5. TiJble rr.) 

. The !lotential 
for high risk 
off{Jnt.1~rs being 
discharged ~rly 
under current 
good time methods. 
(~ee System 

Problem 03 below.) 

2. A fragmented 
service delivery 
process (Six Year, 
A,ct:lon l'lliii';" ~ 
97. 125.' 

3. A paasive view 
ot the inmate's 
ralp. Gnd a'negative 
Kond lime system 
(?ublic Po~itio4 
Pllper.-I'P":2,I,T 

--------__ --____________________ * __________ 1 __ --

TABLE I 

EVALUATZ~G THE IMPACT OF THE EARNED TIME SYSTEM ON GEORGIA CORRECTIONS 

C. PROBLEM INDICATORS E. CRITERIA 

1. Population greater 
thsn design capacity 
(Public p()Si.tion paper. 
P:-W-

1. Alternatives 
to incarceration 
(Public Position 
p~p -:-2.) .:l~d 

1. Reduction 
in crOWding 
and violence. 

2. A low rate of 
successful program 
terminlttiona 
(Evaluatio[1 working 
fUe mat .. rja!..) 

3. High recidivism 
and revocatioll rar.es 
(Public Position 
pnpe-r:-p ::;~ 
()ral1t. p.J.) 

impro"2d case 
managcment and 
behavioral 
approaches among 
staff (PERM 
Grant. p.l8.) 

2 (a) Standards 2 (a) Higher 
for progrsms successful 
(Six 1lli!!. Action completion 
f!!u. p.125.) rllte. 

(b, Improved case (b) Increased 
management (~ ptoportion 
Year Action Flon of inmates 
Pp.a9-90.) -- with plans. 

3. An empi'lasia 
on high qual.!.ty 
services and an 
earned time 
system (PERM 
Grullt, pp.6-9. 
U.) 

3. Y·)w.:!t, 
recidivism, 
revoclltion 
rates over 
lime. 

F. STANDARD 

1 (/1) DeSigned for 
4200 in 1975 
(P;:blic Podtion 
P~P.l.) but 
figure changes 
each year. 
Percent of dMign 
capacity. 

Square footage 
per inmate to be 
at or llbove 56 
(11~ Legialativa 
Fact Book.) 

(b) RedU'CtTol\ in 
the rate of dis­
ciplinary reports 
p~r 1.000 inmates 
over baseline 
figure; reduction 
in violent reports 
per 1.000 inmates 
over baseline. 

2. Improvement 
Over baseline data 
each year. 

3. Improvement 
over basel:l.nc data 
after system 
redirection. 

G. EVALUATIVE MEASURES 

1 (a) Percent of dosign cllpacity 
± 195% (1975 baseline, 8200/4200, 
Public POSition paper, p.l.) 

Square footage per inmate + 56 
(1975 baselin~. 36 sq.ft. dorm-and 
42 sq.ft. cell. Evaluation report 
to the Attorney General.) 

(b) Rate of overall disciplinary 
reports and violent disciplinary 
reports versus 1974 (baseline datn 
• 595 overall and 47 Violent. 
Evaluation ~orking file material., 

2(n) Rate of successful c.ompletions 
± 19X (1975 b:l.seline data from 
trends analysis developed by 
Evaluation and Systems units.) 

(b) Proportion of inmates with 
complete case plans and perform­
ance records (baseline not 
ava:l.lable at this tim.e.) 

3. Recidivism race! 537. (3 yr, 
tracking period) for 1971 exits 
(Systems Development Section.) 

Annual reentry rate for revoked 
parolees nnd prob3tioner~ ~ 17J 
(PERH Gr,mt, p. 3.) 



A·lli~ 

1. To provide II 

positiv~ motivation 
model and to reward 
positive behavior. 

2. T-O insure 
individWll!zed 
attention which 
supporta improved 
performance. 

3. To cha.nge 11 

negative (punitive) 
environment into 
11 positive learning 
environment. 

------------------------------------------------------~---,,"aw _"' _'"'"1.'\. .. -'--~ _. ":_' ._ ..... 
TABLE II 

EVALUATING THE LIMITED OBJECTIVES OF THE EARNED TIME SYSTEM 

B. .!!ru! POLICI ES 

lea) Extra privileges are 
to be awarded for excellent 
performance. 

(b) Good time is to be 
earned through satisfactory 
and excellent performance. 

2(11) Indiviuual plans will 
assess needs and prescribe 
activities. Performance 
documentation will be an 
integral part of the case 
record. • 

3(a) Inmates will receive 
continuous and responsive 
feedback and will earn as 
11 result of positive 
behavior. ' 
(b) St·lfi will receive 
recognition for excellent 
support of ErS. 

C. LIMITED OBJECTIVES 

l(a) To certify 11 list of extra 
privilegQ9 and to implement a 
method to insure receipt of 
earned privileges. 

(b l To rat~ performance in g011l 
oriented activities through 
documentation of observable 
desi.re and effort and the 
achievemunt of specified 
outcomes. 

2(a) To give preference in 
consideration of entrance 
into special programs to 
inmutes with excellent 
reports in the case record. 

(b) 1'0 increase the relevance 
of institutional program 
assignment through the 
careful matching of activity 
descriptions to need areas. 

J(n)Procedurea for ~arned 
time award and modified case 
management will redefine the 
relationship between inmates 
and supervisors. 

(b)Staff will be trained in 
system requirements and 
performance rating. 

D. EVALUATIV~ CRITERIA 

l(a)Con~istency: the comparability 
of rewards. procedures, and staff 
actions amonl\ institutions. 

(b) Equity: the comparability of 
rewards and staff ~ctions that 
affect inmates at each 
institution in terms of 
age, race, and ability (inmate 
intelligence). 

2(a) Responsiveness: the adjustment 
of procedures to new priorities 
with resulting changes in lnmates 
Hcreened into special programa. 

(b)Appropriatenesa: the adjustment 
of case management procedures and 
tldsigllment decisioll-making to the 
need for correspondence between 
program goals and inmate needs. 

3(a) Magnitude: the impact 'of E'£S 
011 the system in terms of its use 
in awards and deprivations, 

(b) Equilibriuml the comparability 
of rewards and deprivations in 
ETS performance olJtcomes. 

-------~----- ~------------

E. EVALUATIVE MEASURES, 

l(a)Conaistency: the statistical 
comparison of privileges earned, 
activities certified, and times 
out amon!\ ETS institutions. 
(b) Equity: the statistical 
comparison of privileges earned 
and times out between age, race, 
and ability groups at each 
institution (controlling 
for nature of inlllllte's offense). 

2(a) Responsiveness: verification 
of procedural change and the 
case atudy analysis of client 
outcomes from excellent records. 

(b) Appropriateness: a sample analysis 
of the correspondence between needs 
documented in records and ectual 
program assignment at 
ins t.i tut ions. 

3(a) Magnitude: the percentnge 
of. ETS inmates who receive 

some excoption report over time. 
(Statistical norm to compare 
with other behavioral projects.) 

(b) Equilibrium: extra privileges 
± times out across the system. 
(A positIve system would be in 
disequilibrium in favor of 
excellllnt behavior awards.) 



4. To more 
effectively use 
limited resources. 

5. To release 
inJ:latcs up(.n 
demonstrst. on of 
responsibl ~ 
potential for 
cOWllluni ty 
adj us tment. 

B. lllili. POLICIES 

4. Effectively utili~e the 
supervisor's knowledge and 
experience to enhance 
appropriate assignment/ 
placemen.t. 

5. Formal p'arole deficiency 
reports lvill more effectively 
communicate performance­
b1sed recommendations for 
release. 

TABLE II (COIITINUED) 

C. LIMITED OBJECTIVES 

4. To Provide improved 
information to enhance 
Classification Committee 
actions (plan approval, 
assignment, transfers, & 
recommendations for time 
out). 

5. To provide improved 
information concerning 
UORIS basis frr 
recommeuding parole. 

D. EVALUATIVE CRITERIA 

4(a)Cost Efficiency: the maximi­
zation of program investments in 
terms of successful completions. 

(b) Cost EffectiY-,""tlElss: the max­
imization of pro'gram investments 
in tel:l!IS of follow-up which 
facilitatea the use of learned 
skills. 

5 (a) Clarity: the rel.ationship 
between documented performance 
and DOR recommendatiuns. 

(b) Precision: thtl degree of 
concrete documentation for 
conclusions about an inmate. 

(c) Congruence: the degree of 
correspondence between DCR 
recommendations and Parole 
Board decisions. 

(d) Impact: the increase in 
favorable Parole Board 
decisions due co additional 
behavioral data. 

E. EVALUATIVE ~1EASURES 

4(a)Cost Efficiency: the statistical 
comparison of the successful program 
completion rate of Earned Time and 
other inmates; the statistical com­
parison of institutional rates with 
historical baseline data. 

(b) Cost Effectiveness: the statistical 
comparison (of sample data) of 
earned release inmates and other 
offenders (by institution) in terms 
of referral to jobs or job placement 
services or placement in subsequent 
relevant programs or activities. 

5(a)Clarity: the statistical des­
cription of agreement between 
performance data and recommendation.!' • 
(b)Precision: the statistical com­
parison of the quantity and complete­
ness of ETS and other inmate data. 
(c)Congruencc: the de~ree of statis­
tical correspondence between DOR and 
Parole Board decisions. 
(d) Impact: the de~ree of Statistical 
correspondence between Parole Board 
decisions concerning ore-Earned Time 
inmates and Earned Time inmates without 
deficiency reoot'ts. 
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MAXOUT TIMES: GOOD TIME SYSTEM, 

SENTENCE PREVIOUS AVERAGE NO. OF 
LENGTH EARLIEST MAX OUT PREVIOUS I N ~1 ATE ~ A X 0 U T S 
(YEARS) (in YEARS) ACTUAL MAXOUT PER YEAR 

1 0.72 0.83 -428----

2 1. 35 1. 48 228 
3 1. 90 2.07 228 
4 2.45 2.59 73 
5 3.00 3.22 132 
6 3.55 3.64 40 
7 4.01 4.35 24 
8 4.65 4.87 19 
9 5.20 5.60 7 

10 5.75 6.19 35 
" 

Note: Based on 4 1/2 years experience, it appears that ETS will impact 
favorably on population, unless the overall average performance 
drops below 50%.' 



- LUYM 

' ... TABLE IV 
• a, _ .. _ '. 

• 1 

MAN-YEAR SAVINGS: EARNED TIME SYSTEM 

100% PEP.FOR..~l1\NCE 50% PEP..FOP":'Lll.~CE 

AN1lUAL p;pl - -~~---- - - --
- -- ----SESTESCE 

SE~TENCE A:':;:UAL PO? LE~iGT!i EA ... ~LIEST NET SAVINGS LE::CTH EAR~I~GS ~ET SA'/I:\GS (YEA:\S) MAX:OUT DIFFERD!C:: (MA.~ YRS.) I (YEARS) !-!AXOUT DT-::-"::'t"!:)=,,·rr: O·!.\S ,(RS.) _ ..... _~~ • ..... 1.01 

-.. 
1 .50 .33 141 1 .67 .16 63 2 1. 00 .48 109 2 1. 33 .1:5 ':II 

J'" 3 1. 50 . 5 7 130 3 2.00 . 0; , . 
./J 4 2.00 .59 '.3 4 2.67 -. 'J·9 -6 5 1..50 .72 95 5 3.33 -.11 -15 6 3.00 .64 26 6 '+.00 -.36 -14 7 3.50 .85 20 7 4.67 - 1 • -3 .~-8 4.00 .87 17 8 5.34 -.4; -9 9 4.50 1.10 8 9 6.00 -.40 -3 10 5;00 1.19 42 10 6.67 -.1.3 -:5 j 

---. 
,I TOTAl. D2CREASE 631 ,...,... ....... , ..... ::-,-.~t'".~~ 47 .. If .. 1.'.._ .J_ ...... ..-."'\_ ... 

.. 

.;:. 
~ 

90% PS?..?:JP.X?l.NCE 

SE~~::::~\CE A1. ;:,r:: AL ?CP. I • 
LE~~G:H EA ... P.L::::::ST Nt""" SAVT:-:CS ' ....... 

HA.:':O D!FFERE:;C E '.f' \l .. _---, ,{RS. 
1 .53 +.30 123 
2 1. 05 +.43 98 
.3 1. 58 +.49 112 
4 2.10 +.49 36 
5 2.63 +.59 78 
5 3.16 +.4.8 19 

"7 3.68 \ +.67 16 
8 4.21 +.66 13 
9 4.73 +.87 6 

10 5.26 +.93 33 

TOTAL DECREASE 539 

iii iii Iii Iii iii iii IiiJ - iiil ~ IIIIIP P 
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TABLE V 

MAN-~EAR SAVINGS: ETS A~D PAROLE DECISIONS 

Sentence Length 
(Years) 

Avg. Time Served: 
Good Time 

Avg. Time Served: 
ETS 

Net Difference 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

N B.: To provide for factors other than length of sentence which 
influence parole decisions, prior' parole·decisions will be care­
fully examined. Many decisions are influenced by criteria ' 
impossible to quantify, and it may well be that parole decisions 
will be little influenced by ETS. 
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SUPPORTING DATA 
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TABLE B-2 

INMATE POPULATION: COUNTY INSTITUTIONS 

DESCRIPTION ETS NON-ETS 

Active 3670 5113 

i"elons 3539 (96%) ,5092 (99%) 

Misdemeanants 131 (3.6%) 21 ( 1 %) 

White males 1552 (42%) 1724 (34%) 

Non-white males 1896 (51%) 3208 (63%) 

White females 76 (2%) 59 0%) 

Non-\"hi te fema 1 es 146 (4%) 122 (2%) 

N.B.: Percentages are proportions of active cases. 

~' 

-97-

TOTAL 

8783 

8631 (98%) 
, 

152 (1. 7%) 

3276 (37%) 

5104 (58%) 

135 (1.5%) 

268 (3%) 

__J 
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TABLE 8-3 

INMATE POPULATION: CQf11MUNITY FACILITIES 

DESCRIPTION ETS NON··ETS TOTAL 

Active 100 214 314 

Felons 64 (64%) 146 (68%) 210 (67%j 

fili sdemeanants 36 (36%) 68 (32%) 104 (33%) 

Wh'ite males 12 (12%) 51 (24%) 63 (20%) 

White females 30 (30%) 15 ( 7%) 45 (14%) 

Non-white females 36 (36%) 36 (17%) 72 (23%) 

N.B.: Percentages are proportions of active cases. 
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TABLE C-l 

CODE SHEET FOR INSTITUTIONAL FILE REVIEW 

Col. No. ,Description 

1-3 Institution Code Number 

4-11 Inmate's Number 

12-31 Inmate's Name 
Enter last name first 

32-33 No. of Disciplinary Reports (from EDP) 

34-39 Date inmate assigned to permanent institution 

40-41 Inmate's year of birth 

42 Inmate' 5 Race/Sex 

1 = White male 
2 = Black male 
3 = "Other" male 
4 -- White female 
5 = Black female 
6 = "Other" female 

43-45 Inmate IS!. Q. 

ouo ~ No I.Q. entl''Y in file 

46 Inmate's Classification (from Performance 
Assessment Sheet or Consent form if no 
Assessment in file) 

47 Participation 

o = No form 
1 = Request to Participate 
2 = Statement of Non-Participation 

48-50 Perfo~mance Recording Sheet 

-99-

Col. 48: + or -
Col. 49 & 50: Number of monthly updates 

in excess of or less than 
number of months since 
Plan was signed 

.. ---------. __ Rrrm __ ' _____ ~ ________ ~ ______________________________ __ 



40-50 
(continued) 

51 

52 

53 

54 

55 

56-63 

64-71 

+00 ::: Exact number of updates 
since Plan was signed 

000 = No form 
AAA = Form present; no entries 
BBB = No date on Performance Plan 
XXX :::: Uo Performance Plan to date 

Request for Conviction Verification 

o = No form 
1 = Form present 

Response from Central Office to Conviction 
Verification Request 

o = 
1 = 
2 = 

No response 
Inmate declared Habitual 
Inme~e declared Non-Habitual 

Performance Assessment Sheet 

o = No form 
1 = Form present 

Case Manager Checklist 

o = No form 
1 = Form present 

S~pervisor's Evaluation 

o = No form 
1 = Form present 

Intake Assessment 

Col. 56: o thru 9 = No. of entries 

Col. 57: 
in 1st category 

o thru 9 = No. of entries 

Col. 58: 
in 2nd category 

o thru 9 = No. of entries 
in 3rd categOl~y 

etc. thru 8 columns 
(6 or 7 = Complete Medical present) 
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I: 
X = No logical entries possible 

(i. e., ,no Performance Assessment Sheet) 

:1 Extended Assessment 
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Col. 64: 0 thru 9 = No. of entries 
in 1 st category 

Col. 65: 0 thrJ 9 = No. of entries 
in 2nd category •
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64~7l 
(continued) 

72-78 

79-80 

1-3 

4-11 

12-19 

20-27 

28-35 

Col. 66: 0 thru 9 ~ No. of entries 
in 3rd ca tegory 

etc. thru 8 columns 

A = No dJange from Intake 
B = No Extended Assessment 
X ~ No logical entries possible 

(i.e., no Performance Assessment Sheet) 

Blank 

C~rd No: 01 

Institution Code Number 

Inmate's Number 

Performance Plan 

Col 12: 0 thru 9 = No. of entries in 
1st category of IINeeds li column 

Col 13: 0 thru 9 = No. of entries in 
2.nd category of ~'Needs II column 

A = 
B = 
C = 

No entry at all 
No form 
Information incorrectly entered 
as "Need II 

o -. No need i denti fi ed 

etc. thru 8 columns 

Correspondence between Intake Assessment & 
Extended Assessment 

Col. 20: 0 = No correspondence in 1st category 
1 = Some correspondence in 1st category 
9 = Cannot tell 
3 = No form (i.e., Extended Assessment) 
A = No change from Intake 
B = Information incorrectly placed 

on Extended Assessment 
X = No logical correspondence possible 

etc. thru 8 columns 

Correspondence between Extended Assessment & 
"Needs" identified in Performance Plan 
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28-35 . 
(continued) 

36-43 

44-51 

52""57 

58-65 

,1 

~'.i.' ~~ 

, 

Col. 28: 0 = No correspondence in 1st ~! 
.' , 

category , 
1 = SOl1le'co}~respondence in 1st categc; .;.:. 
9 = Cannot tell ~ 
8 = No entry in IINeeds II column ; 

(i.e., "Need" column is blank) ft.:\ 
X = No logical correspondence posSibl~; 

etc. thru 8 cnlumns II .. { 
Correspondence bebJeen "Needs" & Activities": __ .. \ 

Performance Pl an I. ~ 
Col. 36: 0 = No correspondence in.l st category '1~, 

1 = Some correspondence ln 1st categor,~ .. : 
9 = Cannot tell . 
8 = No entry in "activities" column ~ 

(and should I 

a Need entered) 

Corr.espondence between IIActivities" specified 
& actual program Assignment (i.e., "Date ll ,! .... 
column) , ; 

L 

Co 1. 44: 0 = No corres pondence in 1 st category 1 
1 = Some correspondence in 1 st categol.:' 
4 = Cani;ot te 11 'Ii. 
5 = Inmate refused to participate ; 

in program suggested Ii: :, .. ~.' 
~ = No program available 
7 = NQ program assigned under 

"Acti vi ti es II 
8 = Scheduled program assignm,~nt rat.,'., 

in 1st category, but not yet ~ 
enrolled . 

9 = No date entered in "Date" 
column 

X = No logical correspondence 

etc. thru 8 columns 

Approval of Performance Plan by Classification 
Con1l1li ttee 

I, 
,~ 

000000 = I~ot si gned 
MMDDYY = Signed and dated 
999999 = Signed but not dated 
333333 = No form 

Quarterly Review Summary 
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Col. 58: 0 thru 9 = No. of entries in 
1st category 
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58-65 
(continued) 

66-78 

79-80 

Col. 591 o thru 9 = No. of entries in 
2nd ca tegory 

A = Entry is "No Change" 

BBBBBBBB = No form 

C = Entry is liN/Ali 

etc. thru 8 columns 

Blank 

Card Number: 02 

-103_ 



Col. No. 

hB 

9-11 

12-14 

15-20 

21-22 

23-28 

TABLE C'!:'2 

CODING SHEET FOR PRIVlLEqE SLIPS 

DESCRIPTION 

!nnmte number 

x = missing data. 

First three letters of inmate's 
last name 

Institution code number 

Date privilege granted: 
MMDDYY 

x = missing data 

Privilege code number 

Date privilege awarded 

x = missing data 

REFUSD = prjvi 1 ege }'efused by inmate 

EXPIRD = privilege expired before 
redeemed by inmate 
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