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O. C. }1i¥n7Jo;~ction~ ~.r',o~~._ 
consulta~ {" /~~.~ 

Technical Assistance to the 
}fussachusetts Department of Corrections 

This report is the result of the technical assistance vis'it to the 
Department of Co:rrections. Yom: invitation through the National Institute 
of Corrections authorized our team of consultants to evaluate operations 
of the Central Office and those of the State Penitentiary at Walpole, 
Hassachusetts. Our visit of September 25, 1979,' obtained an overview 
and determined the scope of the mission, which is as follows: 

1. Develop an effective classification system. 

2. Revie\v of the. operations of MCI-'Halpole and recommend 
improvements in security classification, inmate programs~ 
food service, and'other areas of concern. 

3. Revie\v the Central Office administrative structure. 

A team of consultants wns appointed and arrangements were made to 
re.ttirn during the period of October 15-19, 1979. 

He sincerely hope this report will be of assis tance in the operation of 
the Massachusetts Department of Correction. 
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• 
HETHODOLOGY 

In keeping with the scope of the mission, the NIC.team members were assigned 

a task within thE.dr specialities. The approach to this audit was to review 

previous s·tudies and reports, interview a variety of staff at the Central Office 

and institution level in addition to some inmates at Walpole. Operations of 

Walpole, the Reception and Diagnostic procedures, and area classification 

boards were observed. This was augmented by reviewing pertinent laHs, 

regulations promulgated at the department ,and institutional level, research 

conclusions, the results of the internal audit prepared at Walpole in 

• preparation of ACA Accreditation, and a sampling of inmate case files. 

The team members discussed their respective findings and reconunendations 

each evening and prepared reports which are reflected in this document. 

,. 
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OVERVIEH _. Ht\LPOLE 

Corrections in Massachusetts is unique in at least two respects. Ninety percent 

of its inmates arc within a 60-mile radius of Boston and the State has one of 

the lowest per capita incarceration rates in the United States. A State 

population of 6,000?000'people with only 3,600 inmates incarcerated is indeed 

unusual- when compared '-lith n State such as I.loridn '\o]hich has 20,000 inmates in 

a total population of 8,000,~00 people. 

The comparntively small number of inmates incarcerated in Massachusetts prisons 

can be partly accounted for by the fact that convicted ind:i,viduals can be 

legally held. in local detention centers (jails) for up to 2 1/2 years. There 

are npproximately 2,000 inmates in this category which gives the State about 
.. 

5,600 persons confined rather than' 3,600. This is still a very small per capita 

I 

rate of incarceration and suggests the Hassachusetts courts make greater use 

of community alternatives OJ.' the State Im-ls may not be as restrictive. 

The physical plant at Walpo~ e is 25 year;,; 'Jld and was designed to. se~'ve as the 

maximum security facility for the entire corr:ecti.onal system. It has been 

utilized in this mannel~ but they are required to care for many inmates who do 

not need mnximum security nnd could be more appropriately classified to other 

facilities in the system. 
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• Nuch has been wri tten about the inadequacy of the Halpole physical plan t and 

some have proposed it be closed. We do not share this opinion. It is true 

there are shortcomings and eventually more space will have to be prov:i.ded for 

programs, maintenance shops and industr~al work opportunities. However, it 

is a good sound secure .facility surrounded by a wall that is topped by several 

strands of barbed Hire at least one of ''lhich carries an electric Cl11:rent. It 

has approximately 660 individual cells and the ce11blocks form small secure 

groupings of cells so that the population can be classified into as lilany as 

14 homogeneous groups. The physical design of the cellblocks also lends itself 

to the l~Unit Management" concept with only minor changes should management decide 

to move in that cl.irection .. 

." ,f 

• Program space is severely limited and there are few opportuni t:i.es to learn 

employable skills. A 'woefully inadequ~ te maintenance program has led' to . 

unnecessar.y deterioration of facilities in all areas. Plumbing needs, paint, 

broken \dndO\'ls) etc., are in evidence throughout. In spite of these shortcomings, 

'We see it as a secure manageable facility that can serve the purpose for which 

it 'Was intended. 

lvalpole is a troubled institution beset with a multitude of serious problems 

relating mostly to the management of inmates., There is no single basic cause 

of their predicament nor \-.7i1l their problems ,Yield to any simple solutions. 

Hm-.7ever, if there is any single causative factor that seems to ol.ltweigh all 

others it is the permissiveness introduced into the system in the early seventies. 

It ~as at this time that departmental policy and philosophy allowed for the 

• 
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• rapid dlsintegr:ation of disdpline and control of inmates. This c1."eated a 

chaotic condition in the Walpole penitentiary and there was a rapid deterioration 

• 

in the relationships bet\veen stuff and inmates. The work ethic ,:'a5 abandoned 

creating a severe problem of idleness. Inmate rackets flourished to take up 

idle time and may \vell huve reached the point \vhere they are more lucrative 

than the pay that can be earned on an institutional assignment. 

These conditions gradually drove a w,edge between staff and inmates and resulted 

in an inmate attitude that bordered on contempt. This attitude has further 

deteriorated to ,,,here it can best be described as one of arrogance and at times 

intimidation. A hostile environment developed with these changes that produced 

suicides, homicides anq. violent behavior . 

Management has been in a defensive role, p~tting out brush fires and pursuing 
I 

a policy of containment. Frequent and lengthy lockdm,ms' in cellblbcks were 

"used as a partial means of control but inmates responded with verbal abuse to 

officers,'threw urine upon some and generally hurled all manner of foods, 

debris, and fecal matter in unbelievable' quantities in some ce11blocks. 

Parts of "]alpo1e would tr.uly have to be described as a jungle. The role 

of the correctional officer. changed fTom advisor and counselor to guard, 

and treatment personnel were generally limited to purely treatment functions 

and little if any custodial respdnsibility. 

, 
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The treatment staff feels some\vhat constrained in an atmospljere almost wholly 

dominated'by discipline and control problems. This limited role has created 

a gap bet\veen civilian (treatment staff) and cllstodial per.sonnel. TI Jatment 

jobs are further limited by inadequate space allocations for offices and 

programs. 

Walpole I S problems are. further magnified by a glaring absence of \vork and 

program opportunities even ff the \vork ethic were restored. Very fe\v inmates 

have demonstrated a willingncss to work and those that do expect pay and somE' 

sort of a material re~ard such as extra food. The excessive food carried to 

cells coupled \vith few inmates \vorking h'as caused, a sanitation problem in 

most areas of, the institution. This maybe one contributing factor to what 

appears to us to be excessive food costs in Halpole • 

, "\ 

The picture painted for conditions 'at 'i'lalpole sounds exaggerated and hopeless. 

It is neither. In the brief time bet\veen visits (3 \veeks), we were able to 

see improvement in several areas, a ne\v determination to solve problems, and 

a new hope that has already blossomed \"ith the recent appointlnent of Commissioner 

Hogan. '~e arc very optimistic that this situation can be turned around and 

Walpole \,1ill again become a pleasant and harmonious place to work a,nd provide 

a humane and rm-mrding experience for the inmates. 

We believe the following recommen'dations will do much to expedite major 

improvements . 

-4-
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CENTRAL OFFICE - ORGANIZATIONAL STRUCTURE 

OBSERVATION: 

The present organizational structure is built on a regionalized concept 

of dividing cor:,rectional facilities and some functions into three areas. 

The net effect is to create a l\(!\ol and additional bureaucratic layer of 

staff, create a wasteful duplicarion of effort such as transportation 

and classification, and greatly impede the decision-making process. 

Each area is headed by an Associate Commissioner who rather j0.alously 

guards his "turf". Communication between areas appears to be strained. 

In addition, there is another level of Deputy Commissioners ,.;rho are 

organized more along functional lines. The whole system seems wasteful 

a.nd terribly cumbersome. It is also important to remember 11a$sachusetts 

has a comparatively small Department of Corrections with 90% of its 

inma tes wi thin a 60-mile radius. Th'e regionalized appr~ach usually 

functions best in a system much larger and spread over a large geographical 

are,a. 

\~e also observed the COlllmlssioner who seems to be bogged down with an 

inordinate amount of r~utine work that could be delegated. The Commissioner 

should have adequate time to allow him to work on legislative and budgetary 

matters, make on-site vlsits to facilities, participate in public relations 

activities, do correctional syst~m planning and evaluation, and set 

policy for the system. 11is signatun~ should only be required on important 

documents. 
... 

The system needs a good number two man (such as a Deputy Commissioner) p who is 

in daily charge of all operations, implements the Commissioner's policies 
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and programs, and keeps the Commissioner informed on j,mportant matters. 

1, \'JE REcmliv1END YOU ABANDON THE EXISTING ORGANIZATIONAL STRUCTURE AND 

Po.ooPT A FUNCTIONAL ORGANlZATlO'J WITHOUT THE REGIONALIZED CONCEPT. 

(SEE ATIACHED ORGANlZATI a'~ALDiAG·fW.l) I 

RATIONALE: 

It would be logical to centrali8e all functions that are presently 

duplicated :tn the three areas. It ,.,Quld elimj.nate the tendency to build 

u domain or protect area "turf". }iore importantly, it simplifies and . 

expedites the decision-making process. It should also resu1t'in considerable 

savings
i 

more efficient use of staff time, and better communications • 

-6-



AD~!INISTRATI]RI 

I 
~snmss IFI~tCAt. 
t 

I 

\ PERs..9~N£:.lt • 

FOOD SER:slICE. 

~XATTVE ACTION 

~ABOR RELA.TIONS 

TRAINING 

HAREHOUSE 

ICOHMISSARY 

LellB. eRA S I}1 G 

• 

[CO~NIss:[o'RfR'1 
1-----------

llllif'-D-E-' P-U-TY-C-'O'-MM-r-S-S-I-ONE]J- - - -l 
L[l:1HE!1i.!DllI~C~AL~I~--------1 ~ESEARCH/PLANNIN[l 

\ 

. " 

I, 

\ 
OPERATIONS I MECHANI CALI PROGRAMS I 

seCURITY/CONTROL CO}wmNJTY SERVICES }L\INTENANCE SHOPS 

CUSTODIAL M.ANPOHER 
N 

.CLASSIFICATION POWER HOUSE 

VOCATIONAL T~UiG "GARAGE 

PEr;IAL HGHT. TNMATES, 

JAIL INSPECTIOll 

EDI1CA'T'ION/LIBRARY 

COUNSELING A11J) 
SOCIAl. SERVICEs.. 

BUILDINGS & ROUND~ 

LAUNDRY 

INNATE TRlI,NSPORTATIQN 

RE1IGION 

LEISURE TIME & 
HANDICRAFTS 

MAlT" /VIS ITING 

CONSTRUCTIOJL 

PROPOSED ORGANIZATIONAL STRUCTURE 

}~SSACHUSETTS,DPEARTMENT OF CORRECTIONS 

• 

, I 
\ INDUSTRfE]l 

/ 
/ 

•. _-

, 
, , 

J 
I' 

J 



MASTER PLANNING 

• OBSERVATION: 

There is no comprehensive correctional master plan in evidence for the 

Massachusetts Department of Corrections. 

BECON 1ENDATIC1J 

.. . .. 
2. DEVELOP A CO~1PREHENSlVE CORRECTIONAL t<1ASTER PLAN UTILIZ~NG IN-HOUSE 

STAFF AND LIMITcD OUTSIDE CONSULTATION. 

RATIONALE 

• The Massachusetts Department of Correction was \vithout a Commissioner 

for many months, there has never been a master plan, and, consequently, 

the Department has been like a rudderless ship. He believe the Department 

has sufficient talent to do most of the plan, but they should seek 

outside, totally objective viewpoints on the scope of the plan, to help 

organize the project, and to check it occasionally in "devils advocate 

role". This is necessary to be sure all viable alternatives are being 

considered and to prevent in-house blind spots. A comprehensive plan 

will be needed to cover such components as.: 
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Utilization of Facilities 

Inmate Population Projects 

Goals and Objectives 

l'hilosophy 

Community-Based Corrections 

Diversions 

Female Offender 

Jails 

Inmate Rights 

Victims 

Courts 

Projected Costs 

Sequence of Implementation 

Such a comprehensive plan will give a whole new sense of direction to 

the Department and should greatly enhance the stability 'of the" sys tem. 

" 
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RECEPTION & DIAGNOSTIC CENTERS 

• In 1974, the Department of Corrections created and officially opened two 

Reception and Diagnostic Centers located within NCI-Norfolk (RD9) and 

HCI-Concord (NRDC). These Centers function autonomously within the 

institutions where they are located, except that supervision and policy , . 

is provided by respective area Commissioners to the Reception Center 

Superintendents. 

The mission of these Centers is outlined in the Department of Corrections 

Order 4400.1, dated March 7, 1975, which relates to the Classification 

Process and the Organization of Classification. It is' pr~sently outdated 

as a policy since the "area concept" 'vas initiated in 1976, however, the 

basic philosophy is still valid insofar as the statf is concerned. It 

• is intended that newly committed felons be assessed and oriented to the 

Department's facilities and resources. The "medical mQd~l" of. identifying 

needs and prescribing a course of action is presumed. 

It is understood that the State of l1assachusetts' statutes provides for 

the most ~art, two major types of sentencing structures for male offenders 

committed to the Departl}1ent of Corrections. One, the Concord sentence 

~".\ used primarily for youthful offenders which allows the minimum term 

to be established by the State Parole Board. The other, the state or 

Walpole sentence establie t . a minimum and maximum term to be served. 

Individuals ,.lith a Concord sentence are comm:I' ~ed to the Northeast Reception 

a"nd Diagnostic Center in Concord (NRDC) , and the individuals with the 

• 
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State O~a1poJ.e) sentence are .committed to Halpole, initially, even if a 

• matter of hours for a brief admissi.on and then transfer to the Reception and 

Diagnostic Center at Norfolk (RDC} or Concord~ depending upon space availability 

and age of the offenders. 

One of the. problems of inmate classification is overcrm..:rding in all the 

major facilities of the Department. Host inmates confined at these 

Centers had been classified 'and designated for institution placement. 

The scarcity of bedspace, however, particularly at Norfolk and Concord, 

prohibited their movement from these Centers. Thus, classified inmates 

waited as much as five-to-six additional weeks in these closed settings 

to be transferred to a general population where they could participate 

in programs. Convicted felons ~.;ril1 'vait at least an equal period of 

time, perhaps longer, either in jails (Houses of Corrections), or at 

• :HCI-Ha1po1e before they are admitted to these Centers to undergo the 

diagnostic and reception process,. It I is obvious that the overcrm.;rding 

• 

impedes appropriate classification decisions when considering institution 

~lacement. It does not provide for necessary latitude to designate 

offenders in keeping with security level considerations and program 

needs. It places the Reception and Diagnostic staff in the position of 

managing body movement rather than what they believe to be proper 

classification. 

In a discussion ,.;rith Center staff, it ,,,as determined that the designation 

policy is "to conf:!.ne individuals in the least required security. However, 

often par.o1e violators are returned to the originally designated institution 

rather than considering the need for security. (This often applies to 

half, ... ay house failures). 

-11-



It '.Jas learned that the Centers experience considerable difficulty 

• obtaining social background reports, de~~riptions of the offense and 

prior records in a timely manner. Most, if not all, social data that is 

reported is unverified from the community or is obtained only from the 

inmate. Psychological screening is infrequent (there was no Psychologist 

available at NRDC at the time of this visit), educational/vocational 

assessments are not conducted in the Centers in most instances. Educational 

tests are given when the inmate apparently demonstrates an interest at 

the time. }ledical reports are not available at the time of classification 

unless the Hedical Deyartment determines an extreme need for the staff 

to know. Consequently, the staff evaluations prepared, which reflect 

causal factors and program needs of the inmate, are based upon observations 

and intuitiveness of the staff, for the most part. At the co~pletion of 

the evaluation, the Superintendent of the Center makes a recommendation 

• to the Central Office in Boston as to -where the individual is to be 

designated. 

Wi thout current departmental policy, the Centers, '.Jhich are governed by 

·two different area Commissioners, are functioning independent of one 

another. There is no communication or sharing of mutual interests or 

operations by the staff~ Interestingly, this did not seem to be a concern 

of the' staff. There are no standard reports prepared or procedures. 

expected by the department.' Conversely to these apparent deficiencies 

is that of the professional attitude of the staff in each of these 

Centers. They are concerned to perform as effectively and as effi.ciently 

as p~ssible within the' given constraints. 

't .• 
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REca'T1£ilDATI a1S 

3. IT I S RECO~~"IENDED THAT THE E. CAt'1l3R 1 DGE JAI L BE lIT I LI ZED AS A 

SINGLE (CENTRAU RECEPTl a-.J CENTER, 

. . . . . . . . .. .., 

4. ExPEDITE THE PHOCEDURES FOR OBTAHHNG SOCIAL BACKGROUNDS, OFFENSE 

DATA, AND OTHER PERTINENT INFORI'1ATWN IN ORDER TO EFFICIErrfLY AND 

EXPEDITIOUSLY PROCESS NE\~ CO~'Mrn'lENTg; 

5. I T IS 'RECOW'f:NiiD tHAT THE SUPERINTENDENT OF -mE RECEPTION AND 

DIAGNOSTIC C'ENTER BE DELEGATED THE AlITHORITY OF DEeI's'ION AS TO \'/HAT 

FACILITY INf"lATES ARE DESIGNATED, 

. .,. ...... . - . 
OFFENDERS TO THE DEPARTI·1ENT OF CORRECTION RATHER TI1AN THE STATE PRISON 

(\'IALPOLE) OR CONCORD I 

.. , ..' .... ... 

. 7. IT IS RECOrv'1filENDED THAT THE PAROLE VIOLATOR IN~1ATE NEED FOR SECURITY 

BE THE PRII>1ARY FACTOR IN DESIG!~ATlON RAlllER THAN THE ORIGJt.lAL DESIGNATED 

FACILITY • 

RATIONALE 

It is believed that the f:acility at the E. Cambridge Jail would be a 

suitable Reception Center for the department. Although it does not meet 

all required standards, it is a new, very secure, and well-equipped jail 

which \.,ould provide more bed availability and efficient processing. 

:'. This central Reception and Diagnostic Center \vould be in a better position 
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to obtain required reports from the community, Diagnostic proc~ssing 

will be more complete and consistent. as well as the reporting be uniformily 

prepared. 

It is believed that with a central reception center there would be no 

further need for "Vlalpole or Concord" sentence structures. These type 

of sentences require offenders to be temporarily confined in facilities 

not always suitable in terms of proper cla.ssification and protection of 

society and inmate. 

CLASSIFICATION 

OBSERV AT ION: 

lfuen the Department of Correction went into the area concep: (regionalized), 

area Boards replaced the Departmental BO<lrd which previously forwarded 

transfer recommendations to Commissioners to move an inmate from one 

facility to another. Area Boards are currently comprised of five members, 

three of ,o}hich are treatment staff from other institutions in the system 

and t,o}o correctional officers from 'the facility in which the Board is 

convening. The purpose of the Board is to intervie\o}, on sight, those 

inmates who had been recommended for transfer by the Superin,tendent of 

the institution by way of the Institution Internal Classification Committee 

(ICC) • The area board reviews t11e rationale for the transfer and provides 

an objective ,vritten recommendatldn to the area Director of Classification 

Before a decision is rendered in the Central Office, the case is again 

reviewed by a case\o}orker in the respective "Area" O~fi,ce , .. ho prepares a 

"highlight report" to the area Director of Classification. 

-14-
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If the recommendation is an inter-arca transfer, then it is reviewed 

• again by the other area DIrector of Classification. The t\vo must concur 

with the transfer; if not, it is reviewed by the Department's Director 

of Classification for final approval. It is conceivable and, in most 

instances, it occurs that a final decision takes from six-to-twelve 

\-leeks when being proce:=>sed through these levels of recommending agents. 

Often the :I.nmate will not receive a constructive answer \vhen his request 

for transfer is denieci at any of the higher levels. In discussion with 

the staff, it was their supposition that only five-to-ten percent of the 

cases init:lated at the institutional level are overturned by any of the 

reviewing bodies. 

It was particularly noteworthy that there is no departmental policy 

• 
outlining this elaborate procedure. It was a variety of staffts opinion 

that the process and recommendations are quite inconsistellt which lends 
I 

itself to cross-communication with the staff at the institutional level 

as well as the inmate. It was believed that the original purpose of the 

Area Board was to make objective and unbiased recommendations for inmate 

transfers. This implies that Superintendents and institution staff 

cannot make professional objective recommendations for transferring 

individuals to minimum or pre-release facilities prior to their eventual 

release. This system is so cumbersome and complex that it is dysfunctional. 

8. . IT IS RECO~ENDED THAT THE AREA BoARD REVIE\'I CONCEPT BE ABOl·I'SHED. 

• 9. IT IS RECOMMENDED THAT THE TRANSFER PROCESS BE INITIATED AT THE 

-15-
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INSTITUT!~ LEVEL J\ND REVIEWED AND APPROVED AT THE CENTRAL OFFICE, 

• RA'rIONALE 

It is believed that the staff at the respective institutions can make 

~.nformed professional recommendations to a central classification board 

who can revie\v and make appropriate decisions in behalf of the Commissioner. 

The decisions would be based upon the data forwarded by the institution, 

thereby eliminating the need to have any staff (Classification Board), to 

travel to institutions redundantly reviewing or rehashing the same I issues with an inmate \vhich ~l7ere at the ICC.. Traveling classification 

boards are a waste of time, money, and personnel talent. They are 

subject to "buck passing" or bureaucratic delays. 

• The central classification board coul~ consist of a Director and sufficient 

trai~ed staff, at least three, who are in a position to review the 

material and make appropriate judgments. 

-16-
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TRANSPORTNrTON 

• OBSERVATION: 

Staff at all levels comment on the duplication of effort involved in 

transporting prisons to hospitals and court appearances. 

PfCOI'f'B 1m T IOil 

. .. . " . . . 
10. COORDINATE TRIPS FRO'1 ALL INSTITUTIONS AT THE CENTRAL Or-FICE LEVEL. 

RATIONALE 

A maj or gain in efficiency and reduction in manpmv-er costs is quickly attainable 

• by centralizing the transportation and escC?rt of p:dsoners to hospitals and 

courts. Almost everyone we talked with agreed that implementation of a 
I 

central plan could give 50% or more of cur.rent manhours expended in these projects. 

As time goes by, it may also be possible to coordinate similar kinds of 

hospital trips, such as dermatological, ,v-here scheduling is possible • 

, 
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MCI-BRIDGElM.TER 

~ OBSERVATION: 

The Bridge\l7ater population is ma.de up of three different groups. of inmates. 

There are approximately 250-350 "walk-in" alcohol abusers, 150 sexually 

dangerous offenders, and 350 forensic patients. It is our understanding that 

the alcohol abusers sign themselves in for a period of 10 days and their 

population increases rapidly with the decline of outside temperatures. 

REcor'FBIDATI (X I I 
ill DETOXIFlCATla~ CENTERS BE PROVIDED ELSE\'.'Ht:RE IN T~1E STATE Nm BE STAFFED 

BY TRAINED r·1EDICAL PERSCNNEL • 

• 
. Alcohol abusers are generally considered to be socio-medical problems and a 

prison setting does not provide the appropriate staff or environment. It 

costs approximately 1. 5 million dollars a year to accommodate t,his group and 

the bed space is badly needed to relieve overcrmvding in the system. Housing 

for alcohol abusers does not require the more costly security medic for an inmate 

population. 
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HAl,POLE ADH'tNISTRATIVE STRUCTUP.E . _. 

The Chtcf Executive of the Prison is titled "Superintendent," and has three 

Deputy Superintendents reporting to him. The Supervisor of Industry also 

reports directly to the Superintendent as do an Administrative Assistant, a 

Training Officer, and a Secretary. There is no indication as to whom the 

Hospital reports. 

In the formal structure, all social and educational services are supe:rvised 

by the Deputy for Treatment. The Deputy for Operation supervises the correctional 

officer staff only. The Deputy for Administration oversees all financial 

transactions, personnel functions, mechanical operations, and food service. 

'fhe Supervisor of Industries at the institutional level controls both financial 

and production elements of the Prison Industry. He also reports dlxectly to 

the Supervisor 6f Industries in the Central Office. Consequently, he is 

responsible to two bosses. 

Infonna1ly, there is a d:J.fferent arrangement. The Deputy or Operation makes 

virtually all decisions. None of the Program staff, or any of their committees, 

makes decisions. They make recommendations which are determined by the Deputy 

for Operations. 

Overtime assignments are controlled solely by the Correctional staff, and so, 

largely, is manpm.Jer utilization. Since salaries form the bulk of the institution 

budget, effectiye financ1.al controls seems also to rest with the Deputy for 

Operations. 

-19-
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I 

The 'Industrial effort functions within Custodial restraints, determined by 

• the Deputy for' Operations, who controls the entrance of inmates into Industries 

and also controls their removal • 

• 

, 
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PR~p REORGAl'lI~TION OF ADHINISTRATION 

Reorganization of the administrative process is intended to shorten the span 

of control and clarify lines of responsibility. 

Since \valpole is intended for, and functions as, the maximum security institution, 
. '. 

the suggested change of title for the Chief Executive to '·larden seems appropl:iate. 

The proposed organization chart (Chart A) indicates that four Division Heads 

are directly and solely responsible to the Harden and that they have equal 

status. This represents several ~ignificant changes. 

I. The Supervisor of Industry will no longer have dual supervision. The 

present split of loyalties and responsibilities is ambigious and confusing. 

II. The Deputy for Programs (also' a modification of title) will be equal in 

. administrative responsibility to the others. The present lack of authority 

in this Division results in make-believe programs. 

III. All Division Heads 'viII share responsibility for the administrative functions. 

t., ~ .... ' • 

s' 
" 
" 

A separate head for these areas has to result in either fiscal dominance or 
• ~ .: .r.. la" .... ' 

fiscal irresponsibility. 

, 
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• PROGRAM DIVISION 
"-"----'-~.----

.', 

The reorganization chart for the Program Division (Chart B) retains about the 

same span of control but is intended to greatly augment responsibility, define 

lines of authority for program efforts, and pave the Hay fot' expansion of unit 

management. ...: ..... 

I. The Religious Program needs to have one responsible department head as the 

other departments do so that a eoherent set of activities can be defined and 

executed. Like all department heads, he must have budgetary authority anrI 

responsibility and must define and supervise all efforts. 

II. All formalized inmate training efforts need to be coordinated under one 

• responsible department head. Support activities such as the library and 

recreation logically belong under this supervision also. 

Other team efforts will also address education, but the support activities need 

particuiar focus. 

(a) The Library 

.' .', .t 

Basically, the library has, and should have, three functions - re~rea~ional 
;.-

reading - legal resource - academic resource. The division head, in consultation 
'( 

with others, needs to define the scope of each. The Supervisor of Education J''''o'''' 

t ~ • ..: ., •• . . . 
needs to allocate budgetary and manpower resources in line 't-7ith these definitions. I;. In a prison, a library should not exist for its O\"n sake any more than should a 

hospital, an industry, or any other area. 
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'(b) Recreation 

• Nearly half of an inmate's waking hours are accounted for in recreation. 

Informal kinds such as conversation, letter writing, personal TV's and radios 

account for a great deal of this time. Programs in other areas such as religious 

activities, classes, and inmate groups also fill many hours. The responsibi1:lty 

for providing the opportunity for constructive activity for the balance falls 

on recreation.· 

A plan is needed. Purposes need to be defined, Athletic events 

should maximize both participation and spectator appeal. Staff supervision 

is necessary to insure who1eso~eness and s~fety. 

• III. Classification is the particular focus of another segment of the report 

and so shall be minimized here. 
I 

Organization) however, is critical. The 

division 'i~hich determines an inmate's partici-pation and assibrnment must have 

authority. 

IV. \valpole 1e~ds itself reasonably '-7e1l, physically, to the c~:mcept of Unit 

Hanagem~nt. This is prohab1y the best method, in the long run, to efficiently 

use the staff available and to secure and maintain control over the institution. 

For the short term, hm.;ever, the necessary antecedents do not exist. 
" 

~ . 

• 
I 
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• A number of very serious personnel questions must be addressed so responsibility 

for this area is not a paper exercise. One of, the most significant is the 

inequity of pay betHeen professionals and craftsmen in the Department of 

Corrections and their counterparts in other state agencies. Another key 

area is formulating the methods and skills to manage manpower and money resources 

by shifting positions from one area to another as priorities and concepts 

change. 

Staff training logically belongs within the Personnel area, also. 

v ~ '1";'10 problem areas could be c'Onverted to assets by tight management in the 

area of ,Community Service.' 

• Volunteer services need to be defined and selected as ~arefully as staff positions. 

The approach of findi,ng something to do for the person who volunteers needs to 

be reversed to finding the proper person to perform a function that should be 

done. Once activities are defined, volunteers should be recruited, screened, 

trained, supervised and, sometimes fired, Permitting inadequate 'or emotionally 

starved people to fill their o'vu needs at the expense of illi~ates is certainly 

a disservice to the inmates, and usually to the other parties as well. 

Inmate organizations can also contribute to the social skills and civil 

indoctrination of the individual inmate if the aims are carefully defined and 

the groups p:roperly supervised • 

.... 

• 
-25-
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OPERATI9NS DIVI~ION 

\-Ihile the span of control appears small in this Division (Chart C), departments 

involved are crucial to the every day functioning of the institution, spend the 

lion's share of available funds, and provide the order and security on which all 

program efforts are based. 

1. Security is addressed in comprehensive detail in another segment of the 

team report and so will be slighted here. Let it be said only that a responsible 

Department Head is required with clearly 'established areas of concern. 

II. Tl~e function of the steward is largely preserved. The most notable addition 

is that of the canteen \-1hich ,-1ould seem to fit naturally in a department which 

handles finances. Food Services is so large an entity that in the future 
I 

it 'wi'll probably be a separate- department, but for the present could remain 

subordinate. 

• 

III. Maintenance has been established here as a separate department. The present 

functioning is universally acknm-1ledged to be unsatisfactory. A department head 

with a major budget '-1ho is responsible for plann:tng long and short range projects 

and priorities is requil:ed. The concepts of preventive maintenance, equipment 

depreciations tool ~ontrol, and other~ equally important nqw have neither a 

forum nor a protagonist. 
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• 

Craftsmen need to be gl:eatly increased in number and elevate.d to a level comparable 

to their counterparts in other stnte agencies. They must be required and trained 

to utili~e and supervise inmates in maintenance functions: 

Adequate shop areas will have to be provided • 
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INDUSTRIES DIVISION 

• A separate team report covers most areas of Industry man~gement and so they 

will be omitted here. The relationship between the Supervisor of Industries 

and the Harden, hmvcver, is a key one. I t is a cardinal principle of penology 

that the Harden is responsible for everything that transpires within the 

institution 'which he is commissioned to operate. He must, therefore, be 

recognized as the only super,viRing authority of the Supervisor of Industries. 

, 
This approach creates some problems in solving the technical difficulties 

that come up in sales, production, distribution, manpower allocation, and 

others that are peculiar to an industrial operation, but 'it establishes the 

one practical framework within 'Y7hich these problems can be solved in a prison • 

• 

'. 

'.' I. 
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HEDICAL DIVISION 

We took a cursory look at hospital operations. Any detailed suggestions w'ould 

require knowledge ~ve do not have and time we did not spend. Several general 

observations concerning administration, however, can be made.. 

Phys~cian services are prmTloed on a contract arrangement and it is generally 

agreed are far superior to those provided under pre.vious arrangements. Some 
. . 

problems are not managed very ~vel1, hmvever; for example, the scheduling and 

transporting of non-emergency cases to outside facilities, and general 

sanitation. 

We suggest that a Hospital Administrator's position be established. He would 

report directly to the Warden and supe:vise all hospital operations. He would 

be responsible for all 10gistical,-business, scheduling, sanitation, contractual, 

and inter-divisional matters. In short, except for medical decisions made by 

doctors, he would supervise and coordinate everything in institutional medical 

services. The result should be better medicine and better cost control. 
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• COHHITTEES 

It is generally accepted prac~ice in modern management that many' dec.isions are 

best made by committees. Examples are Boards of Directors, Chiefs of Staff, 

Juries and Parliaments. Committees give a breadth of vie\.point and a forum 

for discussion that is essential for many decisions. 

On the other hand, some concerns require command decisions because a'designated 

executive has sole responsibility in an area and must retain sole authority. 

In such cases he must decide whether he wants a conrrnittee to examine issues 

and make recommendat~ons, or not. 

Generally speaking, Walpole does not use committees to make decisions. Those 

• which make recommendations tend to feel that their contribudon is lightly 

regarded and thus give perfunctory opinions. Responsible executives sometimes 

.regard committee recommendations as emanating from unqualified or irresponsible' 

people and, therefore, rely on other,advisors. 

These suggestions about committee establishment and functioning~ therefOl:e, are 

not to be taken in the context of existing practice, but are intended as new 

initiat'ives. 

1. Finances 

J;t is very helpful to all money managers in an institution to at least know 

the overall budget and even, ideally, take a meaningful part in discussing and 
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• deciding its disposition. It is suggested, therefore, that a Budgct~lmittee 

consisting of all Division and Depart~ent heads and chaired by the Warden meet 
-, 

quarterly to discuss and revieH .finances. Decisions must be made by the Warden 

since he is solely responsible for solvency, but they should closely reflect 

committee. thought. 

Egui:ement Committee should 'revie~v and prioritize equ.ipment needs for presentation 

to the Budget Committee~ 

~ct Committee .should review and prioritize construction and maintenance 

needs for presentation to ,the Budget Committee. 

The \'larden might create ad hoc or permanent committees to examine and either 

• decide or make recommendations on other financial matters. 

II. Personnel 

Many decisions affecting staff should have the benefit of different vievlpoints. 

Obvious considerations in many of them are best reflected by the personnel 

office, the union, th~ financial manager, the department heads concerned, or 

even the chaplains. 

Promotion Board should review eligibles for promotion and present applicable 

concernS to the selecting officiql. 
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• Intervie\>/ Panel should examine applicants for employment and make recommendations 

to the hi~ing official. 

Traini~omrnittee should decide on best expenditure of available funds, best 

staff for training, and plan for future. 

The '~arden might create ad hoc or permanent committees to examine and either 

decide or make recommendations on other personnel matters. 

III. Inmate l1anagement 

This is a crucial area demanding executive commitment to a 1;vhole new approach. 

Intelligent decisions about custody, discipline, assignment, transfer, visiting, 

• fur.loughs, protection, and release are an absolute prerequ'isite both to the . ~ 

constructive development of the individual inmate and to the saf(~ and secure 

institution that makes growth possible for all inmates. To be intelligent, 

these decisions require the highest level of responsibility. They also require 

the breadth of knowledge and observation that only comm:l.ttees can provide. 

Classification Team must have several attributes that are now lacking. 

{a} ~sistent membership 

The inma te should have the same case\vorker throughou t. The caseworker 

should have the same team . . 
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• 

• 

• 

(b) Breadth of Observntion ----- -----
The members of the team should be acquainted ,,,i th the inmate's daily 

activities. They should either be staff ,"ho routinely observe him or they 

should contact the people ' .... ho do before they meet. 

(c) ~nagem..!:..nt Orientation 

The team members need to have training and experience in management 

realities. Concerns such as job vacancies, cell vacancies, custody criteria, 

production needs, performance expectations, etc., must pervade deliberations. 

Disciplinary Committee 

The discipline of the institution :j,~ the direct responsibility of the ·Harden. 

An undisciplined institution is a direct reflection on 11im and the clearest 

evidence of executive incompetence. In times of crisis or disorder, he will 

supervise disciplinary action himself. 

In ordinary times, the responsibility and authority for discipline is delegated 

to the Deputy for Operations, and maintenance of discipline is a visible indication 

of his effectiveness. Except· in periods of stress and testi~g, the Deputy, 

with the '-larden' s consent; ,,,ill ordinarily create a committee , .... hich will consider 

violations of discipline and deal ' .... ith them e.ffectively. 
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I . • In a penitentiary, the chairman of the disciplinary committee should be the 

Department Head of the security force. As members, he should have t\vo others> 

at least one of , .... hom should also be a Department Head. If the third member is 

not a Department Head, he should be no less than an Assistant Department Head. 

The committee must have whatever clerical support is required. 

The object of the committee is to maintain discipline in the institution. 

They must do so, or themselves be chastised. There is no court order or 

departmental regulation that prevents the objective from being attained. 

Virtually all decisions concerning inmate management can be made either by the 

Classification Team or by the Disciplinary Committee. Should the need arise, 

however, the Harden might create ad hoc or long term committees to consider 

• particular issues. It is a serious eTl;.or to review and change the decisions 

of an inmate management committee, except in the most extraordinary circumstances. 

Far better for them to make occasional errors and be responsible for them than 

to have the safety net of review and become irresponsible . 

••• t. 
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MCI-HALPOLE 

• INTAKE & ORIENTATION 

After initial screening by a rotating correctional social worker and 

preliminary medical examination by hospital staff., a ne.H arrival is 

eventually placed in the new man housing (block 6-7). Offenders who 

have "state sentences ll are admitted to Walpole to await admittance 

to RDC at Norfolk and in some instances, NRDC at Concord when space is 

available. These individuals "tdll be in this lanquid state unless they 

are assigned a job and/or :i.n some cases moved to another housing unit 
.. ' 

when recommended by the .Institution Class~fication Committee aftel: 30 

days if space is available in the A Section of:' the ins.titution. After 

• weeks of waiting, those inmates destined for RDC "t-lill be transferred, 

and if ultimately des.ignated to return to 'oJalpole, they will w:~it at 

least another 30-to-60 days before classified. In these usual instances, 

it could take months before an inmate can take advantage of what programs 

are available in the general population and bed space ava:!.lability' is 

one of the main problems. Interviews with correctional social Ylorkers 

and inmates reveals that often inmates are eligible for parole while 

they aFa in this II limb 011 status and' occ.asionally overlooked. In at 

least one of the two units the correctional social 't-1orker does not make 

routine visits to the unit. Accessibility to the social worker is by 

aPl?ointment only • 

•• t 
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• 
PEcans lDt1TI 0.'1 

]2. INMTES SHOULD BE CLASSIFIED \~ITHIN TII/O WEEKS FOLLOVHNG DESIGNATION 

AND ADMISSI Q'J AT AN I NST JTUT I (l\J. 

. . 

]3. INSURE n'!AT CORI~ECTIONAL SOCIAL \10RKERS VV;I<E ROUTINE VISITS TO 

PROVIDE NEEDED SERVICES. 

RATIONALE 

, 
Admission & Orientation to any correctional facility should be an effective 

and expedient process. It is essential that new commitments have the 

opportunity" with staff 'support, to adjust to their environment as 

quickly as possible. Idleness should be avoided. Inmates should experience 

• a process that informs them of institutional expectations' and assists 

them in developing their options in programmatic areas. This entails 

considerable staff/inmate communication which minimizes the inmate being 

"lost in the shuffle" • 

• , 
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-....,..-_.-.,--------------- ----~--

HCI-HALl?OLE 

CLASSIFICATION ORGANIZATIONAL STRUCTURE 

e 
OBSERVATION: 

The classification staff at HCI-Halpole are encompassed \l7ithin the 
", 

operational responsibilities of' the Deputy Superintendent for Classificatio.l, 

Treatment, and Programs. The Department is headed by the: Director of 

Classification \01110 has overall supervis01:Y responsibj.lity for both the 

classification and records/clerical staff. Direct supervision of correctional 

social work staff is· provided by a head psychiatric social \\Torkar and a 

head social worker. There are ten correctional soci.al workers which 

includes two "Co-op students!l from a locql college program. The average 

size caseload is approximately 60 inmates. 

e 
The correctional social workers' p}=imary duties involve intervie\\Ting new 

inmates on their caseload for their initial classification. They obtain 

background information prepared at the Reception & Diagnostic Center and 

present this data to the ICC \vith the inmate present at the commi.ttee, a 

program plan is developed. Subsequently, a report is prepared, by the 

social worker. Additio~ally, the social workers' primary concerns are to 

prepare progress reports for area classification boards and early parole 

considerations. They also schedule inmates on their caseload for re-

classification considerations 0: periodic program reviews. Crisis 

counseling is an additional aspect of their responsibility, although 

formal individual or group counseling is not among their specific duties. 

:e, 
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• 

• 

• 

Correctional social \wrker.s ar.e not directly or actively involved in the 

parole process and they appear to be minimally involved in inmate release 

planning. 

Correctional social workers are labeled as professional staff by the 

lValpole,Administration. A minimum of an Associate of Arts Degree is 

required for this position, and they are part of the treatment staff as 

fot'rnalized in the institutionts organizational chart. However, they 

have nQ decision-making authority, not even a vote on the Internal 

Classification Committee. Correctional social l"orkers assigned to the' 

"A Section" of the institution do not have designated office space to 

prepare th.eir reports, intervie,,, inmates, or carryon other duties j,n 

keepin,g with their position. Additionally, in this same section, there 

is 'no designated committee room for the Internal ClassificatiO'l.:.;'t.".nmittee 

to meet. 

For those c,orrectional social workers \'1ho are provided office space, the 

environment is ~ot profess:.i onal as it-- is poorly ventilated, lacks privacy t 

and contains a hodgepodge of abused furniture. The Administration 

speaks of the professionalism of a correctional social worker, but there 

is considerable salary dlRparity bet\veen the correctional social workers 

and the newly appointed custodial staff. This, hO'l.'1ever, is reflective 

of the posture of the Dl~partlllent and the institution in which there is a 

definite schism bet\'1een the custodial and treatment staff (a review of 

Walpole I,S annual report 1978, reco,gnized this problem and established a 

course of action to rectify the issue. It does still exist, how1ever, in 

the minds of many.) The correctional social ~orkers have been told that 
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"sccurity is not t.heir respomdb:llity". As a result, they do not usually 

• enforce institution rules and regulations and are not called upon tu 

assist correctional staff in tilfl(~s of e1nergcncies. The cxception to 

this is ,."hen therc have been occaBions that the correctional staff is on 

a work strike and custodial duties must be performed in the institution. 

Needless. to say J such required action drives a further ,."edge into mutual 

understanding between custody and treatment. 

Nost of the correctional social 't'lorkers were interviewed, and there 

appeared to be a common frustration in their current ci.rcumstances. 

Although there has been some training opportuniti.es in the past, there 

appear.s to be limited traj,ning and communication bet\'leen the: correctional 

social \'lorkers and their supervisors at this time. There have been no 

• 
regularly scheduled meetj ng::;,:" al,')d no specific departmental goals or 

I direction. Supervisory monitoring has been primarily in reviewing 

repo'rts. Daily monitoring of, social ,,,ork activities, i.e., inmate 

contact, has been lacking. Ovenill, observations reflect that the 

correctional social worker has no authority and a limited voice as a 

"professional". Under the current structure, there seems to be little 

0p\,ortuni ty for advanccll\t~nt. 

The Internal Classifica don Committee (ICC) is composed of the Director 

of Classification or a hend social worker as Chairman. A representative 

from the Correctional Services Department is assigned to this (.ommittee 

which niay vary from n pl"ubationary correctional officer to an tl'Xpe1':i:mced 

staff member who will be on overtime two of the four days that this 

" • committee meets. A third member may be any staff member that iii tlvailable 
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at the time; i.e., education staff, counselor, or another correctional l 
• social '·lOrker • 

At the initial classification, the correctional social worker presents 

to the rcc member.s the inmate's background data and any other avaiiable 

data. Information obtained from the Reception Centers, in addition to 

that ascertained in preliminary intervie\ols is compiled in the presentation. 

Often specific educatJ.onal/vocational and medj.cal tests are not available. 

The inmate is present at the ICC, unless he refuses to appear at which 

time he is advised of the recommendations of this committee. The recommendations 

of this committee involve cell house placement, transfers, an'd encouragement 

to t~.(;! j.nmate to inyolve himself in availab.le programs. Job assignments 

are determined by a separate committee referre.d to as a "job panel". 

Program plans are developed, but no decisions are rendered. 'fhis committee 

• .<\ccording to policy, only makes recommendations. Decisions are made at 

the Deputy Superintendent olli'Operations or Superintendent levels. 

Periodic progl.'am reviews are scheduled in \olhich the inmate is requested 

to attetld. Such revif!~vs are concerned with determining his current 

status in whatever "program" the inmate has availed hims€!lf. Often 

requested evaluative reports from hotlsing tlnits or education department, 

are not available. A prognllu review then becomes one of reviewing. the 

inmate's central file material. 

\fuen. an "A Section" inmate receives a disciplinary report, he is often 

placed in "lock-in" status in his housing unit until he receives due 

process by the disciplinary board. If found guilty, and after sanction 
" 
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is fulfilled, the inmate is scheduled for another clue process hearing 

(attorney can be present) by the ICC to determine if the infllate should 

remain in' the A section or increase custody to the "B Section". If 

custody is increased, the inmate could remain idle for another 120 days 

in the B Section. 

HECQ" FIE mATI Q~~S 

. ~,. . . 
lll. THE CLASS I FICATIDl'J DEPARTMENT SHOULD DEVELOP GOALS AND OBJECTIVES 

AND HAVE REGULARLY SCHEDULED DOCUMENTED f1EETINGS vHTH CORRECTIONAL 

SOCIAL WORK STAFF I 

. ' 

15. ASSESS SALARY DISPARITY BETI'-lEEN CORRECTIONAL SOCIAL \~ORKER AND 

CORRECTIONAL OFFICER • 

. .... 
1G. ALL CORRECTIONAL SOCIAL \'/ORKERS SHOULD HAVE DESIGNATED OFFICES. 

. . .... . .. 
17. ALL ICC MEETINGS SHOULD BE HELD IN DESIGNATED AREAS AT SPECIFIC 

TIMES. 

., .. 0.. . . 
18. ALL CORRECT! Q\lAL SOCIAL \'IORKERS SHOULD BE TRAINED IN CUSTODIAL 

PROCEDURES. 

19. THE INTERNAL CLASSIFICATION TEAM (ICC) SHOULD BE RESTRUCTUREDJ 

EHPHASIZING EXPERIENCE AND STABILITY • 
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20. ELIMINATE THE NEED FOR A CORRECT! a'lAL OFFICER TO BE PAID OV~RTWiE 

• BY TH'E ICC. 

• 

. ., . 
21. THE ICC SHOULD BECOjv1E INVOLVED IN tt10RE DECISION-~1AI<ING. 

. .. . . . 
22. Au.: EVALUATIVE REPORTS OF IN~-1ATE BACKGROUND AND PROGRESS SHOULD BE 

AVAILABLE AT ICC MEETINGS. 

23. ABOLISH DUPLI'cATIOr,j OF DISC'I'PLIN~ cOt¥l'UnEE IIDUE PROCESS~~ BY ICC 

REGARDING CUSTODY INCREASES. 

RATIONALE 

It is important: that the classification department establish goals and 

fonnal communi~ation \vithin tEe department. It is equally important 

that correctional social workers be viewed as part of the professional 

ranks by establishing cOlnmensurate office melieu, a,ssume custodial lcespon<_ibilities 

and be recognized as a total correctional employee. 

The Internal Classification Committee must have stable, experienced 

members who are in a posltion to make decisions 'relative to inmate 

programs, i.e., housing, jobs, and custody. Furloughs, transfers, and 

one-third early parole would continue to n~ed recommendations. The 

Director of Classification and the Administration ,';Quld be over vim,:rers 

for consistencies, but the head social workers \.;ould chair the committees. 

• Involving experienced staff from all disciplines of the ihst:ltution is 

an effective means of achieving a balance of decisions and recommendations,' 
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The Director of Classification will disseminate Departmental and institution 

• policy and guidelines and ensure his staff is fully a\Y'are and trained in these 

necessary procedures. Regular review of team. dockets and periodic monitoring 

of the team process would provide continuity. 

Hav:i.ng necessary information regarding an inmate for initial classification 

and program 1':'evie~vs is paramount to effective classification. Conceivably, one 

of the members of the team could be responsible for obtaining this data 

from housing, job assignmentq , and program participation prior to team meetings. 

• 

" • 
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OVERVIEH OF PROGRAH AREAS 

• The program arcas called treatment areas at \·Talpole are under the general 

supervision of the Deputy Superintendent of Treatment. He has three 

persons reporting directly to him; the Director of Classification, 

Director of Counseling) and Director of Treatment. The Director of 

Counseling's area is staffed by professionals who have psychological 

orientation. Although they 'vork for the Department of Legal Medicine 

rather than the Department of Corrections, they have \Vorked out an 

amiable relationship with the Department of Corrections' staff. A 

barrier does exist between these staff and the Correctional Services 

Department, however. This area, because of the staff limita,tion, works 

primarily on crisis intervention situations. Although they appear to be 

rather effective in handling serious mental health problems, little 

• ongoing program is available for inmates \.,ith lesser problems. 

The department under the supervis'ion of the Director of Treatment includes 

the academic, vocational/education, recreation, religious services, 

volunteer services, and inmate organizations. Much of the credit for. 

such success as there is in these areas is due to the dedication and 

creativity of the staff, as the classification section is not directly 

involved in recruiting inmates for participation in programs. Although 

there is some participat:.ion in recreation, no long range program planning 

exists. 

Inmate assignment to Imlustries and other details is not an effective 

• 
operation and the 'vork ethfc as a program is not given pd.mary consideration. 

Staff training, career development, and affirmative' action are not given 

. 
high priority, and thcs~ programs range from fair to ~nadcquate. 
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IDLENESS 

OBSERVATION: 

One of the most important problem areas observed \\laS that of: idlcnt:!ss. 

Proeram enrollments and 'w'rk assignments \Vcre not adequate to provide 

ccmstructlve activity for the part of the,. population that \·ms available 

fot' work (Minimum A Section). Along with this, B Section and protective 

custody units populat-ions \Vere unassigned and programming limited. Less 

than 1/3 of the Halpole population is involved in meani.ngful educational 

and work programs. 

RECClT-ENDATI(XJS 

. ~ .... .. .... , .... . ." .. ... . .. .. ., . 
2l1. EXPAND EDUCATICNAL OFFERINGS BY EDUCATION STAFF ACTIVELY PARTICIPATING 

IN ORIENTATI Cl'J AND CLASSIFICATION PROCESS. 

25. Exp.~~D r,,AINT-ENANCE AND INDUSTRY PRoG~ BY AN ADDITI~AL 1/3 OF 

THE P(1)ULATION AND IDENTIFY WORK PROCESSES THAT LEND 1l-lEMSELYES TO AN 

APPRENTICESHIP TRAINING, 

. .. .. .. . ....... .. ... . .... . .... .... . 
26. RECLASSIFY B SECTfoN INMATES TO IDENTIFY TI10SE THAT CAN FUNCTION IN 

EDUCATION) I VOCATIONAL" Ol~ vlORK PROGRAMS. 

RATIONALE 

The above recommendations would provide work programs for approximately . . , 

2/3 of the population. This would not only .decrease the problems caused 

I 



--------------------------------~ --

by, idleness but \vould provide, the added accountab:tlity and release 

__ preparation f;or the inmates concerned. 

RECREATION 

OBSERVATION: 

., 
I,: 

Primarily I' the recreation program at HCI-Halpole is based upon an :I.nmate 

request system. That is, if ~ group of inmates '\vi8h to participate in 

basketball, a "recreation staff member ll supplies \vt1at equipment is 

available. There is no ongoing planned recreational program. Recreation 

• 
has a limited budget, and the overall equipment needs to be upgraded. 

There is only one recognized recreational staff member for the iValpole. 

population. It appears that what recreation occurs is generated by' 

inmates. 

... . ~ . . ~.. . 
27. ESTABLISH ADDITIONAL RECREATI eN PCBITIONS. 

... .,. ....... . ... ..... . . . ... . ... .".., . . .. . 
28. DEVELOP AI\) ONGOI~G RECREATIONAL PROGRN"l THAT ATIRACTS t1:lST OF THE 

. .. .... . ............... , ... . 
POPULATION IN A VARIE1Y OF ACTIVITIES. 

31. . INCREASE 1HE RECREATlO'N BUDGET SLroSTNJTIALLY BY AUrHrnlZI'NG IT AT 
THE DEPARTMENTAL LEVEL. 
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RATIONALE 

Recreation is an extremely constructive means of coniliating inmate idleness. 

Like any where elsc, most inmates structure their time in leisure 

activities. This is particularly critical in a correctional setting. A 

strong recreational program can alleviate tension and enhance the morale 

of the inmate population. 

ROLE OF TREAT}ffiNT STAFF 

OBSERVATION: 

One of the most ser:lous obstac'l.es that prevent expansion of programmi,ng 

is a "mind set" that treatment people (te~chers, recreation specialists, 

etc.) cannot adequately supervise inmate detail groups, programs, or 

handle other security matters such as keys. As indicated previously, 

such a posture creates a division bettveen the Custody and Treatment 

staff that is counter-productive. 

REccrTEIDATIQ~S 

,.... . ... . . .. .. .. .. 
31. TRAIN PROGRAM STAFF IN SECURITY PROCEDURES AND REQUIRE THE~1 TO 

SUPERVISE ACTIVITIES. 

.. . . . . . . .. ~" . . . '" .. . 
32. REQUIRE SCHOOL PERSCl'JNEL TO HAVE KEYS TO TIiEIR RECREATIQ\JAL AREAS 

ANU GIVE THE~1 THE RESP(X\JSIBILITY AND AUTHORITY TO PROVIDE ACCOurITABILITY.; 

SUPERVISIa~J AND CONTROL. 



I,. By allmving Treatment staff to hecome participating members in routine 

security activities, Custodial officers can b~ better utilized in units 

• 

'. 

and other areas. This recognition of treatment personnel as security-

minded persons would go far in the team building effort. 

EDUCATION PROGR.AH 
" 

OBSERVATION: 

Although considerably inadequate in numerous ways, thn Educa~ion. area is 

nevertheless under-utilized as a vehicle to decrease idleness and increase 

constructive acti~ities. This problem is probably related to the unstructured 

procedure used to enroll inmates in an academic program. At this time, 

it was observed that fei. inmates take advantage of the education program 

offered. Although it is a volunt~ry program, there are no formal methods~ 

institution-wide, to encourage individuals to participate in this activity. 

It would be additionally useful to upgrade the appearance of the academic 

area in order to establish a constructive learning environment. 

RECal'B IDATI a·ls 

33. ORIENT ALL STAFF TO THE ·EDUCATI~ALI\/OCATIONAL PROGRAMs OFFERED AND 

INSURE THAT INMATES ARE COGNIZN~T OF THE RESOURCES AVAILABLE. 

. .'. ., . 
3'L REDECORATE THE EDUCATI CN fACI LITY AND UPGRADE FURNITURE TO MAKE IT 

A fIORE ATIRACTIVE AND POSITIVE ENVIRONr·1ENT, 
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____ ~ _________________________ ~~~_t~ __________ , _____________ ~ ______ __ 

RATIONALE 

Based on conversation tdth school- staff, they have no direct contact '. with inmates until inmates happen to contact the principal. Early, 

input from educational personnel ,,,ould probably increase the inmates 

interest in school. Research in Adult Education indicates that attractive, 

comforta'Qle environments are significant elements in cceating an atmosphere 

for learning. 

EDUCATION STANDARDS 

OBSERVATION: 

The education director in the Central Office has not established written 

policy 'to insure s'tandards for the field. Additionally, 110 departmental 

• 
comprehensive plan for education exists • 

RECCN'-'8lDATIO>JS 

. .. -... . . .......... . 
35. EDUCATION DIRECTOR ESTABLISH MINIMI\L STANDARDS FOR INSTITUfIcx\1 

. ... ... ., . 
PROGRAf''lS AND INCLUDE ABL GEDJ POST~SECONDARY J OCCUPATI a.JALJ SOCIAL., AND 

.. . ., 

P£CREATIONAL PROGRAMS. 

.. . ., ., '. . 
36. DEPARTMENTAL STANDARDS FOR CLASSROavl SIZE SHaJLD BE' ESTABLISHED 

\~ITH REGARD TO STUDENT NEED AND COST EFFECTIVENESS • 

• 
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5/. DEPMTt~ENT SHOULD DEVELOP A LONG-Rr'\NGE PLAN FOR EDUCATI a'~AL PROGRAM 

AND REQUIRE EACH INSTITUTIQ\l TO 00 LlKE\"lISE • 

. .. . 
38. DEP.ARTfv1ENT SHOULD DEVELOP AN EVALUATIVE SYSTEM l'JHEREBY STANDARDS) 

GOALS ... AND OBJECTIVES ARE ASSESSED TO INSURE COMPUAf'!CE. 

79 :J , 

... ., .. , . .' ,. . 
RECREATIO\l PROGRAMS SHOULD BE THE RESPO\lSlBILITY OF THE DIRECTOR OF 

. . ,..". . .. .. .. ., 

EnuCATla~ AT THE DEPARn1ENTAL LEVEL AND THE PRINCIPAL AT THE INSTITUTION 

LEVEL. 

..... . .. ,... .. . .. ., 

LIO. DIRECTOR OF EDUCATION) \~ITH INPUT FRO"" THE PRINCIPALS J SHOULD . , 

DEVELOP A STANDARD PROGRESS REPORT SO THAT l'lHEN PN INMATE TRANSFERS TO 

ANOTHER FAC I Ll TY) H,E CAN' CONTI NUE HIS PROGRAfYi \~ I 11-10UT LOSS OF T WE J 

OVERLAPPINGJ OR MISSING Iv1ATERI ALS • 

RATIONALE 
--.~--

Because inmates are transferred within the system, some standardization 

is necessary to keep the inmate affected from losing program continuity. 

This will eliminate the need for retesting and the need for receiving 

principals to contact the sending principal to identify the current 

functional level of th~ inmate. A planned program based on current 

educational profile of the department's inmates functioning levels will 

assist significantly in requesting and justifying resources. 

PAY SCALE FOR PROFESSIONAL STAFF 

OBSERVATION: 

The pay scale far professional staff is not 'commensurate with the 
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academic requirements demanded for employment in the Hassachusctts 

Department of Corrections. Teacher and Principal salary schedules are 

far b~lol;J tht pay schedules found in public schools in aclj oining SdlOOI 

(E~tr:i.cts. Additionally, anoth{rr serioth:; problum relating to teachers 

salaries and \vorking conditions is the 40-L,2 week work year. Currently, 

educational personnel in the Department of Correcti.ons are re-employed 

for lO-t'o-l2 weeks through consultant funds. A question currently under 

revie,,, by the state ethics committee raises the question of the legality 

of state employees receiving state consultant funds during the sumtn~r 

months. An adverse ruling by the ethics committee could seriously 

affect the year-around education programs. 

Professional salaries, in addition to being unfavorable in comparison to 

outside counterparts, are also unfavorable ''lhen compared with the salary 

of correctional officers, especially when educational requirements 
, 

between the two are compared. To £urther compound the problem t recruitment 

and retention of professionals is hampered and the development of a 

stable, professional ,,,orkforce is impossible. Hhen COlnpet:i.ng for qualified 

professional minorities, the Massachusetts Department of Correction suffers 

a serious disadvantage, also. 

RECITlBmATI ex lS 

lit PROPOSE A SALARY SQ-IEDULE TO ll-lE CIVIL SERVI'CE Cot1'~HSSION OR LEGISU\TURE 

TO BRING PROFESSIO'JAL SALARIES r10RE IN LINE \~lll-l ACADEI"1IC REQUIRE~1ENTS 

AND COf,\PETITlYE TO OTHER STATE .AGENCIES • 



• 

• 

£\2. PROPOSE A 52-VIORI< WEEK FOH EDUCATIONAL PERSONNEL \,HTH APPROPRIATE 

FRINGE BENEFITS. IN SOME STATES) CORRECTlO\JAL TEACHERS
i 

SALARIES ARE 

BASED ON TE/\d·IERS SALARY SCALES IN ll-lE COUNTY IN h'Hld·1 THE FACILITY IS 

LOCATED. 

RATIONALE 

A competitive pay scale for professionals will serve to attract and 

retain well-qualified staff 0 Additionally, a realistic pay scale ,.,ould 

serve to attract correctional officers with better academic qualifications 

if professional pay systems offered upward mobility for them. It would, 

no doubt, attract more m5110rities also. 

HINORITY EHPLOYHENT 

OBSERVATION: 

Hinorities are under-represented in all departments, and no minorities 

were employed In administrative roles at Halpole. Of the 20 minorities 

employed at Halpole, 17 are correctional officers, one a chaplain, and 

two teachers. Only one of the correctional officers is a Senior Officer. 

With an inmate population of 40-to-45% minorities, the 3.3% minorities 

of the staff raises a seriolis concern. Interviews '-lith the department's 

affirmative action officer and the institution's EEO office" , indicate 

that racism is blatant among staJf at Walpole, and black employees and 

inmates alike are overtly discriminated 'against. Although no incidents 

of racism were observed during this visit, the low percentage of minority 

sdl.ff ,.,ould indicC< .. te that a problem does exist. Persons intervif~Ned did 
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not link the Adm:i.n:l.stration at Nalpolc ''lith direct acts of discr-imination 

but stated that circumstnnces would indicate that no strong affirmative 

action \.las stressed by the Administration. A revic\..r of the department fS 

• affirmat1.ve action plan ind:i.cates that' a majority of the institutions in 

the department are similar to '~alpole in. minority employment. There 

• 

~. 

, ... ere two significant factors identified which contribute to the absence 

of minorities in supervisory positions and correctional ranks and the 

extremely low number cif minority professionals. One, the Civil Service 

tests for promotion had not been given during recent years for correctional 
, . 

officers and promotions ar~ handled by a board that uses some rather 

arbitrary factors in granting interim promotions; and, two, as mentioned 

earlier, the pay scale for professionals is not conducive to ·the recruitment 

and retent:i.on of h1.gh1y qualified minorities. 

REca T'lEI mAT I a·js 

l13. THE DEPART~lENT' S AFFIRMATIVE ACTION Plj.,N SHOULD BE AOOPTED AND EACH 

INSTITUTION BE REQUIRED TO DEVELOP A REALISTIC PLAN. 

.. . ., - .' 
44. Cm.1PLlANCE \'nTl-! THE PLAN SHOULD BE VIGOROUSLY ENFORCED BY THE 

. ' 

AUTHffiITY OF THE COi"'MISSIONER'S OFFICE. 

.. .. ..". . . . 
45. THE CIVIL SERVICE EXAMINATION FOR A PRot-10TION SHOULD BE RESUr~ED OR 

A MERIT PROMOTl CN SYSTEM DEVELOPED THAT UTI LlZED OBJECTIVE PERFORt~NCE 

EVAL.WATI CNS J QUALITY OF EXPERIENCE) ASSESS'MENT OF POTENTIAL) EDUCATI a'L, 

AND RECOGNITION OF A~lARDS. 

ltG·. AruUSTMENT IN PAY SCALE. 
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LI7 I f'1AINTAIN f.>. VIGORO'US RECRUrr~~ENT PLAN Aim ESTI\BL.'ISH EEO COrVvUTIEES 

AT' INSTITUTION LF.VELS FOR TRA'INING TilE SUPPORT SYSTEt1 TO ASSIST M~NORITIES 

IN THEIR ADJUSTlvlENT TO Et~PLOYMENT II~ A CORRECTIO"lAL ENVIRONt~ENT, THIS 
. . . 

COM'1ITTEE SHOULD BE HEADED BY A SUPERltHENDENT OR DEPUTY SUPERI,NTENDENT 

LEVEL STAFF MEMBER, 

RATIONALE 

The recruitment, retention, and promotion of minorities are essential 

for a bctt(~r racial harmony a.nd understanding bet~.;reen the staff and 

inmates el.S the current staff is not representative of the inmate population) 

state, or national population patterns. There exists a great amount of 

'friction, distrust, and hostility bet~.;reen the institution staff and the 

inmate population. Hinority inmates express their concerns about alleged 

• biases. Regardless of \.;rhether there is evidence to support tlH!se allegations) 

an individual's concept of bias adversely effects communicat:Lon. 

An institutional EEO committee will place the responsibility on the 

local administration to take a leadership role in identifying and eliminating 

overt discrimination. Although the administration Has not actually 

accused of practicing ~acial discrimination, it was felt that inaction 

on th~ part of the adtninistration "let it happen". 

IN-Sl~RVICETRAINING, STAFF DEVELOPMENT, & UPHARD NOBILITY . 

OBSERVATIONS: 

'. All new correctional officers go through four-to-six weeks of security 
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training at the academy immediately aft.er employment prior to assignment 

to an institution. Arter entry on duty in the j.nstitution, further 

• formal tr3ining is almost non-existent. Treatment staff arc not afforded 

the opportunity to attend the academy and, tdth the exception of the 

institutional orientation, no security training is available to 'them. 

There is no formal supervisory and management tra:l.ning available and no 

mam' tory trainIng established at the previous supervisory and management 

levels as a requirement for further promotion or following promotions. 

In other words, the deparment does little towards staff development for 

up"lard mobility. 

The concern raised by several institutional and departmental employees 

was the practice of sending ne,v correctional officers to the academy 

pri.or to any exposure ,to institutional worl<: and the high separation rate 

of trainees during their probationary period. It was felt that the high 

• -
investment in time and other reasources of the academy could be better 

utilized if trainees were first assigned to institutions' for a t~w-to-

. three month on-the-job training period to evaluate their suitability for 

correctidna1 ,vork and attendance at 'the academy for thosB who now shm'] 

'promise for this kind of work. 

, . . 
RECa:r;Bll.~TI aIlS 

~ . . .. . . ~. .. . 
43. ALL TREATtv'iENT STAFF SHOULD BE GIVEN SECURITY TRAINING • 

.... . 
PRa~'K)TI CX'I TO SUPERVISORY LEVEL.. 
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.. .' . 
SO. ALL SUPEHVISORS AND tWlAGERS BE E~~ROLLED IN TRAINING PROGRAMS THAT 

,. .. " .... . 
INCLUDE SUPERVISIQ\l Al'ID GI~OLJP PERFORl"V\NCE J EEOJ 1"IUl"'ifl.N RELATlONSHIPS.I AND 

• STAFF EVALUATla~S. 

., ." . 
51. DEVELOP AND CONDUCT tl\ANDATORY REFRESHER TRAINING FOR ALL. STAFF ON 

AN ANNUAL BASIS. 
'.' , 

.. . . . .. ' .... , ... .... .... . 

52. CONDUCT A PILOT STUDY TO CChtvlPARE THE EFFECTIVENESS OF CORRECTIONAL 

OFFIC'ERS TRA'I"NING PART'!'CIPAT'ING IN OJT AT TI-IE '!'NSTrru-r"r'oN PRIOR TO ' 

ATTENDING THE ACADEMY \~ITH TRAINEES \IIHO ATTEND THE ACADEMY PRIOR TO 
r' •• ....~ .... •• 

EtItPLOY~iENT IN THE INSTITUTION. 

RATIONALE 

• In order to develop a strong cohesive, team; cross-training of treatment 

personnel in security procedures is important. Supervisory and Mana~ement 

training is essential to develop staff for upward mobility. Too often 

\vhen promotions are based primarily on performance at a lmver level, the 

"Peter principlell sets in. If supervisory traini,ng is a pre-requisite 

for promotions to supervisory levels, this screening process should 

serve to identify those with potential for handling the more. difficult 

roles of supervisors. This process ;;;hould insure a cadre of career 
.' . 

professionals qualified f,Dr top management positions. When employees 

feel. that they have the opporturtity to "go to the top" in the organization, , '" 

staff morale at all levels improves. 
. ... 
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Becmtse of tho high initial t'rairiingcost for sending trainees to the 

acadt'!my and the high turnover, rate of correctional officers during their 

fir.st year, a, pilot study might reveal that it is the most cost effective 

method to provide OJ'! at the institutional level before the major investment 

of tnlining at the academy is made • 



UNIT NANAGEHENl' 

Observation: 

• A method of prison management, knmvn as Unit Nanagement) has been evolving 

in prison systems over a number of years. Hhile originally conceived as 

an improved method of delivery for treatment services, a recent modification 

in management design has been used effectively for inmate control. 

Walpole's first need is for effective control, and the physical plant 

can be adopted to the Unit Hanagement concept. 

REcor1'1ENn~Tla I 

.. .. '" 

• IDENTIFIED WITH A PARTICULAR CELL BLO~I< ON THE \'lEST SIDE.J IN TERNS OF 
a • • • 

I NTE RCHAN GEAB I UTY OF INMATES. hJr1ATEs ASSI GNED TO A PARTICUl!\R BLOCI< \.'JOULD.J 

IF THEIR STATUS CHN~GED FRCX-ti r'1AXH~LX1 TO t~INIf'1U~1.J OR VICE VERSA.J GO TO A 

. PARTICULAR ASSOCIATED CELL BLOCK. 

'RATIONALE 

While we are only sugg~sting the formal creation of one Unit at present, 

several useful organizational steps would not only improve control 

immediately, but would pave the way for complete unitization later. When 

additional units are developed in the institution, they should function in 

a way that will allow continuity of classification serv1.ces by unit teams. 
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To amplify; an inmate originally placed in a particular cell block would 

knm<l that if and when his status changes, he \oJollld go to another cell 

block and continue \vith the 8'ame staff. Classification staff can then 

be organized so that the same group or groups will process decisions for 

inma tes in both cell blocks. UJ. timately, unit mana~ement \"ould incorporate 

this format and its inception now \vi1l make that transition easier. 

Aside from any long range benefits, it \vill immediately provide continuity 

and consistency for the classification of individual inmates • 
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CORRECTI01M.L DEPARTNENT 

OBSERVATION: 

This department is composed of 311 authorized security positions in its 

complement. The line of authority consists of: 

1 Deputy Superintendent of Security 

. 
2 Associate Deputies 

6 Assistant Deputies or Shift Commanders (uniformed and ,year 

oakleaf) 

16 Supervisors (~niformed and two bars) 

52 Seniors '(uniformed and one bar) 

234 ~orrectiona1 Officers (uniformed) 

• The correctional staff presents a-neat' professional appearance. The 

uniforms are similar to a police officer. For the most part, the staff 

is youthful and project an impressive image. 

Hany staff 'oJ'ere interviewed during the course of this inquiry which 

included the deputy and most of the supervisors. It became apparent 

that the line staff wanted to manage their jobs 'and better the conditions 
..:.~. 

of the institution but they felt frustration and anger. These feelings 

were either projected tmoJ'ard the Administration or toward inmates because 

of the lack of control and discipline •. The solution to these feelings 

was !'we need more staff". This inquiry loJ'as only able to scratch the 

. surface of the security operations and the procedures of inmate management. 

The observation and impressions derived concur that Walpole is in a 

recovery state. These observations and recommendations are offered in 
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the spirit of contributing to a proactive posture rather than reactive. 

• STAFF RECRUITMENT OF CORRECTIONAL OFFICERS 

The selection committee or panel which is responsible for the hiring of 

ne~.,r correctional officers comprises four training officers and one 

female supervisor from various in~titutions. The decorum of this illtervieH 

panel was quite impressive. Forms were used to evaluate applicants 

following each interview and the professionalism of their approach ~vas 

evident. 

STAFF PERFOR}~NCE EVALUATIONS 

Correctional Officers are not routinely evaluated. Numerous evaluation 

forms of correctional officers were observed on top 'of file cabinets and 

• in the Shift Commander's office. Some evaluations were over one and 

• 

one-half (1-1/2) years old. The person responsible for completing an 

~valuation of a correctional officer is a senior officer rather than a 

supervisor; Some staff are not cleat as to who is responsible for 

completing thei,r evaluation, much less who is to review their evaluation: 

Personnel practices are lacking in this area as there is no accountability 

or xollm.,r-up. A revietv o"f these personnel procedures reveal that current 

evaluations \vere non-existent in almost every case. 

9J; SUPERVISORS (NOT SE;NIOR OFFICERS) SI~IOULD EVALUATE ALL CORRECTI(iiAL 

OFF I CERS UNDER THE AREAS OF RESPCl\IS IB I LI Tl ES I 
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• 
55. THAT STANDARD PERSONNEL PRACTICES OF EVALUATION BY It'if''1EDlATE 

SUPERVISOR AND REVIHJ BY THE NEXI HIGHER SUPERVISOR BE FOLlO\·JED • 

. . 
5G. THAT AN EFFICIENT SYSTEt~ OF FOllO\'l-UP OF EVAlUATIOi'1S BE DEVELOPED. 

RATIONALE 

It is believed that there should be no questions in a staff member's 

mind as to ",'ho his Iher evaluating supervisor is or should be. This 

establishes a clear line of authority for the line staff in addition to 

being an important ingredient to staff morale. The Performance Evaluations 

ref1e~t the impor.tance shown by the Administration towards line staff as 

to their worth to the total institution. Each staff member should be 

• evaluated by established standards and the Personnel Office should have 

a me~ns of following up this evaluation if this is overlooked. 

• 

PRONOTION BOARDS 

OBSERVATION: 

Presently, the positioos ot Senior Officers and' Supervi~ors are selected 

by a promotion board made up of Deputy Superintendent (Aclm.inistrative 

Section), one minority who is employed at another institution, and one 

female staff member who h':lS .1 non:-correctional offi.cer position. The 

complement of this pan~l was to conform to Affirmati.ve Action Plan • 
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The basis of selection for promotion in these correct:ional positions is 

a ten-minute interview, a performance evaluation, and an intuitive 

• reaction by the panel members. It was eviden,t that none of the panelists 

had any experience in security practices at Halpole or kno\<lledge of supervisor 

requirements on a custodial force. 

. ....... , .... -. ...... ..... ..... -. .... ... . . ..' 

THE DEPUTY SUPERINTENDEi..ff OF SECURI1Y AS CHAIRW\N" PERSONNEL OR T!=V\INING 
. . . ". - .. ..,' .'. .. '"' ." 

OfFICER" AND ONE UiHON PU=PRESPJTATIVE. 

52. DEVELOP A CHECK FORf\l \~ICH ADDRESSES AREAS OF EXPERIEi~CE~ EDUCATION" 

TRAINING) A~~ARDSJ IN ADDITION TO CURRENT PERFORf'tll"I\JCE EVALUATIONS • 

• RATIONALE 

It is important that promotion boards be objective and select individuals 

for promotion upon thej.r merit, but at the same time, it is equally 

important that the selecting body be cognizant of the aspects of the 

individual's duties and knm·lledgeable with reference to the posi tions 

that the individual has held in the correctional service. 

ACCOUNTABILITY OF CORRECTIONAL STAFF 

OBSERVATION: . l. This appears to be one of the most obvlom; problems within the management 

of the Correctional Services Dcpartmant. Staff assignments and rosters 
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for the various shifts are in drastic need of revision. At the time of 

this inquiry, Shift Commande~s \Vere not in a position to determine ho\V 

many correctional officers were needed to operate a sh:lft efficiently • 

The roster presently used does not provide a hint as to ,,,hat post needs 

how many staff. Shift Commanders have authol:i ty to utilize overtime and 

there is no evidence that such overtime is certified by the Deputy 

Superintendent or Associate Deputies. Such a practice lends itself to 

abuse. Each shift uses the same general roster, and it was apparent 

that no one revie~"ing these daily rosters could determine precisely Hho 

was 'needed for overtime and why. Moreover, there is no system developed 

to have a number of staff on sick and annual relief so as to cover posts 

,.;rhl?n they are vacated for these reasons. It appear!'" that if 'an officer 

calls in sick, overtime is authorized. 

Halpole uses t,,,o methods to ve1:'ify payroll. A time clock card and a 

I 

shift roster. Each weekend, the Shift Commander pulls all the time 

cards ~ and comp:!l~s them against the shift rosters. He again fon.,ards 

the roster and cards to the Treasurer's office (Business). They are 

reviewed and sent to Nr. Leppert, Programs Development Specialist) to 

check for discrepancies, and then sent back to the Treasurer's office 

for final review before payroll is submitted. 

NCI-Halpole overtime expcncUtures for the fiscal year 1979 averaged approxi-

mately $20,000 a ,.;reek. The annual costs Wps close to one million dollars. 

The facts indicate that so far this fiscal year (the fj,rst 13 weeks), overtime 

is averaging 2,700 hours per vlcek at Halpole which equates to $27 ~OOO a week , 

or. a projected Budget increase to one and one-half million dollars • 

-67-



• 

• 

:. 

Sick leave is commonly abused and illost staff feel that they are entitled 

to take 15 day6 off they earn per year. The state system allows an 

accumulation of sick leave from year-to-year, however, if it is,not 

used, it is lost. There j.s not any incentive to accumulate sick leave 

because it is not accredited at the end of i career. 

59, UTILIZE Q"lE ROSTER FPR EACH SHIFT DESIGNED FOR THAT SHIFT, IT 

SHOULD CLEARLY IDENTI FY \'lHAT POST MUST BE FI LLED A~D Q\JLY THE AfvlOUNT OF 

LINES ADJACENT TO THE POST SHOULD BE FI LLED. 

. ., . . '.. . .. .. .. . '. ~. 

50. THE SUPERINTENDENT 00 DEPUTY SUPERINTENDENT OF SECURITY SHOULD BE 
••••• , •••• t, ., ...... • • •• .' ...... 

THE FINAL APPROVING AUTHOOITY IN THE USE OF OVERTIME • 

• • ., •• . ... '0 •• t •• 

THE ,OVERTIt'IEJ THE DATE .. THE SHIFTJ AND THE TI~1ES INVOLVED. 

62. DAILY ROSTERS S~IOUIJJ BE iYPE~'lRiTrEN I'N BLACK I"Ni<:,' ftNY OVERT"I'~li: 
sliciJill BE" I"N RED (OR CONTRAST"I'NG) INK SO :rHAT OVERT'I'ME CAN Qu'!'CKLY BE 

DENOTED, 

.. .... '" ,. .' ... . . 
\~ALPOLE OVERTI~lE ANNUAL EXPENDITUP.E BE REDUCED BY AT LEAST 50% IN 

. ., ., . 
EFFECTIVE ROSTER PROCEOUHE I 'THEREAFTER) NOT EXCEED $lm/XX) PER ANNUl'''' 

. ~. 

\~ITHOUT CONSENT OF THE COfli"USSIONER 

6lle I~SSIGN ON~ PAYROLL CLERl( \'~O IS PEFUmlCALLY Al~ITED TO HmDU: mE 
CORRECT! CNAL OFFICER STAFF PAYROLL. 
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• ______ '1..__ . 

G:J. PURSUE LEGISLATla~ TO ALLDI'I FOr'< SavlE FORfYI OF C0i'1PENSATION FOR A 

STAFF rlf~'lBER IfriO ACCUI1ULA rES S I CI< LEAVE 111Roum:0lJf HIS CAREER. 

RATIONALE 

It is necessary to determine ,.;rhat constitutes critical minimum on each 

of the shifts >.of Correctional Services at MCI-\·lalpole. At this time, it 

appears that this has yet to be decided. A realistic roster for each of 

the shifts can assist management in determining the cd.tical minimum 

which brings about more effective monitoring of the various shifts in 

addition to determining overtime. Nonitoring by the Administration of 

the shift managements I as ,.;rell as approving overtime, is absolutely 

essential. 

The overtime ex-penditures at HCI-Halpole is not only excessive, it is 

unreasonable and reflects poor uti) iza tior. of manpower" 

BID SYSTEM 

OBSERVATION: 

The "bid systemll is based upon seniority. It allows a staff member to 

choose his job assignment and remain in that position until a promotion, 

retirement, or resignation occurs. It permits the correctional officer 

to have the same days off throughout the remainder of his/her career. 
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From an openltional position, the "bid systcm l1 permits the experienced 

off:i.cers to secure assignments for the remainder of their careers, 

divorced from inmate contact, and leaves the more difficult assignments 

to the n.ew or least experienced staff. 

The "bid syst{::IIl" places the same staff in the same environment for 100g 

periods of time and staff becomes less and less responsive to rule 

infractions and uosatisfac;.tory conditions. Staff's association with the 

same inmate each day takes on a new meaning in which familiarity effects 

authority. DU1:ing the course of this inquiry, I:horse play" between 

staff and inmates was observed. Unit officers will avoid shaking down 

their assigned areas because "we have to '-lork "7ith these :i.nmp.tes each 

day and we don It \-lant to make them mad." This nttitude prevailed too 

frequently among staff interviewed • 

The ~lbid system" impedes staff from becoming aware of the total operation 

of the Corn'\ction Department. Th.us, inexperienced staff by virtue of 

being :i.n the same assignment can be promoted to supervisory pOSitions 

with limited knowledge. 

BECClT·£j'·lDATI ex ~S 

,. ... . 
MJNTHS AND REQUIRE STAFF TO ROTATE JOBS) SHIFTS) ETC. ALLO'r~ CORRECTIONAL 

STAFF TO BID FOR JOBS mrr REQUIRE TI-IAT ASSIGt.JJ'1ENTS BE ROTATED; PARTICULARLY 

ROTATING STAFF 'OUT OF THE TQ'lERS AT LEAST EVERY SIX t·1C'X'JTIIS • 
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67 I DEVELOP P OS IT IONS TIiAT ARE UT I LI ZED FOR RELI EF INS I CK AND ANNUAL 

SITUATIONS ON EACH SHIFT SO THAT OVERTIME IS ~lINIf1IZED OR ELI~lINATED, 

63. UTILIZE SPLIT SHIFTS G:OJ A,~1, TO 2:00 P.t1,; 2:00 P,~'i, To'10:CD 
... . .' ., .. 

P,M. r·bST IN~'V\TE ACTIVITIES EXIST B[~n~EEN l1-lE HOURS BREAKFAST Ai~D 1'):0] 

P I ~1, I N THE EVEN I NG I I HE CORRECTI a~AL STAFF NEED tIOF::E COVERAGE WHEN 

TIiESE ACT! V IT I ES ARE I N PROGRESS, 

POST ORDERS 

OBSERVATION: 

Post Orders revie\ved were more often vague and outdated. Hnny \l7ere 

• written in April 1977, and only a fe\v copies were available on the 

various posts inspected. Most staff admitted that they had not read 

them and a few copies that were available were of poor quality in terms 

of reada:bili ty. 

rEcaTEml~TICX'lS 

69, PJ:WRI'TE POST ORDERS FOR ALL CUSTODIAL AsSIG~n"'J~NTS AND ~tA,KE IT 

HI\NDATORY FOR ALL STAFF TO 'READ AND SIGN THAT THEY HAVE READ N~D UNDERSTAND 

TI-lEIR POST ORDERS. 

STAFF Ui~DER THEIR SUPERVISI CN HAVE READ THEM AND TI-lAT THEY AUDIT THE 
. . .. 

POST ORDEHS AT A MINH1LM OF EACH SIX ~1an11S TO DETERl'1INE THEIR APPLICABI LITY I 
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STAFF HEETINGS 

• OBSERVATION: 

\H th the exception of a meeting called by the Treasurer or Super;.c.tendent, 

scheduled stuff meetings at VJalpole are almost non-existent. Such lack 

of communication impedes the sharing of information from the Administration 

to Supervisory levels. 

REcor'l1EllDATI (l~S 

71, IrJ1PLEt'1ENT A Ma~l~LY MEETI'NG ArvD"NG S~HFr COr~lDERS ATrE'I~DEn BY THE 
•• •• ., 1 ... ... • .,. • ~ .. ••• •• • • •• .. '. •• .. •• ....... •• • • • • '. •• 

SUPERINTENDENT AND DEPLITY SUPERINTENDENTS,J AND OTHER CONCERNED DEPARl1'1ENT 

HEADS \~II'n~I'N THE 'I'NST'IT'uTI ci~,' f1AI'NTAl'N r,HNlJTES OF ALL SUC~1 ~1EET'1NGS 
• \~ITl1 A COpy 6~ r~INUTES TO BE' FOR~;IA'RDED TO T1i CE'NT-RAL OfFI'CE FOR REv'lEi,i . 

. ..... .. . -. . .... ... . ... '" ... . . 
72, HAVE A GENERAL STAFF r~EETING EVERY THREE ~DNTHS OPEN TO ALL STAFF. 

THE SUPE'RINTENiiNT SHOULD USE THI'S OPPORTUNITY TO RECOGNI'ZE OUTSTANDI'N'G 
,.... .... . -" .... '. .,. ..,......... ... .. .... ... ... .. 

STAFF PERFOR~I\ANCE ... GIVE em P,WARDS OR COfvVv'lENDATIO'JS ... AND DISCUSS N8~ 
. . ...... .. .... . ... " 

POLICY ... PROGRN1S J AND PROCEDURES. 

COHHUNICATION BETHEEN SHIFTS, 

OBSERVATION: 

There is a dichotomy between corre-:!tional staff. Each staff member 

• vie,.;rs his shift as a separate and independent funct,io? There is no 

formal log passed from one Shift Commanller to the next. The only form 
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of conununication is from "lOrd of mouth. 'fhe only exis ting log of information 

is in the inside control room, and it lacks any specifics of problems 

the Shift Conunander may have ·experienced during his tour of duty on that 

• day. 

There are no existing logs maintained in the housing units. 

., ..... " .. ..... . 
77 

:.J. FORl'''ALI ZE A SH I FT COMJvtANDER' S LOG BOOi( TO PASS Q\l INFORM~TI CX'J FROn 
. ., .... .. - ....... . 

ONE SHIFT TO ANOTHER. THE DEPUTY SUPERINTENDENT AND THE SUPERINTENDENT 

SHOULD READ AND INITIAL nns LOG DAI LY I 

748 f"lAINTAIN HOUSING UNIT LOGS • 

• RATIONALE 

A formal Shift Commander's log outlines chr~nologica1ly the activities 

of the institution on a day-to-day basis. It provides information for 

all concerned, particularly for the Administration, as well as all Shift 

Commanders, It is the pUicial log of the iU$titution. Additionally, 

cell house logs prepared by the cell house officers on the various 

shifts is a means in \vhieh information can be passed from one housing 

unit officer to another in a formal manner; and it provides. a record for 

future reference • 

• ' 
.... , 



• 

• 

• 

CONHUNICATION EQUIPHENT 

OBSERVATION: 

Aside from inside telephones in the housing units, correctional officers 

have difficulty registering emergencies to a central location or maintaining. 

communication with a control room ~rilen correctional officers are located 

in other parts of the institution mvay from telephones. Presently, this 

institution has a poor communicati~n network, particularl~ in the perimeter 

securi ty tmvers. Porta~le body alarms are not available. 

REcor·lB·ln~TI a~s 

INSIDE CONTROL ROOM, 

. ,.' .. " .......... , .. -. ... ... ,. " .... ... .._, 

76. PURCHASE PORTABLE UNITS AND ASSIGN EACH UNIT TO BE CARRIED BY THE 

S~I'IFT Co~iiviNliR'J' n\Xlr~lIM CORR'rOO'R SUPERVISC)R'" r--1IN'IMUM CORRI'OOR SUPERV'I'SOR~' 
'10 BUILDI'NG SUPERVISCR, Hi:AA GATE OFFI'(:ER~' AND ANY alliER MEA NEEDING 
I MNEDI ATE COfv'MUN I CAT ION. 

. . .., . ... '.... - . ., "...... ... 
TIl PURCHASE BODY ALARMS FOR ALL INMATE HOJSING UNITS AND AREAS SUCH AS 

HCX5PITP.L.1 EDUCATI Q1J J AND WOUSTRIES" AND AL.l_ AREAS WHERE INfv1.l\TES ~IORK OR 
.. 

\,lHERE THEY ARE I NVOLVED IN PROGRN1S • 



• 

•• 

78. FOR SECURITY PURPOSES J PERIMETER SECURIlY TO\~ERS SHOUI.D IIAVE INTERCOt'l 

SYSTEM BElY'lEEN EACH TO\'lER AND TIns INTERCOfvl SYSTEfvl \~OULD BE INTERFACED 

Wl1H TIlE CONTROL ROOM TO ALERT STAFF OF ANY PROBLEMS INVOLVING TI1E· 

PERIt'IETER SECURrTY. 

RATIONALE 

T~le acqui.sition of additional communication equipment: would enhance the 

security of the institution by increasing its communication capability. 

Portahle body alarms available to specific staff members on s'ensitive 

posts, particularly. in the housing unit areas, provides reassurance for 

communicatin.g immediately if any problems arise in a specific section of 

th.e institution. It is particularly important to have all tm·mrs in 

communication with a central point, ,as well as among themselves!t for the 

purposes of fonvarning any attempt of breaching the perimeters. 

INMATE DISCIPLINE 

OBSERVATION: 

The discipline proceciu!'c is :i.n keeping with policy. However, :l.t is 

noted that the members of the committee comprises a Seniol: off:l.cer. as 

Chai!'man, a co!'rectional officer who is selected from the evening shift· 

is paid overtime, and a rotating "civilian" staff member who is tempo!'ar:ily 
" 

as-signed. A disciplina!'y officer is charged with the !'esponsihility of 
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investigating incident repo!ts and determining if the reports warrant a 

• major or minor consideration period .. 

• 

• 

The inmates currently have the right to be informed of the charges, hire 

an attorney, or request a student attorney, call witnesses, including 

the reporting officer (if it does not jeopardize the correctional goals), 

and record the hearing on tape. Throughout this process, the inmate may 

. 
be dead-locked in his housing unit regardless of his threat to the 

security and orderly running of fro' institution as 1-Ja1pole does not have 

a disciplinary segregation to place disruptive violators. 

79. TI-lAT ll-IE Am~INISTRATI(X\J 'REVI-E'8 THE COr'1POsITIDN OF A DISCIPLINARY 

CO~'i~ITIEE P,S TO ITS I<.NO\,~LEDGE AND EXPERIENCE IN BEING ABLE TO DISCHARGE 

ITS RESPONSIBILITIES. 

~ . . . . . . . . . 
8]. THAT THE PROCEDURE OF INMATES CROSS-EXM~INING REPORTING OFFICERS BE 

ELIr~HNATED. (THE REPORT,,' ITSEl;",,' SHOULD BE SUFFICIENT DOCUMENTATla~ FOR 
. . . .' .". ,. 

~~ AIT~INISTRATIVE PROCEDURE,) 

CONfINE DISRUPTIVE INt-1ATES SO AS TO REl'iO\tE THEM FR01'1111E GENERAL POPULATIai 

AND INSURE AN ORDERLY RUNNING OF 111E INSTITUTICX'J, BUILDINGS 9 ~ 10 ARE 

r·'I05T SUITABLE FOR 1111S PURP03E • . 
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RATIONALE 

In a correctional facility, particularly in maximum s~~urity institution, 

there is no one committee or adminis trative procedure~ that has' a more 

profound effect on the atmosphere of control than the disciplinary 

committee. ALl:- members of the committee must be cogniz.ant of the daily 

climate of the population and the concerns of the Administrative staff. 

HOUSING UNITS 

OBSERVATIONS: 

lolalpole's physical plant has many advantages. It is a well cOllstructed 

maximum security institution that has rapidly deteriorated primarily due 
I 

to inmate d2struction, lack of enforced di~cipline, and little, if any, 

preventive maintenance. The sanitation in all the units would be rated 

from fair to deplorable. Personal property is excessive, nuisance contraband 

is qUite'evident, and without many exceptions, the individual cell doors 

were covered with blankets, paper, or cardboard, or the windot"~ of the 

doors 'vere painted al101ving only a small peep-hole for the officer to 

pe,er through for count,_ With the extensive personal property, contraband, 

collection of newspapers, magazines, and food waste present in the 
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cells) most of the housing units are fire and health hazards. Unit 

officers are reluctant to patrol the tiers, give personal shakedowns, or 

search cells. It is believed that this would lead to confrontations 

with inmates. Post orders mandate that five cells in each unit are to 

be sha.ken down each day. By all indication, this is not occurring. 

Several staff members stated that neither an inmate nor a cell could be 

searched without prior approval from the Shift Super.visor. 

MAXIMUM UNITS (CELL HOUSES 1 THRU 8) 

OBSERVATION: 

vlalpole is sectioned into. two separate facilities; Haximum. (B Section) 

and Hinimum (A Section). The Maximum section has inside cell construction, 

and each unit has lt5 single cells. The.,inmates assigned to these units 

are limited in program participation-:- They do not Hark and are considered 

recalcitrant or. protection cases (e'xcept inmates in the ne\v man houses 6--7). 

In two of these housing units the scars of previous disruptions were 

evident by the remains of human excrement staining the walls. General 

sanitation in these units is deplorable in that 5.nmates throw their 

trays and other objects as a form of protest. The heating and ventilation 

in these cell houses are very poor. In some sections of the unit, it is 

very cold in the ,.linter and too ,,,arm in the summer. Both staff and 

inUla tes agree that this is one of the maj or prob lems in the units. Thl:~ 

e}!.haust fans have not been operation.')l for some time. 
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. . ,. . .... I.' 32. IDENTIFY ONE fW<IMUM SECURITY CELL HOUSE) PREFliRRABLY THE Or~E CLOSEST 

1," TO 9 BUI LDING ;1HICH CAN BE" lisED FOR ~1AXU.lli~l SECURITY I~il.,ATES. THE iJPPER lVlO 

T1 ERS ARE TO BE ENCLOSED vlITH HEAVY CYCLONE FENCE AND SECURITY DOORS AT THE 
• •• •• • ••• ' • ,. • .. n •• 

END OF EACH RflNGE. rEPLACE PORCELAIN T01 LETS \'lITH STAINLESS STEEL 

SECURITY-TYPE FIXTURES IN l1-1ESE 1\'10 UNITS. . . 

.' .. . ., . . ...... ., .... . . ...... . 

ibTE: Ir-1PLEMENTATla-lS OF 011-lER RECO!v1J''EN!)1l.TICNS HJ TIHS REPORT MAY DI~~INISH 
...... . .... 

OR ELIMINATE THE NEED FOR CYCLONE FENCE • 

••• _ ••••••• , ., •• ..... ••• ." •• to. ,. I.' .,' I' • 

THE REM,l\lNDER ARE IN NEED OF PAINTING fI.ND INTENSIVE CLEANING. 

OTHER SUCH ITEMS SHOULD BE ESTABLISHED Ar..JD DISSEt~INATED to INt'l!\TES SO 
... ..... . ... . - ........ , .... . ... . . . . ... ". ., ~ .., . 

"I'~ ." ......... 

( : '. 
..... ,. .... ....... .., .... ,. .". . .. 

2LI. EXCESSIVE INf'i'ATE PERSa'IJAL PROPERTY SHOULD BE SENT HOME OR DESTROYED. 
.. ..' ... ., '" ,....... \" J..... . . • .... ... ." ...... . 

THE GUIDELINES AS TO THE Afv'OUNT OF -NEWSPAPERS) !\1AGAZINES) BOOKSJ AND 

.,.. ." . 
. THAT THEY HAVE THE OPPORTUNITY TO cm1PLY I 

• . '" ••• •• • .. , .. '0 • • ~ .. ~ • • • • ., • • 

. 85. THE COVERING ON BARS AND WINDo\~S IN THE CELL HOUSE SHOULD BE PROHIBITED. 

,0 , • •• • ••• • eO ., • ,. .. •• , • • •• • •••• ,. •• 

AND EACH CELL SHOULD HAVE A SECURiTY LIGI-ff AND ONE OUTLET INASMUQ-1 AS 

INDIVIDUAL TELEVISIONS AND RADIOS ARE PERMITIED. 

.. . . . .." 
AND COOLING CONDITla~s OF THE CELL HOUSES. 
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HINIHUH SECURl1Y CELL HOUSES (CELL HOUSES 1 THRU 3) 

OBSERVA'rIPNS: 

These cell houses are located at the opposite corridor from the maximum 

security cell houses. They are cleaner and project some semblence of 

order. All cells have a solid door \-lith four 'section windows, hO~-lever, 

most of the \V'indows ar:e covered with paint, paper, or some type of 

cloth. Excessive contraband and personal property is 'apparent In mo'st 

instances. Host inmates have televisions and radios. One unit was 

painted vlith various revolutionary writings on the vlalls and various 

types of revolution~ry flags. 

One unit is in the process or recovering from a previous disturbance in 

which the locking devices of the unit ~ere destroyed. Th~se locking 

devices are still in need of repair. 

.. ~ .. . 
RECOH1HIDATIO~'JS 

83. HEPA'I'NT ALL UNITS \~ITH SiMPLE)' BRIGffi cOLORS AJ"lD Ur~COVE'R CELL roORS 

AND \'-/1 NIJO'tIS I 

. . ~. ... . . . . .... . . 
89. REQUIRE STAFF TO COMPLY VnTH PCBT ORDERS BY PATROLLING TIERS AND 

SEARCHING CELLS. 

m. REPAIR ALL LOCKING SYSTEJl1S AND H1PLEME~T SYSTB-1S OF PREVENTATIVE 

tftft.l NTENAI'-JCE OF THE LOCKl NG SYSTEM I 
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RATIONALE 

Bar and window coverings are rationalized to exist because Df inmate 

privacy which is believed to be respected. However, the extent in \\7hich 

these coverings exist in the housing units c:t Halpole far e~ceed the 

rights of inmates in c.onfinement in a maximum security institution. 

These coverings suggest that inmates are in control of the institution 

as well as their particular cell. The extensive personal property is 

another indication that no parameters are established by the Administration 

as to \\7hat is' permitted. It 1s imperative that MCI-Halpole designate 

one other housing unit as an institution segregation unit and that at 

least I or 2 units be designated for inmates who have demonstrated their 

inability to function with a minimum of supervision. The cyclone fenci,ng 

of the tiers,is for the protection of other inmates as well as staff in 
.,. 't, .. 

that it prohibits missles being thrown off the tiers upon persons on the 

flat. 

BUILDING 9 

OBSERVATION: 

Building 9 was formerlY' "death rO\\7", but is currently used to confine 

protective custody inmates (PC's). It is apparent that this particular 

security unit is wasted both in space and manpm.;rer. The staffing pattern 

on a 'regular day shift is one supervisor and one senior officer and five 

correctional officers for what is commonly referred to as protective 

~ases. The operation within 'this unit reveals that the staff has a 
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"three-man order" that stntes that at no time during the day \-lill less 

than three staff members ,-lalk the range ,oJhen the grill is open to the 

cells. 

RECO'.T'E·JD~TIONS 

91. IT IS RECO~fllENDED THAT THE NUMBER OF IN~-tn.TES OUT OF ll-IEIR CELLS ON 

THE VARI WS AAt-.JGES BE' 'Lir~ITED TO TWO AT A T·IME·.1 ~fHERffiY INSTEAD OF 7 
• .... • •••• •• .... .... .. 00 ...... ••• .. • " • ..... ~ .. 

STAFF ~1Er"1BERS ON THE DAY SHIFT RUNNING 9 BUILDING" IT COULD BE REDUCED 

TO FIVEe 

92. Co'NVERT 9 Bui'Lnii~G TO A niSC!."PLi'NARY SEG~~EGAT!a~ ut~iT FO'R r·tI~ 
HALrOLE AND R~VE PROrECrio'N CASES F'R~ THAT FAc'I'LlTi'I' 

93. INMATES IN DISCIPL'INARY SEGREGAT·I·(N. STATUS SHCXJW' NOT BE.' ALl~~\JEn 

1V/~;.: RAi)lOS~' OR OTHER LUXURY~rYPE ·1TI:~B.I N~D L'I'M'lT PERSCiiAL PROPERTY TO 
AN ABSOLUTE MINH,tIU'~ • 

. . 

'0 00 .. ..... , .. _. • ... ...., ~ •• ' .. • .... 0..... • ...... 00 • 

REPAIR L,IGI-IT FIXTURES ~'lITI'1 SECURITY LIGHTS; 

OBSERVATION: 

--

......... , 

10 BUILDING 

•• 0" 

Ihis housing facility ha~ solid doors that close if il\mates become. 

" disruptive. It is currently being renovated. The staffing pattern 

within this unit is extremely generous for the number of inmates confined 

there. In discussing the m:'l11agement of unruly inmates, it appears that 

both the Administration and s~aff are reluctant to control recalcitrant 
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inmates ~oli t11 the use of. CN gas) but rn ther prefer physical foree which 

lends itself to injury for both inmates and staff . 

This uni t is presently using a l~vel sys tern to reward good behav:i.or, and 

it appears that the philosophical approach as indicated by staff is thel 

use of "behavior m~dification" philosophy. 

Somestaff referred to this unit as the "Commissioner i s Building", but jLs 

most conlmonly referred to as the "Departmental Segregati~n Unit
ll 

(DSU). 

Individuals confined within this f~cility are designated by departmental 

review board. It j.s -under-utilized at this time, and it is believed 

that there is sufficient need for control of other inmates in Halpole 

which could be considered for this segregated facility • 

The staff in 10 Building is permanent and far exceeds the number needed 

to control this area. Many wastecLmanhours exist in this area which 

seldom has to confront more than one inmate at a ~ime, and these inmates 

are in handcuffs. Moreover, the Administration has built individual 

recreation facilities within the units which are commonly t'eferred to as 

. "kennels ll and this name describes what these individual recreation areas 

appear to be. 

95. HEDEFINE THE DEPAATr,1ENTAL PbU'CY AS TO n'-lE USE OF 10 BUILDIN'G IN 
\'lHICH \'IALPOLE CAN In-'!'LlZE nns FACILITY AS A Ul'lG TERM COi~TROL U'~HT FOR 
EXTREf'iE DI SC I P LI NARY CASES. 
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96. CONTINUE TO USE lllE LEVEL SYSTH~ BUT AVOID TERHINOLOGY OF "BEHAVIOR 

r'lODI FI CAT! Q'l~/. 

. ..... . 
PJ:ASSESS THE STAFF COI"iPLEMENJ \'IITHIN THIS UNIT AS IT IS PRESENTLY 

., ......... • ,., , • .' < • 

BETWEEN 11,I-TO-18 ON A DAY SHIFT. IT IS BEUEYED THAT EIGHT OFFICERS 

COULD t-tn.N,AGE THE PROGRAM DEMAl\lD REQUIRED IN THIS UNIT. 

98. DISAsSErvu3LE :r~IE ~~KENNELS~~ A~jD REPLACE \~ITH THREE SPACIOUS YARDS 

ENCLOSED ~iITH CYCLo~iE F~NcE; THESE yARns sHOULD ~IAYE sotItE RECREATIONAL 
,... ..... ..... ,,_,. .... .. of ... _ • 

IT~ SUQ-I AS BASKElB.I\LL. GOALS., PUNCHING BAGS., ETC~ 

.. •• • ... .. .. ...... ....... ~I. .. .. • ... .., • • 

991 USE lNDIVIDUAL S,EGREGATICN SHEETS TO OOCUMENT DAILY ACTIVITIES OF 

INM.A.TES CONFINED VIITHIN THE UNIT. 

, 'SAFETY & SANITATION 

OBSERVATION: 

Other areas of this report have pIentioned the need for an u,pgradi)lg of 

sanitation in the cont'rol of pests within the livi,ng units as '<vell as 
, ' 

other areas of Walpole. The guidelines in a policy should be established 

~n prohibiti,ng i~mates from maintaining pets in their cells. Sanitation 

generally involv=i:ng the person!'tl property, the mterloadi,ng of: electrical. 

systems, all has been alluded to previously to descrihe a h;:;.;~ardous 

condition at this facility. 

There are no €.ystenunatic checks being made of emergency entrances into 
/' .......... 

• ) these living units. It is essential that thes'e entrances be secure and 

operatioQal j,n cast.! of cmet"gcncy. 
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100. IT IS RECOi/MENDED TH.~T A' SAFElY AND SANITATI ~ OFFICER. BE APPOINTED 

TO I~1Pl£MENT A DAr LY SYSTE~1 OF PEST CONTHOl AND fvlDNITORING OF S,L\NITATI Q\J 

AS WELL AS ~1AINTAIN A PROGRAM OF MONITORING SAFETY FEATURES OF THE' . -. 

INSTITUTIONS PARTICULARLY THE EMERGENCY EXITS. 

. ........... .. . .. ..... .-
101. ALL Efv1ERGENCY ENTRANCES OR EXITS BE I NSPECTFJ) AT LEAST ONCE A t''1ONTH 

.. ., ,.. . . . ..... ,. . ... , ...... , . ., 
AND THAT WE INSPECTIONS BE' DOCUMENTED. THE EMERGENCY KEYS BE UTILIZED 

IN MAKING THESE INSPECTIONS 'TO INSURE NATURAL \'IEAR AND cm·1PATIBILITY OF 

n'IE KEYS, 

. ., .... . .... ...... ... .. ... .... , .. .... . .. 
102. PROVIDE [tORE Ef'1EHGENCY EXIT KEYS FOR EASY DISTRIBUTla~ IN THE 

CONTROL ROavl.· 

SECURITY 

There are a number of security procedures and features which need to be 

elaborated upon and others highlighted wh:'ch may enhance the operation 

of the institution and provide for a more secure environment for all 

concerned. It is believed that a system would bu helpful in developing 

a method '-1hereby security windmoJs and outer buildings are i.nspected 

routinely and these inspections are documented. It would be of assistance 

if a shakedmoJn cre'-1 was assigned on the PH shift to do in depth shakedmms 

~f ;,ork areas, hospitals, educat1.on d~partment, and n11 other areas of 

the institution. Shakedown crm-1S could be assigned for the purposes of 

irregular searches of cell houses, as \~ell as inmates. This. too, can 
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be monitored and logged. Walpole, not unlike other correctional institutions 

in ollr country, has expe,rienced its share of introduction of narcotics 

into its general population. Th~re are a variety of methods of searches, 

checks and balances which can o'ccur that n'ay. stem the tide of such 

introduction. One fur.ther dimension of such preventative action wo~ld 

be a urinalysis survey of inmates. on a random basis i17hich could identify 

the possible users of this contraband. 

Another concern with reference to security is inmate accountability. There 

are four official counts tak~n each day at 7:00 c,;.m., 11;45 a.m., 5:00 

p.m.) and 10:00 p.m.' From 10:00 p.m. until 7:00 a.m., counts are taken 

every 30 minutes. It was learned, however, that some unit officers do 

not enter the upper galleries of the housing units during these night 

hours., All counts are 'administered iYith the inmate locked in the cell. 

The only exception to this procedure would be for those few inmates 

permitted to "out count". 

Inmate idleness is predominent due to the lack of work assignments. 

Detail kits are not utilized on those work details that are operational 

nor l.s there a pass system. It is believed that inmate accountability 

occurs only assurance at count time. 'rhe only inmate photographs available 

are located in the inmate's central file outside the control center and 

in the Deputy Superintendent!s office. 

1Q1L IT IS RECa1JlENDED THAT A SHAKEOO~iN CRE\~ BE ASSIGI'Jm ON n-!E rn SHIfT 

TO 00 IN DEPTH SEARCHES OF \~ORK AREAS J HCBPlTALJ EDUCATlQ\J DEPARTMENT" , . 
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AND OTHER AREAS OF THE I NSTITLrf ION AND THlff IllESE SEARd'lES BE DOCUt1ENTED. 
• • ••• • •••• .,.. •• to ., ... , •• 

SH/\KEDO,~N CRE'8S COULD BE tJrIUZED AT OTHER TI~1ES FOR CELL HOUSE SEAHCHES 

AS \~ELL AS PERSCNAL SEARCHES I 

.. ' ... ,.. . '." ...... .' ...... ............... .., ..... .. 
SECURITY DOORS BE INSPECTED ROlIfINELY FOR Tf\MPERII'lG AND THAT 1111S BE 
.. •... _.. • ... • . • ..... ·.·w· •. , 

DOCUMENTED AND ttDNITORED. 

.,. ..... . .. .. ... ..... .' ... - . ... . ... .... 0.... ... . .. 
THl: PURPOSE OF DISCOURAGING THE INTRODUCTION AND IJSE OF NARCOTIC DRUGS • 

.,' .. ".' '. .. 

.' .: ~ .... '0"" • 
., . ...... ~ 

. ' 

.. " .. .. .. .. ... ....... t...... .. • . .... ... .." ...... u .... .... .".... .... .. .. • ••• ... • ... .., ... 

WHICH INCLUDE AN INf'1A.TE PHOTEJ N.Al'iE~ REGISTER NUjv1BERJ AND HOUSING LOCATION, 

THAT A SI'j'1I'lA,R iD CARD' BE' MAINTAiNED IN THE HOUS'!'NG uNi:r AS \~ELL AS i'N' 
.,., .... . .... .. -0' ........ 

T1-IE VISITING. ROOMS I 

. 102. A PAs's ·SYSTH1'·SHOULD BE i~iTi'Ai-En \A,}iICH'V{OULD PE~~iT AN iN~v\TE - ' 
t ... ". - t ,.... ...... .. _. .. .......... 'I.... ..... • _.. .. ... ...... ... .. oo .. 

AUTHffiIZED PASS.AGE FROM HI.S VI0RK ASS.IGNMENT TO OTHER AREAS. 

EHERGENCY PLANS 

OBSERVATION: 
, ~ .. 

-: . . 
'. ',I' .. 

• oo : '...: 

, .... ,.. 

A state correctional manual addressi,ng escapes, riots, hos~age, fire 

control, bombi,ng, etc., is kept in the Superintendent's office. At thi,s .. 
. ' .; 

time, only one manual is available. 

-87-

_ ..... ..., --.-~-:~~.~---.-.--,.- .. 



(. 109, SUGGEST THAT ALL Er~PLOYEES, BE REQUIRED TO BECOME THOROUGHLY FAMI LIAR 

\~ITH THE EIv'IERGENCY PLAN AND THAT THESE PLANS BE REVIH/ED ANNUALLY I ~, . 

COpy SHOULD BE MADE AVA I LABLE FOF< Er~P LOYEE REV 1 EW I N THE CONTROL CENTERS a 

CONFIDENTIALITY AND .b.CCOUNTABI uTi OF mESE PlAr~S ARE ESSENTIAL. , ., 

FRONT ENTRANCE SECURITY 

OBSERVATION: 

The physical structure and front entrance procedures seem tO'be adl2!quate. 

All visit.ors and staff must pass through a three-door security sa11yport 

with a gun tower officer providing supervision and control on the two 

inner doors. After presenting ID and ,reading contraband declarations 

and signing the, same, all visi,tors along with staff submit to a walk-

through metal detector. This sensitive system sometimes requires the 

removal of belts and shoes. Carry thro,ugh items are closely scrutinized. 

Visitors are also stamped for black light identification. Ho~vever inmates 

passing through the front entance along with the escorting officer 

circumvent the security system. The reason given is that the inmate is 

\vearing restraints but, no reason is given for the escorting officers. 

The inmate is escorted through the receiving unit where no metal detec.tor 

is available. 

The front entrance security requires that all staff submit to this 

cursory search and "sensitive metal detector". Any staff \vho has regular 

access to the facili ty would avoid bringing in any metal device. It 
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does not exclude other types of contraband. Therefore. it :ts deemed .em 

unnecessary exercise whic,h has little impact on the monitoring of staff 

{. entering and leaving an instituti'on. 

• 0.' ...... , .,. •• .. . • • •• ...' •• 

1l0r THAt STAFF PERSONNEL NOT BE REQUIRED TO 1tlAU< THRO,UGH A tv1ETAL DETECTffi. 

. .... .... .... .. ............ ,.. .......... .., 

ill. ALL INMATES ENTERING THE INSTITlffION PROPER BE INSPECTED FOR CONTRABP.ND 

ITEt'1S~ RESTf~i'N-rS SHOOLD BE' RB"IDVED i'N SAU::~'PORT ;~D ii~M~TES SHWLD BE 
• n .... ..., • ,. • ..., ...... , ........ t ... ..... • • .. •••••••• , 

SUBJECTED TO THE \'/ALK-ll-IRO,llGH f-1ETAL DETECTOR. 

.. ......... ........... . .. " .. - ..... ... . .. , ~' .. """"""'" ...... ... .. ., .. _. .. .. ,. .. .. 
fUNCTla-JS SHOULD CONTINUE' 1'0 WALK THRQUGH 111E. METAL DETECTOR ,AND HAVE 

• • .. OO' .. .. ..... ..... ~ .. ... 

WE BLACK lIGHT INK USED. 

ill. lr~r~TEs' ASS,IGNED TO TI~E FRO~T END LOBBY' OF UALPOtE SI~()ULn BE' FR(~1 
THE NORFCii< COR'RECTI ~iAl~ INSTITuT'I:OO': PN i't~S'IDE '!.'Nrvv\TE SI:IOOLD NOT. BE . 

• .. ~ • ..... .. ~ .. 0° .. ..... ., .;... .... ,_. ~. ... - ~ • ... .. -- •• ,... ....... - • • .. .. • .. 

ASS,IGNED TO nils AREA, AS THIS PLACES UNDUE PRESSURE. UPct.l.SUCl-1 :AN INW-I,TE. 
... .... .. r~" ...' ., •••• ~... ,.. "'0 

.. .. ... '0 .. ", .. _ .... , .... 

TO INTRODUCE. CONTRABAND INTO THE INSTITUTION. 

. ,' . 

. ' .. 
" : 

". 

, 

REAR ENTRANCE . ' .. ,.. . 
; ~ (' .:'. t 

. ~ .'. ~ 
;-.. : . .: 

OBSERVATION: .,.' .... ... ,. ~ 
" 

'l'hc. rear entrance (vehicle entrar;ce) is operated from ap. armed tower 

which has good visibility of the entire search procedure. Their ent:rance 
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is equipped with inter-locking vehicle gates. There are no inmate ID 

card~. Inmate peJastrian traffic is not allowed. However, it was 

• learned that on' occasion, the front end assigned inmate is allmlTed 

passage. Proper security procedures were utilized for the passage of 

vehicles. 11m"ever., the gate officer must also serve as the escorting 

officer. This necessitates the closing of the vehicle entrance each 

time a vehicle enters the lnsti'tution. It was noted the truck weight 

scale has not been operational for a year or more. \ This scale is utilized 

to we.igh raw materials entering the institution and scrap materials 

being removed from the facility. All traffic through the rear gate is 

logged. 

• •• t. • .' 

llLl. l\N ADDITIa~AL OFFICER FOR ESCORT PURPQ,SES SHOULD BE PROVIDED THIS , 

fvX)ST IMPORTANT POST TO INSURE SECURITY AND PREVENT TRAFFIC TIE-UP. 

TIS. THE T~UCK SCALE SHOULD BE REPAIR~ A~D MIillE OPEfATl CNAL. 

CONTROL CENTER 

There are two control centers at Walpole, one is located at the frout of 

the Administration Building, ~nd the other is located within the institution. 

Both control rooms were fuund seeu.re. The armory and security officer are 

located in the outer control center, as well as a small key cutting machine 

(security officer also performs as a lock smith)>> the mail room, and the 

communication s,Ystem (TUX). The outer control center is responsible for 

identifying all visitors; i.e., inmate and institutional. They also 
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operate the outer security door to the three-door sallyport security 

entrance. The control cente~ staff arc responsible for monies received 

from the enormous amounts and variety Gf hobbycraft items. A running 

account of nelY commitments and transportation of inmates to and from 

courts, hospitals, etc., is maintained and communicated to (he inner 

control center. ,A base station and three portable radios and the emergency 

keys for the institution are also located here. It IV'as observed that 

t:he outer control center is over staffed by one position on the day 

watch and two positions on the evening ~vatch. 

The inner control center also serves the needs of security an4 inmate 

population. Three security doors which form the sa1lyport entrance 'are 

controlled from this area. Key issuance and official counts are administered 

from this area. A few items of emergency equipment are stored in this 

area; Le., the batons, helmets, gas masks., Keys are issued on a paper 

chit, hO'.vever, several key hooks were without key or chit. It was also 

determined that not all keys are turned into the central key location. 
, , 

The reason given for such departures from normal procedures was pilferage. 

Inmate visitors for maximum security inmates, the protection uni't, and 

for the departmental segregation unit are accounted for upon passage 

through this area. The other control center is over staffed by at least 

one position on each of t\W shifts, the day and evening watch. 

ll6. DEVELOP A ,KEY BOARD SYSTEM AND ISSUANCE \'~rlICbl \'H u. INSURE ACCOUNTABI UTY 

AN!) RESTR I CT ION OF I<EYS. 
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li7. ('U\INTAIN A SMALL Af/iOU~H OF CHEf'HCAl AGENTS IN THE INNER CONTROL 

CENTER FOR I t!i'ir::D I ATE USE • 

" " 

118. PBX SHOULD CONTROL ALL TEL:EPHa~ES \,HTH n"IE EXCEPTION OF THE SUPERINTENDENTS t 

.. .. . 
119. REDUCE THE NUi'1BER OF POSITICNS AllOCATED SY AT LEAST ONE Q\l All-

SHIFTS FOR BOTH OUTER N~D INNER CONTROL. CENTERS. 

TOOL CONTROl .. 

OBSERVATION: 

The institution's industrial comple~ and mechanical shops are without 

tool control. 

~.. . .... _. ..... ... 
ECONav1IC REASONS. 

.. . ... , ..... - . .. ...... ,. .. _. .. .... .. 
]21. All- TOOLS SHOULD BE" INVENTORIEDJ MARKED BY SHOP CODE" J:lLACED ON A 

SHA1XM BOARD.: AND HADE SEC"URE":' ALl~ TOOLS SI~O"ULn BE ISSUED BY A IICHIT 

sys~r81' . 

.. . .. . . .. ......... . ........ ,.. . "'. .. 

BE ISSUED TO E,MPLOYEES ONLY AND lJSED lij~DER STRICT SUPERVISICN J CLASS DJ 
TOOLS I SSUED TO HWII\TES SIIOULD BE ACCOUNTED FOR • TOOLS SUCH AS Fl LES 

.. ... .. .. '" ....... .. . ..... .. ... .. 

AND HACKSA\'JS SHOULD BE SECUr~ED IN THE CONTROL CENTER AT lHE END OF EACH 

DAY •• 
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RATIONA1.E ---
• Tool control is one of . the basic secl.n::i.ty req'-;lirements at a correctional 

institu"tion. Properly monitored t it minimizes the manufacture of ,,,eapons:t 

the use of tools for escape put{>t1.:es and weapons, and minimizes cost for 

replacement. These recommendations will enhance sound security ma~agement. 

TOWERS [, PERIHETER SECURITY 

OBSERVATION: 

A 22-foot concrete self-standing \Vall,. topped by five strands of electrical 

ch~rged wire (approximately 240 volts} and seven armed towers provide 

.the perimeter s(;;curity. In: the front a.nd rear towers, pedestrian and 

vehicle, armaments include a 45 calib.~r machine gun. Only one tm.;rer 'vas 

visited during the audit. The tOl.rer \07aS in excelle.nt condi.tion. All 

e~uipment ~as accounted for and in good condition. However, it was 

alleged that in some to.,7ers t.he level of sanitati.on and conditions of 

e'l.uivme~t was below acceptablesta~dards. 'l'he perimeter lightil).g prov:i.ded 

b¥ "lights atop the walls seemed inadequate for p'roper supervision and 

surveillance • 

. . .. , .... . 

flEC(n1E!mATla~S 

.. " . . ....... . ...... . 
123. FbN111LY INSPECTIONS BE t·1ADE OF ALL TO't',fERS TO INSURE THE EQUIP~iENT 

.. .... '" 
••.• f' ... 0 & • , ••• 

SUCH INSPECTlq~S -IS BEING PROPERLY CARED FOR AND ACCOUNTABILITY EXISTS, 

\'!OULD ~'K)TIVATE HIGH STfflDARDSOF SANITATION, AND INSPECTIONS SHOULD BE 

DOCU'-'\ENTED • 
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124. IfllPROYE PERIMETER LIGHTING BY REPLACING 100 '-IAn UGI-ITBULBS \,IITH 

200 HATf BUL13S ATOP THE \~ALLS, 

. -

125. REPLACE MACHINE GUNS AT FRONT AND REAR ENTRANCE \~ITH SEMI-AlffO~·v\TIC 

RI FL£S SUOI AS TI~IE M'!'LrrARY r\-lq. 

ARt-lORY 

OBSERVATION: 

The Armory is located within the outside control center which provides 

excellent security. A locked security door separate::; the A'\:"mory fro!'l 

the control center. The security officer or his assistant issues and 

maintains all equipment. All equipment is stored in. an orderlY fashi.on. 

The. weapons checked were clean and lightly oiled. 'I'he chemical .agents 

(tea.r gas) wer~ 'in date, and the supply on hand is adequate. An inventory 

of all weapons and related equipment is maintained in ~. central log 

book. All issuance of equi.pment is logged. The portab.le cutting torch 

is stol:'ed outside. the insti tution along ,<lith a fire truck • 

. '" ... ~ .. , ... , .. 
RECal£NDrfrnXlS. 

125. THAT W\CHINS GUNS BE REPLACED BY SEMI-Aura~Tlc ~IEAPO't\fs SlJC:.I-t i~s 'mE 
H-14. 
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LOCK SlIOP 

OBSERVATION: 

Only an abbreviated lock shop exists at Halpole. A few' key blanks and a 

small key cutting machine are located within the outside control center. 

Security and sanitation \07aS found to be good in this area. All major 

lock work or key replacement is accomplished by sending the broken items 

back to the factory. The Armory Officer handl~s all minor and key. work 

requests. 

HECO"l\'fNDATIONS 

. •• _... .. • ..... ...... .. ..., ...... ' .... , • •• '. • ".0 • ,0 .. .. .. 

127, CONVERT A CORRECrIONAL OFFICER POSIT'I(l\j TO A LOCK SMITH ~\ND PURCHASE 
.. .,i .. • ........ ..... .. .......... - .. ... .., .. .. .... 

NECESSARY EQUIPMENT TO REPAIH AND fviAINTAIN INSTITUTIQ"lAL LOCKS PND l<EYS. 

sPEciALI'zrn TAAI'Ni~NG \:I'I'U~ BE' NECESSA;RY FOO n'1E LOCKSMlii-t " 

. RATIONALE \ 

An experienced and well tndned lock smith at a security institution is 

essential for t.he maintcllunce of a locki,ng system. A staff ulernber can 

be tt'ained to pE.~rform tills Ilss,ignrnent which would enhance security', 

reduce repair, and be j.1\ a position to remedy and replace defective, 

locking syE: terns when llC·CclllU. 

, , 
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CLOTHING SERVICES 

Each inmate is initially issued t\olO sets of trousers, shirts, undenolear l> 

• coat, anp one pair of shoes. The clothes are not marked beCAuse the 

marking machine has been broken for some time. An inmate marks his mTn 

clothes with a marking pen or othp,r device. Replacement clothing i.s 

issued each six months as needed. The laundry washes tmolels, sheets, and 

pillm\l cases on a weekly basis by housing unit r.otation. A hous1.ng unit 

laundry inmate handle~ all inmate clothing. Such clothi:ng is \-lashec. on 

as needed basis. It is reported that if an inmate'does not provide 

payment to the laundry, his clothes will not be ir.oned andror not be 

returned • 

. ... .... 
HECO>VENTh~TI Ons. 

( ••• .... .. ... ... ., ... .. ... . ... . .. ~ 

128. THAT TIlE CL01HING MARKING MACHiNE BE. REPAIRED AND lfHUZED. 

.... ....... .. . . .... .... .. ... . . .. '. ..... oo.. ...... . - .. .. 

]29, THAT THE LAUNDRY SERVICES BE' SUPERVISED AND THAT PAYt~ENT FOR SUCH 
... .. .. ..' ........ .. ..... ', ...... , 

SERVICES BE DISCONTINUED. 

VISITING ROOM 

OBSERVATI()N: 

There are four visitlng rooms at Halpole designated by a stratificati.ol1. 

system; i.e., maximum, minimum, departmental seBregation, and pl:otectL-:Jn 

" 
.unit. All visitors ure processed through the front entrance, howevc~r, 

some visitors are p,asscd on flimsey ID, such as school ID cards. Visitors 
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U1USt deposit all curry in items in II bus station type l~cker system. 

The visitors sign a declaration statement upon entering and departing 

the institut:i on. All visitors lIlUS t pass through a ,-1all;:.·-through metal 

\, • detector and are marked for identification by the black light system. 

Inmates llre notified by the outside control center of the visit. They 

report to the inside control center prior to being admitted to the 

visi~ing room. No picture card ID is made of the inmate. Inmates are 

given a brush shakedO~ffi upon entering the Visiting room. It ,>1as noted 

that in the maximum visitipg room, the inside entrance to the visiti,ng 

room was not locked. This '(",ould allow any inmate to enter the, visiting 

room at any time. At the completion of the visit, the visitors are 

released first and then all inmates are given a modified strip s.earch 

wpich does not includ~ cavity search • 

. , . . 
/ rfCa.)'E·lD.~TI a ~ 
{ ~ \e 

• .. ••••••• ... • .. , .... .. I .. .. • • '''' ......... .. 

130. PROPER IDENTIFICATION SHCULD BE' EXPECTED BEFORE VISIT IS PERMITTED, 

.... "" .. ,' .... ....... . ...... ,' ...... 
IN~'iATE ACCESS TO THE VISITING ROOM. 

133. A Cm~PLETE STRIP SIIAI<EinvN SHOULD BE m~I·NIsTERED A:r ·n~E COMPLET'I'ckJ 
, . . . 

OF EACH VISIT IN ORDEH TO MINIMIZE THE INTRODUCTIQ\J OF CONTRABAND INTO 

THE 1 NSTITUTl ON, 
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OVERVTEH OF FOOl) ST::RVICE 
---~-- .. -------

t, • 

The Food Service Department at Walpole is under the supervision of the 

Institutiona .... Chief Ste~'1ard. The Storekeeping (Harehouse) and Chief Cook 

report directly to h:i.m. Good sanitary practices are lacking throughout the 

Department. Organization of staff, domestic 'vorkers and inmates is almost 

nonexistant. Purchasing fqr this department is done on an as-needed basis. 

There is no cycle menu or quarterly budget. This department operates on a 

day-to-day or weekly basis. nAs Fed" menus indicate that only one good meal 

with meat is presented daily. The satellite feeding program is substandard. 

Too many staff eat the noo-p. and evening meal in the Staff Din;Lng Room "lithout 

surrendering a meal ticket. The same is tr'ue of st9 ff working in other areas 

where meals are delivered to them. Inmate workers from other areas are 
( . \'. permitted access to the k.itchen area during non-meal periods at which time they 

are p~rmitted to get milk, fruit, etc. ~ ~>1hich they carry out of the department. 

There is no shakedmV'U of inmates departing the production areas. '1:he Food 

. Service staff, for the most part, do not want inmaterJ £Lssigned as 'vurkers in 

production areas. At present, all food production is done by the eight civilian 

cooks • 

•• ... ,,- .' 
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FOOD SERVICE 

OBSERVATION: 

The processing·and payment of institutional purchase orders is excessively 

slow and vendors are reluctant to do business. They have to wait sometimes 

3 or 4 months for payment. 

]35. SPEED UP PR02ESSING AND PAYt1ENT OF PURCHASE ORDERS BY ,THE' CENT'RAl OFFICE. 

RATIONfJ& 

The abo"',: recommendation would makemore vendors interested in doing business 

and shoul;:1 lmoler food service operational costs. 

OBSERVATION: 

There is no quarterly food service tudget or cycle menu. 

BECQI:l1HIDfll I ON 

136. DEVELOP A QUARTERLY FOOD SERVICE BUDGET AND CYCLE ~,~ENU. INSTITUTE A STUDY 

TO CONSIDER PURCHASING OF FOOD ITH1S BY THE CENTRAL OFF ICL' THIS \,!OULD HELP TO 

ALlBIIATE THE LATE PAYt'lENT PROBLH1 • 
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Ri\.TIONALE 

The above recommendation ,o7Ould greatly help in lm"ering operational costs by 

buying in large amounts as opposed to the present "purchasing on an as-needed 

basis." ':- cycle menu ,,,ottld insure a nutritionally adequate diet for inmates 

and alleviate one day a ",eek where a staff member is involved in w'riting a weekly 

menu which at the present t·ime depends on ""hat food items are in the storeroom. 

OBSERVATION: 

There is no shakedown of inmates departing the food service production areas. 

Also, the electric grill door from the Main Corridor to staff dining room and 

food production areas is, for the most part, unlocked, 

• REcon·£ND.~TIOr~ 

'137. ALL I NMATES DEPART! NG ·111E FOOD SERVI CE PRODUCTION AREAS SHOULD BE SHAKEN 
. . ., 

OOlA'N. THE ELECTRIC GRILL roaR SHOULD BE LOCKF.D AT .J\LL TH'IES. THIS maR IS 

COI\ITROLLED BY THE INSIDE CONmOL ROOt~ SO THERE SHOULD. BE NO PROBl£~~ IN KEEPING 

IT LOCKED. 

RATIONALE 

The above recommendations ,,,ould greatly reduce the amount of food inmates arc 

taking from the food service prodiction a-reas, thereby 1m.fering food costs. 
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OBSERVATION: 

• Additional meat items a-re given to inmates ,,,hen they request them at the end 

of the meal. 

.. .. ... 

138. DISCONTINUE SERVING EXTRAS AT t.fIEAL'S END. HAVE PRODUCTION OF "·JELL-ACCEPTED 

RATIONED rrEt·1S r"'DRE IN LINE \~ITH INSTITUTIONAL INtiV\TE COUNT. 

RATIONALE 

The above recounnendation ,,,ould help to reduce food costs. 

OBSERVATION: 

No position descriptions or areas of responsibility for staff or inmates. 

{' 

BECorramATION 

... , .." 

139. DEVELOP POSITION DESCRIPTIONS OR AREAS OF RESPONSlBiLIlY FOR STAFF AND 

I Nl'.1J\ TES, 

The above recommendation would help to organize staff and inmates as to jobs 

as~ areas of responsibility and would ~elp to reduce idle time. 
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OBSERVATIO)l: 

Eight civilian (staff) cooks do all the production work for all meals. Fifteen 

domestic help and 25 inmates do cleaning, serving, plating diet meals, and set 

up and serve in the staff dining room. 

RECDiiEimAI I a 1 

1Iill. DISCONTINUE THE U'SE OF W1EST'IC HELP PN0 REPLACE THB.1 \lHTH IN~~T'ES. HAVE 

THE STAFF SUPERVISE ALL PRODUCTION AND SANITATION OF lHE DEPART~1ENT V.JITH THE 

I Nt1A TES 00 I NG THE VfORK. 

RATIONALE 

The above recommendation would free civilian cooks to train and supervise inmates 

in all phases of food preparation. This would reduce operational costs because 

domestic help would no longer be utilized. 

OBSERVATION: 

Sanitation is substandard throughout the entire department. 

1Ll1. DEVELOP A DAILY SANITATION CHECK SHEET TO BE FILLED IN BY THE CHIEF COOK 
. 

THAT IS ALL INCLUSIVE FOR THE DEPARTMENT \'HTH COPIES TO BE SENT TO CONCERNED 

INSTITUTIOf.JAL EXECUTIVES UPON DAILY CO~1PLETlON, 

-102-
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\. RATIONALE ----...---

The above recommendation ~.;rould tip-grade the sanitation of the entire department. 

OBSERVATION: 

There is evidence of rodent infestation in the storeroom. 

, ' 

RECOr 1::8 mN I Of ·1 

1LI2. DEYELOP A PROGRP~1 FOR CONTINUOUS RODENT PREYH1TIONl 

RATIONALE 

The above recommendation when developed should alleviate the rodent problem 

that presently exists. 

OBSERVATION: 

The satellite feeding p~ogram is substandard 

. " .. 

143. BY PRE-PLATING t'1EALS IN THE FOOD SERVICE DEPI\RT~1ENT THHI '!SPORTING IN 

REFRIGEf(J\TED CARTS \~!ITH r·iICRO\',/AVE OYENS FOR REHEATING IN THE SATELLITE UNITS 

WOULD HELP AlLEVIATE OYER-PRODUCTION NtD GREATLY H1PROYE THE OUALITY OF t/£ALS. 
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• RATIONAL~ 
The above recommendation would lower the possibility of a food bbrne disease 

being contacted by inmates in the lock-up units. 

OBSERVATION: 

Inmate unit '\vorkers, etc., are permi,tted to "score" on fruit$ milk, etc.., in 

the food service. Observed inmates leaving the department with fruit, milk, 

etc. \~as informed by staff that inmate workers are rewarded in this manner 

throughout the institution'. 

RATIONALE' 

The above recorrnnendation should lmver operating food costs. 

OBSERVATION: 

The Staff Dining Room serves· the noon and evening meal; 175 to 200 plus staff 

members eat daily. Heal tickets cost 96C each. Heal t:i.cket collections amount 

to only approximately $'30.00 a day. A staff member from the storehouse collects (. money during the noon meal. He is positioned at a tab1e at the entrance of 

the Staff Dining Room; no one collects for the evc.'ning meal. 



l. I, . . 

1ll5. ALL STAcF PARTAKING OF t·1EALS BE REQUIRED TO PURCHASE A ~'!E/IL TICKET IN 

ADi'l1NlSTRATlVE OFFICES OR THE INSIDE CONTROL ROOf'~J SIGN AND DEPOSIT SN1E IN 
. . . . 

A SECURE BOX LOCATED IN THE STAFF DINHW ROOM. THIS SHOULD BE ~!'ONITORED BY 

THE CHIEF STB~AR.o OR CHIEF CoOK AND NOT THEIR DESIGNEE DURING THE NC}ON flNP 

EVENING MEALS. 

M,TIONALE 

The above recommendation ,,,ould reduce the food budget by approximately $55,000 

per year. 
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PRISON INDUSTRIES 

OBSERV A'fION: 

There is a lack of revenue for operating capital Hithin the Industries 

Operation. 

. " .. ........ . "'" . . .... ......... . 
J.L!68 PLACE A VERY HIGH EMPHASIS (X\J GETTING LEGISLATIVE CHANGES TO TI1E 

.. . .,. . -. . ... , . ,\.. ., '" ... 
PRESENT LA~~ TO ALLOr'l THE REVENUE FROM THE SALE OF AUTO LICENSE PLATES TO 

. . .. .................... . ..... . 
BE RETU~~ED TO THE INDUSTRIES OPERATI CN AS OPERATING "APITAL. 

INDUSTRIES TO BILL THE fbTOR VEHICLE REGISTRY DEPARTt1ENT FOR A ~10RE 
. ... ..... .. . ....... ' .. ' .-

REALISTIC SELLING PRICE PER PLATE. FRON TIiE LH~ITED VERSla~ OF THE 
. . . ~, ... . ... .... ... .. 

STATE USE LAY-I THAT ~~/AS AVAI LABLE TO THE TEAM) THIS \'JOULD APPEAR TO BE 

BOTH LEGAL AND FEAS lBLE • 

OBSERVATION: 

There is no. ~tab1e inmate Hork force in Industries'. 

BEca lE·mATI at 

1L12. INCORPmI:\T~ INTO ~niE NE\'I CLASSIFlCATIQ\J SYSTEM.I CI~ANGES TI-tAT ~n'LL 

INSt:JRE THAT INDUSTRIES GET A STABLE) AS NEAR TO FULL--TIME) ~~ORK FORCE AS 
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PCBSIBLE. 

~. 
".", 

1/'l9. AN IVMEDIATE CHf.\NGE t1UST BE t1ADE AT l11E, INSTITUTIQ\I LEVEL TO RH1JVE 
, , 

THOSE INMATES WHO ARE ASSIGNED TO INDUSTRIES BUT ~\/l-IO DO NOT \~mKJ FOR 
, ' ' 

~JHATEVER REI\SCN J N~D ARE CARRIED O'J THE ItJDUSTRIES ROSTER AS ~/t1JASSIGNED~/. 

OBSERVATION: \ 

There is a lack of accountability and control of inmates ass,igned to 

Industries. The present accountability system provides for a door check 

count to be made by a correctional officer located in the central Industries 

Business Office with rosters of inmates by shop assignment, as the 

inmate;s report to work in the morning. If an inmate fails to report to 

I 
I ; \·tt 

work, this correctional officer attempts to locate the individual by 

telephone and if location is made, an entry is made on the officer's 

roster. There'is no check made as work force leaves the Industries area 

for the noon meal. The only check that is made as the v70rkers return 

from the noon meal is if the correctional offic'er sees them and checks 

them off on the rosters. There ~.,as no evidence that any cross check 

was made between the ofHcer who maintains the roster, the shop supervisors 

(instructors) or the correctional officers located in the various work 

areas. 

REcarfNDATI ai 

. , . . . .' 

]5~. AH EFFECTIVE ACCOUNTABI UTY AND CONTROL SYSTH1 FOR INMATES ASSIGNED (.\ 
~ ) 

TO INDUSTRIES SHOULD BE DEVISED AS soa~ AS PCsSIBLE AND SHOULD INVOLVE 
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--------------------------------------------
THE I NDUSTR I ES PRODUCT! a~ SUPERV I SOR (I NSTRUCTOR) TO A t'1UCH LARGER 

EXTEf'.!'T • 

OBSERVATION: 

The complete area of materials handling from the procurement of rmoJ' 

materials to the shipment of finished goods warrants a thorough review 

and overhaul. 

Under the present method of procurement, there are excessive levels of 

approval required to commit anything for purchase. As an example, a 

request to procure an item would originate with the l'roductiotl Supervisor 

(instructor) of the using shop~ passed to the institution Supervisor of 

Industries for approval, routed to the "\fuite House" (located on the 

Halpole MCl grounds) for next approval, then to the Ind.us.tries Central 

Office to be routed to the State Comptroller's Office (for certification 

of funds) then finally is routed back to the State Purchasing ,Agent's 

Office to be ~ out fot:. bids. Requests for procurement were noted that 

were 60 and 80 days old. 

Raw materials are stored in a variety of places. Netal stock (aluminum) 

for auto plates is stored on ·the metal shop floor, the wareh.ouse, and in 

a cage area next to it, or. in the Sign Shop. As raw materials are 

received (1. e., aluminum coils), they are received and invoiced at the 

vendor weight, size and quantity documentatl.on. The only stated reason 

for rejection was for coils being "doubl<e stackedH (two or more pallets 

with coils stacked together) with the resultant stack ,exceeding the 

weight -capability of the liEting and handling equipment_ 
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\.. 151. THERE SHOULD BE ESTABLISHED A QUALITY CONTROL PROGR.A!'1) PROPERLY 

STAFFED Arm EQUIPPED TO INSPECT AND ACCEPT OR REJECT" INCO~'1ING ~\.Il 

t11\TERIALS AS \,IELL AS OlITGOING FINISHED GOODS. 

,~ , . 

.. . . . 
152. CONTROLS SHOULD BE ESTABLISHED TO RESTRICT ACCESS TO ALL STORAGE 

AREAS AND TO HltPLEt·1ENT RIGID ISSUANCE AND DOCUf1ENTATIO'-l CONTROL PROCEDURES. 

]53. DEVELOP A t,1ETHOD OF COI~LECTION') SAVI'NG" SmTING" AND DISPOSAL 01= 
. ".. .... ... ... . ." .... .... ... ... . 

SCRAP METAL FRO~' THE METAL (AlITO PLATE) AND S,IGN SHCP. 

OBSERVATION: 

There was no evidence of the use C?f safety shoes, eye protection, hearing , 

protection, or gloves in the Metal Shop, Sign Shop, or P~int Shop. (The 

Brush Shop was shut-dmvu due to a lack of raw materials.) The supervisor 

of Industries indicated that the foundr.y operated with full safety gear 

issued. 

. . . .. . . 
154,' f'lll,CHINE GUARDING: TIIEPRESSES USED IN THE r'lETAL (AlITO PLATE) SHOP 

.. ... .' . .' ". 
HAVE AUTOMATI C FEED) 1I'1O-IIAND S\'/nCH CONTROLS, PRESSES AND SHEARS IN 

USE IN THE f1ETAL SHCP SHOULD ~lAvE PROTECTIVE cAGE GUARDS AROUND TIlE 

EXPOSED RAr1 AREAS I 
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.. , . 
J5S. FIRE Pnon:CTI al : THERE SHOULD BE /\ln~OI\1A TI C SPHI Nl<LER SYSTEt'1S 

. . 
INSTALLED IN THE INDUSTRIES AREA. THERE ARE MULTIPLE AREAS IN \An~Id1 

CARDBOARDJ PACK!NG t'IATERIALS) AND A ~~IDE VARIETY OF PAPER PRODUCTS r1UST 

HAVE ADEQUATE FIRE PROTECTla.l • 

. ' . . .. ...... . " 

J56. Eau I P~£NT : SER lOllS CQ'JS I DERA TI CN SHOULD BE GIVEN TO UPDATING THE 

PRODUCTICN EQU'IPt~NT 'I'N All SHOPS BUT IN PART'ICULA'RJ' THE rETAl SH(P. 

T~IE EQUIPME'NT BEING USED Ir~ n'1E Auro PLATE SHoP I'S LABOR INTENS'IVE~' 
e' •••.• ". ..... • .' • 

PARTICULARLY THE DIE BLOCKS AND PRESSES USED IN THE EMBOSSING PROCESS 

BUT IS NOT COST EFFEcTI·vE.· ,·tHEN NEi~'EQ'urpt~ENT IS CONSI'DERED'J AoD'I'Ti~AL 
PROD'UCT LINES (1 ... ·E·.·., METAL FOOD SERV'!'NG TRAY'S" ~~ETAl BOOK ENDS) ETC,) 

, "". .. . ......... . 
SHaJLD BE CCl'JSlDERED AS PRODUCTIVE ITEt'1S TO ~1AI<E A MORE COST EFFECTIVE 

OPERA TI (X\J • 

\ . OBSERVATION: '. 
During a visit to the Industrie~ area on October 16, 1979, a visual 

. count \vas taken during a walk-through in. the morning and again in the 

afternoon. This chart ShO\"S the location, number of assj,gned inmates, 

and a rough count of those inmates at work: 

Location Assi.glled A.M. (On hand) P.M. 

Storeroom 5 

Brush 4 

Sign 6 3 2 
'. 

Print 20 9 8 t.i Auto Plate 67 16 13 

Business Office 4 3 2 

Foundry 20 8 No check 
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Inmates who ",ere noted in the "unassigned leisure area" ,,,ere 14, 11, and 

13 at various times. 

t,. EElCLTIJ IDAlIill 

,'. ,~ . 

157, \~ITH FULL-TIME EMPLOYEES) BASED tX'l FULL EQUI P~iENT UTI LI ZATI Q\J AND 

AN ADEQUATE SUPPLY OF RA\1 ttlATERIALS) APPROXI~1ATEL'( 105 INt'iATES SHOULD BE 

EFFECTIVELY Et-iPLDYED, 

OBSERVATION: 

Ratio of staff (instructors)/correctional officers to inmates. 

During the tour of the Industries area on October 16, 1979, correctional 

officers were noted in the following locations in addition to the lndustries 

staff: 

Location Number of Corr. Ofers. 

Business Office 1 

Storeroom 1 

Auto Plate Shop 1 

Brush Shop 2 

Print Sheff.' 2 

lSR. r.nRRECTICl'JAL OFFICERS IN THE INDUSTRIAL AREJ\ SHOULD BE SIGNIFICANTLY 

REDUCED, 
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c. 

OBSERVATION; 

On a visit to the Industries cientral Office on October 17, 1979, a 

review ,,,as conducted of th~, ,.,eekly visi ta tion logs submit ted by the 3 

State Use Indllstdes Agents (salesmen). Recognizing that not c'!ery 

visit ,.,ould result in a sale/order, and looking ahead from l4-to-2l days 

on the incomin~ order register (,.,hich is kept in four laxge ledgers, 

entered by the name of the souxc'e (Le., city, county, state department, 

and all entries by hand)., there "las very little evidence of direct 

linkage from the sales effort to actual orders. 

The Director (.f Industries outlined a plan to have a ne~-7 illustrated 

catalog of Industries products ready for distribution in the near future. 

The method of distribution had not been finalized, but the Director has 

very good plans to use old customer orders, state agency mailing lists, 

and dire.ctories of state and local use agencies as sources of informa.tion. 

REC(Jf1HJ]JATIo;·1 

~ , " . ... . . 
A CONSULTING FIRM. BOlli OBJECTIVES AND ~1ETHODS NEED TO BE ANAl.YZED. 

OBSERVATION: 

Business, Financial Management, and Records keeping. 

At every office visited throughout the Industries system, it was noted 

that all records, files, reports, and financial documentation was prepared 
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by hand and in many cases appeared to be duplicated effort. 

In the case of accounts receivables, for example, a check i·s received in 

payment for an order at the Industries office at HCI-Walpole. This 

check is deposited in an account in a local bank. Entries are mad~ in 

a t leas t t,",o ledgers and two forms are prepared. On a weekly basis, 

other forms ar,~ prepar.ed, a check is issued, drawn on the local account 

together with other forms ''lhich are prepared to identify the orders 

being paid and the total sum being paid. This entire package is then 

fonvarded to the Industries Central Office. 

The manner in which these checks and reports are integrated with those 

received from other'Industries locations is unclear. 

An attempt 'vas made to track the process of handling these receipts 

through and out of the Industries Central Office, but due 'to a staff 

training session 'vhich was in progress during this vis.it .. this was not 

possible. 

". . 
nECOf1\18mATHX ~ 

1m. THE CORRECTIONAL hlDUSTRIES DIVIS,'I'ON SHaJlJ) GIVE STRON'G CONS'I'rERATI CN 
I .... • 

TO THE H'1PLEt"1ENTATICN OF A NE\'I FISCAL W\NAGE~tENT SYSTEr1. THIS SYSTEM 

COULD BE PATIERNED AFTEr~ f\ SISTER STATE OR FEDERAL AGENCY HAVING A f'IORE 
.... ". .,...... . .... 

PRESENT DAY STATE OF THE ART METHOD. AN OUTSIDE CONSULTANT ORGANlZATICN. 

\'IJTH EXPERT KNCJ.1LEDGE IN THI S AREA COULD BE HI RED. THE BENEFITS RESULTi'~~G 

FRQt1 BEITER PROCURG1ENTJ RAItI MATERIALS CONTROL., BETTER FUNDS FLOtt. AND 

CONTROL AND STAFF TIME SAYED \~OULD r~ORE THAN 'OFFSET N~Y COSTS INVOLVED. 
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OBSERVATION: 

Roie of Industries em?loyees in the overall institution organization. 

161. T~:E SUPERYISm OF INDUSTRIES SHOULD PLAY A r'1ORE ACTIVE ROLE IN ALL 

PHASES OF THE I NSTITlJrI a~ t'Lll,NAGEMENT. INDUSTRI'ES SHOP ~~AGERS SI:IOULD 

BE MORE INVOI~VED WITH ALL PHAsES OF INr~TE CLASSIFIcATION', hmUSTRIES 
., .... 

STAFF) AS A ~~OLEJ AT HALPOLE J SHOJLD PLAY A FORE ACTIVE ROLE IN THE 

AREA OF INrvv\TI: C~TROL AND InscIPu'NE IN l:HE ~'JffiK MEAt' THERE APPEARS 

TO BE CDt'iPLETE RELIANCE ON THE CORRECII CNAL OFFICERS ASSIGNED TO THE 
. . ... "... ..... '..... .... 

INDUSTRIAL AREA TO ~1AINTAIN DISCIPLINE • 

OBSERVATION: 

Tool and equipment control. 

. ... ., .,. .,. ..... ..... ..... ., .. ." 

152. A STRICT ~'lETHOD OF TOOL CONTROL AND fllANAG~1ENT r~UST BE IMPLE~1ENTED 
•• •••• • • • • •• • ......... •••••••• R 

IN THE INDUSTRIAL AREA.AT r1CI-\'IALPCll. :~ REGULAR SCHEDULE OF INVENTORY 

FOR BOT~'i Accou'r~TABI LItY AND CONDITI ~ l'S t~ECESSAR)< IISI'IAno\'1 BOAP-DS/~ .(A 

BOARD IN WHICH THE OlffUNE .oF A GIVEN TOOL OR PIECE OF EQUIPMENT IS 

DRA\'{N AND IN T'URI~ V1H'ICli ~1UST BE KEPT SECURE) r··1UST Bl: PREPARED FOR All 
. . 

TOOLS ASSIGNED TO ALL INDUSTRIES SHOPS. 
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153, IN PLACE EQUIPt'lENT SUCH AS GRINDERS) SANDERS) AND BUFFERS (ALL OF 

THrEE ITH~S \~ITH METAL CUTTING CAPABI UTY) J r~UST BE SECURED AND CLOSELY 

tl()NITORED .BY STAFF PERSONNEL, 

OBSERVATION: 

Lack of documentation supporting periodic financial statements. 

Support documentation to ~over cost to manufacture, cost of sales, and 

net operating costs appears sorely needed. In reviewing monthly financial 

reports in an attempt to foc~s on the net cost to manufacture a si,ngle 

license plate, for example, the lowest level to which costs could be 

tracked 'vas to the order level. 

RECO'TEHDATIOl'l 

UNIT COST STATEMENT COVERING M.A.TERIALS) LABeR) AND OVERHEAD SHOULD BE 

PREPARED ON EVERY 'liit1 iW,jUFACT'U'RED IN INDUSTRIES,' HrrHOisr THIS BAS'I'S 

TO CALULATE OVERALL COSTS) THE INDUSTRIAL OPERATICl-4')- AS A \:ll-l0U:'~ CAN 

NEVER BE EXPECTED TO BECor1E A SELF-SUSTAINING OPERATION, 

OBSERVATION: 

An apparent lack of basic apprenticeship programs. 

DECi1i.'B ID~TI (};I 

1G5. AflY H1PLOYr~\ENT OF INt·iATES IN A CORRECTIONAL INDUSTRIES OPERATICl'J 
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SHOULD HAVE AS ONE OF ITS fllAJOR ORIECTlVES A TMI N ING PROGRNY1 ~JHEREBY AN 

INt:1t\TE IS RELEASED \'JITHA SI<I Ll,. or~ TRAINING l·n·II CH \'ll LL MAI<E HIr1 OR HER A 
. . 

f.lORE PRODUCTIVE MEf'.iBER OF SOCIETY I OIJE ~1ETHOD. OF ACHIEVING nlls IS ll-lE 
. . . . 

EST ABU SHt"ENT OF BAS I C APPRENTI CESf-! I P PROGRAt'~S I THESE PROGRAMS CAN BE 
. . , 

ESTABUSHED UI·mER THE SPONSORSHIP OF LOCAL UNION COUNCI LS., STATE ,DEPARTt~ENTS 
. . . . 

OF lABOR) AND THE US DEPARTI"lENT OF 1.JiJ30R, Al~ ACTIVE APPRENTICESHIP 

PROGRAM COULD BE ESTABLISHED· IN ,lliE PRINT SHcP AT r'[I -Hi\LPOLE ~!'ITH A 
r1INIMur~ OF EFFORT AND COULD., IN TIME) PAY DIVIDENDS IN BOTH PRODUCT AND 

PERSCX'JNEL. 
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INDUSTRIAL ASSIGNNENT 

OBSERVATION: 

The current tradition at '~alpole holds a job in industries in very low esteem. 

The opportunity for individual profit is higher in other arcas where rackets 

flourish and p.eer approbation is also higher for illicit income. Inmates 

are required to accept assignment in industries in order to qualify for 

later consideration in other jobs. 

HECQ'TElD4TION 

165. IN CONJUNCTION \~ITH THE REVITALIZATION OF ALL AREAS OF THE INSTITUTION ... 

A N8~ SET OF CRITERIA SHOULD GREATLY APPLY TO INDUSTRIAL ASSIGN~1ENT I THE 

DECISION TO PLACE A rWl IN INDUSTRY SHOULD BE rvlADE BY THE CLAS~IFICATIa'J TEAM 

CONSIDERING SLK:H FACTORS AS INDIVIDUAL I~EEDS ... PREFERENCES" AND INSTITUTIONAL 
. ... . .,. ., . . .. . ,. . 

NEEDS, THIS \vILL ELH~INATE THE PRACTICE OF C0l'1PELLlNG f··1Er4 TO' PUT IN TIME 

IN INDUSTRY BEFORE PROGHESSING TO OTHER ASSIGNt'lENTS, AN UNDERLYING EXPECTATImJ 

ASSU~1ES ,THAT VJITH VERY FE\'J ... NECESSARY EXCEPTIONS ... EVERY f"lAN \~ILL !-lAVE SOl''lE JOB. 

RATIONALE 

A major goal at lvalpole \,11.11 be to drastically reduce the pervasive idleness. 

As inmates are compelJcd t9 engate in some productive activity, and as 

opportunities for racket: income. are reduced. the a.lternative of relatively 

high pay in a job where useful skills are learned will become more attractive. 

'-
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He also anticiipate that the members of: a classification team, interacting 

'. 

••• 
regularly with an inmate on realistic concerns about his future, \·.rill be 

able to reach better decisions with him about his job involvement than the 

\ current assignment process can. 

, 

• 
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EXPANSION OF INDUSTRY 

OBSERVATION: 

Inmate idleness is a major problem at \valpole. There are fmV' inmates 

assigned to maintenance 'YlOrk details and only a limited number can be placed 

in educational/vocational training.programs. Prison industries provides 

work for approximately 100 inmates, but the actual number is some,V'hat lmV'er 

than 100 because of periodic down-time or higher priorities elsewhere in 

the institution. 

BECalfJID.~Tlal 

- . 

167. GRADUALLY DEvELOP NEW INDUSTRIAL PROGRAf\~ TO PROVIDE EMPLOY~'\EN1~/TRAINING 
FOR A MINIMUM OF 200 INMATES. 

RATIONALE 

-
'In a penitentiary setting. it is normal to,employ anywhere from 25% to 50% of 

the total inmate population in industrial programs. These programs must 

be carefully selected after thoroughly researching the market. It goes without 

saying' that there must pe an adequate long-term market for the products 

selected. In addition, tlte-production process should involve employable skills 

and in initial capital investment: that is not too high. Production, quality, 

quantity, and speed shoull! equal that of outside industry and modern equipment 

shou:l,d be utilized. Cl1reful planni ng will be necessary to provide both 

production and warehouse space. 
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·\ • HAINTENANCE 

OBSERVATION: 

The physical plant (buildings) and grounds are in a poor state of repair. 

. . 
168. SUBSTANTIALLY INCREASE THE l,,1AINTEN,l\NCE STAFF., PROVIDE ADE1UATE SPACE TO 

HOUSE NS~ fv1AINTENANCE SHOPS AND ENPLOY I~JtfATES IN N'J ON-THE-JOB TRAINING STATUS 

IN EACH SHOP. 

RATIONALE 

We regarded maintenance deficiencies as a major Halpole proble~. None of us 

had ever seen such a meagre maintenance staff or such wholly inadequate spiace 

for shops and supplies in an institution this size. The 'Wood working shop 

has reasonable space and equipment, but the others are j armned into a tiny and 

poorly equipped building. Technical assistance should be reque.sted from NIC 

to survey maintenance needs and help determine the size, staff, and skills 

require? It appears to 1.1S there should be a minimum of approximately fifteen 

maintenance foremen to perfonn such jobs as Plumbing, General Foreman, Electrician, 

Welder, Painter, General Hechanic, and Carpenter. 
o 

Even a minimum staff such as outlined above would provide badly needed work/training 

opportunities for at least 65 inmates. 
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••• In all probabi1ity, a new building would have to be planned, but the cost could 

be minimal if the staff and inmates would do tllB construction. 

To ",hat ever extent possible, recruitment of these people should corne from 

existing staff and in Heu of correctional positions. By supervising inmate 

details, they relieve the Custodial burden inside and the Haintenance staff 

should have Custodial training if they are to manag,~ inmate details. 

\. ! 
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