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PREFACE 

The concept of Community Work for prisoners is not new. 
It dates back to a 1913 Wisc"Tlsin law and has wide implementation. 
Each year new states are added to the rapidly grovdng roster of 
jurisdictions that have passed enabling legislation for programs 
variously identified as "work release" or "work furlough". Each 
year additional correctional administrators and program managers 
face the tasks of planning and inaugurating these new programs. 
This publication is addressed primarily to the officials who have 
this responsibility. 

There are many Community Work models in many correc
tional systems. The following pages attempt to find co m m 0 n 
ground among them and to focus on basic principles, planning steps 
and tested operating procedures. Major problems and limitations 
of the program are discussed and the final section views Commun
ity Work in the total spectrum of the administrR.tion of justice 

This pamphlet was produced by the staff of the Division oJ 
Community Services, Federal Bur,~au of Prisons. Mr. Mark S. 
Richmond, Deputy A ssistant Director, served as principal editor. 
The manuscript was reviewed by a selected group of state correc
tional administrators and others who made several valuable sug
gestions which were incorporated in the text. While the text is 
technically oriented, hopefully it will be useful not only to the 
correctional worker, but to legislators, citizen groups and other 
non-correctional persons who have an interest in community work 
and training programs and how they operate. 

MYRL E. ALEXANDER 
Director, U. S. Bure~u of Prisons 
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INTRODUCTION 

Definition 

Community Work is a program which enables selected prison
ers confined in a jail, prison or other correctional facility to leave 
the institution daily for employment at a regular job nearby. The 
prisoners then spend non-working hours in confinement at the insti
tution. In many jurisdictions, enabling legislation is broad enough 
to permit participation in community training programs and home 
visits for various purposes. l 

History 

Programs of Community Work in operation today have their 
origin in the 1913 Huber Law of Wisconsin which authorized judges 
and magistrates, in cooperation with the sheriffs in charge of local 
jails, to impose conditional sentences in certain misdemeanant cases 
which would (mabIe selected offenders to retain their jobs and, at the 
time, fulfill the obligation of a jail sentence. This 1913 concept was 
adopted in a few Wisconsin counties and has continued in practice off 
and on over the years. 

It drew relatively little national attention until the past ten to 
fifteen years when the idea began to spread to other jurisdictions. 

lCorrectional administrators and program managers today are confron(ed 
with a growing problem of semantics. The terms "furlough" and "re
lease" tend to be too broad and to denote a status which can easily 
be misunderstood. There is also need for a generic, inel usi ve term re
ferring to all kinds of extra-mural correctional programs, as distin
guished from intra·mural institutional plograms. There is further need 
[0 distinguish these actual programs from various community re';;UUlces 
which are in-puts to institutional programs. Such a term as "Com
munity Correctional Programs," for example, is broad enough [0 in
clude components of work, training, visits and others yet to be de
veloped. 
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In 1957, the legislature of North Carolina adopted the principles of 
the Huber Law and two years later became the first state to apply its 
provisions to felony offenders under limited conditions. Subsequently, 
Maryland and Michigan adopted legislation that included felons as well 
as misdemeanants. The broad provisions of the U. S. Prisoner Re -
habilitation Act of 1965 brought community work opportunities to Fed
eral uffenders, along with authority to grant furloughs for other pur
poses. Other jurisdictions have followed suit rapidly. 

Variations 

Several operating models of Community Work can be identified. 
Some jurisdictions have retained the original, rather limited, scope 
of the Huber Law: the program exists only for misdemeanants con
fined in local facilities and it functions exclusively as a cooperative 
arrangement between the sentencing judge and the ".dministrative 
authority of the local institution or correctional facility. 

A rapidly increasing numbt"r of jurisdictions have extended 
enabling legislation to felony offenders confined in prisons and re
formatories. In some jurisdictions, management of the Community 
Work program is placed in th hands of correctional administrators, 
while in others, the statutes require a positive recolTuuendation of 
the sentencing judge or concurrence of the parole board. 

Community Work programs function in some places within the 
limitations of statutory safeguards which exclude certain types of 
offenders, and define the portionofa sentence thatmust be served be
fore Community Work eligibility can be established in certain cases. 

So far, the most flexible enabling legislation was passed by 
the Congress of the United States (and by the several states which 
have adopted the Prisoner Rehabilitation Act of 1965 as a model). 
Federal prisoners are sentenced to the custody of the Attorney Gen
eral who, by delegation, designates the place .of confinement where 
the sentence shall be served. In the language of the Ac~; 

"The Attorney General may extend the limits of the 
place of confinement of a prisoner as to whom there 
is reasonable cause to believe he will honor this trust, 
by authorizing him, under pre scribed conditions, to ... 

"(1) visit a specifically designated place or places for 
a period not to exceed thirty days and return to the 
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same or another institution or facUity. An extension 
of limits may be granted only to permit a visit to a 
dying relative, attendance at the funeral of a. relativ.e, 
the obtaining of medical services nototherwlse avall
able, the contacting of prospective employers, or for 
any other compelling reason CC'T' dste:nt with the public 
interest; or 

"(Z} work atpaidemploymentor participate ina train.
ing program in the community on a v.olu~tar? baS1S 
while continuing as a prisoner of the 1nstltutlOn or 
facility to which he is committed, ... 

"The willful failure of a prisoner to remain within the 
time prescribed to an institution or facility, desig
natedbytheAttorneyGeneral, shallbe deemed anes
cape from the custody of the Attorney General. .. " 

Thus it was the clear intent of the Congress that Comrr.unity 
Work be a r~habilitative tool administered by the Executive Branch 
of Government on a case management basis. 

The Rationale of Community Work 

Community Work is not a substitute for probation or parole. 
It is not part of an internal system of punishment and reward. Nor 
is it an obligatory means of offsetting the cost of public welfare pay
ments to dependentfamilies. Itis intended to be a selective resource 
for the correctional treatment of certain offenders. 

The tasks of corrections are only partly achieved when an 
offender begins to realize why he got into trouble in the fir st place, 
and really decides to do something about it. He also must make a 
reasonable adjustment to thp. environment of the community in which 
he will eventually work and live. This implies that society-and 
particularly the correctional system-must extend its progr<l;mming 
concerns beyond affecting changes in the offender himself. For the 
~najority of offenders changes are needed in the opportun.ities, i~ 
fluences and ways of life accessible to him in the commumty. It 1S 
also essential, before correctional processes start, that there be a 
thorough-going diagnosis of each offender and th~ ~etting o! realist~c 
individual correctional goals as guides in declslon-maklllg and III 

evaluating the performance of offenders as they progre ss through the 
correctional system. 
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Just as all prisoners are not suitable candidates for Commu
nity Work, by any standard of selection, so Community Work, as a 
correctional treatment tool., has little or nothing to offer certain 
offenders. As a practical matter a gangster or other professional 
criminal is ordinarily not sentenced to imprisonment with any signi
ficant intent that he will be "corrected" or "rehabilitated." Rarely 
does the typical "white collar" offender need any ofthe rehabilitation 
services which a correctional system may offer and his commitment, 
more often than not, is a reflection of public pollcy. In the light of 
present knowledge, there is grave doubt about how much can be done 
to change the ways of the chronic repeater who seems to "do life on 
the installment plan" with successive commitments to prisons and 
jails. 

The predominant focus of correctional effort now and over 
the years ahead is on the younger offender who comes, typically, from 
a deprived economic, social and family background. He is most 
likely to be markedly deficient in educational at.tainment, without 
work skills and with little understanding or regard for the middle 
clat:s values upon which our society is based. 

This is the context in which the potentials of Community Work 
are seen. Comn'lunity Work will be an effective correctional tool 
only to the extent that it is used wisely for specific purposes and as 
a means toward the attainment of goals of treatment, training and 
control of selected offenders. 

Multiple Uses 

Community Work is a brid:ge between the institution and the 
community. Its particular usefulness, in some degree, depends 
upon where in the spectrum of correctional treatment and control it is 
applied. Z It has many possible applications, for example, to both 
the intake and discharge ends of institutionalization, 

2 Variations of Community Work are emerging from bail reform programs 
in some jurisdictions. In some instances, employment is a critical 
factor in determining the conditions of release on personal recogni
zance. Community Work may be an essential component of a regime 
which permits defendants awaiting trial or disposition to be confined 
only at night and on weekends. At the other end of the correctional 
spectrum, some jurisdictions are experimenting wilh "open-ended 
parole" wherein the effective date is set after the offender is employed 
and other elements of an acceptable parole plan have been completed 
in the community. 
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At the point of intake, especially for short-term offenders 
who are not suitable for probation or some other disposition, Com
munity Work may provide opportunity for: 

. Continued employment, education or training.: l 

Continued or resumed family responsibilities, as 
through contribut:i.ons to family support. 

Accumulating savings for release, ro make restitution 
or pay legitimate debts. 

Continuing or acquiring the self-respect that flows 
from sel£- support. 

A practical way of demonstrating ability and -::rus.t
worthiness to gain or regain flmployer and communlty 

acceptance. 

Remaining or becoming a contributing member of 

society. 

Oriented toward the discharge end of institutionalizatlOn, es
pecially for longer-term prisoners and thos~ in ,,:,hom ~.u~sta~tial 
investments have been made to overcome handlcapplng denclencles, 
Community Work offers similar opp' , 'unities and at least the follow-

ing in addition: 

A pre-release transitional experience leading to in
creasing personal responsibility. 

A valuable experience in actual work situations re
lated to prior vocational or occupational training. 

Furthering the education and training started at the 
institution. 

Giving the paroling authority a means of testing suit
ability for parole before final decision is reached 

Reducing the risks and fears of both the offend"'r and 
the community associated with the difficult period of 
adjustment immediately following imprisonment. 

:{The increasing use of community resources, in effective correctional pro
graJlllning, includes opportunities for enroll~n.g selected iru~~tes. in ?ourses 
of educa.tion and training in nearby commumtles when partiCIpatIOn In S~C? 
courses can be expected to contribute directly to the attainment·of specifIC 
correctional goals for the inmates assigned. The program locations must be 
within commuting distance of the institution. 
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PLANNING A COMMUNITY WORK PROGRAM 

Debpite the reasonableness of the rationale for Community 
Work and indications of its effectiveness in jurisdictions that have 
gained experience with it, not everyone is ready to accept the pre -
mises upon which the program is based. There continue to be many 
who are convinced that only by locking off..~nders up can the ends of 
justice be satisfied. Neither can it be assumed that a Community 
Work program can be initiated without comprehensive planning nor 
that, once started, the program will continue to function by itself. 
Basic principles must be identified. Within the framework of enab
ling legislation, implementing policies must be formulated. A thor
ough job of community organization is absolutely essential. Opera
ting procedures must be worked out with care. 

Basic Principles 

Fr0m the experience of many jurisdictions operating different 
kinds 'Jf Community Work programs, the following rules are common-
1y aCknowledged as essential to a successful program. 

1. . Community Work should be utilized to the fullest extent 
that circumstances permit. H<)wever, there t:an be no compromise 
with essential safeguards, community acceptance and the careful 
seh:ctiun of participating prisoners. 

~. There must be assurances that the local employrnent sit
uatiun is such that. Community Work prisoners will not displace em
ployed workers and will not be used when there is d. surplus of com
munity citizens with similar skills or trades. 

3. It is imperative that exploita.tion in any form or degree 
b!~ avoided, either as it might affect the community or Community 
Work pritioners. The compensation of Community Work prisoners 
should be no less than that of comparable workers and offenders 
should not be employed under adver se working conditions or at less 
than prevailing standards. Conversely, Community Work prisoners 
should not be employed as strikebreakers or in situations that would 
evoke adverse public reaction directed either at theprisoner involved, 
the corrt'l'tional system or the unit of government. 

4. All prisoners admitted to Community Work status remain 
in technica.l custody and a prisoner who absconds should be treated 
d,::; an escape. 

5. Each job offer should be investigated to determine that it 
is bonafide, is consistent with Community Work policies and will
fulfill the correctional objectives for the selected prisoner. While 
Community Work neither constitutes nor implies a contractual agree
ment between an employer and the correctional agency, it must be 
recognized that some mutual responsibilities exist. These derive 
from the fact that, although employed, the prisoner is still in custody 
and his work release status is primarily for a correctional purpose. 

6. Responsibility for decision-making with respect to ad
missions and removals should be vested in an appropriate official of 
the agency which is accountable for the operation of the program. 
This may require the closest possible collaboration with judges and 
paroling authorities, especially in those jurisdictions where Com
munity Work is recommended or ordered as part of the sentence or 
as a condition of parole. 

7. Written proc'edures should be adopted and followed for the 
control, accounting and disbursement of salaries, wages or stipends 
received by Community Work prisoners The distribution of earnings 
shOUld be agreed to in advance and in writing by participating pris-
0ners. 

Community Organization 

In no circumstances should a Community Work program be 
initiated until there is assurance that the local community has been 
adequately prepared for it. It is essential. that correctional. admin
istrators and program managers promote public understanding and 
support for the program. In part, this is a matter of developing and 
maintaining communication networks for the purpose of imparting 
basic information, interpreting the aims of Community Work, and 
explaining its role in the total correctional process. 

The public education effort should include: 

1. Information to court. law enforcement and government 
officials: At least a consensus support of the program is required 
of the units representing the administration of justice and those com
ponents of the executive branch of local government that will be in
volved. 

2. Use of community leader1?hip: In any community there 
are particular individuals and organizations that are the major mold
ers of public opinion. These may be found in business. in labor 
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unions, among the clergy, in the legal profession, the news media 
a~d .in a variety of civic organizations. Preliminary discussions, 
slmllar to those held with government officials, should be planned 
with the leaders of these groups. 

. 3. Use of citizens advisory committee: An advisory com-
mlttee composed of persons representing local community leadership 
can be an effective structure for utilizing this leadership. While 
such a g~oup would not have operational responsibilities, it may be 
an effectlve n:eans of two-way communication as well as a sounding 
board for pohcy and program development. Members of such com
mittees need to become actively involved beyond attending occasion
al meetings. Some maybe prospective employers who can share re
sponsibility for such functions as job development. In some local
ities, groups havIng an interest in corrections ah·ec..dyexistandcan 
help fill the role of citizen advisory committee. 

Policy Formulation 

. The ~orr.ectional administrator or program manage cspon-
slble for achvatmg a Community Work program should, as part of 

,his preliminary planning, develop a complete operating plan. In ef
fect, this plan will be a detailed statement of operational policies 
and procedures 

The principles identified above, along with others that may 
be appropriate to particular situations, should be translated into 
definitive policy statements. The precise manner by which the pro
gram is to be administered must be fully outlined. Beginning with a 
statement of the purposes for which Community Work is to be used, 
attention should be given such matters as: selection of prisoners, 
transportation arrangements, housing, disposition and control of 
earnings, clothing, supportive services, records and reports. 
Staff assignments and responsibilities must be defined also These 
matters are discussed more fully in the. following chapters. 

The importance of advance detailed planning cannot be over
emphasized. A successful. program depends on the concerted, coop:
erative acts of many persons in diverse occupations and roles, both 
public and private. Such a joint endeavor cannot be Ilp laved by ear" 
but must have specific guidelines for all who are participants in the 
venture. 
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PROGRAM MANAGEMENT AND EVALUATION 

Discussions of the program elemeD.~s that follow are based 
upon the policies and operating experiences of a number ofjurisdic
tions. To this extent they may be viewed, at least tentatively, as 
recommended minimum standards. 

Selection 

Any prisoner wishing to be considered for Community Work 
must apply on forms prescribed. If a prisoner is to be held account
able for his behavior under conditions of extended custody he must 
funy understand and consent to those conditions. 

Full minimum custody should be an obvious prerequisite to all 
cases and, as a matter of policy, the opportunity of Community Work 
should be available to prisoners in all offense categories on an as
needed basis. Necessary precautions center around: the need to 
protect the commllnity against further depredations and threats to 
safety and welfare; the need to protect the program from jeopardy 
arising from adverse public reaction toward the prisoner, the cor
rectionalsystem or the unit of government and the need to avoid sub
verting the intent of criminal justice by allowing certain prisoners 
to escape the onus ofa sentence to imprisonment. These precautions 
can be taken by careful prisoner selection and by judicious timing. 4 

The candidate for Community Work should be in good health 
and physically able to perform the tasks of the proposed job. This 
requirement should not preclude the use of Community Work as an 
unusual opportunity to aid a physically handicapped person in obtain
ing employment consistent with his capabilities or as part of a phy
sical rehabilitation effort. Others who are mentally or emotionally 
handicapped and who are not dangerous may be considered when it is 
apparent that community employment will significantly aid their post
release adjustment. 

4 Greatest care should be taken in authorizing Community Work for of
fenders identified witli large scale, organized criminal activity; offenders 
convicted of crimes against the person, or whose records include such of
fenses; offenders with serious emotional or personality defects and those 
with histories of violent or assaultive behavior; prisoners whose offen
ses involved violations of financial truSt. 
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Community Work is not intended as a program or status to be 
made available to all who may be technically eligible. There must 
be indicated need for the opportunities and responsibilities w hi c h 
the program provides. This type of decision is a case management ju<%?;
roent to be related to the pre-release family need or other individual 
circumstances for which the program is particularly appropriate. 
Further, it must be ascertained that a selected prisoner will bene
fit from the experience. Decisions in cases offamilyneed, restitu
tion and debt payment should be based on investigation so that official 
records will establish the prisonerts responsibility and verify that 
the claimed need exists. 

Where suitable contract work release facilities exist, or can be developed 
in a candidate's home area, he should not be placed in the institutional work release 
program. 

Selection preference should be given candidates whose resi
dence is in the vicinity of the institution or facility, or for whom re -
lease plans in this vicinity are reasonable and appropriate. Although 
this should not entirely exclude others, a number of factors should 
be carefully weighed: 

l. It can be expected that many prisoners and their 
employers will want to continue their local employ
ment after release from the institution or facility. 
Not infrequently, employers will make substantial in
vestment in training Community Work prisoners for 
the jobs they hold and numbers ofprisoners will ex
perience job satisfactions which they are reluctant to 
give up. 

2. A community will not tolerate its becoming a 
"haven" for former offenders who "belong" elsewhere, 
even though they may be under parole supervision. 

3. There will be circumstances in which sound cor
rectional treatment involves relocating an offender 
from a home or community that is untenable or lack
ing in opportunity. Experience, indicates, however, 
that strong ties in the new community are needed. 
Relocating an offender solely because he thinks it is 
a good idea rarely \vorks out. This is especially true 
of younger offende-::-5. 

4, Whenever relation is contemplated, the views 
and cooperation of those who will provide supervision 
~fter releas e must be obtained. This proposal should 
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also be discussed with local officials and community 
groups who would be concerned. 
There will be no general restrictions on the kinds of jobs for 

which candidates may be considered. The expectation is that the 
job selected will be legitimate em:r;loyment and that which bestfulfills 
the purpose of Community Work in each case, consistent with the fact 
that the employed prisoner is still in custody. Good employ
ment placement will give reference to jobs that are related to prior 
training, work experience, institutional training, prisoner interest 
and may be suitable as continuing post-release employment. The 
"breakeven" point between wages and expenses will tend to eliminate 
temporary, part-time and intermittent employment. 

When used for pre-release purposes for felony offenders, 
Community Work placements should be limited ordinarily to a period 
of not more than sixmonths immediately preceding the probable re
lease date. Although exceptions may be made when fully justified, 
present experience suggests the optimum period of program effec
tiveness to be from three to sixmonths. Experience has also shown 
that the greatest number of in-program failures are likely to occur 
either during the first weeks on the program or after six months. The 
early failures seem to be associated with transitional adjustment dif
ficulties. The late failures tend to be associated with the frustrations 
arising from the Cinderella-like existence of relative freedom 0 n 
the job and returning to confinement each day. 5. 

Transporta tion 

All transportation arrangements should be approved by the 
correctional administrator or program manager in charge. As a 
prR.ctica! matter, little can be accomplished if the travel time be
tween the institution and the job exceeds one to one and a half hours 
each way. Within reasonable limits of convenience to the institution, 
jobs need not be restricted to "normal" work hours. When suitable 
transportation can be arranged, there should be no objection to work 
or overtime. 

5 This "rule of thumb" applies to pre-release use of Community Work. 
In some jurisdictions the Cinderella-like problem experienced by longer
term prisoners i~ partially alleviated by allowing occasional home visits 
and participation in company or community social activities. Prisoners 
authorized to participate in courses of education or training in the com
munity normally remain in them for the duration of the courses. 
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11'1 nearly every jurisdiction, transportation becomes and re
mains the greatest single operating problem of Community Work 
programs. It is handled in many ways, depending upon agency policy 
and local circumstances. In some jurisdictions, transportation is 
provided by institution vehicles. In other s, there is total reliance 
on public transportation. Not infrequently, car pool arrangements 
with fellow-workers are approved. V., dous combinations of these 
are common. In all instances the prisoner pays the costs of trans
portation. In some instances, prisoners are permitted to drive 
personally-owned or company vehicles but this practice usually is 
not recommended because of additional problems related to licensing, 
insurance and liability. 

Housing 

There is no COnsensus whether Community Work prisoners 
should live within the confines of a main institution or in a separate 
facility outside the security perimeter of an institution. This deci
sion is determined by many factors not central to the pro g ram 
its elf- -and no single pattern is ne s sarily preferable. Community 
Work prisoners may live in a main institution, whether or not in 
specially designated quarters. On the other hand, they may live in 
outside quarters, although exclusive use of outside quarters is not 
always possible: nor is it necessarEy desirable. 

When Community Work prisoners live in a main institution, 
problems of contraband control are increased. This not only adds 
to staff concern but may require special admission and release pro
cedures. The prisoners, them.selves, are subject to additional 
pres sures from fellow inITiates to engage in contraband traffic. On 
the otherh.mli. this arrangement enables regular institution staff to 
manage the program and it makes essential supportive services 
more accessible to Community Work prisoners. 

A number of institutions have reported vastly improved in
situtional "climate" and fewer disciplinary reports with the advent 
of Community Work. as the majority of prisoners become motivated 
and aspire to the program. The program is seen by personnel of 
these institutions as having a positive and significant impact upon 
traditional inmate culture and value systems. 

The principal value of outside quarters is that management 
can become exclusively community oriented. This arrangement is 
likely to require additi)Jnal staffing and access to essential suppor
tive services at the main institution may become limited. 
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Supportive Services 

A s previously stated, Community Work is intended to 'be a 
correctional program. To be effective, it cannot be divorced from 
other correctional programs and services. While in the institution 
during non-work hours, participating prisoners should be encour
aged, perhaps even required. to avail themselves of regular insti
tutional activities, especially those which will improve work skills 
and increase their c~pacity to adjust in the community. 

Case work, guidance and counseling services should be made 
a.vailable to CommunityWorkprisoners to the fullest extent possible. 
Often there are special and immediate needs for such services aris
ing from problems on the job and working conditions in addition to 
the usual range of personal and family matters. Counseling hours 
should be scheduled to permit no less than weekly contact with each 
Community Work prisoner. 

For certain offenders ,the full potentials of Community Work 
will be realized when regular employment and attendant job satis
factions become the means of an orderly, supervised transition to 
full community life. On the basis of individual needs and case man
agement goals, correctional programming is aimed at the offender's 
progressive self-sufficiency in the community. Accordingly, par
ticipation in community religious, educational, social, civic and re
creational activities may also be considered when there is reason to 
believe that such participation will contribute significantly to the 
offender's progress in learning and exercise of personal responsi
bility. Similarly, a.s statutes permit, occasional furloughs may be 
used as supplemental program resources. 

Disposition of Earnings 

All prisoners approved for Community Work or training who 
will receive salaries, wages or stipends should be required to exe
cuite an agreement for the disposition of such income. The agree
ment should provide the authority for all disbursements, whethe r 
they be payments to dependentf'amilies, reimbursements to the in
stitution for various required purposes or other approved reasons. 

In addition to paying the costs of their own transportation, 
Community Work prisoners in most jurisdictions, either by law or 
policy decision, are required to reimburse the institutio~ for daily 
subsistence. Depending upon the juril1diction, these payments ar<a 
made at full per capita cost or on the basis of an adopted standard 
formula. 
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Participating prisoners need to carry cash with them while 
outside the institution to cover miscellaneous daily expenses. To 
make the prisoner fully >l.ccountable for such funds and to relieve the 
institution of additional responsibilities for contraband control, ac
coun~ing and ~aily receipts and disbursements, many institutions 
proVlde acces slble lock boxes for which each prisoner holds the ke . 
In some jurisdictions, it is permissible for local banks to handie 
all Community Work funds. In cooperation with the bank, the pro
gram manager controls all withdrawals and check issuances. 

~aIl;y ~ri~oners enter the program entirely without funds. 
In someJurlsdlctlOns, procedures exist enabling cashadvances us
ually not in excess of $100, to be used for the purchase of clothing 
tools and payment of other necessary expenses until the first pa; 
check is received. The amount and purposes of such advances as 
well as full reimbursements from initial pay checks, are caref~l1y 
controlled. 

As the Community Work prisoner is not a free agent, even 
though fully employed, most program managers will not permit charge 
accounts or contracting for installment buying. 

Clothing 

I~ the Federal Pri?on System and a few others, prisoners on 
Communlty Work 3..re outfltted with clothing suitable for the kind of 
work or other placement at ,,,,hich they will be employed. For the 
long~r-term pri~oners this constitutes the IIdischarge outfit". Com
munlty Work pnsoners are required to p'trchase, with their own 
funds, all supplemental and replacement clothing. This may be 
p~rchased through regular institutional sources or directlvfrom out
slde ~ashcom~erc.ial~ources. So that civilian clothing win not be 
Worn lns lde the lns tl tu tlOn by participa ting prlsoner s, special c heck in 
- check out arrangements are made for lockers, clothing change and 
laundry service. 

Laundry Services 

. Institutions which have laundries may provide this service 
for pnsoners on the program, although special controls are required. 
Gener~lly, thi.s service.is limited to the initial issue of clothing until 
the .pnsoner 15 established on his job and earnings are received. 
Typlcally, thereafter, arrangements are made with commercial 

'laundries or nearby laundromats in accordance with the needs and 
services available. 
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Terminations 

The removal of a prisoner from the program for willful neg
ligence or misconduct is as much a case management decision as was 
the approval of his entering the program in the first place. He should 
be required to live up to the rules and expectations of the program. 
While a donble standard of conduct is to be avoided within the insti
tution, the status of a Community Work prisoner is different. As a 
general guiding principle, the judgments and standards which under
lie disciplinary and removal decisions should be more closely iden
tified with those decisions appropriate to the effective management 
and control of a parolee than with adherence to traditional prison 
discipline. This is a most difficult and challenging problem for the 
administrator. It tests the capacity of the correctional staff to truly 
practice individual correctional pr(:)gramming. 

Reports and Records 

The need to continually evaluate fully all aspects of work re
lease cannot be over-emphasized. This is more than a matter of 
learning by doing during early de'lelopmental stages. Wherever a 
Community Work program exists for a Significant number of prison
ers, its impact is felt inaU areas of institutional operations, by the 
entire correctional system, by the paroling authority and by those 
who are responsible for providing supervision after release. All 
officials must be alert to the impact of the program, must assess its 
meaning and plan continuing adjustments that will ins1tre a balanced 
and increasingly effective total (:orrectional program. Feedback to 
institution staff of actual community experience provides a basis for 
intelligent reprogramming. 

Especially needed for this purpose and to assure continued 
monitoring of program management are basic facts relating to the 
selection of prisoners and the jobs On which they are placed. Stan
dard data on earnings and payments should be maintained. Termin
ation reports should be prepared in all cases showing the reasons for 
removal from the program with explanations of removals for c au s e . 
Monthly or quarterly summaries prepared by program managers 
should carry basic statistics and inch .. de narrative observations of 
the adjustment of participating prisoners, acceptance of the program 
by employers and others, operating problems and the effects of Com
munity Work on institutional operations and parole. Ideally, indi
vidual case recurds will evaluate the progress made by prisoners in 
the program, as in other institutional program areas, and will assess 
the relevance of this to original diagnostic findings, the correctional 
goals that were set and the elements of release planning needed. 

15 

J 
1 



PROBLEMS AND LIMITATIONS 

There are differences in the manner in which various insti
cuUons and correctional systems have viewed Community Work and 
considered its values. These differenc~s have affected the quality 
and direction of implementation. 

"A s effective as the program maybe when used for the lIright1t 
offenders, at the "right" times, for the "right" purposes, it is not 
without its problems and limitations. Some of these have a phil
osophical basis, depending upon how the program is used. Not 
only is Community Work not a substitute for inadequate or non
existent probation or parole, a means of ameliorating the rigors of 
a sentence to imprisonment nor a reward for trustworthiness, it 
is not a panacea for the correctional treatment of convicted of
fenders. There is danger. however, that more will be claimedfor 
Community Work than the program can produce. 

Whatever the virtues of work alone, it is not a specific 
antidote or cure for the multiple and deep- seated causes of crimin
ality. But when used in conjunction with other measures of treat _ 
ment aad control, it may help, in some cases, the attainment of 
specific correctional goals. 

Administrative Considerations 

While it maybenecessaryor expedient to start a Community 
Work program as a special project, the program shOUld be incor
porated into the total operational and program efforts of the institu
tion as rapidly as circumstances permit. Ideally, the program is 
a framework around which other institution programs ar.e integrated. 
To accomplish this, most institutions will need some additional 
staffing to provide essential case work, guidance and employment 
placement services. But this is not all. 

Whether additional personnel may be acquired or not, effec
tive Comrn.unity Work programming needs the support of all institu-
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tional staff. In part, this is a matter of spreading the additional 
workload and it requires the engineering of special staff functions 
and responsibilities. For some "old-line" staff, the advent of the 
program may be a threat to long training and experience in tradi
tional instituti~nal operations. The retraining of such personnel to 
prepare them for new roles and responsibilities that have a com
munity orientation may be a major undertaking. Their early in
volvement in planning and initial operations is the most effective 
means for gaining their enthusiasm and support. 

The I .. lOre developed programs feature alert and relentless 
individual case management from commitment to release. This is 
the essence of effective correctional treatment. Community Work 
should be viewed as an important program resource to be correlated 
with a careful assessment of individual problems and needs and the 
formulation of achievement goals. Ideally. again, planning for paJr
ticipation in the program should begin at the time of initial case 
evaluation, as would consideration for any other program. The in
ference is that Community Work should be prescribed whenever the 
need for such programming is clearly evident. To effect this, a broad 
and flexible system for repetitive case decision-making must be 
established and cas es reviewed frequently. In this context, the re
lationship between institutional treatment and training, Community 
Work placement and release planning is clear. 

Community Work offers remarkable opportunities for re
search and evaluations of total program effectiveness, yet few sys
tematic efforts are now being made. A stream of case history and 
program data should be fed into a central statistical and research 
unit. This would insure that at any given time this information can 
be reviewed and analyzed to audit the program. Systems should be 
developed for longer-range follow-up studies of participants after 
release. Information from graduates of Community Work is valu
able. One intermediate rn.ethod of obtaining it is to schedule recorded 
exit interviews which would provide both immediate feedback intel
ligence and data that could be assimilated for subsequent statistical 
analysis. Research can contribute also to continuing efforts to re
duce in-program failures by experimentally applying techniques for 
identifying individuals with high failure potentials. 

A basic need is the knowledge with which to train staff and 
prisoners in the specific behaviors which are required to master 
the specific tasks for successful community adjustment. Research 
of Community Work programs would contribute much of this know-
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ledge and, at the same time, enable mor e sophi1:iticated development 
of the program itself. 

To illustrate: muchmore must be learned about the character 
types which can make most and least effective use of Community 
Work experience. Complex questions can be raised about the nature 
of the Community Work experience for the prisoners involved. There 
is evidence, too, of a need to study the appropriate "dosage" of 
community experience for differing types of prisoners. 

Operational Problems 

As mentioned above, adequate transportation is perhaps the 
single most serious and chronic operational problem. From a staff 
standpoint, concern may relate to the need for supplying institution 
personnel to make repeated trips to town to pick up and del i v e r 
Community Work prisoners. Requests for overtime or special shift 
work are particularly troublesome when non-scheduled trips have 
to be made. Breakdowns, delays and commerc~al transportation 
often is a serious handicap to good job placement for the simple 
reason that the prospective employment is inacct"ssible. Transpor
tation problems are of concern to many Community Work prisoners 
for these same reasons. Rigid scheduling, by whatever means of 
travel, denies them the flexibility thatfellow-employees enjoy and 
in 'arge metropolitan areas where reliance is wholly on commercial 
trar ~portation there may be infrequent services and long delays at 
transfer points between connecting transportation lines. 

The proper handling of earnings is a substantial additional 
burden to the normal accounting and control of prisoner funds. As 
with transportation, there is no single solution to this continuing 
problem. 

Reference has been made to in-program failures arising from 
initial adjustment and problems which may occur when the prisoner 
stays on the program too long. There are other causes of failure. 
Analysis of case records and program reports show that some fail
ures inevitably result from poor staff judgment or a compromise of 
policy in selecting candidates for the program. Some can be at t r i
buted to hasty staff decisions or inattention to details that should have 
signalled the need for help or imminent danger Other failures 
clearly are built in to ill-chosen forms of recreation on the part of 
Community Work prisoners themselves. There are relatively few 
failures that relate to the quality of work performed or that cannot 
be accounted for at all. 
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Staff eagerness for the success of the program and reliance 
on traditional disciplinary measures applied to infractions of Com
munity Work rules has accounted for numerous premature removals 
and reluctance to consider the reinstatement of erring Community 
Work pri soners. Unless methods of discipline and control are in
telligently C'onct.'ived and purposefully administered to further the 
growth of the participating prisoner, the full potentials of the program 
can be wasted. Clearly, since the program involves a status that 
approximates the conditions of parole, rules of conduct and their en
forcement that are designed to meet traditional institutional standards 
may be quite inappl'opriate when applied to a Community Work p r i s -
oner. 

Institutional staff and Community Work pris oners are but two 
parts of a three -way relationship in the program. A s readily as most 
communities have a.ccepted and supported the concept of Community 
Work, it is important that this support be nurtured and continued. 
In part, this is a matter of good communications as, for example, 
wht'n someone on institution staff thinks to notify ..in employer inad
vance that a prisoner will be leaving \\'ork because he was granted a 
parule to another area, or that he v;ill not show up for work to
day becausp he is sick. 

Effective working relationships with segments of the commun
ity also include recurring interpretations as needed. For whatever 
reasons, itis not uncommon for some employers to over-identify with 
Community Work prisoners. In a spirit of good brotherhood these 
prisoners can be extended unwarranted personal favors, excuses will 
be made for them 01" they may be indulged in various ways. Such over
tures can lead to an individual 1 s failure on the program. At best, 
th.:yare inconsistent with the correctional purposes of Community 
WOlk 

Community Work like other correctional programs, m us t 
stand on its own merits. Isolated achievements, occasional diffi
culties or other incidents cannot be allowed to alter its diL"ec.tion. It 
cannot be a means of catering to the insignificantly small number vf 
prisoners, stafformembersofthecommunitywhodonot fully under
stand its purpose and meaning. 
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FUTURE DEVELOPMENTS 

Despite the absence of long experience in managing Commun
ity Work programs in most jurisdictions. their record has been pre
dominantly favorable. Institutions, large and small, have found the 
capabilities of mounting such programs and of keeping them under ade -
quate controls. There is no question that program managers will con
tinually strive to improve their operational efficiency. G en era 1 
guidelines for accomplishing this are included in the preceding pages. 

Increasing the correctional benefits of the program is a more 
complex problem. Clearly, this will be achieved only as the program 
is based on careful case diagnosis, the setting of treatment goals. 
preparation for the Community Work experience and continuing eval
uation of results. But Community Work is only one of several alter
natives to incarceration and it must be viewed in its rt;!lationships to 
the total correctional system. 

The:;,-e are many forces at work today which are supportive of 
a trend toward comm1.mity alternatives to imprisonment. If this trend 
is to develop rationally there must be earnest concern over a number 
of issues. 

Ideally. a correctional system should match types ofoffenders 
with types of programs geared to meet specific needs. The alte:i'na
Uves would range from non- supervisory measures through increasingly 
structured community programs to total incarceration. G rea t est 
flexibility would attend these choices. But we are far from this ideal 
for both philosophical and practical reasons. 

The very hmited traditional view of corrections has not yet 
been abandoned. In this view one thinks of imprisorunent and what 
happens after guilt has been established as comprising the universe of 
corrections. Actually, processes of corrections begin with the first 
contact between the alleged offender and the police and they may not 

end until eventual parole is terminated. In between is an increasingly 
broad range of decision points and alternatives, each of which in
fluences and is influenced by the others. Not only must a great deal 
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more be learned about key decision points. what the choices are and 
who chooses among them, but information is needed which can be used 
to assess the effects of the decisions that are made. 

Any increased use of alternatives to imprisonment. whether 
planned or unplanned. will greatly alter the existing system and these 
steps should be taken with full awareness that they will have impact. 
Unfortunately. some correctional policies and activities seem to be 
initiated more by intuition and educated guesses than by comprehen
sive planning and systematic evaluation. 

The development of a more effective correctional s y s tern 
will require new knowledge and better research. More discriminating 
criteria with which to classify offenders is needed. There must be 
clear differentiation among those who need intensive, selective and 
minimal treatment and control, whatever the availability of correc
tional reSOurces. Since new programs have considerable imi)act on 
the correctional organization in which they occur, research is needed 
to identify what the effects are so that change can be managed more 
efficiently. A central data bank is also needed in the development of 
a comprehensive correctional system. Until such repositories are 
established, it will be impossible to conductfollow-up studies across 
jurisdictional lines or to identify measures of success and failure 
that go beyond the single factor of subsequent law violation. 

The conclusion is inescapable that Community Work, with or 
without other program innovations, will. solve hut few of many prc
blems of corrections. Long-range perspective is needed together 
with the kinds of resources which will produce better understanding 
of the entire correctional process and enable careful study of what
ever steps are taken to improve the systp.m. 
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