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CONTENT SUMMARY:  This book is an analysis of collaborations between prisons and private organizations that provide inmates with marketable job skills, which, upon their release from prison, enables former prisoners to reach Eleuthera, or true freedom. Public agencies are dichotomous entities that can produce manager frustration about corrections resource efficiency. The Chains of Eleuthera is a model that evokes commitment, responsibility and honesty necessary to manage performance prisons. It is designed to transform the ways citizens, government officials, and prison managers view the role of collaborations by showing a positive impact on the efficiency of some prison systems. In the author’s view, correctional systems across the nation need to change from being “warehouses” to “factories,” and joint-venture programs are key agents in this change. Additionally, three overlapping circles represent The Chains of Eleuthera, which irrevocably link victims, offenders and the community. The model focus is: 1) Nomenclature Empowerment, using words that support building community; 2) Character-building, manifesting compassion and forgiveness;  3) Work, transforming inmates/ex-offenders into producers in the community; and, 4) Information-based decision-making. This book appeals most to students of criminal justice, managers, current and future corrections workers, and anyone involved in organizational management.

Forward (abbreviated) 
The return of offenders to society is inevitable, some come back to our neighborhoods in less than 3 years on average. This book is an analysis of partnerships between state department of corrections and businesses that hire, train and teach prisoners marketable job skills to improve their chances to get and keep a job once released form the prison. We must come to realize that the community has a role to play in the crime and punishment as well as corrections, or rehabilitation, of offenders; they can become contributors instead of predators upon their return to open society.  Dr. Garth-James does much more than describe and support a Joint Venture Accountability Model, but also weaves practical knowledge and well documented accounts of requirements to make policy changes in highly bureaucratic organizations. For sixty years I have labored in the fields of criminal justice as Director of the National Institute of Corrections, and Director of the California Youth Authority, and it gives me great hope to see the author’s positive attitude and scholarly approach to the problems of corrections. We must recognize that currently prisons are degrading and brutal places where more harm is wrought than good. To create a culture where positive change can take place requires a foundation that entails at a minimum the following ingredients: 

Repair Prisoner Entry Systems
Sentencing reform is badly needed, but placement in prison should not be a decision that just addresses punishment. A model needs to be developed that would link offenders to needed services while in prison, gradual step-down options to prepare inmates for release and build links with community groups and local service providers to assist the parolee in a successful transition to the community.

Conclusion
The rising costs of incarcerating one in ten Americans should prompt our leaders to call for comprehensive criminal justice reform and to explore alternative approaches for addressing crime while assuring public safety. This book can be helpful in that regard. 

Allen F. Breed
Retired Director, California Youth Authority
Retired Chairmen, California Youthful Offender Parole Board
Retired Director, National Institute of Corrections
Special Master, State & Federal Courts - Prison Litigation Issues
Preface


The twenty-first century corrections system and its penal institutions are overcrowded and are ineffective at reforming offenders and returning them back to our communities as producers rather than predators. Crime is visible such as the three criminals found guilty of kidnap and torture of a young teen in Tracy, California, and the kidnap of Jaycee Dugard, who was held captive for 17 years by career criminal Phillip Garrido. People are frustrated with the performance of corrections management. This book is about helping corrections administration find a way to a new organizational model that fits with the needs of our modern, technological, and global economy within which the “prison-industrial complex” operates and continues as a huge financial cost to taxpayers. This book introduces a fictional character named Jamal
 to help emphasize ideas. The ideas that guide crime and corrections in the United States is the crime control model in large part based on the “Nothing Works” and “lockem-up” theories. There is an alternative to “nothing works” espoused by the “What Works” experts as Dr. Francis Cullen and Dr. Paul Gendreau that emphasize rational thought in sentencing, using risk-need assessments and aspects of Indeterminate Sentencing such as treatment. More recently, many argue for the use of “common sense” to lead us away from bad habits and bad crime control policies.

The Chains of Eleuthera model irrevocably link victims, offenders and the community by using words of empowerment which support community development and information-based decision-making. The theme of using knowledge and    evidence-based information instead of just “gut” or political quid-pro-quo was particularly helpful to understanding the way corrections bureaucracies and prisons think and evolved over time. The first aim in this book is to examine prison development. Next, discuss the interdisciplinary nature of public administration and its view of social justice and crime. Inspired by the hubris that prisoners are hopeless, costly, and “Nothing Works,” I approach the topic of symbiotic relationships or public-private partnerships with a new zeal to shed light on a paradigm that could support efforts to rehabilitate inmates. The focus on work-life for Inmates who should be accountable for taxes, room and board costs, family expenses, self-care and pay victims restitution, supports the Eleuthera emphasis on responsibility. The third aim is directed at public managers working in corrections, who come to realize that managing partnerships seems to require skills such as strategic planning and performance management to achieve goals. Crises management is akin to walking up a steep hill; there is little hope of getting to the top! 

Collaborations involve extraordinary precision in its purposes and motivations. Top management’s preferences must be supported by quantifiable performance data and contribute to good policy decisions. The private sector’s mastery is structuring people to work to produce goods (or products) for sale in the market and to increase the bottom line. Companies such as Anderson Flooring, Best Western, airlines, and t-shirt companies have partnered with penal institutions across the nation to build “factories behind fences.”  Why can we not explore how public and private collaborations can be more effective at training prisoners to reduce the Employability Risk Factors (ERFs)? The 2001 Urban Institute Report states, “Even marginal gains in individual recidivism could translate into noticeable safety gains in the communities experiencing high rates of prisoner reentry. Literacy and work experience offered by the joint ventures can be redeeming for some prisoners, transforming for the prison, and an avenue to community safety and stability.


In this book, the plan is to present an organizational change model, the Joint Venture Accountability Model that can speed effective and efficient work of the department of corrections administration and its prisons. I think the enemy of the community is ignoring evaluation studies and dysfunctional penal system which returns illiterate and unskilled offenders to neighborhoods as well as groups that use misinformation to perpetuate bitterness and harm the victim-offender-community model. Change must include the community if we want we want producers and not predators living in our communities.
Chapter I. A Public Administration Perspective of Penal Systems
Jamal Meets Public Administration 

On September 11, 2001, the United States was shaken by terrorism, and Jamal, a 19 year old African-American male, was arrested by police on the 6th floor of the Tower projects, called the “jungle” by residents living in Richmond, a city near the San Francisco Bay. Jamal felt the cuffs clasp his wrist; his hands felt numb while the metal bit at his skin. He was asked to sit on the ground by the police officers; and Jamal, looking up at his apartment, began to tremble with fear. This was his first arrest. The lights atop the police car were flashing, and, suddenly, as if ducking from a drive-by shooting, Jamal’s head was ducked and then his entire body was placed into the back seat of a police car. Police officer Jones called in the arrest, and thought to himself, “This kid had no way out.” 

This chapter presents the reader with an overview of the nature of public administration and the correctional bureaucracies which operate prisons and jails. Most of the penal institutions today are based on the 19th and 20th century models. A Redesign of prisons to be effective in the twenty-first century will involve innovation and focus on education and work. Public managers or administrators can access skills that are underutilized and gain knowledge about “what works” to optimize the opportunities and resources of partnerships. The idea that the private sector can place the prison in a better place regarding the employability training of prisoners calls for new processes and an accountability model. Data indicates that police officer deaths while providing community safety total 157 per year.
  

The reader should think critically about administration of penal institutions prisons as they struggle to exist. Penal institutions’ actions must lead to the reform and return of Jamal and millions like him, back to our community. Critical thinking involves action to sift through misinformation and “sound-bites” about the role of prisons in our community. Essentially, community safety will not happen by operating dysfunctional penal systems; Eleuthera comes to corrections through management craft-innovation. Moreover, as noted by Harold Leavitt, a professor at Harvard, “humanizers” and “systemizes” are essential to support organizational objectives; humanizers tend to care about the needs and attitudes of people, while systemizes are concerned with system hierarchies and measurements.
 Weber proposed a relationship between the structure of public service agencies and the fulfillment of expectations of American democratic values regarding crime reduction and social order. As public correctional bureaucracies try to compete to achieve the mission, we are finding it is getting harder and harder to manage and operate the prisons to meet public expectations. Critical thinkers learn of the nexus between the role of the correctional bureaucracy and safety in society. The modern corrections bureaucracy uses knowledge and team work.  
What Got Us Into This Mess?


The prison-industrial complex is comprised of the “mega-institutions,” and cost-efficently and effectively operating prisons is a concern. What’s disturbing is the disproportionate imprisonment of Hispanic (or Latino) and African-American persons in jails between 1990 and 2004. We may have to question the notion of living in a “colorblind” society. “Why are so many black and brown men behind bars?”  This section also explores citizen interests in prisons and their stake in the criminal reform and return to our community. Citizens have decided that the responsibility for sentencing criminals to prison is the authority of government and of its public agencies; yet, today few agree that it is in the best interest of the community. Moreover, as of the writing of this book, the US Supreme Court is decided against sentencing juveniles to life without the possbility of parole (LWOP). It may also consider the use of DNA test for all inmates before enforcement of the captial punishment. The “child-saving” ideals that guide the development of a separate system for juveniles, notion of parens patriae and rehabilitation, are on trial in the twenty-first century. 

This section of the book continues the discussion of federal,state and county-operated jails and prisons; and examines the hard work done by public service men and women working in American penal institutions. The theme of studying corrections in the public administration discipline and criminal justice discipline, or taking a multi-disciplinary approach, is something academics, students and practitioners may find interesting.  Students want to know the problems associated with managing and operating prisons and using the private sector to establish workshops behind bars. How are administrators of prisons (wardens) coping with complaints from politicians and citizens about the inefficient and ineffective prison bureaucracy? Criminal justice researchers want to learn more about the politics of crime and justice policy and policy experts need to learn about the components of the criminal justice system. It makes sense then to study criminal justice policy and management and operations of prisons. All want to understand  the role of special interest groups and corrections management of “human behavior.”
 The study of prisons in the field of public service administration will focus on specialization of skills and the optimal use of the human resource, as well as labor issues that can maximize corrections’ efficiency and effectiveness. The new direction is turning away from just warehousing offenders and toward achieving the correctional agency’s mission of rehabilitation, which includes reform and successful freedom upon return to the community. 
Chapter II: History, Philosophy, and Sentencing Policy 

The twenty-first century began with many challenges facing corrections including the struggle to balance community safety, personal rights, and freedoms with social control through imprisonment. The legacy of retribution still today, overshadows the practice of “lockem-up.” Locking away so many people causes one to question the wisdom and pragmatism of corrections policies. Are prisons effective to reduce crime? The answer is both yes and no. Studies indicate that incarcerating drug offenders can reduce property and some violent crimes; others argue there is imprisonment has a small effect on crime rates. There is no mistaken the fact that prisons are not going away; therefore, make them meet the needs of the victim-offender-community. There is no such thing as an accurate sentence; sentences are only more or less effective. The historical development of prisons consumes much of this chapter. There are figures to illustrate growth and changes in prisons. Still, it is important to examine the history of using prisons as a form of public safety and order and control.  Social policy or welfare laws that were thought to help solve the problems of delinquency, poverty, and child abuse may not have been a “just” way to handle juveniles. In the 2005, the youthful offender and adult prisons merged under the California Department of Corrections and Rehabilitation (CDCR), making this one of the largest correctional bureaucracies of its kind in the United States, institutionalizing more than 140,000 adults and 5,000 youthful offenders. 

A section on sentencing policy and influence on corrections management is skillfully handled: “The core of public policy formulation is the social value based on an enshrined American penal philosophy that has biblical origins. There’s a strong alliance between biblical prescriptions for punishing the lawbreaker and the formation of the prison and jail systems in the United States.”  People often wonder about answers to these the following:  What sentencing philosophies are considered the best way to achieve public safety? Society extracts good and rejects evil by causing the lawbreaker to suffer in direct proportion to the crime committed. A modern criminal justice system has no place for vigilante justice. The five goals (Incapacitation, deterrence, rehabilitation, retribution, and restoration) of the criminal justice are examined.  How sentencing affects inmates and readiness for release is discussed and emphasis is on literacy and marketable job skills acquisition for successful reintegration back into our communities.  Rehabilitation is directed toward offender reform and is not aimed at inflicting vindictive suffering on the offender. The Balanced Restorative Justice Model (BRJM) supports the victim-inmate-community relationship and achievable goals as prevention, justice and rehabilitation.  The author is sensitive to the fact that a disproportionate number of prisoners return to poor, minority communities that cannot afford predators! There is a discussion of indeterminate (ISL) and determinate (DSL) sentencing laws because the author was the first to express concerns about the DSL; and, therefore, held the first-ever sentencing hearings in California during the nineties. Ironically, testimonials about concerns are now the important costly issues facing twenty-first century corrections. In short, sentencing policy affects the classification of prisoners, management and operation of prisons, and speed at which we can accomplish rehabilitation and community restoration. “Now, each year we release thousands of parolees who are angry and absolutely unprepared to function in society”
 The chapter concludes with a discussion of the modern prison models that have influence custody and reentry as they are associated with styles of management that have “predominated” since the 1940s.
 The author holds an idealized view of using the BRJM in public sector planning for modern-day knowledge-based prisons. From this perspective comes the discussion and difficulty of how can public managers, in particular those in corrections, act strategically. 
Chapter III.  Managing Correctional Bureaucracies 
Different Orientation of Theorist and Corrections Practitioners. The fartcatcher syndrome, is a “Maasai term (iloreda enjekat), referring to persons that confine their farts with clothing;” farts represent differences between the pure theorist and practitioner in corrections.
 There are “inevitable differences” between disciplines which is natural, and the “’scientist’ and ‘practitioner’ tend to stereotype each other. It is hoped that the readers of this book will appreciate the ideas which are the result of scientia, or the process of accumulating evidence-based knowledge to generate sound management practice. Oftentimes, decisions about corrections policy administration are based on ideology of an elected official, political appointee, or “dominant group power,” rather than empirically-based rationality. This chapter examines the factors that affect contemporary prisons as costs, facility design and unions. What is the focus of your crime lens?  Many think crime is increasing. Not true. These misconceptions affect joint venture projects operating behind bars. 

Facility design, and overcrowded conditions can cause riots and escapes and interfere with the safety function of prisons.  Prison management is the primary function  for the US department of corrections which incarcerate about 750 per 100,000 residents that is more people than any other nation in the world! High imprisonment of lawbreakers can lead to prison crowding and induce riots.  Western states such as California will continue to see increases in inmates that are illegal immigrants. Crowding is not acceptable for long periods because school and training programs, as well as support services, are greatly reduced. Women make up less than one quarter of the jail population; however, they represent the fastest growing group incarcerated in American jails. Women are also less likely to have alternatives to incarceration options available; for example, community-based placements in secure homes to facilitate child reunification are not plentiful. Correctional bureaucracies are learning that assumptions about programs, services and even staffing patterns that work for males, will not work for females. Between 1997 and 2002, the rate in adults placed on probation increased to 2.4 percent (see chart).  A statistic that deserves attention is, “Almost two-thirds of the estimated 600,000 plus people who are admitted to prison are those who have failed to complete probation or parole.”
 If we argue against imprisonment, then there is need of alternative sanctions and effective community placements. Perhaps, had professionals heeded the warnings we may have saved dollars on “just warehousing” offenders and increased expenditures on prevention and rehabilitation progress as education and marketable jobs skills training programs. The California prison guards' union, also the California Correctional Peace Officers Association, has become a major player in California politics. Unions are part of the “sorting out” of the Planning Hierarchy model as a great deal of prison and jail administrative action and successes or failures depends on strategy including building a strategic alliance with the guards.
The Management Factor 
The crucial point is that politicians pass laws without consideration of administrative actions. It is helpful to introduce these questions:  Will the US penal system become obsolete and What exactly is management; and make distinctions that are fundamental to the discussions that dominate the rest of this chapter.  First, the author strongly believes that the penal systems across the United States will continue to evolve, and work and education programs are central to ex-offender rehabilitation success. Second, management is a nonlinear process.  It is a system of interdependent activities that affect the success and failure of prisons and jails whether or not managed by the public or private sector. Also, these large systems have a grave effect on the stability of the community to which criminals, or ex-offenders, are returned. Public management is considered a craft, which requires skills and knowledge so that managers can perform their “managerial role.” This craft involves the “coordination of people and resources” to achieve ideological objectives enshrined in public policy. 
Management is also about improving the performance of the prison and jail systems. This author believes that being strategic is essential for managing the dichotomous nature of pubilc agencies and prisons and achieveing resource efficiency. According to scholar James E. Swiss, the realization of blended functions is a “recent development” in public administration; and yet, policy execution requires strategic managaement. Strategic alliance to generate support for policy decisions minimizes adversarial relationships and maximizes symbiotic and collaborative interactions. The prison and groups external to the correctional facility were involved in a strategic planning process to demonstrate that the results of a can end up in a legal document that captures the agreements of all parties. This chapter presents the effective use if strategic planning process and the results in Wales to introduce the Risk and Needs Assessment for housing ex-offenders (Housing Ex-Offenders Risk Management in Wales, 2005).  The chapter does discuss Management by Objectives (MBO), as research indicates that its use can “dramatically affect efficiency and effectiveness” of a public agency.
 There are two management systems worth reviewing, a Market System and an Input-Output System, that affect prisons because these systems emphasize decision-making and collecting information as well as focusing on changing behavior through incentives, such as increased pay rewards, praise, and recognition. The management skills required by administrators (and prison managers) involve understanding the mission and purpose of the public agency (or prison). Inputs and outputs (prisoner returned to the community) are important, yet, results is the best measure of prison efficiency (see chapter 6).  
Effectiveness and Equity 
Citizens should be concerned that management decisions about programs inadequately represent an equitable distribution of educational, vocational, and work training programs located in the American prisons or jails. The Urban Institute’s Equity and Urban Service Delivery examines the principles of “equity”—responding to demands of local community, responding to need, willingness-to-pay, and personal preference; the discussion is a must read for today’s public corrections managers. True Eleuthera for ex-offenders means greater community stability. Social equity for the community is possible by building alliances with stakeholder groups to achieve a corrections agenda that does not threaten institutional safety and security, protects constitutional rights and liberties and develops joint venture work opportunities for inmates so that they can return to society as producers rather than predators. Diversity and influence on effectiveness deserves attention.  There is parity in the ranks of the line workers such as clerks and food service employees; however, the ethnic composition of staff workers as correctional officers indicates disporportionality-- there are 3xs as many white guards to black and Hispanics; and the ethnic inmate population composition is twice that of white prisoners.
 The management ranks are even more disproportionate and favor whites.
Conclusion
Costs of managing and operating the criminal justice and corrections system is high; for example, the federal government’s spending on crime rose from $535 million in 1965 to $11.7 billion in 1992; an increase of more than 2000 percent.”.
 President Obama proposals for spending on prisons in Fiscal Year (FY) 2010 is about 6.1 billion. A common understanding of increased spending on prisons with poor results, threatens the safety and stability of communities to which ex-offenders return. 

Chapter IV:  The Quests for Corrections and Joint Ventures 

Readers are challenged to look past the predominant punishment-warehouse goal which has achieved distinction for “lock-em up” policies resulting in corrections’ responsibility for nearly 8 million criminals.
 Correctional institutions must move toward Eleuthera and administer justice through collaborative prisoner work models that support rehabilitation and balanced restoration goals. This chapter investigates the quests of changing corrections prisons (or jails) using joint ventures. Private prisons incarcerate about 6% of criminals sentenced, and yet, there is little data collected on their “general performance.” 
Joint Venture Policy in Prison. 
An important public policy that determines the implementation of joint venture or prison industries programs is the Prison Industries Enhancement (PIE) Certification Program under the Crime Control Act of 1990; reauthorized in 1992 under Public Law 102-564. The Justice System Assistance Act of 1979 authorized the Prison Industries Enhancement Certification Program (PIECP). The Bureau of Justice Assistance (BJA) determines if projects meet specified statutory requirements and program guidelines that permit them to sell inmate goods in the interstate commerce. PIE programs must also undergo monitoring for compliance review by the National Correctional Industries Association (NCIA), Inc.  
The Impact of NCIA Certification
. This sections covers: Inmate Wages and Benefits, Voluntary participation, Labor consultation, 80 Percent Rule, National Environmental Policy Act (NEPA). Onsite Review, Inmate Interviews, Technical Assistance. It is essential to the growth of these kinds of privatization partnerships located behind bars to establish the above goals of the ventures as well as to track or monitor them to minimize public concerns. The second quest is to changing public management to fit joint ventures. The key is to link program objectives to expected results.  For example, an important goal of the joint venture program is to hold inmates accountable by using the 80% Rule to deduct from their earnings for use on room and board, family obligations and taxes. Not always do public managers select outputs or results, or “achievement points” that are attainable. MBO requires that effectiveness of venture programs depend on output-oriented and achieveable goals, and focus on results. This section presents a diagram to assist managers to use MBO system to identify and track objectives. The structural changes are described, joint ventures are slow to expand and prisons are slow to change.  The third quest is to create “factories with fences.” Just warehousing inmates is not acceptable! This chapter examines the joint venture models (Employer Model is popular), and presents information about prison joint ventures operating nationally and internationally. The following illustrates joint ventures dilemmas. 
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Chapter V.  Politics, Policy and Legal Issues in Ventures

The chapter helps takes an organizational approach and connects the reader to public administration and prison management. For example, politics and the politicization of crime have had devastating effects on governments. Politicization and governing are different, yet both affect correctional agencies that are responsible for carrying out the policy.  For those who do not want to just warehouse and lock up prisoners, there is room for getting tough with offenders and reforming them as well. Subcategories of policy and politics include federalism and intergovernmental (IGR); concepts that help the reader understand the actions of public servants working in corrections. State administrators is the ability to deal with policies such as the PIECP law, which is friendly to sentencing-rehabilitation and marketable job skills training for inmates. There are no foolproof guidelines to assist the public agency or private business to avoid or diminish its liability—legal responsibility for violation of constitutional rights of inmates or other public laws. The absence of clear guidelines means that the prison or jail is open to lawsuits. These suits can be counterproductive to saving money.  There is a discussion of wage policy and disparity and why the joint ventures may be in conflict with provisions of the Fair Labor Standards Act (FLSA). For instance, wage disparity may cause friction among prisoners in institution. This is especially the case when some inmates are paid $0.35 an hour and some $5.50 an hour for performing “comparable” duties. Inmates have challenged the FLSA in the courts. The courts attempt to modify and develop laws that better define the employer-employee or employer-inmate worker relationship in agreement with the FLSA. The judicial system uses a “test” of economic reality to examine the role of the prisoner in a company operation.  Does the private sector determine the size of the work force, supervise the workers, and terminate employment? If the court finds the answers to these questions to be “yes”, then a minimum wage must be paid.  The remainder of the chapter covers the changes in federal and state legislation as well as provides a close examination of the Contract. The chapter concludes with emphasis on community safety and stability that is related the politics of kinds of preparation provided to inmates prior to their return to the neighborhood.
 Chapter VI: Managing Performance Prisons 
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This chapter discusses managing performance prisons. It is so that the politics of public administration is active in twenty-first century public agencies. The dichotomous nature of public agencies is to confront the twin pressures of politics (game play) and efficient administration of programs. If ventures are going to survive, then public administrators (or managers) must contend with the politics involved in establishing, and expanding the public-private partnerships located behind prison bars. The following sub-headings and information are in this chapter:
Competition in Administrative Agencies: Reinvention
Simply, the manager has the responsibility for the components of the bureaucratic (administrative) agency that involves structure, technology, people and the strategies to accomplish mission and goals. It is time to help frustrated prison managers and improve prison performance. Partnerships in general and PIEs in particular, challenge the dichotomous nature of public agencies and cause managers’ to consider strategic ways to manage the prison environment and competition. The early nineteenth century idea of structuring public organizations was based on efficiency and productivity, ideas Adam Smith put forth in Wealth of Nations and Frederick Taylor’s notion of standardized work assignments using scientific principles to manage workers for task completion. These management ideas have proven limitations. Restructuring involves changing public prisons from bureaucratic machine-like autonomous facility into an entrepreneurial and efficient-oriented agency.  In the late sixties, Emerson discussed the power of resource dependency and a market view in public agencies that focus on rewards and profits—or cost-savings. The Entrepreneurial Theory, Social Exchange Theory, and Resource Dependency Theory (RDT), place emphasis on public managers’ increasing the bureaucracies power through flexibility inter-organizational  exchange of resources, which results in efficiency)
. 

Prison managers under classical management are buried in layers of structure, red-tape;” and work assignments that are so standardized it is difficult to achieve the mission goals as well as satisfy the citizen expectation of prisoner rehabilitation.  The prison environment that is reminiscent of the kind of agency that is operated like a “military machine,” rigid and centralized management processes, is unfavorable to public-private partnerships.  Putting joint ventures into an organization that is “hostile” to its purposes ensures its demise. The PIE model restructures the work of managers to create strategic resource alliances, for example, South Carolina Department of Corrections alliance with Standard Ply Wood Flooring, so that the prison-based business earns a profit, and the prison may realize cost-savings.  Reorganization of the prison to accommodate the joint venture model had to happen to eliminate powerful antagonists to the vision of Eleuthera that surface in the human-cultural subcomponent of the prison environment.  The chapter covers the organization’s subcomponents as the human-cultural environment and that public managers can learn to better manage this environment for efficiency. 
Sometimes the friction between prison mission and goals and the goals of joint ventures seems impossible to manage. One PIE manager remarked that “games are played” that sabotage the mission of both corrections and private prison-based business; “we all lose.” The joint ventures operate along these lines where the goals are profits and productivity of the inmate worker as well as the means of production. Swiss describes the use of administrative techniques to manipulate the structural environment that involves place, clientele, process, or purpose.
 For instance, the dual purposes of the joint venture industry are efficient production of goods for the business partner, and to provide marketable job skills training to inmates at a cost-savings for the prison partner. Another solution for prison efficiency is to develop groups with an entrepreneurial mindset. This was the case in Nebraska’s industries program with TEK, Inc. as a partner; they believed in a “new” management style that allows for efficient production of prison-made goods. The author places emphasis on the systems view and managing prison environment for survival of venture participants. The section on Organic Environments is interesting to managers that work in any organization, namely those in prisons.

The remainder of the chapter focuses on managing the mission—to keep inmates safe, inside and busy. And how education programs coupled with meaningful work as joint ventures can support the goals. The author’s theme of turning “warehouses” into “factories” is connected to meaningful results for the prisoners, victims, families, and community members. People want to know that it is possible to provide opportunities inside the prison so that exoffenders gain with skills to succeed upon release from the prison and back into their neighborhoods. Performance management is related to ventures and reduction of Employability Risk Factors (ERFs). Communities need  offenders with a sense of belonging that makes the community happy and stable.  Corrections managers and supervisors of the venture industry are learning a new role; of which the core is performance management
 

Managers are getting used to numbers; capturing outcomes measures quantitatively: Reinvention has affected the performance of public work programs as we see an increase in networks, collaborations or partnerships; and offers a model for achieving the mission and goals; using technology to support rational decisions in agencies as well as address the frustration and power issues of the human-cultural subcomponent. Managing for results (MFR) is another way of saying that planning for how to attain goals is a priority.  The top-level managers should agree on the basic purpose, which in the public sector, considers the stakeholder groups inside the prison (subordinate workers, private sector managers working in the PIEs) and the external interests groups as the inmate’s family, their victims and the community. Prison managers begin to the importance of a different approach to performance prisons and aspects of classical management theory to achieve mission and goals. A more effective use of public monies by the department of corrections is desperately needed. Partnerships may lead to greater efficiency for the prison and the community. Achieving the financial goals, cost-savings to the prison, are critical to the success (or failure) of joint ventures.  
The remainder of the chapter is about recidivism, managing sectors of the prison and issues of “present-day slavery” lauded by opponents of joint venture projects; and the effect on the National Debt of the joint ventures.  The author’s Joint Venture Accountability Model is laid out:
The experts and stakeholders are found in each state that engages in joint venture partnerships. They can be used to build a joint venture accountability system based on the following core factors of the BJA certification policy to assess performance and success (abbreviated version):  

· Demonstrated improvements in maintaining standards related to inmate development such as improvements in literacy skill (reading, reading prose, numeracy).

· Demonstrated prison and community benefits in terms of being responsive to citizen cries that corrections and its penal institutions do more to satisfy and stability in neighborhoods. Ideas of a community council are explored.

Which are embodied in the following joint venture outcomes: 

· Inmates. The percentage of inmates that entered an adult literacy program; time spent in the program; the literacy acquisition measured by standardized assessments such as the Test of Adult Basic Education (TABE); and whether they obtained a high school diploma or GED equivalent. Included is an assessment of the percentage of inmates that are “working,” in particular, in a joint venture industry; and, any relationship of literacy skill competency and efficient job performance.  
· Wage Deductions. The percentage of inmates that have complied with wage deduction goals during employment with the joint venture industry. This includes the statistics on ex-offenders’ payments of family obligations (child support), taxes, and court-ordered deductions.
· Community Benefits. Gathering data on outcome measures about impact of joint venture work programs. Knowledge about the percentage of unemployed ex-offenders on parole in the community that look for work, enter employment, or retain employment during the first year of post-release from the prison are essential to governing. The benefit measures include percent of ex-offenders that commit parole violations (or recidivism rates), and ex-offenders paying into the Victims’ Compensation Fund or court-ordered restitution as a result of employment. The Chains of Eleuthera model considers quantifiable measures important to transform correctional institutions and elicit commitment, responsibility and honesty from stakeholder groups with interests in modern prisons. 
Chapter VII.  Beyond ‘Nothing Works’ and Prison Reform: An Abiding Uniqueness of Joint Ventures 

This chapter opens acknowledging the several factors that impact public organizations today: rapid change, pressure on public administrators (managers) to produce quality programs and services, and financial constraints. Theorists and practitioners have different views about research findings. In other words, while some rehabilitation may have worked, it could easily be subverted by the criminogenic effects of its deliverer. The twenty-first century corrections administrator must have knowledge of science. The chapter covers the knowledge-based prison; of well-informed and evidence-based decisions leading to sound corrective policy is vital to reduce the billion dollars on programs that do not work. This section also covers sex offenders and women and community issues. Simply put, the knowledge we gain about women and the way they spend their incarceration can help structure the prison and management strategy to support their success for re-entry. A former director of the California Free Venture Program reminds us that “they will return to society as predators or producers…the taxpayer pays…every citizen pays a price.” Building alliances and gaining the knowledge to act as policy advisors and not just reactors are linked to a modified role; acting as an implementer of innovative policies. The readers is challenged to think about the cultural issues: how diversity changes relationships, venture success or failure. Often minority groups are opposed to private sector employment of prisoners. The ethical issues are important, yet the public decry that spending on correctional services, which is also growing, be done using performance accountability.  

Joint Venture Accountability Model and Performance Management
In the Joint Venture Accountability Model, the prison environment is where the public sector (prison) and private sector (business) manager work to achieve a set of goals by motivating people and managing relationships. The Joint Venture Accountability Model has the following components (abbreviated version):
· Providing work assignments to prisoners and offering a variety of skills, including the use of technology, that would serve them in their job search during post-release.

· Ensuring a level of significance through meaningful work that benefits the prison facility, the private business, and the prisoner.

· Addressing the needs of community using community councils to use data-driven decisioning about safety and stability when the ex-offenders become community residents. Joint ventures want to return them with literacy and marketable work skills.

The Joint Venture Accountability Model can help the prison develop its mission and improve its performance by asking these questions:

· Who do we want to become? The answer should be simple: to be an advocate of good policy and advisor to policy makers thorough use of knowledge of “what works” for the twenty-first century prison. 

· What strategy can we devise to respond to the joint venture program challenges? 

· How should the prison and joint ventures address stakehholders?   

· What makes the joint venture program unique? The abiding uniqueness of the prison industries (ventures) is that they offer a built-in training component to teach offenders marketable job skills. It is reasonable to keep labor-intensive jobs at home and use prisoner labor to facilitate the goals of production efficiency and rehabilitation. 
Chapter VIII:  Postscript: Twenty-First Century Corrections Management


Our national security and safety depends on what we do with lawbreakers when we have them in corrections, which is a costly public expenditure. The twenty-first century is proving to be a challenge to public management, and there are implications for professionals in corrections in terms of finding ways to deal effectively with unprecedented change. The entire field of corrections can benefit from the ideas about modern-day organizations. In the author’s view, corrections systems across the nation need to change from being “warehouses” to “factories,” and joint-venture programs are key agents in this change. The three overlapping circles which represent The Chains of Eleuthera model, place emphasis on the irrevocable links between victims, offenders and the community. This model’s focus: 1) Nomenclature Empowerment that uses words and facts for building the community, and 2) Character-building includes minimal use of propaganda and misinformation to incite anger and bitterness The seeds of community stability and growth are facts and evidence to guide policy making. Work-life that supports ex-offender self-esteem and enables a successful reentry back into the community as well as information exchange among stakeholder groups towards collaborative decision-making, are the best ways to corrections reform and balanced restorative justice.  

The situation of employing untried and new management practices in prisons is viewed with skepticism and, perhaps, resistance. The gut-feeling management style is disappearing; “just warehousing” offenders are less and less popular. In the face of budget shortfalls, as in California, prison managers are invited to embrace the new paradigms and gain skills and competencies to better manage correctional facilities. In chapter one, I introduced my motivation for writing this book—in part to encourage corrections begin to conceptualize a sound rehabilitation model to return producers back to our communities. This model would place more emphasis and redirect resources to psychological therapy, education, and work training.  A famous statement by Chief Justice Warren E. Burger (1907-1995), extolling the pragmatism and social value of dedicating resources (budget, personnel) to fulfilling a philosophy of “factories with fences,” is greatly appreciated by advocates of prison industries.
 The idea that prisons can be useful coincides with Dr. Francis Cullen’s writings about rehabilitation and the interdependence of psychotherapy, education, and work training underlying in-prison progress and post-release outcome success. Regarding education, Dr. Joseph Francom and I presented an e-Learning model that gives ex-prisoners skills to habilitate
. Habilitation, is a modern term used to describe prisoners gaining skills to help them navigate their community and reduce employability risk factors (ERFs) so that they can get and keep jobs. Fifty percent of these ex-cons will recidivate within the first 12 months of release from prison and about 80% will not obtain employment. 
 

Character changes can occur in participants that are involved in meaningful work—self-esteem is improved and hope abides during the process of thinking about rebuilding one’s life. The link between high unemployment and crime among African-American men is well-documented and a we need a sound rationale for good justice policy.Cultural diversity beyond the traditional “fill a quota”  will involve ethnic groups in the decisionmaking and development of prison industries (PIEs). The Chains of Eluethera  is a model for the modern department of corrections which include new role for public administrators (warden, supervisors), staff, and guards, as well as community parole (or probation) officers, prisoners, families, and the community in creating a “whole” effective correctional system. Any genuine effort to “save our communities” will only come from all of us inside and outside the corrections system. The ideas presented in this book certainly give us reason to stop and think as well as offer a place to start.
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