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PROGRAM FOCUS

Successful Job Placement for
Ex-Offenders: The Center for
Employment Opportunities

by Peter Finn

any offenders have difficulty finding permanent, unsubsidized, well-paid
employment after release because they lack job-seeking experience, a work histor
and occupational skills; furthermore, many employers refuse to hire individuals witt
criminal records. These circumstances seriously affect an ex-offender’s stability
because unemployment is consistently associated with high recidivisin rates.

Highlights

Many newly released offenders have diffim The program acts as a free human re
culty reintegrating into society. The Cen-sources departmentto employers by scree
ter for Employment Opportunities (CEO)ing participants for suitability and by serv-
in New York City is one of many programsing as an employee assistance prograrn
that help ex-offenders prepare for, findpffering help with such problems as sub
and keep jobs. CEO’s program is uniquatance abuse to any of the employers’ work
because it provides day labor for particiers—not just CEO graduates.
pants, most of whom have been released
only the previous week from boot camp. In
addition to enabling the participants too
earn a daily income, the work crews held:
the participants structure their lives and
develop good work habits. The work crewss Program employment specialists helg
also generate revenue that covers direeimployers obtain any available job tax
day-labor expenses. credits.

The program pays for half of employ-
es’ wages for 8 weeks or more through th
ederal Job Training Partnership Act if]
pecific criteria are met.

The work crews are a short-term means ofhe program helps about 70 percent of it
achieving CEO’s overall mission: placingparticipants find full-time employment
ex-offenders in permanent, unsubsidizedyithin 2 to 3 months, with most jobs pay-
full-time jobs that provide benefits and com-ing more than minimum wage and provid-
pensation above minimum wage. Distincing fringe benefits. Staff offer ongoing
tive features of CEO include the following:services to all placed participants for a

m A set of consistently enforced rulesleast & M EHET PECEMETL AHEoy

builds on and sustains the self-disciplinén"’lteIythree'fourths ClipEIE R S g

and self-esteem most participants have aére Sl EIPORER S ENS SXmE 6l after_.
veloped in boot camp: month and of these about half are stil

these rules also - .
foster the reliability that employers valueWorklng abienDiaiteRolNpDIHis:
most in hiring CEO participants.

The Center for Employment Opportuni-

ties (CEO) in New York City attempts

to overcome these barriers by providing
-transitional services when ex-offenders
hare at the most vulnerable stage of their
rehabilitation—immediately after re-
nlease. Most participants are newly re-

leased “boot camp” inmates, although
- approximately one-third are on work

release, probation, or nonviolent parole

status. CEO seeks to foster the discipline
ethey have acquired while incarcerated.

The program’s most noteworthy transi-
tional service consists of day-labor work
crews to which participants are assigned
1 week after release. The work crews,
designed to prepare participants for

® placement in a permanent job, offer
several advantages:

m They provide participants with struc-
ture and activity.

m They instill good work habits.

i m They enable participants to earn a

daily income.

m They test participants’ readiness for

placement in a permanent job.
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Three Agencies Collaborate on Successful Job Placement Programs

for Ex-Offenders

The National Institute of Justice (NIJ), thelustry, representatives of any industry will finghublication of that bulletin, we have helped
National Institute of Corrections (NIC), andts information and examples useful.

the U.S. Department of Education’s Office

Correctional Education (OCE) have cooper

ated on a number of projects addressing
needs of released offenders. TRimgram
Focusdescribes one of these continuing

forts. It is one in a series of publication
produced by NIJ, NIC, and OCE focusing o
various approaches to offender job traininﬁ',

placement, and retention.

Much has been accomplished since our ag

cies formed a partnership to document

results of offender job training and placeme

efforts and to disseminate the information

corrections professionals and policymakers.

%

8nference,

tl . - . .
orporate Symposium in Investmentin Crim

e . -
uccess, and many industry representatives h

hips with criminal justice agencies.

In December 1996, NIJ published the findin
I
n

tHan State’s work release program, which we

?

p

the fall of 1996, NIJ sponsored a national
15 OIIF Bl s Natlona}}_ob fair concept in their jurisdictions on a

lqal Justice Solutions.” The conference was

r(T‘t:)nducted between 1991 and 1994. The fir
udy analyzed a cohortof 2,452 malesreleasad we develop further strategies for joint
om Washington prisons in 1990—nearly 4@ction, staff from our agencies will continue
ercent of whom spent part of their sentencésseek advice from corrections professionals

both the Georgia Department of Children and
outh Services and the Maryland Division of
orrections successfully replicate the mock
limited basis.

a

&ver agencies are now working with a newly

gince sought NIJ assistance in forming partneibrmed office within the Federal Bureau of

Prisons dedicated to job placement for Fed-
eral offenders. The establishment of this of-

Yce i her indicati f the i -
om two NIJ-funded evaluations of Washing ce is yet another indication of the impor

rfance that corrections professionals place on
§{fender job training and placement.

NIC’s Office of Correctional Job Training on work release—to measure how successfubiyd policymakers. Together, we will strive to
and Placement has developed a curriculummates performed in the program. The secomfvelop successful programs that can be rep-
for offender job development specialists. Bgompared the recidivism of 218 offenders, halicated throughout the field.

the summer of 1997, two classes had beehwhom participated in the work release pro-
delivered at NIC’s Longmont Training Acad-gram and half of whom completed their se

emy. Both classes were oversubscribed, indences in prison.

cating the intense interest that correctio
administrators have in this subject.

n

%ur agencies’ latest joint publication, “Projec
Re-Enterprise: A Texas Program,” highlighte
OCE, in cooperation with the Home Builders: program designed to help offenders sharp
Institute, has begun developing a guide their interview and jobseeking skills prior to

Jeremy Travis

r]5irector

National Institute of Justice

orris Thigpen
irector
ational Institute of Corrections

educate the building industry about offendeelease. As part of this informal educatioRichard Smith
job placement and retention. Although thprogram, more than 350 Texas employers abirector
guide focuses on the residential building irtend a mock job fair at least once a year. Sincfice of Correctional Education

m They generate income that helps
cover day-labor expenses.

The program’s work crews have much
common with the supported-work dem
onstrations initiated in the |a1®70s.
While research failed to find that thes¢
demonstrations had a lasting effect or
either employment status or recidivisn
(see “Previous Supported-Work Initia-
tives”), CEQO'’s approach incorporates
two essential features missing from
most of these earlier efforts: providing
intensivgob placement services and
providing thenearly.

The crews are only a means to achiev
CEQ'’s ultimate mission: placing partici

pants in permanent, unsubsidized, full§
time jobs that provide benefits and
above-minimum wagesAs discussed
ibelow, CEO offers employers a numbsg
- of incentives for hiring program partici-
pantsenabling the program to find
£ jobs for as many as 70 percent of its

' ex-offenders.
n

D
L

The First Week:
Recruitment,
Orientation, and
Life Skills

The accompanying flow chart (exhibit
N@) summarizes the progression of CE

participants through the program. The
text below describes each major step.

rRecruitment and
Orientation

When my work release counselor sug-

gested | look into CEO, | liked the idea

because the work crews would give me
some money. So | went to the orienta-

tion and decided to join~A work

crew member

Most CEO participants are ex-offenders
just released from New York State’s
shock incarceration (or boot camp)

rogram who are required to enroll as
(§ condition of parole. The Parole

Program Focus 3



[ PROGRAM FOCUS i

Exhibit 1. Participants’ Progression Through CEO

2-3 Months
Work Crew
Friday Monday-Thursday Friday 6 Months
Recruitment . . Initial Job
and _— L'ée S:('”S | Developer Placement |—| Zﬂ%gg
Orientation ourse Session 1 Day a Week
Job
Preparation
Sessions and
Interviews
Support Services

Previous Supported-Work Initiatives

Government programs to bring ex-offendparticipated in the Wildcat program or to gparolees each year—found that after 1 year,
ers into the labor market began with theontrol group that received no assistancé9 percent of program participants had se-
passage of the Manpower DemonstratioRrogram participation increased ex-offendeured employment, compared with only 36
and Training Act of 1962 and the Economi@rs’ stability and earning capacity signifi-percent of a group of parolees who did not
Opportunity Act of 1964. These acts led t@antly during the 3-year followup period;enroll in Project RIO. Furthermore, during
the creation of hundreds of employment andowever, while participants were arrestethe year afterrelease, 48 percent of high-risk
training programs for offenders and exiess often than the control group during th&IO participants were rearrested, compared
offenders. However, shortcomings in thdirst year, by the end of the third year thevith 57 percent of nonparticipating high-
research methods used to evaluate thedd#ference in recidivism had evaporated.risk parolees; 23 percent of the RIO patrtici-
programs made it difficult to conclude thaturther study is needed to determine whethpants were reincarcerated, compared with
the efforts improved employment or rethe difference evaporated because recid38 percent of nonparticipants. Although
duced recidivism among ex-offenders. vism among participants had increased grarolees in the study were not assigned
_.because recidivism among the control grouandomly to control and treatment groups,

DILring, B2 D0, imels GoiTellies EXPErlLAd decreased. the two groups of ex-offenders studied had

] ex-oﬁenderemployment programs . . . similar demographic characteristics and risks

were undertaken, especially the supported: review of labor markets and crime risk f reoffending:

work demonstrations implemented by théactors found that “even after 30 years o? ’

Manpower Demonstration Research Coitrying, . . . no program—in-prison training,NJotes

poration (MDRC). These studies generallyransitional assistance (both in-kind and . .

failed to prove that such projects improvednonetary assistance), or pretrial diversion-& _See Friedman, L.NThe Wildcat Eyalua-
L , . d - ion: An Early Test of Supported Work in Drug

participants’ employment or earnings ohas consistently shown itself capable (throug huse RehabilitationRockville, Maryland:

reduced their recidivism, with one excepa rigorous random assignment evaluation,tional Institute on Drug Abu:se, 1978.

tion. A 1972 study conducted by the Veraf decreasing recidivism through labor mar-

Institute of Justice, located in New Yorkket-oriented programs, inside or outside g Bushway, S., and P. Reuter. “Labor Mar-

City, evaluated work crews for chronicallyprison.” However, the review observes thatets and Crime Risk Factors.” Chapter 6 in

unemployed ex-offenders and formefthe intuition of . . . [postrelease transitional s Sherman, D. Gottfredson, D. MacKenzie

heroin addicts. The modelinvolved closelyncome supplement] programs is still validg, Eck, P. Reuter, and S. Bushwasevent-

supervised employmentonwork crews con-. . Ex-offenders with jobs commit fewering Crime: What Works, What Doesn't,

sisting entirely of employees atthe Wildcatrimes than ex-offenders without jobs, angyhat's PromisingWashington, D.C.: U.S.

Services Corporation. Wages were subsihose with higher earnings commit fewepbepartment of Justice, Office of Justice

dized; participants did real work but wereerimes than those with lower earnings.”  programs, 1997), pp. 6—17.

sheltered from the full demands of th%

. " upporting this intuition, a 1992 study ofc. Menon, R., C. Blakely, D. Carmichael, and
workplace; stress was gradually increase roject RIO—a statewide program run by thé. Silver, “An Evaluation of Project RIO Out-

n nseling w. vailable after hour L . - o
ﬁe:(;:g(l; i/eerag reisle;:rbs erinﬁorr(l)ls SalsFexas Workforce Commission that provide§omes: An Evaluative Report, Ck:)?”egel Sta-
: N i on: Texas A&M University, Public Polic
signed ex-offenders to a test group thé?b placement services to more than 15,008 Yy y

Resources Laboratory, July 1992.

N
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Division also requires some parolees
released from a 3-month residential
substance abuse treatment program
participate. Finally, CEO accepts vol
untary referrals from city probation

officers and work release counselors.

The program does not accept offend
who have been convicted of a violen
crime or who are ineligible to work in
the United States.

Program staff provide a 3-hour orien;

tation at the Parole Division to each
new group of boot camp and drug
treatment graduates; probationers ar
work release inmates are trained at
CEQO's offices. Parolees are generall
released on a Thursday, oriented on
Friday, and begin life skills classes o
Monday. The life skills classes run fq
4 days (through Thursday). On Thurg
day afternoon students are oriented
the work crews. They meet their em-
ployment specialist on the Friday afté
the life skills class and start work the
following Monday.

Life Skills Course

I was afraid that my criminal history

would prevent me from ever getting a other needed docu-

job, but my life skills teacher trained
us thoroughly about what to write on
job applications and what to say to
interviewers about our offensesAn
employed program graduate

Participants spend the first of 4 days
(Monday) at CEO attending an all-da
job readiness class. Course work is
based on a Columbia University cur-
riculum designed especially for diffi-
cult-to-employ populations. Accordin
to Yolanda Johnson, one of the in-
structors, “The most important part o
the course is the interview training,

PROGRAM FOCUS

N

segment is how participants can talk
with job interviewers about their
teriminal record in a manner that di-
verts the conversation to what they
learned in boot camp and at CEQO.”

a trial period on the work crews to make
sure | was really ready for private-
sector work—An employed program
graduate

On the day following the end of the
life skills course (Friday), participants
meet with their employment specialist,
who reviews their interests and goals,
barriers to employment, and other
personal information needed to de-
velop an employment plan. This
information is documented in an as-
sessment tool approved by the New
York City Department of Employ-
ent. Each participant’'s employment
3specialist then picks a day of the week
when, instead of working on a crew,
the participant will come to the office
to pursue job leads the employment
specialist has developed between

“}Qeetlngs.

elSupport Services

L got lots of help from CEQO, not just
help finding a job. The program gave
me free clothing and the name of an
agency that had still more clothing to
give away. My life skills teacher
helped me negotiate the foster care
]cfureaucracy so | could get back cus-
ody of my children. | was even giver
list of real estate agents and names
people with vacant apartmentsAn
employed program graduate

y

n

"'On the last day of the life skills course
>"(Thursday), the instructor discusses
Qersonal problems participants may h4
that could interfere with finding a job;
PTparticipants fill out a form identifying
these problems and discuss them in a
exit interview. Life skills educators alsg
help participants secure child care, ho
ing, and clothing, as well as Medicaid
documents, a driver’s license, and any

Work Crews

"The crew pays me only $30 a day, but
JSI_Ieft prison with just $100, so | really
need the money. Besides, it keeps me
busy and not doing things that could

get me locked up again. And | know

ments. Staff visit par-
ticipants at their job
sites within the first 90
days of employment,
assessing employer ang
employee satisfaction.

YyTransition:
The Fifth Day

The first time | met my &
employment special-
ist, he was real up front
about telling me he

0

T dm

couldn’t place me ina  \york crew members wear proper safety gear while cleaning up

f

and the most important part of that

job right away without roadside areas for the State Department of Transportation.

Program Focus 5



that CEO has helped crew members
find jobs—A crew member

Work crews provide participants with
short-term, low-skilled, minimum-

wage, day-labor employment. In midq

1996, 40 crews with a total of more
than 200 participants were operating
each day in more than 25 locations i
all 5 city boroughs. Crews generally
operate from 9 a.m. to 5 p.m. and frg
4 p.m. to midnight, with an hour off
for lunch or dinner. Work crews give
participants the following benefits:

m Immediate, much-needed cash—
and the self-esteem that comes from
not having to ask family members fo
day-to-day living expenses.

m Essential work habits for joining th
workforce, such as getting to work or
time, dressing appropriately, maintai
ing a positive attitude, accepting con
structive criticism from a supervisor,
and working 7 hours a day as a men
ber of a team.

m An accurate sense of the demand
they can expect from employers.

The crews give the program the opp
tunity to screen out participants who
have shown repeatedly that they are
not motivated or disciplined enough {

succeed in the private sector. The pro
n

gram terminates these participants. |
addition, the work crews offer their
customers an array of benefits, both
tangible and intangible.

Reliability and quality work. Under

CEOQO's close supervision, crews shoy
up on time, work steadily, and do the
job right. According to Kevin Curran,
director of crew operations, “Agencie

PROGRAM FOCUS

grew to like them because they were
well supervised and dependable.”

Flexibility and control. From one day
to the next, facility managers can shi
crews to different locations or types ¢
work, increase or decrease the numk
of crews, and discontinue them wher|
njob has been completed.

nEasy accessAgencies that have
avoided needed maintenance work
because of the contracting process
(typically months long) can have a
crew in place within a month—and
often within a week.

Cost-effectivenessCrews generally

cost less than $500 per five-person

crew per day, including labor, onsite
esupervision, and overhead.

N
hGiving people a second chance.

. According to one facility manager, th
crews have been a boon not only be

-cause they do good work and save
money, but also because he gets pe
sonal satisfaction from giving ex-

5 offenders a second chance.

Managing the Work
PICrews

Work and pay. Crew members pri-
0marily perform low-skilled tasks (suc
as trash pickup and painting), rather
than highly skilled work that would
require extensive training. Because
crew members are CEO employees,
the program withholds taxes and oth
deductibles from their paychecks.

In 1997, day-crew members earned
vhearly $36 for a 7-hour day ($5.15 p¢
hour minimum-wage base pay); nigh

s($5.79 per hour base pay). Crew me

that initially resisted using the crews

bers are paid at the end of each day

crew members earned more than $40

provide immediate spending money,
reinforce dependability, and promote
their self-esteem. Because few crew
members have bank accounts, CEO
fthas arranged for several bank branches
dfand check-cashing establishments to

D onor their checks.
1a

Supervision. There are two levels of
field supervision: (1) individual onsite
crew supervisors and (2) senior field
supervisors, who oversee four to six
individual crew supervisors. While
both levels of supervisors maintain
work crew discipline, crew supervisors
have the primary responsibility for
training crew members.

Training. When a new work crew site
is established, a senior field supervisor
meets with the customer’s facility
manager to identify the time and place
the crew should assemble, the nature

Eof the crew’s work, and the equipment
and safety gear needed for the job. The
senior field supervisor gives this infor-

“mation to the crew supervisors, who
then orient crew members to the re-
quirements of the job.

Orienting and training the crews is a
never-ending task, as new members
replace those who find jobs, drop out,
Hor are terminated. As a result, crew
supervisors often team new crew mem-
bers with seasoned members who can
show them the ropes. Crew supervisors
also match uncooperative members
~pvith stable, experienced workers who
can reinforce positive work habits.

:lj\/laintaining discipline. Every crew
;_supervisor maintains line-of-sight
supervision at all times in order to
enforce the rules (see "CEO’s Rules
.trl:oster Reliability”). Depending on

6 National Institute of Justice



how severe a violation is and how
often it occurs, crew supervisors may
warn members to stop their behavior,
send them home with their pay docke
or fill out a report that will result in a
disciplinary hearing and possible
termination.

Although crew supervisors have pag
ers for contacting their senior field
supervisors and facility representa-
tives, for the most part they work ind
pendently. A daily visit by a senior
field supervisor exerts a stabilizing
influence, reassuring crew superviso
crew members, and facility manager
alike that an observant organization
holding everything together.

Senior field supervisors also help cre
supervisors solve onsite problems. H
example, Robert Gordon was paged
a crew supervisor when a member o
highway cleaning crew found the par
to a rifle and insisted on taking them
to the local police precinct station for
a gun buyback cash reward. Gordon
drove to the site and convinced the €
offender that he did not want to have
his fingerprints all over the weapon @
to be seen carrying it down the stree
In addition to troubleshooting, senior
supervisors help prevent burnout
among crew supervisors, who must
fight the same battles repeatedly as
new crew members echo the com-
plaints of their predecessors (such a
“Why do | have to work so hard for
only $5.15 an hour?”). Finally, senior
field supervisors help ensure that cre
supervisors enforce the rules even-
handedly so that crew members whq
move from one crew to another expe
rience the same discipline.

PROGRAM FOCUS

CEO’s Rules Foster Reliability

Although most CEO participants come diwhen meeting with employment special-
rectly from the State’s 6-month shockincarists. Ostentatious jewelry is discouraged,
ceration program and are, therefore, moand Walkmans™ and cellular phones are
self-disciplined than most other ex-offendnot allowed on CEO’s premises.

o

requirements and work schedule.

ers, many still have problems managin
their time, controlling their anger, and pa
ticipating on teams. As a result, in order t
prepare them for a successful transition t
the community and the job market, CE
requires strict adherence to the program

r-a Work crew rules. Crew supervisors
gomplete a form at the end of each day,

rglting (from 1 to 4) each individual’s time
n the job, punctuality, motivation, coop-
%ration, and productivity. Crew members
are discouraged from interacting with the
public and are required to conduct them-

The rules are intended to instill the acselves in a businesslike manner at all
- countability that will make participantstimes.

desirable job applicants and successful

employees—CEO staff report that reli® Disciplinary procedures. Participants

ability is the single most important charac\évrh?higgénr:itnmaéorr ;'SOSI:ET;;S (i}%{fséfaélggh
teristic companies look for in their em- 9 9

ployees. The rules also give CEO staﬁther) or who turn down an appropriate job

L . . _.offer are terminated. For | ri viola-
clear guidelines for responding to part|0|9 erare te a L (PO EE5 SEMENE o
ons (e.g., tardiness, absence, or reporting

pants’ attempts to avoid responsibility, sucB ) -
as claiming they were late because theortheWorkcrewwnhoutappropnate gear),

missed the bus or the subway broke dow f”“t'?'pant.s FBEETE & VERE [EEET g
Irsttime, sign a copy of the rules the second

m Punctuality. Participants are given twotime, and attend a disciplinary meeting the
additional opportunities to complete thehird time, which may result in termination.
life skills classes in the event that they aréhis three-step procedure attempts to un-
late or miss class. They must take the entioever the reasons for the behavior in order to
4-day course over again. Paychecks aselve the problem. According to the super-
docked for workers who are not punctualisor of the employment specialists, “If it's

in reporting to their worksites. a problem that can be fixed, we try to keep

- . the participant in the program.”
m Dress code. Participants are required to P P prog

wear outfits appropriate for job interviews

®

=
‘n

U

wn

~ 0O <

f

—
a

X_
Typical Work Crew
rAssignments

t'Buildings. Crews provide custodial
services in court buildings, stripping
and waxing floors in corridors and
public areas, cleaning bathrooms,
emptying trash containers, dusting
office furniture, and washing walls.
P:Crews prepare walls and trim surfacg
for painting, then paint dormitories,
classrooms, group homes, and admi
Wstrative offices. Crews reconfigure
staff offices, demolishing old walls
and installing new drywall partitions.

Highways. Crews clean up roadside
along piers and State arterial roads,

well as along highways and access

roads that lead to John F. Kennedy
International Airport.

Parks. A crew routinely maintains
nature trails and recreational areas,
cutting back overgrowth and picking
up debris. In warmer months, crew
members remove graffiti from outdoor

sgark fixtures, signs, and buildings.

hOther exterior work. Crews have as-

sembled concrete block partitions

and assisted with concrete flatwork for
sidewalks, ramps, and curb cuts for
handicapped access, including setting up

s forms, installing expansion joints, and
gouring concrete. Crews also perform

general groundskeeping, including

Program Focus 7
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cutting lawns, maintaining wrought iron| good results. According to Arturo Difficulties with crew members.

fences, and beautifying entrances. Santiago, the former first assistant | Crew members gripe most about the
commissioner of the Department of | pay, and some express dislike for the

Challenges Citywide Administrative Services, menial nature of the work. Few par-

who hired crews to maintain several | ticipants quit, however, because boot
court buildings, “You have to give camp has prepared most of them for
the crews a chance. They can’t turn aphysically strenuous chores. Women
building around in a day. Floors that | crew members—who represent about
Tarlow, CEO’s executive director, Sayshaven’t been worked on for years 9 percent of CE_O part_icipants_—oftgn
the crews are the hardest component O(".an’t look good overnight.” Santlagc_) have an added incentive to stick with
CEO to manage effectively. reports that he was prepared to wait [2the program: If they are mothers, they
or 3 months to see whether the crewsneed a job to demonstrate that they are
Startup difficulties. Facility manag- | could do the job. (See “Satisfied Workstable enough to win back custody of

Because looking after the work crews
involves constant attention and man-
agement, staff constantly try to antici-
pate and solve problems. Mindy

ers have to be patient in expecting | Crew Customers.”) their children from foster care.
Satisfied Work Crew Customers
In response to concerns over unsatisfactory maintenanc =
building conditions in court facilities, the Department of Cityw
Administrative Services turned to CEO crews as an experin NI e TEM
with positive results. The 1996 annual survey of court co TWELFTH JUDICIAL DISTRICT, SUPREME COURT
tions by the independent Fund for Modern Court Reform fo BPONX, HEW YO 10481
substantially improved conditions, shown below. Furtherm
the courts maintained by CEO generally received higher ra
than did courts maintained by other contractors. MAY 23 1996 iblicialyo et
. . - 02179 —
. May 17, 1996
Court Facilities Inspections FIRST QEPUTY havOR
1995 Ratings 1996 Ratings Court Address
(Before CEO)  (With CEO) Hon. Fatar fowers
Deputy Mayor
Poor Excellent 18 Richmond Terrace, Staten Isla| Sif,"yﬁi‘il New York 10007
Good Excellent 67 Targee Street, Staten Island Dear Deputy Mayor Powers:
Good Excellent 100 Richmond Terrace, Staten Isla I wish to compliment Arturo Santiago, First Assistant
Good Excellent 927 Castleton Ave., Staten ISIand|  saaisistvacion, and the statt of aoincenanme caplorese at the Broms
Fair Excellent ~ 89-14 Parsons Blvd., Queens B pachoned ngofur 'as Kovpong ur conr maiidiag spoviesar T
Good Good 125-01 Queens B|Vd., Queens The floors are so clean and glossy that one can almost
Fair Excellent 283 Adams Street, Brooklyn maintenance swployees who work hers have s qreat doal of pride in
Poor Good 141 Livingston Street Brooklyn their job performance. Their pride is well deserved.
ed kni ha h dicial d -
Good Good 360 Adams Street, BrOOklyn judicial a:atj:s:t waa;;.t Grayn:“c::cou::- :pptngl:n’“th:l: ct‘t'c':rt:?n
Good Good 120 Schermerhorn St., Brooklyn Sincersly, 9
. P (o L
Good Excellent 900 Sheridan Avenue, Bronx WM &
Good Good 215 East 161st Street, Bronx Burton B. Roberts
Good Excellent 60 Lafayette Street, Manhattan /9ae e L rict
Poor Good 60 Centre Street, Manhattan ce: Hom. Arturo Santiago
Poor Good 111 Centre Street, Manhattan Facilities Nanegement, Dog
Good Average 100 Centre Street, Manhattan

8 National Institute of Justice



Problems with facilities. Conflicts
between productivity and safety som
times occur at worksites. For examp
having different members of a crew
painting simultaneously in several
classrooms at Brooklyn College had
be abandoned because line-of-sight
supervision was compromised. Whe
college administrators expressed cof
cern about ex-offenders’ proximity to
students, CEO first changed the crev
lunch hours to prevent their coincidin
with the students’ eating times, then
arranged to have the crews do the

painting from 4 p.m. to midnight. An-| |

other problem is that crew members
are often the first to be blamed when

something is stolen or missing from a

facility. Crew supervisors remind fa-

PROGRAM FOCUS

—

when CEO was confronted with an

cility personnel that crew members gréinusually large number of requests fq

closely supervised, making it difficult
for them to engage in illegal activity
on the job.

Maintaining crew size.Program staff
struggle constantly to ensure that
crews are not shortstaffed—15 to 20
percent of members fail to show up
each day, while others find jobs or
are disciplined or terminated. When
Arturo Santiago found that some
crews cleaning his courts were unde
staffed, he developed his own crew
member sign-in sheets; crew superv
sors fax these to him each morning
and, if a crew is short, Santiago tele-
phones Mindy Tarlow to fill the gaps.

Fielding new crews The program can
respond expeditiously to a new reque
for a crew if an existing crew is finish-
ing a project and can be transferred t
the new site. If an existing crew is not
available, CEO must find another cre

crews during the summer of 1996,
Mindy Tarlow asked the Parole Divi-
sion for 50 additional ex-offenders;
CEO could not provide job placement
services for these individuals, but it
could offer them work crew employ-
ment. Kevin Curran, who supervises
crew operations, maintains a core of ]
reliable supervisors who want overtim
and who can fill in for other superviso
who get sick or go on vacation. Fur-

r-thermore, Curran says, “Even when
facing a month’s delay, customers ha;

-never said they cannot wait that long,
because a month is a blink of an eye
compared to the half-year contracting
process the facility would otherwise
have to endure.”

stJnion concerns.Opposition to the
crews from organized labor has not
» been a serious problem. When con-

wers have solved the problem either b

supervisor and expand its labor pool

Work crew members paint a corridor at a local university.

Einforming union representatives that

form a crew from scratch. For examplethe crew is supplementing the union

work by doing the less desirable low-

rskilled preparation labor or by moving

CEQ'’s crews to a different location
until the union job is done.

Job Development and
Placement

My employment specialist had a job

LOnterview lined up for me almost every
€ime | came in on my off day. And he
Swould remind me again and again

about how to act and what to say. On
about my fifth interview | was hired,

V@nd I've been there ever sineeAn

employed CEO graduate

Until they have landed a full-time job,
crew members return one day a week
to the CEO office dressed for job in-
terviews their employment specialists
may have scheduled. If no interviews
have been set up, the specialist may
try to schedule one during the meeting

cerns have been raised, facility managsr spend the time working with the
Y participant on job readiness skills.

Program Focus 9



Selling the Program
to Employers

Program staff and company executiv
who have hired CEO participants
agree that CEO’s most successful m
keting strategy consists of three intef
related selling points:

m CEO acts as a human resources
department, screening applicants for
its customers: Employers know noth
ing about someone who comes in off
the street, but with CEO they know
each applicant’s background.

m CEO provides employees who are
almost always reliable: They will
show up on time every day, ready to
work.

m An entire organization is behind
every employee: CEO is just a phong
call away. If employers have a prob-
lem, CEO will solve it. CEO monitors
every employee’s performance for 6
months with site visits and phone
calls. Employers are also reassured
learn that most participants are also
under supervision by a parole officer

Also, the program’s services are free
According to Tani Mills, who runs

CEOQ's vocational development activ
ties, “No-cost human resource servig
do matter to many employers. So ou
employment specialists may start ou
by telling employers how much mone
they’ll save by not having to place an
ad in the paper or pay an employme
agency.” The program also offers en
ployers other incentives.

On-the-job training and Adult Work
Experience credits.Through the New

PROGRAM FOCUS

the program can offer wage reimburse-
ment to employers under the Departme
of Labor’s Job Training Partnership Act
o6/ TPA). The on-the-job training compo-
nent offers to reimburse for-profit comp
apies half of a participant's wages for up
_8 weeks if the company qualifies under
JTPA regulations, is willing to train a
person, and considers the person a full
time employee with the same benefit pl
its regular employees receive. The Adu
Work Experience component allows
CEO to reimburse nonprofit companies
100 percent of the minimum wage for
providing 12 weeks of training.

Work Opportunities Tax Credit. For
many years, this program was able t
arrange tax credits for employers unj
der the Targeted Job Tax Credit Act.
This program was replaced in 1996
by the Revenue Reconciliation Act,
2 which offers special consideration to
employers if their operation and the
prospective employee’s residence ar
in a designated Empowerment Zone
The employer is eligible for a Work
[ pportunities Tax Credit equal to 35
percent of the first $6,000 of wages
($2,100) if the employee has worked
at least 180 days. In addition, the prg
-gram provides employers informatior
and brochures outlining the benefits
~available under the act for businesse
€% Empowerment Zonés.

I Human resources servicesAlthough

2VCEO has placed some participants
with big corporations, according to

NtTani Mills, “We have found a niche

nies: Large companies have their ow
human resource departments, so the
don’t need CEO so much. Also, it
takes more time to develop a relation

-with small and medium-sized compat

smaller ones. Besides, many partici-
npants can’t handle the anonymity of a
big company.” A senior employment
specialist adds that “big companies
atend to have higher standards for ap-
tplicants, a longer hiring process, and
greater reluctance to hire ex-offenders
than smaller companies.”

afror example, one shop owner with 35

[temployees reports, “l said | would
never hire a convict. Then a CEO rep-
resentative called me because one of
my customers had hired a CEO par-
ticipant and told the program about
me. The CEO person told me that they
screen these people, offer money for

D me to train them, and CEO and the
parole board both monitor them. If
there’s a problem, they’ll find it out
and either solve it or get the person
out. | don’t have a human resources
department to screen people, and with
a newspaper ad you never know what

ekind of person you're getting. So |
interviewed a few [participants], hired
one, and it worked out fine.”

In addition to filling a role as an em-
ployment agency, CEO offers Em-
-ployee Assistance Program (EAP)
services tany employee of a com-
pany that hires at least one CEO par-
sticipant. When Edward Parrott, a
senior employment specialist, called
a company as part of routine
postplacement followup, the owner
asked about how to deal with a non-
CEO employee who appeared to have
a drug problem. At Parrott’s sugges-
tion, the owner told the employee to
ntelephone Parrott or face termination.
yParrott then arranged for the employee
to enter a rehabilitation program, as-
-suring him that his employer would

York City Department of Employment,

ship with big companies than with

hire him back if he successfully
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PROGRAM FOCUS

Exhibit 2. CEO Staff Organization

Executive Director

Mindy Tarlow
— Director of Personnel
Work Crew Director Finance Administrator Vocational Activities Director

Kevin Curran Brad Dudding Tani Mills

Field Manager Suppo(r7t)Staf‘f
Senior Field Data Drivers (2) Job Life Skills/
Supervisors Department Development Support
6 2 Services Services

Crew Supervisors
(36)

‘Young
Probationers’
Program

4

Supervisors
2

Employment
Specialists
(10)

Educators/
Social Support
Staff (4)

completed treatment—which is ex-
actly what happened.

Followup
When | got a job, everyone at CEO

said to call if | ever needed anything/| |

still call after 3 years—An employed
program graduate

After placing a patrticipant, the employ-
ment specialist telephones the employ
to confirm the placement, express
CEO'’s pleasure to be working with the
company, and reaffirm the offer of on-
going assistance. An employment spe
cialist supervisor also calls to make su
employers know that the participants g
ex-offenders, thank them, ask if they

need any more workers, and tell them
contact her if they have a problem and
cannot reach the employment speciali

The program continues to monitor th

including telephoning the employer,

monthly reports that indicate when
followup contacts are due in order to
verify that participants are still em-
ployed, ascertain their progress, and

pany executive reported, “The em-
eployment specialist really monitors
these guys. He calls the employees,

working out. That’s very important to
L me. With an employment agency, thg¢
rdPlace someone and they’re out of it.
r&ix months go by and CEO is still
checking up on these guys.” The pro
t@ram offers job development and suf
port services indefinitely, including
sihelp with finding new jobs for former
participants who lose their jobs due t
elayoffs or other factors beyond their

employee’s performance for 6 month

sgontrol.

visiting the work site, and counseling
the employee. The program’s compu
erized case-tracking system produce

offer any needed assistance. One cg

and he calls me to see how things ar

CEO Staffing

While any program is only as good as
Uits personnel, staff quality is particu-
Slarly important at CEO because of the

complexity of marketing and operating

the work crews and the need to meet

job development goals established by

funding agencies. As the organization
Mhart (exhibit 2) shows, in 1996 CEO
employees included 36 crew supervi-
sors and 6 senior field supervisors; 10
employment specialists and 2 supervi-
sors; 4 life skills educators, who also
provided support services; and execu-
Pive and administrative staff.

e

Certain features of CEQO'’s staffing

- arrangements are noteworthy.

)_

m The program is especially receptive
to hiring former participants, who can
obe open about their background and
often have a strong desire to help other
ex-offenders. However, program

Program Focus 11



Employment Specialists Are Expected to
Meet Performance Quotas

Every week, each employment specialiguotas were instituted in the early 1990s
is expected to make at least 100 cold calNghen CEO’s Job Training Partnership Act
to potential employers, develop 5 to 10 joJTPA) funding changed from discretion-
openings, and make 18 referrals for inteary funding to performance-based contrac
views. These efforts should result in eighhg. Funds under JTPA were provided t
placements per month. Employment sp&EO up front, but, if the program did not
cialists submit a weekly activity report tomeet specified contract milestones, a po
CEO'’s director of vocational developmention of the money had to be returned. As
and to the supervising employment speesult, quotas to ensure productivity be
cialists. The report includes a record of jobame critical to CEO's survival. Although
orders by company name, position, wagéhe funding has reverted to discretionar
and date. If an employment specialist is ndanding, the quotas have been keptin plad
meeting the quotas, the supervising spér management purposes. According tp
cialist or the vocational development dione senior employment specialist, “The
rector works with the person to identify andjuotas are very effective as self-evaluation
solve the problem; for example, the entools and for pinpointing problem areas.”
ployment specialist may need help balanc-

ing time spent counseling participants with

-
D

y

PROGRAM FOCUS

a

The Parole Division contracts sepa-
rately with CEO for job development
services. The contract requires the
program to enroll 1,150 ex-offenders.
The program contracts with the City
Department of Employment—the local
distributor of Federal job training
funds—to reimburse companies that
provide on-the-job training and Adult

eWork Experience placements to pro-

gram participants.

The program’s income in FY 1996
included $1.8 million from Govern-
ment agencies for vocational develop-
ment (life skills classes and job

time spent calling potential employers.

participants must first work 6 to 12
months in the private sector to demo
strate their reliability and to build a
work history outside CEO.

m To minimize turnover among expe
rienced crew supervisors, CEO re-
wards longevity among these staff
members with extra pay.

m Employment specialists must mee
work quotas designed to stimulate

productivity (see “Employment Spe-
cialists Are Expected to Meet Perfor-
mance Quotas”).

CEO Finances

Program revenues in Fiscal Year (FY
1996 totaled $7.4 million and came
from several sources. Work crews
generate approximately 60 percent O
CEQO's total funding. This income
supports a significant part of CEO’s
work crew operation. Funding for
vocational development services (su

job counseling, and the youth pro-
ngram) comes from several sources,
including the following:

m State Division of Parole.

m State Department of Correctional
Services.

m City Department of Probation for
t adult and youth programs.

m City Department of Employment
JTPA funding for the on-the-job trainin
and Adult Work Experience placemen

With the exception of the City Depart
ment of Housing Preservation and
Development, which contracts for
work crews directly with CEO, agen-
cies pay the Parole Division for the
fprogram’s work crew services, and tk
Parole Division reimburses CEO. Un
der this arrangement, CEO is the Pa
role Division’s managing agent for th
Lrews, and CEO avoids becoming a

)

placement services) and $5.6 million
from customers who hired work crews.
In 1996, CEO covered all but $416,000
of its work crew expenses with revenue
from work crew customers. CEO ex-
pects the work crews to become com-
pletely self-supporting. As a result,
when calculating CEQO’s cost to taxpay-
ers, it is necessary to add only the
unreimbursed cost of the work crews
($416,000) to the cost of vocational
development activities ($1.9 million)
for a total cost of $2,316,800. Based on
the historical average of 766 place-
ments, the cost per placement to the
taxpayer is $3,025.
¢!
SMore than one-quarter of CEO’s FY
1996 expenses ($7.4 million) were
allocated to participants’ wages and
expenses (such as subway tokens and
workboots). Support services—includ-
ing vehicles, classroom space, and
staff salaries for job counseling and
'&raining—accounted for about 60 per-
" cent of program costs. The balance of
" the expenses (less than 13 percent)
Bwas incurred by program administra-
tion, legal counsel, and bookkeeping
functions.

as life skills training, support services

X bill collector.
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Promising Signs of
Success

“That’s the good thing about coming
here. They really help you=A par-
ticipant talking to a newcomer in the
CEO waiting room

The primary goal of CEO is to reinte-
grate ex-offenders into the communit
by helping them find employment in
unsubsidized, permanent jobs that p
more than minimum wage and offer
growth potential and benefits. Be-
tween 1992 and 1996, the program
placed an average of 766 participant
in permanent jobs each year, for an
average annual placement rate of ap

proximately 70 percent. The remainif %

30 percent dropped out of the progra
at different stages:

m Five percent of all program partici-
pants failed to show up for the first
day of program activities.

m Fifteen percent dropped out of life
skills classes.

m Five percent never showed up for
the first day of crew work.

m Five percent were terminated for
failing to follow work crew rules.

According to executive director Mindy
Tarlow, the first 30 days are the critical
time for sticking with the program; afte
participants are working with an em-
ployment specialist, they tend to remal
with the program until they find a job.

At a time when the minimum wage

was $4.25 an hour, the average hourl

wage for CEO participants who were
placed between 1992 and 1996 rang

PROGRAM FOCUS
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average wage was nearly 50 percent
higher than the minimum wage, repre
“senting almost $4,000 in earned incol
'%bove the minimum wage over the
Mourse of the year. Nearly two-thirds
the jobs provided full benefits.

In 1996, approximately 75 percent of
placed participants were still on the

terfere with staying in school.

n

€

from $4.25 to $20. In 1996, their

A CEO patrticipant [left] receives last-minute advice from his
employment specialist before going to an interview.

The young probationers’ program offers
7-week life skills course, individual coun-

seling (provided by CEO staff) and tutorFifty students were enrolled in the youth
ing (provided by volunteers), advocates iprogram as of mid-1996. School atten-
the schools for students in disciplinary difdance had risen from 49 percent to 81
| ficulties, assistance to parents through honpercent for most of the 27 students who
visits or lunchtime meetings, and part-timeemained active in the program.

paid summer internships. To motivate

same job after 1 month,

60 percent were still em-
ployed after 3 months, and
38 percent after 6 months.
Many remain much longer.
For example, among 12
participants one local busi-
ness had hired over a 3-year
period, “more worked out
than didn't,” according to

the owner. “One stayed/2
years, two for 4, years, a
couple for 1 year.” The

most common reason for
becoming unemployed is
drug relapse, despite CEO’s availability

- to refer any employed former partici-
mpant to treatment.

hf The success of CEO’s work crews has

inspired the agency to adapt their prin-
ciples to a program encouraging young
offenders to stay in school (see
“Young Probationers’ Program”).

Young Probationers’ Program

Until 1995, the City Department of Em-school attendance, after the probationers
ployment funded CEO to run a school-toeomplete the life skills course, employ-
work program for young adults. When fundment specialists help students find part-
ing was terminated, CEO refinanced thé&me jobs after school or on weekends; they
program through the Department of Probaare allowed to keep these jobs only if they
tion. The program helps probationers beremain in school. According to Alba Rivera,
tween the ages of ¥5 and 18 resolve director of the youth program, “These
academic and personal difficulties that inyoungsters need a place where they feel
accepted and are cared about—Ilike a sec-
ond home—and where someone is always
Qvailable to them.”

Program Focus 13
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Keys to Program
sSuccess

According to Christopher Stone, the
executive director of the Vera Institute
of Justice who supervised CEO'’s spin
as an independent organization (see
“CEQ’s Origins”), “Any postprison [
agency responsible for reducing recidit |
vism can set up work crews in conjung
tion with vocational development
services.” However, there are several
keys to the success of a program like
CEO:

m A local criminal justice system

agency—preferably a division of paro
or probation—must become a progra
partner to ensure an adequate supply

arranged for him.
e

mparticipants. These agencies are likel
@b find the guarantee of immediate, p3

CEO’s Origins

In 1978, the Vera Institute of Justice, &@on or parole officers. The crews were nd

nonprofit organization in New York City, expected to lead to permanent employment

establishedvhat later became the Centeas it became clear that work crew membe
for Employment Opportunities (CEO). Ongvanted better jobs and that social prok

of Vera’s primary missions is to initiatelems—such as lack of health insurance and"

innovative criminal justice demonstratiorhousing—made it difficult for many of them
projects. It disbands those projects that de find and keep good jobs, Vera adde|
not prove effective and seeks to spin offocational developmentservices. These tw
successful programs so that they conting®@mponents—work crews and vocationa
as independent organizations. When CE§2rvices—developed and operated in ta
became independent in 1996, it retainetem, but the crews which were not ex
most of its original structure and staff. pected to lead to permanent employme

The Vera Institute established the prograrﬁ?rﬂ"ﬂmed S [PTORIENTS [EITIE) TEEE:

because many newly released offendetsver time, the program’s goal evolved int
were being rearrested, usually for petiielping ex-offenders obtain permanen
property offenses. At the same time, it apmsubsidized, higher paying employmen
peared that offenders who were able to stayie work crews were seen as indispensal]
straight were finding day-labor jobs in theito achieving this objective. The nature o
own neighborhoods. As a result, Vera dehe ex-offenders’ participation also changec
cided to develop work crews that coul§Vhen the State Parole Division began re
offer day-labor employment in neighborferring primarily boot camp graduates, pa
hoods where offenders were living. ticipating in CEO became a mandatory corf

Initially, ex-offenders participated volun-d'tIon o FElEaEE

tarily in the crews after referral by proba-

A CEO employment specialist wishes a participant good luck as he goes to a job interview she

y work for all their referrals extremely
hidttractive, especially when alternative
job programs cannot promise quick
employment; fail to provide the struc-
ture, discipline, and followup that help
offenders secure above-minimum-wage
work; and may require participants to

apply for welfare.

t

S

‘m Times of fiscal crisis can work to the
advantage of a program like CEO, be-
jcause governments may be more will-
ahg to take cost-cutting measures—such
| as releasing inmates early with assur-
n-ances of appropriate supervision.

ntm Engaging participants in day labor
is essential to keeping them motivated
, and out of trouble. Income from the
_work crews also supports day-labor

t operations. However, being able to
|@stablish work crews may depend on
f the political will of government part-
I:ners and local community representa-
2-tives (see “How CEO Finds Work

- Crew Customers”).

m Hiring competent operations staff,
such as crew supervisors and senior

field supervisors, is critical. Local
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How CEO Finds Work
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Crew Customers

Competitive bids.The program has securedion program in the late 1980s to relieveneads of other State agencies to seek sup-
some customers through a competitive bigerison crowding and reduce the need for neport for CEO’s work crews. It took 4 years
ding process. In 1981, the City Departmergrison construction, it needed a way to prdfor CEO to build back up to more than 40
of Housing Preservation and Developmentide released “shockers” with immediatecrews.

(HPD) issued a request for proposals temployment, because holding a job was
rehabilitate low-income housing seized inmequirement for release. The Parole Divisio
tax foreclosures. CEO was one of the suexpected to use CEO’s work crews for thi%;
cessful bidders, becoming HPD's principapurpose because the program could guaran-
contractor for crew operations. In 1995, CE@ee paying jobs for participants right away.
responded to another HPD request for prédowever, when CEO lost its major contract
posals seeking supported-work contractoraith HPD, the number of crews needed fell"
As one of three successful bidders, CEO washarply (from nearly 50 to 5), leaving the
a 3-year contract to provide four work crewsParole Division in the lurch. As a result, the

State Government support.When New
York State established its shock incarce

market demand for individuals with
the proper blend of skills and person
ality can hamper a program’s ability 1
recruit and retain them. The program
must also hire detail-oriented admini
trative staff (see “CEQO’s Communica
tions Hub: The Data Department”).
According to Mindy Tarlow, “Organi-
zations tend to rely on only one or tw
compulsive people for this work, but
that’s not a good idea when you're
deploying work crews and tracking
hundreds of participants—things can
fall apart quickly when these staff ge
sick, go on vacation, become over-
worked, or begin to resent other ad-
ministrative staff who are not so
conscientious.”

m The program must incorporate anc
enforce structure and discipline. The
program should enroll ex-offenders
who have already developed some
self-discipline, building on this habit
until the participants respond to ince
tives for staying straight: immediate

director of the Parole Division and th

§ood performance Creating satisfied cus-
mers is another way CEO has gained
nd kept) contracts. A good track record
an be used to secure additional work, and
ustomers who initially agree to experi-
ent with crews renew or expand their
ontracts. Crews often come to be consid-
red a permanent supplement to a
ustomer’s maintenance operation.

C

C
e

eC

Governor’'s representatives met with the

ra-

nent job, and the rewards of full-time|

employment with fringe benefits. Ac-

ocording to Christopher Stone, “Any
regime in the department of correc-

stions with a disciplined system can b

- an appropriate source of participants
including therapeutic community
graduates and work release inmates

otwo populations CEO has successful
placed.”

Tarlow recommends that new pro-
grams begin by establishing an admi
t istrative structure, putting a referral
mechanism and an orientation proce|
in place, and soliciting w