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May 1, 1972 

Miss Ward E. Murphy, Director 
Bureau of Corrections 
Department of Mental Health and Corrections 
411 State Office Building 
Augusta, Maine 04330 

Dear Miss Murphy: 

We have completed the comprehensive correctional 
study of the State of Maine and the report is sub­
mitted herewith. We would like to thank you and 
Mr. Michael Molloy, and the Study Committee for 
the excellent cooperation and assistance extended 
to us in connection with this project. 

An extrem~ effort has been made to complete the 
study ahead of schedule even though work did not 
commence until approximately December 1, 1971, 
due to delay in contract approval. 

It has been most gratifying to our company to as­
sist the State of Maine in developing a meaningful 
and practical correctional system. We are looking 
forward to assisting the Bureau of Corrections in 
obtaining maximum results from the system by timely 
implementation. 

Sincerely, 

BATTEN, BATTEN, HUDSON & SWAB 
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INTRODUCTION 

The comprehensive correctional study described in this 
report is the result of the excellent cooperation and 
contributions rendered by many fine people. Limita­
tions of time and space make it impossible to acknow­
ledge all individual contributions; however, we would 
be remiss in our responsibility if credit was not given 
to some individuals and groups. 

We are very grateful to Miss Ward E. Murphy, Mr. Michael 
Molloy, and the Correctional Study Committee members for 
their cooperation and knowledgeable input of information, 
thinking and ideas. Active members of the Committee who 
rendered such valuable assistance were as follows: Mrs. 
Dorothy Hanauer, Mr. Alan Goodwin, Sheriff Charles Sharpe, 
The Reverend Samuel Henderson, Mr. David Stauss and Mr. 
Gerard F. Samson. 

Special acknowledgment must be given to the tireless 
efforts extended by all employees of the Bureau of Cor­
rections, specifically Mr. Henry Cranshaw, Mrs. Mary E. 
Pierce, and other employees in the Administrative Ser­
vices Section; Mr. Raymond G. Nichols and employees of 
the Probation and Parole Section; Superintendent Merton 
R. Johnson and staff; Superintendent William H. Hughes 
and staff; Mrs. Dorothy Hanauer and staff; Warden Allen 
L. Robbins and Acting Warden Robert D. Kennedy and 
staff. 

Excellent contributions and assistance were rendered by 
the following: The Honorable Kenneth M. Curtis; Com­
missioner William F. Kearns; Commissioner Dean Fisher, 
M. D. and Mr. Dale Welch, Director, Research and Statis­
tics, Department of Health and Welfare; Mr. Niran C. 
Bates, State Director, Bureau of Public Improvement and 
staff; Mr. Jack Leet and staff of the Maine Law Enforce­
ment Planning and Assistance Agency; Chief Justice Armand 
A. Dufresne, Jr.; Chief Judge Robert L. Browne; President 
Robert Marden, Mr. Jon R. Doyle and Mr. Chauncey Robbins 
of the Maine Bar Association; Dr. Albert T. Quick, Pro­
fessor Donald Dahlstrom of the University of Maine; 
Sheriff William Carter, President Maine Sheriff's Asso­
ciation and members; Colonel Parker F. Hennesey and 
staff of the Maine State Police; and to many judges, attor­
neys, legislators, and law enforcement officers. Last but 
certainly not least, to the students of the University of 
Maine for their capable assistance and the Maine State 
Library staff. 
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The accomplishment of this study within the specified 
time limit was greatly assisted by the use of forms, 
methodology and information developed by the Univer­
sity of Illinois in Guidelines For The Planning and 
Design of Regional and Community Correctional Centers 
for Adults. Special recognition and credit is given 
to Director Fred D. Moyer and staff for their excel­
lent work and assistance. 
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STUDY OBJECTIVES 

The basic objective of this comprehensive correctional 
study was to comply with the State of Maine Request 
for Proposal "for the purpose of planning and develop­
ing a state-wide, integrated, correctional system for 
the adult and juvenile offender."* We have further 
developed and recommended a practical, viable and 
superior correction system that not only serves the 
juvenile and adult offender, but also serves the people 
of the State of Maine and the state criminal justice 
system from both a social and economic standpoint. 

The basic objective was accomplished by the completion 
of the following sub-objectives: 

l. Data Research 

The data research and analysis not only in­
cludes ''a complete analysis of existing 
facilities and programs,"* but other factors 
related to a correctional system, such as: 

Analysis of present correctional 
philosophy 

Goals and objectives 

Strengths of the present system and 
opportunities for improvement 

Attitude sampling and analysis 

Analysis of the organizational 
structure of the Bureau of Cor­
rections 

An evaluation of available com­
munity resources 

Analysis of population growth 
rates and trends 

A census of offenses from the 
court dockets 

Court caseload capacity 

*Request For Proposal, dated 6 August 1971, Attachment C, 
Work Statement 
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Involvement of local, county and 
state governments 

Analysis of present record-keeping 
and reporting procedures 

Judicial practices and statutory 
restrictions 

Utilization of the methods and pro­
cedures as suggested by the guide­
lines for the planning and design of 
regional and community centers for 
adults. 

2. Based on the analysis and findings of the data 
research, projected correctional needs and re­
quirements were developed to 1985 to assist in 
formulating adequate long-range planning for 
facilities, treatment programs, staffing, etc. 

3. Recommended Program 

To develop an effective, yet practical, correc­
tional system which would produce meaningful 
results in accordance with projected needs and 
requirements. 
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RECOMMENDED CORRECTIONAL SYSTEM 

Philosophy and Concept of the Recommended System 

The success of the following correctional system is 
dependent upon understanding, agreement and implemen­
tation of the philosophy and concepts that are inter­
woven throughout the specific functions of the entire 
system. It is vitally important that broad concepts 
be established to provide a solid foundation for 
future action and plans. After considerable delibera­
tion and thought, the following philsophy and concepts 
were established for guidance in providing a profes­
sional and practical correctional system for the State 
of Maine. 

Historically, incarceration alone has proven to be a 
demonstrable failure as a correctional practice. Ex­
tensive use of confinement, frequently under severe 
conditions, has provided a breeding ground for recidi­
vism rather than rehabilitation. 

While the primary purpose of corrections is the protec­
tion of society, the ultimate goal of the correctional 
processes is the return of offenders to society as 
meaningful and productive citizens. The personal prob­
lems and crises which prevent the offender's reintegra­
tion into the community must be met through providing 
assistance to the releasee, much of which is available 
in the community. The correctional system draws on 
these community resources while it insures protection 
for the community. Community resources and services 
are utilized to a far greater degree which involves in­
creased community involvement, commitment, and responsi­
bility in rehabilitation of offenders. 

Inasmuch as the offender and the problem originated in 
the community, ultimate successful reintegration into 
the community should occur. Correctional rehabilitation 
efforts are concentrated on a local community level 
avoiding incarceration if at all practicable. The 
system provides for more arrests with more law enforce­
ment and increased service to the courts and law en­
forcement agencies. Increased emphasis is placed on 
reduction of crime by providing more programmed services 
to encourage crime prevention, and to first-time offend8rs.* 

*See Treatment Programs and Services, Page II. 53 
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Flexibility must be maintained in the location of 
community facilities used in order that the system re­
mains viable and meaningful in producing effective 
results according to changing needs. This action 
will necessitate the rechanneling of expenditures 
into personnel and services instead of confinement 
and custodial service. 

A necessary principle inherent within the recommended 
correctional system involves diverting out of the 
correctional system cases involving alcoholics, drug 
addcits, s~x offenders, mentally ill cases, to the 
fullest extent practicable in consideration of the 
offense committed.* 

Assisting the offender in his return to society to 
re-encounter a problem with which he was unable to 
cope prior to commitment can be greatly assisted by 
requiring the offender to support himself and/or his 
family while in custody and perhaps providing some 
degree of restitution to a victim. The possibility 
of achieving the desired results from this approach 
appear to be much greater than providing the offender 
a free ride at the taxpayers' expense. 

The philosophy and concept encompassed in the recom­
mended system has been to utilize any presently avail­
able physical facilities. Ideally, the construction 
of new facilities totally designed to meet the entire 
function is desirable. From a realistic standpoint 
and. considering the cost to the citizens of the State 
of Maine, we believe it is far more practical to uti­
lize existing structures that can meet required needs. 

In the future, new facilities can be substantiated if 
the experience of the new correctional system justi­
fies such action. 

'rhe recommended correctional system comprehends inde­
terminate sentences to the Department of Corrections 
(maximum sentences only) and co-educational institu­
tions for juveniles. 

While the objective of this study was to recommend an 
improved correctional system for offenders, it is well 
to point out that in the future, considerable emphasis 
must be directed to crime prevention areas. To em­
phasize this point, if this correctional system operated 

*See Treatment Programs and Services, page II.53 
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at its optimum potential, it would be unable to cope 
with the number of offenders created by population 
increases alone. It would appear that the Bureau of 
Corrections should be the logical organization to 
encourage and accelerate the trend of returning cor­
rections to the community. At this time it is not 
practical for conruunities to accept full responsibility 
for corrections due to lack of monies, qualified people, 
organization and facilities. However, the shifting of 
more correctional responsibilities in this general 
direction is contemplated by the recommended system. 
The recommended system comprehends the strong leader­
ship and guidance by the Bureau of Corrections in 
addition to coordinating the necessary central plan­
ning and control. 

II.7 



ORGANIZATIONAL STRUCTURE - BUREAU OF CORRECTIONS 

The structure of the organization that will manage the 
proposed correctional system could take different 
forms. There are two or three perhaps that can func­
tion more efficiently than others. The development of 
the recommended structures was based upon the following 
premises: 

1. Primary emphasis should be placed upon service 
and programs rather than institutional care. 

2. The overall corrections function will become 
increasingly more decentralized requiring that 
as much responsibility as practicable be 
delegated to the Area Centers. 

3. The success of the overall system will be de­
pendent, to a great extent, upon the accep­
tance and cooperation of the community, which 
will require strong community relations and 
community program development functions. 

The recommended organization structure is presented as 
the type of organization that will achieve the objectives 
of the proposed correction system in the most efficient 
and effective manner. Specific organizational needs will 
become more clear during the implementation stage, and 
may ultimately suggest changes in the overall structure. 
It is important to recognize that reorganization will 
probably be evolutionary rather than revolutionary. The 
organization chart actually becomes an organization ob­
jective that guides organization change, possibly over a 
period of several years.* 

The success of the entire system is dependent upon the 
selection of competent people to staff the positions. 
Competent personnel must be selected upon the basis of 
their abilities to carry out the functions of their 
positions. Organizational structure changes should not 
be made to meet the needs of personnel. 

The responsibilities of the Director of the Bureau of 
Corrections will basically remain the same. Although 
there is an increase in the total corrections staff, 
three Deputy Directors and a Manager of Research and 
Planning will be reporting directly to this position. 

*Referenc,, :Jr g;antzation Chart, page II .15 
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This will provide more time for the Director to devote 
to planning, directing, coordinating and controlling 
the overall correction program. 

Deputy Directors of Adult/Juvenile Services: 

The primary functions of these two deputy directors 
will be the development of adult or juvenile correc­
tion policies and programs within their jurisdiction, 
the direction of the Area Administrators and the ap­
proval of programs developed at the area level. The 
primary emphasis of the Deputy Director, Adult Ser­
vices, should be placed upon the development of 
community relations and community programs through 
the Area Administrators. The Deputy Director, Adult 
Services, will also have overall responsibility for 
probation and parole, although field probation and 
parole functions will be administered through Area 
Administrators. Probation and Parole staff services 
such as interstate compact administration could be 
assigned to a staff member reporting to the Deputy 
Director, Adult Services. It is recommended that the 
function of the Parole Board remain as it is at pre­
sent. The parole of all felons should continue to 
be granted by the Parole Board. At the present time 
no clear provision exists for the granting of parole 
to misdemeanants. It is recommended that misde­
meanant paroles be subject to the approval of the 
court. The Area Administrators should, with appro­
val of the Deputy Director, Adult Services, and the 
Director of the Bureau of Corrections, recommend the 
parole of misdemeanants to the sentencing judge. It 
is possible that this procedure can be accomplished 
by obtaining the approval of the judiciary without 
the need of enabling legislation. 

The major functions of Area Administrator, Adults, 
include: 

1. The supervision and/or custody of all male 
adult offenders in their jurisdictional Area. 
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2. The administration of all field services in­
cluding: 

a. Court services 

b. Pre-trial program coordination 

c. Probation and Parole supervision 

d. Community relations 

e. Community volunteer programs 

f. Holding center outpatient services 

]. The contracting and utilization of community 
services including: 

a. Health care 

b. Diagnostic services 

c. Educational services 

d. Vocational training services 

e. Religious services 

f. Legal services 

g. Recreation services 

4. The administration of correction programs 
including: 

a. Diagnosis and classification 

b. Individual program planning 

c. Work release 

d. Education release 

e. Counseling and therapy 

f. Alcohol and drug treatment 

g. Outpatient services 
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5. The selection and management of halfway 
houses based upon the needs of the area. 

6. The assignment of offenders to other 
facilities within the Area such as halfway 
houses and holding centers for purposes of 
increased security or community programs 
participation. 

7. The assignment of offenders to other Area 
Centers for special programs not available 
in their Area. 

It is anticipated that four people will be reporting 
directly to the Area Administrator as follows: 

l. A Manager of Facility Services who will be 
responsible for facility maintenance and 
the care and custody of offenders housed 
in the area center. Custodial, food ser­
vice and security personnel will report to 
this position. 

2. A Program Supervisor will have responsibil­
ity for the administration of all area 
center programs. Program directors and 
counselors will report to this position. 

3. A Community Resource Coordinator will have 
responsibility for developing and coordi­
nating community programs, community rela­
tions and prevention programs. 

4. A Field Services Manager will be responsible 
for all probation and parole in the Area, 
and providing services for courts and hold­
ing centers. Field Probation and Parole 
personnel will report to this position. 

No significant changes in organization and staffing 
at the Maine State Prison are foreseen at this time. 
As the inmate population at the prison fluctuates be­
tween the present and 1985, the staff requirements 
can be expected to change both from the standpoint of 
profile and numbers. No insurmountable problems 
should develop, however. 
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The major functions of Area Administrators, Juvenile 
Services, include: 

l. The care and custody of all juveniles 
assigned to the Bureau of Corrections. 

2. The development and coordination of ju­
venile aftercare programs with probation 
and parole field officers. 

3. The development and administration of 
institution programs including: 

a. Diagnosis and classification 

b. Education 

c. Vocational training 

d. Counseling and therapy 

e. Recreation 

f. Individual program development 

4. Providing encouragement and services for 
the development of prevention programs 
such as: 

a. Indoctrination programs for law 
enforcement officers 

b. Development of youth centers 

c. Foster care homes 

d. Emergency foster homes 

e. Big Brother or Big Sister programs 

f. Guidance counseling in schools 

g. Youth employment programs 

h. Development of local diagnostic 
centers 
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5. Development and supervision of halfway houses. 

6. Development of juvenile court services to be 
administered by Probation and Parole. 

It is anticipated that there will be little change in 
the organization of the Juvenile Area facilities. 
Functions will be reassigned in some instances to pro­
vide more emphasis on community and prevention pro­
gram development. 

The Deputy Director, Juvenile Services, will also have 
overall responsibility for the custody and program de­
velopment for women. The actual management of this 
function, however, will be delegated to the Administra­
tor, Juvenile Services of Area II at Stevens School.* 
A major function will also be to provide encouragement 
and assistance to local communities in the development 
of juvenile delinq~ency prevention programs. Responsi­
bility will be shared for obtaining and coordinating 
services of other state agencies. Extra care must be 
taken in the selection and development of Juvenile and 
Adult Area Administrators. It is at this level that 
the degree of success of the overall system will be 
determined. 

Deputy Director, Administrative Services: 

The major functions of the Deputy Director, Adminis­
trative Services, include: 

1. The general accountability for meeting per­
sonnel staffing requirements, training and 
development, internal financial data, and 
operational statistics and records. 

*The transfer of women inmates from the correctional 
center at Skowhegan to Stevens can conceivably alter 
staff requirements as they concern adult females. In 
all likelihood, the requirements for staff under the 
proposed system, that of locating both adult and juve­
nile females at Stevens, will reduce the total number 
of staff people needed. 
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2. To supervise a Manager of Personnel and 
Training, to assure that selection proce­
dures and hiring practices are developed, 
to assure that training and development 
programs are innovated and conducted 
throughout the system. 

3. To supervise a Manager of Statistics and 
Records. To update or innovate the nec­
e8sary records to allow effective admin­
instrative planning, coordination and 
controlling of the Area Centers and other 
facilities within the system. 

The specific staffing of this position is not neces­
sary at this stage of development of the new system. 
Interim staffing and supervision should be provided 
by the present Bureau of Administrative Services of 
the Department of Mental Health and Corrections. 

Data Processing, if included as a self-sufficient 
function by 1985 within the office of Records and 
Statistics, must provide for a Digital Computer Sys­
tems Analyst, an ADP Programmer, Computer Programmers, 
Code Clerks and an Administrative Aide. Again, work­
load requirements will determine staff numbers. 

Manager, Research and Planning: 

The Office of Research and Planning under the Director, 
Bureau of Corrections, must be staffed with a Manager, 
a secretary, a sociologist and a research analyst. As 
the role and stature of this function increase, by 
1985 it could conceivably consist of an Associate or 
Deputy Director, a Manager of Planning, a Manager of 
Research, Research Sociologists, Research Psycholo­
gists, Research Analysts, Planning Assistants or 
Planners, and secretaries of sufficient number to ful­
fill the workload requirement. 
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GOVERNMENTAL RELATIONSHIPS 

I. Community Corrections Committee 

Although the Deputy Director in charge of each Area 
Correctional Center will report, administratively 
and functionally, directly to the Director, Bureau 
of Corrections, it is recommended that a community 
corrections committee be appointed to serve each 
center in an advisory role. 

The membership of this committee will be appointed 
to serve three year terms. Initially one-third of 
the committee members should be appointed to one 
year terms, one-third to two year terms, and one­
third to three year terms. One-third of the total 
committee will then be replaced each succeeding 
year for three years, thus assuring carry-over 
knowledge and experience to assure continued pro­
gress of initiated programs. 

The purpose of the committee will be to provide 
professional, private and lay counsel to the Direc­
tor of the Center when requested. A most important 
responsibility of committee members is to function 
as a communication link to the community regarding 
education, information and public relations neces­
sary for the Center to receive the understanding, 
backing and support of the private citizen sector. 
Also, the committee members can serve as listening 
posts regarding public attitudes that are important 
to the planning and program implementation being 
conducted by the Center. 

It is recommended that the community corrections 
committee number twelve (12) or sixteen (16) at 
each center, but to keep the size from becoming too 
large and unwieldly. 

It is recommended that the membership of the commit­
tee be appointed from the following segments of the 
public sector, not to exceed two from any single 
category. Appointments should be made from the 
geographic area which the center serves: 

County Sheriff 

Judge 

Public School Administrator 
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Private School Administrator 

County Commission Chairman 

Vocational-Technical Institute Administrator 

Commercial School Administrator 

Police Chief 

Rehabilitated personnel, alumnus of the Center: 

Adult male 

Adult female 

Juvenile 

Public Official - local, state or federal 

Clinical Psychologist 

Physician 

Attorney 

Social Worker - Sociologist 

Business Executive 

Member, Mental Health Facility professional staff 

Agricultural leader - farmer 

Newspaper editor or publisher 

It is recommended that the role of the community correc­
tions committee be clearly defined. Meetings should be 
scheduled in advance, with special meetings called by 
the Center Director or committee chairman when required. 

It should be observed that emphasis is being placed on 
involvement of the public at the local level, which is 
the outstanding prerequisite for success of the concept 
of community-centered and community-controlled rehabili­
tation programs. · 
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II. County Government Responsibility 

Lockups will be operated by both municipal and county 
governments. Holding facilities will be located pri­
marily in county government facilities and will be 
the financial and operational responsibility of the 
county involved. The County Commissioners will have 
the financial obligation of continued facility main­
tenance and custodial staffing. Prisoner maintenance 
cost for all prisoners held for arraignment or trial, 
prisoners serving sentences of less than thirty days, * 
and juvenile detention will be the responsibility of 
the county. The State will be financially responsible 
for all offenders committed to the Bureau of Correc­
tions and assigned to a holding facility for any 
reason. It should be strongly encouraged that holding 
facilities meet required physical standards. Physical 
standards should be defined in the Plan of Implementa­
tion (Phase II). 

* Under the proposed system, it has been recommended 
that any offende~with sentences of thirty days or more 
be sentenced to the Bureau of Corrections. The thirty 
day minimum can be discretionary. In other states that 
have adopted similar systems, the minimum sentence for 
jurisdictional control varies from fifteen to sixty 
days. The thirty-day minimum is recommended for the 
following reasons: 

1. Theoretically the correction process should 
start with the offender's first offense even 
if it is a one-day jail sentence. From the 
practical standpoint the anticipated benefits 
to be developed in less than thirty days 
would not justify the additional staff re­
quirements. 

2. With at least thirty days to work with an of­
fender, the opportunity is greater for proper 
diagnosis and treatment in addition to pro­
viding assistance in employment, training and 
education. 

3. Hopefully the results of the system will en­
courage judges to give longer maximum sentences 
to misdemeanants enabling them to become in­
volved in a positive program of correction. 

4. If a minimum time of sixty or ninety days is 
used, initially at least, a large number of 
misdemeanants would be deprived of the full 
correction resources and society would not 
benefit by the anticipated recidivism decrease. 
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III. State Government Responsibility 

The State of Maine has the financial and operational 
responsibility for the physical maintenance, staff­
ing and operations of the Area Correctional Centers 
(three), and Sub-Centers (two), as well as maintain­
ing the Men's State Prison, Women's Prison and Ju­
venile Area Correctional Centers. 

Generally speaking, the functions and services in an 
Area Center will also be present in a Sub-Center, 
but in lesser amounts, due to reduced volume of of­
fenders. The offenders served in the Area Center 
.will be misdemeanants with sentences of thirty days 
or more, any felons classified as medium or minimum 
security risks, offenders on pre-release status from 
prison, and all offenders on parole or probation in 
that geographic area. 

IV. The Return of Corrections to the Community 

Corrections fills the major role in both time and 
function between the time of arrest and removal of 
the offender from society until the offender is re­
turned to society. Hopefully the offender will be 
inclined toward self-support and sufficiency rather 
than recidivism and continued dependence upon the 
tax-supported system of corrections. 

Long-range planning should provide for and antici­
pate greater community involvement through local 
community oriented programs that involve citizens 
through advisory committee relationships, as well 
as custodial roles. 

Community correctional planning should anticipate 
custodial/probation/parole responsibility by in­
dustrialists, professional business people and 
other lay persons in the community. 

Greater lay (non-correctional) personnel involve­
ment should be planned for, anticipated and en­
couraged in community preventive programs, which 
should further reduce the anticipated load on the 
correctional system in the future. 

II.20 













































































































































































of necessity. Seldom has growth been based on 
systematic planning. Lacking consistent guide­
lines and the means to test program effective­
ness, legislators continue to pass laws, exe­
cutives mandate policies, and both cause large 
sums of money to be spent on ineffective cor­
rective methods. 

The public and their legislators must understand 
that there can be no solution to the problem of 
recidivism as long as harsh laws, huge isolated 
prisons, token program resources, and discrimi­
natory practices which deprive offenders of em­
ployment, education, and other opportunities 
are tolerated. They also must expect that as 
long as there is a predominance of low-paid 
dead-end jobs in corrections, the field will 
continue to be burdened with a poor performance 
record." 

The overwhelming consensus is that the solution to im­
proving corrections, and thus reducing recidivism and 
crime, is the de-institutionalizing of many offenders 
and returning them to society and their community under 
supervision as soon as practical without endangering 
society. The Task Force on Corrections of the Presi­
dent's Commission on Law Enforcement and Administration 
of Justice states the prevailing concept as follows: 

"The general underlying premise for the new direc­
tions in corrections is that crime and delinquency 
are symptoms of failure and disorganization of 
the community as well as of individual offenders. 

In particular, these failures are seen as de­
priving offenders of contact with the institu­
tions that are basically responsible for assur­
ing development of law-abiding conduct: sound 
family life, good schools, employment, recrea­
tional opportunities, and desirable companions, 
to name only some of the more direct influences. 
The substitution of deleterious habits, stand­
ards, and associates for these strengthening 
influences contributes to crime and delinquency. 

The task of corrections therefore includes 
building or rebuilding solid ties between 
offender and community, integrating or rein­
tegrating the offender into community life --
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restoring family ties, obtaining employment 
and education, securing in the larger sense 
a place for the offender in the routine 
functioning of society. This requires not 
only efforts directed toward changing the 
individual offender, which has been almost 
the exclusive focus of rehabilitation, but 
also mobilization and change of the commun­
ity and its institutions. And these efforts 
must be undertaken without giving up the im­
portant control and deterrent role of corr­
ections, particularly as applied to dangerous 
offenders." 

For the most part, the many studies that have been con­
ducted in Maine for the Bureau of Corrections, the 
Judiciary, Mental Health and Welfare Departments appear 
to be excellent. Many of the recommendations that were 
made have been, or are in the process of being, adopted. 
The recommendations made in other Maine studies have 
been considered and in many cases included in the pro­
posed correction system. In almost all cases there 
appear to be very few suggested programs or recommended 
courses of action that could not work well within the 
proposed correction system. 
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ALTERNATIVE SYSTEMS 

System I: 

The Area Correctional Center System recommended for 
the State of Maine as a result of this comprehensive 
study is operated and funded by the State with the 
involvement and commitment of community facilities 
and effort. Recognizing that the real opportunities 
for successful reintegration of offenders to society 
lie in the community, it behooves both State and 
community to expose the offender to the community 
through realistic and practical programs of rehabili­
tation, counsel and guidance. 

A high priority need exists for correctional agencies 
to open the doors to resources which have not always 
been open to offenders heretofore. This means some­
what more than formalized working relationships be­
tween correctional agencies and schools, universities, 
churches, business, organized labor, civic and pro­
fessional groups and individual citizens. What is 
vitally needed is to solidly "bridge the gap" between 
correctional agencies and the communities. This ac­
complishment will enable selected offenders to parti­
cipate in work, training, and other aspects of commun­
ity life. 

"The general underlying premise for the new 
direction in corrections is that crime and 
delinquency are symptoms of failure and dis­
organization of the community as well as of 
individual offenders."* 

A united and cooperative effort through the Area Cor­
rectional Center System will bridge that gap. Alone, 
the State is unable· to accomplish the task, and alone 
the community is unable to accomplish the task. The 
community is primarily unable to provide either the 
resources or the funding to do what is necessary. 
The costs of county law enforcement and prisoner cus­
todial requirements have been increasing on the aver­
age at the rate of from 10% to 15% annually, to say 
nothing of the community costs of offender rehabilita­
tion. There is little, if any, rehabilitation of 
offenders being accomplished in the communities. Eco­
nomic gains are to be realized in the banding together 

*Corrections Task Force of the President's Commission 
of Law Enforcement and Administration of Justice. 
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of counties into an area or regional correctional 
center. 

The Area Correctional Center concept is a practical 
and workable plan whereby the state and the commu­
nity can work together in confronting a challenging 
and critical social problem -- providing a program­
med and supervised transition to productive commu­
nity living for selected offenders. 

Within thi3 recommended system, there have been alter­
native physical facility choices available, depending 
upon the attitude of corrections administration, or 
due to loss of a recommended facility now available, 
due to a time lag. 

System II: 

A first alternative to the Area Correctional Center 
system consisting of joint involvement of State and 
community is for the State of Maine to assume com­
plete control of the total corrections process. 
State-operated centers, sub-centers, holding facili­
ties and lock-ups would be established in this plan. 
Communities would be absolved from responsibility 
for assisting in the rehabilitation of offenders. 
State agencies would go out into each community in 
search of the required jobs, community services, etc., 
needed for rehabilitation of offenders. The total 
cost to the State for funding this type of statewide 
corrections effort would be considerably greater than 
that of the recommended system. In addition, the 
total corrections effort would not be as effective 
because of a lack of individual community involvement 
in facing up to a social problem for which the commun­
ity is, to a degree, responsible. 

System III: 

A second alternative to the recommended system is to 
place the responsibility for correction and offender 
rehabilitation at the community level. With this 
plan, the individual community would be required to 
undertake the task of preparing their own offender 
population for return to jobs and families within 
the community. The State would continue to house 
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the hardened criminal within the State Prison, but 
all education, training, counseling and guidance of 
offenders incarcerated within the community would be 
the responsibility of each individual community. 
The financial requirements would be overwhelming 
and not feasible at the community level. In terms 
of the demands of a total system of treatment and 
rehabilitation, the undertaking is just not practi­
cal at the community level. 
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GUIDELINES FOR IMPLEMENTATION PLAN 

Reference is made to the State of Maine's "Request 
for Proposal - Comprehensive Correctional Study" 
and the ensuing proposal wherein the total Maine 
correctional project is involved in the following 
three phases. 

Phase 1: The feasibility study leading to the 
development of the recommended correctional system. 

Phase 2: The development of the specific sys­
tem installation and facility program planning 
processes which will initiate Phase 3. 

Phase 3: The installation of the correctional 
system. 

To understand the coordinative flow and interrela­
tionship of each phase, the following comments are 
made: 

Phase 1: 

The submission of this report concludes Phase 1, re­
sulting in a total recommended comprehensive correc­
tional system. The Bureau of Corrections may adopt 
all the recommendations, part of the r•ecommendations, 
or select various alternatives that have been sug­
gested in finalizing the total correctional system. 
After this decision has been reached, Phase 2 can be 
started which will provide a comprehensive plan pro­
viding for funds, time schedules, blueprints and 
people. This section of the report provides the 
guidelines and major factors that must be considered 
in Phase 2. The purpose is to provide general guide­
lines which will enable the Bureau of Corrections to 
contract Phase 2. 

Phase 2: 

Phase 2 involves the development of the construction 
plans and system installation plans with relevant 
time schedules, development of construction estimates, 

II.l05 



coordinative and control measures, criteria evalua­
tion, personnel staffing procedures and assignment 
planning, provisions for contract letting, blue­
prints, job descriptions, and' other specific items 
that are essential in a well-programmed plan to 
insure orderly results in the implementation phase. 

Phase 3: 

Installation of recommended system and facilities. 
In this phase, actual contracts are let for required 
buildings and renovation, personnel selected and 
placed in various positions, policies and procedures 
will be placed in force, treatment programs activated 
and all other factors of the correctional system will 
be placed into effect. 

After the Bureau has agreed upon the final system to 
be adopted, the following sets forth the work that 
must be accomplished in the completion of the plan of 
implementation (Phase 2). 

A. Personnel and staffing work requirements: 

l. Define final, specific staffing needs. 

2. Develop job specifications. 

3. Write job descriptions for all new positions. 

4. Prepare job evaluation and performance 
measurement criteria for each new position. 

5. Write recruiting and selection procedures 
for: 

(a) Hiring hew people, and 

(b) Transfer from present organization. 

6. Determine changes in present personnel policies 
needed, if any. 

7. Develop orientation, training and development 
program plans (both pre-operational and on­
going). 
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B. Facility and equipment work requirements: 

1. Reassess the availability of recommended sites. 

2. Determine facilities to be leased, purchased, 
transferred or built. 

3. Establish design concept and general speci­
fications. 

4. Develop preliminary plans and designs. 

5. Prepare preliminary construction drawings and 
preliminary construction cost estimates. 

6. Determine specific operating equipment and 
furniture and equipment needs. 

7. Write equipment specifications. 

8. Determine additional transportation and vehicle 
requirements needs and costs. 

9. Plan and conduct state inspection of jails. 

C. Administration work requirements: 

1. Review and rewrite, if necessary, over-all 
philosophy of the Bureau of Corrections. 

2. Write operating objectives to be met, both 
short-term and long-term. 

3. Determine policy and procedure requirement 
needs for the development of a policies and 
procedures manual. 

D. Public information work requirements: 

l. Identify "publics" that are most important to 
change or influence. 

2. Develop a public information and education 
program. 

3. Identify best media to use to reach "public". 

E. Program work requirements: 

1. Identify treatment, community and prevention 
programs that will be adapted or modified. 
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2. Plan the above program. 

3. Set up test models of programs as appropriate. 

4. Specify counseling definitions and performance 
measurements. 

F. Enabling legislation requirements: 

1. Identify specific legislation requirements 
uased upon the adopted correctional system. 

2. Write appropriate enabling legislation. 

3. Submit legislation requests to legislature. 

G. Funding work requirements: 

H. 

1. Determine funding needs and projections. 

2. Prepare anticipated capital and operating 
budgets. 

3. Determine best sources of funds - federal or 
state. 

4. Prepare appropriation requests. 

Time schedule requirements: 

l. Prepare construction timetables. 

2. Predict legislative time schedules. 

3. Develop timetable for installation of the 
overall correctional system. 
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FUNDING 

It is estimated that a maximum of $150,000 will be 
needed to fund Phase II of the study, the develop­
ment of a plan for implementation. It is antici­
pated that 75% of this amount ($112,500) can be 
obtained from LEAA funds. Thirty-seven thousand 
and five hundred dollars ($37,500) will be re­
quired from the State. It is felt that no more 
than $12,500 should be generated in soft match, 
leaving a balance of $25,000 that must be obtained. 
The most logical source other than the State of 
Maine for these funds are foundations. Foundation 
support can be considered as a practical source 
because of the high interest in the control of 
crime and the improvement of correction systems. 
Since the requested grant is not large and because 
tl1e study will provide the development of an im­
plementation plan for a system already defined, 
there should be a good opportunity for obtaining 
funds from this source. 

A summary of the proposed system together with the 
proposal for the Phase II study should be submitted 
first to Maine-based foundations requesting their 
support. Should the needed funds not be available 
from foundations within Maine, other outside foun­
dations should be considered. There are many 
foundations that are particularly interested in 
correction problems. Some foundations that have 
made grants to correction projects previously in­
clude: 

American Legion Child Welfare Foundation 

Marion R. Ascoli Fund 

Correctional Service Foundation, USA 

Crown Zellerbach Foundation 

Ford Foundation 

New York Foundation 
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Rockefeller Brothers Foundation 

Smith, Kline and French Foundation 

Associations and businesses can also be a source of 
research funding. The following are some examples 
of the type of associations that have previously 
contributed to correction programs: 

Association of Paroling Authorities 

American Nurses' Association, Inc. 

American Society of Criminology 

Correctional Industries Association 

National Association for Training 

National Council of Jewish Women, Inc. (Louis­
ville Section) 

National Society of the Volunteers of America 

Women's Correctional Association 
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