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THE IMPLICATIONS OF 

NATIONAL SERVICE FOR CORRECTIONS 

J a m e s  8. J a c o b s  

C o r n e l l  U n i v e r s i t y  

March 21 ,  1 9 8 2  

N a t i o n a l  S e r v i c e  is a n  i d e a  t h a t  w i l l  n o t  b e  p u t  t o  r e s t .  

The image  o f  young  p e o p l e  r e a l i z i n g  t h e i r  own p o t e n t i a l  b y  

b u s y i n g  t h e m s e l v e s  i n  b e h a l f  o f  t h e  n a t i o n  h a s  r e a p p e a r e d  

t h r o u g h o u t  t h e  t w e n t i e t h  c e n t u r y ,  o r  a t  l e a s t  s i n c e  i t  w a s  s u g -  

g e s t e d  b y  W i l l i a m  J a m e s  i n  h i s  1 9 1 0  e s s a y  "The M o r a l  E q u i v a l e n t  

o f  ~ a r . " l  I t  a c h i e v e d  p a r t i a l  r e a l i z a t i o n  i n  t h e  C i v i l i a n  Con- 

s e r v a t i o n  C o r p s  d u r i n g  t h e  D e p r e s s i o n ,  a n d  w a s  s e e n  a g a i n  w i t h  

t h e  c r e a t i o n  o f  t h e  P e a c e  C o r p s  u n d e r  P r e s i d e n t  Kennedy. 

N a t i o n a l  S e r v i c e  s u r f a c e d  a g a i n  i n  t h e  mid  1 9 6 0 e s ,  t h i s  time i n  

r e s p o n s e  t o  criticisms o f  t h e  i n e q u i t i e s  o f  V i e t n a m - e r a  c o n -  

s c r i p t i o n . 2  P r o p o n e n t s  l i k e  M o r r i s  J a n o w i t z  v i g o r o u s l y  a r g u e d  

t h a t  i f  a l l  young  Ameicans  w e r e  r e q u i r e d  t o  s e r v e  t h e i r  c o u n t r y  

f o r  a  s h o r t  time i n  a  m i l i t a r y  o r  c i v i l i a n  c a p a c i t y ,  n o t  o n l y  

would  t h e  n a t i o n  m e e t  i ts m i l i t a r y  manpower n e e d s ,  b u t  i t  would  

d o  so i n  a  way t h a t  would  p r o v i d e  m u l t i p l e  b e n e f i t s  to  young  

p e o p l e  a n d  to  t h e  c o u n t r y . 3  Whereas  t h e  d r a f t  n e c e s s a r i l y  

c r e a t e d  r e s e n t m e n t  o n  t h e  p a r t  o f  t h e  m i n o r i t y  who w e r e  c h o s e n  

t o  s e r v e ,  N a t i o n a l  S e r v i c e ,  h e  a r g u e d ,  would  u n i v e r s a l i z e  a n d  

t h e r e f o r e  l e g i t i m a t e  t h e  d u t y  to  s e r v e .  And N a t i o n a l  S e r v i c e  

would  b e  s u p e r i o r  to  a n  a l l - v o l u n t e e r  f o r c e  b e c a u s e  i t  would  

s t r e n g t h e n  c i t i z e n s h i p  norms  a s  w e l l  a s  p r o v i d e  a n  e f f e c t i v e  

d e f i n i t i o n  o f  m i l i t a r y  s e r v i c e .  

p e r h a p s  i f  t h e  d r a f t  h a d  c o n t i n u e d  a  f e w  more y e a r s ,  

N a t i o n a l  S e r v i c e  would h a v e  a c h i e v e d  g r e a t e r  p o l i t i c a l  s u p -  

p o r t .  T h i s  is p o s s i b l e ,  b e c a u s e  i n  a d d i t i o n  to  t h o s e  who f a v -  

o r e d  ~ a t i o n a l  S e r v i c e  a s  t h e  b e s t  a p p r o a c h  to  r e c r u i t i n g  m i l i -  



tary manpower, there was another constituency that  saw National 

Service as an answer t o  a  host o f  youth problems--unemployment, 

delinquency, drug abuse and alienation generally,  and as a  

national strategy for  ass is t ing  the t rans i t ion  from school t o  

work by providing counseling, t ra ining,  and job experience.4 

Whether the two proponent groups would have been able t o  

develop a  broad based national coal i t ion  i n  the l a t e  1960's and 

ear ly  1970's i s  a  matter fo r  conjecture. President Nixon 

c lear ly  preferred an all-volunteer armed forces  (AVF); the 

national (Gates) commission which he appointed t o  study the 

matter, r a t i f i e d  and provided in t e l l ec tua l  legitimacy for  h i s  

position. As for  National Service,  the Gates Commission rejec- 

ted the idea on the ground that :  

Above a l l ,  mandatory National Service i s  coercive. 
Such a  system o f  universal conscription would require 
a l l  those e l i g i b l e  t o  serve within a  speci f ied  period 
o f  time. I f  i n s u f f i c i e n t  numbers proved will ing t o  
e n l i s t  i n  the mi l i tary  or volunteer for  other onerous 
types o f  government serv ice ,  some would be required 
t o  serve i n  these l e s s  desirable capacit ies.  In es-  
sence, mandatory National Service requires forced 
labor. Although motivated by a  genuine in t e res t  i n  
the nat ion 's  wel fare ,  advocates o f  mandatory National 
Service are suggesting a  compulsory system which i s  
more consistent  with a t o ta l i ta r ian  than a  democratic 
heritage. I f  the service that  youth would render i s  
important and valuable enough t o  merit public sup- 
port, i t  can and should be financed through general 
taxation.  5 

With the end o f  the Vietnam War and the ins t i tu t iona l i za -  

t i on  o f  the AVF one might have expected National Service once 

again t o  hibernate.  his has not happened because o f  persis- 

t e n t  and well documented problems i n  the AVF. Almost from the 

.,. beginning the AVF fa i led  t o  meet many o f  the goals projected 

by the Gates Commission. In the early years, recruit ing short- 

f a l l s  created widespread doubts about the nat ion 's  a b i l i t y  t o  

a t t rac t  enough personnel by means o f  economic incent ives .  In 

f a c t ,  had the Pentagon not consis tent ly  reduced i t s  force 

l e v e l s  throughout the 197OVs, the all-volunteer force would 

surely have failed.6 The Gates Commission's predictions con- 

cerning the qua l i t y  o f  personnel who could be recruited for  an 

all-volunteer a lso  proved incorrect .  As Morris Janowitz and 

Charles Moskos have shown, recru i t s  are l e s s  educated, r e l i -  

able ,  and social ly  representative then the i r  predecessors i n  

the pre-Vietnam period.7 Not surpr is ingly ,  the combat readi- 

ness o f  the AVF has been pers is tent ly  questioned a t  home and 

abroad. 

The future prognosis hardly inspires  optimism. The capa- 

c i t y  t o  maintain ( o r  increase) force l e v e l s ,  in  the face o f  a  

shrinking youth cohort ,  i s  problematic.8 Thus, the return o f  a  

peacetime d r a f t  within the next decade must be regarded as 

highly l i k e l y ,  unless ,  o f  course, there i s  some other alterna- 

t i v e ,  l i k e  National Service. 

National Service has been kept a l i ve  i n  Congress and i n  

the writ ings and advocacy o f  various in t e l l ec tua l s  and act iv-  

i s t s .  In 1977, the Senate Subcommittee on Manpower and Person- 

nel o f  the Armed Services Committee released a  comprehensive 

study,  authored by Professor William King, en t i t l ed  "Achieving 

America's Goals: National Service or the All-Volunteer Force." 

A f t e r  reviewing the d i f f i c u l t i e s  w i t h  the AVF, the report con- 

cluded tha t  some form o f  National Service i s  desirable and 

feas ib le .  



Any o f  t h e  wide v a r i e t y  o f  n a t i o n a l  s e r v i c e  programs 
on  which t h e  n a t i o n  might  embark would s e r v e  t o  ad- 
d r e s s  some o f  t h e  b a s i c  i n f o r m a t i o n a l  and d i a g n o s t i c  
needs  o f  American you th  a s  w e l l  a s  t o  a l l e v i a t e  some 
o f  t h e  p r e s e n t  and p o t e n t i a l  problems o f  t h e  AVF. A 
b road- sca le  program o f  n a t i o n a l  s e r v i c e  cou ld  a d d r e s s  
and a l l e v i a t e  a  wide-range o f  such  needs  and prob- 
lems,  t h i s  e n a b l i n g  t h e  n a t i o n  t o  more e f f e c t i v e l y  
pu r sue  i t s  n a t i o n a l  g o a l s . 9  

Three  N a t i o n a l  S e r v i c e  b i l l s  have been in t roduced  i n t o  

r e c e n t  s e s s i o n s  o f  Congress.10 Two o f  them, p r e s e n t e d  by Con- 

gressmen McCloskey and Cavanaugh, p r o v i d e  f o r  comprehensive  

n a t i o n a l  s e r v i c e  programs. S e n a t o r  Tsongas and t e n  co - sponsor s  

have in t roduced  a  b i l l  t o  e s t a b l i s h  a  n a t i o n a l  commission " t o  

examine t h e  need and t h e  d e s i r a b i l i t y  and f e a s i b i l i t y  o f  e s t a b -  

l i s h i n g  a  comprehensive  n a t i o n a l  s e r v i c e  program t o  meet a  

broad r ange  o f  n a t i o n a l  and l o c a l  needs." Hear ings  were h e l d  

i n  1979 and 1980. , 

Meanwhile, a d v o c a t e s  o f  s o c i a l  programs f o r  youth  have 

a l s o  t aken  up t h e  N a t i o n a l  S e r v i c e  banner .  Most n o t a b l e  is t h e  

work o f  t h e  Committee f o r  t h e  Study o f  N a t i o n a l  S e r v i c e ,  which 

r e l e a s e d  i t s  r e p o r t ,  Youth and t h e  Needs o f  t h e  Nat ion i n  

February ,  1979.11 That  Repor t  sounded a  r i n g i n g  endoresement  

f o r  a  l a r g e - s c a l e  v o l u n t a r y  N a t i o n a l  S e r v i c e  System. And l a t e r  

i n  1979, a  Washington c o n f e r e n c e  sponsored by t h e  same g r o u p  

a t t r a c t e d  two-hundred f i f t y  p a r t i c i p a n t s  who reached  a n  ove r -  

whelming consensus  t h a t  v o l u n t a r y  N a t i o n a l  S e r v i c e  is neces-  

s a r y ,  d e s i r a b l e  and f e a s i b l e . 1 2  

T h i s  h a r d l y  s u g g e s t s  t h a t  N a t i o n a l  S e r v i c e  is on  t h e  v e r g e  

o f  enactment .  No d o u b t  t h e  i d e a  is p h i l o s o p h i c a l l y ,  p o l i t i -  

c a l l y  and f i s c a l l y  a b h o r r e n t  t o  t h e  Regan a d m i n i s t r a t i o n .  (Of 

c o u r s e ,  s o  t o o ,  once  upon a  t ime  was d r a f t  r e g i s t r a t i o n l )  But  

t i m e s  and a d m i n i s t r a t i o n s  change. The c h a l l e n g e  o f  r e c r u i t i n g  

m i l i t a r y  manpower w i l l  n o t  g o  away; i f  a n y t h i n g ,  i t  w i l l  i n t e n -  

s i f y .  Nor a r e  youth  unemployment, d e l i n q u e n c y ,  d r u g  abuse  and 

i l l e g i t i m a c y  a b a t i n g ;  To be  s u r e ,  N a t i o n a l  S e r v i c e  h a s  i t s  

l o g i c .  

Most o f  t h e  w r i t i n g ,  d e b a t e  and t e s t i m o n y  on Na t iona l  Ser-  

v i c e  h a s  t a k e n  p l a c e  a t  a  r a t h e r  a b s t r a c t  and p h i l o s o p h i c a l  

l e v e l ,  e.g. ,  what a r e  t h e  r e c i p r o c a l  r i g h t s  and o b l i g a t i o n s  o f  

t h e  c i t i z e n  and t h e  s t a t e  i n  a  democracy? Is N a t i o n a l  S e r v i c e  

f o r c e d  l a b o r  o r  a  r i g h t  and o b l i g a t i o n  o f  c i t i z e n s h i p ?  Without  

i n  any  way d e r o g a t i n g  t h e s e  i s s u e s ,  t h i s  p a p e r  a s k s  whether ,  

assuming N a t i o n a l  S e r v i c e  is d e s i r a b l e  i n  p r i n c i p l e ,  i t  is 

f e a s i b l e ?  Could a  l a r g e  s c a l e , N a t i o n a l  S e r v i c e  program 

a c t u a l l y  be  implemented? What would young peop le  do? How 

would t h e y  be  i n t e g r a t e d  i n t o  new and e x i s t i n g  programs. What 

impact  would t h e y  have on t h e  a g e n c i e s  i n  which they  s e r v e ?  

My i n t e n t  is t o  e x p l o r e  t h e  i m p l i c a t i o n s  o f  ~ a t i o n a l  Ser-  

v i c e  f o r  t h e  i n s t i t u t i o n  I  know bes t - - the  American p r i s o n .  

Both Donald Eber l ey  and Morr is  Janowitz  have inc luded  working 

i n  c o r r e c t i o n s  i n  t h e i r  N a t i o n a l  S e r v i c e  p l ans .13  So h a s  Con- 

gressman McCloskey i n  t h e  r a t h e r  e l a b o r a t e  program he  h a s  



o f f e r e d  fo r  enactment i n t o  law. This  i s  not surprising.  The 

United S ta tes  continues t o  require a  more e f f e c t i v e  and more 

humane system oE law enforcement. 

Corrections i s  a  part icularly appropriate agency f o r  

National Service par t ic ipants ;  i t  i s  highly labor in tens ive  and 

has a  long t rad i t i on  o f  accepting and even seeking volun- 

teers.14 Whether duc t o  a  romanticization o f  criminals or 

re l ig ious  sentiments about raising the  f a l l e n ,  prisons have 

always had ample numbers (some would say an exces s )  o f  i dea l i s -  

t i c  volunteers.  Volunteer programs on drug and alcohol abuse, 

community s e rv i ce ,  career counseling, and re l ig ious  i n s t ruc t ion  

are commonplace i n  prisons and j a i l s .  For example, the famous 

P A C E  a t  Chicago's cook County J a i l  allows several dozen 

volunteers t o  tu tor  and counsel prisoners several n ights  per 

week. In New York,  i n  addit ion t o  o ther  volunteers ,  V I S T A  

workers t u to r  approximately one thousand prisoners per year.15 

Many s t a t e  correctional  systems have designated volunteer ser- 

v i ce s  co-ordinators a t  the central  o f f i c e  and i n s t i t u t i o n a l  

l e v e l s .  

A National Service program, o f  course,  would cons t i t u t e  

more than an expansion o f  ex i s t i ng  volunteer programs. For one 

th ing ,  National Service volunteers would be younger and have 

fewer s k i l l s  than t radi t ional  volunteers.  For another th ing ,  

most volunteer programs consume no more than a  few hours per 

week; National Service presumably would be an e igh t  hour per 

day assignment. 

Let me suggest ,  as a  point o f  departure, t ha t  corrections 

could absorb 50,000 National Service par t ic ipants ,  roughly 2.5% 

o f  the  t o t a l  18-year-old cohort and roughly equivalent  t o  20% 

o f  a l l  correctional  personnel current ly  serving i n  correc- 

tions.16 How could these young men and women be deployed? 

Although some versions o f  National Service m i g h t  make i t  

possible t o  en t e r  National Service a f t e r  co l l ege ,  i t  i s  f a r  

more l i k e l y  t ha t  part icipation w i l l  be expected immediately 

a f t e r  h i g h  school, or i n  the  case o f  those who do not complete 

high school,  a t  age seventeen or  eighteen.  Young people over- 

whelmingly w i l l  en ter  National Service without any part icular 

s k i l l s  relevant  t o  correc t ions ,  except perhaps fo r  a  l imi ted  

number who can serve as o f f i c e  c l e r k s ,  t y p i s t s ,  and educational 

a s s i s tan t s .  

This  i s  not necessari ly  disadvantageous fo r  corrections 

where the  greates t  manpower de f i c i ency  i s  i n  the  uniformed 

ranks. A l l  penal f a c i l i t i e s  are short handed, and a t  some, 

i n d u s t r i a l ,  recreational  and social  serv ice  programs must regu- 

l a r l y  be cancelled because oE insuEEicient supcrvision.  The 

use o f  National Service personnel as guards could mean more 

programming, b e t t e r  serv ice  de l i ve ry ,  and reduced violence.  

That would be q u i t e  a  contr ibut ion .  

The age and experience m i x  o f  the  prison staEE would be 

subs tan t ia l l y  al tered i f  o n e - f i f t h  oE a l l  posi t ions were Eilled 

by young National Service part icipants.  This  a l so  would have 

' i t s  advantages, especia l ly  Eor those prisons where turnover i s  

low. Presently,  there i s  considerable var ia t ion  i n  turnover 

ra tes  a t  d i f f e r e n t  correctional  f a c i l i t i e s .  In New York, f o r  

example, a  prison l i k e  Att ica may have an annual turnover ra te  

o f  5 % .  while Green Haven's annual turnover Ear exceeds 100%. 



I t  i s  in teres t ing  t o  compare corrections t o  the armed fo rces ,  

which e x p l i c i t l y  s t r i v e s  t o  maintain an overal l  force w i t h  a  

mean age under twenty- f ive .  To do so even i n  periods o f  

recruitment d i f f i c u l t i e s ,  the  m i l i t a ry  l i m i t s  re-enlistment 

oppor tuni t ies  t o  approximately 10-15% o f  those completing t h e i r  

i n i t i a l  enlistment contrac t .  Rotating National Service 

personnel through prisons on one year tours o f  duty would 

ensure a  s imi lar ly  large percentage o f  s t a f f  turnover,  and 

m i g h t  a l so  reduce the  personal f a t i gue  and cynicism o f  the  

permanent s t a f f .  

Rut i s  it r e a l i s t i c  t o  be l ieve  t ha t  seventeen and eighteen 

year o lds  can serve succes s fu l l y  as guards? I be l ieve  i t  i s ,  

although only experience w i l l  t e l l .  The ro le  o f  a  guard i s  not 

one tha t  requires much formal academic or  vocational t ra in -  

ing.17 On the  other hand, it i s  not a  ro le  t ha t  anyone can 

assume. S tress  i s  h i g h ;  danger i s  constant .  The demands oE 

the  job push some guards toward col lus ion  wi th  the  prisoners 

and o thers  toward brutali ty .18 Another contribution o f  

National Service would be t o  focus a t t en t ion  on the  c r i t i c a l  

need fo r  sound training programs. I t  i s  inconceivable t ha t  a  

National Service program would permit young men and women t o  

assume f ron t  l i n e  correctional  d u t i e s  without any formal 

t ra in ing ,  the  current r e a l i t y  i n  a  good many s t a t e s .  But even 

with good t ra in ing ,  we can expect  and must plan fo r  a  

considerable number o f  drop-outs. 

In addit ion t o  supplying more bodies,  National Service 

personnel w i l l  contribute youthful  enthusiasm and idealism 

t o  organizations a l l  too o f t e n  marked by d i s t r u s t ,  h o s t i l i t y ,  

cynicism, and the  fami l iar  "burn out  syndrome."l8 This  i s  

ce r ta in l y  t rue  o f  those who today carry out  volunteer work i n  

corrections. l9 

As a l l  too many administrators can a t t e s t ,  "people work" 

can be extremely exhausting. Countless indiv iduals  en ter  juv- 

. e n i l e  and adult  corrections w i t h  the  express i n t en t ion  o f  

"helping" and "working w i t h  the inmates," only t o  lose  t h e i r  

idealism t o  the  " b i t t e r  r e a l i t i e s "  and demands o f  the  prison 

system. National Service personnel could counteract t h i s  

cynicism. Their overal l  impact m i g h t  be t o  keep a  fee l ing  o f  

"mission" a l i v e  i n  corrections i n  the  face o f  widespread 

.cynic ism about r ehab i l i t a t i on  and l o s s  o f  public support f o r  

corrections programs. Realization o f  National Serv ice ' s  

potential  t o  i n j e c t  corrections w i t h  idealism v i t a l l y  dcpends 

on whether National Service i s  voluntary or compulsory. Thus, 

i t  i s  worth considering how a  National Service prototype, l i k e  

the  McCloskey b i l l ,  would ac tual ly  operate. 

McCloskeyls proposal requires a l l  17 year old males and 

females t o  r e g i s t e r ,  upon pain o f  criminal penalty,  w i t h  a  

National Service ~ystem.20 Each regis t rant  must e i t her  "vo l -  

unteer" f o r  two years o f  ac t ive  m i l i t a ry  serv ice ,  s i x  years o f  

reserve du ty ,  or one year o f  c i v i l i a n  se rv i ce ;  or  e l s e  choose 

not t o  volunteer.  Those who do not volunteer w i l l  be vulner- 

able t o  a  d r a f t  l o t t e r y  f o r  s i x  years. Draftees (presumably 

drawn without regard t o  gender) must serve two years i n  the  



m i l i t a r y .  Although McCloskey labe l s  h i s  proposal "voluntary," 

i t  i s  unmistakably a form o f  compulsory National Service which 

uses the  threat  o f  conscript ion t o  induce volunteers f o r  a l t e r -  

nat ive  c i v i l i a n  serv ice .  

McCloskey's proposal env is ions  federal  administration,  

w i t h  a  national d i r ec tor ,  s t a t e  headquarters, and local  place- 

ment centers  i n  each county o r  comparable po l i t i ca l  subdivi-  

s ion.  A National Roard, chaired by the  National Director, w i l l  

regularly compile, on a nationwide b a s i s ,  l i s t i n g s  o f  National 

Service jobs, and d i s t r i b u t e  these l i s t s  t o  local  placement 

centers .  This  w i l l  provide information on available posi t ions 

throughout the  country. However, the  proposal requires t ha t  

those who e l e c t  c i v i l i a n  serv ice  locate  t h e i r  own posit ions.  

Two aspects  o f  McCloskey's proposal, i t s  compulsory nature 

and i t s  f a i l u r e  t o  accept respons ib l i ty  f o r  ac tual ly  placing 

regis t rants  i n  c i v i l i a n  pos i t ions ,  have part icular s igni f icance  

fo r  correc t ions .  For corrections t o  reap maximum b e n e f i t  from 

National Service,  i t  i s  extremely important t ha t  young people 

view the  program as an opportunity t o  serve the  country and not 

as coercion or punishment. I f  the  l a t t e r  conception prevai l s ,  

a  high degree oE recalc i t rance ,  h o s t i l i t y ,  and i n d i f f e r e n c e  

might characterize those who "choose" corrections only t o  avoid 

the  d r a f t .  Furthermore, a  voluntary system has a  great 

many advantages i n  i t s  own r i g h t .  Over the  long term a 

voluntary National Service system could reinvigorate the 

concept o f  c i t i z e n s h i p ,  harness idealism, and create support 

f o r  the  idea o f  serving o thers  and one 's  c0un t ry .2~  To 

encourage norms o f  service and the  i nc l ina t ion  t o  volunteer ,  

success fu l  completion o f  National Service could be established 

as a  prerequisi te  f o r  l a t e r  employment by f edera l ,  s t a t e ,  or 

local  government. Al ternat ive ly ,  success fu l  National Service 

experience could,  l i k e  ve teran 's  s t a t u s ,  cons t i t u t e  a  

preference i n  competition fo r  c i v i l  serv ice  posi t ions.  

In s t i t u t i ons  o f  higher education could a l so  encourage National 

Service part icipation through admission p 0 l i c i e s . 2 ~  

Our present lack o f  knowledge about how t o  e s tab l i sh  and 

administer a  universal National Service system tha t  would have 

t o  provide u s e f u l  and meaningful work t o  two mi l l i on  people per 

year a l so  supports voluntary over compulsory National Serv- 

ice.23 Instead o f  es tabl i sh ing  the  e n t i r e  system a t  once, 

as McCloskey proposes, a  more modest step-by-step approach i s  

pre ferable .  During the  19801s,  the  system could target  mean- 

i n g f u l  serv ice  oppor tuni t ies  f o r  experimentation. 2 4  Correc- 

t i o n s  i s  f e r t i l e  ground f o r  such experimentation due t o  i t s  

manpower needs, r e l a t i v e l y  few s k i l l  prerequis i tes ,  and i t s  

a b i l i t y  t o  a t t r a c t  i d e a l i s t i c  volunteers.  

Requiring a  regis t rant  t o  f ind h i s  or  her own placement 

a l s o  reduces the  potential  b e n e f i t s  f o r  agencies l i k e  correc- 

t i o n s .  By f a i l i n g  t o  provide a  nationwide employment s e rv i ce ,  

the McCloskey proposal encourages young people t o  l i m i t  t he i r  

search t o  t h e i r  local  area,  thus reducing the  opportunity f o r  

nationwide d i v e r s i t y .  L i t t l e  b e n e f i t  would accrue t o  

corrections i f  ~ a t i o n a l  Service personnel working i n  the  

prisons were sons and daughters or neighbors o f  prison s t a f f  

members. To encourage d i v e r s i t y  there should be a  

nationally-coordinated system o f  r eg i s t ra t ion ,  t e s t i n g ,  



counseling, and job r e f e r r a l .  Such a  system would not only 

avoid the  problems attendant t o  the  unpopular and b izarre  

localism o f  the old s e l ec t i ve  serv ice  system, but  would a l s o  

create a  be t t e r  f i t  between individual  s trengths and weaknesses 

and posit ions across the country. 

Further, i t  i s  not part icularly desirable f o r  r eg i s t ran t s  

themselves t o  serve i n  t h e i r  home communities. This  would 

l i m i t  the potential  o f  national serv ice  t o  provide a  broadening 

experience. Like m i l i t a ry  serv ice ,  Peace Corps, and V I S T A ,  

National Service should provide a  chance t o  t r a v e l ,  broaden 

one 's  horizons,  and m i x  w i t h  other social  groups. A t r u l y  

voluntary and nationwide National Service system, thereEore, 

holds many b e n e f i t s  for  corrections.  

A properly organized and administered National Serv ice ,  

w i t h  a  nationwide focus ,  could take advantage o f  the  d iverse  

pool o f  young men and women from a l l  economic and cul tural  

s t ra ta .  Prisons, l i k e  the  armed forces  and pol ice ,  have a  

unique role i n  democratic soc ie ty  i n  t ha t  they implement 

soc i e t y ' s  most severe punishments--incarceration and 

execution.  I t  i s  not disingenuous t o  suggest t ha t  these 

punishments be administered democratically,  w i t h  a l l  social  

segments par t ic ipat ing .  Today, capi ta l  punishment and the  

punitive regimen o f  maximum secur i ty  incarceration are 

implemented by a  highly unrepresentative social  group--poorly 

educated, white,  rural males who happen t o  l i v e  i n  the  

economically depressed areas where prisons e x i s t . 2 5  

I f  a  broader cross sec t ion  o f  the American population 

imposed punishment, both the  public and prisoners themselves 

m i g h t  perceive i t  as more l eg i t ima te ,  and prison reform might 

be eas ier  t o  accomplish. Greater d i v e r s i t y  wi th in  the  prison 

community would a l s o  st imulate discussion between members o f  

d i f f e r e n t  socio-economic c lasses .  Prisoners would b e n e f i t  from 

contact  w i t h  a  continuously rotat ing cross sec t ion  o f  American 

youth, including the  college bound. National &;vice par t ic i -  

pants would gain an understanding o f  crime, c r im ina l i t y ,  and 

the  predicament o f  the American underclass. They would a l s o  

b e n e f i t  from in teract ing  w i t h  one another and w i t h  the 

permanent cadre o f  prison guards. , 

National Service personnel would a l so  a l t e r  the guard 

f o r c e ' s  rac ia l  and sex m i x .  Pew blacks or Hispanics are r e s i -  

dents  o f  the  rural locales  i n  which most prisons are located.  

E f f o r t s  t o  a t t r a c t  individual  minority  group members t o  work 

and l i v e  i n  towns l i k e  Att ica continue t o  be unsuccessEu1. A 

National Service system would loca te ,  house, and provide a peer 

group fo r  young minority  f u l l - t ime  personnel who would not 

otherwise seek employment i n  correc t ions .  

I t  i s  possible,  o f  course, that  National Service could be 

i n s t i t u t ed  " f o r  men only,"  part icularly i f  i t  were l inked t o  

conscript ion.  However, i f  only young men have t o  serve t h e i r  

country,  the norm o f  serv ice  and national serv ice  i t s e l f  w i l l  

be undermined. And those who oppose equal r igh t s  f o r  women 

would have another arrow i n  t h e i r  quiver.  There fore ,  an 

addit ional  argument f o r  voluntary National Service i s  that  i t  

could be equally available t o  young men and women, while a  



compulsory system would probably not include many women, i f  f o r  

no other reason than because i t  would be unconsti tut ional  t o  

force anyone i n t o  National Service except  through the  expedient 

o f  a  d r a f t  exemption.26 I f  women were not vulnerable t o  the  

d r a f t ,  there would be no way t o  require them t o  serve i n  a  ' 

c i v i l i a n  capacity.  

I f  women do par t ic ipate ,  how w i l l  they be deployed i n  the 

prisons where the overwhelming majori ty  o f  inmates are males? 

Over the  l a s t  decade, spurred by the  women's movement and the 

1964 C iv i l  Rights Act ( T i t l e  V I I ) ,  women a l l  over the country 

have demanded equal employment opportunit ies i n  prisons and 

ja i l s .27  Some prison systems have acceded t o  these demands and 

voluntar i ly  integrated t h e i r  guard forces .  The major i ty ,  

however, have res is ted  t h i s  development, and sometimes male 

prisoners have protested the invasion o f  t h e i r  privacy by 

women. There have been dozens o f  lawsui t s  and even one Supreme 

Court opinion which, unfor tunate ly ,  was not d e f i n i t i v e .  Thus, 

the current s i t ua t ion  i s  unclear. Women can be found i n  

uniform i n  many men's prisons,  but not i n  equal numbers and 

the i r  fu ture  i s  clouded. 

My s tudies  convince me tha t  women can serve cons truc t ive ly  

and succes s fu l l y  i n  men's prisons,  and tha t  s e l ec t i ve  work 

assignment can protect prisoner privacy. Female National Ser- 

v ice  volunteers should have an opportunity t o  serve and con- 

t r ibu t e  t o  corrections along w i t h  t h e i r  male counterparts. I f  

they are permitted t o  do so ,  National Service w i l l  have con- 

tr ibuted t o  the  dr ive  t o  e s tab l i sh  equal employment opportunity 

f o r  women. 

The i n f l u x  i n t o  corrections o f  National Service personnel 

from a  nationwide or regionwide population base would a l so  

break down the  excessive homogeneity and parochialism tha t  

characterizes most penal f a c i l i t i e s '  guard forces .  Many 

National Service personnel w i l l  be disturbed by what they see;  

they w i l l  not accept th ings  as they a re ,  and w i l l  ask hard 

quest ions and demand cogent explanations.  More importantly,  

National Service volunteers w i l l  not e a s i l y  i d e n t i f y  or  sympa- 

t h i z e  with the  s t a f f  subculture;  they would cons t i t u t e  an 

in s t i t u t i ona l i z ed  watch-dog tha t  the  permanent cadre could not 

t r u s t  t o  maintain the  v e i l  o f  secrecy and pact o f  s i lence  t h a t  

o f t e n  prevents the  public from obtaining an accurate picture o f  

what i s  happening behind the  wal ls .  Bru ta l i t i e s  and excess ive  

force  may occur l e s s  f requent ly ;  vulgar racial  e p i t h e t s  may 

decrease. 

National Service could cons t i t u t e  a  strong l i nk  between 

prisons and the  r e s t  o f  soc ie ty .  The dec is ive  fac tor  f o r  penal 

i n s t i t u t i o n s  i n  the  l a s t  several decades was the  p ro l i f e ra t ion  

t i e s  w i t h  the  larger soc i e t y ,  par t icu lar ly ,  but  not exc lus ive-  

l y ,  wi th  federal  courts  and the federal  government.28 From 

autonomous isolated i n s t i t u t i o n s ,  prisons movcd c loser  t o  

s o c i e t y ' s  center .   his trend,  however, may have reached a  

l i m i t  by the  mid-1970's. In the  19801s ,  the  challenge m a y  be 

t o  keep the  prisons from revert ing t o  the isolated autonomy oE 

the  pre-World War I1 period. National Serv ice ,  through i t s  

part icipants (and t h e i r  f a m i l i e s )  and administrators,  would be 

a  very strong i n s t i t u t i o n a l  l i nk  tying prisons t o  the national 

government and the  larger soc ie ty .  



National Service a l so  would provide corrections w i t h  an 

unparalleled opportunity t o  broaden i t s  recruitment base f o r  

career s t a f f .  Despite the challenges and importance o f  i t s  

mission,  and w h a t  seems t o  be rapid advancement f o r  the br ight  

and ambit ious,  corrections i s  not success fu l  i n  competing fo r  

t a l e n t ,  part icularly a t  the  en t ry  l e v e l .  Prison s t a f f  over- 

whelmingly are recruited from the  ranks o f  the  unemployed and 

marginally employed.29 Few college graduates en ter  the  f i e l d  

through the ranks. Some o f  the  National Service personnel who 

serve i n  the  prisons w i l l  respond t o  the  challenges and remain 

or return a f t e r  t h e i r  schooling i s  completed. 

For the  vas t  majority o f  National Service par t ic ipants ,  

prison serv ice  w i l l  cons t i t u t e  but a  short career break. For 

many, the  experience w i l l  be profoundly moving, enriching the i r  

l a t e r  education and personal development. I f  t h i s  i s  t r u e ,  

then corrections w i l l  b e n e f i t  from the  emergence o f  a  cons t i tu-  

ency f o r  prison reform. National Service could provide a  

Eirst-hand prison experience fo r  tens  and hundreds o f  thousands 

o f  c i t i z e n s  who i n  a l l  probabi l i ty ,  would otherwise never come 

i n t o  contact w i t h  prisons. Over time these prison "veterans" 

m i g h t  have a  substantial  impact on correctional  p o l i t i c s .  

IV 

/ 

What problems m i g h t  National Service cause f o r  the  pri- 

sons? F i r s t ,  there i s  cos t .  Who i s  going t o  pay f o r  a twenty 

percent increase i n  the s i z e  o f  the  correctional  force? I f  

s t a t e  funding i s  required, w i l l  the  l eg i s la ture  give correc- 

t i ons  the money i t  needs t o  h ire  national service part icipants 

and t o  build dormitories f o r  them? Perhaps the  federal  govern- 

ment w i l l  pick up the  t a b ,  i f  the  present "new federalism" t i d e  

ebbs."30 Federal funding presumably would e l iminate  the  f i s c a l  

concerns o f  the  s t a t e  l eg i s la tures  and corrections agencies,  

but  not necessari ly  o f  public employee unions. 

Employees i n  a t  l e a s t  two-thirds o f  s t a t e  correctional  

agencies have a  formal c o l l e c t i v e  bargaining re la t ionshio  w i t h  

t h e i r  employers.31 In some s t a t e s  these guard unions are very 

strong indeed. I t  i s  unthinkable t ha t  they would agree t o  a  

program, t ha t  under any conceivable i n t e rpre ta t ion ,  could have 

the  e f f e c t  o f  replacing- or  subs t i  t u t i n q  National Service par- 

t i c i p a n t s  f o r  regular employers. And even i f  both s ides  could 

agree tha t  National Service part icipants could only augment thc  

f u l l - t ime  guard fo rce ,  there would sure ly  be controversy over 

wages and o ther  terms o f  employment. The unions m i g h t  ob jec t  

t o  paying ~ a t i o n a l  Service part icipants l e s s  than the prevail- 

ing wage because o f  the  potent ia l ly  depressing e f f e c t  on t h e i r  

own wages. But t o  pay these young people regular wages would 

make the  program prohib i t ive ly  expansive,  undermine i t s  "ser-  

vice" ra t iona le ,  and subject  i t  t o  sharp c r i t i c i s m  by the  adult  

unemployed and low wage earners. Final ly ,  union leaders w i l l  

c l ear l y  appreciate t ha t  the  a v a i l a b i l i t y  o f  National Service 

workers t o  run the  prisons i n  the  event  o f  a  s t r i k e  w i l l  

decrease t h e i r  bargaining leverage. These objec t ions  could 

pose a  serious po l i t i ca l  "impediment" t o  es tabl i sh ing  National 

Service and must be anticipated and resolved by National Ser- 

, v i ce  planners. 



A second, whole complex o f  i ssues  revolves around 

personnel management. What control w i l l  prison o f f i c i a l s  have 

over t h e i r  national service part icipants? I n i t i a l l y ,  w i l l  they  

have t o  accept any young man or woman who wants t o  work i n  the  

prison, or a t  l e a s t  anyone who i s  c e r t i f i e d  as "qua l i f i ed"  by 

the national service bureaucracy7 Suppose prison o f f i c i a l s  

want t o  continue t o  adhere t o  t h e i r  entrance requirements and 

examinations? 

Once prison o f f i c i a l s  accept a  national serv ice  par t ic i -  

pant f o r  work are they bound t o  keep him or  her employed? Sup- 

pose the  young man or woman does not come t o  work on time? Or 

shows up h i g h  on drugs? Or i s  observed f ra terniz ing  w i t h  the  

prisoners? Or simply f a i l s  t o  carry out  du t i e s  and responsi- 

b i l i t i e s  t o  the  s a t i s f a c t i o n  o f  the  high ranking o f f i c e r s  i n  

the  guard corps? Ul t imate ly ,  w i l l  prison o f f i c i a l s  have the  

author i ty  t o  h ire  and " f i r e "  national serv ice  part icipants? 

I f  h i s tory  i s  any guide,  a  federal ly  funded and administered 

program w i l l  r e s t r i c t  the correctional  administrators' d i s c i -  

plinary options more than a  s t a t e  funded program, but how much 

more? ( I t  i s  worth pondering what w i l l  become o f  national ser-  

v ice  part icipants who are f i r e d ) .  

A third s e t  o f  problems, which t o  many m i g h t  seem most 

important, deals  w i t h  the capacity o f  national service par t ic i -  

pants t o  serve succes s fu l l y  i n  the prisons. W i l l  they be able 

t o  handle i t ?  I s n ' t  i t  too  dangerous? Aren't the  cons too 

s t r e e t  wise? I be l ieve  t h a t  young people, i f  properly 

motivated and t ra ined ,  could serve succes s fu l l y  although many 

w i l l  not be up t o  the challenge o f  exer t ing  authority  over 

o lder ,  hardened convic ts .  We must expect f a i l u r e s  and drop 

ou t s .  Ye t  t h i s  i s  no d i f f e r e n t  than the  current s i t ua t ion .  

Prisons t y p i c a l l y  are unable t o  exerc ise  much s e l e c t i v i t y  i n  

recruitment.  In some places, i t  i s  unfor tunate ly  t rue  t h a t  any 

warm body can become a  prison guard. A h i g h  percentage oE 

recrui t s ,  does not l a s t  s i x  months; and fewer s t i l l  make i t  

beyond a  year. Thus, there i s  no reason t o  assume t h a t  Nation- 

a l  Service part icipants w i l l  be any l e s s  l i k e l y  t o  adapt: i n -  

deed, the  reverse i s  more l i k e l y .  (The former Director o f  the  

Texas Department o f  Corrections reports  that  f o r  a number oE 

years the  TDC hired as many as two hundred college students as 

guards during the  summer: no problems were repor ted) .  

As f a r  as danger, i t  cannot be gainsaid t h a t  prisons are 

dangerous places and tha t  inev i tably  some national serv ice  per- 

sonnel w i l l  be injured i n  individual  or co l l ec t i ve  c o n f l i c t s .  

O f  course,  even peacetime mi l i t a ry  serv ice  even has i t s  dan- 

gers:  so does the  Peace Corps. I f  the nation can d r a f t  

eighteen year o lds  i n t o  the  armed fo rces ,  i t  can surely o f f e r  

them oppor tuni t ies  f o r  a l t e rna t i ve  serv ice  i n  l a w  enforcement 

and correc t ions .  Many other problems, o f  course,  can be 

envisioned. Some may be readily solvable,  o thers  not solvable 

a t  a l l .  Th i s ,  u l t ima te l y ,  supports the notion o f  experimenting 

w i t h  National Service on a step-by-step bas is .  Ilowever, under 

any version o f ,Nat ional  Service,  I assume tha t  correctional  

o f f i c i a l s  could terminate t h e i r  part icipation i f  problems 

proved insurmountable. 



FOOTNOTES 

For National Service t o  be t hough t fu l l y  evaluated,  i t  w i l l  

be necessary for  i t s  proponents t o  present more f u l l y  elabor- 

ated plans explaining how such a  program w i l l  be administered 

and how i t  w i l l  a f f e c t  part icipating agencies. The McCloskey 

proposal i s  a  good beginning. I t  allows us t o  focus a t t en t ion  

on cer ta in  key i ssues:  i n t e r re la t ion  with m i l i t a ry  s e rv i ce ,  

ro le  o f  women, exemptions, funding,  machinery f o r  job place- 

ment, d i s c ip l ine  and appropriate serv ice  categories.  By exam- 

ining each o f  these i n  some depth we w i l l  be able t o  amend the  

prototype and more c l ear l y  assess the  f e a s i b i l i t y  o f  even the  

most promising version o f  National Service. 

This  exerc ise  has other value as we l l .  In the  case o f  

prisons,  i t  focuses a t t en t ion  on the  legit imacy o f  punishment 

i n  a democratic soc ie ty .  Is  it not the  case t ha t  punishment 

remains too  isolated from the soc ie ta l  mainstream thereby 

undermining both i t s  legit imacy and i t s  e f f e c t i v e n e s s ?  The 

National Service debate can u s e f u l l y  s t imulate those .o f  us 

involved i n  i n s t i t u t i o n a l  analys is  t o  consider the  sociological  

implications o f  various kinds o f  seemingly mundane personnel 

re forms,  thereby enriching our work. 

1. Wil l iam James, "The Moral Equivalent o f  War" i n  Memoriel_c_s_ 

and Studies 267-296 by William James, New York: Greenwood 

Press, 1968. 

I f  now--and t h i s  i s  my idea--there were, instead o f  
m i l i t a ry  conscript ion a  conscript ion o f  the  whole 
youthful  population t o  form f o r  a  ce r ta in  number o f  
years a  part o f  the  army enl i s ted  against Nature, the  
i n j u s t i c e  would tend t o  be evened o u t ,  and numerous 
o ther  goods t o  the  commonwealth would fol low. ( p .  
290) 

2 .  AS ear ly  as 1966, a  major conference on the  d r a f t  held a t  

the Univers i ty  o f  Chicago, included a  session on the 

~ a t i o n a l  Serv ice ,  chaired by Wayne Booth. Papers expl ic -  

i t l y  addressing National Service were delivered by Morris 

Janowitz, Terrence Cull inan,  Margaret Mead, and Donald 

Eberly. For a  report o f  the conference 2 2  Sol Tax, ed .  

THE DRAFT, Chicago: Universi ty  o f  Chicago Press, 1967. 

3 .  For a  sampling o f  Professor Janowitz' work i n  t h i s  area,  

see Morris Janowitz & Charles Moskos, Making the -- 
All-Volunteer ArmlWork, THE B U L L E T I N  7  (June ,  1980);  -- 
Janowitz, The Ci t i zen  Soldier and National Serv ice ,  ---AIR 

U N I V .  R .  2 (19 ) ;  Janowitz, National Service:  A Third 

Al ternat ive? ,  7 3  TEACHERS COLLEGE RECORD 13 (1971) ; 

~ a n o w i t z ,  The Logic o f  National Serv ice ,  i n  THE D R A F T ,  Sol 

Tax, e d i t o r ,  Chicago: Univers i ty  o f  Chicago Press 1967. 

4 .  For example, Margaret Mead s ta t ed :  

Universal r eg i s t ra t ion  and evolu t ion  would a l s o  
serve t o  f ind the very ex tens ive  members o f  highly 
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lack o f  education,  medical care ,  or  social  experi-  
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99-109. I 

5. The Report o f  the President 's  Commission on An 

All-Volunteer Force, Washington, D.C.: Gov't Printing 
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Weinberger told Congress i n  h i s  report." Congressional 

Quar t e r l y ,  Weekly Report, Vol .  40, no. 7 ,  February 13, 

1982, p .  2 5 2 .  
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4 6  ( b i l l  by Cavanaugh t o  "e s tab l i sh  a  Public Service Sys- 

tem . . . ."). Rep. Ringham a l so  introduced an e a r l i e r  
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