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R INTRODUCTION

Bulldog Manpower Services Limited was established in October 1975 by
the Inner London Probation and After-Care Service in cooperation with the
Vera Institute of Justice, It aims to turn some of the most troublezcne
clients of the Inmer London Probation and After-Care Service towards a
lawful, self-sufficient, wage—earning way of life, by employing them for
a transitional period in a suppor ted work situation.

- The programme 13 about hablts -~ breaking old habits and supporting the
formation of new ones. The Company's emplcyees have lost or had never
developed & wark habit They are regarded as “unemployable" by the
Employment Service Agency and by their probatlon officers., They can 7
" make their way down to the local Spcial Security office, as that is a
habit; they can live off meagre incomes, as they have life-style habﬂts
permitting it; they can stay in bed all day, as that is a habit. The
Company's aims have been to brezk these habits and to help ther into the
habits of attendlng regularly at a work51te, taking home regular wages, ‘
paying tazes, putting in a full week's work, and applying themselves to
tasks demanded by work supervisors, The work habit could help tkem play
.a productive part in the economy over a long term. The comiinuing lack
of it threatens, in a Iew years time, to leave them in 2 cycle of unemploy-
ability, offending and imprisonment — & permanent drain alternately on the
resources of the penal system and of the supplementary benefits progranme.

in initial 12-month "feasibility" study of the supported work method,
applied to a sample of these probation clients, has been succeasiully
concluded with the financial support of the Home Office Urban Deprivatien
Unit. Reports of research, one from the Home Office Research Unit and
one from the Home Office Teonomic Planning Unit, are in preparation, as
is the fomal Ccmcany report to the Board of Directors.

This report, intended for a more general circulation, narrates the
development of the project, details some of the obstacles to ifts success
and solutions devised to meet them, and reports some hopeful work.

Services have been provided to the larger community and to smaller spe01flca11y
deprived groups and individuals within it who would otherwise have gore
without., Imaginative use has been made of public monies in a programme

of ™reatment” that produces real benefits, in the short and the long

term, both 1o the community and to the Exchequer., 4nd, perhaps most

jmpartant, some lessons have been learned about operating and researching
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a scheme of this sor%. Thus, ve hope‘that our report will interest not
only probation officers = in Inner lLondon and elsewhere -~ who are
concerned to find ways of assisting unemployable eclients to develop work
habits, but.also the statutory and voluntary sgencies which are becoming
increasingly aware of a need to make similar provision for unemployable
members of various other socially disadvantaged groups. Indeed, the
Urban Deprivation Unit's first year grant and its recent grant to cover
a second year have been predicated, in part, upon the potential for wider
application of the supported work concept in the inner city.

The affirmative tone of our present report is not a denial of the B
considerable'difficulties'thai jnhere in any effort to deal directly, iﬁ

a structured setting and in full public view, with a suostantial number
rather, it is an acknowledge-

of tFoubled and troublesome young adults;
ment of the realism, skill and patience with which Charles Crockford and

his team have met those pﬁoblems.

AL ARV

Williezm Pearce
Michael Smith

18t January, 1977.-
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I. THE SUPPORTED WORK_CONCEPT AND TEE CREATION OF BULLDOG MANFOWER SERVICES.,
LTD.

viichael "was 19 when his probation officer referred him to Bulldog
Manpower Services Lid. for possible employment. He had committed a
gseries of minor thef't offences after leaving school; he had worked
only sporadically, never for longer than a week or two at any one job,
and he tended to get into rows with work supervisors, He had had no
employment during the eight months before Bulldog offered him work,
Part of his difficulty could be charvacterized as a “"nroblem relating
to authority." More specifically, he was parried and living with his
middle—class in-laws who had contempt for him, his illiteracy and his
porigins, He did not possess a key fo the fromt door of the house, he
was confined to the use of one room, and was not allowed to use the TV
or coocker. S ? ‘ : e

Disputes with his father-in-law were frequent and often ended in
blows. "Michzel" focused his efforts to prove himself on meking his
" wife pregnant; when he failed to do so, his troubles with the law
became more serious. . o

After a few weeks at Bulldog, he was working hard and well, He was
helped through his problems of taking direction, and was the first
Bulldog employee to be promoted to ncharge-hand®, Newly hired employees
were put directly under his supervision S0 that he could show them the
ropes and by his example encourage them to apply themselves, Gradually,
wMichael® began %o take practical steps to extract himself from his
debilitating home life. His probation officer helped him make contact
with the local housing depariment and he pushed until he was offered a
-flat,. The rows at home reached a new pitch and "Michael" was thrown
out. Ee settled in a squat to wait for the flat. He felt he could
not bave stood the strain of squatting, unable to see his wife, without
the strength he had won from successes in Bulldog, At the begimming
of this unsettling period, his attendance and time-keeping at work
slipped, but with the help of his probation officer and the suppart of
_the Bulldog site supervisor, he began again to come regularly to work

and worked well, giving support and encouragement to the men working
under him. He told a visiting news reporter: WIf it weren't for
working for Bulldogj“l’d'have'been'out"doing‘jobs*. ‘I mean, there
weren't anything else, were there? Either that or I'd have done me
father-in-law in." :

 ™Michael” got his flat, established himself there with his wife,
and came to terms with his father-in-law, Having achieved targets
of stability at work and at home, he was rated "job-ready" and inter-
views were arranged for him with potential employers. At this point,
however, his standard of work deteriorated and he did not attend the
jnterviews: he had "made it" with Bulldog and did not want to leave.
To treak this dependence, Bulldog took 2 calculated risk; after an
ultimatum, another interview was arranged which he did not attend
and he was fired with the customery two weeks' notice. COne day
later he obtained a job for himself with a local authority's Farks
Department at £55 per week (a substantial increase in payg. Firing
him provided the motivation he had needed to set himself fresh
targets. He left Bulldog in May 1976, is still employed and doing
very well in his job, and has completed his probation order without
further offences.
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By no means alligf Bulldog's employees have been such clear successes

as "Michael", or made progress so quickly; put Bulldogz is happy to see
them go. The aim of this ccmpany is not to build up a workforce of

highly productive men, as it would be in & conventional commercial firm;

nor is it to “trap "unemployable” probation clients in permanently sheltered

employment. It is %o equip them with the work habits, skills, motivation

and self-confidence to find, keep and succeed in non-supported jobs, The

nsypported work" me thod adopted by the project involves:
¢ group working, to allow peer support;

¢ graduation of work demands and siress, gradually increasing
from initizl tolerance to the standards prevailing in con-

ventional employment;

o close and supportive supervision, with regular review and
discussion of progress and productivity;

¢ support around the gifficult time of iramsition to a non-
supported job.

The caseload of an urban probétion service is not the only sub-

population with 2 subst#ntial aumber of "unemployable” jndividuals in it
| but the problem of unempioyability among offenders rises steadily on the

agenda of tﬁe various agencies having overlapping responsibilities far
carrying the burden it represents: the various Home Office Departments,
particularly the Probation Department and Urban Deprivation Unit; the
Manpower Services Commission, particularly the Employment Service Agency
and the Department of Health and Social Security, particularly the Suppe
lementary Benefits Commission. Thus, the design, the operation, and the

Jessons learned in this ILPAS/Vera Supported Work Scheme may have wider

r

-
b4

implications; but this report has the general perspective of a Probation

Service,

'For & large number of probationers and ex-prisoners who. are

the Egqupgibi}ity"pf ILPAS, the prospects of rehabilitation and a lawful

and productive life are diminished by their chronic unémployment. Repeated

. failure, delinquency, arrest, conviction and institutionalization have

rendered them unable to hold a job, even if one can be found, TUnskille

d

and inexperienced, lacking se]lf-esteem and the experience of success, and

uvnable to manage the routine and gtress of regular employment, they

anticipate job failure and often provoke it. The difficulty of having a
criminal record, when locking for a job, is compounded by having no work

record. Some are permanently out of work and completely dependent upon

supplementary benefits or even less acceptable means of support, others

work occasionally and umofficially whilst continuing to draw their benefits,

and the rest work sporadicaliy in low-paying and dead-end jobs but are

I
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' ﬁnabié“%;“édye”with_tﬁ;maéﬁéﬁds of work or to avoid intolerable confiicfé"
with co-workers and sqperiors. They are "unemployable", lacking the
habits of work and the internal supports necessary to make a successful
transition to steady and gainful employment.

The concept of providing a supported, transitional period of employ—
" ment with a specialized and subsidized employer for a population such as
this ~-supported work-— was introduced by the Vera Institute of Justice in
New York in 1972, The Institute's Wildcat Service Corporation employs
roughly 1,500 ex—offenders and ex-addicts in intensely supervised transi-
tionai jobs at a wage kept slightly below the level tﬁey could expect for
similar work in the unsupparted JObS to which they are encouraged to transit
The Wlldcat supparted work programme is funded jointly by the institutional
equlvalents of the Supplementary Benefits Comm1331on, the Employment Service
_Ageney,’ the Home Office, and the local authorities in whose area the Ccmpany
 prcv1des needsd serf}pqgm;jmgg;ﬁyprgggts‘qf_subszdxzzng the supported work
programme in New York were anzlyzed alongside the reductions in cost and
expenditiure for those agéncies, there appeared to be a net saving. _

Attracted by the supparted work concept, after examining Wildeat in
operation, IGPAS propcééd an experiment in early 1975 for a relatively
small—scale'adaptation of the concept to its umemplcyable clients, The
- need to gain experience in managing'such an enterprise, the need to design
a proper research framework, and the need to test the feasibility of a
- larger exercise of this sort, led to the modest 12-month feasibility study
examined in this report,

A grant from the Research and Development budget of the Home Office
Urban Deprivation Unit permitted the formation of a limited company, its
registration as a charity, payment of the salaries of its manzgement
personnel, and payment of the portion of participants! wages that could
not be recovered from voluntary aznd statutory bodies for which the
company. intended to provide services, The Home Office Research Unit
assigned a research officer to monitor the programme's development, and
o help think through how its impact on participants might be properly
researched, The Home Office Economic Planning Unit assigned'a Senior
Economic Assistant to joiﬁ in the monitoring, and to explore the
possibilities of a2 cost/benefii analysis of any larger, longer-term
demonstration. The Employment Service Agency of the Manpower Services
Commission seconded an employment officer part-time to assist in deter-—
mining the "unemployability" of persons referred to the scheme, to
as9ist in designing a system to assist successful participants in finding

non-supported wark, to assist in developing criteria of "job-readiness"
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for persons working-in the scheme, and to keep his agency informed zbout
possibilities suggest;d by this exercise for its handling of other
"unemployable" sub-populations.  Through the assistance of the Action
Resource Centre, the Esso Corporation seconded part-time to the scheme an
executive with business expertise o help get the new firm underway. At
the end of his period of secondment in March 1976, Sir Robert McAlpine &
Sons Ltd. seconded full-time an executive with experience relevant to
costing and planning contracts for new work,

X Board of Directors of the Ccmpany was formed consisting of: Sir
Carl Aarvold, D.B.E., T.D., D.L. recently Recorder of London and Chairman
of the Inner London Probation snd After-Care Committee (Chairman); Dr. A.-
Baddeley, a Director of the Esso Petroleum Company Litd.; the Lord Feather,
c B.E., formerly General Secretary ‘of the TFades Union Congress; Mr. W. H,
‘Pearce, C.B.E., Chief Probation Officer of Inner London; Mr. E. G. Pratt,
Deputy Chief Probation Officer; The Hon. Mrs. Lindy Price, formerly a
Member of the Parocle Board; Mr. R. T. Richardson, Vice-President and
General Manager of the Chemical Bank; Mr. P. Scott, Manager, Sir Robert
McAlplne & Sons Ltd.; Mr Geoffrey Tucker, C.B.E., Public Affairs Consul~
tant; and Mrs, Barbara Warburton, 0.B.E., J.P. The Board appointed
Barber Swinnerton & Co., Charﬁ?red Accountants, as auditors to the Company.
Management for the firm was provided by full-time secondment of an
Assistant Chief Frobation Officer and a Senior Probation Officer to act as
Hanager and as a Deputy Manager respectively. Also seconded to the firm
were several probation ancillary workers to act initially as foremen of
‘the.crews which were to be hired, .and then (when individuals from those
crews demonstrated a capacity to shoulder more responsibility} to.step
back as work supervisors and permit promotion to "charge-hand" of suitable
programme participants. Salaries of the staff seconded from ILPAS were,
during the feasibility year, met by the.firm from its Urban Deprivation
Unit grant. The Company s management was given the consulting services of
the Dlrector of the London of fice of the Vera Instmtute of Justice, who
had assisted in the design of the project, .

It was decided to limit participation to probation cllents who were
18-23 years of age., First, it was felt that the investment in a
relatively young group -— if it paid off -- would yield a better retum
over & longer period of time. Second, it was thought desirable for
research purposes to set age limits in order to reduce the number of

variables in the profile of pariicipants,
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To establish a relatively uniform degree of "unemployability" among
participants, eligibility for referral to the scheme was established by
the following criteria:

(a) a poor work record (e.g., a demonstrated inability to
sustain ateady employment over at least the past two
years, and no continuous employment of more than three
months in the past year);*

(b) a willingness to work and to come to a work site for
interview;

(e¢) be seeking work through the Employment Service Agency,
probation officer or otherwise;

(a) an ongoing statutory or voluntary (after care) relation-
ship with a provation officer which has at least six
months to run, 2nd a2 probation officer who is willing
to mzke use in his casework of the change that steady
employment brings to his client's life and to support
him in adjusting emotional and practical problems that
are unrelated to work but are found to interfere with it;
and

(e) no outstanding court appearances that could result in
employment being broken by a period of custody, exzcept
where there has been formal deferrment of sentence.

(f) no incapacitating addiction, illness or homelesspess,

It was decided that the firm would not "screen" its prospective
employees. Probation offices would be invited to refer clients meeting
the basic criteria and it would be left to the individual officers of
those offices to determine which of their unemployable clients would be
put forward next. Background information, which might be discussed
between the referring probation officer and the Deputy Manager of Bulldog
when taking referrals, would not be conveyed to the employee's immediate
work supervisor except as it became necessary for coping with problems
directly presented by the employee's performance at the work site.

It was decided that the firm should present iiself to employees --
insofar as possible — &s an ordinary employer. Commercial firms ﬁere
consulted to establish for Bulldog the kinds of hiring, firing, supervisory,
and other procedures that would be found generally, Bulldog was intended
to offer a "real" job and not a social casework service. The firm would
rely on the referring probation officer to provide the necessary suppori
for all problems except those presented directly in the context of work.
(This required development of a system for liasing with the probation

officer when work problems seemed to require help within a relationship

* Offenders discharged from penal institutions, whose work record prior to
imprisonment was sufficiently poor, would noi be considered for employment
with Bulldog until it had been demonsirated (after at least one month of
adjustment and job seeking) that their vnemployability had not been

alleviated,
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which would be inappropriate for a work superviscr.)

Wage rates*, for hours worked, were esiablished as follows:

. Inprover (new hires) £ .90 per hour
" Crew men £1.10 per hour
Leading hend £1.15 per hour
Charge hand £1.25 per hour

. .
A 36-hour week was set; there would be no overtime. It was felt,
following discussions with the unions whose members do work roughly similar

to that intended for Bulldog, that these rates were equivalent to the rate

for the job discounted for part of the value of special supervision and
training that would be provided; it was also felt that they were sufficient
to provide an incentive to improve work attendance and time-keeping, but
not so high as to discourage those ready for transition to non-supported

work from leaving the fimm.

Any employee promoted above charge~hend (e.g., to site foreman) or.
any foreman‘hired from dutside the target client group to bring specific
skills or work experience to the firm, would be paid a full competitive wage.

It was felt that the “supports" which Bulldog was to provide would be
aimed at helping the client ove£come specific work-related problems,
culminating with support iﬁ moving away from the firm altogether when
ready to withstand the stress of less sheltered work, ©Specifically, support
would be required:

o first, to get to work each day;

o second, to get to work on time and work for the full 36-hour week;

e third, to develop work habits and a pace of work that would be
acceptable to other employers; '

e fourth, to develop specific skills (either on the job or in
training'programmes) necessary for obtaining work of the kind
desired, or to scale expectations of future employment to a
more realistic level; : :

e fifth, to accept responsibilities for getting the work done,
for the welfare of other members of the crew, and for plant, -
equipment and tools;

& sixth, to develop acceptable patterns of behaviour for work
and acceptable relationships to those in work supervisory roles;
and

¢ seventh, to reach stable and marketable work habits, and to
reach beyond by taking non~supported jobs or by entering skill
centres or other specific job training programmes,

With its aims, structure, funding, management and methods established,

Bulldog's corporate experience began in the third week of October, 1975.

® ] Bulldog employees involved in mobile groups were also made eligible for
reimbursement of the excess cost of public transport to worksitegwhere it
exceeds 20p per day. ) '

.
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CLIENTS' FROFILE, AND THEIR EBISTORIES IN BULLDOG.

In early September, 1976, Bulldog, was carrying 46 unemployable clients
of the Inner London Probation and After-Care Service in transitional,
supported jobs; a month later, at the end of the feasibiliiy year, the
workforce had been allowed to drop to 33 due to unceriainties about second
year funding. (The programme is now embarked on expansion of the workforce
to 80-85 participants.)

Over the first 12 months, one hundred individuals were offered places

in the programme.® They came from the case~loads of 70 probation officers

* In addition, eight older clients of the probation service were hired
during the course of the year to take on responsibilities as "charge hand™
and "foreman" within the scheme. It had been anticipated that these posts
would be filled by identifying appropriate candilates from among the more
immediately responsive programme participants, but attempts to implement
the plan were frustrated by most participants' inability to withstand the
additional stress such responsibilities entail. (See Section III 42 below.)
Only a handful of programme participants, lafer in the year, were able to
shoulder the charge hand job successfully before graduating out of the
programme to non~supported jobs. It appeared that an immediate work
supervisor in the context of supported work for relatively young offenders,
required more than just a background of failures and offending to share
with those under him -— he also needed relative maturity of age and
experience. "

Thus, eight men were recruited for these jobs from the ILPAS Day
Training Centre, The DTC delivers an intensive twelve week, S-day per
week programme of supervision and therapy ati the commencement of a probation
order to selected offenders between 21 and 45 years of age who have substan—
tial histories of delinquency, prior failure following custodizal and non-
custodial sentences and poor work records.

The ages of these charge hands ranged from 26 to 30 years; the averzage
age was 29. Four were single {although one of these was cohabiting), one
was married and three were separated. Their criminal records were more
substantial than the average of programme participants; the mean number
of their convictions and custodial sentences were 16 and five respectively.
Three had not worked.at all in the 12 months prior to employment with
Bulldog, two had work histories of a very unstable type, and three had
substantial work experience and some skills {e.g., fitting, slating,
 plumbing). One worked — and was very successful in the role - for ten
weeks and was then imprisoned (for en offence committed many months earlier),
three resigned shortly after taking the jobs, and the four who are still
with Bulldog have lasted from 13 to 32 weeks on the job.
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im 22 local offices. Just-over half of them were either 18 or 19 years of
age when starting with Bulldog and only two were 23 yeers old, at the upper
limit of eligbility. Eighty-seven were single and one of the eleven who
were married was separated from his spouse., Two were cohabiting . Twenty—
three of the single men lived in hostels; some were residents there as a
condition of their probation orders and most who lived in hostels had been
assisted by their probation officers to find that accommodation.

Forty-five were under supervision pursuant to probation orders,
thirty-{ive pursuant to borstal licences, seven pursuant to licence or

parole from other seniences, and one pursuant to a suspended sentence

sopervision order. (For three, the current type of supervision was unknown
to the programme at the time this report was prepared.) Complete criminal
histories have been verified for 88 of the 100. Their average number of
convictions were 5.6, The records of eleven showed more than 10 convictions,
and only five showed just one conviection, IMore than three-~fourths of these
88 prograume participants had served custodial sentences, and 17 (19%) had
served three or more terms inside. '

The range of their prior criminal activity is best illustrated by a
few examples:  "Tony" and YFrank" represent the less serious end of the
scale; they were on probation as first offenders. "Tony" had been
convicted of possessing an of fensive weapon, after a search turned up a
knife when he was arrested for assaulf in z pub; "Frank had been convicted
of a burglary committed in concert with his brothers. A more typical
employee is. "James" who had four separate convictions (theft, burglary,
taking and driving away, and breach of probation), "Larry" had nine
convictions (six were for tsking and driving away).

At the more serious end of the scale were "Kevin" and "Robert",

"Kevin" had a long record of theft, burglary and attempted robbery; he
had been almost continuously in penal institutions since the age of 13,
"Robert" had recently been released on parole following a ﬁedium—length

prison term for 2 series of muggings.
Criminal history is, of course, pre-requisite to participation in

Bulldog, but more impoartant to the programme is the poor or non-existent

work history of each participant. The decision was made to go direcily

to the heart of the problem and not to select "good bets" for the beginning

of the scheme., Through contset with five probation offices in areas

accessible to the first work site, eight unemployable clients were identi-

fied for the first job interviews. Seven showed up for the interview




(although several of these were unable .to face it without the support of
an accempanying mother, wife or probation officer). A practice was then
established, and has continued to date, of calling eligible applicants'

local employment offices to confirm whether their work records were bad

enough for the scheme. FYour of the first-hired applicants were immediately

known to their local employment offices when the check was made: reactions

to the enquiries about prior work history were as follows: (1) "Good God,

you must be madi"; (2) ¥Iim? You don't want to touch him"; (3) ‘"Which

bcrstal is he off to now”“-‘ and (4) "fou must be conning us, fan we. .. e omom
ring you back?" o

Thezr work recards were bad, This was to be expected ”ééuféfefféié N h

from probatzon officers were ineligible unless they had been unsuccessful v
“for at least two years in finding steady employment and had held no job for

more than three months in the last twelve. "ictor®, fox 1nstance had

almost no work record at all and he insisted to his probation officer that

E

"only mugs work", His probation of ficer believed this attitude was really
a cover-up for abject failure in the area of work --as in other areas of
his life. wyick" was isolated and withdrawn; his unemployability fed the
more'&eepnrobted difficulties, For others —nparticulérly those with
psychiatric problemsg-- unemployability seemed a minor part of the picture,
but a successful employment seemed the best start on pulling these lives
together. '

It was not expected that employment trouble would be the only problem
for men referred to Bulldog, but it was explained to probaticn officers that
Bulldog jobs were intended for those whose prospects for rehabilitation would
be significantly improved by learning to handle the stress, to appreciate
the rewards, and to develop the self-supporis that go with success al steady
employmzent,

Thus, at one extreme, "Peter" had only been able to work for three days
during his twenty years, and was terrified of venturing from home to the

worksxte for his intake interview W1th Bulldog. "Dan" had many problema,

" but it &as'ﬁls 1nab111ty to coﬁtrél hlS temper that lost hlm Job after jobs -
he had been out of work for eight months bhefore starting at Bulldog. Most

had spent more time since leaving school out of work than employed; and

most who had been able to hold onto a job were unable to keep it for more
than two months, at the longest, "Bill", for example, once worked for

three months as a warehouseman, but left because he was "bored" and worked

only casually after that. "Greg" once held a labouring joh for two months,
vut had been dismissed and never did as well again. ngteve! had joined
the army upon leaving school but left when his mnother was dying., His
offending and his problems with work began with his mother's death and,
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although the two seemed inextricably entwined, his probation officer had
some hope that succes# with work might have repurcussions elsewhere,
"AL" began working when he left school, but the reriods of unempleyment
got longer and his stays in work shorter over two and a2 half years until

the time when he was sentenced to 2 detention centre; when released he was

unable to geé any of his old jobs or any job at all. Because he had spent
more time in employment than out of it before his imprisonment, Bulldog
turned him down when his probation officer first referred him; several
months later, when his unemployment was clearly disrupting his adjustment
and leading to other problems, Bulldog offered him a job.

-Sixty-seven had left Bulldog's employ by the end of the feasibility
year., Of these, 25% left in order to take up conventional , nonwsupported
jobs and 55% either resigned before reaching & "job~ready" level or were
terminated by the company for failure to meet the standards of attendance,
time-keeping and ﬂygformance which were set low for new hires but were
gradually raised throughout each participant's employment. Another 20%
left the programme because they were either taken into custody or fired

‘ for gross misconduct on the work site. The majority of the "unsuccessful"
participants were employed for less than two months (and three of those
who resigned worked less than one week or did not show up at all af'ter
being offered the job at the initial interview). The majority of those
who left for non-supported jobs were in the programme for:. four ménths or
longer. The thirty-three programme participants still with Bulldog at
the end of the feasibility year had been employed for periods ranging frem
one week to nine months.. These data on participants' histories with Bulle
dog may best be viewed when gathered in the Table below, prepared by the Home
Office Research Unit's research officer:

Length of time in employment with Bulldog
Length of time (in weeks)
- Less than

L2 .2 13 17 21 29 37T or
1 4 8 12 16 20 28 36 more| Total

St11]1 working at end

of feasibility phase 6 9 3 5 2 5 4 2 33

Ex emplovees

Placed in jobs found

by Bulldog b2 5
Found own job 4 1 4 4 ) 12
Resigned, no job to

go to ’ 3 6 5 ] 1. 1 19
T?rminated by Company

except for gross

misconduct 36 5 3 A 18
Fired for' gross misconduct 2 5 1 1 9
Taken into cusiody 1 2 i

________ Totaa - 3 16 28 19 11 8 10 3 2
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The "graduation" into the I;.ahour force of formerly unemployable
programme participants is only one measure of positive programme impact.
For example, it continues to be the case that the majority of participants
who are dismissed from the scheme for misconduct or failure to progress
satisfactorily subsequently apply for re-admission to the programme
either directly or through their probation officers. Five of these have
been rehired alqeady and are doing well, <i§ut it is a particularly

unambigucus one. And a 25% "success rate" seems honorable enough for a
new venture of this sort, partienlarly when it is considered that the rate
of unsuccessful terminations (resignations and dismissals) was high in
early months (and on particular sites) and declined in the last six months
as the scheme matured., TFor example, fourteen programme participants

were terminated over a relatively short period of time at one of the early
worksites in southweast London; +their gross misconduct or other failures
may be attributed in large measure to the early difficulties experienced
by the company at that site. (These cases, and the lessons learned from
them, are discussed below in Section III 4.)

In addition, the Urban Deprivation Unit's preliminary analysis of
costs and bepefits accruing during the first six months, suggests that -
even during this build-up period when high dismissal rates were matched by
high per capita overhead costs — the projected future tax and national

- insurance payments from successful participants and their removal from
supplementary benefit would, within'two to three years, repay to the
Exéhequer the public investment required to cover Bulldog's entire

operating losses during the period of theiﬁ enploy. The public expendie
ture implications of Bulldog's early months are more encourzaging than most
rehébilitative programmes, but the project appears even more unusuzlly cost-
efficient if the value of work performed for deprived communities (a by-
prdduct of the supported work "treatment”) and the future savings of penal
system resources (from any reduction of recidivism among programme ‘
participants) are teken into account. This cost/benefit dimension of

Bulldog is considered more fully in Section V, below.
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BULLDOG'S COURSE or DEVELOPMEN%E@_
A, Experience of Choosing and Managine Different Types of Worksite

within it (and to find varied work for

site to another more suitable site), The work should be of a kind in which
the employee can identify his rart and take pride in it, ang which is
appreciafeq by the community; it should be located at sites Teasonably

accessible to him. Ang the work must be of a king that the firm is capable

first two ends,

possible to provide intense Supervision, group working situations, anq
immediate evidence of the product of an !

. To thias end, it is necessary that the worlk

have sone immediate social utility and that some of the work meet préssing

community needs that would otherwise not bhe met. In order to limit the net
Subsidy required for the Programme, it is necessary to seek work far which
the customer - usually a voluntary agency - can pay rart of the labour costs

and all material costs, As some voluntary bodies with otherwise suitable

work will be unable o cGover more than the cogt of materials, it is necessary

tatutory agencies responsible fopr providing
and whose more substantial reinbursement to the
Programme for labour costs can bring the total coniract income up to roughly

services to the community,
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half the total laboﬁr costs of the firm. It is important that in under—
taking work which provides social benefits, non-supported workers gshould

not, as a conSequenéet by displaced.

During the feasibility yeer, Bulldeg has had experience with work of
three basic types . at a score of different sites. The basic types are:
(1) landscaping, (2) restoration of derelict buildings, and (%) washing

down, painting and decorating. A great deal has been learned about the

advantages and disadvantages of these different types of work and of the
different worksites at which they have been attempted, These lessons can
be drawn from the three chronicles below: |
1. lLandscapings
(a) A North London Cemetery.
Forty men were employed before the War to landscape and maintain ine

%2-acre site of this local cemetery. 1is paths were open and used for
public enjoyment. Over time, the private company that owned and maintained 5
the grounds went bankrupt and by 1975 the site was badly overgrown and the
paths impenetrable, The grounds, graves and chapel were the targets of
vandalism, sections of the public were fearful of entering, and questions
were raised in Parliament sbout the cemetery's deteriorating condition.

Although it was not formally to beccme the responsibility of the local
suthority, by Act of Parliament , until Apzil 1976, and there was therefore
no money to reimburse Bulldog for any labour of the site, the firm was
asked by the local Parks and Cardens Department and by the bankrupt company
to attempt to clear and maintain scme portion of it., Bulldog accepted
the work, as it saw some possibility that the borough would pay & partion
of the costs when it assumed statutory responsibility for the site and,
as ‘turnover in the Parks and Gardens Department is regularly high, there
was some hope that Bulldog employees who proved their mettle at the site
would be eble to nroll-over" into non—-supported jobs on the Council's pay-
roll when the Council hired to fill its es*ablishment.

A crew of five newly hired men, working under & supervisor who had
been hired as an apcillary, moved into 2 newly erected hut on the cemetery
grounds on 3rd November, 1975. They were closely watched by the Council's
Parks and Gardens Department for geveral weeks, until it became apparent
that the work was of good quality and the supervision adequate to protect
the Council's interests. Employees of the Department provided technical
advice where required. By the beginning of April, Bulldog's workforce was 13,
The Council then agreed to reimburse the firm at an hourly rate, for hours

worked, covering roughly half the hourly wage rate of employees; the agreement
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runs for 12 months from ist Apiil, with reimbursement limited to no more than

£9,000. Towards the end of the feasibility year, negotiations were commenced

2=

tovard extending the agreement for ancther year on the same terms.

TmiMumwafmmwhdmmw,mmhrmywd%m@"wﬂmg
that characﬁgrize Bulldog's programme were felt to have had a positive
impact at this site on "John":

"John" had problems at home, His brother dresses as a g%
woman, his mother feigns a "nervous condition" to trap her sons

at home to care for her, and "John" himself is a homosexual , as
well as an offender. He was unsble to get into work, he said,
because of his mother's constant demands, Indeed, she had a
habit of calling him home from the few jobs he had held.

"John's" homosexuality csused some difficulties for him
when he started at Bulldog; the ribbing he toock from other
members of his crew, together with his mother's dependency,
made it hard to attend work regularly and develop good timew
keeping habits. With the help of his probation officer and
the support, but firm demands, of the Bulldog site supervisor,
he cazme to terms with these problems and began to get into the
work., With increesed productivity at work came the respect of
his fellow crew members; with regular attendance cane
regular pay, and "John" began to pay off his outstanding fines.
His response to his mother's demands became more measured and
‘he is beginning to look for a batter job.

"Terry" presented a more difficult set of problems. but his success -
though modest so far - ig clear:

"Terry" had:a history of theft, heavy drinking and drug abuse,
he lived with his mother, who was also a heavy drinker, and
his brother who shared 211 of "Terry's" prablems. The council
was due £600 back rent on their flat and gas end electricity
had been cut off, "Terry" had attempted suicide while in
hospital for treatment for blood poisoning - he had mainlined
with a dirty needle. He had had no employment for two years
" and no prospect of any.

After a lot of supporipat the beginning, and regular visits
to his home %o bring him to work when ke failed to turn up,
"Terzy" began working regularly. His pride in the work led
hin to become more productive until he was made a charge-hand,
This was too much pressure, he began o falter and, at his own
request, he was put back to crew member, In the first five
months that he was in the programme, his drinking decreased
steadily and he resorted to drugs only once. Although Bulldog
felt he was not job-ready, and that in a further period of
supported employment he could develop enough self~supports to
have a good chance of making it on his own, he was given
encouragement and support in his own efforts fto find another
joh.

"Perry" did find his own job and gave up drink and drugs
completely. He had, however, made nc attempt %o pay his out-
standing fines and, shartly after graduating from Bulldog, he
was arrested and imprisored for 30 days for non-payment. When
he was in prison, his family lost their flat and when he was
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released, homeless, he 4as unable to find another job. He has

been re-hired by Bulldog and has found himself a place to live.

Hig standard of work and personal stability have continued to

improve and now, as "job-ready", his graduation out to a nonw-

supported job is imminent.

The cemetery site proved to be a good choice for a variety of reasons.
The 32 gcres provide a wide variety of working conditions and tasks. The
wark was therefore not boring and a day-to-day routine could be demanded
without forfeiting the new egyloyees‘ interest, It provided opportunities
for them to learn marketable skills within a framework vwhere low standards
of performancé could be tolerated initially and demsnds gradually increased,
When the initial cxew v§§m§xpandea, it was possible to divide 4t into several
crews - thus preserving the "group working" element of the programme whilst
encouraging mild competition between crews on the same site with respect to
attendaqce,time-keeping, and productivity. Both the employees and the
superviéors could see, from day-to-day, how many graves had been cleared,
how many trees felled, how many verds of grass verge put in, hedge trimmed
or path cleared. These are a ready base upon which %o build employees'
confidence and pride, With proper site supervision, these site character-
jstics permit sound evaluation of the workers' progress towards job=readiness
and immediate feedback to them on their performance and their progress.

Beczuse the worksite is oéen to the public, there was some concern that
Bulldog's employees would be subjected to unfriendly'scrutiny or harassmeni.
It happened, however, that public expressicns of appreciation for the work
being done has reinforced rather than undermined their pride, their sense of
being accepted as “normal", their feeling that their work is appreciated, and
their sense of accomplishment., From the start, individuals and families
caming to pay respects fo relatives, or coming to lock aftfer the graves of
the famous, stopped to talk with the workers and expressed delight at the
prospect of the ceme tery's restoration. A local pressure group, concerned
to maintain the cemetery, reserved judgement at first but éoon came around
with a vote of confidence based on the quality of the work.

"(b) A School for the Blind in South~west London.

This school far blind children had received an acre of derelict land,
but had insufficient resources to clear and fit it out as a playground
suitable to its students' use. Bulldog agreed to provide one crew for
several months for about one-quarter of the labour costs incurred. Work
began with a crew of newly hired men on 29th March, but it was clear by
early April that the motivation of these new employees —— as indicated by

their early attendance and time-keeping records —— received a boost from
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the sense that their efforis would mean an immediate improvement in the :
lives of the blind child;en Playing in the enclosed ground adfacent to ]f
the site., PFor its duration, this remained one of the best Bulldog work v
sites - as measured by time-keeping, productivity and discipline. '3
2. Buildinss renovation: l?
A buildings preservation trust had launched a plan in 1975 to |
convert the historic buildings that occupy 2 local wharf and that hag
been unused and decaying at the heart of a derelict dock area for scme
years into low-cost accommodation for about 40 commercial craftsmen and
--wanen, designers and related craft businesses, The scheme aimed to keep

~ craft and design skills in the Inper City area, to create manual jobs and
apprenticeships in conjunction with the craft businesses in an area of high

unemployment, to inject new life and activity where a vacuum was contributing
to the decline, depression and deprivation of the area, and to restore two
distinctive 19th century warehouse structures for that purpose,
The proposed rehabilitation and conversion of the warehouses called for
a great deal of work ranging from general cleaning thfough rainting ang

decorating to basic brickwork, carpentry, plumbing and electriecal installation.
There was no shortage of time, but not enough money to get the work done.

An architectural, a surveying and a construction firm were each giving
professional advice, and Bulldog was asked to provide some of the labour,

An agreement was reached in late Sebtember for Bulldog to provide a
Supervised workforce that would assist the Trust's site foremen in the recovery
af-the warehouses and their conversion to craft workshops. As this was to be
Bulldog's first contract, it was agreed that the first month would be a proving yw‘
period, and no reimbursement would be made, On 5th November, after three
weeks on the site, an agreement was reached for Bulldog to be reimbursed at
30p per hour for each hour worked by an employee from 50th November.

Bulldog began working to these agreements on 13th October, with its first

crew of six "unemployable" workers referred by probation officers, and a young

probation ancillary worker (with Previous experience as a building site
labourer) providing site supervision. <he size of the warkforce at this
site reached 10 near the turn of the year, but dropped to 5 at the beginning
of April, Over the six months, this site provided more — and more painful -
lessons than the other sites taken together. The scope, and some of the
detail, of this learning is indicated in the paragraphs below.

First there was an immediate challenge to the concept that, by working
in groups, the workers ecould support each other and diffuse the stress and
anxiety of steady demands being placed on them in an unfamiliar (work) sit-

uation. One of the first Crew seemed utterly unable to get to the site



-17~

regularly or on time; when he was there he did not work. Suspending him
from work (and therefare from pay) seemed to matter little to him so long
as he had or could borrow cash for drinking. ¥e showed no signs of
improving in_response either to threats or support, His pay was therefore
low and he péstered the others for loans. As the others began to turn up
for work more regularly and to work harder for the full day, they grew
resentful of him and of the patiénce with which bhe was handled by the site

supervisor. They discovered he was homosexuzl end ribbed him mercilessly:
eventually they refused to work with him, if only because he reduced his
team's productivity. It might have been possible to salvage this young
man in a supported work programme, but it was not possible to do so within
this crew - he was jeopardizing their development and, in time, the
tolerance with which he was treated could be expected to undermmine the
autharity by which incressing demands were to be placed upon those making
progress in the programme. There was, however, no other site at that

time to which he could be transferred.

It was decided to set him a series of individual tasks, allowing
plenty of time for him to complete them, under the threat of termination

" from the programme if he did not meet the demands., The choice was too
Eg stark; he handed in his notice. Although he said he had been offered
another job, it appeared at subsequent case conferences that his situ-

ation had been entirely too complex and too unstable for the embryonic

supported work programme to make very much difference to him. He had a
drinking problem in addition to the homosexzuality, his offences were for
indecent exposure and soliciting in public toilets, and he was incontinent
as well as homeless, He had been residing in a probation hostel, for
assessment only, during the pericd of his employment at Bulldog; the
assessment was that he needed a more siructured setting than even the
probation hostel., As he was on remand at the time of his employment, he
was really ﬁ1§assage between two probation officers. From this recapit-
ulation of the experience, Bulldog was led to establish new policies; that
the identity of the supervising probation officer must be settled before
Bulldog would employ a client referred to it; that, therefore, no employ-
ment could be offered to clients referred during a period of remand or
during the preparation of a social enquiry report; that, although the
selection of the individual clients (from among those meeting the broad
eligibility criteriaz of the programme) would be left to the probation
offices contacted for referral, the individuzl's supervising probation
officer would be engaged in a discussion about the range and depth of the
difficulties additional to the client's unemployability before Bulldog's
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management could apjiove arrangements for an intake interview on a woikéite;‘
that Bulldeg would employ only those whose lives were - however troubled =
gufficiently stable for the referring probation officer, in his judgement,
to be able to handle the emotional, medical and practical difficulties that
were likely to interfere with work; and that, to this end, it would be
additionally required as a criterim of eligibility for the programme that
the probation officer's supervision not terminate for at least six months
after the Bulldog employment begins., This early experience, painful
glthough it was to all concerned, focused the attention of Bulldog's manage-
ment and the attention of the Probation Service on the need to define and
limit with some clarity the service being provided by Bulldog.

Following the departure of this young man, the rest of the crew settled

down to work reasopably well. There were & number of wvisits to the.site by

persons whose importance was obvious to the crew; although the workers tried
to use these occasions to wrest authority from the ancillary placed in the
foreman's role, they did feel they were working well and their work was
appreciated, But when the novelty of the job wore off, they began to
protest that the work — which at that time was mainly digging, trenching
and clearing rubble from the building and grounds - was unsatisfying and
never'really nfinished", Indeed, from the management perspective, it was
difficult to see how their performance could be measured . or, given the
vastness of ‘the Trust's eniterprise, how the employees' contribution could
be made immediately visible and rewarding to them. It was decided there-
fore to set realistic but increasingly tight time limits on each task
réquired by the Trust, ‘Although the crew responded well to this devicge,
the value of the exarcisé was too often undermined by the Trust's lack of
an accurate and thought-through work plan. For instance, shorily after
this procedure had been introduced, the crew (which had turned up in its
entirety at 8.00 a.m,) was sent home after half the day, because there was
no more work for them to do. This occurred because the building in which
they were engaged on.a~task was sesled off in the afternocﬁ for fumigation.
As‘there was no formel forward plan, the Trust was unable to assign further
work that day. This was frustrating to Bulldog's menagement, although per-
haps less so to the employees who were paid anyway, But the difficulties
of working without an adequate forward work plan could be much more
destructive of the supporied work aims than this, The crew was sei the fask

of digging a rather deep and long trench through the main entrance of one of

the warehouses, as prepasration for the laying of drains. They worked hard
and well and completed the task well within the time limit that had been set;
they were justifiably proud of their effort. But within a few minutes after

they had finished the task and were being congratulated by the Bulldog site




supervisor, the Trﬁst's foreman came across with his survéycr and decided
that the trench was in the wrong place; the crew's next iask was to fill - -
the trench in and stdrt again. '

Although Bulldog was given every cooperation from the Trust in trying to
remedy these problems by joint weekly planning sessions, the Trust itself was
faced with difficulties because of its own imexperience in work of this kind §
and the ﬁrag&entation of its seconded technical expertise., The resulting - :
confusion and enforced idleness on the site led, not unmnaturally, to
misbehaviouwr by the crew, In addition, the crew was open in its expression
of hostility and contempt for the Tfust's foreman. Thus, although a large
nunber of people having no assgciation with Bulldog passed through the site

offices, any damage or loss of property was laid at Bulldog's door. It

became increasingly difficult for the probation ancillary fto supervise the

- crew, Although well-educated and dedicated to-his job, his-ambition-was to .
be a social worker and his exge;iqch_of labouring was not much gregter than a
the expei'”i;eﬁ;e of the men he was supervising. He was only a few years
older than they and, because he shaved little of their background and
difficulties, he found it‘difficult to make and enforce demands upon them,

He seemed faced with a dilemma; either to collude with the crew in their
open resentment of the site and Bulldog management, or to lose his authority
by "going over" to the other side, One of the crew, howe&er, had demon-
strated considerable ability and proved himself a leader. of the others, . It.
was decided to try running the site with this crew member appointed as
"leading hand"; the ancillary site supervisor might then step back and, at

a distance, negotiate work plans with the Trust on behalf of the Company and
support the leading hand in his direction of the rest of the crew, The
leading hand, however, was unable to cope with the responsibilities; he
quickly committed various offences and, emnmeshed in the criminal process,
handed in his notice, It had nevertheless apreared that, by placing
successful crew members in the role of crew leader, our ancillary workers
could better balance the tasks of providing support to the crew and making
demands upon it. Thus, although the workforce at this site was reduced, it
was led thereafter — as were some of the crews at other sites -- by charge
hends recruited from the ILPAS Day Training Centre; these prbbation clients -
were more matue than the crews, by age and experience, and had general
knéwledge of the various snagging and handyman's routines used on such sites,
The reduction in workforce became necessary, not only because of the

difficulties detailed above but also, ironically, because the Trust for a

time had additional funds to assist it in the renovation work. These funds
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brought onto the site various mechanical aids, digging machines, trenching
machines, and other crews hired to do small contract jobs. From the
Trust's point of view, at this point, it was more important to use the
more expensive resources to the hilt than to keep the Bulldog crews fully
occupied at tasks suitable to the suppcr ted work method. Again, they
were of ten left with no work to do at all. It became even more difficult
to set and maintain standards of work and productivity or to focus on the
Prerequisites of the supported work programme (e.g., regular attendance an
good time-keeping). The series of érises provoked by these working |
conditions led to intolerable misbehaviour that ended in a rash of suspen-~
sions and, finally, sackings. ‘These actions, slthough necessary to
reserve the worksite for the remaining Bulldog employees, and although
providing incidents by which management_could give substance and criteria
to its general power of suspension and termination, were painful lessons.
The pain is alleviated only scmewhat by the fact that each employee dismissed
from this particular site has made contact, either directly or through his
probation officer, requesting another job with Bulldog.

Bulldog's last few months on this site went much more smoothly, when

a new foreman appointed by the Trusi assisted regularly in planning varied

The experience might he summarized as follows:

o Where possible, work should be sufficiently varied on a site to
provide different tasks for the crew over time; it should be
measurable and progress should be visible — both to the contractor
and to the Bulldog employees — within a reascnsble period of time,
Bulldog employees should not be made available as "jobbing hands" +o
be allocated on a day~to-day basis to tasks for which other sube
-eontractors or persons have responsibility.

o It is difficult if not impossible to operate a Supported work project
a8 sub-contractors on a site that lacks advance plamning and definition
of responsibilities,

¢ The immediate su;eivision of crews should be placed in the hands of
persens promoted from the programme's workforce or who share the
background experiences of the employees,

© Responsibility for negotiation and planning of complex worksite
contracts should rest at some distance from the crew and should not
be subjected to the ad hoc decisions of someone subjected to the
Pressures of working on the site,

® Personnel responsible for the direction of crews need, and crew
members expect, realistic demands to be made, and made with some
firmness, in addition to support and practical encouragement toward

....meeting them, . . o .
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‘within Bulldog. It had beccme clear that a supported work scheme needs a
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It should be said, before passing on to consider the third area of
work , that renovation of derelict properties for the benefit of the
surrounding community-is still seen by Bulldog management as a desirable -
and perhaps necessary — field in which supported work will operate. Thus,
even before the dockside project was concluded, Bulldog provided a work-
force in Brixton to take on part of the general clearance and refurbishing
of portions of a local church intended for use as a community cenire. Ir
the lessons learned at these sites can be properly incorporated, future
such projects can be expected to go more smoothly and provide, over a long
term, work that is suitable to the supmeried work method and appreciated
by participants in the programme whilst directly benefitting the surroun-
ding deprived areas,

3. Cleaning down, Painting snd Decorating.

Tn December it was decided to establish a painting and decorating unit

range of motivating devices for its "unemployable" employees. Financial
revards can provide motivation, as can threats of suspension from a satis-
fying or financially rewarding job. It had also becomé clear that personal
satisfaction associaied with the object of the task and the worksite were
impor tant . What had not been tried to the full, however, was the provisica
of opportunities for employees to realize the potential of their own skills
resources., It is obvious that the institutional treatment of delinquency
breaks down young men's opportunity for apprenticeship for professional
training, ‘but this is to some extent countered by training schemes offered '
in Borstal institutions. These schemes are focused primarily on building
trades, motor mechanics, farming and painting and decorating. Meny o
probation officers and most graduates of Borstal painting and decorating
courses realize that, although the institutional training can provide
marketable skills, it almost alweys proceeds at such a leisurely pace that -
the skills cannot be applied in the competitive labour markef. At the
game time, in a deprived urban enviromment, there are a great many voluntary
and quasi-voluntary organizations requiring the refurbishing of older or
short-life property to meet the needs of homeless people, whether they be
ex~offenders, single parents, elderly or just socially inadeguate. A
large number of these organizations are inadequately financed to do the job.
The statutory organizations — including the Probation Service itself --
that meke provision for similar needy populations, are more likely to be
financed to do the work (the Probation Service, for instance, through

the Receiver for the Metropolitan Police District), but persons on
probation with relevant basic training from Borstal institutions have

little opportunity to compete for ihese jobs, Bulldog's intention was
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to provide transitional supported jobs in painting and decorating services
across ihe whole range of socially useful projects, with the aim of
averaging income from such contracts to cover half the labour costs of the
unit.

On 31st_December a8 skilled painter and decorator was hired as foreman
for this uni%. He started on 5th January with two newly hired men (two
more joined the crew on 12th January), %o strip down, paint and decorate
one large flat smong several that had been taken by a housing trust., The
flat was needed for occupation by a large single~parent family. The
€315 paid to Bulldog for completing this work covered materials and a
portion of the labour costs.

It was intended that the work done for this Housing Trust should be
of the highest quality and 2 point of reference for gulldog seeking other
work of a similar nature, An approach had already been made to the
Surveyor's Department of the Receiver for the Metropolitan Police District,
to identify probation hostels and other of the Recesiver's properties
needing services of the kind that Bulldog could provide, With the assis-
tance of the Deputy Chief Probation Officer responsible for ILPAS accanmod-
ation, the Chief Surveyor and others from the Receiver's office were
persuaded to visit the newly decorated flat; by early April, Bulldog had
been placed on the Receiver's lisi of approved contractors., Bulldog has
since undertaken a series of contracts for work at facilities used by the
Probation Service (e.g., the After-Care and Resettlement Unit at Borough
High Sireet, the Day Training Centre, local probation offices), and
provided a small crew for the summer upkeep of a large sports ground run
by tke police for their officers' use,

" Meanwhile, the work at the flat was completed in early February.
For the next two weeks the painting and decorating crew worked, without
reimbursement, painting and decorating the crypt of a West End church,
for its use by alcoholics and derelicts,

The original foreman hired to provide painting and decorating skills
in the supervisory role for the painting and decorating unit proved not o
fully understand or appreciate the objects of the supported work programme.
His uwltimate replacement has been given responsibility for several crews,
each led by a charge hand promoted from the ranks, and has been effective
in the more subtle role combining supported work supervision with instruce
tion, setting standards, making estimates and liaising with menagement.
His appreciation of the necessity, for the supported vwork context, of tight
and exact work schedules, simple and direct specifications from the

customer, timely delivery of proper materials and equipment to assure a
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continuous flow of work, and on arrangement of tasks to assure tangible
results at the end of each day. The attendance, time-keeping and produc-
tivity of these crews has increased markedly.

Other projects serviced by the painting and decorating unit have
included: '

o the home of a prisoner's wife in Claphamg

o shori-life housing managed by a housing trust to provide
accommodation for homeless families;

¢ a hostel for refugees from abroad, some of whose residents
have been there since the last war;

e a group home managed by a registered charity to provide
accommodation for homeless ex—offenders;

o the properiies of another housing association, a charity
providing accommodation for the eldexrly;

o the crypt at a West End church (a second project at that
facility for alcoholics and derelicts); and

© a facility requiring conversion to the needs of a local
battered wives' association.
- Bulldog's high initial investment in quality equipment and skilled
supervision for this unit has been rewardednboth by generslly good perform-
ance at painting and decorating sites and low rates of unsuccessful termina-
tions. Among the first to reach "job-ready" standards and to graduate to

a non-supported job was "Brian":

"Brian® was already a teenager when he came to London from
Jamaica with his mother and three sisters. He soon dropped
out of school and found difficulties in getting work; the
few jobs he had were of brief duration. He began committing
property offences .and was convicted of theft. He was turned
out of his mother's home and lived with a Black Fower commune.

When referred to Bulldog by his probation officer, "Brian"
was known to have picked up the rudiments of painting and
decorating over the course of his spotity work history. He
was placed in the painting and decorating unit, but his atien-
dance and his productivity when at work were poor for the
first weeks. Expansion of the unit permitted "Brian's"
reassignment to another crew, under the direction of a
different foreman., There he flourished. It required three
months of gradually increased demands and careful support
(on the job and from his probation officer) to bring "Brian"
to job-ready levels of self-confidence and productivity.

Then there was a difficult period in which ke required sub-
stantial support to face leaving the security of Bulldog for
a conventional job. With a strong reference from Bulldog,
however, he was accepted for the first job he went for and
he now earns £60 per week as a painter in North London.
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B, Delivering the Suppcorts: Lessons Learned

The worksite experiences detailed above have taught the Bulldog
menagenment quite a bit sbout what kind of "support" is necessary to
sustain participants in supported work schemes and how those supports
can best be’delivered. It may be helpful to make some of these lessous
explicit and to discuss them in relation to the functions of supervisory
and support staff,

1. Hiring

In keeping with normal practice in industry, hiring for supporied work

is done on the prospective worksite whenever possible., The referring probation

officer assumes responsibility for his client's fares, if he needs them to
get to the worksite for the initial interview and for the first week of work.
(Wages are, as in non-supported employment, paid a week in arrears).

It has not been necessary to reject any prospective employees‘appearing
for hiring interview. The Deputy Manager of Bulldog, who so far has
conducted all hiring interviews, prepares the way by first briefing
officers at any prebation office from which referrals are to be accepteds;
Bulldog's eligibility criteria, its expectation of continuing support to the

client by the referring officer, and the specific supports-Bulldog'can (and

cannot) give to clients while they are at work are fully discussed before

any referral is made from the office, Although some probation officers may

over~estimate their clients' problems (e.g., difficulty in obtaining work,
problems with authority) in order to secure them jobs, and although scme
probaticn of ficers may under~estimate their clients' problems (e.g., drinking,
lack of motivation) for the same reason, referrals have by and large been
guite suitable for the scheme and well within the eligibility criteria,
Although the hiring interview is modelled on industrizl practice, it

has been found necessary for Bulldog to use this occasion to commence -

+the process of " " clarifying those aims and objectives of the company

which go beyond its performance of work for iis customers., For instance, the
employment contract itself, which refers clearly to an ultimate aim qf
assisting the employee to find other employment with a conventional firm, is
discussed line by line with the prospective employee, Initially.this
contract had a term of 25 weeks and it expressly stated the conditions upon
which zn employee might be sacked and the conditions he must meet if he is

to be considered for re-hire on a further contract with Bulldog. It was
hoped thet discussion of these provisions at the hiring interview would make
it clear that Bulldog offered only iransitionzal emvloyment, that the employee
would not become entitled to tenure under the relevant statutes, that the
firm would regularly review the employee'’s progress toward acceptable work
habits, and that the firm reserved the right te terminete the contract if

an employee's performance was poor and did not improve,

2
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Despite these safeguards, severalvof the initial employees could not
be persuaded that the contract was conditionel o their progress; &zt one
extreme case the employee proved unshzkeable from the view that he was
entitled to full pay for 25 weeks if he simply showed up at the worksite —-
whether or not he actually worked - and that, at the end of the period,
Bulldog would guarantee him a better job elsevhere. These experiences
led to a more rigorous discussion of the programme's aims at hiring inter-
views, and to regular weekly review by site supervisbrs of the terms of
the contract and the employees' progress. Eventually, these methods were -
incorporated intoc a new form of contract; its duration was only six weeks,
it expressly provided for review of the employee's progress, and it con-
tained space for entry of the terms of additional agreements reached
be tveen the site supervisor and the employee (e.2., promotion to a higher

rate of pay, required improvement in a specific area of work difficulty);

¥a

its asutomatic and early ftermination guaranteed regular and full reconsiderw
ation of the participant's progress during, say, a six or eight month period
of supper ted employment, l

2. Helpine BEmplovees Get to Work Resularly.

It has been pointed out above that the first objective of a supported

work programme must be regular attendance at the worksite, In the first
weeks of the programme, the piobation ancillaries serving as crew foremen
would go to the home of any employee who failed to turn up at the warksite
without having indicated in advance that he would be unavailable for work
that day. Their object was to give support to the programme participant
in meeting his basic responsibility; where possible, they would help the
employee sort out any immediate emotional or practical difficulty standing
in'the way of his coming to work that day ~- sometimes this required only
a conversation over a cup of coffee near the employee's home.or, if he
was not at home, a frank discussion of the employee's interesis with
relatives or friends living at his adéress would produce the requisite
pressure on hinm. In other cases, contacts furred up difficulties that
required casework assistance over a longer term; the ancillary would,

in these cases, encourage and support the employee to take such difficul-
ties to his supervising probation officer. It was found that the job

of supervising programme participants at the warksite was facilitated by
the awareness of the background difficulties thet resulied from this

contact by ancillaries,
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It took some time to realize that this procedure was a necessary
part of the supported work programme. It was properly institutionalized
after it became evident that a failure to follow through systematically
had substan?ially reduced the chances for several employees o come to
terms with the challenge and opportunity offered in Bulldog. For
instance, one programme participant established, from the first day, a
habit of not appearing on Mondays. Because the site foreman soon knew
the employee would turn up on Tues&ays, he did not feel it necessary to
visit him to determine the cause of his absence; he was therefore not
in a position to assist the employee to deal with the problem then and
there. This reinforced the very habit which Bulldog aimed to bresk.

When it became apparent that the employee would never show up at work

on Mondays, because he used the time to recover from his weekends heavy
drinking, it was all the more difficult 4o make believable the programme's
requirement that he progress towards full attendance and full hours,

Thus, it is now the firm's policy %o follow up any employee at any
worksite who fails to turn up for work on a day when he is expected;
the Site Supporters whose responsibilities include this task, keep the
charge~hands informed so that the programme's response, when the
employee next appears for work, can be geared to the circumsiances of his
absence, Few have had %o be followed up after two or three weeks of
reporting for work., After that, time-keeping and attendance seen good
indicators; those who cannot, even with this support, manage io improve
in this area are 1ikély to have such overwhelming problems off the job,
at this stage in their lives, that the rest will not fall into place.

3. Objective Performance Criteria and Graduated Stress
on the Worksite

When it began, the supported work programme was necessarily without firm

guidelines by which site foremen could determine , for instance, where atten~

dance and time-keeping was bad enough to warrant suspension or, after repeated

failures to improve, sacking. Although a system of promotions and pay rises

had been established, there were no criteria by which employees could be

assesged for the rewards. It was recognized, however, that the concept of

"graduated stressh (tolerating poor attendance, time-keeping, and produce

tivify at the beginning of a rarticipant's employment, but steadily increasing

the demands and the stress toward the standards of non-supported jobs) would

require a set of objective criteria, This was the subject of a series of

management meetings at which the site foremen initially tock the view that

it was virtually jmpossible to objectify the bases for their decisions about

when to tolerate and when %o make tougher demands, when to sﬁspend and when

E=a
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. to sack. However, with experience, it became ﬁossible to find the common
EE ... .. . ground.and to articulate it. .. Out.of these discussions emerged a set of.
standards which now govern the first level of such decision-making: these
are the minimum criteria for promotion from Improver (QOp per hour) to
Crevman (£1.10p per hour):
WA, Attendaznce:

e To be;eligible for promotion the empleoyee must put in 120 hours of
work over 20 consecutive working days in which he is Yavailable for
work”, (An employee is "unavailable far work" when he is absent
for reasons out of his own control; if the reason is sickness, it
requires a medical certificate.)

o The employee's rate of attendance cannot be in clear decline towards
the end of the 20 consecutive working days.

g, Qualitvy of Performances

Initially, we shall assume general agreement among site supervisors
about what constitutes poor, acceptable, and excellent performance.
the elements of "performance" ineclude effort, productivity, and
skill, If an employee is rated excellent, we should be considering
his jmmedizte graduation to non~supported employment rather than his
promotion to £1.10p per hour. (The exception, of course, is where
an excellent employee is unable to meet acceptable standards of
attendance or hehaviour, in which case it should be determined
whether Bulldog, with the incentives and supports it offers, can

be of assistance to the employee in improving his atitendance and
behaviour, If not,we should be considering his termination froem
the programme; if so, then his graduation from 90p to £1.10p per
hour will rest on his progress in the attendance and behaviour
categories, )

[} .
‘C. Behaviours

there must be some improvement in that behaviour over the 20 consec—~
utive working days,

o If the employee has engaged in conduct which could qualify for
dismissal under the terms of his Contract of Employment, it may
disqualify him from promotion to £1.10p per hour, This is in the
discretion of the site supervisor, in consultation with the Deputy
Manager /Personnel, but the grounds of their decision should be
exprained clearly fto the employee where there has been such misconduct,

E ® If the employee has an identifiable behaviour problem at work,

¢ Apart from avoiding serious misconduct that could lead to ocutright
dismissal from employment, “behaviour" means "taking direction" from
the site supervisor,

tl‘
i

"The ebove critera, it should be emphasized, are "guidelines"., In
general, this means that a site supervisor cannot recommend for promotion
an employee who does not fit the minimum criteria outlined above; equally,
an employee who meets the criteria should be promoted unless there is good
reason, agreed with the Deputy Director/Personnel, for promotion to be with-
held. It is hoped that these criteria will be further refined or adjusted
in light of experience.”

bowed  fooved
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It is a challenge to the Site Supporters (probation ancillar, workers )
and to charge-hands to give enough support without turning a “reai Job"
into casework. One Site Supporter put it thig way s

"Althougn it is obvious that emotional and home problems
affect an employee's ability to get in on time, apply him-

listen to them on this only if they showed me ap effort to deal
with the specifiec broblems on the Job, The art is in recognizing
the problems that cause bad time~keeping or non-productive

work on them," i
It is expected that the example set by crew members promoted to charge-
hands, leading hangd or foreman will provide an additional kind of
Support for persons Jjoining the séheme. But thosze promoted to greater 3
responsibilities need Support too, and the Sites Supervisor devotes ]
considerable attention to seeing that neither the pressure nor the temp-
tations become too great too quickly._

4. Job Placement and_the Transition to Non-Supported Yorlk,

In the view of the employment officer Seconded to Bulldog from the

Employment Service Lgency of the Manpover Services Commissjon, tre Bulldog

type of work are realistic and if they are Prepared to leave the supported
environment, Most of the Bulldog employees were "unemployable", not

only because of their lack of a work habit, but because they had no work
record or previous employer who could give them g reference, Bulldog can,
and does do this, Thus, during the past year, the employment officer, after
interviews with the Site Supporter, Sites Supervisor, chargehand and the
émployee, would (if he agreed that an employee was "job-ready") arrange
suitable job'interviews with conventional émployers. In addition, these
employees were given paid time off the site to attend Jjob—-seeking interviews,
He would present himself clothed as a worker and he would present Bulldog's

letter of reference, As it is important in the long run that Bulldog's

¢redibility back up such letters, care is taken not to mlsrepresent the
quality of the Jjob-ready employee's attendance, time-keeping, procuctivity
and skills;. but Something favouwrable ang Specific can be said szhout these
aspects of every Job-ready Bulldog employee's work record with the firm,
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‘In some cases where employees' ambitions were unrealistic, 1t was
necessary to give fimm reminders of the short-term and transitional

nature of the employment contract while trying to help the employee gain

the tutoring or training that would be prerequisite to the job he wanted.
For instance, illiferate employees who want entry to several govermment
%% training programmes must first pass a written test.

But job satisfaction with Bulldog tends to be too great for transi-
tion to non-supported settings to be smooth. This is not necessarily
because Bulldog is "soft" or "easy". The employment of ficer's view was
that the resistance to seeking other employment arises from the satis-
faction of having a real job to do, for a real wage, which is appreciated
by others., In addition, it is no surprise that suitable work is not in
abundant supply, particularly for Bulldog employees who cannot qualify
for RSSL (Recruiiment Subsidy for School Leavers) and who, by and large,
have little or no prior experience of any particular vype of wark,
Placements in suitable training programmes are also in short supply, but
Bulldog employees are likely to fare beiter than peers who have been
unemployed and lacking any regular routine for some time.

The job development.effort took shape, using three basic methods:

o It proved useful for Bulldog's employment officer to
liaise with local employment offices to identify suitable
firms and notify vacancies and to draw information from
the offices’' records of potential employers; the employee
would then be released from the worksite when a job inter-
view looked promising.

o Such pre-arranged interviews seemed less useful when sultable
employment was sought on building sites; for this, the job-
ready employee was provided with a list of local sites and was
released from the Bulldog site to apply in person (and with
his letter of reference).

& Transfer onto the workforces of other firms that are working
the same site, or of agencies using Bulldog's services both
appear to hold some promise. In time, it is hoped that
direct approaches by Bulldog, to employers with large work-—
forces, might yield referral relationships that would provide
a pool of different types of jobs.

5. Liaison with the Referring Probation Officer

The supported work programme depends upon the referring protation
officer, nofloniy {o refer suitable clients who need and can benefit
from the scheme, but to use the change in the client's life — 2 steady
job =~ as an oppartuniiy to surface and focus on particular emotional and
practical problems. The scheme's success requires that the probation
officer be the main provider of professional social work suppert and

guidance, so that the work and its demands remain Mreal'.

a realistic perspective. In other cases it was possible to help him find
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Probation. officers are increasingly using the scheme as such a
resource.. At first Some seemed only partially to have understood the
scheme's strategy and philosophy, they expressed full satisfaction when

a client who had never warked regularly was putting in, say, 25 hours a

BRI . e TR

week at a Bulldog site; this made it difficult for the site supervisor

or charge~hand to enforce the full attendance standards prerequisite to
job-readiness and graduation out of the scheme., But the liaison mechanism

seems now to have resolved such difficulties.




IV. RESEARCH

It was noted in Section I that research officers Irom the Home Office )
Research Unit and a Sénior Bconomic Assistant from the Home O0ffice Urban
Deprivation Unit were assigned to monitor the developing programme and to
explore the possibilities for more systematic research of any larger, long-
term demonstration. They have atiended wéekly meetings of Bulldog's
management, where by offering their ideas they have contributéd to the

development of the supported work programpe itself. The Home Office
Research Unit officer, for instance, regularly interviewed recenily
hired employees, employees recently terminated, and referring probation
officers; she also explored the possible methods for drawing a
comparison group from the caseloads of referring probation officers,
against which the performance of Bulldog employees could be assessed,

And the Urban Deprivation Unit's Senior Economic Agsistant, in addition

to monitoring the public expenditure implications of the project
investigated means of systematically obtaining data about supplementary and
unemployment benefit costs and savings associated with programme partici-
pation. '

Their reports of the experience during the feasibility‘study are
in preparation. Already, however, two complementary research perspectives
are emerging with regard to cu;rent evaluation and any research that might
be undertaken in the future. '

The first of these looks at supported work as a methed of reducing
unemployment. This involves consideration of the costs and benefits to
participants, to the exchequer and to society. As regards efficiency,
it is important %o examine which are the best types of jobs to provide, N
to compare the scheme with non-supported employment, to look at the

economic value of the goods and services produced and the acceptabllily

of former participants to outside employers. Among the wider considerations
is the guestion of possible displacemenf in the labour market at a time of
high unemployment in Inner London and the impact on local communities.

The second line of research examines supported work as a method of
assisting a specific subwgroup of the unemployed, namely probation clients
with employment problemss Judging by those so far employed by Bulldog,
this group appear to be unlikely to be assisted by programmes merely
finding jobs for them, since their poor work records and unemployment
were not primarily due to the unavailability of work but were reflections
of these individuals' inability to hold jobs or their lack of motivation
to work, Although lack of a current job figures prominently among their
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problems it could rarely be thought to be the root of them,

Thus, examination of the impact of the scheme should in time,

include reports of cost-effectiveness and:

¢ the ways in which participants' unemployment is relevant to
and related to the ofther problems they present to their
probation officers;

¢ the individual participant's response %o the employment
opportunity, changes in behaviour and attitudes related
to the work context and to social ecircumstance and, at a
later date when appropriate, the influence of participation
on future employment and criminal behaviour; and

o the extent to which the referring probation officers find
the supported work programme a useful and relevant resource.




V. COSTS, AND RUDIMENTARY COST/EENEFIT ANALYSIS OF THE SUPPORTED WORK PROGRAMME

A report of Bulldog's company accounts is being prepared by the
auditors for submission to the Board of Directors. That is the conventional
forum for displaying such information. But Bulldog is not é conventional
or commerciél firmj; its costs are covered by public funds as an investment
in rehabilitating non-productive, delinquent members of the community and
the intention is that the supporied work programme return to the exchequer
savings that at least cover the puﬁlib subgidies.

Although a full cost/benefit analysis of a programme as complex as
Bulldog would require 2 longer time span and a greater invesiment in data
collection than was permitted by itke relatively small-scale and brief _
feasibility study reported here, it is possible to make rough calculations
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of the net costs to and recoveries by the exchequer even on the basis of the
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feasibility year's data. The results are impressive. »

A conservative measurs of the public expenditure implications,

i

adopted by the Senior Economic Agsistant assigned by the Urban Deprivation
Unit to monitor this side of the Bulldog scheme, is to calculate the

public investment (the cash subsidy of programme overhead and operating

costs) that is necessary to "graduate" each of the participants vho
succeeds in developing "job~rdady" habits of work im the scheme and transits
o non—-supported employment. Then, by projecting the future supplementary

benefits saved because these successful pariicipants are working and by

estimating the tax and National Insurance payments their work will generaté
(assuming they receive no raise in pay), it is possible to calculate the
time it will take before the exchequer recovers itsinvestment. The Urben

Deprivation Unit's analysis based its calculation of the expenditure

I

required to graduate a successful participant upon the programme’'s first
siz months; during that period the management and supervisory costs were
constant but the workforce and income figures were artificially low because
the scheme was building slowly to its mid-year gsize., But even when the
investment necessary to graduate a successful participant is calculated
upon such artifically high per capita expenditure data, the investmént
appears likely to be fully repaid within three years. This is judged
unusually cost-efficient for a trzining prograame.

Another way to examine the public expenditure implications is to focus
on current net costs and current benefits to the exchequer realized during
any given week, month or year of Bulldog's operation. For example: at
mid~point in the feasibility year, for a week during which the Bulldog

workforce was 33, the week's overhead and operating costs totalled




-3

£1,927.* For that week's wo

totalling £365 (this income is the portd

rk, Bulldog

payable to Bulldog on Somse of its work s
activity generated VAT, income tax and N
exchequer totalling £509, Thus, the net
was £1053, or £32 per programie particip

There are other immediate cash benefits to the exchequer that have

not so far been considered in calculating the net cost.

these is the saving of public expenditur

received payments from customers
on of labour and material’ costs
ites). The week's progranme

ational Insurance returns to the
cash subsidy from public funds

ant.

Foremost among

e on the supplementary benefits

* These costs are

share of management, Supervisory and cle
salary costs {(gross pay plus en loyers'

 superannuation where applicable
on insurance, legal services,
have life expectancy of one
expendable supplies and materials,
items.
during the week (pay plus employers' Kat

trave

Of course, there are Some tangible
into account because of the difficulty o
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Service property owned by the Receiver.
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in its properties are at any given time
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the commercial sector.
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saved paying a part-time S
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costs of doing business in
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ences different from
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The secondment
g, represente

calculated by allocating 1

, a proportionate ghare of annual expenditure
plant, and equipment which are assuued to
year, and the weex

To this sum is added the gross wage

he exchequer to subsi

ties cennot approach the rental value.
the value of services provided f

alary to somedqne with skil
t to the secon
cost is not a charge on

from the propositions that such costs are the necessary
a modern society,

those available in the commexr
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National Insurance payments and

's real expenditures on

1 and subsistence, and migcellaneous

g of programme participants

ional Insurance payments).

costs which have not been taken

f determining their amount.

ad, for instance, is in Probation
The programme- pays no rent and

dize Bulldog's use

rtunity cost, 4s it happens, ILPAS
and a sufficient mumber of rooms
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Similarly,
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from the Esso Cor-
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secondees. Conversely, there

ding companies. But any
public expenditure, and these

of executives,

that public acknovwlsdgnent of
nereasing the businesses' profita-
reduced substantially by the value

to business and personal experi-
cial sector for training




which Bulldog participants would have claimed had they not been brought
into the "real job, reel wage" supported work scheme., Not all Bulldoeg

participants were in fact claiming their entitlements in the period
immediately prior ito employment -— some were living off their parents

or girlfriends and others were scraping by on whatever cash they could

beg, borrow (from acquaintances) or (in some instances) steal. But if
the total of weekly supplementary benefits paid to those who had been
claiming is divided by the number of 21l programme participants the

saving to the exchequer from withdrawal of supplementary benefits as a

consequence of Bulldog's existence can be calculated as averaging £10

per week per participant., Taking this saving into account reduces the
© net public cash expenditure during that mid-year week to £22 per
EE participant. ' | ,

This figure (£22) was, of course, higher at the beginning of the
year when there were fevwer participants among whom to divide the over~
heads and no contract income to offset those costs, But, as the work-
force continued to grow toward its highpoint of 46 in September, and as
the proportion of labour costs recovered through contract income

increased over the months, the net public cash subsidy required per partici-

pant each week dropped frem £22, at mid-year, toward £17,
In addition, the supported work programme is unlike & programme of

“pure" treatment where the only economic benefits derive from long-term

changes in the participant's behaviocur (e.g., saving of penal resources

through reduced recidivism, generation of tax and National Insurance
payments by the employment over subsequent years of a client who would

otherwise have remained unproductive or incarcerated). £l though

suppor ted work may gererate returns of this kind, they are considered
§E ' too speculative for inclusion in a cost/henefit discussion at this stage.
But the programme participants in supported work produce direct benefits
to the community, as by-products of the scheme that aims to help them
overcome the difficulties which keep them out of woxlk, in their cycle
of offending and instituiionalization. Thus, through the labour of

% programme participants at the South east London dock site, the borough

will gain for this deprived area workshops that will in turn generate
employment, The social and economic benefits of the rencvation scheme (:__“
at that side — where decay and disuse presently exact a substantial

social cost — should be considerable; some portion of those gains are

attributable to Bulldog (which provided necessary services at less than




. prozramme (as distinet from the speculative long-term savings from
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commercial cost) and could properly be applied to further offset the net
costs of the programme to the exchecuer., More obvious is the public
benefit represented by Bulldog's work on the crypt at the West End church.
This facility is an essentlal contribution from the voluntary sector to
society's provision for a desperately deprived group. That group.would

otherwise represent some charge on the statutory agencies providing

services of a similar kind, Bulldog's work at the crypt, for which it
made no charge, represents income to the veluntary sector roughly egual g

to the compercial valve of the work done -- and the exchequer is, at least :

indirec ‘I:ly) beneficiary. <§
These‘%enefits are tangible, but their exact value to the exchequer

ig difficult to calculate. It could be argued, for example, that the

work contributed by Bulldog to the crypt, although représenting incane EE

to ihe church in the amount of the commercial cost of the work done, does

4
not benefit the exchequer because, from a social policy point of view, 'EE
this work would not have been purchased commercially in the present

economic climate., (Indeed, if priorities permitted placing a value on

this work at its commercial cost, the church could successfully have
applied to statutory sources for funds to cover the full cost.) But F@
this seems foo -rigid. It may be that the return to the exzchequer from 12

Bulldog's work at the crypt and similar sifes .should be valued at less
than commercial cost, to account for social policy priorities that place
a lower value on contributions of this kind, but thexre is some publie
benefit and this benefit has some economic value,

If & method could be agreed for giving a proper econcmic weight to
these contributions —— and to the savings that appear to acerue from

reduction in participants' offending and involvement while thev are in the

reduced recidivism after leaving the "treatment") —— it would be possible

10 express in pounds the costs and benefits to the exchequer of each

YRR




Bulidog.contract andi thus, the overall programme.*

Whatever that cost/benefit ratio was for the supported work programme
at the end of the feasibility year, the cash subsidy required per partici-
pant per week can be further reduced by expanding the workforce to make
mare efficient use of existing and additional management and supervisory
persomel. (Also, the past year's experiencé indicates that a larger
project has other advantages: a greater number and wider variety of wogke
sites and site foremen would permit more flexibility in the composition
of crews and the matching of employees to the sites and the foremen most
1ikely to engage their interest and facilitate their progress towards
job-readiness; and a larger project might permit the construction of a -
gg%@g;§§'group of sufficient size to make more accurate assessments of the
impact of the scheme on the participants, on the community and or the

exchequer. )

* It would be necessary, if this were to be done, to have a comparison
group which matches as nearly a2s peossible the group participating in the
programme, This would permit account to be taken of the difference in
DHSS costs, income and taxes, of fending, and institutionalization between
persons who are in the programme and similar persons who are not. Vera's
New York supported work programme ("Wildcat") wes accompanied by a random-
selection controlled experiment — only half those referred to the scheme
were employed and the decision was taken randomly so that the two groups
were as well-matched as possible, Thus, not only has it been possible to
ccmpare the long-term adjustment of those who were in the programme with
those who were not, but -it has also been possible ito bring subsiantially
greater rigour to the cost/benefit calculations, 4Llmost all of Wildeat's
services were provided to the various agencies of the City of New York.
Following consultations with the City's Bureau of the Budget, economic
values were placed upon each of the contracts performed by participants in
the scheme. Current savings in supplementary benefits and penal resources
were easily ascertained by direct.measurement of the charges incurred for
-those who had been included in the programme and those who had not. Thus, :
" it was possible to calculate with some accuracy the current cost/benefit
ratio, and it was found that the subsidy from publiec funds necessary to
cover Wildcat's operating costs was more than fully recovered through the
supplementary benefit savings and contributions of labour by participants

in the programme,
progs O o el 4,

It is highly unusual for any social action programme, aiming to induce
positive change in those receiving the "treatment™, to show a2 positive cost/
benefit ratiojunless the speculative long-term benefits (e.g., avoidance of <::
future supplementary benefif costs and generation of new tax revenues through

- the retention by programme participanis of better work records than the 5
control group, in years gfter they leave the programme; future savings of
penal resources through the programme participants' continuing to show a
lower criminal recidivism rate than the controls in subseguent years).




ideal size of Bulldog is ropughly 100

represents the costs of management, supervision,-
overhead%. If it can be accepted that this opera ion is a legitimate
social work activity for a probation and afier-care service, the manage-

ment costs could properly be absorbed within the Service's budget. In Eg
fact, the Home Office has agreed that these costs should be so borne
during the second year of Bulldog's operation. The remaining £100,000
will be seen to represent an outlay of £1,000 per annum for each
participant. However, the net public expenditure, as previously defined,
would be minimal taking into account the generatior of VAT, incomz tax

and Nztional Insurance contributions (prcbably £50,000) and the saving

of a comparable sum in respect of supplementary benefit. Payments,
Additionally, the public good would be furthered by the productive work

performed and the social and economic benefits accruing from reduced

offending by programmé particirants during and following the course of
their employment, a value which could legitimately be set against the Eg'

"social work" costs being carried by the Service.




