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Pr ef ace

This study/audit of the Larimer County Detention Center is
based on the design used in previous studies of the
Manhattan House of Detention, New York (1985) and the Pima
County, Arizona Detention Center (1987).  Thus, it provides
the third anal ysis of direct supervision jails |ocated In
denographi cal |y and geographically divergent areas of the
country. The findings of this study are conparable to the
previous studies and build a strong enpirical base for
advocating direct supervision as a preferred option for
County Conmissioners, Sheriffs, Jail Administrators and
others engaged in planning new institutions.

The witer is grateful for all of the creative work that
went into formulating this integration of architectural and
managenent philosophies. Wthout question, this has to be
one of the nost significant contributions to jail managenent
over the past 200 years. The witer also %&precjates t he
prof essional contributions of the NIC Jail vision staff
with respect to the study design and data anal ysis.

M chael O Tool e assenbled the team including Dee Halley,
Paul Katsanpes and Herbert Sigurdson to conduct the data
collection in February, 1987. Stuart Readio provided
val uable contributions 1n arranging for conputer frequency
distributions of the raw data.

Sheriff James Black obtained technical assistance from the
NIC Jail Center to conduct the study/audit. |n so doing, he
facilitated arrangenents for the data collection teamto
conduct the interviews with staff and inmates at the Larinmer
County Detention Center. In this regard, recognition is
extended to the admnistrators, supervisors, unit officers
and inmates of the Center who gave their valuable tine to
conplete the data collection instrunents. Finally, a special
thanks to Julia O Rourke who produced this document on
direct supervision as it operates in the Larimer County
Detention Center.

Herbert R Sigurdson
August 1987
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Executive Sunmary

l." | NTRODUCTI ON

The Larimer County Detention Center has been operating as a
direct supervision jail since OCctober 1983, three and one-

hal f years. The performance of this jail has been
outstanding as neasured by official records which contain
objective information regarding inmate behavior. The

official record data is as tollows:

1 Nunber of Hom cides 0
2 Nunber of Suicides 0
3. Nunber of Sexual Assaults 0
4 Nunmber of Aggravated Assaults 4
5 Nurmber of Contraband Wapons 5
g.l Pr/]\?eé 2)( 3)brglr<rg?l n%?a??PgI ?J? entils
6. Nunmber of Disturbances 0
1. Nurmber of Court-Ordered Judgnents 0
8. Costs Associated Wth I nmate Vandal i sm $10, 700
[ Not e: $6,989 of the vandalism was from broken
W ndows]

These findi n?s nake a dramatic statement regarding the

managenent of this facility. However, they do not 1nform
the reader of the nanagenment principles and” dynam cs which
conbine to produce these remarkable results. |n response to
this deficiency, this Executive Summary will abstract the

findings from a survey/audit conducted in the Spring of 1987
regarding eight principles. and dynanmics of dj rect
supervision from the perspective of "wel'l dones" and "m ssed
opportunities.”
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I, "WELL DONES'
A Ef fecti ve Control

Unit officers (96%, support staff (100% and supervisory
staff (100% report that wunit officers have quite a bit or
al nost conplete control of the living wunits. O inmates,
79% believe that unit officers or other personnel are in
charge of the living units, a powerful statement supportin
the perception of staff. Mreover, unit officers (86% an
supervisors (91% report that inmates sel domor al nost never
chal l enge the leadership of unit officers in an attenpt to

subvert their authority. Wien they do chal |l enge the unit
officers’ authority, inmate are seldom or alnost never
successful . (Unit officers - 92% supervisors - 91%)

These findings, buttressed by additional data in this
report, vigorously support the position that the Lariner
County Jail is under the effective control of the facility
staff. The effective control of inmates by staff iI

enhanced by the facility design with sound perineter contro

and the capacity to classify and divide the population into
manageabl e units. Neverthel ess, these findings punctuate a
direct supervision concept --facilities contain inmates:

staff control them

B. Ef fective Supervision

Unit officers require effective supervision in direct
supervision jails to ensure consistency with respect to two
management principl es:

1. Effective supervision reinforces the inmage of the
[ine officer as the leader in the unit, an

2. It ensures that unit operations are consistent wth
agency mission, policies and procedures.

This study posed a series of questions regarding the quality
of supervision at the Lariner County Jail.

Unit officers (81% and supervisors (90% reported that unit
officers receive the coaching, guidance and direction they
need. In addition, when supervisors visit the units, their
presence enhances or greatly enhances the image of the unit
officer as the |eader of the wunit. (Unit officers - 84%
supervisors -  82%) Moreover, supervisors (100% and unit

Vi
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officers (83.3% agree that supervisors are accessible and
avail able to unit officers.

Supervisors (82% perceive shift-to-shift communication as
being satisfactory, a finding that is unusually high in
correctional facility nmanagenent. And, while shift-to-shift
continuity and consi st ency are consi dered sonmewhat

deficient, the overall consistency of procedures anong
general living units is remarkably high as viewed by support
staff (73% and supervisors (70%). Even nore dramatic IS
the finding that nanagenment hel ps make prograns and security
wor k wel | Ey di scussing differences in program content and
scheduling during joint neetings with support/program staff
agg%security staff. (Support staff - 100% supervisors -
1 :

Wiile some mssed opportunities wll be addressed later in
this Executive Summary, in the overall it seens clear that
the Lariner County Detention Center has effectively attended
to the supervision functions of the direct supervision jail.

C. Conpetent Staff

The aggravating, ever-present discrepancy between theory and
practice can often be nmeasured by the quality of the staff.
Corrections as a social control nechani sm has never been
strong on either theory or practice. However, this has not
been the case with respect to direct supervision jails. The
theory has been carefully articulated and conpetent staff
have been effective in managing the inplenmentation process.
The Larimer County Detention Center staff have denonstrated
their conpetence as reflected in responses to a nunber of
rel evant questions in this regard.

Supervi sors (819 and unit officers (sow) feel that the
tralnln?_prOV| ed wunit officers adequately prepares them to
manage l[iving units. Three-quarters of the wunit staff
reported having had followup in-service training. In
addi tion, supervisors (82% report that they provide on-the-
job (coaching) training for their subordinates which is
somewhat or very hel pful

Participation in planning, problem solving and decision
making 1n one's direct area of influence contributes greatly
to a sense of influence and ownership.  Supervisors (92%
and unit officer (92% strongly agree that unit officers are
i nvol ved in planning, problemsolving and decision making
regarding inmate managenent.

Vil
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The survey data findings are supported by personnel data
which indicate that Larinmer County Detention Center has, in

fact, en%oyed the benefits of high-quality and reasonably-
paid staff who are conpetent in managing the facility.

D. Safety of Staff and |nmates

Unquest i onabl vy, t he gr eat est concern about bei ng
incarcerated or seeking enploynent in a detention facility
centers on the issue of personal safety. The record data,
interview data and observations made by the data collection
team support the hypothesis that the Lariner County Jail is
very safe for both staff and inmates. There have been no
hom ci des, no suicides, no mgjor disturbances, no sexual
assaults and no court-ordered judgnents since the facility
opened in Cctober, 1983.

A nunber of interviewitens were asked of staff and innates
to check out their perceptions of safety in this facility.
Al of the support/program staff, nmost of the supervisory
staff (90% and unit officers (96% felt confortable or very
confortable going anywhere on the units. Supervisors (82%
felt that the Lariner County Jail was safer for staff than
other jails they had worked in. Inmates  (90% agreed in
that they perceive the Lariner County Jail as being a better
or much better living experience than other jails.

In addition, all of the inmates, all of the supervisors,
most of the supﬂort staff (9199 and nost of the wunit
officers feel that the direct supervision approach provides
safe living conditions for inmate.

Inmate property is safe, conflicts seldom or alnpst never

occur, and physical assaults are rare. And, of great
significance is the finding that sexual assaults seldom or
never occur supervisors - 100% wunit officers - 100%
inmates - 95%

The survey findings conclude that the Larinmer County
Detention Center has established a highly desirable and
enviable record in nmanaging a safe and secure facility for
staff and inmates alike.

Viii
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E. Manageabl e and Cost Effective

The principle of 'nmanageable and cost effective' assunes
increased valence since jails occupy low status in the
conpeting program priorities of local citizens and el ected

officials. Direct supervision jails are cost effective
since they are designed on the premse that only 10% to 15%
of the inmates will require the heavy-duty institutional

safeguards that characterize traditional jails and maxi mum
security facilities. Mreover, direct supervision jails are
manageable and cost effective because they are better
managed with |l ess staff by contrast with traditional/conven-
tional jails.

This study asked a nunber of questions pertaining to the
principle of 'manageable and cost effective.' The findings
strongly endorse the notion that progranms significantly
contribute to the security of the facility. Larimer Count
has a rich and extensive array of progranms whi ¢
constructively occupy nuch of the inmates’ waking hours,
thus distractin them from counter-productive activities
which mght otherwise lead to vandalism and the associ ated
high costs of maintenance and repairs.

In a tangential nmanner, nmany practitioners and penol ogists
posit a high correlati on between standards of sanitation and
cleanliness with sound nanagenment practice. The Lariner
County Jail maintains quite possibly the highest standard of
sanitation and cleanliness of gany jail In the country.
Thus, it is likely that high standards of «cleanliness, a
rich array of prograns and a |ow |evel of vandalism conbine
in the creation o a lowstress, "hassle-free", manageabl e

and cost effective jail in Lariner County.

F. Effective Communications

Direct supervision jails are severely hanpered when
effective comunications are abridged. This is so because
virtually all direct supervision transactions occur in the
public arena. Thus, when conmmunications are inpaired,

Inmates as well as staff are aware. And, given the
opportunity, inmates wll exploit to their advantage any and
every break of communication they know about, whether the
signals are verbal or non-verbal. This survey asked a

nunber of questions pertaining to comunication patterns in
the Lariner County Jail.
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Uniformy, unit officers, support staff and supervisors
agree that wunit officers nmintain communications wth al
the inmates on the Iivin% units. In doing so, unit officers
and supervisors agree that the officer/inmate conmunication
process is effective as a neans of obtaining useful
managenent i nfornation. In this exchange, a significant
number of inmates (70% feel confortable communicating wth
unit officers.

The surveg al so i ncluded questions regardi ng communi cati ons
atterns between and anong staff. In this regard, there was
i gh agreenent that staff nmaintain free and open channel s of

communi cation.  Thus, the findings |ead one to conclude that

the principle of effective comunications is in excellent
health at the Larimer County Detention Center

G Cassification and Oientation

Cassification is an essential procedure used in direct
supervision jails to identify inmates capable of living in
general living wunits as opposed to those who, for their own
protection or the protection of others, need higher levels
of custodial care. Simlarly, inmates need proper
orientation in order to know the rules and regul ati ons which
wll govern their behavior. A nunber of questions were
asked about the principle of classification and orientation
in this survey.

Supervisory personnel are persuaded that unit officers
receive adequate classification information as well as
information inmates need (court dates, bond procedures,
schedul es, etc.). In-addition, procedures are in place for
recIassifKing I nmates as warranted by their adjustnent/beha-
vior on the general living units.

Regarding inmate orientation, unit officers, support staff
an supervi sors agree that inmates receive adequat e
orientation prior to being assigned to housing units.
Inmates agree wth this staff finding and acknow edge that
unit rules and regulations are posted or distributed in an
appropriate nanner.

The quality of the classification and orientation system was

tested by a basic survey question: "Do inmates treat you in
a respectful manner?" Unit officers (96%, support staff
91%  and supervisors  (100% responded’ affirmatively.

nversely, alnost  80% of the inmates feel they are treated
respectfully by unit officers.
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Cunul atively the data support the hypothesis that the
Larimer County Detention Center has an effective classifi-
cation and orientation procedure.

H. Justice and Fairness

The general public, "while hostile or indifferent toward
jails and. jail inmates, nevertheless expects that innmates
will be treated justly and fairly and in accordance with the
provi sions of |aw.

A review of official records indicates that effective

disciplinary and adnministrative renedy procedures are in
lace. In addition, wunit officers and supervisors feel they
ave an adecwat e disciplinary system that contributes

positively to the unit officers' nmanagement of the units.

Moreover, supervisors and unit officers agree that inmates
have a fair and inpartial grievance procedure--one that is
deened to be fair by the inmte LPopul ation. These
perceptions were verified by inmates (819 who reported that
they were treated fairly by unit officers.

These findings lead to a strong positive assertion that the
principle of justice and fairness is firmy established in
practice at the Larimer County Detention Center.

I11. M SSED CPPORTUN TI ES

The findings from this study/audit indicate that the Lariner
County Detention Center is operating on the basis of the
eight principle and dynamics of direct supervision jail.
Some m ssed oEportunities surfaced that may or may not be
problens in the overall management of the jail. However,
they are presented as mssed opportunities = sinmply because
m nor adjustnents in supervision patterns may contribute to
1t:he_ I _otper ation of an already well-nmanaged correctional
acility.

e Unit officers (24% report that supervisors visit the
unit less than five (5) times per week. This finding
(see page 38) is in contrast wth 76% of the unit
officers who report that supervisors visit the units
more than five (5) times per week. It is possible
that the 24% responding were from the graveyard

Xi
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shift.  But even on this shift, one would expect
supervisors to check in at the beginning and the end
of the shift at a bare mnimum It is suggested that

the admnistrative staff examne this aspect of
supervision to determne its accuracy and take
what ever steps nmay be appropriate. This suggestion
is made in light of the finding which reports that
25% of the unit officers do not feel that t heir
supervisors spend sufficient time visiting the units.

e Unit officers (64% and supervisors (55.6% perceive
that supervisors seldom or alnost never nake a point
of roving through all sections of the living units.
These findings indicate some deficiency In md-
managenent's responsibility for followng up on
I mportant managenent control functions. The adm nis-
tration is advised to give this area of supervision
furéhgr study to assess whether corrective action is
needed.

eSupervisors (45.5% report that they do not feel
there is consistency of procedures fromone shift to
anot her. This is a common problem in institutional
managenment and one that can create serious problens
regarding the snooth operation of the facility. It
Is suggested that the admnistration examne this
problemin greater detail and take the necessary
action to correct this nanagenent discrepancy.

e Alnost half of the unit officers report that
managenent does not help rmake prograns and security
work well  together. This perception is not in
alignment wth the perceptions of support staff
(1009 and supervisors (100% who report that this
coordination function is being adequately addressed.
It may help considerably, however, if a nethod of
comuni cation were devised to informunit officers of
managenent's efforts in attending to the inportant
function of intra-system coordination.

e The data collection team observed the unit officers
spending alnmost all of their tinme in the control
center or vestibule adjacent to the two living units.
From our observations, the unit officers appeared to
be busily engaged in nmanaging the traffic of innates
to and fromthe unit, answering the tel ephone and
di scussing issues with inmates who woul d approach the
officer for information or just to ventilate. The
ogeratlon appears to be running snoothly in spite of
this sonewhat |ess-than-ideal direct supervision node

Xii
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of interaction. The admnistration pmy wsh to
consi der the use of portable telephones or” some other
appropriate conmuni cation device that would free unit
officers from the work station and enable themto
increase their direct interaction and supervision of
the inmates in their units. This suggestion is made
knowing from inspection that the present nethod
appears to be working and that the living units are;
for all intents and purposes, very nuch under the
control of the unit officers (see page 32).

Xiil
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PODULAR DI RECT SUPERVI SI ON
AN | NNOVATI VE APPROACH TO JAI L MANAGEMENT

A System Qut of Service

Local jails historicall have been the npst neglected,
conponent of the crimna Lustice system Many have been
characterized as atrocious hell-holes that differ only in
the detail of their inhumane conditions. Mst often, they
are badly managed by untrained and underpaid staff. The
best and worst that can be said for themis that they have
served for 200 years as human warehouses for pretrial and
sentenced det ai nees.

Even jails being built today are basically simlar in
function and design to the nation's first penitentiary--The
Val nut Street Jail of Philadelphia, built in 1790. Linear-
intermttent surveillance describes the architectural and
managenent styles of these facilities. The design is
generally rectilinear, wth <corridors leading to either
single- or nultiple-occupancy cells arranged at right angles

to the corridors. The managenent of this design, is of
necessity, oriented toward intermttent surveillance. Thus,
when officers arein a position to observe one cell, they
are unable to observe others. Consequent |y, when innmates
are not being directly observed, they are essentially
unsuper vi sed. The critical managenent variables associ ated

with linear-intermttent surveillance %ails are frequency
and thoroughness of the surveillance function. In these
-facilities, inmtes can and do use the intervals between
surveillance patrols to perpetrate barbarous activities and

security and safety breaches inside their living areas.
These include  fighting, sexual assaul ts, vandal i sm
f ashi oni ng weapons, concealing  contraband and ot her

destructive, counterproductive activities.

Change in jail mnmanagement and design has been slow in
comng, notw thstanding a barrage of external forces
i ncluding thousands of |awsuits brought against Sheriffs,
Conmi ssioners and Jail Administrators throughout the |and.
But since the md-1960s, jail admnistrators have jojned
with architects and students of the social sciences to study
ways in which our traditional institutions have affected
human behavi or . The dynam cs and principles t hey | earned
have greatly influenced the managenent and design phil osophy
of a nunber of new jails being built during the past decade
or so.

Early in the 1970s, the Federal Prison System (FPS)
initiated a grand experinment that is having a major inpact
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on jail managenent and design philosophy for the first tine
in over 200 years.

Breaking Wth Ot hodoxy

The FPS, unable to find suitable jail space in |ocal
facilities for pretrial detainees, |aunched an extensive
planning effort to create Metropolitan Correctional Centers
(Federal Jail si New York, icago and San Diego. Three
of t he nation's Ieadin? architectural firm were
conmm ssioned to design MCCs for the three netropolitan areas
and were prohibited from consulting or conmunicating with

each other during the design process. Wiile each of the
MCCs reflects the individuality of its architect's
responses, they are all simlar in that they effectively

facilitated the sane nanagenment philosophy. ~No doubt this
occurred, in large neasure, because they responded to the
same architectural program which was heavily influenced by a
functional unit management approach devel oped and refined by
the FPS institutions during the 1960s. The functional wunit
concept was based on a management strategy which organized
i nmat e housing populations into units of 50 with a unit
manager, a case nmanager, two counselors and corrections
of ficers. It is not surprising, therefore, to discover
that all three MCC designs incorporated "nanageabl e" housi ng
units with inmate roons cells) arranged around a conmon,
mul ti-purpose area. ecurity control centers are
conspi cuous by their absence, and furnishings, fixtures and
finishes are noticeable for their commercial grade ﬁas
contrasted wth traditional high-security institutional-
grade furnishings).

The managenent phi | osophy of these  podul ar di rect
supervision units is proactive in that it is organized to
prevent negative inmate behavior prior to its occurrence.

This approach relies on the staff's ability to supervise and
manage inmates rather than on structured barriers or
technol ogi cal devices which are enployed only to facilitate
staff efforts in controlling populations. Each living unit
is staffed by one officer who has direct control over up to
50 inmates. In the podular direct supervision node, the
role of the managenment teamis to structure the operationa

environment such  that correctional officers wll be
sucgeﬂsful using a proactive management approach to inmate
control.

The FPS experience with the MXCs over the past 20 years has
been very positive. There has been little violence, tension
or vandalism fewer assaults have occurred than in
traditional jails; and suicide and escapes have been rare

In general, managers are pleased with the perfornmance record
of the MCCs, staff requirenents have not been excessive, and
staff perceive the environnent as safe, clean, challenging.
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Resi stance to Change: A Local Prerogative

Al though many features of the MCCs have been incorporated
into the design of local detention facilities, the overal
concept was initially rejected. The podul ar design was
adopt ed by many but nodified to fit the traditiona
practices with which nost adnministrators were confortable
There was an al nost uni versal disbelief anong Iocal
adm nistrators that direct supervision facilities could be
safe, secure, cost effective, free from vandalism and a
desirable place to work. Thus, the customary high-security,
vandal - proof fixtures, furnishings and finishes were adde
to the podular design where 48-cell living units were
sonetimes sub-divided into units of 12 or 16 cells.
Supervision was achieved either renotely from a secure
observation post, or intermttently, by officers patrolling
adjoinin? corridors ( podul ar renot e supervi si on).
Ironically, the relative success of the nodified podular
design, coupled with the high-security furnishings and high-
security electronics, tended to mask the true potential of
the podul ar concept. The successes in the Federal MCCs were
either ignored or attributed to the idea that federal
inmates are sonehow different. Few realized or accepted the
perspective that this new design allowed managenment
practices that would obviate the need for nobst o t he

reactive strategies so characteristic of traditional jail
managemnent .
Contra Costa County Jail: A Local Prototype

In the early 1970s, Contra Costa County, California
instituted plans to replace a turn-of-the-century jail that
was one of California's worst. The county, |located north
and east of the San Francisco Bay area, includes the cities
of R chnond and Marti nez, both of which suffered from high

unenpl oynent. During the late '70s, plans were drawn up for
‘a high-rise traditional jail to hold 642 innates. Local
opposition to both the style and appearance of the proposed
facility surfaced and grew in scope and intensity. In the
face of strident opposition, the County Executive agreed to
appoint a search commttee to study alternatives. Thi s

action resulted in the formation of a broad-based citizen's
group that included the nost vocal opponents of the proposed
Jail as well as representatives from civic organizations.
The group spent months debating the philosophy and purpose
of the jail along with issues pertaining to Its needs and
functi ons. Commttee nmenbers traveled the country to study
contenporary jail designs. They were inPressed by the
Chi cago MCC but also incorporated in their planning concepts

ideas from other jails such as an "open booking" intake
center patterned after the St. Louis facility. These
I nnovations hel ped the commttee finalize the jail

phil osophy, specify its purpose, functions and spatial
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rel ationshi ps. The Sheriff and Commi ssioners endorsed the
program plans  which architects converted to schematic
designs and bl ueprints.

During this process, the county discarded original plans

worth $1.2 mllion. The option they chose was considerably
smaller with roomfor 386 inmtes. (The new facility cost

$24.7 mllion including court facilities and $1 mllion
worth of | andscaping.) Since land space was not a problem

the facility is spread out, providing for larger [|ivi n%
areas, adjacent outdoor recreation areas, and anple daylight
into roons, as well as activity areas.

Contra Costa County Jail, which opened in 1981, has becone a
national showcase. Thousands of official visitors have
traveled across the country to tour the facility. As a
consequence of these tours, the concept of podular djrect
supervi sion has acquired new confidence from |ocal Sheriffs,
Comm ssioners and Jail Admnistrators. Since Contra Costa
County made a breakthrough in 1981, some two dozen | ocal
%UI’_I sdictions are building or have built spall and |arge
acilities patterned after the podular direct supervision
cloncepéI (See Appendix |) and another two dozen are being
pl anned.

D fferences Make a D fference

Podul ar direct supervision jails have proven to be cost
effective which, in itself, is a persuasive argument in
their favor. Moreover, by contrast wth traditional
practice, they have turned out to be virtually hassle-free,
creating an attractive environment for personnel who, after
all, are the ones who "do time" in jail over the long haul.
To provide  sonme perspective on how they function, a
conparison is nade between sone of the nore preval ent
probl ens experienced in traditional jails and a description
of how these problems are mnaged in podular direct
supervision jails.

L. I NMATE CONTRCL
Traditional Jails. Corrections officers control the
corrrdors, catwalks and areas external to inmate
cellblocks.  Inmates control their own |iving areas,
frequently with a "barn boss" who controls ‘showers,
television, jobs, neals and sexual favors,. | nmat es
control "the action" in the jail.
Podul ar Direct Supervision Jails. Oficers are
stationed 1In t he l'iving ar eas, directly

controlling inmate behavior, setting standards,
allocating earned privileges, and providing a
| eadership role 24- hour s- a- day. Il nmates who
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challenge the officer's authority are immediately
disciplined on the unit or reclassified and noved
off the unit to admnistrative segregation

TENSI ON AND VI OLENCE

Traditional Jails. Fights are a daily occurrence.
I'nmates secure weapons to protect thenselves. They
formgangs for similar reasons. Personal Property IS
frequently stolen. Sexual assaults occur frequently,

often as a show of power. Staff accept the inmate code
of values believing they have no alternative. Trapped
in this deplorable, hopeless situation, sone inmates
are driven to suicide.

Podul ar Direct Supervision Jails. Tension is at a

low [evel, fights are rare and quickly broken up
because officers are in direct contact wth
I nmat es. Staff and inmates feel safe and secure

negating the need for meaﬁons_or_gangs. Sexual
assaults are unheard of. The jail is hassle-free.

NO SE POLLUTI ON

Traditional Jails. Excessive noise is often cited as a
maj or problem Cel |l doors slam Radi os and televi-
sions blare in conpetition. Conversations are shouted
down echoing concrete corridors. The din contributes
heavily to the constant stress.

Podul ar Direct Supervision Jails. Architectural
design and managenment practices conbine to reduce
noi se. Solid walls and doors confine individua
room noi ses; In open areas-, carpeting, acoustica
tile and open space absorb the sound.  Shouting is
neither necessary nor permtted. Inmates are
instructed to keep noise |evels down.

| DLENESS

Traditional Jails. The jail may have sone facilities
for recreation and programs but inmates can only be
taken in groups at specific hours when staff "are
avail able to escort them Mich time is spent view ng a
single television set or playing cards in a dayroom
The lack of program options 1nvites inmates to engage
in counter-productive and often destructive activities
in areas renmote from staff or in their cellblocks.
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Podul ar Direct Supervision Jails. Dayroons are
equipped wth pool and/or ping pong tables.
Miltiple televisions are available for view ng
prograns of one's choice which elinmnates inmte

conflicts regarding channel choices. Educat i on
areas, libraries, visiting areas and law libraries
are nearby and avail abl e. Uni ver sal y are
frequently avail able so inmates can choosg Hgtmeen

i ndoor and adjacent outdoor recreation during the
day and 'evening hours but always under the
ma?%hful eyes of corrections officers. |d|eness
IS never a problembut rather an option avail able
to the inmates. Prograns which constructively
occupy inmates' time are viewed by staff as an

extension of security. Indeed, security staff in
direct supervision jails view progranms as
security.

VANDAL| SM

Traditional  Jails. Inmates routinely vent their

rrustratrons on the institution. Furniture is soon in
disrepair, wndows are broken, the walls covered with
graffiti and plugged-up toilets are commbn occurrences.

Podul ar Direct Supervision Jails. deanliness and
orderliness prevail. Peer pressure keeps the
living units in good repair. Porcelain basins and
toilets seldom need replacenent. Inmates rarely
burn cigarette holes in carpets or wooden
furni shings. Mai nt enance is | ow even t hough non-
institutional fixtures, furniture and furnishings
are used. Weekly contests for cleanliness add to
the daily maintenance of a «clean and orderly
facility.

| NCONVENI ENCES

Traditional Jails. Inmate privileges are a constant
source of staff harassment. Television leads to fights
over which channel to watch. |Innmates badger staff for
phone calls which require escorts and supervision.
Getting linens, blankets, towels, soap, etc. often
becomes a major problem  And, rather than send | aundry
to the washroom inmates wash their clothes in toilet
bows and rip up sheets for make-shift clotheslines.

Podul ar D rect Super Vi si on Jails. These
Tacilities operate on the premse that service
requests by inmates are legitinmate and should be
readily available to them Thus, pay phones are
installed and available for inmate use on an
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of ficer-controll ed/ scheduled basis. Mre than one
television elimnates fights as conpatible inmates
choose and watch progranms of their own choi ce.
Laundry probl em di sappear when innmates have access
to equipnent in thelir living units. And, with
adequate controlled storage space on the unit,
officers can schedule the issuing of personal

suppl i es. In these facilities, the service needs
of inmates are no |onger an inconvenience but
rather a nanagenent too ‘for officers to use in
controlling inmate behavior. Inmates who fail to

behave according to the required norms nmay find
themsel ves without the benefit of those services
which otherwise are readily available.

7. | NVATE MOVEMENT
Traditional Jails. Every tine an inmate has to |eave
the cell area for a visit, education, recreation,
medi cal services, attorney consultation, etc., he/she
must be acconpanied by one or two officers. Thi s

requires escort staff or is unavailable. Restrictions
of this kind raise tension levels and often run afoul
of court orders or sinple inmate rights.

Podul ar Direct Supervision Jails. Most of the
prograns/services are avallable on the living unit
precluding the need for inmate novenent. Thus,

access to these services becones a management tool
rather than a hassle for corrections officers.

8. [ NVATE | NFORVATI ON
Traditional Jail s. | nmat es pepper officers for
Informafion regarding court dates, gall anmounts, nanes
of attorneys, -visiting and other issues of personal
concern. Oficers wnd ug their shifts with pockets
stuffed wth notes, which they may or may not have tine
to address. I nformati on harassnent is a chronic
probl em whi ch induces tension and stress.
Podular Direct Supervision Jails. O ficers have
tel ephones at their stations and can readily
access information sources for inmates. In sone
jails, conputer print-outs are available regarding
Inmate bail, next court appearance, cash reserves
in the conmssary, etc. O ficers discover that

having control over information gives them nore
authority over inmates.
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9. I NVATE DI SCI PLI NE

Traditional Jails. Inmates don't care if they are
"witten up” and sent to segregation since they stand
to lose so little. Sonetimes that is the only way they
can get any privacy. Moreover, being sent to "the
hol e becones a nmacho synbol, raising one's status
anong i nmate peers.

Podul ar Direct Super vi si on Jails. Bei n
reclassifred to segregaiion means Tosing a broa
range of ﬁrivileges that inmates soon Tearn to
val ue. The normalizing atnosphere is prized over
the institutionalized at nosphere of ~ the
segregatlon unit where all needs becone privileges
and only constitutionally required mnima are
avai | abl e.

10.  STAFF PROBLEMS

Traditional Jails. Mrale is low, tension is high and
stress-relafed problens abound. Sick |eave is used and
abused. Some officers resort to smuggling in
contraband to curry innmate favor. O hers resort to

brutalizing inmates. Mlitant unions are formed, staff
turnover is high and many posts remain uncovered.

Podul ar Direct Supervision Jails. Oficers learn

leadership sSkiTTs tThat wlT serve them on the
streets and equi p them for managenent roles in the
future. The rel atively pleasant atnosphere is
designed for officers as much as it is for
| nmat es. Oficers learn to mingle wth innmates
Wi thout fear of assaults. Since they have the

authority and resources to solve problenms on their
own, they find the job nore satisfying. Mny ask
to stay 1in the jail even beyond the tine
prescribed by regular tours of duty.

It is often easier to described differences that nake a
di fference than to understand the principles which undergird
the process and explain the operative human dynanmics. This
dilemma haunted Ray Nel son, who opened the Chicago MCC in
1975, Having built his professional career as a jail
adm nistrator prior to joining the Federal Bureau of
Prisons, he sinply did not believe that a jail could
successfully function wusing the podul ar direct ‘supervision
Philpsophy which was required by the architectural design,
urnishings and fixtures of the Chicago MCC. Yet, despite
his worst imaginable fantasies, the concept worked and the
differences did make a difference. M. Nelson was able to
articulate the nature and scope of these differences, sone
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of which are reported upon in this section. But why podul ar
direct supervision achieves such radical change wth respect
to positive innmate behavior demanded careful conceptual
analysis Nelson was able to provide as Director of the
National Institute of Corrections Jail Center. Thi s
analysis culmnated first in an unpublished paper and |ater
in an NIC publication entitled "D rect Supervision Mdels."
The principles and dynanmics of the Podul ar D rect
Supervi sion Mdel follow.
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PODULAR DI RECT SUPERVI SI ON MODEL*

- Principles and Dynamcs -

Principle |: FEffective Control

A detention facility, by definition, is a controlled
environment for those charged with a crine, awaiting a
di sposition, or serving a short sentence. Effective control
of Inmates is one of the primary objectives of any jail or
program

A Total Control

The managers of podular direct supervision jails
must be in total ~control of their jails at all
times. Control  should never be shared with
I nmat es. Wen inmates are even tenporaril
unsupervi sed, they are, in effect, left in contro
of each other.

B. Sound Perineter Security
The physi cal security of the podular direct
supervi si on facility is concentrated on the
perineter. A strong perineter security permts
greater flexibility of i nternal operating
procedur es.

C Popul ation Divided Into Control | abl e G oups

Dividing the jail population so that corrections
officers will not have to deal with nore than 50
inmates at any one tine facilitates their ability
to remain in control. The officers may very well
wi sh to manage |arger groups of inmates when'it is
appropriate:  however,  this option  should be
discretionary and not dictated by design.

D. Easily Surveillable Areas

The supervision officer should always be in a

position to easily observe the area he/she
controls.

E. [nmates' Inner Control Maxi m zed

One of the nopst significant elenents of the
principle of effective control is to structure the
Inmate's environnent so that his inner controls
Wi ll be maximzed. Mst inmtes have the capacity
to conply with the desires of the corrections
officers if doing so wll serve their needs. A

*Nel sen, WR., O Toole, M, Krauth, B., Witnmore, C  Direct Supervision
Model . 10
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proactive managenment approach is used to
mani pulate the i1nmate's environment so that his
critical needs are best achieved through conpliant
behavi or and his negative behavior consistently
results in frustration.

Principle II: Ef f ecti ve Supervi sion

Direct staff supervision of inmates is requisite for the
achi evement of effective control. Effective supervision
i nvol ves nore than visual surveillance: it includes the use
of all the human senses, as well as extensive persona

interaction between staff and inmates.

A Staff-To-Inmate Ratio

The mlitary has struggled with the concept of
supervision ratios for centuries. \Wile there are
still no precise figures or absolute rules, past
practice indicates that a platoon of approximtely
44 nmen is a manageabl e group for mlitary
pur poses. The experience of the past 10 years in
podul ar direct supervision detention facilities
suggests that an officer can effectively supervi se
50 inmates. As one would reasonably assune,
smal ler groups are easier to supervise. However
the cost effectiveness of a lesser ratio has to be
taken into consideration. On the other hand,
smaller institutions--e.g., under 200--may not be
able to achieve the 1-t0o-50 ratio because of
mandatory classification groupings.

B. Oficer In Control O Unit

Ef fective supervision depends on the officer's
being in control of the unit. The unit officer
shoul d not be expected to contend with an inmate
inthe wunit who is not agreeable to pronptly
obeying all lawful orders. The housing unit
shoul d always be viewed as the "officer's space",
with the inmates in the role of the visitors.

C. The O ficer's Leadership Role

One of the major sources of inmate violence is the
struggle to assert |eadership when a |[|eadership
voi d exi sts. This is a natural group response to
such a situation in an segnent of society.
However, the struggle for [leadership or the
domnant role in an inmate group is usually

violent and brutal. Inmate rapes, for exanple, are
often tactics enployed by inmates to exert their
dom nance over others. In order to avoid this

11
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situation, an officer nust fill the |eadership
void and protect his or her role jealously. There
I's onl room for one |eader on a unit during any

one shift and that must be t he of ficer.
Managenent's responsibility is to structure the
unit environnent to ensure that the officer
remains the undisputed |eader. Any inmate who
vies for the leadership role has to be dealt wth
effectively, even if that involves his renoval
fromthe group

D. Frequent Supervi sion By Managenent

Managenent nust actively assune the responsibility
for assurin% ~ that staff are successful in
fulfilling their inmate supervisor¥ responsi bi -
lities. This is achieved principally through the
high visibility of nanagers in the housing units.
The supervisor nust ensure that the officer is
performng his duties correctly, is achieving the
desired results, and can be fully supported by
managemnent .

E. Techni ques O Effective Supervision And Leadership

A consi der abl e body of know edge has been
collected and verified concer ni ng effective
supervision and leadership in all forns of human
endeavors. ~ These principles are also applicable
to supervision and |eadership in a podul ar direct
suPerviS|on facility. Mastery of these techniques
will enable the officer to "acconplish objectives
skillfully and with a sense of professional
conpet ence.

Principle Ill: Need For Conpetent Staff
A Recruitment of Qualified Staff

A candidate for podular direct supervision should
have the ability to relate effectively to people,
to becone a leader, and to learn the skills
required of this position. Qualified candidates
do not have to be coll ege graduates, but should be
capabl e of participating beneficially in the
required training. Such candi dates cannot be
expected to be recruited at salaries |ower than
their road patrol counterparts.

12
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B. Effective Training

In addition to basic correctional of ficer
training, the officer needs to be trained in the
history,  phil osophy and the principles and
dynam cs of new podul ar di rect supervi si on

facilities. He/ she should also receive training
to develop the critical skills of effective
supervi si on, | eader shi p, managenment and.

I nter personal communi cati on.
C. Effective Leadership By Mnagenent

Even trained  staff can only function as
effectively as their |eaders. As indicated
previously, managenment must assune t he
responsibility for making staff effective. They
must develop their staff through constructive
supervision and leadership, ensure that the
receive proper training, and mai ntain hi g
recrui tment standards.

Principle IV: Safety of Staff and |nmates

Probably the greatest concern about bein? I ncarcerated or
seeking enploynent in a detention facility is personal
safety. Qur detention facilities have gained a reputation
of danger that creates justifiable fear.

A Critical To Mssion And Public Expectations

Despite the general fear of detention facilities
in our society, there is a public expectation that
i nmates should be safe, and the staff who operate
these facilities should not be exposed to undue
hazar ds. The basic mssion of a detention
facility is to provide safe the secure custody of
its wards until they are rel eased.

B. Life Safety Code

Prisons and jails are often the scenes of tragic

fires. During the past 15 years, there have been
more than a dozen nmass-fatality fires in Anerican
correctional facilities. The fatalities from
these fires occurred rimarily from snoke
inhalation  which resul ted from defi ci ent
evacuation plans and key control procedures. Any
facility, regardl ess of archi tectural or

managenent style, nust be responsive to these
critical issues.

13
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C. Personal Liability

MIllion of dollars have been paid in court-awarded
damaged to victims or their fanmlies as a result

of personal injuries sustained in detention
facilities  because of prevent abl e, unsaf e
condi tions. It is a travesty that these public

funds were not spent in the first place to correct
the wunsafe conditions responsi bl e for the

I njuries.

D. Inmate Response To Unsafe Surroundings
How inmates will respond to unsafe conditions is
redictable-- self preservation. It is one of the
asic instincts of nan. Inmates attenpt to

enhance personal safety by acquiring defensive
weapons, affiliating with a kindred group for
common defense, presenting thenselves as tough
persons not to be messed with, or by purchasing
security with cash or kind. Inmates often conmit
violent or destructive acts in order to be placed
in admnistrative or punitive segregation, where
they perceive it to be safer than the general
popul at i on. The very acts which practitioners
Identify as the primary inmate nmanagement problens
are often normal reactions to unsafe surroundings.
Inmates in a podular direct supervision facility
where personal safety is ensured do not find these
defensive strategies necessary or in their best
interests. On the contrary, such behavior is
dysfunctional . It does not fulfill their needs
and serves no constructive purpose.

E. Staff Response To Unsafe Working Conditions

Staffs' response to unsafe conditions is not too
different from t he I nmat es’ since  self-
preservation is also one of their basic instincts.
Staff often affiliate with unions to achieve safer
wor ki ng condi tions. They avoid personal contact
with inmates and avoid patrolling areas perceived
by themto be unsafe. Staff often avoid conming to
work altogether by usin an excessive anmount of
sick leave for stress-related disabilities and, at
other times, by sinply abusing the sick |eave
system  They are al so known to occasionally carry
their own personal and prohibited weapons, and
sone have tried to buy personal safety from
I nmates through the granting of special favors.

14
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F. Fear- Hate Response

The inevitable result of an unsafe environnent is
the "fear-hate" response. Fear and hate are
closely related enotions. V& usually hate those
we fear, and fear those we hate. The inmates’
fear and the resultant hate of other inmates and
staff lead to sone hideous consequences. The
conbined result of all of this hatred for one
another is a "cancerous" working situation which
Is extrenely hazardous.

Principle V. Manageabl e And Cost
Effective Operations

One very inPortant consideration for any _facility is that it
be manageable and cost effective. The podul ar direct

supervision facility is able to fulfill the mssion of the
detention facility while, at the same tinme, reduce costs.

A Reduced Construction Costs

Construction costs vary according to region and
uni que circunstances confronting the architect and
contractor. Therefore, the 'costs of building
podul ar direct supervision facilities vary from
one location to another. There are, however, sone
basi ¢ conponent cost characteristics which are
unique to the podular direct supervision style.

The absence of vandal -proof and security-style
furnishings, fixtures and finishes throughout 90%
of the facility is the major contributor to | ower
construction costs. Wien~ one considers that the
cost of a china toilet bow is about $150 and a
stainl ess steel, vandal-proof toilet bow is about

$1,500, some appreciation for construction costs

savings is gained. The excessive costs of gang
cel | door closers and locking systems are also
avoi ded.

B. Wder Range O Architectural Options

Since the architect does not have to select
materials primarily as a reaction to the
anticipated destructive behavior of inmates, he is
free to select a wder range of materials. For
exanple, if a facility wishes to utilize carpeting
as a floor covering and benefit fromits relative
cost advantage, ease of maintenance, and sound
danpening qualities, it nmay do so.

15
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Anticipate Fundanental Needs: I ncentives for Self-
Cont r ol

The proactive manager uses his know edge of how
human needs  affect behavior to achieve the
behavi oral response he is seeking. He perceives
t hem as environmental forces t hat can be
effectively mani pul ated to  assist him in
acconplishing his agency's nmission and goals. If
the inmte under st ands t hat nost  of hi s
fundanental human needs can be fulfilled on a
general housing unit, then he has a very inportant
Investment in remaining on the unit.

One of the nost powerful forces affecting the
inmate's behavior, next to the self-preservation
instinct, is the need to commnicate and have
contact with famly and significant others. The
fulfillnment of this need t hen beconmes an
influential dynamc in managing the general
housing unit. |f contact visits are available to
those who conduct thenselves responsibly, the
notivation for responsible behavior is ‘greatly
enhanced. The potential loss of privileges that
affect an innate's relations with his |oved ones
is one of the nost potent forces that can be
applied to achieve responsible innate behavior

Tel ephone access is |ikewise an inportant priority
for the inmate. Through the tel ephone, he is able
to keep in comunication with the inportant people

in his life. Therefore, another inportant
ingredient for the general housing wunit is
sufficient collect-call phones to  neet t he

popul ation's tel ephone needs. Not only does this
meet the inmate's need, but it relieves the
officer from the annoying and time-consum ng task
of processing inmate tel ephone calls.

Television viewing is an inportant part of
contenporary life. Mbst of the Inmates have been
raised on it since infancy. Consi dering how

effectively television occupies an inmate's tine,

it is one of the nost economcal devices we can
obtain for this purpose. Television is by no
means a panacea. As in the home, it can be the
source of a great deal of strife. On a housin

unit of 50 felons representing a variety o

cul tural backgrounds, the resulting discord over
channel selection can be violent. The solution to
this problemis to have sufficient television sets
to be responsive to basic needs and interests of
the popul ati on. Usually two to four sets are
sufficient, depending on the design of the unit

16
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and the mx of the population. Using nultiple
sets can keep the sound volume |ower and divide
the population into snmaller and nmore conpatible
groups.

I nmates should be able to purchase inportant itens
fromthe inmate store or commissary on a regular
basi s. Wien inmates are unable to make ﬁurchases
fromthe inmate store or commissary, they wll
make their purchases fromother inmates with al
of the negative factors associated with these
transactions.

The service of nmeals also takes on an exaggerat ed
i mportance in correctional I nstitutions. od
food, well prepared and presented, goes a |ong way
toward increasing the inmate's investnment in the

general unit.

Security of personal property is another inportant
consideration. The lack of ‘secure storage for the
I nmate's personal roperty contributes to a high

i ncidence of  theft, along wth concomtant
corrective actions attenpted by the inmate.

A great nmany problens occur in mltiple or gang
showers. The i nstallation of sufficient
i ndividual shower stalls virtually elimnates the
difficulties associated with this daily activity.

Physical exercise is an effective way to release

pent-up enotional tensions which acconpany the

stress of incarceration. The opPortunity for

exercise is also a condition of confinement

required bﬁ_the courts. Wen the unit is designed
|

to meet this need, it is no longer a management
probl em

Inmate idleness still remains one of the |eading
management problenms in a detention facility. The
i ntroduction of I ndustri al opportunities can

contribute si%nificantly to the resolution of that
e

probl em T income earned by the innmate's
invol verent in this activity is a significant
notivator to remain eligible for t hose
assi gnnment s. Inmates involved in constructive

activity are sel dom nmanagenent problens.

D. Sanitation and Oderliness
A very inportant dynamic in nanaging a unit in a
podul ar direct supervision facility is the set of

activities involved in maintaining a clean and
orderly unit. These activities pronote a healthy

17
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interaction between staff and inmate in which the
inmate becomes conditioned to responding to the
officer's directives. The orderly state of the
unit is also a continual rem nder that the officer
is exerting active control of the unit.
Conpetition between wunits for a prize awarded to
the cleanest wunit can produce amazing results in
maintaining a high standard of sanitation and
orderliness.

Principle VI: Effective Comunication

Effective communication is a critical element in the
operational strategy of all human enterprises. Det enti on
facilities are not exceptions, and management nust be
sensitive to the inportant inpact of the varrous el ements of
this principle.

A Frequent Inmate And Staff Conmunication

Frequent conmunication between staff and inmates
shoul d be encouraged.  Inmates will often advise
staff of illegal activities being planned by other
inmates if they have the opportunity to do so
w thout running the risk of being identified. The
inmte's cooperation is notivated both by an
expectation of favorabl e treatnment from the
admnistration and py g desire not to have his
living conditions Jeo%ard|zed by the irresponsible
actions of others, particularly if he does not
stand to benefit.

B. Conmmuni cation Anmong Staff Menbers

Because of the assignment of individual officers
to separate wunits, there s particular need for
managenent to facilitate effective conmunication

anong staff menbers. This needs to be
acconpl i shed bet ween shifts and bet ween
assi gnnent s. It can be achieved through shift

role calls, tinely and clear policy and procedure
statenments, post orders, and unit | o0gs.

C. Training and Techniques O Effective Conmunication

Every officer should be trained in the techniques
of interpersonal communication. These skills will
greatly  assist him in acconplishing hi s
obj ect i ves. Consi der abl e knowl edge has bpeen

assenbl ed over the ~years Dby  conmunication
specialists in correctional settings and should be
fully utilized to ease the officer’'s task..

18
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Principle VII: dassification and Orientation

The classification and orientation of inmates must be
included in the day-to-day operations of podular direct
supervision facilities.

A Knowi ng Wth Wiom You Are Dealing

The officer nmust know with whom he is dealing and
shoul d have the benefit of as nmuch information
about the inmate as possible,. Wile it is true
that institutions receive nmany prisoners on whom
l[ittle information exists, they also receive many
repeaters whose confinenment records should detail,

among other things, their behavior patterns in
conf I nenent .

B. Oientation

| nmat es shoul d be told what is expected of them
A carefully structured orientation(frogranlmill
save a lot of time and misunderstanding and wil
provide a further opportunity to learn about the
Inmate's behavior. Facility rules and regul ations
shoul d be posted or otherw se available to the
I nmat e popul ation.

C Assunmption O Rational Behavior

Human behavior is amazi ngly responsive to
expectations comruni cat ed. Thi s has been
denonstrated frequently in educational settings
and also has been seen in detention facilities.
When we convey to a person the kind of behavior we
expect from him either verbally or non-verbally,
his tendency is to respond to these clues.

The traditional detention facility approach is to

treat all newy admtted inmates as potentially
dangerous unti they prove otherw se. The
officers' expectation of the new inmate's behavi or
in these situations is clearly transmtted. In a
podul ar direct supervision facility, the reverse
approach is taken. Al new inmates are treated
wth a clear expectation that they wll behave as
responsible adults wuntil they prove otherw se

Staff are equipped to deal with those who prove
otherwi se, but the vast majority of inmates
conduct thenmselves responsibly even during the
adm ssi on process.
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D. Maxi mum Supervi sion During Initial Hours of Confinenent
The first 24 to 48 hours of confinenent is a
critical period in the detention process. The
hi ghest rate of suicide occurs during this period,
accounting for nearly half the total jail
sui ci des. I ntensive supervision at this phase of
the detention process wll contribute to a |ower

sui ci de rate.

Principle VIII: Justice and Fairness
To advocate that detention facilities operate in a just and
fair manner sounds nore Iike a honmily than a principle of
detention facility managenent . However, t he many

inplications of this issue in a detention facility warrant
further examnation, and because of its significance to
correctional facility managenent, it is regarded as an
operational principle.

A Critical To Mssion And Public Policy
A critical part of the mssion of nobst detention

facilities is the provision of just custody. This
Is in recognition of the fundanental obligation to

conP!y with constitutional standards and ot her
applicable codes and court deci sions. Despite
W despread public confusion regarding the role of
the correctional facility, there is public

expectation that prisoners should be treated
fﬁlrIy and in accordance wth the provisions of
the |aw

Unfortunately, a [large segnent of the public and
even many corrections practitioners appear to be
obl i vi ous of the Fitth Arendnent prohibition
against pretrial punishnment. The Supreme Court's
May 1980 decision in Bell vs. Wilfish is explicit
inits interpretation of the Fifth Arendnent to
prohibit the i nposition of any condition of
confinement on pretrial prisoners for the purpose
of puni shent.

There is  no place for the self-appointed public
avenger in a professionally run, constitutiona

correctional facility. Such preoccupations are
counter productive to the proactive resolution of
managenent probl ens. It I's, therefore, not only

legally correct to nmanage facilities in harnony
with our constitutional charter, but it is also a
critical element in the principles and dynamcs of
managi ng podul ar direct supervision facilities.
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B. Consi stent Root Cause O Collective Violence

The level. of violence in our societK has reached
such alarmng proportions that there have been two
Presidential Comm ssions appointed to study this
phenonmenon within the past 15 years. After
examning the history of collective violence in
the United States, they were able to identify a
set of root causes which were present in all of
the many occurrences. One consistent root cause,

which is particularly relevant to the correctiona

setting, is that in every such event there was
strong feeling by the participants that they had
been treated unfairly.

When a person is in a captive state, the inmpact of
unfair treatment is greatly magnified. his is
Bmﬂicularly true of Anmericans because we have
een conditioned to expect fair and Hust t r eat ment
by our governnment. As a principle of Inmte
management, it is not sufficient for managenent to
be, In fact, just and fair: it is also vitally
important that nanagenent's actions are perceived
by the inmate population as just and fair.

C. Critical Leadership Quality

As referred to Ereviously, the officer's role as
the leader of the unit is an inportant dynamc in
exerting positive contr ol over t he I nmat e
Eopulation. A critical quality of any |eader is a
een sense of fairness that can be consistentIY
depended upon by subordinates. Any conpromse o
the officer's reputation for fairness wll
seriously jeopardize his oper at i onal ef fec-
tiveness.

D. Formal Admnistrative Renedy And Disciplinary System

There will always be those cases where the inmate
does  not accept the officer's  position.
Regar dl ess of the basis for t he I nmate's

di sagreenent, a fornal admnistrative procedure
shoul d exist in which to channel such disputes. A
creditable third party review is not only a good
pressure release nechanism but it also serves as
a good nonitoring system to ensure consistency of
equitable treatnent.

These principles and dynamics of detention facility
managenment, in conbination, constitute a philosophy around
which a managenent approach was designed. They represent
the collective observations of bot h successf ul and
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unsuccessful exanples of the podular direct supervision type
detention facilities over a period of several years and
up?er the leadership of a succession of chief ~executive
officers.

It is reasonable to conclude that if a management phil osoph
Is based on these principles and dynamcs, the system w |
achieve the same beneficial results as the successful
exanpl es. The results wll be a safe, secure, hunane and
just facility which will be considered an appropriate place
for the detention of American citizens charged with crinmes
and requiring detention.
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SECTION 1

Study/ Audit Design
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Background and Rationale for the Study

Direct supervision jail  managenent describes a recent
innovation in jail operations that joins the power of
architectural design wth a proactive approach to jail
managenent . This Federal Prison System innovation was first
tested by a local jurisdiction in Contra Costa, California
in 1981 with outstanding success. Since it opened, this-

facility has been a good exanple of how to design and manage
a humane, safe, secure, constitutional and problemfree
jail. Many other |ocal detention facilities have adopted
this concept in recent years.

The Larinmer County Detention Facility joined the grow ng
famly of direct supervision jails when it opened in
Cct ober, 1983. The acility, designed for podular renote
supervi sion, has been nodified to function as a direct

supervision jail. The renote supervision control centers
now serve as vestibules or work stations for the unit
of ficers. The facility operates in the context of the
principles and dynam cs which guide the managenment of
Inmates in these innovative jails. Sheriff James Bl ack

adm nisters the jail through Captains who are assigned to
duty tours of varying |engths of tinme.

The National Institute of Corrections Jail Division staff
have validated their respect for the Larinmer County
Detention Center by wusing the facility for "hands-on"
training in the NNC facility design program "Planning To
Qpen A New Institution.” Thus, the Larimer County Detention
Center has been a showcase for hundreds of sheriffs, county
conmmi ssioners and other senior policy makers engaged in the
| ong-range planning of new |ocal detention centers.

One might be lulled into thinking that this national
recognition, in and of itself, validates "the excellence" of
t he Lari ner County Detention Center. However , this
attention was not sufficient to sati st the admnistrative
curiosity of Sheriff Bl ack. He knew that the facility was
operating at a high level of efficiency and effectiveness.
Critical incident record data infornmed himin this regard on
a regul ar, on-%ol ng basis. But the record data did not
explain why "things were going so well." Thus, early in
1987 Sheriff Black requested that the NIC Jail Division
conduct a study of the Larinmer County Detention Facility for
the purpose of auditing for the presence or absence of the
eight principles and dynamcs of direct supervision jails.
The Jail Division of NIC approved the audit for a nunber of
conpel l'ing reasons:

1. The Jail Center is conmtted to the growth and

devel opnent of direct supervision jails. In this
regard, they feel it is inportant to support their
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posi tion b% provi di ng t echni cal assistance in
evaluating the performance of operating facilities.

2. In Septenber, 1983, the Jail Center provided
technical assistance to Larimer County during their
transition phase by training staff in (a) Interpersonal
Communi cations  and (b) Training for  Corrections
Oficers in the managenent of direct supervision pods..
Thus, the Jail Center helped Larinmer County transition
into its new facility.

3. Since opening in Cctober, 1983, the Larinmer County
Corrections Bureau has hosted a nunber of training
sessions in Interpersonal Communications Training (for
jail staff) and Managenent of Direct Supervision Jails

(for  sheriffs, jail admnistrators and  county
officials).
4. Sheriff Black and other command staff have
assisted the Jail Center by providing technical
assistance to a number of other jurisdictions involved
in the  devel opnent of direct super vi si on j ail
facilities. Their contribution in this regard has been
I nval uabl e.

For these persuasive reasons, the Jail Center contracted

wth M. Herbert R Sigurdson, Ms. Dee Halley, and M. Paul
KatsarrPes to serve as a data collection teamfor the purpose
of evaluating the Larinmer County Detention Center. The data
col l ection process occurred February 9 - 12, 1987.

Desi gn Features

In July, 1985, the NIC Jail Division conpleted an audit of
the Tonbs in New York Cty entitled "The Manhattan House of
Det ent i on: A Study of Podular Direct Supervision" and in
Decenber, 1986 a conparable study of the Pima County,
Arizona Detention Center was conpleted ("Pima County
Detention Center: A Study of Podular Direct Supervision").

[These two docunents are” available from the N C National
|8(r)1£81rr5at|on Center, 1790 30th Street, Boulder, Col orado,

The study design for the Manhattan House of Detention and
the Pima County Detention Center was effective in testing
for the presence or absence of the eight basic principles
that undergird this jail managenent phil osoph)(l._ Ther ef or e,
it seened prudent and efficient to replicate this "audit" or
study design in the Larinmer County facility. The principles
being tested are:

L. Positive inmate  behavior is. associated with
effective control.

25



Larimer County Detention Center

2. Positive inmate  behavior is associated with
ef fective supervision

3. Podul ar direct supervision requires conpetent
staff.

4. Podul ar direct supervision provides safety for
staff and innates.

5. Podul ar direct supervision results- in nmanageable

and cost-effective operations.

6. Podul ar direct supervision requires effective
conmmuni cat i on

1. Podul ar  direct supervision requires inmate
classification and orientation

8. Podul ar direct supervision requires that inmates
be treated with justice and fairness.

Positive inmate behavior is evaluated in terns of behaviora
out cone indices including:

1. Nunmber of homi ci des

Nunmber of suicides

Nunmber of sexual assaults
Number of aggravated assaults
Nurmber of contraband weapons
Nunmber of di sturbances

Nurmber of court-ordered judgnents

© N o oA~ W N

Costs associated with inmate vandal i sm

I nterview Sanpl e

The NIC Jail Division Study Team included supervisors/adm n-
Istrators, unit officers, and inmates in the interview

sanple.  Sanples from these popul ations provide an auditing
perspective Trom managenent, line staff and the user
popul ation (inmates). The randomy selected sanpl e

populations ‘also provide for cross-tabulations of the
| nterview responses between and anong the three sanple
popul ations.

The data collection team adm nistered the questionnaire over
a four-day period to interview participants who included
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al nost 100% of candidates in each of the classifications.
Responding to the questionnaire were 10 supervisors/adm n-

istrators, 25 unit officers, 11 progran support staff and 65
I nmat es.
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Met hod of Analysis

I nstrunent data were coded for conputer analysis with cross-
references being nade to each of the eight principles of

direct supervision jails. The conputer printouts provided
frequency distributions for each of the interview
popul ations where appropriate. This raw data provided for

an analysis of the internal consistency between and anong
interview populations, An effort has been made to interpret
maj or di screpancies occurring in the data and, where
possible to do so, inconsistencies were cross-referenced
wth record data taken from Larinmer County Detention
Facility reports.

Finally, the Jail Division data collection team collected
dat a regardln% conditions and  behavior they_ actual l'y
observed at the facility during the data collection phase,
February 9 - 12 1987. Thei r observations are woven into
the data anal ysis where appropriate.
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SECTION 111

Data Analysis:  From Principles to Practice
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PRINCI PLE |:  EFFECTI VE CONTROL

Managers of direct supervision jails nust exercise total
control of their facilities at all times. FEffective contro
in these systens begins wth the wunit officer who is the
first-1ine manager of the [living units. An assessnent of
effective control was nmade in the context of four conceptual
ar eas:

1. Perimeter Security

2. Housi ng Unit Design

3. Facility Managenent, and

4. | nmat e Managenent

Perimeter Security

Perimeter security at the Larimer County Jail is excellent.
Central control regulates access to sallyports into and out
of the facility as well as nmnagenent inside the jail.
Inside the security perineter, inmate flow is partially
controlled by housing unit officers. During the data
collection phase, it was observed that housing unit doors

were sonetimes |eft ajar, giving inmates unit officer
controlled access to the corridor outside the wunit.
However, since this corridor provides for inmate flow to and
fromprograns, it seens perfectly logical to maintain the
flexibility of an open door to this corridor. An inmate
unaccounted for would soon be located in the gymasi um or
one of the program areas. Froman architectural design
perspective, the Lariner County Jail provides solid interior
control backed up by effective perimeter control. Since the
facility opened in Cctober, 1983, there have been no
escapes, a record which testifies to the physical/archi-
tectural security of the jail.

Housi ng Desi gn

The Larinmer County Jail is a hybrid in that it was
originally designed for podular renote supervision. Thus,
architectural design features dimnish to sone extent the
visual surveillance desired in direct supervision jails.
The unit officer's control center or vestibule or work space
represents a potential design liability in that it provides
for physical separation of the unit officer from inmates
occupying two units that can be observed from that |ocation

Sone officers may, by choice or circunstance, be inclined to
retreat to the protected area (control center) inside the
living unit.

Questions were asked to evaluate this aspect of unit officer

behavi or. Specifically, admnistrative and supervisory
staff along with unit officers were asked:
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Interview [tem

How much time are unit officers able to spend roving through
all sections of the unit?

| Data Table |

Codes Unit Officers Supervisors
None 0.0 0.0
Very Little 12.0 9.1
Some 52.0 54.5
A Great Deal 36.0 36.4

There is high agreenment between unit staff and supervisors

regarding this question. Essentially the preponderence of
responses indicates that unit officers are able to spend
sone time roving through the units. However, during the
data collection phase, the NIC Jail Center consultants

observed the unit officers spending alnost all of their tinme
in the control center or vestibule adjacent to the two
living units. From our observations, the unit officer
appeared to be busily engaged in nanagin% the traffic of
inmtes to, and from the unit, answering the telephone, and
discussing issues wth the inmates who would approach the
officer for information or just to ventilate. Supprisin%Iy,
this process seened to get the job done. It was clear from
inspecting the sleeping roons and the dayroonms that the unit
officer was maintaining high standards of cleanliness and

order. Beds were made, fixtures and floors were clean, the
dayroom was picked up, although it had a confortable, |ived-
I N appear ance. From these observations, the living units

were very nuch under the control of the unit officers.

The data collection team expected a different pattern of
unit officer behavior during the afternoon and early evening
when inmate novement was considerably reduced. However

during our brief time observing this shift, we found the
officers to generally remain in and/or close to the work

stations. In one unit nost of the inmates were engaged in a
tel evision novie. It would have been obtrusive and
distracting for the officer to engage in a dialogue with
inmates during this period. However, observation of the

intake pod (2 South) provides sone concern for direct
supervision, particularly in a unit which serves as a |iving
| aboratory for observing inmate behavior pertinent to the
classification system Here the Jail Center consultants
observed the officer enter the living unit area several
times for cursory checks and short exchanges with inmates
but actually very little tine was spent in the pod.
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It is possible that inportant opportunities for officer/in-
mate interaction are being mssed. If thisis, in fact, the
case, it seens clear that the structure and design of the
officer's work station is one natural contributor to this
phenomenon. O ficers and supervisors were asked a direct
question in this regard.

| nterview |Item

Does the design and size of |living units contribute to
effective supervision?

[Data Table]

Codes Unit Oficers Super vi sor s
Yes 2% 18. 2%
No 28% 81. 8%

It is curious to note the al nost conplete inverse
relationship reported by unit officers and supervisors: 82%
of the supervisors reported that the design and size of the
units did not contribute to effective super vi si on.
Alternatively, 72%of the wunit officers reported that it
does. The data collection teanms observations are
consistent with that of the supervisors.

These discrepancies led to speculation that
1. The unit officers like and are confortable with
the social distance that their work post places
bet ween them and the inmates
or
2. Unit officers have | earned how to use their work

station effectively by judiciously mixing direct
supervision with partially renote supervision.

Unit officers were asked a clarifying question in this
regard.
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Interview [tem

Do your assignments require that you spend the majority of
your time at your duty station?

| Data Table |

Codes Unit Oficers
Yes 66. 7%
No 33.3%

Two-thirds of the officers responded in the affirmative.
Unit officers do, in fact, spend the rra#'ority of their time
at duty stations. The inplications o this pattern of
behavior will be examned in the follow ng section concerned
with facility and inmate nanagenent.

Facility and |nmate Managenent
Facilities are designed to contain inmates while staff are
trained to control [manage] them A number of questions

\S\Brlez asked regarding the nanagement of the Larinmer County
ail.

Unit officers and supervisors were asked:

Interview |tem

Do i nmates perceive that the unit officers are in charge?

| bata Table ]

Codes Unit Oficers Super vi sors
Al nost Al ways 72% 81.8%
Oten 28% 18. 2%

Cearly unit officers agree that the inmates perceive them
as being in charge as do a great majority of the supervisory
and admnistrative staff.

Inmates were asked a related question:
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Interview ltem

Who do you believe runs this unit?

| bata Table |

Codes | nmat es

| nmat es 21. 3%

Oficers 63. 9%

Q her 14. 8%
A healthy two-thirds of the inmates perceive the unit
of ficer as being the person who runs the unit. It Is not
surprisi n% that 21% of the innmates perceive thenselves as
running the unit. This quite possibly represents that

portion of the inmate population who have problens wth
authority figures and are sonetines given to denying their
own reality.

A further question was asked of supervisors/adm nistrators,

unit officers and support staff regarding the issue of
control .

Interview ltem

How nuch control do wunit officers have over the [living
units?
| Data Table}
Codes Uni t Suppor t Super -
Oficers St af f visors
Al most  None 0. 0% 0. 0% 0. 0%
Very Little 3.8% 0. 0% 0. 0%
Quite a Bit 38. 5% 40. 0% 54. 5%
Al nost Conpl ete 57. 7% 60. 0% 45. 5%

The data in this table make <clear the perception by unit
officers, support staff and supervisors that unit officers
have quite a bit or alnost conplete control of the livin
units. These responses are highly consistent with those o
the previous interview item regarding "who runs the unit."

Addi tional questions were asked regarding officer authority.
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Interview Item

Do inmates challenge the |eadership of unit officers and
attenpt to subvert their authority?

Data Table
Codes Unit Oficers Supervi sors
Al nost Al ways 36.0 36. 4
Oten 52.0 54.5
Sel dom 12.0 9.1
Al nost  Never 0.0 0.0

Supervisors  (90.9% perceive that inmates al nost never
challenge the unit officer's authority. Unit officers (88%
agree that inmates seldom or alnost never challenge their

authority. Most unit officers and supervisors agree, in
total, that inmate challenges are alnost never or seldom
made. Froma nanagenent perspective, it is inportant that

procedures are in place to handle challenges when they do
occur. A pertinent question was asked in thrs regard.

Interview Item

Are they (inmates) successful when they do chal |l enge officer
authority?

Data Table
Codes Uni t Super -
Oficers Vi sors
Al nost  Never 80. 0% 63. 6%
Sel dom 12. 0% 27. 3%
Oten 4. 0% 9.1%
Al nost Al ways 4. 0% 0. 0%

Supervisors (919 agree with wunit officers (9299 that
Inmates are seldomor al nost never successful when ‘they do
chall enge the officer's authority.
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However, when challenges are made it is essential that
adequate neans are available to manage the inmate who does
challenge the officer's authority.

Interview Item

Are there adequate means available to effectively deal wth
chal | enges when they do occur?

| pata Table |

Codes Unit OFficers Supervi sors
Yes 96% 81. 8%
No 4% 18. 2%

Unit officers (96% and supervisors (s2%) agree that
adequate neans are available to deal wth inmate chall enges.

The cunul ative data strongly affirm the fact that the

principle of effective control is vigorously in place at the
Larimer County Detention Center.
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PRI NCI PLE 11 EFFECTI VE SUPERVI SI ON

Direct staff supervision of inmates is a requisite for the
achi evenent of effective control. Direct staff supervision
of inmates is achieved through effective  managenent
supervi sion of staff. This, by definition, includes
extensive personal interaction between supervisors and unit
staff. Managenment nmust actively assume responsibility for
assuring that line officers are successful in carrying out
their inmate supervisory responsibilities. This. 1s best
?Chi te.ved when managenment's  presence serves two major -
unctions:

1. It reinforces the inmage of the line officer as the
| eader in the unit, and

2. It ensures that unit operations are consistent
with agency policies and procedures.

A series of questions were asked to evaluate the quality of
supervision at the Larimer County Jail.

Interview |ltem

How often do sergeants wvisit the living units (times per
week) ?

[ Data Tab 1e1

Codes Unit Oficers Super vi sor s
Less Than 5 24% 0.0%
S5 Tines 16% 45. 5%
6 O Mre 60% 54. 5%
Supervisors (100% perceive that sergeants visit |iving
units 5 or nore tines per week. most_ hal f  (45.5%

reported 5 wvisits per week. Unit officers (76% perceive a
simlar visiting pattern but there is a discrepancy of 24%
between supervisors and unit officers in this regard. This
discrepancy is quite significant.  The adninistration may
wish to examine this nmanagenent issue in greater detail.
This is particularly pertinent in light of the follow ng
questi on.
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Interview Item

Do you feel this is a sufficient nunber of tinmes?

Data Table
Codes Unit Oficers Super vi sors
Yes 75% 90. 9%
No 25% 9.1%

Fifteen percent (15% nore supervisors consider their unit
visit to be sufficient than do unit officers. Mor e
specifically stated, 25% of the wunit officers do not
perceive the suervision visits to be sufficient. Uni t
of ficers appear to want greater support from their
supervisory staff. Relevant to this discrepancy was a
rel ated question:

Interview Item

Do you feel you are able to provide (or do you receive) the
coaching, guidance and direction you need?

| Data Table |

Codes Unit Oficers Super vi sors
Al nost  Never 7. 7% 0.0%
Sel dom 11. 5% 10. 0%
Of t en 50. 0% 50. 0%
Al nost Al ways 30. 8% 40. 0%

Unit officers (80.8% and supervisors (90% perceive that
unit officers receive the coaching, guidance and direction
they need. Thus it would appear that when supervisors do
visit unit officers, they are providing the quality of
service that the admnistration would expect of them

Direct supervision is wunique in that it denmands that
managenent staff enhance the image of the unit officer as a
| eader . This practice ensures that the inmates understand
"who's in charge."
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Interview [tem

Wiat inpact do supervisor visits have on the inmage of the
unit officer as |eader of the unit?

| Data Table |

Codes Unit Oficers Supervi sors
Detracts 16% 18. 2%
Enhances 64% 72. 7%
G eatly Enhances 20% 9. 1%

Unit officers (84% and supervisors (81.8% perceive the

I npact as enhancing or Tgreatly enhancing the image of the

unit officer as leader of the unit. These perceptions bode

\/\Oﬁll for a strong md-level nanagenent systemin Larimer
unty.

Direct supervision theory posits that nanagenent has a
responsibility to inspect, audit and check out conditions in
the living units. A question was asked in this regard.

Interview Item

Do supervisors nake a point of roving through all sections
of the unit when visiting unit officers?

| Data Table |

Codes Unit Oficers Super vi sor s
Al nost Never 12. 0% 0.0%
Sel dom 52. 0% 55. 6%
Oten 36. 0% 44. 4%
Al nost Al ways 0. 0% 0. 0%

Unit officers 64% and supervisors (55.6% perceive that
supervisors seldom ‘or alnost never nake a point of roving
through all sections of the living wunits. These findings
indicate some deficiency in md-managenent's responsibility
for following up on inportant management control functions.
The admnistration is advised to give this area of
supervision further study to assess whether corrective
action is indicated. The audit data is not conclusive in
this regard. This is particularly true when consideration
is given to a subsequent question.
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Interview Item

Are supervisors accessible and available to unit officers?
Do they nmove around and help out?

| bata Table|

Codes Unit Oficers Super vi sors
Yes 83. 3% 100. 0%
No 16. 7% 0. 0%

Supervisors (1009 and wunit officers (83.3% agree that
supervisors are accessible and available. The%/ do nove
around and help out. Fromthis data set, one mght conclude
that effective supervision is available at the Lariner
County Jail.

This evaluation exam ned managenent functions related to
I nter-system coordination and collaboration.

Interview Item

I's shift-to-shift communication anong staff satisfactory?

 Data Table |

Codes Super vi sors
Yes 81. 8%
No 18. 2%

A very high percentage of supervisors (81.8% perceive
shift-to-shift comunication as being satisfactory. VWhat
about the inplenmentation of policies and procedures?

Interview Item

Do you feel there is consistency of procedures from one
shift to another?

|pata Tablel

Codes Super vi sors
Yes 54. 5%
No 45. 5%
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As can be seen by this data table, about half the
supervisory personnel do not feel that there is consistency

of procedures fromone shift to another. It is significant
that  md-Ievel managers  perceive the  problem of
|ncon5|stenc¥ with respect to the inplenmentation of
procedures trom shirt to shift. A question for higher

admnistration is, how can md-nanagenent staff be brought
to correct their own perception of operational deficiencies?
Adm nistrative intervention is indicated in this regard.

Supervisory/admnistrative staff and support staff were
asked to evaluate the issue of consistency anong |iving
units.

Interview [tem

Do you feel there s consistency of procedures anong the
general living units?

Data Table
Codes Support Staff Supervi sors
Yes 72. 7% 70%
No 27. 3% 30%

Supervisors  (70% and  support staff  (72.7% perceive

consi stency of procedure anong the general living units.
These responses are somewhat confusing in light of the
previous question. One nust infer fromthe data that the

Larimer County Jail tends to operate within the context of
uniform policies and procedures in a general sense, but not
so when one examnes shift-to-shift continuity. Per haps
these data anplify the need for further exam nation of these
| ssues.

Most jails throughout the country are plagued by conflict
between security personnel and support services personnel
Specific questions were asked in this regard.
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Interview |tem

Does nanagenent hel p nake programs and security work well
together by discussing differences in program content-and

schedul ing duri n(f;] joint neetings with support/program staff
and security staff?

rﬁata Table

Codes Uni t Suppor t Super -

Oficers St af f vi sors
Yes 52. 2% 100% 100%
No 47. 8% 0. 0% 0.0%

Supervisors and support staff uniformly perceive this
coordi nation function as occurring 100% of the time. On the
other hand, only about half of ~the unit officers (52.2%
perceive it as occurring. That is, alnost half of the unit
of ficers (47.89 do not perceive nmanagenent as taking this
I nportant coordination role.

It could be that supervisory and support staff are nore
aware of the coordination 7and integration taking place
because they are involved in the neetings--whereas unit
officers are tending to the managenent of their respective
units. Corrective action may or may not be indicated. It
may hel p considerably, however, if a nethod of conmunication
were devised to informunit officers of management's efforts

in attending the inportant function o I ntra-system
coor di nati on.

Wil e sone questions have been raised by the data, .in the
overall, it would appear that Lariner” Count Det ent | on
Center has attended to the importance of effective
supervision in managing this direct supervision jail.
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PRINCI PLE [l11:  COWPETENT STAFF

The difference between theory and practice can often be
measured by the quality of the staff. Corrections as a
social control mechanism has never been strong on either
theory or practice. However, this has not been the case
with respect to direct supervision jails. Generally, policy
makers have recogni zed the i nportance of recruiting,
training and supervising staff. The Larinmer County
Corrections Center has enjoyed the benefits of high quality
and reasonably paid staff. One administrator indicated that
the newer staf menbers enthusiastically endorse direct
supervi sion because they have no other frame of reference.
Moreover, it was reported that senior staff who resisted
direct supervision when the facility opened in 1983 have
thinned out, if not disappeared. Thus, the Larimer County
Detention Center is operating wth highly qualified staff,
capabl e of meeting the creative challenge of direct
supervision jail nanagenent. A nunber of questions were
asked in this audit regarding staff conpetence.

Interview [tem

Overall, do you feel that training provided unit officers
adequately prepares themto nanage a living unit?

[Data Table |

Codes Unit Oficers Supervi sors
Yes 80% 90. 9%
No 20% 9.1%

Wth a high level of agreenment, supervisors and unit
officers believe that unit officers are adequately trained
to manage _Iiving units. The trainin received in this
regard has included a high percentage of:

1. Pri Inci ples and dynamics of direct supervision
jails.

2. I nt erpersonal communi cation skills.

3. Super vi si on net hods.

4. Teamor k.

b. Under st andi ng human behavi or.
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SuEsgzquent to pre-service training, unit officers were
asked:

Interview |Item

Have you ever had specialized in-service training since
being assigned to this jail?

Data Table
Codes Unit Oficers
Yes 76%
No 24%

Three quarters of the wunit officers reported having had
followup in-service training. This represents a very high
percentage of unit officers who, in addition, receive on-
the-job training from m d- managenent staff.

Interview Item

Do you provide on-the-job (coaching) training for your
subor di nat es?

[Data Table]

Codes Super vi sors
Yes 82%
No 18%

Interview Item

How hel pful do you feel this on-the-job training has been to
unit officers?

{Data Tablel

Codes Supervi sors

No Hel p 10%
Little Help 10%
Sone Hel p 50%
Very Hel pf ul 30%

M d-1 evel nmanagers 0}82% do take responsibility for on-the-
0

Lob trai ning and 80 feel that the training provides sone
elp or is very helpful.
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Del egation of decision making authority is one potent
measure of managenent's confidence in unit officers. Two
guestions were asked of unit officers and supervisors in
this regard.

Interview Item

As unit officers, are you involved (or as supervisors, do
you involve wunit officers) in planning, problem solving and.
deci sion making regardi ng t he managenent of inmates both on
and off the housing units®

Data Table
Codes Unit Oficers Supervi sors
Yes 92% 90. 9%
No 8% 9. 1%

SuP_ervi sors (90.9% and unit officers (92% agree that unit
officers are involved in planning, problem solving and
deci sion neking regarding innmate managemnent.

The second question regarding delegation was:

Interview Item

Do you have del egated (or do you del egate) decision naking
authority in the context of broad policy guidelines?

| bata Table |

Codes Unit Oficers Supervi sors
Yes 68% 70%
No 32% 30%

Again, supervisors (709 and unit officers (68% agree that
decision making authority is delegated down to the unit
management | evel . ‘The last two itens reveal a managenent
phil osophy that trains staff, develops staff and del egates
appropriate responsibility and authority to them

TWO i nportant observations were nmde during the data
collection phase that have relevance for staff turnover and

staff norale. Wth respect to staff turnover, the_inequit¥
in salaries between progran support staff and security staf
Is such that good qualified program staff will |eave their
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corrections careers as alternative opportunities present
t henmsel ves. Adj ustments should be considered to conpensate
for the educational qualification of progran support staff
over that of the deputies. In the long run, this could be a
cost beneficial approach to program staff stability.

The reference to norale building is a sinple observation.
The data collection team discovered that program support and
security staff engage in wvolleyball during their |unch
break. =~ This activity has contributed to the quality of
morale in the facility wthout cost to the tax payin

publ i c. No doubt the volleyball also contributes to espri

de corps and teamwrk anong and between staff units.
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PRINCI PLE |V:  SAFETY OF STAFF AND | NVATES

Probably the greatest concern about bein? I ncarcerated or
seeki ng enﬂloynent In a detention facility is persona

safety. The recorded data, interview data and observations
made by the data collection team support the hypothesis that
the Larimer County Jail is a very safe facility. There have
been no hom ci des, no suicides, no mgjor disturbances, no
sexual assaults, and no court-ordered judgments since the
facility opened in Cctober, 1983. There have been only four
aggravated assaults over this sane period and five
contraband weapons have been retrieved by staff (two broken

mop handles and three plastic utensils). This official
record supports the assertion that this is a ver safe
facility tor both staff and inmates. Records of this
standard are not commonpl ace anong conparabl e-sized jails in
this country. Safety derives fromeffective control,
effective supervision, conpetent staff and five other

principles examned in this study.

A nunber of interviewitens specifically addressed the issue
of safety. These are reported bel ow

Interview [tem

How confortabl e are you going any place on the units?

| Data Tablej

Codes Uni t Support Super -

Oficers St af f Vi sors
Vé;¥ Confortabl e 57. 7% 80. 0% 81. 8%
Cont ort abl e. 38. 5% 20. 0% 9.1%
Unconfortabl e 0.0% 0. 0% 0. 0%
Very Unconfortable 3.8% 0. 0% 9.1%

Al of the support/program staff, nost of the supervisory
staff (89.9% and alnmost all of the unit officers (96.2%
feel confortable or very confortable going any place on the
units.

These sane personnel groups were asked a further question to
check out their level of confort when actually working on
the living units.
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Interview |Item

How safe do you feel when you are on the living units?

Data Table
Codes Uni t support Super -
Oficers St af f Vi sors
Very Safe 50. 0% 90. 9% 72. 7%
Somewhat Saf e 42. 3% 9.1% 9.1%
Somewhat Unsafe 3. 8% 0. 0% 9.1%
Very Unsafe 3.8% 0. 0% 9. 1%

SupPort staff  (100%, unit officers (92.3% and supervisory
staff (81.8% feel safe when on the living units. These are
exceedi ngly high percentages which clearly conmmunicate that
the Larinmer County Jail provides a very confortable and safe
envi ronment for personnel to work in. More support staff
(40.9% feel very safe than do unit officers. This finding
may be attributed to the fact that the role of security
staff is to maintain control over the inmates, wher eas
support staff provide services. Perhaps if these control
and Program functions were shared nore equitably among all
staff, the discrepancy would be less with respect to their
| evel of safety felt on the living units.

Supervisory staff were asked to conpare the Larimer Count}/
Ja:cl with others they had worked in regarding the issue o
safety.

Interview |Item

Do you feel this jail is safer for staff than other jails
you have worked in?

[ Data Table |

Codes Super vi sors
Yes 81. 8%
No _ 9.1%
Not Applicable 9.1%

Again, using a conparison test, supervisors (81.8% felt
that the Lariner County Jail was safer for staff than other
jails they had worked in.
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Inmates were asked a compani on question in this regard:

Interview Item

How woul d you conpare living on this unit wth your
experience in other jails?
Data Table

Codes | nmat es
Much Better 43. 2%
Better 36. 2%
The Sane 10. 3%
Wor se 10. 3%

A very substantial 90% of inmates perceive the Lariner

County Jail as being a better or nuch better [iving
experience than other jails.

Staff groups and i nmates were asked a question regarding the
safety of the jail for inmates?

Interview |Item

How safe are living conditions for inmates?

Data Table

Codes Uni t Support Super -
| nmat es Oficers St af f Vi sors

Very Safe 46. 0% 69. 2% 72.7 81. 8%

Somewhat Safe 54.0% 23. 1% 18. 2% 18. 2%

Somewhat Unsafe 0.0% 0.0% 9.1% 0.0%

Very Unsafe 0. 0% 7. 7% 0. 0% 0. 0%

Al of the inmates, all of the supervisory personnel, nost
of the support staff (90.99% and nost of the unit officers
(92.3%9 feel that the Larinmer County Jail provides safe
living conditions for inmates. It would appear that

conditions which ensure safet¥ for staff have an equal
benefit with regard to safety for innates.

Inmates’ sense of safety is influenced by their perception
regarding the safety of personal property.
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Interview Item

How safe is inmate property on this unit?

Data Table
Codes | nmat es Uni t Super -
Oficers Vi sors
Very Safe 23. 4% 42. 3% 54. 5%
Sonewhat Saf e 65. 6% 46. 2% 45. 5%
Sonewhat Unsafe 9. 4% 7. 7% 0. 0%
Very Unsafe 1.6% 3.8% 0. 0%

Inmates (89%, unit officers (88.5% and supervisors (100%
perceive inmate property as being somewhat safe or very
safe. As mght be expected, unit officers and supervisors
perceived the inmate property as being safer than did the
Inmates. No doubt the inmates have first-hand experience in
this regard, but nevertheless, the overall picture is very
positive regarding the safety of inmate property.

One's general sense of safety is influenced by Ilevels of
conflict, fighting and the presence or absence of weapons.
A nunber of questions were asked in this regard.

Interview Item

How often do conflicts (shouting, shoving, pushing) occur
between inmates on the living units?

Data Table
Codes | nnmat es Uni t Super -
Oficers Vi sors
Al nost Never 23.5% 42. 3% 0. 0%
Sel dom 60. 9% 50. 0% 100. 0%
Oten 15. 6% 7. 7% 0.0%
Al nost Al ways 0. 0% 0. 0% 0.0%

Conflicts resulting in shouting, shoving, pushing are rare
occurrences anong inmates. Inmates (84.4%, unit officers
(92.3% and supervisors (1009 perceive these types of
conflicts occurring seldom or al nost never.
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A simlar question was asked about conflicts between inmates
and unit officers.

Interview [tem

How often do conflicts (shouting, shoving, pushing) occur
bet ween i nmates and staff on the units?

Data Table
Codes | nnat es Uni t Super -
Oficers Vi sors
Al nost  Never 60. 9% 76. 9% 72. 7%
Sel dom 35. 9% 19. 2% 27.3%
Oten 3.2% 3.8% 0. 0%
Al nost Al ways 0. 0% 0. 0% 0. 0%

These data indicate even less conflict between inmates and
unit staff. Unit officers (77%, inmates (61% and
supervisors (73% perceive that these conflicts al nost never
occur between inmates and staff.

A distinction was nmade between conflicts and outright
physi cal assaults. Questions with respect to physical
assaults were asked of inmates, unit officers and
supervi sors.

Interview Item

How often do physical fights (assaults) occur between
inmates on the unit?

LData Tablé]

Codes [ nnat es Uni t Super -

Oficers vi sors

Al nost  Never 42. 2% 61. 5% 72. 1%

Sel dom 53. 1% 30. 8% 27. 3%

O ten 4. 7% 7. 7% 0. 0%

Al nost Al ways 0. 0% 0. 0% 0.0%
As one would expect, physical fights were perceived as
occurring even Jess than conflicts. Inmates (95.3%, unit
officers (92.3%9 and supervisors (100% perceived physical
fights occurring seldomor alnost never. Unit officers
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(7.7% perceived fights occurring often. These lEerceptions
may be influenced by behaviors observed in booking or the
intake unit of the jail. The classification procedure woul d
have elimnated the potential for fights occurring often in
general housing units.

Interview Item

How often do physical fights (assaults) occur between
inmates and staff on the units?

Data Table
Codes | nnmat es Uni t Super -
Oficers Vi sors
Al nost Never 84. 4% 80. 8% 63. 6%
Sel dom 14. 1% 11. 5% 36.4%
Oten 1.5% 7. 7% 0. 0%
Al nost Al ways 0. 0% 0. 0% 0. 0%

Again, inmates (84.4% and unit officers ?80. 8% perceive
physical fighting between inmates and staff as occurring

al nost never. Supervi sor perceptions varied by al nost 20%
with 63.6% of them perceiving inmate/officer fighting
occurring alnmost never. It is possible that the supervisors
are involved in the booking and intake areas where fights
are nmore apt to occur. Certainly the perception of the
inmates and unit officers should prevail with respect to the
general  housi ng units wher e t hey live and  work,

respectively.

When safej[}/ and security are threatened, inmates are
inclined--it not driven--to fashion weapons of any kind in
orderdto protect thensel ves. Questions were asked in this
regard.

Interview |ltem

Do you ever feel the need to have a weapon to protect
yourself on the unit?

{ Data Table]

Codes | nmat es
Yes 93. 7%
No 6. 3%
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of confidence,

one can say that inmates

do not feel the need for weapons to protect thenselves.
Interview ltem
Do most inmates around here feel the need for a weapon to
protect thenselves?
Data Table

Codes | nmat es
Yes 96. 6%
No 3. 4%

As can be seen by the data table,
I nmat es perceive that

weapons.

Finally, in

nmany ways,

an even hi gher nunber of

other inmates do not feel the need for

sexual assaults or the fear of them

may represent the greatest safety and security threat to the

I nmat e popul ati on.
regard.

How of t en do sexual

A specific question was asked in this

Interview Item

assaults occur on living units?

Data Table
Codes | nnat es Uni t Super -
Oficers vi sors
Al nost  Never 94. 9% 100% 100%
Sel dom 3. 4% 0.0% 0. 0%
Oten 0. 0% 0. 0% 0.0%
Al nost Al ways 1.7% 0. 0% 0. 0%
Al of the supervisors and unit officers and 95% of the
inmates report that sexual assaults alnmost never occur on
the units. This high | evel of agreement anong three diverse
popul ations adds great credibility to the absence of sexual
assaul ts. I ndeed, the official records indicate that no
sexual assaults have occurred since the facility opened in
Cct ober, 1983.
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Overall, the study findings nmust conclude that the Lariner
County Jail has established an enviable record in managing a
safe and secure facility for staff and innates alike.
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PRINCI PLE V.  MANAGEABLE AND COST EFFECTI VE

The principle of 'manageable and cost effective' is an
I nportant one, particularly when it is known and understood
that jails occupy low status in the program priorities of
local citizens and elected officials. From a construction
erspective as well as an operational point of view, it has
een established that podular direct supervision jails
provi de reduced costs because it has been determ ned that
80%to 90% of the inmate popul ati on does not require the

heavy-duty institutional safeguards  that characterize
tradll tional jails and maxi mum security confi nenent
facilities.

In addition, the architectural options provide for efficient
supervision of a maxi num nunber of offenders at reduced
operational costs. By conparison with many conventional
jails, podular direct supervision jails are less staff-
Intensive. The benefits associated with this architectural/
managenent design have been el aborated upon in Section | of
thi s document.

Reduced vandal i sm cleanliness, sanitation and orderliness
are variables associated wth evaluating nanageable and
cost-effective operations. In addition, anticipating the
fundanmental needs of offenders and providing a w de range of
incentives for self control of the inmate population are
recogni zed as being instrunental in achieving nmanageabl e and
cost effective jails. A nunber of survey questions were
designed to evaluate for the presence or absence of these
institutional requirenments and innate needs.

Interview [tem

Is the living area kept clean?

Data Table
Codes Uni t Suppor t Super -
| nmat es Oficers St af f vi sors
Al nost  Never 1.6% 0. 0% 0.0 0.0%
Sel dom 3.2% 0. 0% 0. 0% 0. 0%
Oten 27. 0% 16. 7% 36. 4% 9.1%
Al nost Always 68.2% 83.3% 63. 6% 90. 9%
Al'l populations surveyed agree that the [livi ng areas are
kept clean often or alnobst always. Inmates (95.2%, unit
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of ficers (100%, support staff (100% and supervisors (100%
support this position. In addition, the data collection
team found the Larimer County jail to be one of the cleanest
direct supervision facilities 1n the country.

| nnat es were asked about cleanliness of their roons.

Interview |Item

Are you required to keep your room clean and orderly?

Data Table
Codes | nmat es
Yes 100%
No 0.0%

Unani nous agreenent exists in the perception of inmates that
they nmust keep their roons clean and orderly. Again, the
data collection team observed inmate rooms at all tines of

the day and evening. They were clean and orderly. And it
was conforting to discover a magazine on the bed or table
because this gave the facility a natural, "lived in"

appear ance.

One would expect mnimal vandalismin a facility that can
pri ded itself on cleanliness. Questions were asked in this
regard.

Interview |tem

How nuch deliberate vandalism damage or witing on the
wal | s happens on the units?

Data Table
Codes | nnmat es Uni t Super -
Oficers Vi sors
None At All 46. 9% 16. 0% 9.1%
Very Little 51. 6% 52. 0% 81. 8%
Quite A Bit 1.5% 32. 0% 9.1%
A G eat Deal 0. 0% 0. 0% 0. 0%

57



Larimer County Detention Center

Inmates (98% and supervisors (919 are in high agreenent

that very [little or no deliberate damage occurs on the
units. O unit officers (68% are in agreenent, but 32%
percei ve deliberate damage occurs quite a bit. |t js not
possible to know what they consider to be deliberate damage

However, their perception would seemto fly in the face of
of ficial records. These reveal that a total of $10,700 has

been spent on inmate vandalism over the past three and one-
hal f years and out of this anmount, $6,989 was spent to

repl ace broken windows. Qher than w ndow danage, the
vandalism repair bill would amunt to sonething |ike $1000
per year. This would seem to be a nodest anount of noney

for a jail of this size.

Oficers and supervisors were asked about the repair of
damage.

Interview [tem

Are repairs made pronptly and graffiti renoved soon after it
appears?

Data Table
Codes Unit Oficers Supervi sors
Yes 96. 0% 100. 0%
No 4. 0% 0. 0%

The data clearly comunicate that repairs are made pronptly
and the facility is maintained at a very high standard of
sanitation and cleanliness.

Programs and services are intended to constructively occupy
Inmate tinme. If they are not provided by the jail staff,
they will be invented by the inmtes at high cost to the
manageabl e and cost effective operation of the facility.

I nterview questions were asked regardi ng prograns and
servi ces.
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Data Table

Codes

Law Li brary
Medi cal
Visiting

Tel ephone
Food Service
Recreation
Conm ssary
Mai |

Comm W St af f
Jai
Educ. / Tech.

Counsel or

Lei sure Read.
Relig./dergy
Al cohol / Drug

G her Inmate
Progr ans

Interview I tem

are the following inmate needs net?

Very Wl Satisfactorily
| nmat es 0] fUinicters Sg{)gfofrt augg;s
85. 7% 100% 100% 100%
75. 0% 100% 100% 100%
56. 8% 100% 100% 100%
92. 0% 100% 100% 100%
72. 8% 100% 92% 100%
86. 9% 96% 96% 100%
60. 3% 100% 93% 100%
79. 6% 100% 100% 100%
75. 0% 100% 100% 100%
83. 4% 96% 90. 9% 100%
93. 2% 96% 100% 100%
95. 0% 100% 100% 100%
90. 3% 100% 100% 100%
95. 0% 92% 100% 100%
94. 8% 100% 100% 100%

Unsatisfactorily Poor |y
Inmates O fUinicters Sg{)g?)frt augg;s
14. 3% 0. 0% 0. 0% 0.0%
25. 0% 0. 0% 0. 0% 0.0%
43. 2% 0. 0% 0. 0% 0.0%
8. 0% 0. 0% 0. 0% 0.0%
27. 2% 0.0% 8. 0% 0. 0%
13. 1% 4. 0% 4. 0% 0. 0%
39. 7% 0. 0% 7.0% 0.0%
20. 4% 0. 0% 0. 0% 0.0%
25. 0% 0. 0% 0.0% 0.0%
11. 6% 4. 0% 9.1% 0. 0%
6. 8% 4. 0% 0.0% 0.0%
5. 0% 0.0% 0. 0% 0.0%
9. 7% 0. 0% 0.0% 0.0%
5. 0% 8. 0% 0.0% 0. 0%
5. 2% 0. 0% 0.0% 0. 0%
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Larinmer County  Corrections Center has an outstanding
reputation as a faullt% rich with inmate progranms and
services. The data in the preceding table indicate they are
either very well or satisfactorily provided as perceived by
support staff, wunit officers and supervisory personnel

The follomﬁn? Programs Annual Statistics for 1986 adds even
more credibility to the perceptual data presented in the

data table.
°Total nunber of programm ng hours offered: 3,303.5
°Total nunber of participants: 24,980
°Total nunber of inmates eligible for

prograns (estimated): 40, 682
®'Percentage of participants: 61%
Hour s Parti ci pants

°Recreation 1142.5 8233

Team sports, exercise 684 6737

Wi ght room 309 438

Arts and crafts 94 415

Games and tournanents 55.5 643

°Li brary 992 8266

Cener al 992 7661

Law - 605

Total library circulation: 27,6952

°Education 636.5 4484

Adult basic ed/ GED 398.5 2782

Q her 238 1702
°Muisi ¢ 266 975
°Al cohol and Drug 117 534
°Rel i gi ous 102 1089
°Speci al 47.5 1399

VCR novi es shown: 32

°C her Information:

Total staff: Four (4) fulltine
Two (2) work study students
Vol unt eer s

Total nunber of volunteer hours: 1712.75
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Advocates of inmate programs assert that prograns are
equivalent to security. A question was asked for the

pur pose of checking practitioner perceptions of this
assertion.

Interview |Item

Do the above prograns contribute to security of t he
facility?

Data Table
Codes Unit OFficers Super vi sors
Yes 88% 100%
No 12% 0. 0%

Supervisors  (100% and wunit officers (88% agree that
prograns contribute to the security of the facility.

Not only do programs contribute to security of the Larinmner
County Jail, but along with the high standards of sanitation
and cleanliness and reduced |evels of vandalism they

provide for the county's low stress, "hassl e-free",
manageabl e and cost effective jail.
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PRINCI PLE VI:  EFFECTI VE COMMUNI CATI ONS

Effective communication is the basis for all constructive
human i nteraction. Est abl i shing effective communication is
extrenely inportant in direct suEervisi on jails because so
much of the process occurs in the public area. Thus when
communi cations are inpared, inmtes as well as staff are
awar e. And given the opportunity, inmates will exploit to
their advantage any and every breach of conmunication they
know about, whether the signals are verbal or non-verbal.
Jails such as the Lariner unty Detention Center operate
best when [lines of communication are open and effective
bet ween and anong staff and inmates, security staff and
support services staff, and up and down the hierarchical
structure. A number of interview itens were included to
eval uate staff and inmate perceptions regardi ng communi -
cation patterns.

Interview Item

Do unit officers nmaintain comunication with all the inmates
on the living units?

Data Table

Codes Uni t Suppor t Super -

Oficers Staff visors

Al nost Never 0. 0% 0.0% 0.0%

Sel dom 0. 0% 0. 0% 0. 0%

Oten 45. 8% 54. 5% 36. 4%

Al nost Al ways 54. 2% 45. 5% 63. 6%
Almost  uniformy, unit officers,  support staff and
supervisory personnel agree that unit officers mintain
comunication with all rnmates on the wunit. An inportant

followon question was asked to assess at |east one benefit
of open conmuni cati on.

Interview Item

Do officers pick up information useful in managing their
units as a result of routine comunication with inmtes?
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Data Table]

Codes Unit Oficers Super vi sors
Al nost  Never 0. 0% 0. 0%
Sel dom 0. 0% 0. 0%
Oten 0. 0% 54. 5%
Al nost Al ways 100% 45. 5%

Unit officers and supervisors agree that the officer/inmte
communi cation process is effective as a neans of obtaining
useful managenment information.

A further neasure of inmate/officer comunication was asked
of inmates, support staff and supervisors.

Interview Item

Do inmates appear to feel ~confortable talking to unit
of ficers?

Data Table
Codes Support Super -
| nmat es St af f Vi sors
Al nost Never 4. 9% 0.0% 0.0%
Sel dom 24. 6% 9.1% 0. 0%
Oten 37. 7% 54. 5% 72. 7%
Al nost Al ways 32. 8% 36. 4% 27. 3%

Supervi sory. personnel (100%9 and support staff (91% agree
that inmates always or often feel ~confortable talking to
unit officers. As mght be expected, the percentage of
inmates (70.5% was not nearly as high. This is not
surpri sing. In fact, it is a tribute to unit officers that
such a high percentage of inmates are always or often
confortable speaking wth them This finding takes on even
greater significance when we evaluate the inmate culture in
traditional jails where talking with staff is alnost a
tﬁboo--fufnl ess the inmate is engaged in "running a ganme" on
the staff.

An interview item was included in the inmte survey

instrument to further check out innmate/officer communica-
tion:
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Interview [tem

Do you feel confortable approaching the unit officers for
information or assistance?

Data Table
Codes | nmat es
Al nost Al ways 38. 1%
Oten 31. 7%
Sel dom 25. 4%
Al nost  Never 4. 8%
| nmat e responses (69.8% to this question are virtually the
sanme as they were to the previous question confirmng that a
very hi gh per cent age of I nmat es feel confortabl e

communi cating with unit officers.

Interview itens were included in the survey questionnaire to
check on relationships between wunit officers and support

staff. The assunption was nade that if support services
were provided and received in nutually supportive ways, then
inall |ikelihood, the commnication process between these

staff units would be effective.

Interview Item

For the follow ng support services, do the support services
staff provide their resources in ways that conplenent the
unit officers' ability -to nanage inmate behavi or?

Data Table

- Al nost

Al ways Oten Never Sel dom

Uni t Super - Uni t Super -

Codes Oficers vi sors Oficers vi sors
Law Library 96% 90% 4% 10%
Medi cal 100% 100% 0% 0%
Visiting 100% 90% 0% 10%
Food Service 80% 90% 20% 10%
Recreati on 96% 40% 4% 60%
Conmmi ssary 84% 40% 16% 60%
MAi | 96% 90% 4% 10%
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A very high percentage (84% - 100% agree that support
services are provided in ways that conplenent the unit
officers' ability to manage innmate behavior. Supervi sors
(60% felt that recreation and comm ssary services were
sel dom or al nost never provided in ways that support the
unit officers' managenent of innate behavior. This data
finding appears erroneous in the light of all other data
included in this study. It is possibly a m sunderstanding
of the question or an anomaly in the data processing
system In any event, it does bear investigation by
admnistrative staff because if the data is accurate,
corrective action would be indicated.

Basically the principle of effective comunication is in
excellent health at the Larimer County Detention Center.
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PRINCI PLE VI1:  CLASSI FI CATION AND ORI ENTATI ON

Cassification is an essential procedure used in direct
supervision jails to identify inmtes capable of living in

general living wunits as opposed to those who, for their own
protection or the protection of others, need higher |evels
of custodial care. The Larinmer County Detention Center
appears to have an effective inmate classification system
In part, this finding was verified by the N C data
collection team in that during the data collection week,
Inmates on living units appeared to be functioning in a
reasonabl e, rational manner. Oientation pertains to a

structured process whereby innates are provided infornation
regarding rules and regul ations to guide their behavior when
they are classified for assignment to general living units.

A nunber of interview questions were included in the

interview survey to check for the presence or absence of
classification and orientation procedures.

Interview Item

Do unit officers receive adequate classification informtion
about inmates assigned to thenf

Data Table
Codes Super vi sors
Yes 90. 9%
No 9.1%

Supervi sory personnel  (90.9% believe that unit officers
receive adequate classification information about innates.

Interview Item

Do unit officers receive adequate information that inmates
need (court dates, bond procedures, schedules, etc.)?

|Data Table

Codes Supervi sors
Yes 100%
No 0. 0%

Unit officers do receive information inmates need as
perceived by supervisory personnel.
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Interview |Item

Are there satisfactory procedures for reclassifying inmtes
who cannot follow the rules and regul ati ons about the unit?

Data Table _
T Codes Supervi sors
Yes 100%
No 0. 0%

Supervisors (1009 agree that an inmate reclassification
systemis in place and working well.

The Larinmer County Detention Center's classification and
reclassification procedure appears to be working in a highly
satisfactory nmanner. ~Addi tional questions were asked
regarding inmate orientation procedures.

Interview ltem

Do inmates receive adequate orientation prior to being
assigned to housing units?

Data Table
Codes Uni t Suppor t Super -
Oficers St af f Vi sors
Yes 100% 89% 100%
No 0% 11% 0%

Unit officers, supervisors and support staff agree that
i nmates receive adequate orientation prior to being assigned
to general housing unit.

Inmates were asked related questions.

Interview Item

Have you been told about the rules and regul ations you must
follow on this unit?
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Data Table
Codes | nmat es
Yes 98. 4%
No 1. 6%

Inmates agree wth Larimer County Jail staff that they have
been told about rules and regul ations.

Interview Item

Are the rules and regulations posted in this wunit or
distributed in some way”

Data Table
T Codes | nnat es
Yes 93. 8%
No 6. 3%
Adding to the orientation process, inmate rules and

regul ations are posted and available for review on an 'as
needed' basis.

A test of the quality of the classification and orientation
systens was made with the followng interview item

Interview |Item

Do inmates treat you in a respectful manner?

Data Table
Codes Uni t Suppor t Super -
Officers St af f vi sors
Yes 96% 90. 9% 100%
No 4% 9.1% 0%

Supervisors (100%, unit officers (96% and support staff
(90.99% agree that innmates treat them in a respectful
nanner . This very high level of agreenent adds credence to
the quality and effectiveness of the classification system
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Ina related item inmates were asked about the quality of
treatment they receive fromunit officers.

Interview Item

Do you feel that the officers treat you in a respectful
manner ?

Data Table
Codes | nmat es
Yes 78. 6%
No 21. 4%

Alnost 80% of the inmates feel they are treated in a
respectful manner by unit officers.

The cunul ative data in this study supports the hyTpot hesi s
that the Larinmer County Detention Center has an effective
classification and orientation procedure in place and
working in an efficient manner.

69



Larimer County Detention Center

PRINCI PLE VI11: JUST AND FAIR

Justice and fairness for inmates held in detention is sinply
taken for granted by the commnity at large. The public,
while hostile or indifferent toward jails and jail inmates,
neverthel ess expect that inmates will be treated justly and
fairly and in accordance with provisions of law Justice
and fairness were evaluated in the context of disciplinary

procedures, grievance procedures and direct questions
regarding the fair treatnment of innmates.

A review of official records indicates that effective and
responsi ve disciplinary and admnistrative remedy procedures
are in place. In addition, a reasonable nonitoring system
has been established to ensure equitable and consistent
treatment of. all cases.

Staff and i nmates were asked about procedures that influence
one's sense of justice and fairness.

Interview [tem

Do you feel you have an adequate disciplinary systenf

Data Table
Codes Uni t Super -
Oficers Vi sors
Yes 88% 100%
No 12% 0%

Supervisors (1009 and unit officers (88% agree that an
adequate disciplinary systemis in place. Di sci plinary
systens are de5|%ned_to help facilitate inmate nanagenent.
A question was asked in this regard.

Interview [tem

Does the disciplinary system contribute positively to the
unit officers' mnagenment of the unit?
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Data Table
Codes Uni t Super -
Oficers vi sors
Yes 92% 100%
No 8% 0%
Supervisors and unit officers believe the disciplinary
system contributes positively to the wunit officers'

managenent of the units.

Interview Item

Do inmates have a fair and inpartial

grievance procedure?

Data Table
Codes Uni t Super -
Oficers Vi sors
Yes 100% 100%
No 0% 0%

Supervisors and unit officers unani nously agree that innates

have a fair and inpartial grievance
-officers and supervisors think that
fair hearing?

But do unit
they have a

_procedure.
i nmates feel

Interview Item

Do inmates feel they will have a fair hearing?
Data Tabl e _ _
Codes Unit OFficers
Yes 65. 2%
No 34. 8%
Unit officers are not as certain that inmates would feel
they have a fair hearing. Only 65.2% think that inmates
woul d feel this way.
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Inmates were asked a direct question that is perhaps nore
pertinent than any other in evaluating the issue of justice

and fairness:

Interview [tem

Do you feel you are treated fairly by the unit officers?

Data Table
Codes | nmat es
Yes 80. 7%
No 19. 3%

I nmat es surveyed responded (81% that they believed they are
treated fairly by unit officers. Since anonynmty was
assured when the data were collected, there appearsS to be no
reason to doubt this strongly positive innate response.

The findings gathered in this section of the study/audit
lead to a strong positive assertion that the principle of
justice and fairness is firmy established in practice at

the Larimer County Detention Center.
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PODULAR DI RECT SUPERVI SI ON:
AN | NNOVATI ON WHOSE TI ME HAS COVE

The innovation of direct supervision jails is found in the
creative integration of podular architectural design wth
advanced nanagenent practice which establishes staff control
of the safety, security, and services for inmates' i n
confi nenent . The architectural design was pioneered by the
U S. Bureau of Prisons during the '60s en they built
Metropolitan Correctional Centers (federal jails) in New
York, Chicago and San Diego. The nanagenent philosophy also
came from the Bureau's unit managenent apProach. Thi's
managenent philosophy was first articulated for local jails
by W Ray _Nelson in his conceptualization of eight
managenent principle and dynamics (see N C publication,
Direct Supervision Mdel ? Now, podul ar direct supervision
as a Joint architectural /managenment phi | osophy has been
tested in a nunber of jurisdictions throughout the country.

The experience of the Bureau of Prisons and other direct
supervision jails has been both efficient and effective for
staff and inmates alike. However, until the National
Institute of Corrections Jail Division initiated the
study/audit of the Manhattan House of Detention (The Tonbs)
in June, 1985 and the Pinma County Detention Center in
Cct ober, 1986, there was little by way of independent data
to support this emerging theory o direct supervision--a
systematic set of principles and concepts which help explain
the reality which undergirds this nmanagement innovation.
Now the Jail Division has added the Lariner County Detention

Center as a direct supervision jail which has been
scrutinized by the same study/audit procedures used in
Manhattan and Pima County. Performance outcome measures

taken from Larinmer County Detention Center between Cctober
1983 and February 1987 reinforce the Manhattan and Pinma
County experiences in loudly proclaimng the power of
odular direct supervision as a practical emerging theory
or contenporary jail managenent.

The Lariner County Detention Center indicators favoring this
assertion include:

Nunber of hom ci des 0
Nunber of sexual assaults 0
Nunber of suicides 0
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Nunmber of assaults 4

Nunber of contraband weapons 5
(2 broken nop handl es;
3 small plastic utensils)

Nurmber of di sturbances 0
Nurmber of court-ordered
judgement s 0
Costs associated with inmate
vandal i sm $10, 700. 00
Not e: $6, 989 of the vandalism costs was for

br oken w ndows.

Like Pima County and the Munhattan House of Detention, this

virtually "hassle-free" jail is nothing less than a
Sheriff's pride and an admnistrator's dream

The study/audit design sought to test the theory of direct
supervision by evaluating the degree to which the eight
principles are present as the managenent system (theory) for

this facility. Architectural ly, the Lariner County
Det ention Center was originally designed for remote
super vi si on. Thus, a control center, converted to an
officer's work space, serves as a vantage point to observe
two adj oi ni ng Iivinﬂ units.  The design also provides for
hardware and furnishings designed for remote surveillance

jails. These fixtures do not seem to have dimnished in any

way the _capacitr_for this jail to operate as a direct
supervision facility.

Some cautions concern mght be registered regarding the data
collection team s observation that the unit officers tend to
spend a great deal of time in their work stations rather
than in the living wunits. Yet it must be stated that they
aﬁpear to function well from this vantage point--controlling
the 1nmate novement to other areas of the facility,
answering the telephone and generally managing the inmates

fromthis work station. From our rather limted
observations, they seemto mnage the living units quite
well from this station, sonewhat renmote from the [iving
units.

Qur findings regardin% the eight principles and dynancs
strongly inply that the Larinmer County Detention Center is
indeed operating in an efficient and effective manner. Al
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of the data support the assertion that the officers are in
total control of the facility.

Effective supervision b% managenent staff assists wunit
officers in performng their direct supervision function.
Wiile nodifications and inprovenments in the supervision
systemare suggested in the-'m ssed opportunities' section
of the Executive Summary of this docunent, overal | t he
n?Pagenent system provides excellent supervision of wunit

of ficers.-

The Center can be proud of its highly qualified and
conpetent staff who are outstanding in their performance
ensuring the safety of staff and 1nmates alike. The open
communi cation between and anong staff and between staff and
inmates facilitates the overall nanagenent of the jail

Wth regard to comunication, it is revealing that nmutua

respect is shared by staff and inmates. This is expected in
direct supervision jails and no doubt contributes to the |ow
level of tension in the facility. For the comunity and
policy makers, this is an inportant finding because, after
all, the staff do nore tinme day-by-day over the years than
do any of the innmates in their care.

Al of the principles contribute to good managenent and are
hi ghly interdependent. Not the least of these is the just
and fair handling of the inmate population. Presidential
Comm ssions studying violence in our society have surfaced
in every event a strong feeling by the participants that
they had been treated unfairly. The nmanagenent phil osophy
of direct supervision-jails is structured so as to ensure
justice and fairness in the handling of the inmates. The
Larimer County Jail has met the standards of this principle
with high regard for the rights of incarcerated inmates.

In sumary, all of the principles wundergirding direct
supervision jails are basically intact at the Larimer County
Detention Center. Wiere deficiencies occur, they do not
seemto have substantially dimnished the quality of life
for staff or inmates who are "doing tinme" together.

For the NIC Jail Division, it is reassuring to discover that
Larinmer County has matched the outstanding erf or mance
discovered in the audits of the Manhattan House of Detention
and the Pima County Detention Center. These conparabl e
studi es of denographically and geographically divergent jail
settings should challenge County Conm ssioners, Sheriffs,
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Jail Adninistrator and others planning new institutions to
consider direct supervision as an innovation whose time has

come and as a primary prospect for jail systens that have
| ong been out of service.
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0= I'n Operation
P - Pl anning Phase

NORTHEAST REG ON
Ant hony Pel | i cane, D rector, Depart nent of Corrections,

M dd| esex County Detention Center, P.O Box 266, New
Brunsw ck, NJ, 08903 [O0]

J. Patrick Gallagher, Superintendent, Erie County Correctional
Facility, P.O Box X, Alden, NY, 14004 [O0]

Sam Saxton, Director, Prince Georges County Detention Center,
5310 Douglas, Upper Marlboro, M, 20772 [0]

Larry Lezza, Jail Superintendent, Lake County Jail, 10 North
County Street, Waukegan, IL, 60085 [P]

Edgar Wheel er, Sheriff, Aroostook County Jail, P.O Box 803,
Houl ton, ME, 04730 [P]

Gary Billy, Sheriff, Licking County Jail, 46 South 3rd Street,
Newar k, OH, 43055 [P]

Sat . Donal d Erdnman, Mar at hon County Jail, P.QO Box 1706,
usau, W, 54401 [P]

Arthur M Wall enstein, Director, Bucks County Prison, 1730
Sout h Easton Road, Daylestown, PA, 18901 [(

Lt . Ri chard Cox, M Iwaukee County Jail, 821 West State Street,
M | waukee, W, 53223 [P]

Janice Wite, Director, Manhattan House of Detention, 125
Wiite Street, New York, NY, 10013 [

Director, New York Metropolitan Correctional Center, 150 Park
Row, New York, NY, 10007 [Q

Warden O C. JentKkins, Metropolitan Correctional Center, 71
West Van Buren Streen, Chicago, |IL, 60605 [0]

James M Ferels, Director of Inmate Services, 917 Beach
Street, Flint, M, 48502 [P]

Sheriff Dave Troutnman, Summ t County, 53 E.  Center Street,
Akron, OH, 44308 [PF]

List conmpiled from draft of Proceedings of First Annual Synposium on Direct
Supervision Jails, conducted by the NIC Jail Center, May 1, 1986.
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SQUTHEAST REG ON

Cal. David M Parrish, Hllsborough County Jail, 1301 Morgan,
Tanmpa, FL, 33602 [F]

Cap. Kevin H ckey, Dade County  Corrections _and Rehab
Departnment, 1500 NW 12th Avenue, Mam, FL, 33136 [P]

Major Carl Richards, Cuildford Count Jail, 401 W Sycanore
Street, G eensborough, NC, 27402 [P] y y

Sheriff Jim Dunning, A exandria Gty Jail, Alexandria, VA [0]
L. R Putnam Warden, Metropolitan Correctional Center, Mam,
FL, 33177, [O

NORTHWEST REGQ ON

Cap. Joseph Colden, Miltnonmah Count Jail, 1120 SW Third
Avenue, Room 316, Portland, OR 97204 FO] o

Don Manning, Jail  Adnjnistrator, Spokane t i
1100 lvallengAvenue, Spokane, WA, 99260 [O] County Jail, \est

WIlliamB. Harper, Corrections_ Director, Snohom
Jail, County CouPthouse Conpl ex, Everett, WA 9%?2(511”?8{1 County

Captain Alen Mnish, Larinmer Count Jail, 200 West
Street, Fort Collins, 0O 80522 [o] Y st Gak

Phillip Briggs, Assistant Superintendent, Cook Inlet Detention
Center, P.0. Box 103155, Anchorage, AK, 99510 [(

Lr. ~ Rickard Ross, Jail Administrator, Yellowstone County
Sheriff's Detention Facility, P.O Box 35017, Billi ngs, M,
59107 [P]

SQUTHWEST REG ON

Paul  Bail ey, Director, Bexar unt Jai | 21 .
Street, San Antonio, TX 78205, [F%O y ! 8 S. Laredo

Gordan Yach, Jail Adnministrator, ark County Jail, 220 South
3rd Street, Las Vegas, Nv, 89155, [&I y

Major Russell Davis, Pima County Detention Center, Corrections
Bureau, P.QO Box 910, Tucson, AZ 85702 [(

Gary Hennman, Warden, I\/etro?olitan Correctional Center, 8901 S.
W/ ot Road, Tucson, AZ, 85706 [(
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Larry R Ard, Chief Deputy, Contra Costa Main Detention
Facility, 1000 Ward Street, Martinez, CA 94553, [0]

Paul MlIntosh, Solano County, Capital Project Ofice, 621
M ssouri Street, Fairfield, CA 94553 [P]

Jim Husset, Transition Coordinator, Sonoma County Sheriff's
Departnent, 600 Adm nistration Drive, Santa Rosa, CA, 95401

[Pl

Lt. Frank CGontheir, Santa Cara County Jail, 180 West Hedding
Street, San Jose, CA, 95115-0020, [PF]

Earl Hndman, Jail Director, Shaunee County Jail, 200 East
7th, Topeka, KS, 66603 [P]

Al Kanahel e, ~Warden, San Diego Metropolitan Correctional
Center, 808 Union Street, San Diego, CA 92101 [0]

Ken  Arnold, Admnistrator, Sedgwi ck  County Jail, County
Admnistrator's Ofice, 525 North Main, Wchita, KS, 67203,

[P

Sgt. Mke Kramer, Washoe County Detention Facility, P.Q Box
2915, Reno, NV, 89505, [F]

Steve Keeter, San Joaquin County, 222 E. Wber Avenue, Room
675, Stockton, CA, 95202 [F]

Lt. Larry Justus, Yolo County Jail, P.O Box 179, Wodl and,
CA, 95695 [P

Kent, Washington Police Departnent Jail
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SUPERVI SORS/ ADM NI STRATORS | NTERVI EW SCHEDULE

| NSTRUCTI ONS:

Pl ease answer all the questions fromthe
perspective of your role as an adm nistrator
or supervisor of officers in control
of housing units at this
detention facility.

e Data Questions

1. How much control do you feel unit officers have over all areas in the
housi ng unit?
Al nost none Very Quite Al nost conpl ete
at all _ little._ abit _ control _
2. How confortable are you going any place on the units?
Very Ver
unconfortabl e Unconfortabl e Confortable . contortable .
3. Can unit officers maintain good visual surveillance over all areas of
the living units?
Yes . No -
4. If "no" to #3, what are your problem areas and how do you conpensate?
5. In general, do you think the inmates perceive the unit officers as,
being in charge of the living units?
Al nost Al nost
never _ Sel dom Of ten- al ways -
6. From your observation, do you find that officers tend to spend too

much of their time where they keep their records and papers, etc? In
fact, is it their center of operation on the unit?

Yes No



10.

11.

12.

13.

14,
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(a) Do inmates challenge the |eadership of

to subvert their authority?
Al nost
never _ Sel dom Oten .

(b) Are they successful when they do so?

Al most

never _ Sel dom Often-,
Are there adequate neans available for
with chal | enges when they do occur?

Yes . No _

If "no" to #8, please descri be:

How often do you visit the living units?

Average nunber of tinmes per week:

Do you feel this is a sufficient nunber

Yes . No -

Do you feel you are able to provide

gui dance and direction they need?

Al nost

never _ Sel dom. Oten .

What i < _ _
the unit officer as a |eader of the unit?
Geatly

detracts- Detracts . Enhances-
How nuch tinme are unit officers able to
sections of the unit?

None Very little _ Sone

officers to deal

unit officers and attem

Al nost
al ways-

Al nost
al ways .

effectively

of tines?

unit staff with the coaching,

Al nost
al ways-

I's your perception of the inpact your visits have on the inage of

Geatly

enhances-

spend roving through all
A great deal .



15.

16.

17.

18.

19.

20.

21,
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If "none" or "very little", please explain:

Wien you visit corrections officers, do you make a point of roving
through all sections of the unit with thent

Al nost Al nost
never - Sel dom Of ten- al ways-

Have you received formal training in any of the follow ng areas?.
Pl ease check where appropriate.

a. Principles and dynam cs of direct supervision jails -
b. I nt erpersonal comunication skills -
C. Super vi si on net hodol ogy and techni ques _—
d Teamwor k trai ni ng _

e. Under st andi ng human behavi or

f. O her (please specify)

Do you provide on-the-job (coaching) training for your inmmediate
subor di nat es?

Yes . N o

If "yes" to #18, please indicate how you do this and list the subject
areas you typically cover

How hel pful do Xou feel this on-the-job (coaching) training has been
to unit officers”

No help - Little help- Some help Very hel pful -

In general, how safe do you feel when you are on the living units?

Very Somewhat Somewhat Very
safe _ safe . unsafe . unsafe _



22.

23.

24,

25,

26.

27,

28.

29.
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Do you feel this jail is safer for staff than other jails you have
wor ked in?
Yes . No - Never worked in another jail-

How safe do you feel the living conditions are for inmates?

Very Somewhat Somewhat V e r vy
safe _ safe _ unsafe . unsafe _

How safe is inmate property on the unit?

Very Sonmewhat Sonewhat Very

safe - safe . unsafe _ unsaf e

How often do conflicts (shouting, shoving, pushing, etc.) occur
between inmates on the units?

Al nost Al nost
never - Sel dom _ Oten al ways
How often do conflicts (shouting, shoving, pushing, etc.) occur
between inmates and staff on the units?

Al nost Al nost
never _ Sel dom _ Oten . al ways _
How often do physical fights. (assaults or bordering on assaults) occur
bet ween inmates on the units?

Al nost Al nost
never _ Sel dom _ Oten . al ways .
How often do physical fights (assaults or bordering on assaults) occur
between inmates and staff on the units?

Al nost Al nost
never . Sel dom - Oten - al ways

Do inmates generally treat unit officers and support staff in a
respectful manner?

Yes No _



30.

31.

32.

33.

34.

35.

36.

37.

38.
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Do inmates generally treat you in a respectful manner?

Yes No

Are you frequently asked ?uestions by inmates that shoul d/could have
been answered by housing officers?

Yes . No -

If "yes" to #31, please give exanples.

Do g/ou provide inmates with services and/or answers to their personal
problens that unit officers cannot provide?

Al nost Al nost
never . Sel dom Often- al ways -

How often do inmates break nmajor rules on the units?

Al nost _ Al nost
never _ Sel dom. Occasi onal | y- al ways -

How often do sexual assaults occur on the living units?

Al nost _ Al
never Sonet i nes- Often- the tine-

Are weapons found during shakedowns?

Yes . No _

If "yes" to #36, how often per year...and...what kinds of weapons?

How much deliberate vandalism damage or witing on the walls happens
on the units?

None at all _ Very little- Quite a bit _ Very much -



39.

40.

41.

42.

43.

44,

45.

46.
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Are repairs made pronptly and graffiti renoved soon after it appears
Yes . No -

Are the living areas on the units kept clean?

Al nost Al nost

never _ Sel dom_ Oten. al ways _

Do your officers maintain communication with all of the inmates on the
|

iving units?
Al nost Al nost
never _ Sel dom. Of ten- al ways-

Do your officers pick up information useful in managing their units as
a result of routine comunication with the inmates?

Al nost Al nost
never _ Sel dom. Oten . al ways-

Pl ease give exanples of information obtained.

Do inmates appear to feel confortable talking to unit officers?

Al nost Al nost
never _ Sel dom. Of ten- al ways-
Overall, do you feel that training grovi ded unit officers adequately

prepares themto manage a living unit

Yes _ No -

Do inmates receive adequate orientation prior to being assigned to
housing units?

Yes _ No _



V

47.  How well are the follow ng inmate needs net?

Law Library

Medi cal

siting

Tel ephone

Food Services

Recreati on

Conmi ssary

Mai |

Communi cation with staff
Jai | counsel or prograns
Educat i on/teacher prograns
Leisure reading library
Rel i gi ous prograns/clergy
Al cohol / drug prograns

QG her inmate prograns

Ver
wel

Larimer County Detention Center

Sati sfac-
torily

Unsat i sf ac-
torily

Poor |y

48. Do the above progranms contribute to the security of the facility?

Yes No

49. If "no" to #48, indicate which do not and why.
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50. For the follow ng support services, do the support caryices sta

provide their resources in s_that \ .
ability to manage inmate behavi X conpl ement the unit officer

Al nost Al nost
never Sel dom Oten al ways
Law |ibrary
Medi cal
Visiting
Tel ephone
Food Services
Recreation
Conm ssary
Mai |

51. For the follown rograns,
resources in V\aysgt h%t gcorrpl errent tthe umptrog ?|mcerst at| abi |p|rt°;>’ 98 m&H&b%
I nmat e behavi or ?

Al nost Al nost
never Sel dom Oten al ways

Counsel i ng prograns

Educati on/teacher prograns
Rel i gi ous prograns/clergy
Drug/ al cohol prograns
Leisure reading library

QG her inmate prograns
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52. Do unit officers facilitate the ability of support services personne
to provide the follow ng services to inmates?

Al nost Al nost

never Sel dom Oten al ways
Law library
Medi cal
Visiting
Tel ephone
Food Services
Recreation
Conm ssary
Mai |

53. Do unit officers facilitate the ability of progranms personnel to
provide the follow ng services to innmates?

Al nost Al nost
never Sel dom Oten al ways
Counsel ing prograns
Educati on/teacher prograns
Rel i gi ous prograns/clergy
Drug/ al cohol prograns
Leisure reading library

QG her inmate prograns

54. Do unit officers receive adequate classification information about
I nmat es assigned to thenf

Yes . No -



55.

56.

57.

58.

59.

60.

61.

62.

63.
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Do unit officers receive adequate information that inmates need (cou
dates, bond procedures program schedules, etc.)?

Yes _ No _

If "no" to #55, please explain.

Do you provide an adequate disciplinary systen?
Yes No

Does the disciplinary system contribute positively to the unit
officers' managenent of the unit?
Yes - No -

[f "no" to #58, why not?

Do inmates have a fair and inpartial grievance procedure?

Yes _ No

Are there satisfactory procedures for reclassifying inmates who cannot
follow the rules and regulations about the unit?

Yes . No -

|f a fire broke out inthis jail, howlikely is it that snoke and/or
flanmes could cause injury?

Very Somewhat Sonewhat Very

unli kel y- unli kel y- i kel y- i kel y-

Do you believe that shift-to-shift communication anong staff on a
living unit is satisfactory?

Yes . No -

10



64.

65.

66.

67.

68.

69.

70.

71.
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If "no" to #63, please give exanples.

Do you feel there is consistency of procedures from one shift to
anot her ?

Yes - No-
[f "no" to #65, what are the problens?

Do you feel there is consistency of procedures anong the general
iving units?
Yes - No -

If "no" to #67, what are the probl ens?

Do you involve unit officers in planning, problenlsolvinP and deci sion
naklng regardi ng the managenent of inmates both on and off the housing
units’

Yes . No
Do you heup make prograns and security work well together p
discussing differences in program content and scheduling in joint

nmeetings with program and security staff?

Yes - No -

Do you delegate decision making authority in the context of broad
pol1cy quidelines?

Yes . No -

11



12,

73.

74.

75.

Larimer County Detention Center
Are you accessible and available to corrections officers? Doyou nove
around and help out?
Yes- No -
Do you understand the benefits of ProgreSSIVe enpl oyee remards and
discipline as tools for managing staff growth and devel opnent?

Yes No -

V%a% glngle thing would nost inprove the operation in the housing
units?

What single thing would nost inprove the overall operation of this
direct supervision jail?

12
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UNI T OFFI CERS | NTERVI EW SCHEDULE

| NSTRUCTI ONS:
Pl ease answer all the questions fromthe
perspective of your role as a unit officer
in control of housing units at this
detention facility.
Data Questions

As a unit Oficer, how mich control do you have over all areas in this
housing unit?

Al nost none Very Cpl e Al nost conpl ete
at all . little - bit - contr ol

How confortable are you going any place on the units?
Very Very
unconfortable _ Unconfortable . Confortable . confortable .

Can you maintain good visual surveillance over all areas of the living
units?

Yes _ No .

If "no" to #3, what are your problem areas and how do you conpensate?

Do you think the inmates perceive the you as being in charge of the

living unit?
Al nost Al nost
never _ Sel dom _ Oten . al ways

Do your assignments require that you spend the majority of your time
at your duty station?

a. Yes . No -

b. [f "yes" to #6, why?



10.

11.

12.

13.

14.

Larimer County Detention Center
Do inmates challenge your |eadership or attenpt to subvert your
authority?

Al nost Al nost
never - Sel dom Often- al ways -

Are they successful when they do so?

Al nost' Al nost

never - Sel dom Often- al ways-

Are there adequate neans available for you to deal effectively with
chal l enges to your authority when they do occur?

Yes No -

Pl ease explain

How often (average nunber of tinmes per week) do the follow ng persons
come through your unit?
Maj or ___ Captain ____ Li eut enant - Sergeant -

Is this sufficient?
Yes . No -

If "no" to #11, what would be nore appropriate and why?

Do you feel that you get adequate coaching, guidance and direction
from your supervisory staff?

Al nost Al nost
never - Sel dom Of ten- al ways -

| f “al nost never" or. "seldont, describe the deficiencies.



15.

16.

17.

18.

19.

20.

21,

Larimer County Detention Center

Wiat inpact do their visits have on your inmage as the |eader of the

unit?
Geatly Geatly
detracts- Detract s- Enhances- enhances-

How nuch time are you able to spend roving through all sections of the

unit?

Al nost

None- Very little- Some- A great deal -

[f "alnmost none” -or 'very little", please explain why not:

Have you received formal training in any of the followng
Pl ease check where appropriate.

a. Principles and dynamics of direct supervision jails _
b. I nterpersonal conmunication skills _
C. Supervi si on net hodol ogy and techni ques _
d. Teamwor k training

e. Under st andi ng human behavi or

f. Q her (please specify)

areas?

Have you ever had specialized in-service training since being assigned

to this jail?
Yes _ No _

rai
hi s

— —

i
to manage a ' ] al

Overall, do ypq feel the
iving unit i
(0]

Yes _ N° -

If "no" to #20, what subjects are m ssing?

a n_nglxou have received has prepared you



22.

23.

24,

25.

26.

27.

28.

29.

Larinmer County Detention Center

In general, how safe do you feel when you are on this unit?
Very Sonewhat Sonewhat Very
safe. safe._ unsafe . unsaf e-
How safe to you feel this unit is for innates?

Ver Somewhat Somewhat Very
saf e- safe - unsafe _ unsaf e-

How safe is inmate property on the unit?

Very Somewhat Somewhat Very

safe _ safe _ unsafe _ unsaf e _

How often do conflicts (shouting, shoving, pushing, etc.) occur
between inmates on the units?

Al nost Al nost
never _ Sel dom . Oten. al ways -

How often do conflicts (shouting,  shoving, pushing, etc.) occur
between inmates and staff on the units?

Al nost Al nost
never . Sel dom _ Of t en- al ways,

How often do physical fights (assaults or bordering on assaults) occur
between innmates on the units?

Al nost Al nost
never _ Sel dom . Oft en- al ways-
How often do physical fights (assaults or bordering on assaults) occur
between innmates and staff on the units?

Al nost Al nost
never _ Sel dom _ Often- al ways-

Do inmates generally treat you in a respectful manner?

Yes _ No .



30.

31.

32.

33.

34.

35.

36.

37.

38.

Larimer County Detention Center

How often do inmates break major rules on the units?

Al nost _ Al nost
never . Sel dom Cccasional ly - al ways -

How often do sexual assaults occur on the living units?

Al nost _ Al l
never Sonet i nes . Oten. the time.

Do you uncover weapons during shakedowns?

Yes _ No -

If "yes" to #32, what kinds of weapons?

How nmuch deliberate vandalism damage or witing on the walls happens
on the units?

None at all - Very little. Some- Quite a lot-
Are repairs made pronptly and graffiti renoved soon after it appears?
Yes . No -

Is the living area on this unit kept clean?

Al nost Al nost

never - Sel dom Of ten- al ways,

Are inmates generally cooperative in keeping their roons clean?

Yes _ No -

Do.yog maintain comunication wth all of the inmates on the living
uni ts?

Al nost Al nost

never _ Sel dom Of ten- al ways,
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39. Do you pick up information useful in managing your unit as a result -
routine conmunication with the i nmates?

Yes . No

40. Please give exanples of information obtained.

41. Do inmates receive adequate orientation prior to being assigned to
housi ng units?

Yes _ No _

42. Do you facilitate the ability of support services personnel to provide
the follow ng services to inmates?

Al nost Al nost
never Sel dom Oten al ways

Law library
Medi cal
Visiting

Tel ephone
Food Services
Recreation
Conm ssary
Mai |
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43. Do you facilitate the ability of programs personnel (o provide the
follow ng services to inmates?

Al nost Al nost
never Sel dom Oten al ways

Counsel i ng prograns

Educati on/t eacher prograns -
Rel i gi ous prograns/clergy
Drug/ al cohol prograns
Leisure reading library

QG her inmate prograns

44, Do you feel you have an adequate disciplinary systenf

Yes _ No _

45, D?eshthe ~disciplinary system contribute positively to your nanagenent
of the unit:

Yes _ No
46. Do inmates have a fair and inpartial grievance procedure?

Yes No

47.  If "yes" to #45, do inmates FEEL they will have a fair hearing?
Yes No

48. Does the grievance procedure contribute positively to your ability to
manage the unit?

Yes No

49.  If "no" to #47, why not?
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50. Are there satisfactory procedures for reclassifying inmtes who cannot
follow the rules and regulations of the housing unit?

Yes _ No

51. How well are the follow ng inmate needs met?

Very Sati sfac- Unsati sf ac-

well torily torily Poorly
Law Library - _— —_— —_
Medi cal . - —_— -
Visiting . - _ -
Tel ephone

Food Services

Recreati on

Conmi ssary

Mai |

Communi cation with staff
Jai | counsel or prograns
Educati on/teacher prograns
Leisure reading library
Rel i gi ous prograns/clergy
Al cohol / drug prograns

QG her inmate prograns

52 Do the above programs contribute to the security of the facility?
Yes No

53. If "no" to #51, indicate which do not and why.
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54, For the follow ng support services, do the support services staff
provide their resources in ways that conplenent your ability to manage
I nmat e behavi or ?
Al nost Al nmost
never Sel dom Oten al ways

Law |ibrary
Medi cal
Visiting

Tel ephone
Food Services
Recreation
Conm ssary
Mai |

55. For the following prograns, do the program staff provide their

resources in ways that conplement your ability to nmanage inmte
behavi or ?

Al nost Al nost
never Sel dom Oten al ways

Counsel i ng prograns

Educati on/teacher prograns
Rel i gi ous prograns/clergy
Drug/ al cohol prograns
Leisure reading library

QG her inmate prograns
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56. Do you facilitate the ability of support services personnel to provide
the follow ng services to innates?

Al nost Al nost
never Sel dom Oten al ways

Law library
Medi cal
Visiting —
Tel ephone
Food Services
Recreati on
Conmi ssary

Mai |

57. Do ?/ou_ facilitate the ability of programs personnel to provide the
followng services to inmates?

Al nost Al nost
never Sel dom Oten al ways
Counsel i ng prograns R N —_ —_
Educati on/ t eacher prograns —_ —_ _— N
Rel i gi ous programs/clergy —_— _ _ J—
Drug/ al cohol programns - —_ —_— —_
Leisure reading library - —_ _— _
Q her inmate prograns —_— —_ _ I
58. If a fire broke out inthis jail, howlikely is it that snoke and/or
flanmes could cause injury?
Very Sonmewhat Somewhat Very
unlikely unlikely likely l'ikely _

10



59.

60.

61.

62.

63.

64.

65.

66.

Larimer County Detention Center

Are you involved in planning, problemsolving and i si -
rega)r/di ng the managenment of inmates both on and of f thgeﬁbaéiorqg l%k’[l 04

Yes - No -

Does your supervisory staff help make progranms and security work well
together by discussing differences in program content and scheduling
injoint neetings with program and security staff?

Yes - No -

Does your supervisory staff delegate decision naking authority in the
context of broad policy guidelines?

Yes _ No _

Are your supervisory staff accessible and available to corrections
officers? Do they nove around and hel p out?

Yes No -

Do you understand the benefits of Progressive enpl oyee rewards and
discipline as tools for managing staff growh and devel opnent ?

Yes _ No _

If yes to #63, please illustrate.

V\h_a% gi ngle thing would nost inprove the operation in the housing
units”

What single thing would nost inprove the overall operation of this
direct supervision jail?

11
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SUPPORT STAFF | NTERVI EW SCHEDULE
[ Medical, Food Service, Law Library, Recreation, Conm ssary, Muil]

o Data Questions

1. How much control do you feel unit officers have over all areas in the
housing units?

Al nost  none ery Quite Al nost conpl ete
at all . little . a bit _ control -

2. How confortable are you going any place on the units?

Very Very
unconfortable _ Unconfortable . Confortable - confortable.
3. Have you received formal training in any of the follow ng areas?

Pl ease check where appropriate.
a Principles and dynam cs of direct supervision jails -
b I nterpersonal conmmunication skills
C. Supervi sion methods and techni ques
d Teamwor k training
e. Under st andi ng human behavi or

f. O her (please specify):

4. In general, how safe do you feel when you are on the living units?
Very safe _ Somewhat safe . Sonewhat unsafe _ Very unsafe _
5. How safe do you feel the living conditions are for the innates?

Very safe _ Sonmewhat safe - Sonewhat unsafe - Very unsafe _
6. Do inmates generally treat you in a respectful manner?

Yes _ No .

7 Are you frequently asked questions by inmates that shoul d/could have

been answer ed by housing officers?

Yes _ No _
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8. Aside fromyour support service area, do you provide inmates wth
services and/or answers to their personal problens that unit officers
cannot ?

Al nost Al nost

never - Sel dom. Of ten- al ways -
9. Are the living areas on the units kept clean?

Al nost Al nost

never - Sel dom Of ten- al ways -

10. Do the officers maintain comunication with all of the inmates on the
living units?

Al nost Al nost
never - Sel dom Of ten- al ways-
11. Do inmates appear to feel confortable talking to unit officers?

Al nost Al nost
never . Sel dom.- Of ten- al ways-

12. Do inmates receive adequate orientation prior to being assigned
housing units?

Yes _ No -

13.  How well are the follow ng innate needs net?

Ver Sati sfac- Unsati sf ac-

wel torily torily Poor |y
Law Library _ - S _
Medi cal - - - -
Visiting _ - S S
Tel ephone _ - - _

Food Services
Recreation
Conm ssary
Mai | —

Comruni cation wth staff
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Ver Sati sfac- Unsat i sf ac-
wel torily torily Poor | y

Jai | counsel or prograns

Educati on/ t eacher prograns
Leisure reading library
Rel i gi ous prograns/clergy
Al cohol / drug prograns

QG her inmate prograns

14. Do unit officers facilitate the ability of support services personne
to provide the follow ng services to inmates?

Al nost Al nost
never Sel dom Oten al ways

Law |ibrary
Medi cal
Visiting

Tel ephone
Food Services
Recreation

Conm ssary _ S - S

Mai | - - - -

15. Do you believe that shift-to-shift communication anpng staff on a
living unit is satisfactory?

Yes _ No _
16. Do you feel there s consistency of procedures from one shift to
anot her ?

Yes N o
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17. Do you feel there is consistency of procedures anong the general
living units?

Yes No

18. If I "no" to #16, what are the probl ens?

19. Do you feel you get adequate coaching, guidance and direction from
your supervisory staff?

Al nost Al nost
never . Sel dom Of ten- al ways-

20. Do security supervisors nmediate/negotiate conflicts when they occur
bet ween security and support staff?

Al nost Al nost
never . Sel dom._ Of ten- al ways-
21. If "alnmost never" or "seldont, decribe what problens occur

22. What single thing would nost inprove the operation in the housing
units?

23.  \What single thinP woul d nost inprove the overall operation of this
direct supervision jail?
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I NMVATE | NTERVI EW SCHEDULE

e Data Questions

1. In general, how safe do you feel in this jail?

Very. safe. Sonmewhat saf e- Somewhat unsaf e- Very unsaf e-
2. How safe from theft is your personal property?

Very safe . Sonmewhat saf e- Somewhat unsaf e- Very unsaf e-
3. Is this living unit kept clear?

Al nost Al nost

never _ Rarely . Oten. al ways -

4, Are you required to keep your room clean and orderly?

Yes _ No _

5. How nuch deliberate vandalism damage or witing on the walls happens
inthis unit?

Al nost none Very Quite A great

at all- little- a bit- deal -

6. How often are there threats of violence on this unit?

Al nost _ Al npost

never Sonetimes _ Of ten- al ways .

1. How of ten do conflicts (shouting, shoving, pushing, etc.) occur
between inmates on the unit?

Al nost Al nost

never Sel dom _ Oten _ al ways _

8. How often do conflicts (shouting, shoving, pushing, etc.) occur
between inmates and staff on the unit?

Al nost Al nost

never Sel dom _ Of ten- al ways -
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9. How of ten do physical fights (assaults or bordering on assaults) occur
between inmates on the unit?

Al nost Al nost

never _ Sel dom_ Oten._ al ways _

10. How often do physical fights (assaults or bordering on assaults) occur
between inmates and staff on the unit?

Al nost Al mo st
never _ Sel dom Oten._ al ways .

11.  Wo do you believe runs this unit?
Inmates in general An inmate | eader

Unit officers C her:

12h._ Ha_ver)you been told about the rules and regulations you nust follow on
this unit?

Yes _ No

13: Are the rules and regulations posted in this unit or distributed in
sone way?

Yes _ No _

14. Do you feel that the officers treat you in a respectful manner?

Yes No

15. Do you believe you are treated fairly by the unit officers?

Yes No

16. Do you feel confortable approaching the unit officers for information
or assistance?

Al nost Al nost
never _ Sel dom _ Oten . al ways-



Larimer County Detention Center

17. Do the inmates feel confortable talking to officers around here?

Al nost Al nost
never _ Sel dom_ Oten. al ways .

18. Have you ever filed a grievance with the adm nistration?
Yes _ No .

19. If "yes" to #18, what was the grievance about?
20. Do nost inmates generally follow the rules of this unit?
Al nost Al nost

never . Sel dom. Oten. al ways -

21. How well are the follow ng needs net?

Very Sati sfac- Unsati sfac-

wel | torily torily Poor |y
Law Library L
Medi cal L L
Visiting L .
Tel ephone

Food Services

Recreation

Commi ssary

Mai |

Communi cation with staff
Jai | counsel or prograns
Educati on/teacher prograns
Leisure reading library
Rel i gi ous prograns/clergy
Al cohol / drug prograns

QG her inmate prograns



Larimer County Detention Center

22. Do you ever feel the need to have a weapon to protect yourself on th
uni t?

Yes - No -
23. Do nost inmates around here feel the need for a weapon to protect
t hensel ves?

Yes No -

24. How often are there sexual assaults on this unit?

Al nost Al nost
never - Someti mes- Of t en, al ways-
25 How would you conpare living on this unit wth your experience in

other jails?

Wor se _ The same- Better . Much better-

26. What single thing would nost inprove your stay on this unit?
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PROGRAMS STAFF | NTERVI EW SCHEDULE
(Counsel ing, Education, Al cohol/Drug, Leisure Reading Library]
e Data Questions

1. How nuch control do you feel unit officers have over all areas in the
housi ng units?
Al nost none Very Quite Al nost conpl ete.
at all - little - a bit - control -
2. How confortable are you going any place on the units?
Very Very
unconfortabl e Unconfortabl e Confortable - conf ortabl e-
3. Have you received formal training in any of the follow ng areas?
Pl ease check where appropriate.

a. Principles and dynamcs of direct supervision jails -

b. I nt erpersonal comunication skills

C. Supervi sion net hods and techniques

d Teamwor k training

e. Under st andi ng human behavi or

f. O her (please specify):

4. In general, how safe do you feel when you are on the living units?
Very safe- Sonewhat saf e- Sonmewhat unsaf e- Very unsafe,
5. How safe do you feel the living conditions are for the inmates?

Very safe- Somewhat safe . Sonmewhat unsaf e- Very unsafe,
6. Do innmates generally treat you in a respectful manner?

Yes _ No _

1. Are you frequently asked questions by inmates that shoul d/could have

been answered by housing officers?

Yes . No -
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8. Aside from your program areas, do you provide inmtes with service
and/ or answers to their personal problenms that unit officers cannot?

Al nost Al nost

never _ Sel dom . Oten - al ways -

9. Are the living areas on the units kept clean?

Al nost Al nost

never Sel dom _ Oten _ al ways .

10. Do the officers maintain communication with all of the inmates on the
living units?

Al nost Al nost

never . Sel dom _ Oten _ al ways _

11. Do inmates appear to feel confortable talking to unit officers?

Al nost Al nost
never _ Sel dom _ Oten _ al ways

12. Do inmates receive adequate orientation prior to being assigned
housi ng units?

Yes No

13.  How well are the follow ng inmate needs net?

Ver Sati sfac- Unsat i sf ac-
wel torily torily Poor | y

Jai | counsel or prograns - - —_— -
Educati on/teacher prograns
Leisure reading library

Rel i gi ous prograns/clergy
Al cohol / drug prograns

QG her inmate prograns
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14, Do unit officers facilitate the ability of program services personnel
to provide the following to inmates?

Al nost Al nost
never Sel dom Oten al ways
Jai | counsel or prograns
Educati on/teacher prograns
Leisure reading library
Rel i gi ous prograns/clergy
Al cohol / drug prograns
QG her inmate prograns
15. Do you believe that shift-to-shift communication anong staff on a
living unit is satisfactory?
Yes No -

16. Do you feel there is consistency of procedures fromone shift to
anot her ?

Yes No
17. Do you feel there is consistency of procedures anong the general
living units?

Yes . No -

18. If "no" to #16, what are the problens?

19. Do you feel you get adequate coaching, guidance and direction from
your supervisory staff?

Al nost Al nost
never - Sel dom Of ten- al ways-
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20. Do security supervisors nediate/negotiate conflicts when they occur
between security and program staff?

Al nost Al nost
never . Sel dom Often- al ways-
21, If "alnmost never" or "seldont, decribe what problenms occur.

22._t ))/%at single thing would nost inprove the operation in the housing
units”

23.  What single thi _nP would nost inprove the overall operation of this
direct supervision jail?



