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Section One:
Introduction to the Transition Manual

Pur pose of the
Manual

Thi s manual has been prepared as a resource for correc-
tional admnistrators who are planning the transition from
an existing facility to a newone. As such, it addresses a
variety of inportant concerns

Need for thorough planning;

Fundamental principles of transition;
Establ i shment of a transition team

Use of task forces;

Tasks necessary for successful transition
ostacles to effective transition; and
Evaluation of a new facility.

This manual provides a nodel transition process, based on
the experiences of correctional agencies and the principles
of effective planning. This process is designed to be
flexible so that your agency can tailor it to your own
situation and requirenents. Not every agency will need to
conplete all of the tasks discussed or use all of the
i nformation presented. Throughout the manual and its ap-
pendi ces, nunerous options are offered to neet the needs of
agenci es of varying size and conmplexity. It is also under-
stood that adm nistrators using this manual are responsible
for opening a variety of facilities, ranging fromfull-
service pre-trial and sentenced confinement facilities to
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A
How To- Do- I t

Appr oach

m ni mum security work canps. However, for simplicity's
sake, reference is made only to correctional facility. The
manual W ll remain useful if you substitute the nane or
function of your facility for the generic reference.

Planning for transition is a long and conplex process.
Because of the effort involved, many agencies cannot plan
as carefully as they mght want. Thus, they often fail to
benefit from better, nmore cost-effective strategies that
general ly are discovered during the transition process. To
encourage agencies to plan prudently, this manual presents
a step-by-step process and guide to external resources.

The manual is divided into four mjor sections: I nt roduc-
tion to Transition, Transition Planning; Transition Prob-

lens; and Appendices, which include materials pertinent to
the transition process.

The format for presenting the devel opment of an effective
transition plan (Section Il) is based upon nine najor
transition areas:

- Transition Organization |ssues

- Transition Adnministration Issues
- New Facility Personnel |ssues

- Transition Training |ssues

- Security and Safety Issues

- | nnat e Program | ssues

- Support Services |ssues

- Move Logistics |ssues

- Post - Transi tion Issues

Under each major transition AREA are |isted the key tasks
that must be conpleted to mnimze occupancy problens. A
complete listing of all tasks by transition area is pre-
sented in Table 1. Included in each TASK is a description
of the specific ACTIVITIES that will require conpletion.

To clarify this planning structure, the organizationa

rel ati onships anong areas, tasks, and activities are
depicted in Figure 1

For each transition area, an action plan outlining key
tasks is included. The person(s) responsible for conple-
tion of each task are listed, as is a suggested tine frame.
The time frame includes the date the task is to be
initiated, the date it is scheduled to be conpleted, and
the date it is actually conpleted. Finally, any resources
necessary to conduct the task shoul d be indicated. It is
understood  that agencies wll differ in managenent
structures and titles for admnistrative personnel.  Should
a position listed in a particular task not be identical to
that used by your agency, please substitute a conparable
position. Blank fornms for your agency's use are included
in Appendix E
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Table 1 - Transition Tasks by Area

One: Transition Organization |ssues

Task
Task
Task
Task
Task

Task
Task

il
O~rowOwppE

=

Determ nation of Need for a Transition Team

Sel ection of Transition Coordinator

Determnation of Transition Goals and (bjectives

Devel opment of Transition Task Forces

Determ nation of Need for Qutside Funding and/or Technica
Assi st ance

Preparation of Task Force Action Plans

Oientation and Training of Transition Team Menbers

~N o

Two: Transition Adm nistration |ssues

Task
Task
Task
Task
Task
Task
Task
Task

Thr ee

Task
Task
Task
Task
Task
Task

WWWwWwww

Four:

Task
Task
Task
Task
Task
Task
Task
Task

Fi ve:

Task
Task
Task
Task
Task

NENERYRESISENEN
coO~NOYOT DWW -

ARARREDSS

oo oo
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Deternmination of Admnistration Transition Goals and 'Qbjectives
Devel opment of New Facility Management Plan

Preparation of Transition Budget

Determ nation of System for Inmate Information Managenent

Requi sition of New Facility Equi pment and Supplies

Arrangenent for Media Coverage of Transition Process
Arrangenent of Facility Tours and Opening Cerenonies

Review of New Facility Policies, Procedures, and Post Oders

New Facility Personnel |ssues

.1 ldentification of New Facility Personnel Goals and Cbjectives
.2 ldentification of New Facility Personnel |ssues

.3 Determination of New Facility Staffing Requirements

.4 Preparation of Personnel Budget

.5 Assessment of Staff Equipnent and Uniform Needs

.6 Recruitnment and Selection of Volunteers

Transition Training Requirenents |ssues

Identification of Transition Training Goals and Qbjectives
Preparation of Transition Training Program

Selection of Transition Trainers

Devel opment of Transition Training Arrangenents and Curricul a
Preparation of Transition Training Budget

Delivery of Transition Training Program

Delivery of Preservice Training for New Personnel

Evaluation of Transition Training Program Effectiveness

co~NoorTh~wWwMNE

Security and Safety |ssues

Determnation of Security CGoals and Objectives

Devel opment of New Facility Security Approach

Devel opment of New Facility Safety Approach

Devel opment of Inmate Intake, Cassification and Rel ease System
Preparation of Security and Safety Policies, Procedures, and
Post Orders
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Area
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Task 6.
Task 6.
Task 6.
Task 6.
Task 6.

Seven:

Task
Task

~~

Task
Task
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Task
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Ei ght:

Task
Task
Task
Task
Task

0o 00 0o OO0 co

[ine:

Task 9.
Task 9.

Tabl e 1 (concl uded)
nmate Program | ssues

1 Determination of Program Goals and (bjectives

2 Devel opnent of New Facility Prograns

3 ldentification of Existing Program Resources

4 Devel opment of Program Phasing Pl an

5 Devel opnent of Program Policies, Procedures, and Post Orders

Support Services |ssues

.1 Determnation of Support Services CGoals and (bjectives

2 Devel opnent of New Facility Support Services and Delivery
Appr oach

3 ldentification of Existing Support Services Resources

4 Devel opment of Support Services Policies, Procedures, and Post
Orders

.5 Devel opment of New Facility Mintenance Plan

Move Logistics |ssues

.1 Establishment of Mwve Plan and Schedul e
.2 Determination of Myvenment Resources

.3 Training of Mvenent Staff

.4 Conmpletion of New Facility Shakedown

.5 Oientation of Inmates Regarding Mvenent

Post - Transition |ssues

1 Mintenance of New Facility Physical Plant
2 Evaluation of Transition Process




THE NEW FACILITY
TRANSITION PROCESS

Decision
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to New Facility
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TRANSITION
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Transition
Administration
Establishird

Phase One

22-18

Inmate Programming
Develooed
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Arranged
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Facility Prepared
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Transition Plan
Prepared

Move Logistics
Scheduled

New Facility
Evatuated

O

TRANSITION

4

OCCUPANCY

<

Mainterance Plan

Developed

Phase Two

18-3

Phase Three

3-0

O

POST-

TRANSITION
EVALUATION

Phase Four

0-12
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organi zational structure for conpleting it. Wiile this
portion of the transition process is discussed |later in
this manual, it is inportant to note that this phase in-

cludes the formulation of transition goals and objectives
the appointment of the transition coordinator, and the
establi shnent of task forces. The latter two activities
will lead to the formation of the transition team In the
context used in this manual, the transition phase refers to
tasks that must be undertaken prior to the formal opening
of the new facility. These would include deternining
staffing needs, training personnel, preparing security
policies and procedures, and devel opi ng i nmate programing.
The occupancy phase addresses operational procedures and
directives that will be inplenented when the new facility

opens. This phase begins on the day the facility is of-
ficially turned over to the agency from the general
contractor. It also includes the period between this

transfer and the date inmates are housed in the building.
The post-transition phase refers to  functions and
procedures that staff nust conplete once the new facility

has been occupi ed. It normally includes the gradua
phasing in of sonme prograns and support services to ensure
they are inplenented with a mninum of problemns. This

| atter phase al so should include an evaluation of the
transition process and users' satisfaction with the new

facility.
Need for Time constraints on facility transition can be severe.
Transition They may range from serious operational pressures to court
Pl anni ng orders to anticipated increases in construction costs. As
a result, it is all too easy for agencies to rush through

the transition process--and have to start over due to
i nadequat e pl anni ng.

As will be discussed throughout this manual, the need for a
formal transition process is crucial. Regardl ess of the
approach agreed on by your agency, it is necessary to begin
pre-transition planning 18 to 24 nonths prior to occupancy.
This will afford your agency sufficient tine to obtain
approval and adequate funding for the project. [t will
al so provide the tinme frane needed to conduct tasks that
warrant substantial effort, such as recruitnent, enploy-

ment, and training of new personnel. In addition, since
the final nmonths prior to opening are often (if not always)
confusing and stressful, conpl etion of pre-transition
activities well in advance of your transfer date will help
mnimze mny problemns. Keep in mnd that your new
facility will present nunmerous differences when conpared to
your present one. Moreover, it wll probably be the only
facility ever opened by your agency. G ven these condi-

tions, experience in transition planning and facility oc-
cupancy will generally be limted anong agency staff.




TRANSITION
ORGANIZATIONAL FRAMEWORK

Transition Area
1.0
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Transition Task Transition Task Transition Task
1.1 1.2
[ 1 [ | | 1
Transition Transition Transition Transition Transition Transition Transition Transition Transition
Activity Activity Activity Activity Activity Activity Activity Activity Activity
1.11 1.12 1.13 1.21 1.22 1.23 1.31 1.32 1.33
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A Note About Wthin these first few pages, numerous terns associated

Ter i nol ogy specifically with corrections have been used. Because this
manual is intended for use by correctional admnistrators
it is assuned the reader is famliar with nost of the

termnology that is used. In instances where a word may
not be known or may have several neanings, a definition is
provi ded.

As noted earlier, the manual frequently relies upon generic
terms to broaden its applicability. Thus, instead of
sheriff, chief of police, jail admnistrator, warden or
superintendent, the ternms "correctional admnistrator" or
"agency admnistrator” are used. Simlarly, no specific
facilities are mentioned although this manual is applicable
to both prisons and jails. However, the reader should be

able to easily substitute nore definitive and appropriate
| anguage when 'such generalized terms are used.

Overvi ew of the Transition is nore than nmoving fromone facility to
Transition anot her. It is a crucial part of facility devel oprent,
Process involving a conplex set of tasks that need to be conpleted

prior to the actual nmove. Transition also extends into the
months fol |l owi ng occupancy, when the new facility nust be
eval uat ed. Thus, transition is actually a lengthy, in-
vol ved process.

Approaching transition as a process is advantageous for
three reasons. First, transition, operation, and nainte-
nance issues nmay be integrated w th design considerations
Second, the agency will be prepared to nmove in imediately
upon acceptance of the facility. Third, a smooth, problem
free transition into ongoing operations and maintenance
will be possible.

Mre specifically, the transition process enconpasses such
areas as:

- Transition organization and adm nistration
- Facility staffing;

- Staff training;

- Security and safety;

- I nmate progranms and services;

- Support services;

- Move |ogistics; and

- Post-transition eval uation.

As shown in Figure 2, these areas can be grouped into four
phases that delineate the transition to a new correctional

facility: the pre-transition planning phase, the transi-
tion phase, the occupancy phase, and the post-transition
phase.

During the pre-transition planning phase, an agency nust
plan the overall transition process and establish an
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Transition
Principles

Options for
Agencies wth
Di ffering
Reeds

A review. of the nine major transition areas shows that a
m ni nrum of 51 inportant tasks should be conpleted for
successful transition to your new facility. Thi s does not
include the nyriad of activities associated with each mgjor
task. One large Florida county identified over 700 activi-
ties necessary to satisfactorily conplete all four phases

This is not to say that your transition process needs to be
that elaborate but rather to enphasize that transition is a
conmpl ex process that must be well thought out and planned.

In developing this manual, the follow ng principles were
used as guidelines for the various tasks and activities
associated with the transition process:

Principle Number 1: People are nore likely to support what

they are 1nvolved in and help create.

Principl e Nunmber 2: Agencies nust take advantage of the

facility planning, design, and occupancy process as
nost jurisdictions only construct a correctional
facility every 50 to 100 years.

Principle Nunber 3: A new facility will not in itself

solve all problens but can, with an effective transi-

tion process, aid in inproving the security, prograns,

support  services, and general operational concerns

inherent in the confinenent of pre-trial and sentenced
prisoners.

Principle Nunber 4: The opening of a new facility provides

an opportunity for close scrutiny and -review of how
institutional operations have been performed in the
past and how they can be inproved in the future.

Principle Nunmber 5: The transition process should provide

the agency with the opportunity to take control and
manage the correctional system particularly if it has
been historically been dom nated by or dependent on
the prisoner population.<l>

Every agency has special transition needs, depending upon
whether it is merely contenplating a nove to a new
facility, has already begun preparations for such a nove
or has recently occupied a new facility. Due to these
variations, your agency may need to use some sections of
this manual and skip others. Consequently, there are three
options for using this manual

<> These principles are based on precepts devel oped by John Ml osovich

Nat i ona

Institute of Corrections Jail Division, and David Dupree,

Voorhi s Associ ates, Inc.
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Partici pants
in the
Transition
Process

Ootion 1: Agencies Considering the Transition Process

If your agency is just thinking about noving to a new
facility, you will find it helpful to examne this
introduction carefully. You also will need to consult
wi th other agency personnel and elected officials to

determne the feasibility of the move. [If your agency
decides to undertake the transition process, you will
need to use the entire nanual, adapting it, where

necessary, to your own situation.

Option 2: Agencies Involved in the Transition Process

If your agency has already initiated transition to a
new facility, you should review the list of transition
areas and tasks in Table 1, and deternine which you

have not addressed. In addition, you may find it
useful to review other areas, especially transition
organi zation, admnistration, and training. These

sections contain nmuch valuable information that you
may have overl ooked.

Option 3: Agencies Having Conpleted the Transition Process

If your agency has just noved into a new facility, you
shoul d read Section I, Area Nine: Post - Transi ti on
| ssues. Thi s provi des gui dance in assessing your new
facility and instituting a planned maintenance program
to pronote its effective operation.

Many individuals, wth varying interests and expertise,
will be involved in your transition process. The |evel of
their participation will also differ, ranging from advice
on specific issues to managenent of the entire project.
The followi ng brief descriptions provide an overview of key
participants and their roles in the transition process.

Agency Administrator and Staff

Wth inmediate responsibility for correctional opera-
tions, agency personnel will play a crucial role in
the transition process. The agency admnistrator wll
be in a sensitive position. He/ she will likely have
to defend the nove to the new institution and any
resul tant changes in operations, while mndful of the
concerns of individuals supportive of "the old ways."
The adnministrator's commtnment to and invol vemrent in
the transition will be essential if the nove is to be
successful .

O her agency staff--nmanagenent, supervi sory, and
line--also have nuch to offer, both in time and ideas.

They will probably be nenbers of the transition team
and” transition task forces. The greater their
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Section Two:
Transition Planning

| nt roducti on

This section of the nmanual discusses the major issues that
need to be addressed in an effective transition plan.
These issues are grouped into nine areas:

- Transition Organization |ssues

- Transition Admnistration |ssues
- New Facility Personnel |ssues

- Transition Training |ssues

- Security and Safety Issues

- I nmat e Program | ssues

- Support Services |ssues

- Move Logistics |ssues

- Post-transition |ssues

Each area is considered separately, enabling agencies in
differing phases of the transition process to refer to
those issues nost relevant to their needs. Wthin each
area is an examnation of key tasks that should be
conpl eted to mninize occupancy problenms. Also provided is
a sanple action plan that establishes the  persons
responsi bl e for each task and a tine frame for conpletion.
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AREA ONE: TRANSITION ORGANIZATION ISSUES

Vel |l -planned organization of the transition team is
essential if the transition process is to work effectively
and efficiently. Numer ous agenci es have begun the transi-
tion into their new facilities with little understanding of
the way that their transition staff will be organized, the
individuals who will be responsible for each task and/or
activity, and the resources that will be required to nove
into a new facility with mninmal problens and disruption

At |east seven tasks need to be carried out to organize and
initiate the transition process:

Task 1.1 Determ nation of Need for a Transition Team

Task 1.2 Selection of Transition Coordinator

Task 1.3 Determination of Transition Coals and Qbjectives

Task 1.4 Devel opnent of Transition Task Forces

Task 1.5 Determination of Need for Qutside Funding and/or
Techni cal Assistance

Task 1.6 Preparation of Task Force Action Plans

Task 1.7 Orientation and Training of Transition Team

Menmber s

Some agencies may identify several tasks that are not
i ncl uded here but are considered to have nerit, while
others may choose to conbine or even elinmnate one or nore
of these tasks. However, a particular transition function
shoul d be excluded only after careful consideration, for
the transition process resenbles a conplex puzzle that can
be solved only after all of the pieces are used.

TASK 1.1: DETERM NATION OF NEED FOR A TRANSI TION TEAM

Cbviously, this task is the cornerstone of transition

organi zat i on. If your agency determines that a transition
team approach is not warranted, then nmany of the subsequent
tasks either will not be conpleted or will be addressed

through a method that you believe will be nmore effective
and efficient relative to the occupancy of your new
facility.

As stated earlier, the transition process should begin at
| east one year prior to conpletion of your facility. The
nove shoul d take place only when your transition strategy
has been conpleted and those responsible are prepared to
operate your facility. The nmove shoul d not be initiated
merely because your facility has been conpl eted.
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Consideration of the follow ng factors can help you adapt
these average time frames to neet your agency's particul ar
situation and needs.

Factors Influencing Transition Scheduling

Decrease Tine | ncrease Tine
Smal | Project Large Project
Overl appi ng Tasks Sequential Tasks
Adequate Transition | nadequate Transition
Staffing Staffing
No Construction Del ays Construction Del ays
Tinmely Enployment of New Del ayed Enpl oynent of New
Per sonnel Per sonnel
Substantial Access to Limted Access to Facility
Facility Prior to Qccupancy Prior to Cccupancy
Equi prent / Fi xt ur es Equi prent / Fi xt ur es

Delivered on Tine Del i vered Behi nd Schedul e
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involvement in the transition process, "the nore
enthusiastic they are likely to be in carrying out its
results.

Transiti on Coordi nat or

The transition coordinator is the foundation of the

entire transition process. He/ she will chair the
transition coordinating comrittee and be responsible
for orchestrating and nonitoring all transition
activities. In addition, the transition coordinator

will appoint the nenbership of the individual task
forces and facilitate comunications anong them

Transition Coordinating Commttee

The transition coordinating commttee is conposed of

the chairpersons of the transition task forces. Thi's
commttee will be charged with overseeing the work of
all the transition task forces. [t will act as the
final authority for approving task force decisions.
The coordinating commttee will also serve as a
central forum for discussion and resolution of transi-
tion issues.

Transition Task Forces

Wi le some agencies may not elect to use a task force
approach to carry out the transition process, this
approach is strongly recommended, for it allows seg-
mentation of transition activities wthout severely
conmprom sing responsibility. Task forces will nake up
the primary work force during transition. They will be
responsi ble for conpleting the tasks described |ater

i n this manual , analyzing available data, and
resolving problems related to individual transition
ar eas.

El ected Oficials

El ected officials constitute an inportant conponent of
corrections planning and will need to be involved in
the transition process. County conm ssioners and
legislators will be responsible for funding the
transition planning, the new facility, and its opera-
tion. They should al so be consulted about assistance
required from other agencies over which elected of-
ficials have supervisory and/or funding authority.

Representatives of Qther Crimnal Justice Agencies

Law enforcenent agencies, the courts, and probation
and parol e agenci es nmake nunerous deci sions that af -
fect correctional operations. As such, their input
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Pl anni ng for
Transi tion:
Al l ocati ng
Time and
Resour ces

and expertise will be valuable to the transition pro-
cess. Representatives of these crinminal justice
agencies should be called on to assist with transition
planning or participate as task force menbers.

For exanpl e, officials of local |aw enforcenent
agencies should be involved in the devel opnent of

i ntake and booking procedures. They also may be asked
to provide additional security during occupancy of the
new institution, particularly when prisoners nust be
transported in |arge nunbers over a considerable
di stance. Simlarly, public defenders and probation
and parole staff should be involved in the devel opment
of visiting procedures.

Consul tants
Some agencies Wwll hire outside consultants to help
with certain transition tasks. Dependi ng on the
amount  of in-house expertise, consultants pay play
major ormnor roles. In either case, the agenCy nust
control the transition process. Even if consultants

are used, the time and effort necessary for successful
transition will require substantial involvenent by the
agency.

The transition process will involve considerable time and
resour ces. Fromthe start of planning until the day of
opening, a new facility can take fromthree to six years to
construct. Planning for the nove also entails a good dea

of time and should begin no later than 18 nonths prior to
occupancy. As noted earlier, the transition process can be
broken down into four phases. However, sone of the tasks
conprising these phases can be acconplished simultaneously.

The tinme required for an agency to conplete the transition
process will vary, depending upon such factors as project
size and conplexity, construction scheduling, and agency

expertise. Nevertheless, it will be useful initially to
have some reasonable tine franes for allocating effort and
resour ces. The tabl e bel ow provides estimates of the

average time required to conplete each of the four phases.

Time Frames for Transition Phases

Phase Tine Frame
(nont hs)

I Pre-transition Planning 2 - 4

: Transition 15 - 18
[ Cccupancy 1 - 2
|'V: Post-transition 1-12
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TASK 1.2: SELECTION OF TRANSI TI ON COCRDI NATCR

The transition coordinator is the single nost inportant
individual in the transition process. In a sense, the
coordinator serves as the central nervous systemfor the
transition process--receiving and providing information,
facilitating informal comunication between the individua
task forces, relaying nessages, and integrating feedback so
that a single unified response occurs.

The transition coordinator is responsible for establishing
the overall objectives and structure of the transition
process, including:

Defining the role of the task forces in the decision-
maki ng process, either input/advisory or true deci-
si on- maki ng;

Establishing the menberships of the individual task
forces,;

Establishing the general tine paraneters for the
transition process; and

Establishing the initial neeting schedules  for
the task forces.

In addition, the coordinator serves as the chief enforcer
for the transition. He/ she must constantly monitor the
activities of the task forces to ensure that they are
acconplishing their activities in an efficient and tinely
manner . The coordinator also chairs the transition
coordinating committee, bearing prinmary responsibility for
the objective quality of the task force decision-making
process.

Finally, the transition coordinator serves as the principa
mot i vat or for the transition. He/ she nust maintain
ent husi asm nedi ate phil osophical and operational disputes,
and soothe wounded egos. The transition coordinator has
the responsibility for mnimzing the disadvantages to the
task force approach that are discussed |ater

Before selecting your transition coordinator, Yoy should
prepare a conplete position description.<l> Your agency's
per sonnel departnent should certify the position and
calculate the salary and benefits if a conparable position
is not already established within your jurisdiction.
Renember, this should be a new position, albeit tenporary,
so funding for it must be incorporated into your agency's
annual budget.

<I> A sanple position description is provided in Appendix A
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The individual selected as your transition coordinator nust
possess a thorough know edge of your correctional system
It is advisable that this person have a working know edge
of the mgjor systems and equi pment of your new facility
prior to conmencenent of the transition
Your coordinator nust also have the confidence of your
agency's top managenent. He/ she must have denonstrat ed
| eadership qualities and proven ability to achieve. It is
equal |y important that your transition coordinator be able
to work full-tinme. For this reason, it is preferable to
select an individual in a staff, rather than line,
posi tion. Should a line manager be selected as transition
coor di nat or, he/she should be released from those
managenent responsibilities.
The inportance of this position requires that  your
transition coordinator begin overseeing the transition
process at |east 18 nonths before the anticipated occupancy
date. In sone jurisdictions, generally the snaller ones,
the transition coordinator may also be the facility project
coor di nat or. If these positions are filled by different
i ndi vi dual s, it is inportant that they work closely
together to promote efficiency and effectiveness in both
efforts.

TASK 1.3: DETERM NATI ON OF TRANSI TION M SSI ON STATEMENT, GOALS, AND OBJECTI VES

This task is critical if the transition process is to have
direction from beginning through eventual occupancy and
operation of your new facility.

Prior to devel oping specific goals and objectives, your
agency should prepare a mssion statenent delineating the
overal | purpose of the transition process. At a mnimm
this statement shoul d include a description of the
phi | osophy by which the correctional facility will be
opened. Specifically, a mssion statenment defines the
purpose of the transition process; the transition teanis
responsibilities to the agency and other major constituen-
cies (such as local government, the local crimnal justice
system governnental and community agencies providing
services and prograns for the new facility, and the
public); and the philosophical direction of the facility.

Al'l goals and objectives should be formulated in witing by
your transition team and approved by you. t hey shoul d
furnish the framework for the entire transition process,
and corresponding action plans, by providing a reference of
not only what is to be acconplished and when, but also what
limtations your transition team nmust operate under prior
to formal occupancy.
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TASK 1. 4:

Why Task
Forces Wrk

A goal is a brief statement that defines, in general terns,
an end result to be achieved in the transition and eventua
occupancy of a new correctional facility. Like a m ssion
statement, a goal reflects an ideal toward which those
responsi ble for opening the facility should be striving. A
goal differs froma mssion statement in that it relates to
a specific aspect of the transition approach and is,
therefore, nuch more narrow in focus

Wil e goals are the general translation of your agency's
m ssion, objectives should be attainable, specific, clearly
witten, and concise. An objective describes an activity
or group of activities required to achieve an end result.
An objective has fixed tine paraneters, and nust be
measur abl e. The use of objectives in transition action
planning is discussed in Task 1.6.

Wi le the mssion statement and goals may appear, on the
surface, to be relatively sinple docunent s, their
devel opment should not be taken lightly., Careful thought
must be given to the major decisions that provide direction
to the transition process, and, ultimately, determne its
success or failure.

DEVELOPMENT OF TRANSI TI ON TASK FORCES<1>

Some agencies elect to create full-time or part-tine paid

positions to help staff their transition effort. Anot her
effective approach to planning for a new facility is the
use of task forces. They provide a highly organizable

source of personnel through which the nyriad of activities
associated with the opening of the facility. can be

acconpl i shed. Frequently, the job is too large for one
person to acconplish with any degree of effectiveness on a
timely basis. The use of task forces allows the segnenta-

tion of transition activities into management units wthout
severely conpronmising authority and responsibility.

In a nunber of controlled exercises, it has been proven
that there is nore know edge and information in a group
than in any of its individual nenbers. Since the transi-

tion decision-nmaking process is highly dependent on the
availability of know edge and information, the utilization
of task forces in decision-making holds a distinct
advant age over individual decision-mnaking. The transition
process tends to heighten the needs for interdependence and

<I'> Mich of the material in this task description was drawn froman article
by John Ml osovich and David Dupree entitled "Opening New Prisons, Jails,
and Community Centers," in NICs How To Qpen a New Institution
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Task Force
Responsi bilities

Organi zat i onal
Structure

coordination as the new environnent, equipnment, operating
procedures, and, often, personnel force a redefinition of
functional relationships. Effective use of task forces
ensures that the necessary l|evel of interdependence and
coordination 1is achieved by involving all principal func-
tional areas in the planning and inplenmentation of each
activity. The task force approach affords a broader per-
spective on each activity. It also allows a greater nunber
of approaches to a particular problem as each task force
menber brings to the problemsolving process the concerns,

interests, and vantage point of his/her functional area

Finally, involving a variety of agency staff in planning
for a new facility tends to mnimze problenms during the
transition process.

Task forces represent the primry work force for the
transition process. In general terms, they are planning
bodi es responsible for

1 ldentifying functional area and facility-w de needs as
they relate to a specific systemor activity;

2. Col l ecting and anal yzing avail abl e data about a
specific systemor activity in order to deternine how
that system or activity can best nmeet the needs of
those functional areas involved in its utilization;

3. Addressing unresolved issues or problem areas related
to the utilization of the systemor activity; and

4. Devel oping witten policies and procedures to ensure
accuracy and consistency in the utilization of the
system or activity.

The nunber and types of task forces depend on size and the
conplexity of the new environment, its systems, equipnent
and work force. In developing your task forces, you should
make every effort to ensure that all major activities
related to the transition are included.

On the follow ng pages, possible organizational structures
are presented for large correctional facilities (generally
in excess of 100 staff and/or 300 prisoners), nediumsize
correctional facilities (generally in excess of 50 staff
and/ or 100 prisoners), and small correctional facilities
(generally less than 25 staff and/or 50  prisoners).
Qoviously, a variety of organizational scenarios exist for
any Size agency. Choose the one that best addresses the

transition issue facing your agency.

Any task force approach, however, should include the
following three task forces: admi ni stration, security
systens, and nove | ogi sti cs.
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The National Institute of Corrections Jail Division can
al so be of assistance. Staff from the Jail Division or
consultants retained for short-term technical assistance
can visit your agency, preferably during the initial stages
of transition, and work with your transition teamto
devel op a conprehensive transition plan or assist in
identifying issues and problens that nust be resol ved
during the course of opening your new facility.<I>

TASK 1.6: PREPARATI ON OF TASK FORGE ACTI ON PLANS

An inportant conponent of pre-transition planning is the
devel opment of an action plan for each of your task forces.
An action plan is a short-range plan defining the steps
that need to be taken to acconplish an intended -outcone.
The plan also identifies the individuals responsible for a
particular action and specifies a conpletion date.

Action plans will enable your task forces to determne what
activities are necessary to neet your transition
obj ecti ves. They will provide direction in assessing
various alternatives for addressing these objectives and in
sel ecting the nost appropriate approach

In nost instances the individual task forces will be
preparing their own action plans, which  wll be
incorporated into an overall transition plan based upon
each task force's agendas. Wiile this process can be done
manual |y and reviewed nmonthly, weekly, etc., there does
exist the possibility of conputerizing the transition
action plan, enabling automatic reviews, updates, and
task/activity conpletions to be recorded. <2>

TASK 1.7: ORI ENTATION AND TRAI NI NG OF TRANSI TI ON TEAM MEMBERS

<|> Additiona

The final task in the area of transition organization
involves the orientation and-training of your transition
team (task force) nembers. Al though each transition team
menber should receive an orientation to the transition
process, it cannot be assumed that each will be adequately
versed in the various occupancy issues and functions of
other task forces.

i nformation concerning the NIC Jail Division, as well as other

sources of outside assistance, can be found in Appendix D
<2> Pl ease see Appendix E for a nore detailed discussion of transition action

pl ans
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As soon as possible, all nenmbers should have escorted
access to the construction site wth sinultaneous
instruction on the layout of your new facility, using floor

pl ans. Training should be provided b?/ agenc%/ st af f
relative to the proposed operational plan for the facility
and the way it will likely influence transition. Simlar

presentations should be delivered by the architect
concerning the design and its linmtations, the engineer on
structural, nechanical and electrical. systens, and the
security equi pment vendor.

In addition to on-site training, You Should provide
transition team menbers with successful transition plans
for the opening of other correctional facilities. Budget

permtting, as many nenbers as possible (at least all task
force chairpersons) should also visit a model facility that
has opened within the past three years and discuss the "ins
and outs" of that facility's transition wth agency
per sonnel .

Finally, all menbers should receive formal instruction in
the foll owing areas:

Proj ect Mnagenent

Transition Concepts

Desi gn Revi ew

Action Planning

Scenario Devel opnent

Policy and Procedure Preparation
Post Order Devel opnment
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Transition
Coordi nating
Commttee

Task Force
Pl anni ng and
Schedul e

responsi ble.  However, it should be limted to a manageabl e
and workable group--not less than three persons or nore
than ten. I ndi vidual s can serve on nore than one task
force

The section of chairpersons for task forces is a highly
subj ective mtter. The chairpersons should, however, be
those nenbers with the greatest know edge and expertise
regarding the activities for which the task forces are
responsible, individuals with proven |eadership skills, or
menbers of the transition team These criteria may be
weighted differently for each individual task force

The coordinating commttee is responsible for overseeing
the activities of all task forces involved in the
transition. It serves as the final administrative authority
for approving decisions, policies, and procedures. In
addition, the coordinating committee provides a forum for
the discussion and resolution of issues beyond the scope of
any single task force.

Your coordinating committee shoul d be conposed of your task
force chairpersons, your transition coordinator, your
facility's chief admnistrative officer, and your agency's
director. In addition, it may be helpful to the overal
transition effort to include a representative of the
| egi sl ative body responsible for your new facility. Wil e
this individual may be of little objective value to the
deci si on-maki ng process, his/her participation serves to
keep the legislative body informed of the transition
process, and may avert unnecessary political problens.

You shoul d establish your task forces at |east 12, and
ideally 18 to 24, nonths prior to conpletion of the
construction project. Thus, the transition process shoul d
be considered in the early planning and desi gn phases.
This will ensure that funds are available for  your
transition coordinator, task force nenbers, orientation and
training, hiring additional personnel (if necessary) before
conpletion of the facility, and other needs.<|>

TASK 1.5 DETERM NATION OF NEED FOR OUTSIDE FUNDI NG AND TECHNI CAL ASSI STANCE

Many agencies do not possess the staff and other resources
necessary to plan and effect a successful transition
program Even if they do, there is generally some initia

<I> A sanple transition budget is provided in Appendix B. In keeping with
the objective to maintain narrative to a mininum under each task, you are
also requested to refer to Appendix C, which contains information on
points each task force should consider during the transition process.
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difficulty in understanding just what activities must occur
during transition and how they should be carried out.

In this event, your agency nmay choose to enploy outside
expertise either to provide initial direction for the
transition process and/or to assist in one or nore specific
functions. Securing technical assistance can help you
avoid the pitfalls experienced by other agencies and
identify shortcuts that may hasten various transition
activities.

There are a nunber of areas for which outside assistance
may prove val uabl e. This is particularly true for medium
and small-size facilities, which nay not have the necessary

i n-house expertise. Exanples of areas for which technical

assi stance may be warranted include:

Computerization of transition plan;

Training of staff in new facility operation;

Devel opment of a new prisoner classification system
Shakedown of the new facility;

I dentification of program and support service needs;
Devel opment of a facility staffing plan;

Preparation of a new recordkeeping system and
Guidance in preparing new facility policies and
procedures, particularly when existing regulations
have been found to be inadequate.

Prior to seeking outside assistance, you should make every
attenpt to identify what talents exist anong your present
staff, wthin other Iocal agencies, or in the community.
During transition, many agencies have discovered staff
skills that lay dormant or unrecognized during operation of
their old facilities.

Qut si de assistance, unless volunteered fromthe comunity,
does not come without some expense. Once you have
determined both the scope and anount of assi stance
required, You sShould prepare a prelimnary budget to
determne the |level of funding necessary to pay for the
needed aid. |deal |y, your agency will have sufficient
funds on hand or able to be budgeted to cover these costs.
If not, your first activity should be to prioritize those
areas of assistance that are critical to your transition
process on through those tasks or activities that woul d be
hel pful but are not essential.

In selecting consultant assistance, you should nmake sure
that the individual or firmhas prior experience in opening

a new correctional facility. It is not sufficient to have
know edge of the transition process for other types of
institutions, for the correctional facility presents

numerous issues that are unlikely to be encountered in the
opening of a school, office building, etc.
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Task Force
Menber shi p

The administration task force should plan all activities
for personnel recruitment and selection, records, and
filing, budgeting, and facility admnistration. If your
agency does not have separate task forces for prograns and
support services, the adm nistration task force should
assune all planning activities for the follow ng functional
areas and systens: food service, laundry, supplies and
storeroom nmaintenance and janitorial services; mail ser-
vice; and conmissary. The admnistration task force should
also plan all activities for intake and classification
systems; court liaison; social services (caseworkers); and
treatment services, including religious, educational and
recreational services, work release, and simlar prograns.

The security systenms task force shoul d bear responsibility
for planning activities related to all security systens
and equi pnent, such as internal and external novenent of
inmates after the transition.

The nove |ogistics task force i s responsible for planning
all physical novenment of equiprment, naterials, personnel,
and inmates fromthe old facility to the new one. Duties
of this task force include establishing the nmove tinetable
based on conpletion and acceptance of the new facility. In
addition, it must identify internal and external personnel
and transportation resources for the nove, define roles of
all involved personnel; develop witten agreements (if
necessary) for the participation of personnel from outside
agencies; prepare a witten scenario for the nmove; and
coordi nate equi pment novenent fromthe existing facility.

Sel ection of the nenbership of each task force is as
inportant as the devel opment of the task forces. Generally,
menbers should be selected from among facility managenent
and supervisory personnel and line staff. In -smaller
correctional facilities, i ndi vidual s from outside the
facility may be asked to participate on task forces to
augment  nmanagenment and supervisory staff. Geat care
shoul d be taken, however, to ensure that such individuals
have a working know edge of the functional areas or systens
enconpassed by the task force on which they are asked to
serve, as well as a genuine interest in assisting with the
transition.

Each task force should be conposed of individuals who have
a principal interest in both the operation and wutilization

of a system or activity. For exanple, a task force
responsi bl e for planning food service in a new facility
shoul d include both the individual with overall

responsibility for food preparation and the individual
responsi bl e for food service.

The size of the task force depends on the nunber,
conplexity, and nmagnitude of activities for which it is
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SAMPLE

i iff? ere 1.0
Agency: Smith County Sheriff's Department Transition Area Number:
Transition Area: Transition Organization Issues Area Manager: R. Mazouch
Scheduled
Task Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed | Resources/Comments
1.1 Determination of Need for Transition Team Sheriff 1/86 2/86 2/86
1.2 Selection of Transition Coordinator Sheriff/Jail 1/86 2/86 . 2/86
Administrator
1.3 Determination of Transition Goals and Objectives | Sheriff/Jail 2/86 3/86 3/86 Input from Transiticn
Administrator Coordinator
1.4 Development of Transition Task Forces Transition Co- 3/86 3/86 3/86 Approval by Sheriff and
ordinator/Jail Jail Administrator
Administrator
1.5 Determination of Need for Outside Funding and/or | Sheriff 3/86 3/86 3/86 Input from Senior Staff
Technical Assistance
1.6 Preparation of Task Force Action Plans Transition 4/86 5/86 5/86
Coordinator
1.7 Orientation and Training of Transition Team Transition Co- 5/86 5/86 5/86 Development of Goals and
Members ordinator/Organ- Action Plans
ization Task
Force Chair-
person
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AREA TWO: TRANSITION ADMINISTRATION ISSUES

Effective admnistration of the transition process and
eventual Iy your new facility will result primarily fromthe
devel opment of a managenent and operational approach that
clearly underscores the mission and goals of the facility.
Wth this in mnd, eight tasks shoul d be considered:

Task 2.1 Determnation of Administration Transition CGoals
and Qbj ectives

Task 2.2 Developnent of New Facility Management Plan

Task 2.3 Preparation of Transition Budget

Task 2.4 Determnation of Systemfor Inmate |Information
Managenent

Task 2.5 Requisition of New Facility  Equipnent and
Suppl i es

Task 2.6 Arrangenent for Media Coverage of Transition
Process

Task 2.7 Arrangenent of Facility Tours and  Opening
Cer enoni es

Task 2.8 Review of New Facility Policies, Procedures and
Post Orders

TASK 2.1: DETERM NATION OF ADM NI STRATI ON TRANSI TI ON GOALS AND OBJECTI VES

Your administrative task force should prepare a witten
statenment of the philosophy, goals, and policies for your
new facility. Wiile this statement was probably proposed
during planning for your new facility, it is necessary to
specify, with respect to all transition activities, vyour
agency's goals and objectives as they relate to the basic
operational concepts for the new facility. This docunent
shoul d provide the foundation for other task force efforts,
bal ancing the goals and objectives of the transition with
avai | abl e resources. Your administration's goals and
objectives should be made available to all staff and
include provisions for interimoperations of your present
facility.

TASK 2.2: DEVELOPMENT OF NEW FACI LITY MANAGEMENT PLAN

It is vital for your agency to devel op a managenent plan
that describes the organization of your new facility and
its operational concepts and procedures. Specifically, a
chart should be prepared depicting the organizational
structure  of your new facility and grouping simlar
functions, services, and activities into adninistrative
subunits. Lines of authority and responsibility should be
clearly shown. In addition, using input fromother task
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forces, you should prepare a policies and procedures
manual . It should be sufficiently detailed to assist

empl oyees in understanding and conpleting their assigned
tasks and to ensure uniform daily operation of your new
facility.

Your managenent plan should be shared with all staff to
famliarize enployees with not only the general approach to
managenent of the facility but also their respective

positions in carrying out the plan. Facility procedures
for dealing with sensitive operational issues such as
di sturbances, escapes, etc. should be restricted to

personnel on a "need to know' basis.

TASK 2. 3: PREPARATI ON OF FI RST- YEAR OPERATI ONS BUDGET

Your transition planning nust also include the devel opnent
of a budget for the first year in which your facility will
beconme operational. This may nmean devel oping an operations
and mai ntenance budget nore than a year before construction
is conplete. The budget nmay al so be divided between two of
your agency's fiscal years.

Typically, the budgeting process, procedures, and forns
will be dictated by the operating agency or budget office.
The foll owi ng guidelines should be utilized if they are
conpatible with your agency's prescribed budgeting methods.

- You should permt the  managers (task  force
chairpersons) who wll have responsibility for your
operating units and programs to devise prelimnary
budget estimates. If for exanple, i ndi vi dual
support-service nmanagers are held accountable for
operating wthin their budgets, then they should
prepare those budgets.

- Your agency should build budgets fromthe ground up
for each organizational entity. That is, you should
develop requirenments for personnel, supplies, and
services needed to operate each functional wunit or
program at a level which will meet your established

obj ecti ves. If  these objectives have not been
determ ned, you should develop themas part of the
budgeting process. Al'ternative service |evels should

also be developed to provide policy-makers wth
deci si on packages if budgets have to be reduced.
Docunent ation should be assenbled so that policymakers
know exactly what they are buying with the dollars
allocated to the new detention facility. These
functional or programmati c budgets may then be
conbined to develop the budget document required by
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your operating agency or budget office. (Sanpl e
budget items are included on the next page.)

Your transition coordinator and admnistration task
force should carefully review all proposed budgets to
ensure that they are adequate to neet the goals and
obj ectives of your new facility.

TASK 2.4: DETERM NATION OF SYSTEM FOR | NVATE | NFORMATI ON MANAGEMENT

Early in the transition process, you should consider the
system for inmate informati on managenent. In  nost
i nstances, the information and internal communication
process will have been addressed in the planning and design
of the new facility. However, the actual information
*requirements are unlikely to have been assessed then and
will require identification prior to facility occupancy.

If  your existing information systemis  considered
i nadequate and will not be transferred in its present form
to your new facility, there are several options available
for devel oping a new system for the managenent of data
pertaining to prisoner intake, booking, classification,
property, medical needs, security assignment, release, etc.

Your first option is to form an inmate nanagement system
task force whose objective would be to develop and inple-
ment a system for data control and conmunication. Vil e
this is a sound approach for devel oping a data managenent
systemin that it involves existing personnel, it may prove
to be lacking in that present staff nmay not possess the
programm ng and conputer expertise required for this task.

Your second option is to contract with a consultant firm
experienced in the devel opnment of dedicated inmte
information systens. Though often more costly initially,

this approach is likely to save noney over the long run by
providing an effective system that produces nininal

probl ems.

Your third option is to purchase a packaged inmte
managenment system such as JAMS, Mesquite, or Jail Star
Wi | e you can obtain these systens on a nore tinely basis
and generally at less cost than a tailored system you will
also sacrifice sonme unique data nmnagenent capabilities
that may be needed by new facility staff.
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Conponents of a First-Year Operating Budget

SALARY EXPENSE

Adm ni strative
Cerical and secretaria

Client training
Soci al services
Speci al i st

I nstructor/houseparents
Supportive

Cient

EMPLOYEE BENEFI TS EXPENSE

Social Security
Wrkmen' s conpensation
G oup insurance
Retirenent

PROGRAM SUPPLI ES EXPENSE

Consunabl e (non-food) Supplies

Ofice supplies

Program suppl i es

Q her supplies

Duplicating supplies & expense
Post age

Non- Consumabl e Suppl i es

O fice supplies
Program suppl i es
Q her supplies

PROGRAM COPERATI ON  EXPENSE

Rent

[ nsur ance

Electricity

Fuel

Sanitation, sewer, water
Tel ephone

PROGRAM MAI NTENANCE EXPENSE

Upkeep of facility
Repl acement/ repai r equi pment

OTHER PROGRAM EXPENSE

Staff Devel opnent

I nservice training
Conf erence/ conventi ons
Books, subscriptions
Q her training

Staff Travel

M | eage

Lodging, neals, transportation
Gas for vehicle

O her vehicle expense

Consul tant Travel

Vehi cl e | ease

Gas for vehicle

M | eage paynents

Q her vehicle expense

Contracted Services

Consul tant fees
Training fees
Accounting services
Medi cal services
Legal services

Ot her services

CAPI TAL OUTLAY EXPENSE
Purchase of equipment/furniture

FOOD EXPENSE
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TASK 2.5: REQUI SITION OF NEW FACI LI TY EQUI PMENT AND SUPPLI ES

This fifth task involves identification of equipnent not
provided via the construction process ("fixed" versus
“unfixed" equipnment) that nust be purchased by your agency.

Exanpl es of fixed equi pnent include inmate  bunks,
| avatories and sinks, nmost kitchen equipment, and Iighting
fixtures. Exanples of unfixed equipnent include desks,

chairs, exercise equipnent, and clerical devices.

Prior to construction, the architect and/or contractor
shoul d provide you with a conprehensive |ist of fixed or
attached equipment. This list is vital in determning what
equi pnent and supplies your agency must purchase.

Using the design devel opnent drawi ngs or architectural
program for your new facility, you should conduct an area-
by-area analysis to identify the equi pment needs for cell
room dayroom office, control room etc. This analysis
shoul d pinpoint both the type and anount of equipnent and
its tentative location within the specific area.

Wen you determ ne supply needs, your current operationa

requirements (e.g., cleaning materials, foodstuffs, forns,
office supplies) should be conmputed and then proportioned
for your new facility. O course, operational differences

if any, should be considered in assessing occupancy and
first-year supply requirenents.

TASK 2.6: ARRANGEMENT FOR MEDI A COVERAGE OF TRANSI TI ON PRCCESS

As your facility nears conpletion, a nedia or public-

rel ations program should be initiated. This should include
news releases and educational articles concerning your new
facility, its opening, history, Dbackground, and m ssion.

You shoul d make every attenpt to keep the nedia infornmed of

construction progress and the unique aspects of correc-

tional facility construction. In addition, any anticipated
delays should be reported, detailing the reasons for the
del ay and the expected inpact on the original occupancy
date. If possible, one representative from each news
service should be invited to the facility prior to forma

occupancy and afforded a personal tour by your transition
coordi nator or his/her designate.

Always renmenber that the nedia can provide substantia
support for not only the transition process but also the
eventual operational management of your new facility.
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TASK 2.7: ARRANGEMENT FOR FACILITY TOURS AND OPENI NG CEREMONI ES

A variety of optional activities may be conducted
imedi ately prior to formal occupancy to acquaint the
general public and local officials with the facility and
its intended management plan. These include

Qpen houses for the public.

Tours for friends and famlies of the enployees.

Tours for local, state and federal officials, possibly
involving an overnight stay for key officials and
community | eaders.

In addition, you may choose to prepare's brochure on your
new facility that would be made available to the genera

public, media, and nmenbers of your local crimnal justice
system Exanples of excellent brochures have been prepared
by such jurisdictions as Miltnomah County (Portland),
Oregon; Contra Costa County (Martinez), California; and
Larimer County (Fort Collins), Colorado. Copi es of these
brochures can be obtained by contacting the counties

public/comunity relations coordinators.

TASK 2.8: REVIEW OF NEW FACILITY POLICIES, PROCEDURES, PCST ORDERS

Your admnistration task force is responsible for review ng
all policies, procedures, and post orders prepared by other
staff or task forces. Belowis a brief definition of these
three conponents of the facility occupancy process.

Policies and procedures are witten statenents guiding the
operations of the correction facility.

A policy is a statement of position on an issue
central to the effective operation of the facility.

A procedure is a detailed, step-by-step description of
activities that will lead to operations consistent
with a stated policy.

Policies and procedures shoul d:

Provide direction to staff by comunicating the
organi zation's philosophy and work prograns;

Pronot e consi stency;

Increase efficiency and professionalism

Provide a reference and training docunent for new
enpl oyees;

Serve as a formal introduction to new nethods of
operation

Ensure conpliance with legal requirenents; and
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Ensure neeting state and national correction
st andar ds.

Policy and procedure devel opment shoul d be guided by your
agency's mssion statenent, goals and objectives, and
correctional philosophy, as well as by the facility's
desi gn. The drafting of policies and procedures shoul d be
a participatory process, including representatives from
the key functional units or task forces in your new

facility.<l>
Policies should be:

- Conpl ete sentences;

- Action oriented;

- CGeneral in nature but as concise as possible;
- O ear and understandabl e; and
- Based on a stated rational e.

Procedures shoul d:

Be related to a policy;

Appear sequentially;

State who shoul d take what action, when and where; and
I nclude decision criteria and/or degrees of authority.

Before your new 'facility is opened, all policies and
procedures should be thoroughly tested and "debugged."

Prior to nove-in, procedures should also be reviewed with
all who will be using them <2>

Once policies and procedures are devel oped, post orders may
be prepared. A post order is a witten description of the
operation of each position in the facility, detailing what
is to be done, what type and/or |evel of staff should
performthe function, and when and under what conditions it
shoul d be conduct ed.

Post orders shoul d:
- Be related to policies and procedures;

- List tasks in order of priority; and
- Descri be assignment functions in detail

<I> An effective participatory method for devel oping and testing policies and

procedures uses transition scenarios. Thi s approach is discussed in
detail in Appendix F.

<2> Jail administrators seeking further information on the devel opment of
policies and procedures may wi sh to exanm ne "A Proactive Approach to
Basic Jail Managenent: Operational Procedures and Policy Devel opnent," a
docunent available fromthe National Institute of Corrections Jai

D vi si on.
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Prior to occupancy, all policies and procedures, as well as
post orders, should receive final approval from your
transition coordinating conmttee.
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Agency: Smith County Sheriff's Departmen Transition Area Number:A
Transition Area: Transition Administration Issues Area Manager: D. Liebert
Scheduled
Task ' Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed| Resources/Comments
2.1 Determination and Administration of Transition Jail 1/86 1/86 1/86
Administrator
2.2 Development of New Facility Management Plan Sheriff/Jail 2/86 2/86 ‘2/86 Original architectural
Administrator program plan
2.3 Preparation of Transition Budget Sheriff/Jail 3/86 3/86 3/86 Sheriff's annual operating
Administrator/ budget
Transition
Coordinator
2.4 Determination of System for Inmate Information Jail Adninis— 4/86 5/86 5/86 Access to other jail MIS
Management trator/Adminis- systems
trative Task
force Chair-
person (or
equivalent)
2.5 Requisition of New Facility Equipment and Jail 4/86 5/86 5/86 Needs list from all task
Supplies Administrator/ force chairpersons
Administrative
Task Force
Chairperson (or
equivalent)
2.6 Arrangement for Media Coverage of Transition Sheriff/Jail 11/86 Ongoing N/A Media packages developed
Process Administrator
2.7 Arrangement for Facility Tours and Opening Transition 12/86 12/86 12/86 Brochures
2.8 Review of New Facility Policies, Procedures, and | Sheriff/Jail 1/87 Ongoing N/A Draft policy and procedures
Post Orders Administrator/ manual
Transition
Coordinator
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AREA THREE: NEW FACILITY PERSONNEL ISSUES

The objective of this transition area is to nmeet the per-
sonnel needs identified in the staffing analysis described

later in this section. A new facility must recruit and
select new staff carefully as well as  deploy existing
personnel appropriately. Failure to do so wll likely

result in nunerous operational problens and concerns. More-
over, properly assigning staff to posts in the new facility
and directing their daily activities will require an under-
standing of their specific functions and job descriptions.

The followi ng tasks should be conpleted to adequately
address personnel issues in the new facility:

Task 3.1 Determnation of New Facility Staffing Require-
ment s

Task 3.2 ldentification of New Facility Personnel Goals
and oj ectives

Task 3.3 Preparation of Personnel Budget

Task 3.4 Assessment of Staff Equi pment and Uniform Needs

Task 3.5 Recruitnent and Selection of Volunteers

TASK 3.1: DETERM NATION OF NEW FACILITY STAFFI NG REQUI REMENTS

As a part of the planning and design process for your new
facility, it will be necessary to analyze the staffing
required to conformto current standards and to provide
adequat e supervision of the facility. A staffing guide is
al so required by sone states (e.g., Florida and Washi ngton)
at the conpletion of design. In addition, a staffing
anal ysis can serve as a useful tool to examne the relative
operating costs of varying configuration options.

Since 80 to 90% of an operating budget is used for salaries
and fringe benefits, staffing and manpower analysis is a
vital concern in new facility budget planning and control.
For example, the diagramon the next page shows that staf-
fing expenditures for the average correctional facility are
an estimated 78% of all costs through the 30-year life
cycle of a detention facility. Correctional admnistration
I's al most unique anong public programs, in that it involves
an around-the-clock operation, rather than the traditiona

40-hour  week which characterizes nost ot her public
services.

The growing concern over the limted financing for
governmental activities requires a rational, systematic
approach to manpower planning and control. One such
technique is Staffing and Manpower Analysis, which involves
at |east two distinct processes:
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TASK 3.2:

The calculation of manpower requirements to support
the established staffing patterns; and

The devel opnent of a staffing pattern that reflects
the type and level of staffing needed to acconplish
t he managenent objectives arrived at earlier in the
transition process.

Staffing and Manpower Analysis will allow you to perform
such inportant activities as assessing your new facility's
operations, identifying staff duties, and apportioning
those duties consistently.<l>

| DENTI FI CATION OF NEW FACI LI TY PERSONNEL GOALS AND OBJECTI VES

Due to the fact that your new facility may be larger and
nore conmplex, and offer a greater variety of services than
your existing institution, it is likely that your agency
will have to hire new personnel. For operations to begin
upon conpletion of the facility, new personnel wll also
have to be trained prior to occupancy. In addition, it
wi |l be necessary to provide additional training to your
exi sting personnel. Hring and training nust be schedul ed
so that personnel wll be available when needed. Training
issues associated with new facility transition are
di scussed in Area Four.

Before hiring new personnel, your agency should conplete an
analysis conparing enployees available to staff new
positions with anticipated personnel needs. This should be
done after preparing job descriptions for all positions in
the new facility. Such an analysis '"will identify the
number and types of staff who nust be hired.

You shoul d al so prepare a schedule for hiring and training.
It is best to develop this schedul e by working backward
fromthe anticipated nove-in date. Schedul e enpl oyee
arrival so that proper sequencing is achieved; for exanple,
supervi sors should arrive before their enployees. Be sure
to provide adequate tine to prepare for the nove, train
enpl oyees, and obtain supplies and equi pnent. You will
probably find it necessary to set up shift schedul es.

In addition, it is inportant that you identify the desired
| evel of experience and education for potential enployees.

A bal ance nust be struck between the |evel of skills and
abilities desired and the likelihood of obtaining them
given existing time constraints, recruitnent potentials,

| abor markets, and wage rates for the open positions.

<[> Staffing and Manpower Analysis is discussed in greater detail in Appendix

G
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To conmplete the hiring process, it wll be necessary to prepare:

Recruiting plans;

Sel ection procedures;

Specific test instrunents; and
Job announcenents.

Remember, hiring and training nust be closely coordinated
so that, for exanple, training progranms do not begin before
the persons to be hired are on board.

TASK 3.3: PREPARATI ON OF PERSONNEL BUDCET

Expenditures for personnel services will conprise a large
percentage of your first-year operating budget, especially
i f needed furnishings and equi pment are included in your
construction costs. As indicated previously, personnel
expenses will likely be at least 70% of your overall first-
year operating budget and could go as high as 90% if your
facility proves to be extremely staff-intensive. In
preparing the operating budget for your new facility,
several issues should be considered:

Have recruitnent, selection, and training costs been
consi dered for new staff?

Are conpensation and benefit costs considered for all
per sonnel ?

Are conpensation and benefits for correctional staff
the sanme as for |aw enforcenment personnel?

Are enpl oyee travel, training, and m scellaneous
expenses considered in the operating budget? and

Are pay increases provided for all enployees who wll
be promoted or be subject to a nerit increase during
the first year of occupancy?

TASK 3.4: ASSESSMENT OF STAFF EQUI PMENT AND UNI FORM NEEDS

Not only will new staff likely be needed to operate your
new facility, but they will also require unifornms and
appropriate security equipnent (e.g., enmergency response
radios and riot batons). Exi sting personnel wll have
simlar requirements.

I'n assessing uniform and equi pment needs, your agency
shoul d determ ne the follow ng:
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Nunber of sworn or correctional officer staff who will
require uniforms versus civilian personnel who will
wear street clothes;

Nunber of anticipated uniform changes;

Types of uniforns to be worn (e.g., mlitary style
bl azer/sl ack ensenbles, tactical unit uniforms);

Types and number of equipment to be provided staff as
wel | as anticipated wear and replacenent tine frames;
and

Exchange history for all uniforms and equi pment.

TASK 3.5: RECRU TMENT AND SELECTI ON OF VOLUNTEERS

Vol unteers offer an excellent resource, when used properly.
However, a successful volunteer program entails the
comm tnent of correctional nmanagers and staff.

Effective use of volunteers requires an assessment of needs
that could be met by vol unteers. As you identify specific
needs, develop job descriptions for each position simlar
to those prepared earlier for staff. You shoul d then
recruit prospective volunteers to fill each position, using
both formal and informal nethods to make your needs known.
You should interview each prospective volunteer and sel ect
those who neet all of your criteria.

Prior to assigning a volunteer to a position, you should
provide himher with orientation and training. You shoul d
assure, for exanple, that each new vol unteer understands
your operations and rules, as well as the tasks he/she is
expected to perform In addition, you should assign a
staff nenber to supervise volunteers. Make sure volunteers
know what to do. Also be sure their experience with your
new facility is positive. Keep regular records of each
vol unteer's service.

Finally, you should evaluate volunteers regularly. Share
the results of the evaluation with themand discuss any
probl ens.
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" N ility P M. 0'Tool
Transition Area: ew Facility Personnel Issues Area Manager: oole
Scheduled
Task Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed| Resources/Comments
3.1 Identification of New Facility Personnel Goals Administrative 2/86 2/86 2/86 Consistent with management
and Objectives Task Force - philosophy
Chairperson {or
equivalent)
3.2 Identification of New Facility Personnel Issues | Sheriff/Jail 3/86 3/86 3/86
Administrator
3.3 Determination of New Facility Staffing Sheriff/Jail 4/86 4/86 4/86 Personnel Task Force, if
Requirements Administrator/ formed, to assist
Transition
Coordinator
3.4 Preparation of Personnel Budget Jail 4/86 5/86 5/86 Approval by Sheriff
Administrator/
Transition
Coordinator
3.5 Assessment of Staff Equipment and Uniform Needs | Jail ] 6/87 6/87 6/87 Input from Administrative
Administrator/ Task Force Chairperson
Transition
Coordinator
3.6 Recruitment and Selection of Volunteers Jail 6/87 6/87 6/87
Administrator/

Personnel Task
Force Chair-
person (or
equivalent)
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AREA FOUR: TRANSITION TRAINING ISSUES

The transition training process includes verifying staffing
needs and skill deficiencies, and developing, scheduling,
and managi ng training programs to match personnel resources
with the needs of the new facility. Wthout a
conprehensive staff orientation and training program it is
unlikely that occupancy wi |l be successful

A nininmum of seven tasks should be conducted in order to
devel op, inplement, and evaluate an effective transition
training program

Task 4.1 ldentification of Transition Training Goals and
bj ectives

Task 4.2 Preparation of Transition Training Program

Task 4.3 Selection of Transition Trainers

Task 4.4 Development of Transition Training Arrangenents
and Curricula

Task 4.5 Preparation of Transition Training Budget

Task 4.6 Delivery of Transition Training Program

Task 4.7 Delivery of Preservice Training for New Personnel

Task 4.8 Eval uation of Transition Training  Program

Ef f ecti veness

It should be pointed out that a clear distinction exists
bet ween' Tasks 4.6 and 4.7. Task 4.6 is the delivery of
training for both existing and newly enployed personnel; it
is specific to the occupancy and operation of the new
facility. Task 4.7, on the other hand, is preservice
training for enployees hired as a direct result of the need
for additional staff to operate the new facility; it
concentrates on topics designed to address the staff
devel opment needs of individuals starting work with the
agency.

TASK 4.1: | DENTI FI CATION OF TRAI NI NG GOALS AND OBJECTI VES

The first task in preparing your transition training
programis the devel opnment of goals and objectives,
enconpassing specific tasks for which staff will be held
account abl e. Your training task force will find severa
key questions useful in selecting areas to be addressed:

Wiat is nost relevant to participants?

Wiat know edge and skills are nost needed?

Wiat know edge and skills are the most difficult?

What know edge and skills are nmost |ikely to be
retained and used?

What know edge and skills can be taught, given the
limts of resources?




Area Four: Transition Training |ssues Page 41

Once your goal s have been identified, you should prepare
goal s statenents. For exanple, one goal of a transition
training programmy be "to provide staff with a thorough
wor ki ng knowl edge of new facility operation.”

Formul ating training objectives is the next and nost
difficult activity. (bj ectives are a series of specific
statenents that describe the training results to be
achieved and by whom in order to attain a training goal.
Obj ectives are quantifiable and/or observable achievenents
that can be measured within a given tine and specified

condi tions. To illustrate, an objective related to the
goal of increasing new facility operational know edge could
be: "By January 1, 1987, 75%of all staff will be able to

describe in witten format the i ntake and rel ease
procedures for the new facility."

Training objectives should satisfy several criteria:

- Specify transition training outcomes;

- Address specific tasks and responsibilities staff are
expected to know;

- Provi de consistency and integration among the diverse
el ements of the transition process; and

- Establish a basis for training eval uation.

TASK 4. 2: PREPARATI ON OF TRAI NI NG PROGRAM

Your next task is to determine the skills and abilities of
your available personnel and conmpare themwth the skill
|l evel s desired for each of the positions required in the
new facility. This comparison will yield a list of skill
defi ci enci es. From this list, your actual training needs
may be identified.

Based on identified needs, you can begin devel opnent of a
training program First, decisions will need to be made
concer ni ng:

- The amount of generalized training for larger groups
of enpl oyees versus specialized training for a
relatively few positions;

- Wiether training will be conducted by existing staff
or by consultants;

- Whet her training wll be delivered on-site or in
school s, prograns, or other institutions; and

- Responsi bility for developing and conducting in-house
training.
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Next , you Wl need to identify training resources
avai l abl e through state programs, the National Institute of
Corrections, other private providers, in-house staff, or
consul tants.

At this point, it should be possible to devel op your
anticipated training plan and schedule. The responsible
person should make necessary arrangements well in advance

for securing consultant services or sending persons to
outsi de prograns.

Your training process should also include a conprehensive
orientation for persons who will work in your new facility.
Those needing orientation i ncl ude admini strative
mai nt enance, security, service, and program personnel. An
orientation program should consist of at [east t he
fol | owi ng

A building tour conducted by the design teamto
expl ain the project background, design concepts, and
i ntended uses of the facility.

Facilities, equipment, and special systens review
sessions covering control, security, alarm fire, and
communi cation systens. Such sessions shoul d include
the engineer and architect, appropriate consultants,
and nmanufacturers' representatives.

Addi tional in-depth  sessions for security and
mai ntenance  personnel dealing wth operation and
mai ntenance of the security system Such sessions
shoul d address the attributes of the design as well as
actual operations. They should also include a review

of the mintenance and operations manual ,
particularly routine maintenance, repairs, and
t roubl eshoot i ng. Again, the architect, consultants,

and manufacturers' representatives should participate.

TASK 4.3: SELECTI ON OF TRANSI TI ON TRAI NERS

Anot her inportant consideration in your transition training
program should be the selection of instructional staff.
Instructors shoul d be chosen on the basis of their

expertise and teaching ability. I nvolvenent in the
transition process, while helpful, does not necessarily
nmean that participants can translate that know edge to
agency staff. Instructors may be drawn from a variety of
sources within the gagency, such as the targeted staff
itself and administrative personnel, and from professiona

fields outside the agency.
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Selecting instructors from each of these areas has
advantages and |imtations. An instructor fromstaff wll
be famliar with the other participants; however,
fulfilling the role of both co-learner and instructor is
difficult unless all staff are given the opportunity and
this is clarified beforehand. Transition planners run the

ri sk of being unable to break out of this role and may be
seen by other agency staff as having a vested, and possibly
overly zealous, interest in the operation of the new
facility. Qutside instructors can play the role of experts
nore easily, but they may be out of touch with both the new
facility and the job realities of agency staff. C ear
| esson plans, personal contacts wth agency staff, and
last-mnute briefings will help mnimze these risks

TASK 4.4: DEVELOPMENT OF TRANSI TI ON TRAI NI NG ARRANGEMENTS AND CURRI CULA
Once you have devel oped a transition training program plan,
several activities must occur:

- Identification of training program content;

- Arrangenent of material in nost appropriate order for
| ear ni ng;

- . Selection of instructional nethods, which should vary
according to type of material to be learned and role
of participants;

- Preparation of training schedule consistent with staff
availability and transition activities;

- Assi gnment of trainer roles and responsibilities;

- Preparation of physi cal arrangenments for training
including classrooms, audio-visual aides, and training
suppl i es;

- Devel opnent of training program docurments, including
program plans, reports, and transparencies;

- Mai ntenance of contacts with staff prior to training
to keep theminfornmed of program devel opnent and their
training responsibilities; and

- Determ nation of staff participants in transition
training.
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TASK 4.5: PREPARATION OF TRANSI TI ON TRAI NI NG BUDGET

Training for transition does not cone w thout sone
financial expense. As soon as your training program has
been agreed upon, estimates should be nade as to what the
various training topics will cost to prepare, deliver, and
eval uate. Expenditures should be conputed for staff
training consultants (if applicable), training equipnent
and aids, classroons, training documents, and related
training materials.

You should then prepare a prelinmnary budget that provides
an estimated cost for the "ideal"™ transition training
program In preparing your budget, you should not overl ook
the costs associated with staff attendance and the
necessity to conpensate replacement personnel through

overtinme payments or time off. Shoul d agency funds be
limted with respect to your desired training program
several options are available. The first is to seek

out si de assistance through appropriate state agencies, the
National Institute of Corrections, or private funding
sources. Second, those firms responsible for designing the
facility and providing security equipment can be requested
to provide training specific to institutional operations
and security. Finally, shoul d outside resources be
unavailable, you mnmy choose to elininate training areas
| ess important to the success of facility transition

TASK 4.6: DELIVERY OF TRANSI TI ON TRAI NI NG PROGRAM

This task is intended to ensure that all transition
training is delivered on schedule, that the content is
covered, that physical arrangenents are as planned, that
participant interest and involvenent is nuintained, and
that, nmost inportant, staff understand those conponents of
the transition and facility occupancy process in which they
will be involved.

Prior to training delivery, your agency should assess
several inportant training objectives:

Assurance that the training enploys a variety of
appr oaches;

Continuity and cohesion of thetraining process; and

Assurance that staff interests are included in the
training.
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TASK 4.7: DELIVERY OF PRESERVICE TRAINING FOR NEW PERSONNEL

You should not forget that numerous personnel will be hired
during the transition process to assist existing staff in
the operation of the new facility. These new staff will
require not only training in occupancy and operation of the
new. facility but also preservice training in all areas of
facility operation and managenent. The mgjority of these
staff will not have worked in a correctional environment
and will require the sane |evel of preservice training as
your present personnel

In general, a training programof 160 hours is reconmended,
including information on security and search procedures
use of force regulations and tactics, supervision of

i nmat es, report witing, inmate and staff rules and
regul ati ons, rights and responsibilities of i nnat es,
ener gency procedures, i nt er personal rel ations,
social/cultural life styles of the inmate popul ation,

comruni cation skills, and first aid.
TASK 4.8: EVALUATI ON OF TRANSI TI ON TRAI NI NG EFFECTI VENESS
Effective evaluation of your training process acconplishes

two purposes:

- It determines the extent to which your objectives have
been realized; and

- It provides a mechanism for nodifying the program if
necessary, during the course of transition training.

Various approaches to conducting a training evaluation are
avai | abl e:

- Interviews with staff to assess inpact of training

- Questionnaires to enable staff to cormment on and rate
various aspects of training;

- Tests to measure staff mastery of know edge and skills
the program sought to inpart;

- Observation to assess the behavior of staff regarding
specific responsi bilities, such as control room
operation

- Expert opinion such as that presented by security
equi pment  consultants, who can assess the ability of
staff to operate new facility emergency systens; and
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- Infornmal feedback such as off-the-record coments by
staff, which can provide trainers with another
perspective on training program effectiveness

Once you have determ ned the nost appropriate eval uation
approach(es shoul d assess the transition training
program concenyratlng on the interest and rel evance of the
content, the effectiveness of the order in which materia
was presented, instructional nethods, instructors, training
equi pnent and materials and, nost inportant, the value of
the training to the transition process.
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Transition Training Issues
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4.0

Task
Number

Task

Person(s)
Responsible

Date
Initiated

Scheduled
Completion
Date

Date
Completed

Resources/Comments

4,

1

Identification of Transition Training Goals and
Objectives

Preparation of Transition Training Program
Selection of Transition Trainers

Development of Transition Training Arrangements
and Curricula

Preparation of Transition Training Budget
Delivery of Transition Training Program
Delivery of Pre-service Training for New

Personnel

Evaluation of Transition Training Program

Transition
Coordinator/
Training Task
Force Chair-
person {or
equivalent)

Training Task
Force (or
equivalent)

Training Task
Force {or
equivalent)

Training Task
Force {or
equivalent)

Training Task
Force Chair-
person (or
equivalent)

Training Task
Force (or
equivalent)

Training Task
Force (or
equivalent)

Transition
Coordinator/
Training Task
Force Chair-
person (or
equivalent)

4/86

9/86

1/87

1/87

2/87

5/87

6/87

6/87

4/86 4/86

12/86 12/86

1/87 1/87
1/87

1/87

3/87 3/87

5/87 5/87

12/87

12/87

Ongoing N/A

Pre-service, 0JT, and
in-service need to be
addressed

All staff involved with
transition to be trained

Curricula consistent with
job task analysis and needs
assessment

Meet with budget officials
and CEOQ

Based on approved standards
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AREA FIVE: SECURITY AND SAFETY ISSUES

The primary purpose of any correctional facility, old or
new, 1is the protection of the public from individuals

committed to its authority. It also is responsible for
providing a safe environnent for staff, inmates, and
visitors. Ctizens expect the correctional systemand its

adm nistrators to naintain an adequate |evel of security
and will not tolerate security breaches in a new facility,
particularly one planned and designed to correct
deficiencies in an existing physical plant. Simlarly, a
new facility must be safe for those that occupy it either
permanently (inmates) or tenporarily (staff and visitors).
To maximize the security and safety of the new facility,
the security systems task' force should address the
following transition tasks:

Task 5.1 Determnation of Security GCoals and Cbjectives

Task 5.2 Devel opnent of New Facility Security Approach

Task 5.3 Devel opnent of New Facility Safety Approach

Task 5.4 Devel opment of Inmate Intake, Cassification and
Rel ease System

Task 5.5 Preparation of Security and Safety Policies and
Procedur es

TASK 5.1: DETERM NATION OF SECURITY GOALS AND OBJECTI VES

The goals of a correctional facility relative to security
and safety should be approximtely the same; that is, the
protection of the public and the safety and welfare of
staff and inmates. Three primary objectives stemfromthis
goal :

Ensure the safety of both inmates and staff;
Maintain order within the facility; and
Prevent escapes.

It is assuned that these objectives will be conparable to
t hose you devel oped in planning your new facility. The
effectiveness of the security and safety systems in your
new facility will depend on your staff's ability to use the
new physical plant to successfully address these three
obj ecti ves.

TASK 5.2: DEVELOPMENT OF NEW FACI LI TY SECURI TY APPROACH

Your agency should prepare a security and inmate supervi -
sion approach well in advance of facility occupation. This
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approach shoul d be thoroughly comunicated to personnel via
conpr ehensi ve training.

In determ ning an approach to inmate supervision, you
should carefully assess your agency's needs in regard to
the two nost promnent concepts: indirect surveillance and
direct supervision. Indirect surveillance is characterized
by mninmal direct contact between staff and inmates. Staff
are assigned to secure observation booths, where they can

watch inmates and request assistance as needed. Di rect
supervision, on the other hand, relies on face-to-face
contact between staff and inmates. Each officer is

responsible for controlling inmate behavior in his/her unit
as well as for mninizing tension.<l>

In addition to inmate supervision, your new security system
shoul d address the follow ng areas:

- Inmate escort outside of the facility;

- Control of contraband

- I nmate counts;

- Tool, key, dangerous materials and weapons control

- Control of drugs and nedication;

- Use of security equipnent; and

- Energency plans for escapes, riots, disturbances, and
host age situations.

TASK 5.3: DEVELOPMENT OF NEW FACI LI TY SAFETY APPROACH

Wile security and safety are directly intertw ned, they
pose separate problems in opening a new facility. The key
to effective safety management in your new facility will be
a viable emergency plan. This plan should address the
physi cal plant and equi prent, personnel , pol i cy and
procedures, prisoner understanding of the plan, and staff
training with a focus on fire prevention and control and
response to other natural disasters. General ly, an
effective fire plan will include the same provisions
incorporated in an overall energency plan.<2>

Q her issues that you should include in your new facility's
safety plan include:

Provision of a qualified fire and safety officer
Sel ection of fire-resistant furnishings;
Proper containment of flammable materials;

<I'> Each of these approaches is examned further in Appendix H

<2> Quidelines for developing a fire plan may be found in Fire Behind Bars
(Mceli and Colden, 1979) and the current edition of the Natronal Fire
Protection Association's Life Safety Code Handbook
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Adequat e marking of energency exits;

Tests of power generators at required intervals;
Witten plan for evacuation; and

Training of personnel in the inplementation of
energency pl ans.

TASK 5.4: DEVELOPMENT OF | NVATE | NTAKE, CLASSIFI CATION AND RELEASE SYSTEM

Initial intake and adm ssion into your new facility is an
i nportant aspect of security operations. It requires clear
policies and procedures, documentation and records, staff
training, and supervision in the follow ng areas:

- Law enforcenent vehicle entry and exit;
- Adnmissions into the facility;

- Searches of new inmates;

- Use of hol ding cells;

- Cormmi t ment docunent s;

- Medi cal and nental health screening;
- | nmat e booki ng i nformation;

- Fingerprinting and photographs;

- Personal property managenent;

- G othing and beddi ng issue;

- New inmate orientation; and

- Adnittance to confinenent.

In planning your intake and booking procedures, you shoul d
al so ensure that the proposed process lends itself totally
to the physical layout of the adnittance area.

Anot her inmportant aspect is a classification system
tailored to the housing and program capabilities of your
new facility. This will require either nerging your

present classification approach wth the policies and
procedures proposed for your new facility or devel oping a
new system possibly one based on an objective nodel
bj ective classification enploys standardized factors and
factor weightings to obtain valid, consistent security and
custody decisions. (objective classification can also match
inmate security needs wth new facility resources and
i nmat e program and  service requirenents. Your
classification systemshould include a plan for assigning
custody |evel, housing, and programs for each inmate. |t
shoul d al so contain provisions for changing an inmte's
status and handling special managenent inmates, such as
those requiring protective custody, di sciplinary or
adm ni strative segregation, and medical isolation

The final conponent of the inmate managenent process is the
positive release of inmates fromyour new facility

Planning for your new facility's release systemresenbl es
the intake process in reverse. ldeally, a separate area
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will be available in your new facility for rel ease
activities. Al policies and procedures pertaining to
rel ease should accommodate the physical |ayout of this
area

TASK 5.5: PREPARATI ON OF SECURI TY AND SAFETY POLI CI ES, PROCEDURES AND POST
ORDERS

This final task will require the devel opnent of policies
and procedures for both security and control, and safety
and energency operations.

Wth respect to security and inmate control, you should
address the follow ng procedural areas:

- Communi cation system between control center and inmate

living areas;
Qperation of energency al arm system
Control of entrance/exit and internal door |ocking

- Use of audio or visual electronic surveillance;

- Regul ation of inmate novenent;

- Supervision of inmates in |living areas;

- I nspection of facility;

- Searches of facility and inmates;

- System f or physical |y accounting for innates;

- Control and seizure of contraband;

- Control and use of firearns, chem cal agents, and
rel ated security devices;

- Control and use of keys;

- Control and use of tools and culinary and nedical
equi prent ;

- Response to escapes and attenpted escapes;

- Response to situations such as riots, hunger strikes
di sturbances, and hostage taking;

- Continuance of operations in the event of a work
st oppage;

- Use of physical force

- Procedures to be followed in the event of a nass
arrest;

- Mai nt enance of security |ogs;

- Transportation of inmates outside the facility;

- I ntake, identification, and booking of innates;

- Initial classification and reclassification of
I nmat es, including those with special managenent
concerns; and

- Rel ease of inmates fromfacility.

In addition, ~witten post orders should be prepared
establishing the function of each security position and the
procedures necessary to carry out the assignment.
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Procedural statements should be developed for new facility
safety and security issues, including:

System to be enployed for adherence to local or state
fire codes;

Speci fication of facility's fire prevention
regul ati ons and practices;

System for notifying local fire departnent in the
event of a fire;

Training of staff in fire safety procedures;
Testing of energency equiprent; and

Evacuation plan in the event of an energency.




FACILITY TRANSITION ACTION PLAN

SAMPLE
Agency: Smith County Sheriff's Department Transition Area Number:} 5.0
Transition Area: Security and Safety Issues Area Manager: R. Nelson
Scheduled
Task Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed | Resources/Comments

5.1 Determination of Security Goals and Objectives Jail ' 2/86 2/86 2/86 Reference state and
Adwinistrator/ federal standards
Transition
Coordinator/

Security Task
Force Chair-
person (or
equivalent)

5.2 Development of New Facility Security Approaches | Security Task 2/86 11/86 11/86 Test during shakedown of
Force Chair- facility
person and Task
Force (or
equivalent)

5.3 Development of New Facility Safety Approach Security Task 2/86 9/86 10/86 Obtain assistance from
Force {or OSHA regional office
equivalent)

5.4 Development of Inmate Intake, Classification, Security Task 3/86 7/86 8/86 Input from classification

and Release Systenm Force (or staff
equivalent)
5.5 Development of Security and Safety Policies, Security Task 3/86 8/86 8/86 Consistent with approved
Procedures, and Post Orders Force (or format
equivalent)
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-AREA SIX: INMATE,-PROGRAM ISSUES

In making the transition to a new facility, admnistrators
will recognize that additional space has been provided for
i nmat e programm ng such as social services, religious
prograns, i ndoor and outdoor recreation, leisure-tine
activities, educational and vocational programs and library
services. FEffective use of this new space will depend on
considered attention to the follow ng tasks:

Task 6.1 Determ nation of Program Goals and (bjectives

Task 6.2 Devel opment of New Facility Programs

Task 6.3 Identification of -Existing Program Resources

Task 6.4 Devel opment of Program Phasing Pl an

Task 6.5 Devel opment of Program Policies, Procedures and
Post Orders

Wil e this section concentrates on prograns that an agency
woul d like to provide, it nust be enphasized that the
agency should prepare alternative plans in case the
staffing and funding levels required to conduct the program
as designed are not forthcom ng.

TASK 6.1: DEVELOPMENT OF NEW FACI LI TY PROGRAM GOALS AND OBJECTI VES

The first task in developing and inplenenting inmate
prograns for your new facility is to determ ne what you
want to acconplish via the use of prograns. To do so, you
must delineate your goals and match them with general
program of ferings. Each goal statement should then define
an end result to be achieved in innmate progranmmi ng.

Your program goals should directly reflect both the
managenment philosophy for your new facility and current
pr of essi onal and constitutional standards. For this
reason, your new facility's mssion statement, state and
national standards, and recent corrections-related court
deci sions should be considered primary reference documents.
Unlike inmate services, prograns are often viewed as
expendable and thus require as nuch justification as
possi bl e. Consensus on the end result for each goal is
essential . Your program goal s nust al so be unanbi guous,
attainable statenents. An exanple woul d be:

“To provide recreation to the inmate popul ation
t hat will nmeet the recomendations of t he
American Correctional Association's Standards for
Adult Local Detention Facilities."

Your program objectives, on the other hand, should describe
an activity or group of activities required to achieve a
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goal . An objective has fixed time paraneters and nmust be
measur abl e. To attain the goal referenced above, several
obj ectives may be:

"To recruit, enploy and train a full-tinme
recreational coordinator by Cctober 1, 1987";
"To purchase all outdoor recreational equipnent
by Septenber 15, 1987";
"To devel op indoor recreational policies and
procedures by Septenber 9, 1987."
TASK 6.2, DEVELOPMENT OF NEW FACI LI TY PROGRAMS AND DELI VERY APPROACH

During this task you will need to identify what prograns
you wish to provide, how they will be provided, who will
deliver them and when they will be provided. The basis
for establishing these prograns should be provided through
Task 6. 1.

The first activity is to identify what prograns will be
provided in your new facility. Wi le this may have been
completed during initial facility planning and design, it
probably was done under sone time constraints and w thout
know edge of what prograns your new physical plant wll
acconmodat e.

In selecting these programs, four activities should be
conduct ed:

- Identification of programpriorities based on |egal
requi rements, standards, and inmate interest;

- Carification of program paranmeters, including the
nunber of inmate participants, physical |ocation of
prograns, and qualifications for staff;

- Clarification of program objectives, specifying end
results; and

- Determination of program feasibility by identifying
any internal or external constraints such as |ack of
funding, insufficient staff, and inadequate equipnent.

Once prograns have been selected, you should prepare a
devel opnent plan. For many existing prograns, only mnor
modi fications wll be needed to acconmodate the |ayout of

your new facility. However, new prograns will require you
to:
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Review the need for a proposed program by checking its

purpose, timng, and constraints, as well as inmate
interest;

Consi der alternatives, ranging froma fully devel oped
and program to the consequences of not inplementing a
program

Qutline the devel opnent plan, including staffing,
schedule, eligibility criteria, etc.; and

Prepare a prelinminary program budget.

Finally, you should determne how the program wll be
del i vered. In many instances this issue will have been
addressed in the program devel opnent pl an. Hovever ,
specific attention should be paid to whether you have the
i n-house resources to provide adequate program delivery or
wi |l need outside support.

TASK 6.3: | DENTIFI CATION OF EXI STING PROGRAM RESQURCES

After your programs have been finalized, you nust identify
what resources are available and what resources nust be
generated to provide the level of progranmng desired. As
you are aware, today's econony and resultant budget
limtations force careful exam nation of all facility

programmng to achieve maxi mumutilization of allocated
funds.

One  obvious resource for program devel opnent and
i npl ementation can be found in the comunity. Communi ty
resources can be obtained from private or public
organi zations or from any individual providing a legitimte
service that can be used in your new facility.

Comunity groups nmay provide progranmm ng at no charge
t hrough vol unteers or donation of goods. Some will deliver
prograns, such as nental health and substance abuse
counseling, without charge although the service is paid for
t hrough anot her fundi ng source. Mbst prograns entail some
financial expense. However, it is usually less expensive
to purchase them as needed rather than attenpt to provide
t hem i n- house. Such anal yses should be conducted during
the pre-transition period so that you have a clear under-
standing of not only what programs will be offered but also
which will be provided internally and which, externally.

The following list presents exanples of prograns available
t hrough community groups and individuals:
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COMMUNI TY RESOURCE

Vol unt eers

Li brary

Prof essional s (public or
private)

Chur ches

Busi ness and civic groups

YM/YWCA

Interested citizens

School s

Col | eges/ uni versities
Publ i c agenci es

Fire departnent

Hospita

Busi nesses

Armed forces reserve
Human service agencies
Public safety agenci es.
Retired/elderly citizens
St udent s

Banks

Enpl oyers

Heal th depart ment

Grants
Medi a

EXAMPLE OF PROGRAM

I nmate progranms (counseling,

recreation, etc.)

Books, tutors

Facility evaluations, technica
aid

Rel i gi ous services/counseling
Public awareness and education
Recreation facilities/prograns
Support for better budget and
program options
Facilities and equi prent,
t eachers
Education for
staff
| nspecti ons,
assi stance
Fire safety inspections,
techni cal assistance
Health care, staff training
Donations (equipnent, supplies)
Services, equipnent, supplies
Services for inmates, enploynent
assi stance
Institutional security
| mprovenents
Visits to inmates,
assi stance
Staff education and training
Fundi ng
Jobs for inmates (work release
or after release)
I nspections, standards
conpl i ance assi stance
Speci al project funding
Needs and acconplishments
publicity

inmates, train

t echni ca

famly

TASK 6.4: DEVELOPMENT OF PROGRAM PHASING PLAN

During the initial occupancy of your new facility, you may
choose to phase in prograns and activities such as |eisure-
time activities, academic and vocational training, and
l'ibrary prograns. The nove wi |l be hectic enough w thout
attenpting to introduce all programming at the sane tine

Even with the best planned transition training program

your staff will be frustrated in ensuring that visits are
conducted safely and on schedule, neals are delivered on
time and at the right tenperature, mil is delivered
efficiently, etc. Introduction of many programs can be
del ayed wuntil your operations are running snoothly. Mbst
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admnistrators have found it better to informinnmates that
certain prograns will be delayed or gradually introduced
rather than conmt to a programdelivery schedule that
cannot be honored.

TASK 6.5: DEVELOPMENT OF PROGRAM PCLI CI ES, PROCEDURES AND PCST CRDERS

Once you have finalized your programs and identified needed
resources, you can prepare policies and procedures for each
program

It should be relatively easy to translate your program
goals into policy statenents. In addition, you should
address the foll ow ng issues:

- I nmat es shoul d have the option to refuse participation
in prograns except those required by statute;

- Equal program opportunities should be provided mal es
and femal es; and

- Pl ans shoul d be made for the identification and use of
avai | abl e communi ty resources.

You should also prepare witten procedures for the
foll owi ng program areas

- Drug and al cohol addiction prograns;

- Rel i gi ous and counseling prograns;

- Qut-of-cell leisure-time activities;

- Qutdoor and indoor recreation and physical exercise;

- Educational prograns, vocational counseling and, when
avai | abl e, vocational training;

- Library services; and

- Vol unt eer coordination and program invol venent.




FACILITY TRANSITION ACTION PLAN
SAMPLE

Agency: Smith County Sheriff's Department Transition Area Number: 6.0

Transition Area: Inmate Program Issues Area Manager: J. Russell 5

Scheduled
Task Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed | Resources/Comments

6.1 Determination of Program Goals and Objectives Jail 2/86 2/86 2/86 Consistent with management
Administrator/ philosophy and approved
Transition . standards

Coordinator/ ‘
Program Task
Force Chair-
person {or
equivalent)

6.2 Development of New Facility Progranms Program Task 2/86 8/86 8/86
Force Chair- |
person {or
equivalent)

6.3 Identification of Existing Program Resources Program Task 3/86 4/86 4/86 Address both internal and
Force Chair- ' external resources

person {or
equivalent)

6.4 Preparation of Program Phasing Plan Program Task 5/86 8/86 9/86
Force Chair-
person (or
equivalent)

6.5 Development of Program Policies, Procedures, and }Program Task 4/86 10/86 10/86 Consistent with approved
Post Orders Force Chair- format '

person (or
equivalent)
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AREA SEVEN: SUPPORT SERVICES ISSUES

A variety of inmate support services nust be planned and
delivered in a new facility. Support service areas include
medi cal and health care, visitation, food services, mail
and tel ephone comunications, laundry, personal hygiene
services, conmissary, property nanagement, storage, and
housekeepi ng.

Several tasks are inportant to the introduction of support
services in a new facility:

Task 7.1 Determnation of Support Services Coals and
bj ectives

Task 7.2 Devel opnent of New Facility Support Serivces and
Del i very Approach

Task 7.3 ldentification of Existing Support Servi ces
Resour ces

Task 7.4  Devel opnent of Support Servi ces Pol i ci es,
Procedures and Post Orders

Task 7.5 Devel opnent of New Facility Mintenance Plan

Mor eover, al | support services should be ready for
inmpl ementation the day a new facility opens.

TASK 7.1: DETERM NATION OF SUPPORT SERVI CES GOALS AND OBJECTI VES

Procedural devel opment of goals and objectives for your
support services is identical to that for your inmate
prograns. The principal difference is that inmate services
are not to be regarded as privileges, for your agency wll
be held liable and face possible court action for failing
to provide services required by the courts or |ocal and
prof essi onal standards. Therefore, by devel opi ng services
goal s and objectives, you are establishing delivery
mechanisns that will not only enhance facility operation,
but also protect you and your agency against |egal action.

TASK 7.2: DEVELOPMENT OF NEW FACILITY SUPPORT SERVI CES AND DELI VERY APPROACH

Al though the type of support services your new facility
will provide is generally determned by outside agencies
and organizations, you can control who will provide them
where they will be delivered, when they will be provided,
and what they wll cost.

First, however, you should assess existing resources by
answering the who, where, when, and what questions for
support  services in your present facility. You can then
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determ ne what additional support services and resources
wi |l be needed in your new facility.

The support services devel opnent process should begin wth
the follow ng activities:

Revi ew of which standards, codes, and guidelines are
to be applied;

Assessnent of current trends that may need to be
considered (e.g., delivery of frozen food to housing
units for heating by mcrowave ovens |ocated in pods);

Exam nation of those provisions that should be
consi dered for future needs;

Eval uati on of workload and resultant staffing
requirements;

Revi ew of service delivery concepts (e.g., Wl
visitation be centralized or dispersed; contact, non-
contact, or both?); and

Determination of a general budget for delivery of
support servi ces.

These activities should result in detailed delivery plans
for each of your support services, identifying their
users, safety and security issues, schedules, staffing
needs, and paraneters. Service paraneters refers to the
extent to which each service wll be provided. For
example, w Il your dental program (if provided) offer a
basic dental examnation or a full range of services? Such
questions should be answered prior to occupancy in order to
m nimze confusion and frustration. The use of scenarios
can help you identify and answer these questions.<|>

TASK 7.3: | DENTI FI CATI ON OF EXI STI NG SUPPORT SERVI CES RESOURCES

If you currently provide all inmate services in-house, you
shoul d consi der using existing comunity  resources,
particularly if the support service demands of your new

facility exceed anticipated capabilities. You can broker
or arrange for services, either having the service provider
come to the facility (e.g., private food service
contractor) or taking the inmates to the provider (e.g.

speci al i zed medical care). Thi s system decreases the
burden on your agency, allows staff to devote nore tine to
facility management, provides inmates access to nore

<I> Devel opnent of transition scenarios is discussed in Appendix F.
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speci alized services, and develops commnity awareness and
support.

TASK 7.4: DEVELOPMENT OF SUPPORT SERVI CES POLI CIES, PROCEDURES, AND POST
ORDERS

The final task in this area is the preparation of policies
and procedures for each support service, along with staff
post orders. At a mininum you should devel op policies and
procedures that address the follow ng:

Delivery of health care services, including medical
dental and mental health services, under the contro
of a designated health authority;

Provision of a nutritional diet that is reviewed and
approved by a registered dietitian

Regul ation of inmate correspondence and access to
t el ephones;

Management of inmate visiting, including official
visitors, contact and non-contact visitation, and
special visits;

Control of the conm ssary or canteen, especially
strict management of its operation and use of accepted
accounting procedures;

Cleaning and issue of inmate clothing, 1Iinen, and
beddi ng supplies;

Distribution of personal hygiene articles to innmates;

Regular sanitary inspection of all institutional
ar eas

Housekeepi ng and mai ntenance of all areas of the
facility; and

Inmat e access to staff and prograns.

TASK 7.5: DEVELOPMENT OF NEW FACILITY MAI NTENANCE PLAN

A pl anned mai ntenance programis the key to protecting your
facility and ensuring its long-termtrouble-free operation
Pl anned nai ntenance can, in fact, increase its life and
useful ness.  Your naintenance program shoul d incl ude:
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- Careful nanagenent of sanitary conditions;
- Accurate control of tenperature and ventilation;

- Systematic inspection and care of facility conponents,
especially safety and security systens;

- Preventive mai nt enance to avoid unaccept abl e
deterioration of conponents and excessive repairs.

To maintain your new facility properly, you should
establish a centralized, on-site maintenance and operations
department with a full-time nanager. He/ she shoul d be
know edgeabl e of new facility operations and capable of
mai nt ai ni ng accurate records, which are essential to a
preventive maintenance program

Your maintenance program should be planned well in advance
of occupancy of your new facility. The basic steps in
pl anni ng your program incl ude:

- | dentification. Determine which itenms in your new
facility wll need to be maintained.

- Techni ques and procedur es. Establish the naintenance
procedure and frequency for each item Mai nt enance
and operations manual and manufacturers' data will be
hel pful in establishing these schedul es.

- Records system  Develop a conprehensive system for
recording all maintenance performed as well as the
conditions found when nmintenance is routinely

per f or med. Keep records of al | unschedul ed
mai nt enance, equi prent  fail ures, and any other
problenms wth the facility or its conponents. Wth
computer facilities available at nmost institutions,
t he nai ntenance records may be conputerized. Thi s
will permt such conveniences as a printout of
schedul ed mai ntenance activities.

- Per sonnel . Mst of the activities in your planned
mai nt enance program nmay be performed by facility
personnel . O her tasks requiring technical skills or
equi pment  not available on-site shoul d be perforned
t hrough mai ntenance  contracts  with qual i fied
provi ders. In addition, sonme naintenance items g
require observation or testing by professi ona?/

consul tants such as nechanical or el ectrical
engi neers. Arrangements to secure such services
should be made early in the devel opnment of your
mai nt enance program

Prior to final approval, your planned naintenance program
shoul d be reviewed by your transition and design teans.
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Agency: Smith County Sheriff's Department Transition Area Number:_ 7.0
. i C.
Transition Area: __Support Services Tssues Area Manager: Unger
Scheduled
Task Person(s) Date |Completion Date
Number Task Responsible | Initiated Date Completed} Resources/Comments
7.1 Determination of Support Services Goals and Support Services| 2/86 2/86 2/86 Consistent with management
Objectives Task Force ' philosophy and approved
Chairperson (or standards
equivalent)
7.2 Development of Support Services and Delivery Support Services| 3/86 9/86 9/86
Approach Task Force
Chairperson (or
equivalent)
7.3 Identification of Existing Support Services Support Services| 3/86 4/86 5/86 Address both internal and
Resources Task Force external resources
Chairperson (or
equivalent)
7.4 Develdpment of Support Services Policies, Support Services| 4/86 10/86 10/86 Consistent with approved
Procedures, and Post Orders Task Force format
Chairperson (or
equivalent)
7.5 Development of New Facility Maintenance Plan Support Services | 4/86 11/86 11/86 Consistent with approved

Task Force
Chairperson (or
kquivalent)

standards
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AREA EIGHT: MOVE LOGISTICS ISSUES

TASK 8. 1:

Actual occupancy of a new facility is the cul mnation of
the successful, timely conpletion of the seven previous
tasks. Myve logistics involves five major tasks

Task 8.1 Establishment of Mwve Plan and Schedul e
Task 8.2 Determ nation of Myvenent Resources

Task 8.3 Training of Cccupancy/ Movenent Staff

Task 8.4 Conpletion of New Facility Shakedown
Task 8.5 Oientation of Inmates Regarding Mvenent

In addition, scenarios should be devel oped to simulate how

the facility will operate once occupied by the innmate
popul ation. < >

ESTABLI SHVENT OF MOVEMENT PLAN AND SCHEDULE

Preparing for the nove itself is a conplex task. Agai n,
caref ul pl anning and control hel ps ensure that al |
activities are conpleted. Your transition coordi nator
should identify all tasks that nust be concluded prior to
move-in. He/ she will need to rely on the nove |ogistics
task force to assist with this endeavor and to perform the
actual work.

This task force, working with other task forces, should

conplete the following activities before occupying the
facility:

Assure  that al | equi pment specified 1in the
construction contract has been delivered, inventoried,
and tested for safety and security standards;

(ot ai n ot her equi pment, such as typewiters, dictating
equi pnent,  cameras, conmuni cation equipnent, and |aw
enforcement nmaterials;

Arrange for efficient transfer of any equipnent to be
moved fromthe old facility;

Install all furnishings and novabl e equi pnent;

Order supplies, including admnistrative supplies,
correctional and security materials, food service
supplies, and nedical supplies;

Stock stores and conmi ssary;

<1> A conplete discussion of scenario devel opment is included in Appendix F.
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A

Make space assignnents;

Ensure that all posts have supplies such as paper,
pencils, and waste cans;

Arrange for new utility service, including garbage and
t el ephone;

otain insurance for the facility;

Bal ance the heating, cooling, and ventilation systens;
Negotiate contracts for any operation or naintenance
services not provided by agency staff, including
vehi cl e nai nt enance, backup nedical, or testing
services;

Set up records and filing systens;

otain tools and required mai ntenance equi pnent;

Set up energency and severe-weather plans;

Test all operating procedures;

Identify the need for additional procedures and ensure
that each functional area has established adequate
procedur es;

Plan and schedul e the nmove-in of admnistrative staff,
corrections and security personnel, service staff, and
program staff;

Plan and schedule the arrival of all inmates.<|>

these activities must be coordinated. For exanpl e,

i nmates cannot be housed unless food service and nedica
services are operational.

TASK 8.2: DETERM NATI ON OF MOVEMENT RESOURCES

After you have planned the various nmovenent tasks, you nust
determne what resources exist internally to assist in
facility occupancy and which will need to be obtained from
outsi de agencies and private vendors. You should then:

<1> For further information concerning nove |ogistics, please see the
"Activation Manual" published by the U S. Departnent of Justice, Federa
Prison System and the NIC publication "How to Open a New Institution.”




Area Eight: Mve Logistics |ssues Page 63

- Arrange for bids for such items as vehicles, novers,
and hydraulic lifts (If your policy permts, inmte
trusties could assist with noving equipnent, provided
appropriate insurance coverage is available.);

- Sel ect outside vendors and services; and

- Oient vendors to non-sensitive features of novenent
pl an.

TASK 8.3: TRAINING OF OCCUPANCY/ MOVEMENT STAFF

Movenent training should be viewed as distinct from your
transition training programin that it provides training
only for functions tied to nmoving into your new facility.
As such, this will be "one-tine" training, involving a
l'imted nunber of personnel in the actual occupancy,
although all staff will be involved to some extent in
openi ng your new facility.

Moverment training should concentrate on the following activities

- Facility shakedown process;

- Non-fixed equi pment and furnishings novement plan;

- Inmate novenent and cell assignment procedures; and

- | mredi at e occupancy innmate processing and support
services start-up plan.

TASK 8.4: COWPLETION OF NEW FACI LI TY SHAKEDOWN

Prior to formal occupancy, you will need to' thoroughly
inspect the entire facility to make sure that it is Secure,
that everything works, and that nothing has been left
behi nd which could be used by inmates to escape or cause
injury. The shakedown process should al so include

- Checki ng energency equi prent and fire al arm systens;

- Checking  security, war ni ng, CCTV, and audio
conmuni cation systens;

- Making sure all security doors and entrances function
as pl anned;

- Checking the integrity of external and interna
gl azi ng;

- Checking all wall fini shes, grat es, railings,
ceilings, and floors to ensure no areas are available
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for contraband conceal ment and no conponents are | oose
enough to be fashioned into weapons;

- Determning the working condition of all food service
equi prent ;

- Ensuring that all sinks and lavatories function
properly;

- Checking the HVAC system to ascertain proper heating
cooling, and ventilation

- Understanding the emergency operation of al |
el ectrical, mechani cal , and |ife-safety systens,
i ncluding shut-off |ocations and procedures;

- Knowi ng how and whom to call for energency repairs
i ncluding emergency off-duty tel ephone nunbers;

- Determ ning what fixtures, equipment, etc., could be
empl oyed by inmates in suicide attenpts; and

- Checking the outside of the facility to assess what
areas may be vulnerable to intrusion by the public or
I nmate associ at es.

Following conpletion of the facility, a construction
contract audit, if applicable, should also be schedul ed by
the state or involved federal agencies. As a part of the
transition process, you should review project files to
ensure that all required docunentation is included and that
a clear audit trail has’ been established. This shoul d
perm t a favorable audit, mnimze time demands on
operating personnel, and avoid charges or negative findings
that can lead to unfavorable publicity and operationa
di sruptions.

TASK 8.5: ORI ENTATION OF | NVATES REGARDI NG MOVEMENT

Wiile nost of this manual has concentrated on tasks that
your staff should conplete prior to and during facility
occupancy, it is inperative that you apprise inmates of the
i npending nove and its ramfications on their future living

condi tions. Renenber, while the transition process may be
an extrenme headache to your agency, it affects the day-to-
day confinenent of inmates in various ways. They will not

know, for exanple, unless adequately oriented, how, when
and where they will visit their famlies; under what
conditions they will be entitled to recreation; and what
the meal service program will involve--all issues vital

from their perspective, to their daily well-being.
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Inmate orientation may be conducted in a variety of ways:

- Video or slide presentation;

- Live presentation by agency staff; and

- Peer presentation by inmates who have been briefed on
movenent to the new facility

Wiile orientation should be fairly explicit, it should not
include references to tasks or activities that may
j eopardi ze the security of the nove. Thus, you shoul d

avoid informng inmates in advance of the specific date and
time of the nove, new facility security features, and node
of transportation to be used. Moreover, due to inmate
turnover, you should not schedule orientation so far in
advance that a large segnent of the inmate popul ation has
not been inforned about transition

Finally, based on serious problens experienced by severa
jurisdictions during facility occupancy, it is recomrended
t hat you not make significant changes in policies and
procedures that reduce inmates' general welfare. | nmat es
are likely to associate such changes with the new facility
and may take out their frustrations on its structure

equi pnent, and furnishings. An excellent, al bei t
unfortunate, exanple, is a county that instituted a
regul ation prohibiting smoking in its newjail. The innmate

popul ation initially responded with anger, followed by
several hundred thousand dollars' destruction
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Transition Area: Move Logistics Issues

Transition Area Number:

Area Manager:

8.0

K. Whitlow

Task
Number Task

Person(s)
Responsible

Date
Initiated

Scheduled
Completion
Date

Date
Completed

Resources/Comments

8.1 Establishment of Move Plan and Schedule

8.2 Determination of Movement Resources

8.3 Training of Movement Staff

8.4 Completion of New Facility Shakedown

8.5 Orientation of Inmates Regarding Movement

Move Logistics
Task Force
Chairperson (or
equivalent)

Move Logistics
Task Force
Chairperson (or
equivalent)

Training Task
Force (or
equivalent)

All Task Force
Chairpersons {or
equivalent)

Training Task
Force Chair-
person {or
equivalent)/
Security Task
Force Chair-
person (or
equivalent)

7/86

8/86

11/86

12/86

12/86

7/86

8/86

11/86

12/86

2/87

/86

8/86

11/86

12/86

2/87

Coordinate with outside
agencies, e.g., Highway
Patrol and police
departments

Use of video tape encouraged
to enhance discussions
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AREA NINE: POST-TRANSITION ISSUES

TASK 9. 1:

TASK 9. 2:

A nunber of inportant activities should be undertaken once
the facility has been occupied. Two inportant tasks are
i nvol ved:

Task 9.1 Maintenance of New Facility Physical Plant
Task 9.2 Evaluation of New Facility

MAI NTENANCE OF NEW FACI LI TY PHYSI CAL PLANT

EVALUATI

When your new facility is conpleted, your agency will be
responsi bl e for maintenance of a large, conplex, and tech-
nol ogi cal | y sophisticated capital investnent. Mai nt enance
covers a variety of activities, ranging from enptying
wast ebaskets and vacuuming carpets to calibrating therno-
stats and servicing conplex equipment. These activities
shoul d be covered in the naintenance plan you devel oped
prior to occupancy (Task 7.5), and your naintenance and
operations department should now begin inplenenting this
pl an.

You shoul d al so conduct ongoing nmonitoring and eval uation
to ensure that your nmintenance program is  being
effectively carried out. This should include performance
and reliability sunmaries for all items covered by the
program and routine analysis of these data to determne
whet her nai nt enance frequencies should be increased or
decreased to reduce down tinme, enhance productivity, or
| oner costs.

ON OF NEW FACILITY

As part of the transition process, you should al so conduct
a post-occupancy eval uati on. Thi s assessment shoul d occur
six to twelve nmonths after occupancy and address:

- User satisfaction with facility;

- Agency satisfaction with design team;

- Ability of facility to meet its mission, goals and
obj ectives, and the agency's correctional philosophy;

- Conformance with specifications, space allocations,
and budgetary policy;

- Efficiency of operations;

- Budgetary policy;

- Mai nt enance and |ife-cycle econony; and

- Satisfaction with contractor.
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Participants in your evaluation should include agency
representatives; the facility adm nistrator; nanagers or
key staff from functional, support, and programmatic units
representatives fromthe design team and other appropriate
consul tants.

The results of your evaluation should be used to make
operational changes that will permt the original intent of
the facility to be nore fully realized. | nformation
gl eaned fromthis experience may also be useful on future
construction projects. It is constructive to continue such
eval uations every six nonths to a year.

In addition, a post-occupancy energy eval uation shoul d be
conducted to determ ne whether your energy consunption
conforms to projections. If it does not, you should
identify the reasons and take corrective action. Finally,
you shoul d docunent energy-conscious design reconmendations
for future facilities.
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Section Three:
Transition Problems

Transition
Pl anni ng
Pr obl ens

| nsufficient
Time for
Transition

Pl anni ng

An agency that is noving to a new facility can enhance its
transition process by capitalizing on the experiences of
ot hers. Know edge of obstacles encountered by ot her
agencies enables the correctional adm ni strator to
anticipate various transition problens and take a proactive
approach to resolving them These problens typically fall
into three major areas:

Pl anni ng;
Construction and design; and
Transition team operations.

One of the nmost common-problenms in transition planning is
failure to allot sufficient time for conpletion of the

process. You  nust be especially careful not to
underestimate the period needed for pre- occupancy
activities. As stated earlier, you should initiate

transition planning at |east 12 nonths, and preferably 18-
24 months, before your nove-in date. Adequate tine should
al so be provided for conduct of individual tasks and
activities.

In establishing the tinme frame for the transition process,
ou My wish to consider a technique known as the Program
val uati on Revi ew Techni que (PERT). Sinply stated, PERT
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has a number of distinguishing characteristics that nmake it
a very valuable tool in the transition process,
particularly when a substantial nunber of tasks and
activities nmust be conpleted. These include:

Providing transition admnistration with the ability
to plan the best possible use of resources to achieve
a. successful transition within overall tine and cost
limtations;

Enabling transition admnistration to effectively
manage the transition process by sequencing inportant
events and activities on a network, which in turn
determ nes the inportance of each task; and

Providing transition administration with a systemto
determine tine estimates for each activity on a three-
way basi s, normally optimstic, mnost likely, or
pessimstic elapsed tinme figurel.<1>

| neffective Many correctional systens enter the transition process
Pl anni ng without adequate plans for this major undertaking. As a

result, these agencies encounter a variety of problens that
coul d have been resolved, had an effective approach been

consi dered at the beginning. This inplies an organi zed
strategy for dissenminating information about problens faced
in planning, as well as progress being nade. It entails

participatory planning.

Participatory planning in the transition process serves
different functions at different |evels. Three levels are
consi dered here: | ong-range planning, md-range planning,
and i mredi ate pl anni ng.

Long-range planning is concerned with what you ought to do
and why. Transition planning falls into this framework
because the planning process is long-range in nature and
invol ves nunerous questions about how. your correctiona
facility will operate over tine.

Md-range planning is concerned with what you can do and
how, both before and after occupancy of yourfacility.
This level of participatory planning involves w despread
user involvenent.

| medi ate planning, on the other hand, is concerned wth
what you wll do and when. | ssues associated with this
| evel of planning, by their increasingly technical nature,
call mainly for the input of professionals and specialists
during the transition period. Wil e your line staff are

<| > An excellent discussion of PERT can be found in Robert W MIller's "How
to Plan and Control with PERT," listed in the manual's references.
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Excl usi on of

Users from
Transition

Plannlng

famliar with the daily operations of the present facility,
it is inportant for you to include the technical expertise
of specialists in determning short-term transition
activities that may be overlooked because staff cannot see
"the forest for the trees.”

A planning process enployed by a nunber of agencies during
transition is the Nominal Goup Technique (NGI). This
techni que has proven to be an efficient, effective nethod
for identifying a wide range of problenms and solutions
confronting individuals involved in a transition process.
The Nominal Goup Technique is designed to:

Identify potential problenms and solutions through
groups of individuals with comon concerns about the
transition but diverse backgrounds and frames of
reference;

I nvol ve every individual on the various transition
task forces in the group to a maxi num degree;

Capture individual perceptions of transition problens
wi t hout undue pressure from those who occupy positions
of power and authority in the facility;

Enabl e the group to establish a common ranki ng of
transition problem statenents so that individua
menbers are not influenced by superiors; and

Enhance creativity and interest in identifying
transition problems and solutions, including those
that pertain to occupancy of the new facility.<l>

Anot her common, but serious, problemrelated to transition
planning is the exclusion of key personnel who wll
eventual |y use the new facility. Wile it is difficult to
understand how an agency could fail to consider the users'
role, the problemsurfaces quite often in large and medi um
size agencies that rely on planning staff who may or may
not be directly associated with the user agency. For
exanple, one large county in the Mdwest assigned the
transition process to its planning and personnel
depart nment . The end result was a transition plan that
excluded nmost of the inportant users of the new jail,
i ncl udi ng i ntake and booking staff, security staff
training personnel, and, for the nost part, the detention
admi ni strator. Not only did jail personnel become
di senfranchi sed from the occupancy activities, they also
tended to view the new facility as another county building,
with no particular personal investment.

<I> A nore conplete description of the Nominal Goup Technique is included in

Appendi x F.
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Construction
and Design
Pr obl ens

Inability to

Under st and
Bl ueprints

Wiile it is very difficult to involve all of your facility
personnel in transition planning, it is paranount that
representatives from each nmajor  departnent (e.g.,
adm ni stration, security, booking, prograns, and support
services) participate. Wiile their involvenent nay not be
extensive throughout the transition approach, there will be
ti mes when these personnel nust be called upon for input
regarding how they visualize the new facility operating
versus how it was intended to operate. G ven early enough
invol venent, your facility can be altered physically to
acconmodat e the expectations of user personnel.

The majority of correctional officials have not been
trained to be architects. Thus, you nmay have little
famliarity wth reading and understanding what are
traditionally known as bl ueprints. These bl ueprints, or
design of the facility, should be a program of your space
requirenents. Since they reflect your needs, they should
be prepared by you and then reviewed with the architect,
who can suggest changes based upon his or her know edge and
experience. This exchange generally results in three
design docunents.

The first, terned the schematic design, is a series of
diagranms of the interrelationships of various spaces in
your new facility. These schematic draw ngs usually

include a site plan, show ng the general relationship of
the new building to the site, small-scale drawings of the
princi pal floor plans, expl anatory sketches, and a
statement of the probable construction costs. If you are
now beyond the schematic design stage and are involved with
a building under construction, some of the subsequent
di scussion may seemirrelevant. However, it is inportant,
no matter what stage either your design or building is in,
to understand the latter two sets of docunents prepared by
the architect if you wish to end up with a building that
truly neets your jurisdiction's correctional needs.

The second set of drawings is nornally titled design
devel oprrent dr awi ngs. Their purpose is to "fix and
describe the size and character of the entire project.”
These drawings are prepared in greater detail to illustrate
more aspects of the proposed design. The floor plans
indicate all rooms in the correct size and shape. Sections
through the building are drawn, as are elevations show ng

the exterior treatnent. The site plan is refined further
with grading and  general | andscapi ng. Qutline
specifications are prepared, listing all the ngjor
materials  and room finishes, along with a general

description of the mechanical and electrical systens. A
much nore accurate statement of probable construction costs
can be devel oped fromthese draw ngs.
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Excessi ve
Change Orders

At this stage, you as the client nust keep in mind the
original programand budget criteria. In your mnd, "walk"
through the building. Does the circulation work well?
Does each space serve the purpose intended? How does the
building "feel"? Are you happy with its appearance? Do
you fully understand the reasons for the selection of the
structural, nmechanical, and electrical systems? Do you
agree with the choice of floor, wall, and ceiling finishes?
The door types?  The windows? Are there design features
that inpede effective security and custody supervision?
And so forth.

The final set of draw ngs consists of construction

docunent s. Here the architect prepares detailed draw ngs
and specifications upon which the contractor will establish
the construction costs. These docunents will be used for

actual construction. You are less likely to be involved in
this period of the project's devel opment since it includes
the technical elaboration of the ideas developed earlier.
However, periodic communications and contact to review the
progress and answer any questions are in order.
Furthernmore, this is the time for you to think about
furni shings for the building.

Even the best planned and designed correctional facility
will include one or nore structural features that you or a
menber of the transition team wi sh to change. I'n
construction termnology this can result in a change order,
which is a formal agreement between the contractor and
agency to alter the original design of the building.
Typi cal causes of change orders include obstructions
i npeding supervision of inmates and buil ding conmponents
capabl e of conpronising security, such as lighting fixtures
that can easily be accessed by inmates, sharp corners that
can endanger both staff and inmates, and equipnent that is
i nadequate relative to the security requirenents of the
inmate popul ation.

Wi | e sone change orders are obviously required to ensure
the safety and security of the facility, others are often a
result of changes in operational philosophy, many of which
can be accommodated if construction has not progressed too

far. However, extreme changes in operational philosophy
frequently  cannot be addressed  without substanti al
construction expenditures. An exanple of this is a

recently opened jail where the facility adm nistrator

bel atedly decided upon a direct rather than an indirect

supervision facility, based upon personal visits to several

direct supervision jails. The problem was that his
i ndi rect supervision facility was approximately  80%
conplete, making conversion to a direct supervision jail

financially inpractical.
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| npr oper A nunber of problens are likely to surface during the
Di scussi ons/ design and construction of your facility, including bad
Negot i ations weat her, del ays in delivery of | mpor t ant security
wi th Managenent equi prent, | abor strikes, defective construction requiring

substantial nodifications, substantial change orders, and,
in many instances, the contractor's underestimte of the

tinme required to conplete the building. You or other
agency staff may have no control over some of these
probl ens. However, in many instances sol utions can be

facilitated if you establish  clear and timely
comuni cations with'the architect and contractor to Kkeep

apprised of potential problems and the role, if any, your
agency can play in mininmzing and elimnating construction
del ays.

The architect and/or construction nmanager shoul d have
created a project strategy to mininize construction and
design problens. This should consist of defining basic bid
packages, the cost to be in the contract before construc-
tion starts, and required approvals. They also should have
identified the financial risk inherent in the overlap of
design and construction while defining managenent
procedures necessary to control this risk.

As the client, you should work with the architect and
contractor to establish a reporting hierarchy and network

You should assist themin developing flow charts to
identify who comunicates wth whom about what. It is
advant ageous to nake a project roster, including home phone
nunbers, for key representatives of the building owner, the

construction manager, the architect, and the various
contractors. Remenber, some problens will not wait unti
the architect or contractor is available during office
hours.

Anot her inportant strategy for mninizing construction and
design problens is effectively nonitoring the work of your

respective contractors. Naturally, you want a cost-
effective project delivered on tine. However, a schedul e
that says that it can be done does not nmean that it will be
done. In rmonitoring  design and, particularly,

construction, three common types Of reports should be
required:

Monthly reports to summarize costs and schedul e status
and the status of project contracts;

Weekly reports to summarize the major activities for
the full-time project teamand keep a list of current
maj or project issues in front of everyone; and

Daily site reports to record the weather, work done
personnel on-site, and the day's visitors.
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These strategies should prove useful in conbatting common
construction and design probl ens.

Delay in It will be difficult, if not inpossible, to train staff in

Accessi ng the actual use of the building wthout hands-on experience.

Bui I di ng by This means that staff nust be able to access the building

Transition Staff ina tinmely fashion. In some locales, laws prohibit any
use of the building, even for training purposes, wthout a
certificate of occupancy. In others, contractors wll
prohi bit any non-construction staff from entering the
bui | di ng, because the contractor is concerned about
i nsurance liability issues or believes that non-
construction personnel wll hinder construction. In any
event, it will be inportant to access the building as soon
as possi bl e. Li ke nmost jurisdictions, you are probably in
need of the bed space at the capacity available in your new
facility. Gven this situation, it will be inmportant to
make the transition fromthe existing facility into the new
buil ding as quickly as possible. However, this may also
preclude sone agencies fromtaking the proper time and
effort to famliarize staff with the building before fornmal
occupancy.

Wth respect to problems in accessing the building, severa

alternatives are available. One alternative, which has
been enployed in several locales, is the construction or
partial construction of one wing or part of the building
that can be used for training purposes while the remainder
of the facility is conpleted. For exanple, the new
Arapahoe  County Jail, | ocated in Aurora, Col or ado,

requested that the contractor initially conplete one of the
facility's four 96-bed pods. This provided jail staff the
opportunity not only to learn the layout of a typical
housi ng pod but also to operate the various security and
life safety equipment inportant in daily housing unit

oper ations.

Another alternative is to work directly with the contractor
and accommodate your training within the parameters that he

or she establishes. These may include wearing of hardhats
by all trainees, avoiding areas of the facility under
construction, not "socializing" wth construction

personnel, and, nost inportant, accessing the building
during hours established by the contractor. A good exanple
of this latter approach occurred in Broward County (Fort
Lauderdal e), Florida, where, during the latter stages of
construction, the contractor and Sheriff's Departnent
staff arranged for agency staff to use one floor of the
building during the afternoon hours of each work day.
Using this schedule, construction staff knew that they
woul d be uninpeded in their work during the nmorning hours
but were also aware that jail personnel would be on-site
participating in training scenarios during the afternoon
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Wi | e a nunber of obstacles may hinder your accessing the
building in a tinmely fashion, it is inportant that all your
staff have a working famliarity with the |ayout and

operation of the building well in advance of inmte
transfer. You want to work out as many "bugs" as possible
in the building's construction and operation prior to
i nmat e occupancy. Serious consequences can result if you
wait until that date.
Testing A final problem experienced by sonme agencies is the failure
Bui | di ng to adequately test and retest all building equipnent prior
Equi pnent to its daily use by inmates and staff. In a new prison in

the Southwest, for instance, staff were given but severa
hours of training in a master control roomthat in many
respects paralleled the NASA Space Command Center. only
when correctional officials conducted a nock disturbance
did they discover that staff were not properly trained to
use this sophisticated control and comunication equi pnent.
Such inadequate training could have resulted in tragic
consequences in the event of ariot, nmajor fire, or other
l'ife-threatening incident.

The testing of building equipment, particularly security
items, should be a formal part of your transition process.
As suggested earlier in this document, testing and training
of building equipnent. should occur at |east 60 days prior
to occupancy. At a mininum and in coordination with the
manuf acturer's representative, you should test the
foll owing building equipnment: security doors, including
cell, corridor, and building access; all security and non-
security glazing; detention locks, including gang |ocking
and renmote control |ocking devices; interior and exterior
l'ighting; heating and air conditioning; plunbing; al
facility-related electrical systens; kitchen and |aundry
equi pnent ; medi cal and health care  equipnent; and
adm nistrative and office equipnent.

Transi tion Many  problens also center around inadequacies in an
Team Pr obl ens agency's transition team For exanple, staff may not be
appropriately assigned to the transition efforts. Some may
| nadequat e not have the experience and know edge needed to effect a
St af fing successful nove, while others may be placed on task forces
for which they |ack adequate expertise. In a nunber of

instances, the transition team has included staff who are
either too busy with assigned posts or are sinply
uninterested in the process and fail to perform adequately.
Wiile it is true that you must involve some individuals

(e.g., the security manager), the interest and wllingness
of your staff to actively serve is a critical ingredient in
a successful  transition. Renmenber the adage, people

support what they are involved in, but they nust want to be
invol ved since nuch effort will be required, often without
financi al conpensation or time  off. In  smaller
jurisdictions especially, transition nmay be hindered by
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| nadequat e
Training

| neffective
Deci si on- naki ng

Si

insufficient staff." A lack of transition staff can result
in work overloads and a narrowing of expertise in
fornul ating pl ans, thus delaying the nove to a new
facility.

One of the 'nost serious requirenents in the transition
process is the need to train both existing and new person-
nel for occupancy of the facility. Mny jurisdictions make
a great effort to understand their new facility and its
operati on. However, sone of these agencies fail to
adequately train their personnel in the day-to-day opera-
tion of the physical plant. In addition, a notable weak-
ness in the training approach of a number of agencies is
the failure to prepare conprehensive |esson objectives and
plans, as well as include "hands-on" and witten testing to
determne the extent to which trainees master the operation
of the institution prior to nmove-in. Mst new correctional
facilities today include sophisticated security systens to
monitor inmate novement and intrusions into unauthorized
areas, along with various fire and snoke al arm and response
mechani sns. Effective operation of these systens will
require your agency to provide a substantial anount of
training time and effort. Wt hout such training, your
staff are likely to experience difficulties in operating
the facility during routine shifts, a problemthat wll be
compounded when attenpting to control prisoner behaviors
during a major disturbance or attenpted escape.

Transition may also be hanpered by ineffective decision-

meki ng. These problens may stemfroma |ack of conmunica-
tion and coordination anong transition staff, t hey nmay
gnal inadequate definition of transition roles and
responsibilities, or they may be a consequence of inappro-
priate staff assignnent. At the outset of the transition
process, it is inportant that you determ ne who can nake
what decisions and then establish reliable [|ines of

conmmuni cat i on.

Many agencies have found it helpful to use the system of
responsibility charting to develop and maintain effective
communi cation in decision-making. Responsibility charting
is a group-consensus technique that can be used to
structure your transition process. Thi s techni que enabl es
your agency to systematically identify decisions that need
to be made during transition, along with the |evel of
responsibility to be assumed by those individuals involved
in deci sion-naking. Thus, responsibility charting can be
used to direct your transition efforts and establish
performance  standards. It can also elimnate both
anbi gui ties t hat lead to inefficient or i nadequat e
activities and overlaps that result in duplication of
effort. Finally, since all participants help to determne
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[ nsufficient
Fundi ng

General nethods

mnimze
Transition
Probl ers

Techni ca
Assi st ance

Task Forces

<I > See Appendix |

key decisions and associated responsibilities, conflict and
resistance to change are reduced considerably.<l>

A final problemis an inadequate budget for transition team

efforts. Many jurisdictions believe that the transition
process can be conpleted with nminimal financial expense.
However , even a superficial review of the nunerous

transition activities should reveal that planning to occupy
a new facility is by no means cheap.

At a mininum there will be costs for transition staff,
including overtime; transition office equipment, supplies,
and support services, training materials; and related
indirect costs, such as staff from other agencies who nust

be conpensated for their tine and effort. A good rule of
thunb is to develop a transition budget that is
approximately 1% of your total construction costs. For

exanpl e, agency staff involved in occupying a $15 million
facility should anticipate a transition budget of
approxi mately $150, 000. However, even this budget nmay
prove to be deficient when substantial use is nade of
outside consultants or when multiple trips are nade to
examne the transition process conpleted by other
jurisdictions. <2>

In addition to being aware of these specific types of
problens, it is helpful to know some general mnethods of
mnimzing transition difficulties.

[f your agency is relatively small or |acks the expertise
needed for a successful transition, you should consider
obt ai ning technical assistance fromthe National Institute
of Corrections or a private consulting firm These groups
can provide nmuch useful information and suggestions for
inproving thetransition process. However,  you should
always assure that your agency continues to nanage the
overal | process. <3>

The use of task forces can al so advance your transition
efforts. Task forces offer an organi zabl e source of
personnel and a broad perspective on transition activities.
They enable you to break down the process into mnanageable
uniys, thus increasing efficiency and effectiveness. In
essence, the use of task forces enhances all aspects of
transition decision-making. The number of task forces that
your agency enploys wll depend wupon its size and
compl exi ty. However, you should establish at |east these

for a step-by-step discussion of responsibility charting.

<2> A sanple transition budget is presented in Appendix B.

<3> Additiona

Appendi x D.

information about technical assistance is presented in
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three task forces: admnistration, security, and nove
| ogi stics.<l>

Transition effectiveness is maxinmzed by careful planning
A crucial conponent of such planning should be the
preparation of action plans for your task forces or

transition staff. These are short-range plans that define
the specific actions needed to acconplish an intended
out cone. Action plans can facilitate your transition

process by organizing a series of related activities,
assigning responsibility for each action, and establishing
a conpletion date for each activity. They also enable your
staff to assess various alternatives for achieving an
outcone and select the nost appropriate neans.<2>

Anot her means of nminimzing transition problems is to
address st andar ds devel oped by state and nationa

correctional organizations. These standards will not only
facilitate the move to your new facility but al so enhance
its operation and reduce the potential for i nmat e
litigation.

Finally, you can avoid many difficulties by devel oping
policies and procedures for your new facility early in the
transition process. This can hel p guide the work of your
transition staff or task forces throughout the process.
Moreover, the new policies and procedures will be available
for use in staff training, helping to ensure that al

personnel function professionally and consistently. It is
inportant that you new policies and procedures be clearly
witten. They should al so be based on input from

representatives  of the task forces or key functional units
in your new facility.

If you anticipate and plan for potential problens and adapt
this manual to meet your agency's needs, the nove to your
new facility should be efficient and successful. The keys
are prudent planning throughout your transition process and
| ong-term comitment to your plans.

<I'> Use of task forces is discussed in greater detail in Section Il, Area

One, Task 1.4.

<2> Preparation of action plans is addressed nore fully in Appendix E
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APPENDI X A
SAVPLE PCSI TI ON DESCRI PTI ON: TRANSI TI ON COORDI NATOR

The follow ng position description is intended to guide you in
devel oping a description of the duties and responsibilities of your transition
coordinator. It can and should be nodified to neet the needs of your specific
transition process. In addition, it can serve as a tool to determ ne whether
an existing enployee is qualified to assume the position or whether an outside
i ndi vi dual should be recruited and hired.

PCSI TI ON DESCRI PTI ON
TRANSI TI ON  COORDI NATOR

Ceneral Description of Duties

The Transition Coordinator serves as chairperson of the transition
coordinating conmttee, and he/she is responsible for orchestrating and
monitoring all transition activities. The Transition Coordinator reports to
the agency's Chief Executive Oficer.

Specific Responsihilities

In addition to his/her general responsibilities, the Transition
Coordinator is required to carry out the follow ng specific functions:

° Comuni cation of all transition activities to Chief Executive
O ficer;

Devel opment of transition task forces:

Appoi ntnent of transition task force menbers

Approval of task force transition project tasks and activities;
Chai rperson of all transition task force meetings:

Review of all new facility policies and procedures

Preparation and di sbursenent of transition budget;

Approval of move |ogistics plan:

Devel opment of transition schedule; and

Review and approval of all transition project docunents
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APPENDI X B
SAVPLE TRANSI TI ON BUDGET

The fol |l ow ng budget has been prepared to serve as a guideline for
determ ning your agency's transition budget. It represents what nedi umsize
jurisdictions typically have allocated to adequately finance a 12-nonth
transition process. Larger agencies generally will expend more funds, while
smaller agencies may spend considerably |ess. In any case, prior to
initiating the transition process, it is inportant that you identify the
categories of transition expenditures as well as the actual anount of funds to
be expended in each category. Renenber, no successful facility transition has
been achi eved w thout some financial cost. A good rule of thunb, as suggested
earlier in this manual, is to develop a budget that is approximtely 1% of
your new facility's overall construction costs.

Your transition coordinator should be responsible for controlling
the budget and submitting nonthly financial reports to your agency's fisca
of fice.

SAVPLE TRANSI TI ON BUDGET (12 MONTHS)

Personnel (Including Fringe Benefits)<l>

Transition Coordi nat or <2> $30, 500
Secretary<3> 16, 000
Subt ot al $46, 500

Consul t ant s<4>

45 Days @ $250 Per Day Subt ot al $11, 250

<I> Funding for transition staff should include normal agency- fringe benefits
unl ess staff are hired on a contractual basis.
<2> The transition coordinator nmay be a current staff nenber already

budgeted for. However, funding should be allocated to fill the position
vacated by the transition coordinator until the transition process is
conpl ete

<3> Full-time secretarial and clerical assistance is recommended. Cenerally,
this wll require enploynment of a new secretary or conparable position
because transfer of an existing enployee will cause other agency clerica
functions to suffer.

<4> Funding should be allocated for consultant personnel based upon "in-
house" expertise and the types of tasks necessitated in an agency's
particul ar transition process.
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Travel / Per Diem

Five 2-person Round Trip Airfares,

Agency Site to Qther Agencies<5> $1, 500
Ten Days Per Diem @$75 750
Local Gound Transportation 250

Subt ot al -%57566

M scel | aneous

Training Materials and Supplies<6> $2, 500

Copyi ng and Reproduction 1, 200

Graphics 500

Post age 350

Tel ephone 600

Ofice Supplies and Policy/Procedure Manual s o 800

Subt ot al $5, 950

Cont i ngenci es<7> Subtot al $6, 620
TOTAL PROJECT BUDGET $72, 820

<5> Funds should be set aside for agency staff to travel to
jurisdictions that have conpleted a transition process within the

three years. Wile five trips may not be required, funding to provide
for both in-state and out-of-state travel should be available in the

event that site visits are deemed necessary.
<6> It is difficult to determine in advance what training materials

supplies will be required. However, sufficient funding will be needed to
provide all personnel with adequate training in use of the new facility

as well as deliver pre-service training to new staff.

<7> At least 10% of the overall budget should be set aside as a contingency

fund in the event that initial estimtes prove insufficient.
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APPENDI X C
TRANSI TI ON TASK FORCE | SSUES

Li sted bel ow are a nunber of general issues that all transition team
nmenbers shoul d address, as well as specific points that should be considered
by each task force.<|>

Ceneral Transition Issues

Here is a partial list of items to consider during the transition

process:

(1) What is the role (advisory or decision-making) of the task forces
and coordinating conmttee?

(2) How will the transition be coordinated with the architect contrac-
tor? Wio will approve visits to the facility during construction?

(3) Who will "accept" the building on behalf of the agency? WII the
transition occur before final conpletion and acceptance?

(4) Is the noving date flexible?  (Oiginal building conpletion dates
often are not net.)

(55 How are staff to be kept informed of task force and coordinating
conmttee neetings and progress? (Posting mnutes and specia
transition newsletters?)

(6) Have witten schedules for each task force been devel oped and
approved by the transition coordinator? Have they been shared with
other task forces?

(7) Are equipment operational manuals clear and understandable? Do they
need to be translated into your policy and procedures format?

(8) Are functional task forces prepared to wite conplete and thorough
policy and procedure manuals for their areas?

(9) Are task forces prepared to continue operating after the nove date?
(It may be necessary.)

(10) 1s there a systemto nonitor the operation after occupancy?

(11) Have staff been reassured that they will not be termnated after the
transition? Have they been reassured you will train themto operate
the new equi pnent and facility?

(12) Is the transition being regarded as an opportunity to devel op

personnel ? (Transition experiences allow staff to excel and to
denonstrate their supervisory and nmanagerial skills.)

<I > These lists are based on materials devel oped by John T. M/ osovich of
Voor hi s Associ ates, Inc.
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Adm ni stration Task Force

(1)

(2)

Is there an operation budget for the new facility advising the
fundi ng agency of your needs? (If possible, a budget draft should
be prepared during the pre-transition planning phase.)

WIIl the newfacility require a new type of staff or additiona
personnel ? (If necessary, work should begin with the funding agency
personnel office as soon as possible. The facility admnistrator
shoul d be brought on a year prior to opening, unit supervisors about
six months prior, and line staff, three nonths.)

Support Servi ces Task Force

Many of the following itenms may already have been addressed by the
architect and/or contractor. Before beginning on these itens, check with your
consultants to see what has been done. It certainly does not hurt to double-
check every detail.

(1)

Have the new equi pment and fixtures been installed in the facility,
and the necessary supplies been identified? (Exampl es of this are
lighting systens that require fluorescent bulbs, or a new size of
paper towel.)

Do the finishes in the new facility require new cleaning supplies
and/or equipnent? If the new facility is much larger, will cleaning
equi pnent with greater capacity be necessary?

Are additional waste cans, bulletin and chal k boards, desks, chairs,
and file cabinets required? (Allow anple time for ordering and
delivery of these itens.)

Is there a directory of all communication systems, including
t el ephones and intercons?

I's there a change in the service delivery systemto inmates? WII
services be taken to inmates, or inmates to services?

WIl staff be able to naintain and service the new equi pment?  Are
additional staff necessary?  Service contracts? WII maintenance
and upkeep of the new facility be dependent upon innate assistance?
Do tel ephones need to be noved fromthe old facility?

Are vendors prepared to make deliveries to the new facility?

Prograns Task Force

(1) WIIl volunteers/comunity resources be utilized in the new facility?

(2)

I's there a screening process?

I's program devel opnent based upon the needs of inmates?
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(3) Is there an intake and classification plan for the facility? Has it
been devel oped with input from custody staff?

(4) Are staff nenbers available to escort inmates to program areas?

(55 Do program schedules conflict with established practices of
feedings, counts, etc.?

(6) What is the budget for program section?
(7) Does the program support the mission of the institution?
(8) Has an inmate rule book been prepared?

(9) Do program staff fully know and understand what space in the new
facility is available for programs?

(10) WIIl work release operate out of the facility? WIIl inmate
participants mx wth other classification categories?

Security Task Force

(1) Is there a key log book identifying every door, lock, and key in the
facility? Do all the keys work, and only work the doors indicated?

(2) Is the shakedown of the entire facility upon acceptance, and again
prior to occupancy, understood as anecessity?

(3) Wiat are internal and external flow patterns for routine and
enmergency situations?

(4) 1s glazing material secure and adequate?

(5) Are shutoffs to plunmbing and el ectrical systens accessible and known
to staff?

(6) Have posts been clearly identified? Are there post orders for each
position?

Move Loqi stics Task Force

(1) What is the budget for the nove? Are there contingency funds for
unf oreseen equi pment/ material s needs?

(2) How will coordination of planning, ordering, receiving, and
distribution of new equi pment, supplies, food, clothing, and bedding
be handl ed?

(3) Wiat is the best timetable for the move of inmates?  Should they be
moved al | in one day or over an extended period?

(4) How will contraband in the new facility be elininated?

(5) How will a manual records system be conputerized?
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(10)
(11)
(12)

(13)

(14)
(15)

(16)

Wien wi Il new book-ins be accepted?
How wi | | repair/replacement of broken equipnent be provided?
Wiat nodes and routes of transportation should be utilized?

How far in advance should the nove |ogistics task force becone
operational ? Size and conposition?

How wi Il the old and new facilities be staffed during the move?
How shoul d inmate input during the opening process be obtained?

How and when should inmate support services (food, service,
conmm ssary, laundry, etc.) be noved?

What shoul d residents be allowed to take to the new facility as
personal property?

How shoul d ol d equi pment be disposed of orreused?

Wiat are potential bottlenecks in the inmate noving process?  What
alternatives can resolve thenf

How and when shoul d the public be informed of the nove? Al so, when
shoul d | aw enforcenent agencies and inmates on work rel ease be tol d?

Orientation and Trai ning Task Force

(1) WII training be based upon constitutional issues, statutes, and

(2)
(3)

standards? WII the policy and procedure nanual be enphasized
during training?

Have other task forces had input into training?

Has the community been kept inforned of the transition? (This
provi des an excellent opportunity to share your systemwith them)

(4) Are staff know edgeable of and confortable with the new equipnent?

Facility?

(5) Are staff prepared to operate the facility on all days of the week,

(6)

on all shifts, and in the absence of those who "really" know the
bui | di ng?

Has every detail of the operation been field tested prior to
recei ving inmates?

(7) What is the budget for paying trainers, and for paying staff to be

trai ned?
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How wi Il staff be trained when the existing facility nust still be
operated? wll you run staff short, pay overtime, hire additiona
or tenporary hel p?

Has training been coordinated with enploynent of new personnel ?

Have outsi de agencies that use the facility been oriented to it? To
changes in policies and procedures?

Where will training take place? Is equipnent available to deliver
training?
Wien should training be started?

Wiat port-ions of training must be conducted on-site in the new
facility?

How much training can be conducted via large orientation sessions,
audi o-visual presentations, or witten materials?

Should the transition team conduct training, or should line staff or
supervi sors be used?
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APPENDI X D
SOURCES OF TECHNI CAL ASSI STANCE AND TRANSI TI ON | NFORNMATI ON

There are many sources of information and help for agencies opening a new
correctional facility. Mich of this help is free to the user and offered to
inprove the quality of the transition process.

This appendi x provides an overview of the kinds of available resources.
Two kinds of resources are listed here:

° Agencies that offer help in the formof advice, counseling, or
techni cal assistance; and

° Sources that offer printed or other information.<l>

Techni cal Assi st ance

A variety of governnmental, professional, and charitable organizations
offer technical assistance and other less formal help to correctiona
agenci es. Sone of these services are paid for by taxes, charity, or
menber ship dues. For others, there may be a small fee, generally nominal in
relation to the services perfornmed.

California Board of Corrections
600 Bercut Drive

Sacranent o, CA 95814

Tel ephone:  (916) 445-5073

The State Board of Corrections is a major resource in alnost all areas of
the needs assessnent process. The Board is quite famliar with a variety of
jail operations as a result of its bi-annual inspections. It can supply help
in understanding the steps involved in the correctional planning process,
including technical questions about data gathering and anal ysis. The Board
can provi de exanples of how other agencies have handled conmmon transition
probl ens and can wusually recomend contacts who would be willing to share
their experiences.

Commttee on Accreditation for Corrections
Anerican Correctional Association

6110 Executive Boul evard

Suite 750

Rockville, MD 20852

Tel ephone: (301) 770-3097

The Anerican Correctional Association's Conmittee on Accreditation for
Corrections has promul gated standards for adult correctional facilities and
adult local detention facilities. It also offers an accreditation system for
jails or other correctional institutions that wish to docunent their success
In nmeeting standards.

<I> Mst of the listings that follow were conpiled for the California Board
of Corrections by Farbstein/WIIlians & Associ ates.
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The National Institute of Corrections

The National Institute of Corrections (NNC) is a branch of the Federal
Bureau of Prisons (Department of Justice) whose mission is to provide training
and technical assistance to corrections systems around the country.

NIC will respond to specific requests for assistance and may provide
smal | grants for certain purposes. In addition, N C offers several training
prograns that may help considerably with planning efforts. NIC is conposed of
four divisions, two of which are especially useful in transition planning
the Jail Division and the Prison Division.

NI C Jail Division

1960 Industrial Crcle, Ste. A
Longnmont, CO 80501
1- 800- 995- 6429

The Jail Division's nmost notable training programis called "Planning of
New Institutions"--or "PONI" for short. PONI consists of two phases. The
first phase is an intensive, one-day, on-site meeting with many of the people
who woul d eventual |y conprise the transition team An overview of jail plan-
ning issues is conbined with identifying--and making a commtnent to solving--
maj or probl ens. The second phase, also held on-site, involves a one and one-
half to three day working session for three to five county representatives who
can learn in greater depth how to follow through on the facility planning and
transition process.

Qher training prograns that may be of interest include "Jail Design
Review and Transition" held three times a year in Boulder, "County and Correc-
tions," which focuses on the county's role in providing correctional services;
"Management Training," which covers techniques of achieving effective jail
or gani zati ons, and  "Legal Issues," which explores state and nationa
standards, constitutional requirements, and numerous other |egal issues.

NI C Prison Division

500 First St. NwW
Washi ngton, DC 20534
1- 300- 995- 6423

The Prison Division offers several prograns pertinent to opening a new
facility. It conducts a one-week seminar on architectural design and a one-
week sem nar on construction managenent. In addition, it works with the Jail
Division to extend the PONI programto prison admnistrators.

Nati onal Sheriffs' Association

1450 Duke Street
Al exandria, VA 22314
1- 300-424- 7327

Tht_a National Sheriffs' Association audit system can assist W th
evaluations of jail facilities. Conpliance w th ACA operation and design
standards is stressed, and nethods for organizing efforts to solve problens
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are suggest ed. |f technical assistance is requested, practical suggestions
for inprovement will be offered.

Pretrial Services Resource Center
918 F Street, NW

Suite 500

Washi ngton, DC 20004

Tel ephone:  (202) 638-3086

The Pretrial Services Resource Center, funded by several federal
agenci es, provides a nunmber of services that could be useful to your county as
it examnes its own pretrial practices and considers alternatives to
i ncar ceration. Services include references, publ i cations, t echni cal
assi stance, and training.

In addition to these agencies, there are a nunber of private
organi zations that provide technical assistance with transition. These
organi zations can be identified through the NIC Information Center.

| nf or mati on

The fol | owi ng agenci es are val uabl e sources of information on a variety
of subjects related to corrections and crimnal justice. The range of topics
and services is indicated for each source.

Anerican Bar Associ ation(ABA)
1800 M Street

Washi ngton, DC 20036

Tel ephone: (202) 331- 2295

The ARA publishes the Association's standards as well as booklets
reporting ABA studies of the costs of alternative prograns and other topics.

American Correctional Association (ACA)

8025 Laurel Lakes Court
Laurel, ND 20707
(301) 206-5100

The ACA publishes directories of correctional agencies and a variety of
ot her documents on corrections topics.

American Institute of Architects (AlA)
Committee on Architecture for Justice
1735 New York Avenue

Washi ngton, DC 20006

Tel ephone:  (202) 626- 7300

The Conmittee on Architecture for Justice occasionally publishes
documents on jail and justice facility design. One of these, the 1980
Design Resource File: Planning Justice Facilities, is a particularly valuable
reference. Docurments are available through the AIA Publications Ofice, which
al so offers other publications on facility devel opment.
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Nati onal Association of Counties
Crimnal Justice Program

1735 New York Avenue

Washi ngton, DC 20006

Tel ephone: (202) 785-9577

The National Association of Counties has published a series of panphlets
on correctional and crimnal justice issues fromthe point of view of county
citizens and governnents.

National Criminal Justice Reference Service (NCIRS)
User Services

Box 6000

Rockville, MD 20850

Tel ephone:  (800) 851-3420

Sponsored by the National Institute of Justice, the NCIRS publishes the
nmonthly "Selective Notification of Information," available upon request to
hel p agenci es keep abreast of a variety of crimnal justice topics as
information is published. NCIRS wi Il also conduct literature searches and
supply abstracts of books and articles on particular subjects. (There may be
a fee for the latter service.)

National Fire Protection Association (NFPA)
Battery Marsh Park

Qui ncy, MA 02269

Tel ephone:  (617) 328-9290

The NFPA publishes the Life Safety Code Handbook, which covers all
aspects of building design for fire safety, including a special section on
correctional institutions. NFPA al so provides information and training on
fire safety for corrections.

Rational Institute of Corrections/National Information Center

1860 Industrial Crcle, Ste. A
Longnmont, CO 80501
1- 800- 995- 6429

The NIC National Information Center maintains a conprehensive collection
of documents on all facets of corrections. The center usually will help
agencies find information on specific topics and provide a copy of naterials
other than books.
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Nati onal Sheriffs' Association
1250 Connecticut Avenue, NW
Washi ngton, DC 20036

Tel ephone:  (202) 872-0422

The National Sheriffs' Association publishes a series of panphlets on

jail managenent, including one on jail architecture and a nmore recent one on
gui delines for planning a detention facility.
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APPENDI X B
PREPARATI ON OF TASK FORCE ACTI ON PLANS

An action plan is a short-range plan that defines the activities
needed to acconplish an intended outcone, responsibility for those activities,
and a conpletion date. In nost instances, individual task forces will prepare
their own action plans, 'which will then be incorporated into a conprehensive
transition plan.

There are six key steps in developing an action plan:
Step 1: Define the Specific Transition Issue or Problem

This first step is to describe the needs and inpacts of a particular
I ssue or problem on your agency's transition process. This activity
may point out that there are in reality several considerations
requiring individualised responses. For exanple, you may believe
that delay in access to your new facility will inpede only your
shakedown process when it may also affect on-site training,
identification of furniture requirements, etc

Step 2: Determine Transition Objectives

Early in the transition process, Yyou should have devel oped a
transition mssion statement and corresponding goal s and objecti ves.
This step requires you to determne the activities necessary to
address each objective.

Step 3: Describe the Ideal Solution

In this step you are asked to describe the best possible solution to
each problem or issue, while stretching our agency's limts
possi bly past its sources. This description should include the
activities necessary to achieve the solution

Step 4: ldentify Alternative Solutions

This fourth step involves identification of alternative solutions
and assessnent of their inpacts on the transition process. The
assessnent  should also include the obstacles each alternative g
encounter as well as the resources required to inplenent iy
successful ly.

Step 5 Recommend the Mst Appropriate Solution

Based on your work in the previous four steps, you will be able to
recoomend the alternative best suited to resolution of t he
transition problemor issue. This step is essential if you are
subm tting your recommendation(s) to a higher |evel manager for
approval of the recomendation(s) and associated activities.
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Step 6: Prepare the Action Agenda

This final step involves the devel opnent of an agenda for your
action plan. Your action agenda should spell out the activities
necessary to acconplish each task. It should also identify the
responsi bl e individual and conpletion date for each activity. A
blank action plan is presented on the next page. This formcan be

copi ed and used to prepare your action agenda.
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FACILITY TRANSITION ACTION PLAN

Agency:

Transition Area:

Transition Area Number:

Area Manager:

Task
Number

Task

Person(s)
Responsible

Date
Initiated

Scheduled
Completion
Date

Date
Completed

Resources/Comments




APPENDI X F
DEVELOPMENT OF TRANSI TI ON SCENARI OS<1>

An inportant task in the successful occupancy and initial operation
of a new facility is the devel opnment of detailed scenarios describing the
functions and activities to be perforned there. This process is al so
I mportant because scenarios serve as the foundation for witing policies and
procedures and, eventually, post orders. The scenario devel opnent process
i nvol ves a mninum of eight steps:

Step 1: List the functions and activities to be performed in the new
facility.

This step should be conpleted by the transition team and/or task
forces, using brainstormng or the Nom nal Goup Technique

Brainstormng is the process of assenbling key transition staff and
requesting themto identify every pre-transition/transition activity
they can think of. These are then recorded, duplications are
conbi ned and, finally, activities are ordered according to their
I nportance to the overall transition process.

The Nom nal G oup Technique (NGT), in contrast, provides for nore
systematic feedback.<2> NGTI identifies key transition activities
through a structured but relatively unconplicated process:

° Participants are divided into small groups (5 to 8
menbers), which maybe formed according to predeterm ned
characteristics (position, experience, etc.).

e  Menbers of each group spend approximtely 15 mnutes in
silence, witing down independently as many potentia
transition problens as cone to m nd. Menbers shoul d al so
identify an activity to resolve each problem

° The group |eader then asks participants, one at a time, to

name one pair of problens and solutions on their |jsts
while a recorder lists each, exactly as stated, on a large
flip chart.

. When all problens and activities have been named and
listed, the recorder leads the group in a 30-mnute
di scussi on, addressing each pair of problens and
activities separately. New problenms and activities nay be
added to the list as a result of discussion

<I> This appendix is excerpted from materials prepared by Gary Frank of
Voor hi s Associ ates, Inc.

<2> The Nom nal Goup Technique was devel oped by Dr. Andrew Van de Ven, a
prof essor at the Wuarton School of Econom cs, the University of
Pennsyl vani a.
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Step 2:

Step 3:

Step 4:

Step 5:

St ep6:

° Each participant is asked to identify the ten nost
inportant activities on the list and then rate themfrom1
to 10 according to their perceived inportance

° I ndi vidual rankings are presented and tallied, and a group
ranking of the ten nost inportant transition activities is
derived.

o Each group reports back to the general session, where an
overall ranking of activities is obtained by presenting
and tallying group ratings.

Di agrameach function or activity.

This involves a step-by-step analysis of all activities or functions
via narrative scenarios, flow charts, or task tine |ines.

Identify the users in the new facility.

This step requires an assessment of all individuals who are involved
in a function or activity, not the recipients. Again, brainstormng
and the nominal group technique are good nethods to ensure everyone
is included.

Record the types of anticipated behaviors that are associatedw thin
each function or activity.

This step involves identifying the behaviors that occur as part of
each function or activity, as well as their inplications for the
scenario. Inportant to this process is the determnation of what
behaviors and responses will differ in the new facility as a result
of its design.

Record the equipnent and materials used in each function and
activity.

This step is concerned with ensuring that the equi prent and
materials necessary to conduct each function and activity are or
will be available. It will be helpful to answer the followi ng three
questi ons:

- Are the right equipnment and naterials present?
- Do they work as intended?
- Can they be altered or changed if necessary?

Record facility policies, admnistrative rules, and other general
i nf ormati on.

In conpleting the scenario devel opnent process, it is inportant to
note whether existing policy is adequate or whether a new policy
must be drafted to carry out the function or activity. In addition,

this process will generate new rules and regul ations, which should
be recorded as they arise.
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Step 7:

Step 8

Check the scenario on-site.

Once a scenario is conplete, it should be checked on-site to ensure
its effectiveness. In this step, the task force visits the new
facility and wal ks through the scenario. At a mnimum Steps 3
through 6 should be checked to see whether the scenario produces the
i ntended result. Qher criteria for making such a judgnent will

become readily apparent to the task force in the process: for

exanpl e, distance, time, access, and observability.

Revi se the scenario as necessary.

Dependi ng on the outcone of Step 7, a scenario may need revision.
Revi sion does not usually require conpletion of the entire devel op-
ment process, but only a sinple accomodati on. Any changes, even
m nor ones, should be docurented. This is inportant because the
steps of the scenario will become procedure and eventually the
content of the new facility training program You will want to
ensure accuracy at this point.

The chart on the next page depicts the scenario devel opnent process

in graphic form
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APPENDI X G
STAFFI NG AND MANPOAER ANALYSI S

The growing concern over the limted resources for financing the
activities of local governnent requires a rational, systematic approach to
manpower pl anning and control . One such technique is Staffing and Manpower
Anal ysis, which involves at |east two distinct processes:

The cal cul ati on of manpower requirenents to support t he
establ i shed staffing patterns: and

The devel opment of a staffing pattern that reflects the type
and |l evel of staffing needed to acconplish the managenent
objectives arrived at earlier in the transition. process

Your new facility will be required to provide around-the-clock
services, 365 days a year. As such, the 40-hour week presents some practica
managenment problems, such as determ ning personnel |evels and scheduling
shifts. Staffing and Manpower Analysis is designed to permt precise
determ nation of your manpower requirenents. Essential to the process,
however, is the devel opnent of a manpower relief standard.

Cal cul ati on of Estimated On-Duty Days

A base figure of 365 days, representing the nunber of days in the
fiscal planning period, serves as a starting point. But since every enployee
does not work 365 days, the days that the average enployee will not be
avai lable for duty nust be subtracted from the base figure. The figures in
the exanple below illustrate this process.

Cal cul ation of Average Estimated On-Duty Days
for a Sanple Correctional Facility

Pl anni ng Base in Days 365
Nor mal Days O f 104
Hol i days 10
Annual Leave 10
Sick Leave 12
Training Leave 5
Total Average O f-Duty Days -141

Estimated On-Duty Days, Correctiona
and Noncorrectional staff 224

The of f-duty days listed in the exanple are defined as follows:
- Nor mal Days O f. It is assumed that each enployee wll be

authorized to take two days off each week, or a total of 104
cal endar days annually.
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Hol i days. Whet her an enployee is actually off duty on an
authori zed holiday or is paid overtime or given conpensatory
time off for working is of |little consequence. Suf ficient
personnel and/or funds nust be budgeted to conpensate for the
average 10 authorized holidays observed in the exanple.

Annual Leave/Vacation. The anount of |eave taken by individua
staff nenbers may vary according to length of service and other
factors. Leave records provide sufficient information for
estimating the average days off taken for this purpose, which
has been determined to be 10 days for both correctional officer
staff and non-custodi al personnel

Si ck Leave. This factor can also be determned by a brief
anal ysis of available records. The average of 12 days is used
for planning purposes and will vary anong the different age
groups represented in the work unit.

Training Leave. Estimated at five days per year for all staff.

Subtracting the total off-duty days fromthe base figure gives an
estimate of the nunber of days the "average" enployee wll actually be
available for duty. In this exanple, 141 off-duty days is subtracted fromthe
base of 365 to produce an estimate of 224 on-duty days for correctional and
noncorrectional personnel

Cal cul ation of Full Coverage Factor

The next |ogical question is this: if a given position nust be
manned 365 days each year, how many personnel nust actually be included in the
personnel services budget to ensure full coverage? The following formula is
appl i ed:

Nunber of nanned days per week
Estimated nunber of on-duty days

full coverage factor

On the basis of the data in this exanple, this fornula would yield a
full coverage factor of 1.63. This means that in order to achieve full
coverage for any single position to be staffed 365 days a year, the equivalent
of 1.63 personnel nust actually be included in the facility's operationa
budget .

Job Anal ysi s

Once you have determined the full-coverage factor for your new
facility, you can-apply it to the facility's staffing pattern. Your staffing
pattern should be prepared prior to this activity and be based on a thorough
job analysis for each position

Job analysis is a procedure used to identify the requirements for

performng specific jobs at your new facility. Job analysis has two distinct
conmponent s;
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(1) Job Analysis--the process of describing a particular job in
terns of its duties and tasks; and

(2) Task Analysis--the process of breaking down each task into
steps, identifying the skills and know edge needed to properly
perform them

A description and definition of the key elenents of job analysis are
provi ded bel ow.

Job: A job is defined as a designated worker position, which is
usual l'y identified by a specific title and description. Exanpl es of jobs are
correctional officer, facility admnistrator, food service supervisor, and
booki ng officer.

Duty: A duty is defined as a broad area of responsibility assigned
to a specific job. A job usually has nmore than one duty. Duties assigned to
a correctional officer, for instance, mght include processing incom ng
prisoners, escorting inmtes to and fromcourt, and providing first aid

Task: A task is defined as a specific, identifiable unit of work
which is usually performed by a single worker. Tasks have specific beginnings
and endi ngs. Exampl es of tasks include placing inmates in a holding cell

review ng inmate commtnent papers, and photographing prisoners.

Task Step: Each task should be broken down into a series of single
actions necessary to conplete a task. A step is the smallest practical unit
of work. For instance, task steps associated w th photographing prisoners
m ght include positioning prisoners in front of a canera, instructing a
prisoner to maintain a stance, and setting an ID plate in place

In summary, a job is conposed of duties, a duty is conposed of
tasks, and a task is conposed of steps

Job analysis allows you to thoroughly analyze all aspects of your

new facility's operations, consider duties that nust be assigned to staff, and
to divide those duties in a consistent manner.
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APPENDI X H
MAJOR APPROACHES TO | NMATE SUPERVI SI ON

Thi s appendi x di scusses the two nost prominent forms of inmate
super vi si on. Wil e neither may address your proposed supervision system
exactly, one or the other should be simlar enough to adapt for your own
pur poses.

The majority of new correctional facilities are being designed as
podul ar institutions enploying a supervision approach based upon either direct

or indirect/remte supervision. The podul ar concept calls for the configura-
tion of generally 40 to 50 prisoner roons or cells around a shared living
ar ea. This design provides a view of all prisoner housing areas from a

central point in the unit, thus inproving inmate supervision.

The nost prominent use of the podul ar design utilizes an indirect
node of prisoner supervision. This approach facilitates a reactive managenent
style since it responds to prisoner problens rather than attenpts to
anticipate and prevent them Staff are assigned to secure observation booths
where they have mnimal direct contact with prisoners, but are in a position
to observe behaviors and request assistance when prisoners act out. The
i ndi rect nmanagement strategy also controls prisoner novenent and behavior by
enpl oying security doors automatically operated fromthe secure control room
Simlarly, cell and day roons are usually equipped wth vandal - proof equi pment
and furnishings.

The second inmate managenment approach, direct supervision or "new
generation," is considered a proactive strategy because it attenpts to prevent
m sconduct before it happens. It relies on staff capability to supervise
prisoners face to face. Each officer is responsible for controlling prisoner
behavior in his/her unit, while also mninizing tension. Management's role is
to structure both the design and the environment to facilitate staff ability
to denmonstrate proactive control

A direct supervision facility is generally |ess expensive to
construct when conpared with an indirect/renote supervision facility,
primarily because its housing units are equipped wth comrercial grade
fixtures and furnishings rather than costly indestructible security equiprent.
In addition, mai ntenance costs are assuned to be |ower because nost
destructive prisoner actions are effectively controlled at their outset.

Specific principles for managing a direct supervision facility have
been devel oped, which, when applied, facilitate the "open" design of the
institution so that consistent positive prisoner responses result.

Proponents of the direct supervision approach have l|auded its
nunerous advantages since its inception. Specifically, they have clained that
direct supervision denonstrates the follow ng advantages:

- mnimzes prisoner assaults, both physical and sexual
thwarts suicides and suicide attenpts:
reduces the introduction of contraband:
mnimzes the likelihood of prisoner disturbances:

— —+ — —+
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It reduces the ability of prisoners to conmt vandalistic acts;
It requires less costly equipnent and furnishings; and

It is less staff intensive, thus reducing overall personnel
costs.
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Appendi x |

Responsi bility Charting

The roles of key actors in the transition process may sonetines appear
anbi guous or overlapping, Wwth the result that certain individuals feel
uni nvol ved in or unaccountable for planning decisions. Such feelings, in
turn, may lead to ineffective transition efforts or resistance to change
Consequently, it is inportant during the pre-transition planning phase to
delineate all roles and responsibilities. An effective neans of clarifying
the interactional relationships among participants is responsibility charting.

Responsibility charting is a powerful technique for establishing the
rol es of participants in specific decisions. It helps identify decisions in
which roles are anbiguous, brings into the open differences related to
deci si on-maki ng invol venent , and resol ves discrepancies through the efforts of
t he individuals affected. The end result is a systematic description of
decisions that have to be nade and a clear definition of the role that each
person should play in relation to these decisions.

Responsibility charting can be viewed as a process conposed of five
st eps.

Step 1. ldentify key decisions and relevant participants.

The initial step in this process is to-determne what decisions nmust be

made during transition. This can be acconplished by soliciting ideas from
transition team nenbers and/or task force |eaders. This group will nost
likely generate a |arge number of decisions. On close inspection, sone of
these will be found to overlap, while others essentially duplicate one
anot her. Such replication should be discussed and elimnated, resulting in a
list of discrete decisions. The deci sions should be worded so as to exclude
all action verbs or any other clues that may influence assignment of
responsi bility or suggest the perspective of the agency's adninistration. At
this point, it is helpful to group the decisions into major areas such as
those used in this manual (e.g., admnistrative, security, training, and nove
| ogi stics). A simlar technique can be enployed to create a list of all

i ndividuals who may in any way be involved in transition decision-naking.

The lists of decisions and participants or actors should then be entered
on a series of responsibility charts, one for each major area, as denonstrated
bel ow.

<I > Much of the material in this appendix was drawn fromT. Glnore and R
Nel son's "Responsibility Charting in Corrections," Federal Probation
(June 1978), to which the reader is referred for additional information
and exanpl es.

105



RESPONSI BI LI TY CHART

New Facility Security |ssues

ACTORS Transition Chair,
Agency Transition Coordinating | Security Representative,
DECISIONS Administrator | Coordinator | Committee Task Force| County Commission|Etc.

Determination of
Goals and
Objectives

Approach to
Inmate
Supervision

Development of
Fire Plan

Preparation of
Intake Policies
and Procedures

Etc.

Step 2: Develop a - language to describe degrees of participation.

The next step in responsibility charting is to develop ternms that clearly
convey the degrees of responsibility or participation associated with
deci si on- maki ng. To the extent possible, these should be terms that are
widely and simlarly understood within the agency. As a starting place for
devel opi ng agency-specific |anguage, the follow ng four terms can be used:

Responsible (R)--the person who takes the initiative in' a particular
area, devises alternatives, analyzes situations, and nakes an

initial recomendation.

Approve (A)--a person who either endorses or vetoes a decision before it
is effective, or chooses from alternatives devel oped by the "R

actor.

Consult (C)--a person who is conferred with prior to a final decision,
but has no veto power.

Informed (1)--a person who nust be notified following a decision, but
need not be consulted.

The synbols for these terns, along with others identified by the agency,
will eventually be entered on the responsibility charts to indicate degree of
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i nvol venent in each decision. For exanple, in the chart presented on page
106, an "R' could be assigned to the square bounded by the chairperson of the
security task force and the decision to devel op goals and objectives, while

the "A" actor in this decision would likely be the agency adm nistrator. A
square that is left blank denotes a | ack of involvenent by an actor in a
particul ar decision. It is also useful to have a "DK" (Don't Know) synbol to
differentiate between ignorance and non-invol venent.

St ep3: Vote on perceptions of decision-naking involvenent and tabul ate
results

Once responsibility charts have been outlined and responsibility |evels
delineated, individuals involved in the transition process nmust jointly
determ ne who should be involved in each decision and at what |evel of
responsibility. An effective neans of reaching these determnations is
anonynous bal l oting, which |essens undue influence by peers or supervisors.
Prior to balloting, participants should review each decision to elimnate
conf usi on. I ndividuals can then fill in blank copies of responsibility
charts, using the agreed-upon synbols.

Step 4: Solicit and discuss feedback on the balloting, with the aim of
achi eving consensus.

In most instances, balloting will reveal discrepancies among individuals

views of who should play which roles in transition decision-naking. These
should be noted on draft versions of the responsibility charts so that people
can conpare their responses with those of others. The partially conpleted

chart bel ow presents one way of recording individuals' responses.

DRAFT RESPONSI BI LI TY CHART

New Facility Security I|ssues

ACTORS Agency Transition Chair, Representa-
Adminis- | Transition Coordinating | Security tive, County
DECISIONS trator Coordinator | Committee Task Force | Commission
Development Rj1 2 3 6 0
of Goals A 7 2 1l 0 0
and Cc 3 1 4 2 2
Objectives I 0 o 2 0 10

Participants shoul d then discuss the differing perceptions, striving to
achieve consensus on actors' levels of responsibility. Wen di sagr eenment
persists, it is helpful to present specific exanples, real or hypothetical, to
illumnate inportant issues. After all views have been expressed, either the
group should 'reach agreenment on actors' roles in each decision or the top

manager should specify the varying responsibilities. In either event, the
mechani sms for resolution should be clearly specified in advance so that
outcones w |l be accepted by all. The decision-making roles wultinmately

assigned to each actor can then be entered on the responsibility charts.
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Step 5: Enact agreed-upon roles and responsibilities, af fording
opportunity for followup eval uation.

The charts resulting from the previous steps serve as guides in carrying
out transition functions, tasks, or activities. They provide an explicit
statenent of participants' involvement in all key decision-making activities.
Equal 'y inportant, they establish standards for evaluating actual perfornance.
The agency’s administrator, or designee, should periodically check to ensure
that everyone is fulfilling his or her prescribed roles, resolving any
probl ens or confusion encountered.

Responsibility charting, thus, offers an inportant tool for structuring
and inplementing the transition process. It not only identifies crucial
deci sions and responsible actors, but also enhances accountability, a factor
consequential to any successful transition
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