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FOREWORD

In 1981, Contra Costa County, California, opened the first county jail
facility designed and constructed to be operated as a podul ar/direct
supervi sion (new generation) jail. Since that tinme, the National
Institute of Corrections has worked very closely with other
jurisdictions which have opted for this design and innmate nanagenent
style for their new facilities.

For the first few years, much of the information available was based
on the success of three direct supervision Federal Metropolitan
Correctional Centers (MC.C.s) opened in the 1970s. O the three, the
Chicago M C. C. was perhaps the nost influential because it conbined a
podul ar design--cells configured around a unit dayroom-with the
direct supervision concept. It was also this facility that in many
ways served as the model for Contra Costa.

Now there are at |east a dozen podul ar/direct supervision county jails
in operation and at |least twice that nany in design and construction.
The question of whether the concept has applicability to |ocal
detention appears to have been answered,

The interviews contained in this volume are a nix of neasured and
candi d responses by administrators of direct supervision facilities.
They are case studies in capsule form which should provide val uable
insights to planners and adninistrators who nay be considering a
podul ar/direct supervision facility for their jursidictions.

Raynond C.. Brown, Director
National Institute of Corrections
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Introduction

Podular/direct supervision jails (often called "New Generation" jails)
have gained increasing acceptance in the last five years from local
jurisdictions and national correctional organizations. The concept
has been endorsed by the National Institute of Corrections Advisory
Board, the American Correctional Association, the American Jail
Association, and the American Institute of Architecture®s Committee on
Architecture for Justice.

"New generation" jails have a podular architectural design and
utilize direct supervision of iInmates rather than remote or
intermittent inmate surveillance. Instead of cells arranged along
corridors as in traditional jail design, housing units in podular/
direct supervision jails are grouped into manageable units or pods
arranged around a common, multipurpose area. Each unit is staffed by
one officer, who is in direct control of approximately 40 to 50
inmates. The direct supervision philosophy is based on the
conviction that consistent application of specific supervision
principles can effectively prevent inmates™ most common negative
behaviors. Advocates of direct supervision also believe that jails
should be designed to facilitate the enactment of these principles.
Data gathered to analyze the success of podular/direct supervision
jails indicate sharp reductions in vandalism, escape, disturbances,
suicides, murders, and sexual and aggravated assaults.?

Although podular supervision jJails have received considerable
attention in the corrections field in recent years, this publication
is the first to provide details of the experiences of specific
jurisdictions in developing and operating such facilities. To obtain
this information, staff of the NIC Information Center recorded
telephone interviews with administrators of eleven direct supervision
jails around the country during October and November, 1986. The
texts of those interviews, edited for clarity and consistency, make up
this publication. A list of administrators interviewed, along with
their addresses and telephone numbers, is provided in Appendix A.

Most of the administrators interviewed were surprisingly candid about
their experiences, willing to point both to their errors and their
successes. They addressed the difficulties they faced in implementing

ow. Ray Nelson, Michael O0"Toole, Barbara Krauth, and Coralie G.
Whitmore, ''Direct Supervision Models." Corrections Information
Series. U.S. Department of Justice, National Institute of Corrections
information Center, May 1984, p. 23.
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direct supervision and the tactics they enployed in responding to
probl ens that arose. Al'l remained extremely positive about the
overall success of the direct supervision approach.

Each interview was based on the sane general framework of questions,
al t hough followup questions varied depending on tthe responses
received to the initial questions. The basic questions elicited the
adm ni strators' response to the follow ng:

o The background factors that led to the original decision
to make the facility a direct supervision jail;

0 The best and worst decisions made with respect to opening
the facility;

o0 The best and worst decisions nade with respect to the
early operation of the facility;

0o The problens experienced in dealing with admnistrators,
direct supervision staff, first-line supervisors, support
staff, and innates;

0o The type of training provided to staff;

o What things the adnministrator wi shed he or she had known
before the process began;

o What changes the adnministrator would recomrend if he or
she were to go through the process again; and

o The adm nistrator's opinion about the single nost
i nportant factor determ ning the success of a direct
supervision jail.

Despite the range of experiences evident in the interviews, sone
comon threads run throughout them For exanple, the admnistrators
consistently enphasized two things: 1) the inportance of nmaintaining
t he philosophy of direct supervision, and 2) the need for training of
staff in that philosophy and the skills necessary to inplenent it
prior to opening the facility.

O her thenes al so recur repeatedly. Wil e some of those interviewed
enphasi zed inportant issues precisely because they had failed to
attend to themin their own planning, others pointed to the sane
i ssues because they had successfully addressed them In any case
the administrators frequently reiterated the inportance of the
fol | owi ng:

- 2.
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0 Ensuring adequate planning tinme prior to opening

0 Budgeting for a transition teamwith full-time responsi-
bility for planning the transition;

0 Attending to design and operational issues as well as to
the direct supervision philosophy;

0 Checking and re-checking all systens; and

0 Addressing the safety concerns of line officers.

Poi nts Enphasi zed in the Intervi ews

Pl anni ng | ssues

The inportance of a long lead-in tine between planning and occupying
a facility is consistently enphasized in the interviews. In addition,
a nunber of admi nistrators point to the desirability of having a
“transition teant whose only responsibility is to plan and manage the
transition to a new facility. Contra Costa, California, the first
systemto adopt direct supervision on a county level, found that it
was inmportant not only to have a transition teambut also to orient
the rest of the staff to the activities of the teamin order to
prevent isolation of the transition team and to encourage support for
the new philosophy on the part of the rest of the staff.

Visiting other facilities obviously had a strong inpact on the
pl anning process and decisions nmade in many of these jurisdictions.
In some cases, visits to Federal Metropolitan Correctional Centers
(MC.Cs) or other direct supervision facilities led directly to the
decision to develop a facility specifically designed to utilize direct
supervi si on. In other cases, administrators incorporated in their
pl anning what they learned fromvisits to jails that were encountering
problens in making the transition to a new facility. Both groups of
adm ni strators strongly advocate in these interviews that policy
makers and staff visit other facilities before designing and/or
opening a new jail.

Related to the inportance of planning is the problem of accurately
forecasting inmate population. Several of these institutions were
overcrowded soon after (one imediately upon) opening. Contra Costa

Erie, Mddlesex, and Pima Counties needed |arger facilities al nost
from the beginning. M ddl esex County had a 40 percent popul ation
increase in six months; its facility was designed to hold 323 inmates,
but the county now houses over 500 inmates, some in older facilities.

- 3-
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Because of the costs associated with construction, it is inmportant to
try to build at a capacity level that will neet the needs of the
jurisdiction for years to cone. Unfortunately, all population
forecasting nmethods have a degree of error attached to them In
addition, jails tend to be capacity-driven systens: as they are
built, they are filled. Pl anners need to recognize this fact and to
incorporate it into the way they project populations, design
facilities, and plan for staff.

Physical Plant Issues

A central aspect of facility planning is designing the physical plant
and the internal systens to operate it. Administrators voice a range
of objections to the plans of their facilities, from a |ack of
interface between a conputerized booking system and ot her computer
prograns (Larinmer County, Colorado) to the fact that the court holding
and transfer holding areas are too small (Miltnomah County, Oregon.)

The problenms experienced by Erie County, New York, and the Manhattan
House of Detention (fornerly the infanmous "Tonbs") stemmed in part
fromthe fact that the facilities were opened before they were
conmpl et ed. Tom Barry, who was the admi nistrator at Manhattan when
that facility was renovated, notes a |large nunber of problens in the
design of the facility. He points out the advisability of including
sonmeone on the planning board who has recently been involved in the
operational aspects of a facility.

The administrators' comments on the operational, design, and physica
aspects of their facilities (which should be studied closely on an
i ndi vidual basis) point again to the inportance of allowi ng adequate
planning time before the facility is constructed and of testing
systens before the facility is opened.

Personnel | ssues

o Direct Supervision Staff

Seven of the eleven respondents indicate that their facility's
staff had at |east initial adjustnent problens. Not surprisingly,
fear is at the root of many officers' difficulties in noving to a
direct supervision facility. Trained and experienced in working only
indirectly with inmates in traditional linear/intermttent supervision
facilities, they are understandably apprehensive about being in direct
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and solo contact all day with inmates. Mbst of those interviewed
indicate that initial adjustnent problens were eventually overcone and
that officers now greatly prefer direct to indirect supervision
Their comments al so suggest that nmany potential problens could be
avoi ded through training.

M ddl esex County, New Jersey, anong other jurisdictions, experienced
hi gh turnover armong staff in the beginning, and Rod Bottoms of Lariner
County maintains that, initially, 'you might as well plan on up to 80
percent of your personnel |eaving"; he believes that if officers have
previously worked in linear/indirect supervision jails, they cannot
adj ust to direct supervision. Bottons points out that high rates of
attrition anong security staff have been reduced in his jurisdiction
t hrough enphasi zing professionalism and by hiring career-mnded people
who "know that there is, wth the direct supervision jail, a field
wi de open in which to excel."

In addition to initial concerns about their safety, officers find they
must cope with a sense of isolation--of being, as one adninistrator

puts it, "as locked up as the inmates.” After working in situations
that included two or three other officers at all tinmes, many officers
find working alone in a pod difficult. This probl em enphasi zes the

need to anticipate the changes in officers' social environnent and to
address the issue in training.

A different staff issue nmentioned is the need for officers to adjust
to a different way of relating to inmates. As R J. Hagnan of
Vancouver, British Colunbia, puts it, "It was the conceptual thing we
had to deal with, the soft environment, and the need for politeness
and courtesy toward the prisoners' and the denmand that prisoners, in
turn, be polite and courteous--the basic civilities that we seem to
have gotten away from. . . . W readopted those things; they work."

The question of whether it is nore effective to use new officers
or those accustonmed to indirect supervision is not resolved in these
interviews. Mst staff in these facilities came from other facilities
and were working in direct supervision for the first time. Although
Sara Heat herly of Dade County, Florida, suggests that that facility
perhaps made a mistake in utilizing new, inexperienced officers,
Vancouver, which also hired nostly new officers, had no special

probl ens. Despite the initial sense of Contra Costa County's
adm ni strators that only new personnel would be successful, according
to Larry Ard, "old tiners . . . reluctantly began working overtine and

di scovered that their skills, devel oped through years of dealing with
the public, were directly applicable to the direct supervision nodel."
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o First-Line Supervisors

Nearly all of the administrators indicate that their facilities have
had problems with first-line supervisors. One reason for difficulties
in this area, says Russell Davis of Pima County, Arizona, is that

first-line supervisors have not "learned to supervise by renote
control . " He points out that as soon as the supervisor enters a
housing nodule, the focus in the nodul e changes, resulting in an
i naccurate picture of the environment. Instead of trying to maintain

their traditional approach, supervisors need to develop the ability to
rely on subtle indicators of an officer's success or lack of it.

The larger problem perhaps, is that in nmoving to a direct supervision
facility, the role of first-line supervisors changes significantly.
No |onger are they responsible for overseeing the day-to-day decisions
and actions of correctional officers. I ndeed, as Rod Bottons points
out, the pod officers thenselves becone, in effect, first-line
supervisors: "they make decisions, they plan, they need interpersona

skills." Because of this, first-line supervisors have difficulty
i dentifying what their own roles should be

New training programs are currently being inplenented, including one
supported by the National Institute of Corrections, which focus on
identifying and preparing staff for appropriate roles as first-line
supervi sors.

0 Support Staff

Li ke security staff, support staff are sometines initially uneasy
about entering the housing nodule with inmates, according to those
interviewed. Sara Heatherly says that the inmates at Dade County,
Florida, tended to make nore demands on support staff under direct
supervi sion, especially maintenance staff, because their pride in the
new facility nmade them enphasize upkeep as they hadn't before

In addition, some administrators point to unexpected probl ems between
support and security staff arising froma |lack of understandi ng of
each other's roles. M ddl esex County addressed this problem by
implemrenting joint training of corrections officers and psychol ogists,
soci al workers, and other support staff.
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o Uni ons

Al'though the interviews did not request information about unions,

a few adnministrators nentioned significant problens relating to
uni ons. In Erie County, New York, for exanple, union problens arose
over staffing patterns that added to corrections officers' sense of

isolation, despite the fact that those patterns had been established
in conjunction with a number of professional organizations. The union
al so began to affect the staff's sense of security a few months after

the facility opened. According to Joe @Gllagher, Superintendent of
the Erie County Detention Center, union/mnagenment problens are now
being cleared up.

In the Manhattan House of Detention, on the other hand, the staff,
whi ch had been trained extensively in the principles of direct
supervision, defended the facility in the face of union attacks based
on its "soft" environment.

| nmat es

Most of the administrators report no trouble with inmates' adj ustment

to direct supervision. Ei ght of the el even respondents suggest that
they had few, if any, real problens with inmates adjusting to direct
supervi si on. In many facilities, inmates tended to test all rules in

the beginning, but once they understood that the environment was both
"fair and demandi ng," problens ceased. Miltnomah County devel oped a
vi deot ape specifically designed to orient inmates to the facility,
which snoothed the transition significantly.

Bi Il Harper of Snohoni sh County, Washington, refers to coordinating
the inmates' transition as "the quietest, easiest thing that |'ve ever
done in my entire life." Arthur Wallenstein of Bucks County,
Pennsyl vania notes that the "whole dynam ¢ has changed" under direct
supervision and says that discipline problens have declined
dramatical | y. Russel | Davis nentions the inportance of dealing
honestly with inmates in these facilities and of telling themin
advance of changes in policy that will affect them

Training

The inportance of budgeting to provide adequate training is repeatedly
enphasi zed throughout the interviews. The decision made by nearly al
these jurisdictions to provide training for all staff prior to opening

the facility is cited by many admi nistrators as one of the best
deci si ons made
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The subjects covered in staff training varied anong the jurisdictions,
but all training prograns included interpersonal communications and
training in the principles and dynanics of direct supervision. Some
jurisdictions utilized the training offered by NIC and, in sone
i nstances, those who received the initial training were trainers who
| ater provided the actual training to new staff. The NI C training
enphasi zes the direct supervision operational philosophy, rather than
training in specific procedures, which nust be devel oped by the

jurisdiction itself. In sone places, everyone assigned to the
facility went through the same training, regardl ess of position or
rank. This approach helped to encourage camaraderie anong

participants, according to administrators, and provided an opportunity
for staff to get acquainted with one another before they noved into
the facility.

A long tinme between conpleting and opening the facility is reconmended
by many of those interviewed not only to train the staff in the
phi | osophy of direct supervision but also to faniliarize themwith the
building itself. In at |east one county, Vancouver, training was
provided on-site for six weeks before any prisoners were taken. In
Manhattan, training was ongoing in the early stages, which allowed
staff to learn the facility before being left alone on a post.

The value of having staff gain hands-on experience is highlighted in
these interviews. Larry Ard says that despite required classroom
training, staff at Contra Costa started to revert to earlier practices
once the facility actually opened. As he puts it, "C assroom training
is vital, but it nust be followed by actual practice, practice, and
more practice." Some administrators arrange for their staff to obtain
hands-on experience at another direct supervision facility. Rober t

Ski pper of Miltnomah County describes how 40 percent of his staff

spent several days at Contra Costa, actually working al ongside the
Contra Costa staff at their posts.

A nunber of those interviewed enphasize that training is inportant not
only in the beginning, but as an ongoing effort, so that new staff
al so receive training as they are hired. Mnhattan's unit nanagenent

concept, which created small teanms within the jail, is another
approach credited by Tom Barry as a way of inculcating the val ues of
direct supervision in new staff. Pima County, Arizona, has

i mpl emented a Corrections Training Oficers Program which provides a
l'ink between classroom academ c training and actual work in a housing
modul e. The program is a fornalized process that provides specific
learning in phases, and it has been successful at naking officers
confortable, cutting staff attrition, and dramatically |owering the
number of confrontations between inmates and staff.
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Opening the Facility

The el even jurisdictions used a variety of approaches in opening and
begi nning to operate these facilities. The results suggest the
i mportance of planning carefully for the transition process.

At Pima County, Arizona, the staff noved all inmates into the facility
in one day and began operating it at once. At the time they chose
this approach it was against all advice, but admnistrators believed
that they could not afford to staff two buildings for nore than one
day. Wth sufficient advance preparation, a one-day nove can be
successful, says Russell Davis, and Pima's approach has since become a
model for sone other institutions. On the other hand, the Erie County
facility was opened in stages as it was conpleted, because this
approach saved noney over waiting through construction delays unti
the buil ding was conpl et ed. Al t hough Joe Gallagher feels that this
was a good decision overall, the move into an inconplete facility did
cause problems, including two escapes attributed to inadequacies in
the security envelope and security systens.

The Manhattan House of Detention was al so occupied before construction
was finished; the central control room was inconplete, there were no
comuni cations systens, and the doors wouldn't close. This meant that
officers were often alone in an area with no nmeans of contact except
on-site observations by their supervisors. According to Tom Barry,
excel lent training enabled themto control the institution despite
these difficulties. However, Barry calls the decision to open the
facility prior to conpletion one of the worst decisions nade

Following NI C guidelines, the Mddlesex County Adult Detention Center
took time in opening the facility and based its new policies and
procedures on a scenario approach. Units at M ddl esex were opened one
at a time, according to Anthony Pellicane, director of the facility.
Admini strators worked with a set of officers and inmates in one unit
and then took half the officers and half the inmates fromthat unit to
open the next unit. Miltnomah County used a similar approach, which
is designed to provide a snmooth transition for new officers and
i nmat es.

Dade County is using direct supervision in tenporary facilities at
present. Its newjail will be in operation by 1988. In occupying the
temporary facilities, the inmtes who had been involved in
constructing the buildings were nmoved in first because of their sense
of ownership for the facility, thus establishing a nore positive
environment for the inmates who fol |l owed.
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Public Relations

The inmage of podular/direct supervision facilities, wth their
“normalized" environments, is often stereotyped by the public as
"soft," “"country-club-like." This attitude can create problens for
adm nistrators, especially during periods when crinmnal justice is
enphasi zi ng puni shment over rehabilitation. Dependent on the public
and on other officials for budgetary and political support,
administrators have difficulties when their facilities are perceived,
as R J. Hagman of Vancouver says his is described, as "Hagman's
Hlton North." Jurisdictions with podul ar/direct supervision jails
need to find ways to convince the public that their philosophy of
corrections is effective.

One way of inproving public perceptions, used by Miltnomah and Bucks
Counties, was to "incarcerate" some nenbers of the comunity
overni ght before the facility opened. This approach not only provided
good training for officers, who were given an opportunity to test the
systens in the facility, but was an excellent public relations
tool. Arthur Wallenstein of Bucks County, Pennsylvania, points out
that this sinmulated incarceration created "immediate community
acceptance of the facility, which nmight otherwi se have been
characterized as sonething that was a little too good for prisoners.”

Trips to other direct supervision facilities can also increase
comunity acceptance, especially if nmedia representatives are
i nvol ved. Before the decision was nmade to build a new direct
supervision facility in Dade County, Florida, architects and | ocal
officials toured sonme direct supervision facilities and, upon their
return, participated in radio and television prograns. Fol | owi ng
this, county conm ssioners, acconpanied by representatives of the
media, also visited sone direct supervision facilities. An account of
the tour was reported in The Mam Herald, thus enlightening the
community on the issue even before facility planning was conplete

Concl usi on: The Success of the Concept

Despite the differing experiences of the adm nistrators intervi ewed
and despite the range of problens they identify, there is clearly no
question in the mnds of any about the overall success of the direct
supervision concept. Although the interviews were not undertaken to
solicit endorsenents for direct supervision, the universally positive
responses of the administrators interviewed nmight well convince others
who are still skeptical -about the efficacy of the approach.
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The followi ng coments, taken verbatim from the interviews, summarize
the attitudes of all these administrators toward direct supervision:

o | believe that one can pay lip service to direct
supervision, but one of the things you have to look at is
its success. As successes, | could tell you that we've
had one escape fromour jail, a wal kaway trustee; we've
had one death in our jail, which resulted from natural
causes; we've had four attenpted suicides, all wthout
success; we have had no nmajor riots. You can call that
luck, but | call it success. And it's got to be because

of direct supervision. (Rod Bottons, Lariner County)

o | am convinced that the softer the environment in a
nm ni mum or medi um security institution, t he mor e
manageabl e the inmate population is. . . . W have people
from all over the country visit here, and when they
observe our positive staff-inmate interaction and the |ack
of tension in the facility, they just walk out of here
shaking their heads. (Joe Gallagher, Erie County)

O. . . I've been in the jail business 19 years. | started
as a correction officer and worked ny way through the
ranks to warden, and in those years, | have become

sonmething of a cynic; that's what will happen to you in
this business. A lot of people talk about doing wonderful
things . . . and for the nost part | have found all that
to be mainly rhetoric. The direct supervision jail is the
only real, physical application that is available today
that expresses the stated philosophy of how we want to run
jails in the United States. That's ny opinion. [t can
turn you from being a cynic. It really is a positive

positive step. (Tom Barry, Manhattan House of Detention)
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CONTRA COSTA COUNTY MAIN DETENTION FACILITY

Respondent: Larry R. Ard
Chief Deputy
Contra Costa County Main Detention Facility
Martinez, California

FACILITY BACKGROUND

Basic Description: Low-rise, four-story maximum security
institution

Architect: Kaplan, McLaughlin and Diaz
Capacity: 386 Size: 186,000 sq.ft.
Cost: $24,500,000
Opening Date: January 17, 1981
Staffing -- Security: 143

Program: 23

Support: 50
Medical: 65
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Larry R Ard

Contra Costa County Miin Detention Facility
Martinez, California

What events or factors led to the original decision to make your
facility a direct supervision jail?

After many years of negative reports fromthe State Board of
Corrections, the grand jury, and selected citizens' committees, the
Contra Costa Board of Supervisors elected in 1972 to proceed with
the planning and construction of a new detention facility. A local
architect was selected who had desi gned other county buil dings, and
work proceeded on the new facility.

The process of determining an appropriate design for the facility
was very traditional. Everyone knew how a jail was supposed to be
designed; they had the 1902 facility as a nodel. Little research
was conducted, travel to other facilities was |imted, and staff
i nput was exclusively fromthe sheriff's departnment conmmand staff.
The final plans <called for a traditional, linear jail wth
twel ve-man gang cells, each enptying into a small dayroom  The one
staff menber for each floor of 200 innates would be confined in a
control room with video cameras nonitoring the hallways. The
design was unique, in that the single staff menber could not, from
his planned location, view a single innate.

After two years of planning, at an expense of $1,250,000, the plan
was unveiled to less than raving reviews. The estinmated cost was
$28, 000, 000, one-third nore than the county had anticipated. County
citizens were outraged at both the cost and the design, and
departnent staff were certain that the design would not work. Their
attitude was that the new facility would conpound existing
probl ens. After the Board of Supervisors at first refused to
redesign the facility, «citizens nobunted a canpaign to place the
issue on the ballot. After considerable political pressure from the
public and the press, a change in the county admnistrator, and a
new, hands-off approach from the then-Sheriff Harry Ransay, the
Board of Supervisors changed its position. On the day the new
facility was to be put to bid, the project was discarded.

A new, br oad- based citizens' coomittee was  formed, with
representatives fromall stations and wal ks of life. Sheriff Ransay
selected M. Les denn, his budget and personnel director, as the
department representative. A new architect and construction nanager
were selected and the process began anew. The new y-formed planning
group then traveled extensively throughout the country, visiting new
facilities to determine the present "state of the art." After
visiting the new Chicago and San Diego Metropolitan Correctional
Centers, the committee reconmended that the Departnent construct and
operate a direct supervision facility on the federal nodel. After
much deliberation, Sheriff Ransay decided to proceed on the
committee's recommendation.

16 -



Larry R Ard
Contra Costa County Miin Detention Facility
Martinez, California

It should be understood that, at the tine, there wasn't a direct
supervision jail in the country, and there was considerable doubt
that such a nodel could work at the county |evel

VWhat woul d you say were the best decisions nade with respect to
opening the facility?

Once the county had committed itself to utilizing the direct
supervision nodel, it became apparent that the Departnment was
ill-prepared to open and operate a facility that was so radically
different from that which had been traditional wthin the
Department. The Deputy Sheriffs' Association had grave reservations
concerning the nodel and took a hands-off approach, nei t her
supporting or opposing the project

In June 1978, NI C sponsored a HONI [How to Qpen a New Institution]
program at MIls College in Qakland. Not having any idea of the
magni tude of the transition task before the Departnment, we sent a
representative for training. Upon his return, it became apparent
that without a transition process, the Departnent was heading for a
massive failure. The Department, the citizens' committee, and the
county administrator petitioned the Board of Supervisors for an
extensive transition teamto plan the opening and ultimte operation
of the facility.

The nost inportant decision we nade was to use the standards
recomrended by the Anerican Correctional Association's Commission on
Accreditation as the basis for our operational procedures. W felt
strongly that, due to the unique design of the planned facility,
only the nobst professional nethods of operation could ensure
success. To accredit the facility and its operations becane the
goal of the transition team

The transition team addressed all areas of the facility and its
ultinate methods of operation. Team nenbers inspected and tested
the building, they wote the entire policy and procedures manual
and they trained the staff in proper operations. During the two-
and-a-hal f-year transition process, the entire building and its
operations were tested and approved. W then knew what standards
were expected of the Departnent, the advantages and limtations of
the building, and exactly how it was to work for both the Departnent
and the inmates.
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VWhat were the three best decisions nmade relating to the early
operation of the facility?

The transition team felt strongly that consistency in devel oping and
i npl ementing our phil osophy and operations was of paranount
i mportance for the facility to be a success. W had devel oped our
met hods of operation with full consideration of what was required to

achi eve our goal. To arbitrarily change policy because of staff
pressure would be counter-productive to the transition process and
could result in failure. In sinple terms, the Departnent stated

"This is the facility, here is the policy and procedures manual, and
this is the only way we are going to operate. If you don't like it,
look for a job elsewhere." A somewhat harsh attitude, but essential
to communicate to staff our total commitment to accreditation and
direct supervision.

Each staff menber scheduled to work in the new facility was given
176 hours of intensive training in all aspects of the new philosophy
and operation. The training arm of the transition team designed the
curriculum devel oped the instructional material, and presented the
cl asses. That the transition team itself provided the training gave
the staff confidence that its concerns were being addressed by
peers, and that the new methods of operation were being devel oped
and inplenented by people who would eventually perform the tasks.

On the day the facility opened, the entire transition team converted
its activities from planning to operations. Due to the teams
extensi ve know edge of the building and its operations, its menbers
becane the primary trainers and information resources for all other
personnel . Each shift, every day of the week, was staffed for the
first 90 days with transition team nmenbers. At all tines during the
difficult transition phase, there were trained and know edgeabl e
transition team nenbers on hand to guide and correct staff, and to
answer questions. The facility and its planned procedures were
“"their baby," and the team worked diligently to make the project
successful .

What were the three worst decisions nade?

The transition team was heavily weighted at the top and |ower ends
of our organization: adnmi ni stration, nmiddl e managenent, and line
personnel . The role of the first-line supervisor and requirenents
for that position's duties and responsibilities were negl ected
during the planning phase. The result was that our first-line
supervisors had considerable difficulty adjusting to the new
environment, philosophy, and working conditions. Line personnel had
their own trainers and inforned peers, but the sergeants had no one
to turn to except staff of lower rank--a difficult situation.
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Secondly, the transition team operated independently from the
remai nder of the Department during the two-and-a-half-year project.
As a result, wvery little support was generated for a successfu
openi ng. The transition team s isolation, the unpopul ar design of
the facility, and  natural resistance to change created an
adversarial relationship between the transition team and the
remai nder of the department. Consequently, the transition team
faced pressures of peer rejection that would have been alleviated
had we spent more tine orienting the departnent to the activities of
the team

Finally, the 176-hour classroom training program was originally
consi dered sufficient to open the facility successfully. W\ soon
| earned that although the training provided was invaluable,
practical experience was also required in order to translate the
cl assroom materials to the operating nodule. Theoretical training
and orientation were required, but once operation had actually
begun, staff started to revert to past practices, an unacceptable
situation. Cassroomtraining is vital, but it nmust be followed by
actual practice, practice, and more practice.

What specific problems did you have with staff?

Wth the exception of the transition team the entire departrment did
not like the facility, did not want to work in the facility, and
frankly did not want to see the facility work. Fear of the unknown,
conbined with the negative group attitude, created a clinmate in
whi ch the nost vocal opponents far overshadowed those who were
willing to give it a chance. The result was that every incident, no
matter how minor, was blown entirely out of proportion. The nedia
stationed reporters out in the parking lot to interview deputy
sheriffs for their opinions. Many staff who didn't even work in the
buil ding repeated to the nedia the untrue runors they had heard
about the terrible fear and violence within the facility.

Meetings of the Deputy Sheriffs' Association were held to conplain
about the facility and its operations. The Association held specia

nmeetings with Sheriff Rainey to attenpt to persuade himto change
back to an indirect supervision nodel. A special study team was
forned, conprised of D.S. A representatives and non-detention
managenent, to conduct an in-depth study of the facility. The net
result of all this activity was that everyone recogni zed that fear
of the unknown had created hysteria anong the staff that was
unreasonabl e and yet understandabl e. Wthin 90 days, cal nmer heads
prevail ed. Sheriff Rainey firmy maintained his support of direct
supervision, and the staff finally accepted direct supervision as
its method and philosophy of detention nanagenent.
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Most of the problem was experienced with direct supervision staff?

Most of the direct supervision staff were silent and cane to work
and did their jobs as specified. The vocal renainder were supported
by personnel assigned to other divisions, who, by policy and
contract, would be transferred to the detention division at sone
time in the future

What difficulties, if any, did you experience with your admnistrators
and first-line supervisors?

The adninistrative staff, for the nost part, supported the new
facility and its operations. On occasion during the initial opening
and transition phase, administrative staff would recommend changes
that diverged from the direct supervision philosophy, or during
their shifts they would attenpt to amend policy to fit their own
views on detention nanagenent. Despite such early problens, the
support of the administrative staff and the sheriff was critical to
the eventual success of the transition.

As | nentioned earlier, the first-line supervisors were a problemin
that we had no idea that position requirenents would be so different
fromthose in a traditional, linear facility. But in al nost every
case, first-line supervisory staff accepted the new facility, and if
opposed, they were not vocal.

After considerable study, and follow ng sone experinents in Pima
County, Arizona, we determned that our sergeants had no idea of the
duties, responsibilities, and nethods used by the line staff.

Sergeants who had been pronoted had never worked in the new
environnent and had never |earned techniques for success in the
di rect supervision node. An intensive training effort was
undertaken, and now all sergeants receive the sane training as |ine
staff as a foundation, in addition to training in skills needed as a
first-line supervisor.

Were there problens with the inmates' transition?

The majority of the inmates thought they had died and gone to
heaven. Except for a few extrene cases, the inmates conformed wth

the expectations of staff. There were those that we had targeted
for isolation, due their classification and previous incidents, who
were Openly antagonistic and created substantial problens. They

suddenly found that we had the space, capacity, and will to isolate

them from the main population. The disciplinary nodule was designed
to adequately handle these cases in an indirect supervision node
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Those inmates soon learned that negative actions resulted in
negative consequences.

W found that once the negative inmate | eaders are isolated, nental
health inmates are treated, and proper orientation is given to each
inmate, 95 percent of those remaining will respond to rational and
humane treatment.

Were there any transition problems with the support staff?

The problems we experienced with support staff were entirely
different fromthose of line staff. Support staff handl e and
operate equi prent and process paper and supplies, not innmates.

The clerical personnel becane entirely frustrated with the new
aut omat ed nmanagenent system W had noved froma "green-visor,"
pencil and typewiter inmate records systeminto a fully automated

system all in one day. The new staff, new system new facility,
etc., created severe problens. Nothing seemed to work correctly and
everything seemed to break at the wong tine. Many of the
experienced staff transferred to other divisions, and those who did
not were considering it. Despite extensive training and
orientation, it took approximately six months before staff

understood and accepted conputers as a substitute for their green
visors.

Changi ng froma bulk feeding systemto a quick-chill, portion-
control method of inmate food service created problens of a
different category. New and different equipment, conbined with a
new serving nmethod, created a difficult situation for our food
service personnel. For the first nmonth, nothing was ready on tine,

food was either under- or over-prepared, and never was a cart |oaded
with the proper amunt of food. W learned to expect the worst, and
it usually happened. Again, initial training was not sufficient to
prepare the food staff for actual operations. Only additional
training and strict supervision resolved the problenms in a
relatively short period of tine.

O her support staff, including custodians, nental health workers,
teachers, substance abuse counselors, and religious personnel, were
new to our detention facilities and therefore had sone problens with
staff recognition and support of their responsibilities. Wo they
are, what they do, when and how they do it--all were problens that
had to be resolved quickly to facilitate the transition.
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How many staff had cone fromthe old facility?

Wth the exception of the transition team and a few deputy sheriffs,
all personnel who opened the facility came fromthe old facility.

And what inmate-to-staff ratio were you operating under?

The facility was designed for a inmate/staff ratio of 46 to 1.
Overcrowding has resulted in an increase to 65 to 1. Presently, we
are in the planning and design phase of another facility, which is
being designed with a ratio of 64 to 1.

What kinds of training were provided during the transition, and what
topics were covered?

During the transition, the training group conducted a needs
assessnent of the skills required for staff to be successful in the

new environnent. Once that needs assessnent was conpleted, the
training group developed materials, identified instructors, and
began conducting classes. The curriculum was as foll ows:

1) interpersonal conmmunications; 2) fire and life safety evacuation
and equi pment use; 3) philosophy of the new facility and the
el ements of direct supervision;, 4) automated systens orientation and
operation; 5) orientation to the building; 6) the classification
system 7) care and treatment of the nmentally ill; 8) inmate rights;
9) inmate programs in the new facility; and 10) legal issues.

This training was provided before the facility opened?

The initial 176 hours of training were conducted prior to opening
day. However, we discovered as we opened that sone areas required
additional training, and we held further classes on those subjects

As the pioneer in opening a direct supervision jail, what didn't you
know ahead of tine that you wish you had known?

It is certainly gratifying, being the first systemto adopt direct
supervision on a county level. However, as we got further into the
transition and the opening phase of the experinent, we would have
liked to have been able to visit and |learn from others who had

experienced simlar pain. Being first is not the easiest path to
fol | ow. The old saying, "no pain, no gain," was certainly
appropriate in our situation. O her direct supervision facilities
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that have since opened throughout the country have had the benefit
of learning from our m stakes and successes. We had to go it
al one.

Were there particular gaps that became evident during the opening
process?

The nost inportant gaps we discovered were in equating classroom
training with real-life experience. The training process would have
been greatly inproved if we had given the theoretical information to
staff and then enabled themto put it to the test through practica

application. For exanple, during training, all staff could nake the

conputer ternminals literally dance, but when a real, live inmate
stood before them they froze and were unable to accurately input
the information. "Garbage in, garbage out" was the status of our

automated system for the first nonth.

Secondly, we were under the inpression that the only successfu

staff were going to be the new personnel who had not been
"contami nated" by prior experience in the old jail and the patro

di vi si on. Fol | ow ng our Deputy Sheriffs' Association managenent
audit, it was deternmined that we had insufficient staff to operate
the facility properly. COvertine opportunities were offered to line
staff of the other operating divisions. These "old-tiners"
reluctantly began working overtime and discovered that their skills,
devel oped through years of dealing with the public, were directly
applicable to the direct supervision nodel. The "ol d-timers" becane
role nodels for the younger staff, and in many cases they left their
divisions to work in the new facility.

If you were to go through the process again, what would you do
differently?

The transition team was devel oped |ate in the process: the building
was being constructed and the departnent had no staff on board to
begin planning facility operations. Earlier planning and
orientation to the building would have led to an easier transition
and better staff acceptance.

Overall, what would you say is the npost inportant factor in the
success of a direct supervision facility?
Prof essi onal acceptance and inpl enentation of the highest standards

of operation are essential for successful operation of any detention
facility, either of the direct or the indirect supervision nodel
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Any facility can be a success if the managerment is firmy committed
to a truly professional operation. If the managenent is not

professional, the staff will not respond accordingly, and the
inmates will head straight to court for relief.

A direct supervision facility, by its very nature, gives nmanagenent
and staff the tools to begin developing a professional operation.
Staff contact, the extensive training, the policies and procedures
required, and the normalized living environment all contribute to a
facility's success. But none of this is inportant if the management
is not coomitted to the highest standards of professional conduct.



VANCOUVER PRETRI AL SERVI CES CENTER

Respondent : R J. Hagman
Di rector
Vancouver Pretrial Services Center
Vancouver, British Col unbia

FACI LI TY BACKGROUND

Basi ¢ Description: Hgh-rise, seven story facility
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Program 10
Support: 7
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What events or factors led to the original decision to nake your
facility a direct supervision jail?

In British Colunmbia, nost of our history has been in direct

supervision, in our staffing and in working with the prisoners
directly, whether in secure or open-custody facilities. W j ust
followed through with that. The reasons behind it are, of course

it provides better security; it provides better safety by having the
staff nenber in there getting to know prisoners directly; and,
overall, it provides better control

Was the physical design of your facility particularly suited to direct
supervi si on?

Yes, it was designed with that in mind. In fact, part of the plan
was to make sure we didn't have a formal staff station in the living
units because of the tendency when this is done for staff to
"honestead" the staff station and not be out with the prisoners.
This is a high-security facility, by the way.

What woul d you say were the best decisions you made with respect to
opening the facility?

One of the best was to ensure that we had a good staff-prisoner
ratio. The average ratio is 1 to 15 on days and afternoons.
Anot her good decision was the soft environment, that is, a
nornal i zed |iving environnent.

Al so, we provided adequate training and orientation at lead-in tine
for staff. And the training was on-site in an enpty facility; in
other words, once we noved staff into the facility, we didn't take
any prisoners for six weeks. Staff were trained right on-site and
became familiar with the building, which gave them the upper hand
when the prisoners noved in.

How about the worst decisions?

I think the only bad one was the mechani cal problemwe had. W
pi ggy- backed the HVAC onto the automated building security system
What we have is a conputerized systemwth electric |ocking and

central control of the facility. There were some consul tants who
said we should be able to do that w thout affecting the building
security system and such is not the case. We actually had to

dismantl e the HVAC off our conputer system which created an overal
greater cost in the [ong run.
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At what point did you discover that?

It has been an ongoing thing; the HVAC used to drag the
security system down all the time. W had nothing but problens

with the HYAC. That was probably one of the dunbest decisions
made

What were the three best decisions nmade relating to the early
operation of the facility?

Wth the lead-in time, we had a lot of pre-planning in this
facility. | was on board even when the draw ngs were being
devel oped, in the design stage, so we really knew what we
wanted to do. Then | hired ny senior staff, and there was nore
lead-in time before we became operational. W used the tine to

train staff and inpart the philosophy and concepts that woul d
be used in the jail. Al that really cane together nicely.

About how rmuch lead-in tine did you have?

The planning goes way back; it was sort of on-again, off-again

with the political people. | was on board for just about a
year before it went to bid, and then it was alnost two and a
hal f years in construction. | started to hire nmy senior staff

about one year bhefore we occupied the building.

Any bad decisions at this point?

There are a couple of things in the design we would change, but
those are really minor. It's nore a question of space
allocation and under-utilization in a couple of areas.

Overall, the building is extremely efficient. It's a high-
rise, and the vertical dispersal has distinct advantages over
hori zontal , canpus-styl e di spersal for control. That's
especially true in this facility, with its transient
popul ati on. W get quite a mixture, including sone fairly
heavy-duty people comng in at the same tine as mnor
of f enders. To this point, over three years now, there have
been no suicides and no escapes. We've had very little

vandal i sm and very, very few assaults, even between prisoners
and by prisoners against staff.
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I's that unusual for facilities of this type in Canada?

This facility stands out in Canada. They' ve built remand
centers in nmetropolitan areas in Canada, but they sort of
bastardized the soft environment. They're torn between the two

intentions, to have a hard design and a soft design; nost are
not one or the other.

And is yours a manifestation of the pure philosophy?

Well, we managed to get it all in. I'"'mnot so sure the ones
that are following this one, even in British Colunbia, are
going to be able to go the sane way. There's a perception of
pl ushness and |luxury, notw thstanding that it's cheaper to
build this way than it is to put in terazzo tile and to tile
the walls as they do in a typical institution. But it does
give the inpression of softness. O course, corrections, |like
the crimnal justice system generally, is kind of schizo-
phrenic, torn between wanting to punish and trying to help.

Have there been any political problenms because of the perception
pl ushness?

| have heard that ny attorney general calls it "Hagman's Hlton
North." Anyway, we got the facility and it's working very
wel | . The concept works and we pay tribute to what people
devel oped in the States, specifically at the Chicago
Metropolitan Correctional Center, the facility | toured. | was
really inpressed with Chicago. Anybody who has been to Chicago
will certainly see elenents of that facility here

Did you have any problens with adnministrators or first-1line
supervisors related to the direct supervision aspect of your
facility?

No. The only people we had problens with were the prisoners
who had been in the system before and had cone fromfacilities
that didn't feature direct supervision or much involvenment of

staff in the living units. Sone were also from con-run or
prisoner-run prisons that had trustees in charge. Vell, here
we run the place and they're guests in our hotel. It's been

quite a transition for sonme of those folks. But suprisingly,
again, we've had very little overall problem even with them
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You didn't have any problemat all with the staff?

Most of our staff canme directly fromthe community; they were
brand new. About 35 percent came from another facility, an old-tine

secure facility, although they still had experienced a fair anpunt
of direct supervision. It was the conceptual thing we had to dea
Wit h: the soft environment, the need for politeness and courtesy

toward the prisoners, and the denmand that prisoners, in turn, be
polite and courteous--the basic civilities that we seem to have
gotten away fromin the late '60s and early '70s. W' ve readopted
those things; they work. They are the basis for civil social
i ntercourse

You' ve talked a |ot about your transition training. Who provided that
training before you nmoved into the facility?

We did. Supervisors were all trained as instructors; we did it
all. The people who were doing the training were going to work with
t hose people as well. We also did our own hiring, and we had an
assessnent-center-type hiring process. Qur supervisory staff did
all of that as well.

Had you had prior training yourself or did you use consultants as part
of the process?

We had initial training in the concept and how to carry it out. W
had a consultant cone in and train the senior staff and supervisory
staff who were going to run the assessment center. Then we did the
rest of it ourselves.

How long was the staff training process, and what topics were
i ncl uded?

It lasted about five weeks. W covered philosophy, tactical teans,
physical fitness, problem prisoners, drug identification synptons,
basic first aid, CP.R, the role of staff, the various duties,
specialized training in the control center, admssions and
di scharge, how to deal with the "crazies," the use of force, the
law, and all of our policies and procedures manual

What didn't you know that you wish you'd known?

Not hi ng, really.
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If you were to go through the process again, would you do anything
differently at all, other than work with the hardware?

I'"d do nothing substantial. We would fine tune, as we have done, as
we continue to hire periodically. We fine tune the assessment
center, and also we now have daily, in-house, staff training at
| ock-down tinmes. Fifty percent of the staff are freed up during
days and afternoons in order to conduct refresher training and
i ntroduce new topics.

You have daily training?

Yes, all within current resources, by the way. W devel oped that;
we are the only ones doing that right now in the provinces. For
exampl e, we lock down at 10:00 p.m; the staff doesn't go off unti
[1:00. W go into a night shift nmode, which frees 50 percent of our
staff. Qur supervisors, who are all trained trainers, have a
syl l abus and | esson plans that are all made up. W train on
anything from CPR to energency evacuation, tactical team training
and sonetines just general fitness training. W go through it all
Staff rotate and we keep track so that some of those who really
shoul d be doing it don't slip through. On Saturdays and Sundays
inmates get up an hour later, so we have staff come on at 7:00 a.m,
and we have an hour then before we unlock in which to conduct
i n-house, on-site, staff training

How has the staff responded to the training?

Real ly well. It’s mandatory, of course, but | think it shows the
enpl oyer's commtnent to making sure he's got a highly trained and
conpetent staff. Staff conpetency, which is really being good at
what you do, translates into self-confidence, a better self-inage,
and a greater sense of professionalism and being an equal partner in
the crimnal justice system

Overall, what would you say is the nbst inportant factor in the
success of your facility?

The nost inportant factor is the ongoing contact and interpersona
relations between the kept and the keepers.
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Rod Bottons
Lari mer County Detention Center
Fort Collins, Colorado

VWhat events or factors led to the original decision to nake your
facility a direct supervision jail?

Lariner County actually came under a court order in 1978 to open a
new jail. Sheriff Black, who took office in 1979, was faced with
satisfying that order. He started by forming a conmittee conprised
of menbers of other crimnal justice agencies, lay citizens fromthe
community, the conmissioner, sone of the jail staff, and hinself.
We were to open in May 1983 but didn't open until Cctober 16, 1983.

The jail conmmttee looked into different physical plans to best suit
our county's needs. W were not satisfied with traditional, Iinear-
type, indirect surveillance, as it didn't afford a lot of the
prograns and things that we thought we needed in our facility. W
contacted NIC and they pronpted us, of course, to tour other jails.
I think the nost influential factor was our tour of Contra Costa.
Contra Costa was only in the building stages then, it hadn't even
opened its doors. It was only being talked of in terms of theory
and philosophy, and there was nothing that we could be involved in
in terns of hands-on experience.

The other most influential factor was what we saw at the Ventura
facility, although it's not a direct supervision facility. Ventura
was alnost totally destroyed within a two-year period--its paint,
the graffiti, things of this nature. Seei ng what happened to
Ventura made us think that maybe direct supervision was the way to

go.

What woul d you say were the three best decisions made with respect to
opening the facility?

First, our philosophy. That is, determining our goal and setting
out to achieve it. Then stating it so that everyone could
understand it, and then staying with it.

Second was prior training: prior training of staff fromthe line
level to the top, including the jail administrator and the sheriff.

Third was operating the facility prior to opening it, a practice
run on operating the doors, i nt ercons, el ectrical syst ens,
ever yt hi ng.

What were the worst decisions?

Some of the worst decisions--and some of these we didn't really have
direct control over--included opening prior to the conpletion of
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training for all personnel. Al though we got probably 70 percent of
our people ready, we didn't start early enough. W could have used
alittle more hands-on training, theory training, and could have
attended a | ot of schools to get fully prepared for the direct
supervision jail

The second ni stake was having a conputerized booking program
That's not bad in itself, but it has totiein with something; it
can't be independent. You have to realize that your conputerized
booki ng should tie in with headquarters. As the beginning of a |ot
of master nane-index prograns, it's going to help the operation of
other divisions within the sheriff's departnent, such as records.
We had only conputerized booking, independent of anything el se.
That was one of our worst decisions because now we've had to go back
and expend the nonies to fix what's broken. It took a lot to do
t hat. | think people should realize up front that systens nust
interface with other conputer prograns.

The third m stake was our |ack of hands-on experience. You cannot
have enough hands-on experience in direct supervision jails. The
nore experience and practice your staff has, the better off you'l
be when you open your own facility.

VWhat were the three best decisions nade relating to the early
operation of the facility?

Agai n, understanding the philosophy and sticking to it was
i mportant. It’s a way to have sonething solid to hang on to and
know where you're going at all times. There are tines when you nmay
change your approach to reach 'that goal, but you certainly don't
change your goal. That's the nost inportant thing

Devel opi ng policies and procedures before the facility opened was
probably the second best decision we nade

| really couldn't decide whether programs or the classification

systemis nore inportant. | have to say, though, that in a direct
supervision jail your classification program is of utnost
i mport ance. The prograns you're providing for your innmates are
probably equal ly inportant. But then, staff involvenent fromthe

top to the line staff and fromthe line staff to the top is also
very inportant when you first start a direct supervision jail.
Wthout that communication link, you're not going to have anything
go right

- 33 -



Rod Bottons
Lari mer County Detention Center
Fort Collins, Colorado

The three worst decisions?

Changing administrators shortly after opening was a mstake. There
was a change in which | had to take over the direct supervision
jail. That was one of the worst things we did

Qur policies and procedures- needed to be directed to the Anerican
Corrections Association's standards. Wthout that, standards are
virtually unworkable and their use is very limted. I think if I
were an adnministrator going into a direct supervision jail, | would
take the standards book and start devel oping policies based on it,
even if | were not going for accreditation right away. | woul d nmake
sure that ny policies were ained in that direction.

Also, we were faced with too nuch change in too short a tine. W
found ourselves changing procedures every day because of the newness
of the direct supervision approach after the linear-type, indirect

surveil | ance. When you have rapid change, and you are kind of
forced into it and then allow yourself to get caught up init, it
causes performance to fall off drastically. You need to have a

break-in or adjustment period for your staff. W were just changing
so quickly that we couldn't give our staff the chance to perform

What problens, if any, related to the direct supervision aspect of
your facility did you face from your adnministrators and first-line
supervisors?

The administrators were inexperienced, not in management techniques
or anything of that nature, but in the direct supervision jai
itself. Again, | have to enphasize that we were one of the first
direct supervision jails to open its doors. W were right behind
Contra Costa. So there weren't a |lot of admnistrators avail abl e
or any training for admnistrators, to provide hands-on experience
with direct supervision

Were there any problems with your first-line supervisors?

| don't know that we have the answer to the first-line supervisor
probl em yet. Rol es change conpletely froma linear-type, indirect
surveillance facility to a direct supervision jail. Pod officers
actually becone first-line supervisors: t hey make decisions, they
plan, they need interpersonal skills. They have all these roles,
and sergeants (or whatever your first-line supervisors' rank may be)
tend to get lost in the works. | noticed this on a tour of Contra
Cost a. Their lieutenants were having the sane probl em of not
knowi ng what their roles were. |'ve tal ked to several people and
they' ve experienced the same problem

- 34 -



Rod Bottons
Lari mer County Detention Center
Fort Collins, Colorado

Tucson required that their first-line supervisors spend two weeks as
line officers in the pod and said that was one of the better things
that they did

| have a theory that we're going to have to make first-line
supervi sors managers, or give them some duties of managers, and then
give themtraining on how to become nanagers. Then they'll be not
supervisors, but managers, nore involved in the overall picture of
the facility than just in security or just in prograns. That type
of training is needed for first-line supervisors if a jail is going
to use direct supervision.

Did you have difficulties with direct supervision staff?

I think the experience of working in the pods was a heck of an
adj ustment for those people to nake. They were shocked at actually
being confined with the innmates. Sone of them were scared to
deat h. It still holds true that, as a manager or facility
adm nistrator, you mght as well plan on up to 80 percent of your
personnel |eaving because they just cannot adjust to it. If they've
worked in an old linear type using indirect surveillance, they're
not going to make this adjustnent.

The other thing that was shocking to them was the independence they
suddenly experienced, finding thenmselves able to make decisions and
plans and taking action without first calling their supervisors for
approval . They are actually running that housing unit or pod;

they' re making the decisions. If it's a policy decision, sure

they're going to get help. But the day-to-day decisions routinely
made about who can go where and what behavior to expect of your
inmates are entirely up to the direct supervision staff.

What problens did you have with inmates?

The inmates also had a lot of adjusting to do. W had nany comments
frominmates that they weren't used to having so nuch freedom that
they were really at a |l oss as to what behavi or was expected of
them  They were surprised to see that they had as nuch freedom as
t hey had. But they found that the policies and procedures and
inmate rules and regulations that we have in place are very fair and
yet can be very stringent.
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Were there any problens with support staff?

Suddenly, we allowed the support staff to do a lot of things that
they only dreaned of in other facilities. | nean, the sky's the
limt as far as nedical and nmental programs we can have. They had a
big adjustnment in conpleting their tasks and yet keeping their
responsibility for security. In other words, the overall responsi-
bility in any facility is for security, safety, and prevention of
contraband. Wth all these new ideas and all this newfound freedom
staff sometimes forgot that security was their basic role. O her
than that, they're delighted

Was transition training provided before you noved to the facility?

W had a lot of help in this area. We called upon the Nationa

Sheriffs, Association for their correspondence course. W did a |ot
of interpersonal communications training: how to converse, and how
to know yourself and your fears, strengths, and weaknesses.

We had a |lot of in-house, hands-on training. In the facility
itself, we had staff practice pushing the buttons and opening the
doors. We had a lot of conputer training because there were many
people who didn't know how to operate a conputer. W actually put
our booking process into operation before we noved into the new

jail.

W also did some training in prisoner control. W did a ot of
emergency plan practices, such as fire evacuations, bonb calls,
responses to nedical emergencies and hostage situations. Ve did

these things to try to prepare staff as best we could for the type
of jail we were going into.

Is the training for new staff menbers coming on in a direct
supervision jail different fromthat in other types of jails?

You bet. W devel oped a field training officers' programand we
have instituted a | ot of mandatory things that weren't in existence
bef ore. One of the things we do if we hire a person wthout any
experience in a jail is to denmand that he or she go through the
National Sheriffs' Association correspondence course? additiona

i n-house, on-the-job training, 40 hours of firearns, interpersona

conmuni cations, etc. Only then can new staff qualify for a raise.

W' ve upped our training requirements so that staff have a 13-week
training period before they're allowed to go into the pods by
t hensel ves.
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What didn't you know that you wi sh you had known?

First, we should have been clearer about the first-line supervisors

role. There was a drastic change in their function and, quite
frankly, | don't feel bad about our managenent staff, particularly
myself, not tunmbling to that because |'ve seen evidence of that
t hroughout the country. As | said, Contra Costa was the first place
| saw where they really didn't know what the supervisors' role was.
No one has really conme up with training for that or devel oped an
accurate job description that shows how the role of first-Iline
supervi sors has changed, so that's one of the things 1'd like to
have done differently.

The other thing I wish I'd known nore about was the gap, whether
real or imagined, that seenms to exist between support and security
peopl e. You have some security people who feel that support is
not hi ng: "I give the inmtes discipline and they give them
basketballs to play with." You have to overcone that attitude
First of all, you have to realize that it's a natural feeling in
this type of environnent. It's much the sanme between police
investigators and the patrolnmen on the street. | think you have to
work very diligently on closing that gap or at least on working
toward some common goal s.

One other thing | learned is the inportance of managenent meetings.
In a dynanic situation, such as you should have in a direct
supervision jail, people need good communication skills. It has to
start with nmanagenent, in breaking down the old, traditional
"pyramd'; you have to get into things like quality circles,
managenent by wal ki ng around. | You have to' do a lot of things in

order to be successful.
Overall, what would you say is the nost inportant factor in the
success of a direct supervision facility?
The underlying success of our particular direct supervision jail is
the ability to identify, isolate, and in my opinion, at a 90 percent
rate, solve problens in a pod area before those problens becone
energencies. | think that is inportant for both inmates and staff.

How do you develop that ability?

You develop it by being able to communicate, by recognizing stress
in your enployees, or recognizing an inmate's stress by keeping
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track of his daily activities. If he's up at 3:00 a.m wal king
around, you know there's something wong. You can satisfy the needs
of the inmates a lot faster in direct supervision because you're
right there with them I nmat es devel op a rapport with the housing
officer, not to a dangerous level, but a rapport that lets an
of ficer know when the inmate is stressed out about his trial, or
that he nay be suicidal if he comes back after being convicted, and
so forth. These are things that direct supervision jails really
make possible.

If you were to go through the process again, what would you do
differently?

O course, | would take our own experiences and shortcom ngs
in our first approach and inprove upon them | would try very hard
to talk to the adm nistrator of a direct supervision jail and
request that my staff be allowed to come and observe and actually
work shifts with his staff. There's no way you can experience
direct supervision without working in a facility like that.

The other thing I would do is have a list of hires ready to come on
boar d. | don't think you can carry vacancies after people quit and
as | already said, you have to plan on 80 percent staff turnover due
to lack of adjustment. You need to have sonebody ready to plug into
that position right away.

If you had that kind of turnover at the transition, where staff just
couldn't nake the change fromthe linear to the direct supervision
jail, do you continue to have a high turnover rate with new hires?

Not anong the security staff. You do in the support staff. W' ve

had a high turnover rate anmong the booking clerks. It’s a highly
stressful job; they're put into a situation they' ve never been in
bef or e. First of all, obviously, we hired booking clerks to save
nmoney. You don't have to have a highly trained officer doing

clerical functions when you can hire a clerk. On the other hand, a
clerk is not trained in interpersonal skills, and we found we had to
cone back and give those people training in that. W' ve also had
some turnover in our counselors.

As far as security, though, turnover has slowed down a great dea

because of a couple of things we did. W changed the hiring
procedure, hiring correctional officers who are career-m nded
people, interested in staying in corrections, rather than people who
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feel this is a foot in the department and eventually they'll get out
to the street. W don't want to talk to those people. V& want
career-oriented people who know that there is, with the direct
supervision jail, a field wide open in which to excel

Is there parity with street officers in terms of pay?

Yes, there is. Qur corrections officer makes just as much as the
street deputy. They nmake not one penny |less than a street officer
does.

What do you think is the nmpbst inportant factor in direct supervision
jails?

| believe that one can pay lip service to direct supervision, but
one of the things you have to look at is its success. As successes,

| could tell you that we've had only one escape fromour jail, a
wal kaway trustee; we've had only one death in our jail, which
resulted from natural causes; we've had four suicide attenpts, al
Wit hout success; we've had no mmjor riots. You can call that luck
but | call it success. And it's got to be because of direct
supervi si on

This has been over the course of a little over three years now?

That's correct. I would also say our facility is probably cleaner
than when we opened. There is no grafitti; there is no damage. If
there is damage, we charge the people responsible. You can see
pride, not only among the staff, but among the inmates. | think you
can see that the inmates are getting into what we want themto do

It's working well, and yes, we do have people who do not want to go
along with us. They serve time in Second North, which is our
isolation or disciplinary area. | attribute our success to the

phil osophy of direct supervision, to the prograns, and to the
classification system that we use.
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What events or factors led to the original decision to nmake your
facility a direct supervision jail?

Those decisions were nade |ong before | came on board. A planning
commttee was organized with representation fromthe New York City
Board of Correction, the Criminal Justice Coordinator's Ofice, the
state Departnent of Corrections, and the Legal Aid Society. The
Tonbs had been closed because it could not nmeet the legal nmandate of
civil court judge Laska. This committee was necessary in order to
make sure the new design would nmeet his consent decree requirenents.
Why they decided on direct supervision, | have no idea. Sone of the
people on the planning comrittee did, however, travel to see the
Metropolitan Correctional Centers and a few facilities in
California; Contra Costa had not yet been opened, but they did go
through that facility. There now is no one left in the New York
City Department of Corrections who was on that commttee

What woul d you say were the three best decisions made in opening the
facility?

The best decision about opening the facility was that a transition
team was budgeted; rather late, but it was budgeted. That was the
best decision that could be nmde. Second, the budget also included
special tine for training. Third, a mission statement was clearly
devel oped and defined for the facility, and | think that was very
good.

What were the three worst decisions?

The facility was opened before construction was conplete; it was
nothing but problens. Second, the design failed to fill some staff
operational needs. It didn't enconpass the need for such things as
a facility arsenal or for enployee guns. Those are the two worst
problens; | can't think of a third really bad one

VWhat were the three best decisions made relating to the early
operation of the facility?

W were allowed to phase in the inmate popul ation. That was an
excel | ent decision and the process occurred over a period of three
weeks. It allowed the staff an opportunity to run the facility with
the inmates and get used to it. Also, unit managenent was enployed
in the facility. It brought together a nore cohesive staffing
arrangenent . Third, training at the facility. was ongoing in the
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early stages, which allowed staff to really learn the facility
before they were left alone on post.

What were the worst problenms you faced?

We had a | ot of problens, but nobst of themhad to do with the
physical plant. The central control roomwas not conpleted, we had
no conmmuni cations, and the doors would not close. W had a |ot of
heavy security problems, but since the staff was properly trained in
i nterpersonal comuni cations and knew the facility and knew what we
were trying to acconplish, we were able to control the inmate
popul ation in spite of the fact that officers were often left in an
area without any outside contact at all, except for on-site
visits by their supervisors.

How did you get your officers to work under those conditions?

During the training process, staff canme to identify thoroughly with
the success of facility and what we were trying to acconplish
What just about everybody wanted npst was to make it work. Nobody
wanted it to fail. So, in spite of the difficulties we had in the
early stages, everyone used a maxi num anount of initiative and
teammork in order to make things go as smothly as possible.

What problens, if any, related to the direct supervision aspect of
your facility did you face fromthe line staff?

We had problems with the union,' but not with staff. Wen we first
opened the facility, the union attacked the facility as being soft
on inmates because of what they call the "country club" environnent;
but since we had had transition training, the staff disagreed with
the union and defended the facility.

In fact, on a side issue, there were no el ective union delegates in
that facility, because the union president didn't appoint del egates
for a long tinme--1 don't know why. Union del egates are elected, and
between el ections, the union president appoints the delegates. Two
officers in the facility assumed the role, but they quit when they
di sagreed with the union stance, so that we had no union del egates
in that facility for well over a year.
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Did you have any problens with the acceptance of the direct
supervi sion concept fromany adninistrative personnel, supervisors,
etc.?

In the beginning, there were questions in everyone's mnd as to
whether it would work. No one had direct supervision experience

and people wondered whether the system could even function with
Manhattan adult nale detainees; they're supposed to be the real bad
guys. Unit managenment encouraged conmmunication which pulled
managenent and line officers very close together, and they quickly
saw the very |low nunber of incidents that were occurring in the
facility. After a time, the facility itself and the way people
worked in it won over even the heavi est doubters. Now, |'m not
trying to tell you that everyone truly loved to cone to work every
day. It was still a jail and we still had the psychol ogi cal

stresses of a jail, but not to the intensity that prevailed in
indirect supervision jails.

We could afford training only during the initial phase of opening
the facility and, consequently, we couldn't continue it as new
peopl e cane in. As it turned out, however, turnover was not Sso
great that people couldn't assimlate thenselves, and we had no rea
probl ens gai ning acceptance for the direct supervision approach.
Peopl e would cone in who would have their doubts, especially the new
supervisors, but their actual hands-on experience proved the jail
out. The line staff convinced the new supervisors, as they cane on,
of the benefits of direct supervision.

The unit nmanagenment concept was very helpful in this; it brought the
peopl e together into teans, so that they identified with each other
for the success or failure of their segnent of the jail. Under the
unit management concept, the jail was divided into three segments,
and each union nanager had his own first-line supervisors and his

own line staff to operate a kind of "mni-jail," if you will. Each
of the units worked together as a team and they started things |ike
basebal | |eagues to inprove the norale of individual units. Wthin

these units were smaller groups of people, in which it was possible
to inculcate new staff with the values that prevailed in the
facility. New staff lost their fear of comunicating with innates
and got involved in solving the support service problens that cone
up on a daily basis. That's what makes direct supervision work, but
what reinforced it at the Manhattan House of Detention was unit
management .
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On what basis were those three units established?

They were of equal security levels, except the third unit had a
slightly higher security designation. One unit was designated for
new admi ssions as they cane in from court and housed them through
the classification period. The second unit was for the genera

population, and the third unit was slightly higher security,

al though was not specifically classified as higher security. The
punitive segregation section was located in that wunit, and
consequently, the heavier cases had a tendency to be housed there.

The staff knew how to handle those inmates and the group wasn't
changed every day, as happens in a nmore traditional structure.

Did you have any problens with inmate adaptation to direct
supervi sion?

Most of the inmates appreciated it right off the bat. Sone,
however, did conplain because they couldn't develop their power
cliques, because everything they did was under the direct
supervision of a correction officer. Some of them were frustrated
and actually requested transfers to indirect supervision jails, but
that was a real mnority. Now, the Manhattan House of Detention

held barely twenty percent of New York City's Manhattan cases in
those days, and consequently, there was continual turnover out of
the facility as innates were classified. But none of the inmates
really wanted to | eave. They had extraordinary benefits there

Wien they had a particular problem the problem could be sol ved
usually within the sane tour. If, for exanple, it's linen exchange
day, and the linen did not appear as schedul ed for sone reason, one
of the inmates would renmind the officer if the officer did not
renenber hinself, and the officer would get on the phone and try to
find out what the heck happened with the [inen.

Did you have any trouble with support staff adapting to direct super-
vi sion?

Quite frankly, the maintenance people loved it, and so did the
nmedi cal people; everyone loved it after they got used to it. Once
they were over their initial reaction of, "Hey, this is different
and I'mnot sure if | really want to do this," they liked it, and
they were nore successful in what they had to do. The sanme response
was given by the social services people, although to a nmuch nore
[imted extent, because we hired social services staff from civilian
life rather than fromthe jail community.
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The chapl ai ncy services also found it much easier to work in the
housing areas. These are outgoing people anyway and they like to go
where the inmates are, so they had no difficulty in accessing the
i nmate popul ati on.

The medical people found that they were a |ot nmore successful when
they were able to go to the housing areas. As an exanpl e: all of
the nedical units in the New York City Departnment of Corrections
keep nmonthly statistics, and one statistic that they use as an
i ndi cator of nedical department efficiency is the percentage of PPD
readi ngs done on the incomng detainees; that's a test for
t ubercul osi s. A new adni ssion cones in, he gets a PPD test, and it
has to be read within 48 hours of the test in order for the test to
be valid. They keep stats on how many of these tests are actually
read. The Manhattan House of Detention was the only facility ever
to achieve a 100 percent rating. Wiile that's not earthshaking in
terns of oper ati onal ef fectiveness, t he nedi cal staf f hel d
thenselves a little success party up there in the clinic.

What sort of transition training was provi ded before you noved into
the facility?

Ray Nel son was in charge of the Jails Division of the Nationa
Institute of Corrections at the tinme, and he gave us a training
grant under which we had sone consultants brought in to help devel op
a curriculum First our training captain went out to Boulder to
attend the Acadeny's training for trainers class, and to Contra
Costa, the Chicago MC. C., and the San Diego MC.C., to get an idea
of what direct supervision was all about.

Then this captain sat down with some people in Boulder to develop a
rough training curriculum because one had never been devel oped
before. The Manhattan House of Detention was the first place to
develop a formal training program for direct supervision jails.
That group devel oped a working outline of the curriculumand we ran
it by the transition teamto discuss the issues and see if this was
going to do it. A coupl e of changes were nmade at that point
regarding subject material and then the final curriculum was drafted
i n Boul der. Then, some consultants came in to conduct training and
to train some of our transition team people to take over further
training

We tested the training program on the transition team-the testing
took a week, and it was really an enotional experience--and asked
how they felt about the potential for the facility to succeed. W
would go to the flip chart in the front of the room and say, "How do
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you feel about this facility? Do you think it's going to be the
best in the world, the best in the US., the best in New York City,
as good as any in the city, or the worst in the city?" W did this
before the training and again at the end of the week to assess any
attitudinal change, and there was a definite inprovenent by the end
of the week.

One of the nost inportant pieces of the training was interpersona

conmuni cation skills. There was interactive work with the training
group so we could test whether they were understanding it or not.

There was sone nanagenent philosophy training, in terns of what the
jail was supposed to acconplish; we went over the mission statenent,
some supervision issues, and that was basically it, in a nutshell

The training was not specific on procedures, but was general in
terms of operational philosophy. That was tested on the transition
team After the initial training was done, we critiqued it and
took it froma five-day training period down to four days. Wen the
transition team had grown, we trained again, but this time, our
staff conducted the training with the oversight assistance of N C
peopl e. After that, we had the wherewithall to conduct our own
training and a curriculum that we felt was necessary for the
facility.

Thereafter,, everyone that was assigned to the facility went
through that training program regardl ess of rank or position.
Correction officers, cooks, court typists, the warden, deputy
war dens, everybody, depending on how nmany people we could get in the
room for each cl ass. It created a little bit of camaraderie. It
al so gave the staff an opportunity to find out a little about each
other as we were going into this new facility.

That's the training that we used and it worked pretty well. W
needed retraining, and there should have been sonme specialized
training for supervisors, but we didn't have it. As | said before

when we got new supervisors in, they adapted to the facility because
of the unit management node. At that tinme, NIC hadn't devel oped a

training approach especially for first-line supervisors in the
direct supervision jail, which I think is necessary. | don't think

they' ve done that yet.
How was the staff trained in the operational aspects of the facility?
Operational aspects were actually done on post. One of the duties

of the transition teamwas to wite the procedures manual . W had
four task forces within the transition team and each group was
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responsible for its section of the manual. The task forces were:
one, administration functions, that is, personnel, organizational
charts, meet i ngs, communi cati on nodes, and overtinme policies;
two, support services, including the linen, laundry, and telephone
services; three, program services, covering visits, recreation

chapl ai ncy prograns, and soci al service prograns; and four,
security, including security checks and supervision.

There was an additional task force which was basically on training.
The training task force was snmaller than the others but it was
ef fective. As these people wote the procedures manual they
devel oped a nucleus of people who could train on each segment of the
manual , because they knew it better than anyone el se. They knew it
better than | did as the boss, because they wote it

When we opened, none of the transition team people was given a
Monday-t o- Friday job. They all were on a rotation until such time
as the staff knew what was going on. \When people vol unteered for
the transition team they were told that they would be trainers when
the facility was opened and therefore they'd be in this rotation.
It took two or three nonths of actual operation for the process to
be conpleted--there were a |lot of mstakes in the earlier stages
because we didn't have enough time or noney to train for all of the
operational functions.

What didn't you know that you w sh you had known?

One thing, other than the design issues, is that if we could have
focussed on a first-line supervisors training program it would have
been a great help in bringing new supervisors online quickly.
Secondly, we proposed and opened this unit managenent thing, but we
did it without a nmnual of operational procedures for wunit
managenent or even a witten philosophy, which would have been a
great help. Another problemwe had was that |ead-tinmes on ordering

materials were never enough. For exanple, when sonething was
supposed to be delivered within three months it invariably didn't
get delivered for six nonths. And then sone things got delivered

before we even had the space to store them Had we known about
t hese things ahead of tinme, we could have made sone sort of
contingency plans.

Wuld you discuss further sonme of the design problenms you
encount er ed?

As an exanple, nore control roons were designed into the facility
than were needed. This led to staffing levels over and above what a
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responsible correctional manager would find necessary, in my
opinion. This was a design policy error, not an error on the part
of any contractor or architect or consultant; people didn't believe
direct supervision would work, so they put in these extra contro

r oons.

Secondly, the central control room was very poorly planned, given
the way the New York City Departnent of Correction operates. It was
al so undersized for the size of the place and didn't include an
arsenal, which is required by standard operational procedures.
But, there was no space planned for it.

The el evators were sufficient in terns of nunbers but insufficient
in terms of their operation. They could be operated either |ike an
office building's elevators or remptely, and the renpte systemvia
the control roomwas out-of-date and took up a trenmendous anount of
space.

The security conmuni cations system was totally inadequate, never
even properly labelled, and we never figured out where all of the
things went. Another problemwas that the control room panels were
laid flat, inviting staff to put a cup of coffee or a soda can right
on top of them That surely happened, and things shorted out. W
nodi fied what we could in the central control room a minor change,
but it helped to keep the systens working

And we had very poor coordination with the installer and the
manuf acturer of the pneunatic sliding doors. As a result, the doors
cost us two or three tines their normal cost before we got them
operational, in overtime costs and repairs.

You have some of these conplaints whenever you plan a facility.
| believe the planning conmttee was so intent on the phil osophica
i ssues that they didn't spend enough time on the operational side of

the facility. The laundry, for exanple, was nuch too small, and the
pl unbi ng shop wasn't |arge enough to take a |length of pipe, things
like that. The facility operates in spite of all of its design

difficulties, and it operates excellently, because the staff knows
what they have to do in that jail and it's set up so they can do it.

Wul d you do anything differently if you were going through the
process again?

Yes. I'd have nore tinme for the transition if | could get it
budgeted, and | woul d have nore training tine. And the facility
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woul d have been conpleted and punched out, that is, checked by
mai nt enance, before we noved in.

Also, | would recomrend to anyone in the planning stages that they
have soneone on that planning board who has been or is an
operational element in the facility. Sormeone who is doing the job
a deputy warden or warden that believes in what you're trying to
acconplish. This person can talk to staff in the existing plant so
that their needs are properly net. If that doesn't happen, the
change can be so dramatic for enployees that it's trenendously
difficult to ensure that the services will work in the new
facility. It's a perfect opportunity to make changes in running the
facility, and you' ve got to make them knowi ng the character of your
work force, knowi ng how staff approach the job. Wth that
know edge, your changes can be truly effective

VWhat is the nost inmportant factor in the success of a direct
supervision facility?

Proper preparation of staff. | don't care what you do with the
walls, if the staff isn't confident, if they don't believe they can
doit, if you don't have a support systemto make sure they can

succeed, the best design will be defeated. Staff has got to be the
mej or focus in functioning, assuming normal security precautions in
the design. Once you have the staff in line, once they know what
they have to do and have the proper support nechani sns for being
successful, you are going to have a successful facility.

Is there anything else you'd like to' add?

Well, as an aside, |1've been in the jail business 19 years. |
started as a correction officer and worked my way through the ranks
to warden, and in those years, | have beconme sonething of a cynic;

that's what will happen to you in this business. A lot of people
tal k about doing wonderful things--you can go to workshops,
seminars, read the books and get suggestions, etc.--and for the nost

part | have found all that to be mainly rhetoric. The direct
supervision jail is the only real, physical application that is
avai | abl e today that expresses the stated philosophy of how we want
to run jails in the United States. That's my opinion. [t can turn
you from being a cynic. It really is a positive, positive step.
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Robert G Ski pper
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What events or factors led to the original decision to make your
facility a direct supervision jail?

We had the opportunity to tour a nunber of direct supervision
facilities, including the Chicago MC.C. and the San Diego MC C
that were operational prior to actual jail planning.

What woul d you say were the three best decisions nmade with respect to
opening the facility?

First, the fact that we provided intensive, hands-on training to al
staff prior to the opening of the facility. Second, having al
lieutenants, sergeants, and union representatives sent to two days
training on-site at the Contra Costa facility prior to the opening
of our facility. Third, creating a transistion team for the
facility while it was still under construction.

What were the three worst decisions?

Desi gning the court holding and transfer holding areas too smal
and not testing the emergency power system

Did you have some sort of incident that brought the problemwth the
power systemto light?

In that case, we didn't realize we had a problemuntil we had been
in here a couple of years and the power went down on us. V& had had
our transition team check everything from locks to doors to
furniture, you name it, but that's one of those things where we nade
the assunption that facilities management did it or was going to do
it and it's supposed to work and then it doesn't. Li ke "the best
laid plans," you occasionally miss sonething.

VWhat were the three best decisions nmade relating to the early
operation of the facility?

First, we put together an inmate orientation video, which was shown
to every inmate coming in here fromthe old facility. Also, in
nmoving fromthe old facility, we noved an initial group of inmates
and then kept splitting up that group, so that when we noved in
nore inmates they had these inmates in the nodule with them-
sonebody that they could look to for a little direction as to how
the rules were around here.
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Second, we made sure of accurate posting of rules and procedures.
Qur third good decision was how well we trained the staff. And we
devel oped a good inmate classification system . . . | could |ist
nor e.

What, then, were your worst decisions?

First, trying to acconplish too many support activities at the same
tine. Second, early on we allowed inmates to go to various
destinations inside the facility unescorted. Finally, placing stee
chairs inside the inmates' rooms turned out to be a mistake because
of the glass windows. W decided to have a countertop in each cell
like a desk unit, and of course that had to have a chair. The state
penitentiary cane up with a chair that was non-destructible.
Problemis that the inmates used the chairs on the wi ndows at night
during the graveyard shift when we have |ockdown, in which we check
the cells every half hour. After renmoving the chair, we found the
innates worked on the windows with their hard garbage cans, so now
we renove the garbage can every night and have it sit outside the
room

\What problens, if any, related to the direct supervision aspect of
your facility did you face from your adnministrators and first-1line
supervisors?

O ficer safety. Part of what we encountered with officer safety
probl ens was just the need to enphasize that there would be officer
safety. We put together a response team when we first noved in

because we knew a real concern of people was that they be able to
get cover if they had a problemin their nodule. Another thing we
enphasi zed was that the inmates were routinely drilled to be | ocked
down, so that when the officers said "lock down," they would respond
i mredi ately. W were able to reinforce to the officers that we
could lock down a nmodule in a matter of seconds and be out of that
modul e and on the elevator, and if we had a problem in less than 30
to 35 seconds we woul d have five or six officers in there. In a
couple of mnutes, we night have 20 officers in that nodul e

What problens did you encounter with your direct supervision staff?

There were too nmany activities occurring at the sane tine, and
again, the staff needed to be convinced of its own safety.
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The inmate popul ation?

They had trouble learning the rules and our expectations.

The support staff?

I think I would just repeat the above answer on that: it was a
matter of learning the rules and our expectations.

Was transition training provided before you noved to the facility?

We set up a 40-hour block of training with one week of interpersonal
skills for all staff, plus on-site, hands-on training for all the
different posts. W also included a "venting session," if you wll,
and a question and answer session with nyself to deal with staff
concerns and let them vent their frustrations somewhat. W followed
that up with a hands-on situation where they were actually able to
work the equi pment and go through the different doors, that type of
thing. And then, also, about 40 percent of our staff went to Contra
Costa and actually spent the bigger part of two days there. | cane
up with the idea of having themtake their uniforns, so they were
working their posts, actually performng the position functions in
uniformalong with the Contra Costa staff--it gave our officers a
| ot better feeling.

One thing we did that was very, very good was an overnighter here
for the public. The feedback we got from that indicated it was sone
of the best training the people had, because they had nock innates
in the system and were able to do everything from serving food to
moving them to recreation. W really went through the whol e scope.
This was not only good for P.R, but really reassured the officers.

What didn't you know that you w sh you had known?

| wish | had known what to expect in the way of inmate problenms when
you close a jail. Also, we didn't fully realize the need to plan
for nore time prior to opening the new facility to allow for maxinmm
cross-training of staff. We did a good job of anticipating that
need, | think, but you can always do better.

Another thing that we didn't expect was a barrage of mnor

conpl aints from other conponents of the crimnal justice system
judges, attorneys, the bar association, the police, and so forth.
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In opening this brand new jail--new generation, attractive building
outside--we found that everybody wanted to see the inside. W
becanme |ike a supermarket. Al t hough peopl e could handl e sonething

over the phone, they preferred to come in and do it in person with
the inmate because that gave them an opportunity to see the
facility. W had consolidated three jails into one (the courthouse
jail, the wonen's jail, and the Rocky Butte jail), and suddenly had
the attorneys that had been dealing with three different facilities
converging on us.

Like | say, it felt like a supermarket in here until the "new' wore
of f. We had to be really open-minded about trying to sift out the
conplaints and figuring out better ways to handle situations. For
instance, we originally decided that no one would be able to cal
into the nodul e. W went back and changed that, so that, yes,
attorneys would be able to call in with a code number and request to
speak to the inmate and the officer would go ahead and connect them
up. So there were things like that where we had to be flexible and
wlling to nmake changes.

If you were to go through the process again, what would you do
differently?

Not build a high-rise facility unless it's necessary. Add nore
elevators if it nust be a high-rise. And I'd nove the kitchen from
the tenth floor to the basenent. As we're set up now, everything

goes up and everything comes down. That causes a lot of high-volune
traffic on the elevators.

I'd place the recreation area iadjacent to the nodul es. W are
partial to Contra Costa's siting of the recreation area so that it

doesn't take staff to transport inmates and you're not noving people
all the time on the elevators.

I'd increase the court holding area and the transfer holding area;
We process an awful ot of folks through here, |ooking at
25, 000-plus inmates, so the court holding area would have been nicer
had it been designed |arger. W nove a |ot of folks between here
and the state penitentiary as well, and the transfer holding area
gets to be a real hubbub of activity. And again, there's an awfu

lot of traffic in the reception/booking area, and 1'd plan for nore
space there, too

Anot her good idea would be increasing the nodule capacity from 32 to
48 because it would be nore cost-effective to operate. Finally, I'd

install closed-circuit television to conduct inmates' arraignnents,
a thing we'd like to continue to pursue if we're able to
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Overall, what would you say is the npbst inportant factor in the
success of a direct supervision facility?

Trained staff, adequate supervision of staff, and realistic
procedures and post rules.

Are there any comments you'd like to add?

The biggest thing we've learned is to maintain flexibility, and to
try to listen, to deal with the problenms at hand and with a couple

of minor changes in the system | think we have done that and, as a
whol e, we have been very satisfied.
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Russel | Davis
Pima County Adult Detention Center
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What events or factors led to the original decision to make your
facility a direct supervision jail?

Qur jail was designed in 1979-80 as a result of a federal court
order addressing the corrections systemin Pinma County. When our
old jail was declared unconstitutional, we passed a bond election
and designed a new facility. Neither | nor any of the current
command staff had anything to do with the design of the facility.
When our predecessors worked on the design, they took a | ook at the
facility in Contra Costa County, California, which at that tine was
in its last stages of construction. They al so | ooked at the
Al buguerque, New Mexico jail, which is a renote supervision
facility. They liked sone of the things they saw but didn't like
sonme of the others. What we ended up with is a congloneration of
direct supervision and rempte supervision concepts.

In July 1983, when | took over as the corrections director for Pinma
County, the facility was about 90 percent conplete. At that point,
the staff and | took a good look at the facility, and it seened to
me that it didn't really lend itself to either renpote supervision
or direct supervision. W attended the N C program on Managi ng New
Ceneration Jails in Contra Costa, came back from that, and decided
we were going to convert the facility to direct supervision. \Well

that caused all kinds of heartache and grief for the architect in

the county and for everyone el se. But we did make the change to
direct supervision fromlate 1983 to early 1984. W opened the
facility on June 2, 1984. It is a 468-bed facility, at that tine,

we noved approximately 300 inmates into the facility.

Some of the other factors that led to our decision cane from | ooking
at our experience in the old jail, which was a traditional, |inear
intermttent-surveillance facility. W could see the same problens
we encountered there looming on the horizon for the new facility, if
we operated it through renote supervision. The nodul es were too
large, with 36-bed units, for renote supervision to be effective
Because of the design of the facility and because, basically, we
felt very strongly that it's the right thing to do today, we
believed that it was essential to operate the new jail through
direct supervision. That's why we made the change.

What woul d you say were the best decisions made with respect to
opening the facility?

W nade a nunber of decisions during the transition process. Most
of themstemfroma visit to another jail that was being opened at
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El Paso County, Texas. W saw all the problens they encountered as
they were noving into the facility, and we saw the reasons for those
probl ens. It was probably our nost val uabl e training experience
related to the transition to a new facility. Sone of the things
that cane out of that visit determined the core of our noving
process.

We decided that, as we noved into the building, we had to
concentrate on three areas: we had to provide orientation and
training for our staff; we had to prepare the inmates, by getting
themready for the nove and for the change in philosophy; and we
had to put the facility itself through shakedown testing. W al so
did sone role-playing to orient ourselves to the facility.

The other mmjor thing we learned at El Paso was to phase the
transition so that we did only one thing at a tine. [t's inportant
not to make nultiple, mjor changes sinultaneously. At 5:00 on a
Friday evening, El Paso inplenmented a brand new, contract food
service operation and a brand new, conputerized booking system and
they noved into a new facility. They made these very dramatic
changes all at the sane tine, which ended up in chaos. W phased
our transition process so that we only did one thing at a tinme, and
we organized it very nmuch as the military or NASA does, with a
count down.

How much time elapsed before you conpleted the transition?

W noved our inmates into the building in one day. Seven hours
That was anot her mmjor decision we nade, and it was contrary to al
advice from NIC and everyone else who had done it. They said you

have to phase in the transition in over a long period of tine.
However, we were faced with the fact that we could not afford to
staff two buildings for nore than one eight-hour day. Ve felt it
was nore inportant for us to acconplish the transition in one day
and not fatigue the staff than to try to operate two buildings for a
long period of time. As it turned out, we were very successful. W
had absolutely no problens with our transition process. Since that
time, several people have used our nodel and nmade the transition to
a new facility in one day. We proved that you can do it, if you
have the right amount of preparation up front.
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What were sane of the things you tried to do that, perhaps, didn't
work out very well?

As far as the transition process itself, there were very few things
that didn't work out. One of the things that did cause us problens
was that we underestimated the number of staff we would need to
operate the building. W have fought the budget game continuously
since then. W underestimated the inpact of attrition on the whole

process and, as a result, we have never been up to the staffing
level that we really need

Is there any advice that you might be able to give to another
jurisdiction? Do you have any idea why you underestimated?

One thing that we didn't fully understand is the fact that in a
traditional jail facility, if you're short of staff, you can conbine
sone posts and not nmake rounds quite as often. You have sone
flexibility to deal with shortages of staff. In a direct
supervision facility, though, you have x nunber of posts and that's
it:  you have no flexibility whatsoever to deal wth' staff

short ages. If you need to have 25 posts filled, you have to have
25, not 24.

That's a hard thing for adnministrators to understand, but it's even
harder for budget people to understand. They say, "Well, you've

done it in the past, what's the problem now?" Budget peopl e
generally come from the viewpoint, "Wat is it you re asking for and
what's the bottom line?" and, "Wat's the |east you can get by
W th?" They absolutely do not understand that in a direct

supervision facility those two nunbers are the sanme. They use their
traditional way to deal with staffing; you need to educate budget
peopl e early on.

Finally, we resolved nost of our problens by asking our county
budget staff to |l et an anal yst come out here, sit down with us, and
do an entire staffing of our building along with us. Once we did
that, and they spent the time necessary to understand how the system
wor ks--why we had to staff these housing units 24 hours a day and so
forth--then they bought off on it. Now we no |onger argue about the
number of staff we need, it's just that we don't have the noney.

We put that budget battle to rest once we got the budget people
involved in staffing fromthe very first. As far as a bad decision
goes, | would say that we should have involved themearlier in the
overal |l staffing and operational cost planning for opening the
institution.
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What were the best decisions made relating to the early operation of
the facility?

A couple of things we did proved very useful. W had a mandatory
rotation of officers, so the officers had to work all the different
shifts and assignments over the first two years of operation. In
our old facility, officers could bid for particular shifts and/or
assignnents by seniority. W felt strongly that, in the new
facility, everyone needed to know the big picture. Consequently, it
was necessary for staff to rotate positions. W spent two years
rotating assignments and, during that time, virtually everybody has
wor ked al nbst every assignment. We're now going back to our old
system of bidding for assignnments by seniority, but a new of ficer
must work every shift during his one-year probationary period.
Oficers have to rotate between all the shifts, and we also
concentrate on having them work as nmany different assignments as
possible during their first year.

The other helpful decision we nade had to do with training.
Initially, we had a seven-week acadenic program and at the end of

that seven weeks, we put new enpl oyees on the floor and they worked

as officers. W found that, although we had done a very good job of

preparing them acadenmically, they were scared to death when they
were thrown into a housing nodule with a group of inmates. W
devel oped what we call the C. T.QO progrant-Correction Training

Oficers Program-which is very simlar to |law enforcement's field

training officer program Now we have a seven-week acadenmic and a
seven-week C.T.QO program W have seven separate phases of C.T.0,

which is a very formalized process. Recruit officers are assigned

to work with and under the direction of a CT.0O officer. New
officers learn certain things in each phase, and we have a weekly
review to see if they have successfully passed that phase.

Once we inmplemented the C.T.O program our attrition in the initial
probationary year dropped dramatically. The officers are much nore
confortable, and the nunber of confrontational problens between
staff and inmates has dropped. It's one of the best things we did.
We have continued to inprove on our C.T.O program and it's very
much an integral part of our training program

What were the worst decisions related to the early operation of the
facility?
Probably the biggest mnistake we nade at first was not training the

supervisors adequately. W really had a serious problemwth the
supervisors being out in left field, not knowi ng how to supervise.
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When we first transferred over, we brought our officers and worked
them as direct supervision officers, and we worked our first-1line
supervisors, that is, our sergeants, as sergeants. What we shoul d
have done is take all of our sergeants and work them for a period of
time in the modules as officers, so that they could learn what an
of ficer does and what an officer encounters, what types of decisions
an officer has to make, etc. Qur supervisors were pretty much in
the dark. W had put themthrough training, but we did not train
them how to supervise in a direct supervision jail. W just didn't
think of it at the time, along with all the other agencies that have
done transitions.

Since that tine, we've had one phase where we assigned all our
sergeants to two weeks as nodule officers, and we're getting ready
to do a second phase. Wen we initially announced we were going to
do that, we had to drag them down the hall kicking and screani ng
and they threatened union action because it was degrading,
denoralizing, and everything you could think of. However, after the
initial two weeks were over, they said- alnmpst to a person that it
was the nost val uabl e experience they'd ever had. They |earned what
the officers were talking about, and they also |earned how the
of ficers had been conning them-all their tricks for goofing off
their hiding places, etc

The second mi stake we nade was assumi ng we woul d have vacant beds
for a period of tine. Anybody who assunes that he's going to have
vacant beds in any jail is fooling hinmself. They' |l be overcrowded
no matter how big they build the jail. W are now overcrowded, and
we are having to deal with the staff shortages that result.

The third decision we made is kind of particular to our facility.
We have corrections officers who have an assignnent called "I.D.,"
where they do mug shots and fingerprints in the booking process.
Now again, we decided to rotate our corrections officers through
all the different assignnments, and we rotated the officers through
the 1.D. process also. The quality control on our fingerprints went
right down the drain, which caused us some real problens. W had
tunnel vision--we were thinking nmore about devel oping the officers
in operating under direct supervision than about the inmpact the
system woul d have on the support services delivery. We have since
gone back to long-term assignments to |I.D. to get that quality back

up.
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What problens, if any, did you face from your administrators?

The biggest problem we've had is defining the role of the first-line
supervisor and where he fits in. Qur supervisors haven't figured
out how to supervise by renmpte control. The officers have direct
interaction with the inmates; they becone very good at |eading
managi ng, and supervising people on a one-to-one, direct-contact
basi s. But the supervisor has to learn to figure out how well an
officer is doing without going in there and pestering himall the
time. As soon as the supervisor sets foot into a housing nodul e
the focus of the nodul e changes, and he gets a distorted perception
of what the environnment is really like in there. So he has to be
able to pick up on subtle indicators that an officer is either
successful or unsuccessful. It is part of the transition froma
traditional jail, where the supervisors are nore authoritarian, nore
autocratic, more directive in their dealings with the staff.

Were there problems with the i nmates?

We really didn't encounter any problems from the inmates., nothing
that we didn't expect. W knew we would have a honeynoon period for
the first few weeks, when everything was so new and different, and
that when the honeynoon period was over, we'd have a period of heavy
boundary testing, which occurred. Fortunately, during the honeynoon
period, the officers settled in and got confortable with what they
were doing and were ready for the boundary testing when it came. W
were ready for it, we handled it, and really didn't have too many
probl ens.

The main thing to renenber with the inmates is, don't con them Be
honest with them If you are going to nake a change in policy that
affects them warn them ahead of tine. Don't say, "Effective 5:00
p.m today, commissary will only be one day a week instead of two."
Tell theminstead, "On the first day of next nmonth we will reduce
conmi ssary to one day a week, and we are doing it because of these
reasons. ' Deal with themthe same way you woul d deal w th other
people. Gve themcredit for having sone intelligence because they
are very nuch a part of the environnent; they inpact the environment
significantly.

Did you have problems wth support staff?

Support staff did not receive adequate training in the philosophy of
direct supervision and their role within that philosophy.
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had to address several tines since then. W are now training al
new support staff when they cone in on the principles and dynam cs
of direct supervision, on what the whole philosophy is all about and

how support staff fits in to the big picture. That has alleviated a
| ot of those problens.

Have you experienced problens with direct supervision staff?

We've had two big problenms with direct supervision staff. Nurmber
one has been nmintaining consistency between shifts and between
housi ng nodul es. This has al ways been and always will be the

primary problemin any type of jail facility, especially those using
direct supervision

That goes hand in hand with the second problem which is isolation
The officers are so isolated fromtheir peers and from support
services that there is a tendency at tinmes for themto feel |ike
i nmat es. Sonmetimes they feel locked in and hel pless and that they
cannot neet their own needs. W have concentrated our supervisory
training and support services training on this area to nake sure
that we don't do anything that the officers perceive as tending to
isolate them nore or nmake them nore hel pless.

What kind of transition training did you have? Was NI C i nvol ved?

Yes, it was. We had transition training that involved managenent
| eadership, principles, and dynamics and interpersonal conmunication
skills, and then we did our own policies and procedures training

Initially, we did a one-day session for all enployees, including
clerical, food service, and nedical staff, on what direct
supervision was all about, what we were going to be doing here, and
how our transition process was going to evol ve. That hel ped
alleviate some of the fears and anxi ety about change. W should
have cone back and done nobre extensive training for the support
services personnel

Did the staff who had been in the old jail and who then had experience
with the new direct supervision jail express a preference for either?

Very few said that they still preferred the old jail, and nobst of
t hose who di d have resigned. Qut of 300-plus people, we are
probably talking about four or five. Alnbst to a person, everyone
has said he or she would never operate or work in a traditional jai
again; direct supervision is the only way to go.



. Russel | Davis
Pima County Adult Detention Center

Tucson, Arizona

When we nmade the transition, we figured that some people just woul d
not be able to cope with the new facility. W underestimted our
staff, quite frankly. W felt that there would be a higher nunber
that could not nmake the change. W also prejudged certain people,
but we have been pleasantly surprised. Sone of the people we felt
woul d never cope with direct supervision have been very successful
To a certain extent, we nmade a mistake in underestinmating the
capacity of our staff to deal with the change and to have the
sophi stication necessary to manage inmates in a direct supervision
jail. M advice to people since then has been to not underestimte
your staff.

The other thing we did in the transition training programwas to
adopt the philosophy that we woul d take whatever tinme was necessary

to convince staff that this would work. “If it takes one training
session, fine; if | have to spend the next three solid weeks, fine
By the day we nove, everybody will be convinced." There were a few

people we had to spend a lot of time with, but as a result, we had
100 percent cooperation at the time we made the transition. A
nunber of people said, "Well, |’m skeptical, but it's sure worth a
try, so I'Il try it."

What didn't you know that you wish you had known?

There really weren't many things. The big gap we had was in
preparing our first-line supervisors. Everything else we felt we
had prepared for adequately. We had | earned by | ooking at other
people that transitioned, picking up on every mi stake that they
made, and deciding we weren't going to make the same mstakes. The
El Paso experience was extrenely valuable to us because we saw
everything they did wong and the consequences.

What would you do differently if you had to it all again?

We woul d have nore specific training for the supervisors, nore
specific training for the support staff, and possibly have some of
the support staff work hand-in-hand with the officers for a period
of time so they would better understand each other's role. It's
easy in a traditional jail to understand each other's role because
you have the opportunity for interaction in the hallways, as paths
cross on the post and so on, but you don't have that opportunity in
a direct supervision jail, because everyone's |ocked away somepl ace
el se.
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We would also do everything we could, in the design of the facility,
to facilitate every bit of interaction possible. It would help if
we could make posts adjoining so that people could at |east see each
ot her through glass, if not talk to each other through a doorway.
W woul d design tel ephone systens so that the officers could have
the freedomto call other people. W would do everything we coul d
to give officers and support staff as much flexibility in their
assignments as possible.

What woul d you say is the nmost inmportant factor in the success of a
direct supervision facility?

The nmopst inmportant factor is to train adequately, up front, on the
principles, the dynamics, and the basic philosophical foundation for
what you are going to do. Plan everything in light of your basic
oper ational philosophy and your operation. Once you nmake the
transition, judge yourself, examne yourself constantly in light of
your basic philosophy of operational principles.

W have done sone studies of the problens we encountered since we
opened. On virtually every problem when we sit down and examine it

in detail, we find that we have begun to violate sone of the
principles of direct supervision. W see the result of not adhering
to our phil osophy of nanagenent. During in-service training, we go

back over the principles and dynanics, we take the problenms we' ve
had and we strip away all of the enotion, all of the synptons, and
get down to the root problem It's very easy to see synptons and
treat synptoms, because they're on the surface.. W strip those away
in our in-service training and discuss those problems in class. The
officers can see how we've all made mstakes and how, when we make a
decision that is not in conpliance with the principles and our basic
phil osophy, it causes us problens in the future

- 66 -



M DDLESEX COUNTY ADULT CORRECTI ONS CENTER

Respondent : Ant hony Pel licane
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FACI LI TY BACKGROUND
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housing units

Architect: Gad Partnership
Capacity: 323 Size: 132,500 sq.ft.
cost: $18, 000, 000
Qpening Date: June 27, 1984
Staffing -- Security: 189
Program 13
Support: 32
Medi cal : 10
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Ant hony Pelli cane
M ddl esex County Adult Corrections Center
New Brunswi ck, New Jersey

What events or factors led to the original decision to nake your
facility a direct supervision jail?

One reason was the physical plan that | inherited. | assuned
responsibility with 60 percent of the new institution conpleted.
| looked at the control center, and there was no way that you could
see inmates via the control center, which was the intent of direct

super vi si on. | contacted NIC for assistance. They had brought the
direct supervision nodel to ny attention, and | had been using that
model in our juvenile facilities for several years. Based on the

physical plan and on ny realizing direct supervision was the best
met hod, we decided to take this approach.

Can you provide a little background about when the decision was made
and when the facility was opened?

I was hired in June 1983. | decided to utilize the direct
supervi sion nodel right after that, in July or August of 1983. |
went to an NIC training programthat summer, did a [ot of work with
Mke O Toole of the NIC Jails Division, and went out to Contra Costa
during that tinme. | took ny county admnistrator and the warden and
convinced themthat this was a better nmethod and that we needed
additional staff and training. | would say the decision was made in
the sumrer of 1983. W opened, then, in June 1984.

What woul d you say were the best decisions made with respect to
opening the facility?

One was our decision to utilize N C extensively. We followed the
HONI program [How to Qpen a New Institution] basically to the

letter. We took our tinme in opening the facility; we trained a
whol e |lot of people; and we utilized a scenario approach to
devel oping the policies and procedures. | had gone through the New

CGeneration Jail Managenment program along with some other key staff.
We listened to what NIC was telling us, and we opened the facility
based on its guidelines.

We al so opened up one unit at a time; we noved inmates into the
facility a pod at a tine; and we trained the inmates as well as the
staff. We had a core of about 15 corrections officers who went
through extensive training in interpersonal conmunications and other
direct supervision nethodol ogies. We had them train the other
officers as we began opening the facility. It cost us sone noney,
but we took our tinme and opened the facility properly.
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What were sone of your |ess successful decisions?

The worst decisions were really not planned. W had to keep open
two older facilities that we didn't expect to: we becane so
overcrowded shortly after we opened that we had no choice other than
to keep those facilities open. W strung our staff out; we incurred

a lot of overtime; and we lost staff. That didn't help us follow
the policies and procedures we had laid out via the HONI transition
training. I wish | could have nade the decision not to keep the

other facilities open, but we really had no choice. As a result, we
are now adding on to this facility so we can finally close the old
facilities.

You still have some people in the other-facilities?

Yes. W have nore in there now than we did five years ago when they
pl anned the new jail. It's unbelievable. The popul ation of this
facility was to be 323, but we now have over 700

What were the best decisions made relating to the early operation of
the facility?

Again, not to be redundant, but | think the fact that we opened the
units one at a tine and thoroughly trained our staff was the best
decision. W worked with a set of officers and inmates in one unit,
and then when we opened up another unit, we took half the inmates
and half the officers fromthe first unit and used them as an
education process for the new officers and new inmates. W started
to be very successful. W opened up this facility without any rea

difficulties. Again, we utilized the HONI training we received, and
we applied the NIC training. Those were sone of the good decisions
we made.

How many pods do you have?

There are eight pods. Five are for the regular nmale housing, plus
we have a female, a nedical and a special needs unit.
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What were your worst decisions?

The fact that we becanme so overcrowded and had to spread our staff
out neant that it became difficult to adhere to some of the policies
that had been set forth. A lot of the problens we incurred were out

of our control
Did you say you had visited Contra Costa?

Yes, | did. W did a lot of staff preparation. | had 40 people on
a transition team and we really prepared people for the direct

supervision nodel . | had them involved in a |lot of decision-making,
in terms of everything from what kind of radios we were going to use
to how we were going to staff the jail. | got people buying into
how we were going to operate the facility. | feel that we had a | ot

of ownership fromthe staff, and, as a result, everything went very
smoot hly.

What problenms, if any, related to the direct supervision aspect of

your facility did you face from your adninistrators and first-line
supervisors?

We had sone administrators, sone of the old-tiners, who were not
going to buy into this. W made it clear that either they went this
way or they left. One very old warden finally did |eave, but he was

really one of the only ones. W had grumbling |ike crazy, but not a
| ot of problens.

Were there any problenms with the direct supervision staff?

They totally bought in. | nmade it clear to themthat pronotions
woul d come fromthe people working within the unit. Ve did a whole
routine on professional correctional officers and what the role of a
correctional officer should be in the unit, working with inmates.
| changed the uniformat the tinme and changed the badge; | really

gave them an image of professionalism which nade them feel very
good about thensel ves.

W didn't have a ot of problems with them in fact, they nmade it
wor k. Some of the administrators who've been around a long tine
have given a whole lot. W found a lot of resources avail able at
the line level; we found that we had a lot of talented people who
had fire safety training, had been on rescue squads, etc., who

hel ped us a whole lot with the policies and procedures devel oprent.
We got theminvolved and had no problems with them
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Did you face any problens with the inmates?

We had no problemw th t hem what soever, and | nean that. They
adapted to this nodel with little difficulty. In fact, in the old
wor khouse was a big bullpen, a big dormitory, which for years had
used direct supervision, nore or |ess. It was not formalized, but

that was the nethod they had been using.

Did the support staff adjust as well?

Sone of the staff initially had a problemwith going into the
housing units. | nade it clear that everybody went into the housing
units, including our social workers, nurses, probation staff, and
our recreation people. There was a little reluctance there, but |
explained it and had the social work staff and corrections staff
train together. They got to know each other's role and worked with
each other. After that training, there was no problem

What kind of turnover did you experience?

In terns of correctional officers, we had quite a bit of turnover

for a while. It'’s really stabilized in the last year or so. W
rai sed sal aries and got people buying into the professionalism of
the job. Initially, I was hiring people | wanted who stayed there

until there was an opening at the top. That's changed a bit; we've
changed recruiting practices by screening during testing, using
psychol ogi cal testing, and using a panel of peers.

/

Is there parity between the jail and the street in terms of pay?

We're still below, but we're working on it.

Was transition training provided before you noved to the facility?

Yes. We covered all the interpersonal conmmunications, emergency
procedures, etc. Herb Sigurdson and M ke O Toole did the direct
supervision training. We had the HONI program and the people who
did that were Janie Jeffers, Debbie Halley, and Dave Dupree. W had
the whole nine yards, and NIC was very helpful to us, very
generous. If it were not for NIC, | would have been in a real ness.

- 71 -



Ant hony Pel |l'i cane
M ddl esex County Adult Corrections Center
New Brunswi ck, New Jersey

What didn't you know that you w sh you had known?

I wish I had known how many damm inmates we were going to get as a
result of this. The fact that we got 150 nore inmates right off the
bat, that we weren't prepared for, neant that our staffing and
policies and procedures had to be renovated as we went. W had to

adjust to a lot of things that we hadn't planned for. | guess we
could have done a lot nore "what if?"-type planning, but you can't
antici pate everything. I think we had a 40 percent increase in

population in the first six months after we opened.

At the time of the transition, were the md-1level people placed into
the pods in alnmost a correctional officer's role so that they would
have some first-hand experience?

Yes, | picked a group that was. The ones who were going to be in
housing went into the nodules and trained with the officers. The
probl em was, we got so crowded, so immediately, that we had to use
officers who had not had that training. W shoul d have done nore
training for all the sergeants.

I don't think we concentrated enough on the real role of mddle
managenent . It’s tenuous in this kind of nodel because you try and
give the officers in the pods a sense of ownership. When the
officer cones in, he's really not sure what his role is and the
inmates play on that a bit.

If you were to go through the process again, what would you do
differently?

First of all, we are doing it differently with the new addition, by
pl anning the physical plan properly. That's one thing that was not
done initially. By the tine | was hired, it was too late, because
the building was 60 percent conplete. W're taking a whole
different approach with the architects and the design, to reflect
direct supervision nore clearly. W also started a little earlier
with the whol e process.

To tell the truth, there's not a whole lot | would do differently in
terms of how we opened the original facility. | was pleased with
that part of it, although of course |I was not pleased with the
terrible overcrowding, which | had no control over.
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Overall, what would you say is the nost inportant factor in the
success of a direct supervision facility?

| feel that the commitment of the mid-level managers and the full
support of the administration are nost inportant. W' re doing a
grant now on nid-1level managenent in direct supervision. I was
involved in the training with Herb Sigurdson and we tal ked about
it. W trained the top level managenment and the line staff, 'but
left out the middle guys. Herb is working on a program that
addresses the needs of the md-level managers. It’s very inportant
that they be the conduit to carry out your mission, so to speak,

your philosophy of nanagenent.
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VWar den
Bucks County Correctional Facility
Doyl est own, Pennsyl vani a
FACI LI TY BACKGROUND
Basic Description: Single story building withhousi ng
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Staffing -- Security: 121
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Arthur M Wl lenstein
Bucks County Correctional Facility
Doyl est own, Pennsyl vani a

What events or factors led to the decision to make your facility a
direct supervision jail?

It was a conbination of past practice, that is, of already having
officers in direct contact with inmates, and conpletely rejecting
the officer-in-a-cage nodel. For at least 20 years in the old
linear prison, our officers had direct contact with the innates, and
we wanted no part of podular, renote supervision. W could see no
value in having a corrections officer hiding in a glass cage. W
knew within ten seconds of walking onto the first nodule out in
Contra Costa that it was the exactly the kind of design we were
| ooking for. It was al nmbst an instantaneous decision

What woul d you say were the three best decisions made with respect to
opening the facility?

Certainly going to a new generation, direct supervision jail would
rank nunber one

Second woul d be holding a sinulated incarceration for over 200
conmmunity |eaders, so that they could see that the new jail wasn't
a country club or sonme kind of Taj Mahal. As a result, we enjoyed
i medi ate comunity acceptance of the planned facility, which m ght
otherwi se have been characterized as something that was a little too
good for prisoners. This also took us light-years down the road in
terms of ongoing support from the community.

The third thing was the intensive transition training that we
conduct ed. That gave us a chance to retrain all of the senior
correctional officers and of course to train the new officers that
we hired for the jail.

Can you identify three decisions that were made in opening the
facility that were not successful ?

| can only come up with one thing, and that is that we did not tie a
special salary study to the opening of the new prison. There nust
be a job specification study and a salary study connected with the
opening of any new institution, especially a direct supervision
jail. We are totally unionized and were in the nmddle of a contract
period when we opened the facility, but nonethel ess, we should have
insisted that the county conmi ssioners do a salary study. W t hen
could have encouraged them to bring about a substantial pay increase
for the correctional officers who would be operating the new jail

Beyond that, | do not feel we had any problens with the opening
of the jail.



Arthur M Wallenstein
Bucks County Correctional Facility

Doyl est own, Pennsyl vani a

VWhat were the three best decisions nmade relating to the early
operation of the facility?

Certainly our best decision was to go with the direct supervision
model . W recogni zed i medi ately that our disciplinary problens
woul d be substantially reduced: within the first ten days, the
nunber of fights anbng the inmates dropped 75 percent, and it's
stayed there ever since. Direct supervision was definitely the way
to go.

Secondly, centralized dining and a single-story building proved to

be enormously successful. W're able to serve neals to the inmates
very pronptly and we al so have all the econonies that go along with
centralized dining. W don't have to nove between the buil dings,

and the cooks get positive feedback because they're serving hot food
right off of the line.

Third, the centralized recreation area has worked out well, nuch

better than snaller athletic areas would have. W have a very good
athletics program at the facility.

What three decisions concerning the early operation of the facility
didn't work out as well?

One decision that didn't work out was rather mundane. W tested
al nost every single itemthat we put into the new prison. Ve did
not test the tennis shoes, the $3.75 gym shoes. Because of the
large recreation yard and gym our innates get a lot nore
recreation. That's great for us, but the shoes we originally got
were |lousy and the innates really went through them So, we had to
rebid a one-step-up inprovement in the tennis shoes.

W made a couple of other decisions that weren't very good. At
first, we didn't pernit inmates to wear T-shirts in the living unit;
they had to be in full uniform W relented on that at the request
of the module correctional officers. As long as the innates were
clean, neat, and fully clothed when they left the unit, there was no
need to insist that they wear the green uniformtop along with their
T-shirts. Wen we made that rule, we were concerned wth
cl eanliness and decorum but we found in the new jail that their
| ooks inmproved dramatically anyway, because of the brighter lighting
and positive environnent. Rul es shouldn't be put into effect that
real ly have no purpose, and this one didn't have a purpose

Thirdly, we had to increase the nunber of underwear, T-shirts and
socks that we gave out to the innates. Beyond that, | don't fee
there were any probl ens.



Arthur M Wallenstein
Bucks County Correctional Facility
Doyl estown, Pennsyl vani a

VWhat problens related to the direct supervision aspect of your
facility did you face from your administrators and first-line
supervisors?

Neither the administrators nor the supervisors have been a problem
at all. Qur first-line supervisors had been well acclinatized to
direct supervision and several of them had visited other direct
supervision jails. W did have to ensure that they visit every unit
once during their shift and that they not take over the unit while
they were there. Any questions that came to them had to be directed
back to the nmodule officers, so there was no question about who was
running the nodul e.

We had no difficulty with our admi nistrators because, again, they
had all been exposed to direct supervision through visits. The jai
was such a decent place the administrators were spending much nore

time roam ng around the jail, "managing by wandering around" and
that sort of thing. I now have to call people back to their
offices, rather than knowing they'll be in their office when they

should be out keeping an eye on the jail.

Did you have any difficulties with direct supervision staff?

There was initial concern about direct supervision, although the nen
and worren were all trained and the concern quickly gave way to
acceptance.. W faced very little opposition once they got used to
it. Again, the staff here had always worked in direct contact and
didn't fear the inmates, so we didn't have to fight that battle.
And there was no radical change in the amobunt of tine that the

i nmates were unl ocked: inthe 'old jail our inmates were out of
their cells from7:00 aam to 11:00 p. m The staff was so pleased
to have one inmate per cell, instead of four or five, that nost of

them found it very satisfactory.

One staff problem we are having is that our fenale correctiona
officers don't want to work in the female unit anynmore, they want to
be assigned to the male units. We've integrated our staff now to
the point where we have wonen working in male housing units.
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How did the inmate population in your institution adapt to direct
supervi si on?

They went through a tough period during the first 30 days. They
told us they didn't like anything: they didn't want to wear prison
clothes, they didn't want air conditioning, they didn't want a | ot

of things. Now t hey're about the npbst content human bei ngs you
coul d ever see. The whol e dynani ¢ has changed and, as | said, the
nunber of disciplinary problens has gone down dramatically. W' ve

made changes that shoul d have been made, such as with the clothing,
and the inmates have had anple time to express their concerns.

By and large, we get nothing but positive comrents. Except for sone
di ssatisfaction from the few manipulative inmates that nmiss the

opportunity for intimidation, for theft, and sone of the strong-arm
tactics, that are so easy to do in a linear jail.

Did the support staff adapt easily?

W had no problens with the support staff because they were fully
involved in the process. Many professional staff participated in

transition planning and training for as much as seven nonths
bef or ehand

What transition training was provided before you noved into the
facility?

W did a formal, 56-hour transition training program for all staff
fromthe warden on down. It was conducted by the transition team
and our training staff and included everything from a review of
standard operating procedures to live-action energency drills and
modul e operation. W had formal classroonms and a six-day, hands-on

course for every staff menber. Plus, there was additional training
for such specialized assignnents as the control center, adm ssions
and conputerized booking, things of that sort. The process took

el even weeks, and we trained no nore than twenty people at a tine.
W nmde it as personal as possible.

What didn't you know that you wi sh you had known?

That's a good question. In fact, that's what we asked the other
jails we visited. Now, our commissioners were so good to us in
terms of giving us the flexibility to travel and study, there was
very little that we nissed, and | don't nmean that as a conceited
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comment.  Anything we nissed would ve been due to stupidity, because
we visited ten facilities, did detailed observations, kept notes on
meetings, and everything else

W certainly never expected AIDS to come up. | suppose if we had
known that something like that would happen, we woul d have added
three nedical isolation cells. Wth nost cases that test positive
for AIDS, you don't have to do any special isolation, especially in
a county jail. Nonetheless, | definitely would |like to have
included a couple of medical isolation cells for highly comunicable
di seases. They'd be nice to have.

Beyond that, there isn't a great deal that |'m concerned about. |f
the conmi ssioners cane to nme today and said, "Here's a mllion
dol lars, what would you like to correct?", outside of using some
epoxy paint where we used regular paint and buying a better-quality
floor, | think I'd ask for virtually nothing. O, maybe we'd
i mprove the showers; some of our showers back up against the cells
and as a result we've gotten some rusting of some plates in there

If you were to go through the process again, is there anything you
woul d do differently?

| would insist upon a salary and staffing review as part of the
process. If you're going to consider new concepts for jail design
you’ve got to consider where you want to go with the staff. That's
the only ngjor area | would have pushed harder on.

Overall, what would you say is the nost inportant factor in the
success of a direct supervision facility?

Quality staff, without question. Training and the quality of the

staff working in the nodul e. Everybody in the facility should
understand that the focus of the jail is the housing unit and the
classification of new people coning in. W' ve always had good

classification and good interview techniques, but in this |arger
plant we have nore alternatives, and so we've devel oped a new method
of classification. We've also conputerized our entire data system
and that helps a great deal with classification.



Arthur M \Wallenstein
Bucks County Correctional Facility

Doyl estown, Pennsyl vani a

Is there anything else you'd like to add?

Yes, there is. | was at a state wardens' meeting this week, and |
realized that a lot of jails get off to a bad start because
insufficient tine and energy are devoted to equi prent and supplies.
It always cones up at the end of the construction project.
Often the architect has lost interest, the budget's been eaten up by
cost overruns, and there's nobody around to devel op thorough
specifications on equipnent and materials selection, or to fill the
war ehouses and nmeke sure the supplies are there. Many very
wel | -designed jails have poor equipnment and furnishings that start
to fall apart right away, because they were either poorly bid,
i nproperly bid, or there sinply was no noney |eft. It's absolutely
essential, and it's the responsibility of project managenent, that
any requirements or contracts with architects give priority

attention to equi pment, furnishings, and supplies. |"ve seen this
not done in jail after jail.

Second, many jails don't have sufficient storage space. ['ve seen
some of the best jails in the country with no storage space. They
are quickly burdened with inmate property and a whole raft of other
things because they just didn't think "storage" when planning the

new facility. It's inportant that the planners ask when they
consider every unit in the prison, be it a housing unit, a program
unit, or an operational unit, "Now, where is the storage for this
area?" Warehouses aren't sufficient; there's got to be storage
capacity in each unit, and with proper shelving. This is another
thing that people often pass up. They'll say, "Ch, yes, we'll get
shel ves." They don't realize that good netal shelving can cost

t housands of dollars, and there's no noney to do it because it
should have been put in the original program plan.
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Respondent: Joe Patrick Gallagher
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FACILITY BACKGROUND

Basic Description: Integrated, low-rise, modular direct
supervision facility

Architect: Milstein, Wittek & Associates, P.C.
Capacity: 402+ Size: 208,820 sqg.ft.
cost: $23,451,711

Opening Date: December 26, 1985;
full occupancy February 1, 1986

Staffing -- Security: 144
Program: 19
Support/Administration: 25
Medical: 7
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Joe Patrick Gallagher
Erie County Detention Facility
Al den, New York

What events or factors led to the original decision to make your
facility a direct supervision jail?

Primarily, it was the research we had done in direct supervision
Since we were going to build a new facility, we wanted to be

state-of-the-art. Also, we went from a naxi num security facility of.
1,000 beds to a mninumto medium security facility of about 450
beds. W visited Contra Costa and Pima County and several other

institutions around the country, and we felt it was the appropriate
way to go since it was a better managenment system than we had been
using in the past.

What woul d you say were the three best decisions nmade with respect to
opening the facility?

We decided to occupy the facility as it was conpleted, rather than
hol d off because of construction del ays. | had sold our old
facility to the state and took the proceeds fromthe sale to build
the new facility. Under that contract | had to deoccupy ny facility

within 24 nonths. Now, we have snow here about five nonths of the
year, and although we fast-tracked, we ran into construction
probl ems that del ayed conpletion of the facility. If we hadn't
moved | would have had to pay the state a significant anount of rent
while occupying the old facility. In fact, we're still punching the
building and we've been here since |ast Decenber. The fi nal
construction punch has not been conpl eted; we're about 99 percent
conplete but we're still doing the finish work

Secondly, the tinme pressure under which we opened demanded that
staff respond appropriately. The first day we noved, we had one
housing unit available and food service. Over the next 45 days,
nore housing units and services cane online, so it was kind of a
programred nove in that respect. My general feeling about
corrections is, when you're at full capacity, the institution
operates appropriately because the men don't have tinme to conplain
about their lot in life; they just have time to do their job. | try
to keep ny facility at maxi mum capacity, and that also held true
during the transition. M nen had to work so hard that they didn't
have tine to be unhappy about the nove.

The other good decision we nmade was to conduct significant training
prior to occupying the new facility--we did interpersonal
communi cations training and | sent people to the National Acadeny of
Corrections to be trained. W also had a transition team which
al lowed us to spend 80 hours with each individual before we entered
the institution, and that was extremely helpful.
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What were the three worst decisions that were nmade related to opening
the facility?

W shoul d have had all of our systems operating before we attenpted
to operate the entire facility. W had two escapes early in the
operation of the facility, the first about five nonths after we
opened. An inmate was able to conpromise a secure sallyport and
escape. | believe that was caused also by not doing enough training
in the area of the electronic |ocking nechanisns. Then we had a
mass escape of seven inmates one nonth later, which was possible
because we noved in here without the security envel ope being
conpl et e. The internal security systens and about half of the
external security systenms were conplete at that tine.

The second bad decision was that | was not insistent on getting nore
training for ny staff; we only did about 80 hours. W are about to
correct that particular weakness. ' m sending some people, with
help from NIC, to Bucks County, Pennsylvania, to be trained as
trainers and to work in a direct supervision facility that's been
open for a while. Those people will cone back and conduct about 40
hours of training for each of ny security officers, and we're on our
way to accreditation as a result of that decision.

The third nistake | nmade was not anticipating the individual

officers' shift from feeling confortable to feeling unconfortable,
whi ch was caused by what is called "anome." W went froma |inear
jail, where we had two or three officers assigned to a housing unit
or a block, to a direct supervision nodule, where there would be
only one officer in each nod. It didn't allow the officers to
socialize and that caused a feeling of isolation, which resulted in
a massive union managenent problem  For about 60 days, | engaged in
al nost open warfare with ny enpl oyees' union over the staffing
patterns, which, by the way, were established in conjunction with
NI C, ACA, and the New York State Conmission on Corrections. W just
did not train our officers to becone independent, and it was the
wor st personnel problem | had in opening the new facility. " ve
talked to people from NIC and they said the same problens occurred
in simlar facilities when the negative change in the staff's socia

environnment wasn't anticipated.

VWhat were the three best decisions that were nade in the early
operation of the facility?

One was that | decided to use whatever overtime was necessary to
provide additional security until the security envelope was
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Erie County Detention Facility
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conpl eted. W expended about $250,000 in unanticipated overtime to
reassure our people that they were operating a safe facility. |

don't mean to make our people sound |ike a bunch of cry babies, but

frankly, they were insecure for the first couple of nonths, going
into the softer environment where there were no bars separating them
fromthe inmate popul ation and where they had to work among as many
as 48 inmates. | doubl e-staffed nost of ny housing units and ny
secure sallyports to give thema feeling of confort and we were able
to get through that period well. We then returned to appropriate
staffing patterns when security construction and installation was
conpl et ed.

The second thing was how we trained the innmates. Qur old facility
was about 90 percent custody and 10 percent care--a traditional

linear, Janes Cagnhey-type joint, built maxi num and operated
maximum  This facility, for all intents and purposes, is a college
canpus. W trained our inmates for the changeover, which avoided a
| ot of alarmanong the population, 70 percent of whom had been here
before and were used to being relatively controlled. W felt that
if they had the inpression there was no control in the new

environment, they would be nore dangerous to work with. So, we
broke in our innmates kind of the way we broke in our officers. W
involved an inmate l|iaison conmittee and brought them into

construction neetings, and we trained a cadre of inmates in how they
were to be housed and that kind of thing. The cadre reassured the
rest of the population relative to the nove, which worked out very
wel | .

The third thing we did was devel op programs--our institution is now
about 30 percent custody and 70 percent care. W initiated seven
separate educational programs, and continued two of our prison
industries and are developing three nore. \Wat we now provide, in
conjunction with a consortium of |ocal educational institutions, is
a programthat teaches basic literacy skills, both readi ng and
witing, and a pre-G E. D. programthat prepares people for our high
school education certificate program W also have two life skills
progranms that are operated in conjuction with our board of
cooperative educational services and one of the l|ocal colleges.

These include pre-vocational training and things |like how to prepare
enmpl oyment applications and prepare for interviews. W also have a
pre-col l ege, renedial programfor kids who have graduated from high
school but can't cut it in college, and offer college courses to
both inmates and staff in prograns operated by a business school and
our local conmmunity college
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We also operate our prison industries. We have a bakery which
suppl i es baked goods for five different county institutions, and we
operate a 1,000-acre farmthat produces milk and milk products for
the county. W also operate our own food services here, and provide
enpl oynent for inmates in a hotel managenent and culinary arts
programin conjunction with a local comrunity coll ege. Plus we're
| ooking at two new prograns. W intend to take over all the smal
engine repair for 45 county departnments and we're |ooking at
contracting with local nmmnufacturers for assenbly operations that we
woul d operate under contract with them

What three decisions nade in the early operation of the facility were
the least successful?

The worst decision was not to insist that our security envel ope be
conpl et e. We did not plan to have the envel ope conplete for at
| east six nonths after we opened. That was an error because it
reinforced the attitude, both in staff and inmates, that we were
unsafe. W should have insisted the full security systens be online
and operating at occupancy.

We al so should have anticipated the union probl em The whol e
planning and transition process had been denpbcratic--our transition
team made up of execution-level enployees and one supervi sor
actually wote the policies and procedures for the institution. As
the union problem arose, | increased ny control of the institution
rather than relying on consensual managenent. That caused the union
managenent situation to deteriorate and caused a great deal of
di ssensi on. It's taken us about two nonths to negotiate a "peace
agreenent"” between union and managenent.

Qur third nmistake was not insisting on conpletion of our outdoor
recreation capability. It was not planned to be conpleted unti
very late fall, after conpletion of the remainder of the facility.
(We opened Decenber 26, 1985, and were due to be structurally
conplete in July, 1986.) This forced us to keep our popul ation
inside the buildings for nost of the summer, which caused a |ot of
pressure
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Did you face any problenms with your staff's adaptation to direct
supervi si on? Specifically, from adm nistrators or first-line
supervi sors?

We had a we/them syndrome--"we" being the adnministration, "thent
bei ng supervision and executi on. A bit nmore training before the
transition could have prevented its escalation into an adversaria
rel ati onship between admnistration and supervision and execution
| evel staff. Again, | believe it was caused by the officers
feeling of isolation, being | ocked down nost of the day with 48
i nmat es. In the old units, you might have four or five officers
working a unit and they could shoot the shit and drink coffee and
kabi t z. It made them feel not only safer, but acconpanied. Here
the officers have to talk to the inmates and deal with the inmates
all day and they don't talk to many staff--it's been a significant
personnel probl em

Because they are unit managers, the first-line supervisors nornally
woul d identify with administration and upper |evel supervision. In
this case, however, they identified with line staff rather than
their peers or superiors. | sent eight of ny sergeants to' schoo

i medi ately when | saw this problemarising and we were able to nip
it in the bud.

So the line staff had a great deal of trouble adjusting to the direct
supervi sion nodel ?

Ch, yes. Sonet hi ng uni que happened here, although |'ve been told
it's not very unique in ternms of the industry. CQur staff felt very
secure and happy with this facility for about the first three

mont hs. Then, as we began to have sone union problens, people
began believing the facility was unsafe, and their reasons included
many itens which were nyths or msconceptions. The union line

became the psyche of the correctional staff.

Toward the end, before we decided to nake peace with these people,
what had begun as a union position opposing sone of the things we
were doi ng becane an institutional union belief. The union then
contacted ny legislators and a few other groups brought intense
political pressure; even the international union began to mouth the
union line, if you will.

Al of these little construction questions becane significant

security issues in the mnds of these people. For exanple, our
officers had always carried a key to the recreation courtyards in
both the old and new facilities. Suddenly it became dangerous to
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have that key on the ring, because if the officers were taken
host age those keys could conprom se the recreation areas. That
i ssue had been moot for 50 years and now it became a security
i ssue.

We al so had what began as a glitch in the 'nounting of about 400
security screens covering our air-handling system It started out
as a nere construction problem that was going to be addressed, and
all of a sudden this security screen becane a potential weapon and
no one was safe inside the units. The fact is that the security
screens were never used against the staff, either in a threatening
way or to conpromise the security of the facility.

As a final exanple, the exterior security walls were solid-grouted,
that is, the blocks thenselves were grouted inside to make them
solid. W had indications that the grout didn't go through all the
block in two areas of the facility, and that was talked into a
situation where all the exterior walls were unsafe. W had to spend
probably $13 - $14,000 to test the density of all of our externa
security walls, and found maybe three or four small areas where the
grout hadn't reached the full density of the bl ock.

Did any conflicts reach the adm nistrative |evel ?

No, one thing we do have here is a very strong administrative
cadre. W're not only close professionally, we are close
personal |y, and we have worked together for a very long tinme. |

didn't have any disloyalty at all with any admnistrators or senior
security staffing or program people. They did not involve
themselves in this--my problens’ were primarily with execution-|eve

security enpl oyees.

Did the inmates thenselves present any problens?

Only in that they were able to observe very quickly the
di sorgani zation and aninosity we were experiencing--and frankly, the
inmates identify with the admnistration here

| took over this facility about nine and a half years ago, and then
it was a traditional anti-inmate facility. W had goon squads and
60 administrative segregation beds that were full all the tine, and
our punitive segregation unit always had 15 or 18 inmates in it. W
began a col |l ective bargaini ng process to handl e not only probl ens
with staff, but with supervision and admninistration. The inmate
liaison committee neets with a deputy superintendent at |east once a
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week, and the deputy has the authority to broker food services,
comm ssary--everything but discipline--so that whatever the issue
is, it is negotiable. And we work very, very hard to |ower our
recidivism rate and inprove the quality of Ilife for our inmate
popul ati on. About 70 percent of our population have been here
before, and as | say, they identify very strongly wth the
adm ni stration.

Did you have any problens with the support staff during or after the
transition?

We had minor problens, nothing | would consider significant. We
went from a decentralized storage system to a centralized storage
system and had to nake sone changes in terns of organization, and

people tried to fight for nobre space. But no problens of any
significance at all. In fact, the whole support operation has
really been handled well in this facility.

Can you break down what was included in the 80 hours of transition
training that was provided before you noved into the facility?

In the actual transition training itself, there were about 45 to 50
hours of interpersonal comunications training, ten hours of methods
and materials, that is, introducing the new policies and procedures
manual , and about five to six hours on new rules for enployees and
for inmates. W also trained routinely; the state trains our
recruits for 80 hours and we provide about 32 hours of orientation
and al so provide 60 hours of peace officer training. There are an
awful lot of other training things that occur, but the specific
thing for occupancy was the 80 hours of transition training.

What didn't you know ahead of time that you wish you had known?

I would have liked to have known what problens we'd encounter in the
first year of operating a county direct supervision facility, and
there just aren't any that are conparable to us. Qur facility is as
big as the state facilities, and we have the same types of prograns
and opportunities. I nean, there are some county facilities that
have direct supervision and have 36 beds. W have 20 beds in our
infirmary al one.

No one had occupied their facility simlarly. We | ooked at Pinmm
County and although they had sinmilar problenms, they were so nuch
smal l er that their problens appeared insignificant to us. We went
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to [FCI] Qisville, which is a large, direct supervision podul ar
facility in upstate New York, wth a population nore than double
ours, and they were already doubl e-bunking and doing a |lot of crazy

things that were not part of an orderly transition. Plus their
inmates were doing 20 years and our inmates were doing 90 days, so
it was difficult to conpare the two facilities. W visited 15

direct supervision facilities across the country, but none of them
was even close to what we operate here

Qur greatest weakness was 'a |l ack of know edge because no one had
done it before. We're inventing the wheel here, and we al nost have
to make our mistakes in order to |earn. But if we had anticipated
or were told about some of the problens that we were going to face
before we faced them | think we could have reacted to them nuch
better.

What were sone of those problens?

We found that we had to enhance the exterior security systenms. This
facility was built minimumto medium on the inside security, envel ope
and maxi mum on the outside security envel ope. Al t hough the best
architects and designers in the country were here, they did not
anticipate the special security needs that we face because basically
the whole population is trusties. By the way, | have five externa

security systenms and two internal security systens, as well as five
separate comuni cations systens. \Wat we had was not enough

We also had problenms with construction. When you fast-track
construction, the inspection of conpleted. work is not thorough
enough to detect all the weaknesses there nay be. W had problenms
with our windows; | don't think there was enough inspection of the
installation of the w ndows and the contract change order never cane
across ny desk.

Probably the nost positive thing that has happened here was the mass
escape. It resulted in nore studies and nmore resources and greater
oversight on the part of architects, consultants, the management of
this facility here, and the construction people in the county. |
think we're nmuch stronger and nuch better run than we woul d have
been had there not been an escape

If you were to go through the opening process again, what else would
you do differently?

| would build a larger facility for economc reasons. Corrections
in New York State is a growh industry, and | now generate about
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78 percent of ny budget with revenues from renting beds. Wth
another 190 beds, | could put money in the bank every year.
Also, | would focus even nobre on prograns and program space rather

than security, and |I would use dormtories for mininum security
inmates rather than individual secure rooms. Probably 30 percent of
ny popul ation don't belong in jail, they belong in correctiona
alternatives.

Had | designed the facility, | would have utilized the space
differently, and in ways that were not in the original design. Now
that | see the actual building, it's a lot different fromthe

| i ne-of -sight drawi ngs and blueprints. For exanple, our operations
center originally consisted of about two and a half roonms for the
assi st ant superi nt endent of programs, the prison i ndustry
supervisor, seven lieutenants, seven sergeants, and the security
services and secretarial staff. W had a counseling center that had
ten workstations, six offices, all sorts of good communications

systens and a conference room So we reversed. The op center
becanme the counseling center and the counseling center becane the op
center. And ny library you could play indoor football in--it's two
and a half stories high and it has sonme 80, 000 vol unes. I[t's a

magni ficent library, but there are two stories that are just air.
W never anticipated the anount of participation that we would have
in our inmate education prograns, and we could use about six nore
classroons instead of those two stories of space

| would have liked to have built a small ness hall here to feed
about 100 peopl e. We're feeding inmates in two to four maxi mum
security units, and we have to run a food cart in there wth
i npl enents, and in effect, we are providing weapons to those people
to do with whatever they wi sh. W could control that in a smal
mess hall setting. In most direct supervision facilities they |ike
to serve food in the units and that's fine where there's no security
problem but in secure units or units where you have people with
heavy warrants, or in disciplinary units, | think it conprom ses
security.

| also would do nore training. | think that was a ngjor

m sj udgenent on my part; our people could have used another 80 hours
of training. So we've learned a lot fromissues like these. A
things considered, we are operating quite well
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What woul d you say is the npst inportant factor in the success of a
direct supervision facility?

I am convinced that the softer the environment in a m nimum or
medi um security institution, the nore nmanageable the inmate
popul ation is. In the old institution, our staff and inmates were
separated by great sets of bars, both in the gallerys and the
i ndi vidual cells. Now we | ook nmore |ike a community college than a

correctional institution. We don't have to deal with traditiona
inmate attitudes toward staff or the environnent. It's not the
keepers and the kept here, it's the helpers and the helped. | know

that sounds like bullshit, but it's a fact. W have people from al
over the country visit here, and when they observe our positive
staff-inmate interaction and the lack of tension in the facility,
they just walk out of here shaking their heads.
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WIliam B. Harper
Snohom sh County Jail
Everett, Washington

What events or factors led to the original decision to nake your
facility a direct supervision jail?

Don Manni ng from Spokane started going around the country, | ooking

at different kinds of jails. In fact, he was the one who finally
hel ped me convince our council and sheriff and county executive to
start thinking of a direct supervision jail. The other factor was

that the architects we hired liked the direct supervision facilities
but hadn't had a lot of success in talking anybody el se into doing
one. Fromwhat | could pick up from M. Mnning and the architects,
we were satisfied that direct supervision was the way to go

What facilities did M. Mnning visit?

Ventura County and Contra Costa were the two he started with, and
then he ended up at one in Maryland and spent a lot of tine in Pima
County. | didn't see a direct supervision jail in operation unti
after this one was al nost conpletely built. | was sold on it, by
him and by the architects. | wish | could take the credit for being
progressive, but basically, | listened to other people.

What would you say were the best decisions nmade with respect to
opening the facility?

Probably the nost inportant thing we did in terns of opening the
facility was to start a transition teamabout two to two and a hal f
years before we opened. That's one thing | don't think you can live
wi t hout .

What about some things that didn't turn out as well?

Kathie Deviny, the transition coordinator, and | were, along wth
staff volunteers, basically, the transition team W needed to have
a staff. Personally, | think you need to have a paid staff whose
sole function is 'to manage the transition. W were trying to run a
jail and nake the transition into a new facility at the same ting,
and that doesn't work. Trying to do that was one of our worst
deci si ons.
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In terns of the early operation of the facility, what were sone of the
most successful things that you did?

We're still making the transition now. W have transition neetings,
and we expect to have those at least for the first year. V& neet
once a week and tal k about problens we've had the week before. W
don't limt ourselves just to building processes or just to
policies. We get right down to basics. Soneti mes we' ve even
started tal king about there not being enough food sent to the
inmates, now that they're exercising, whereas before they weren't.

W got a grant fromNIC to have Larry Ard come up from Contra Costa
with one of his sergeants. They spent two days with us and did a
t wel ve- week eval uati on. I think that an outside evaluation is a
must - - have someone cone in and tell you how you are doing after
you' ve been there a while

This was an outside, prelimnary evaluation of how things were going?

Yes; we had been in the facility twelve weeks, and nmy comrent to
themwas, "Wat | don't know is whether we just have the twelve-week
jitters or whether this place is falling down around our ears,
because sonething's wong." W found out it was nothing nore than
twel ve-week jitters.

What kind of mstakes did you make in terns of the early operation of
your facility?

Qur S. O P. manual, the policies and procedures manual, wasn't
finished when we noved in. W just didn't have enough staff to get
it conpleted and do all the other things. That's where we get back
to the inportance of having paid transition staff. W should have
taken Kathie out of her job, put sonebody else into Wrk Rel ease and
Prograns, and just let her go full-time, wthout staff neetings a
couple of times a week.

Secondly, we had a construction nmanager who wouldn't let us on the
site during construction. W have a decent facility; we don't have
any problems with it; but it wasn't until the last six nmonths that |
was able to come on-site with any freedomat all. M staff didn't

get into the building until after it was conpleted on March 3,
1986.
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Was that an agreenent that you worked out beforehand?

No. W were hoping we would be able to regulate our access. Al'l
the other jail managers around the state were able to take people
through their facilities, as long as they wore hard hats and signed
wai vers. They had access as long as they didn't get in the way and
checked with the construction people to find out what they should
stay out of. But we virtually didn't get any of our staff in unti
after the building was finished

Was the main reason safety?

No, | don't think so, although that's what they said. | don't think
the problem was so much with the construction people as with our own
county enpl oyees.

Do you have any comments regarding anything that could have been done
better in terns of the early operation of the jail?

I think we should have opened up all the nodul es--which we still

haven't--if we could have had all the staff hired by the tine we got

in here. Qur personnel departnment wasn't prepared for hiring 50 to
75 new people, in spite of having a transition team Per sonnel

doesn't report to me; they thought they could do it w thout any new
staff to help.

Basically, | was taking a staff that was already trying to run a
jail, to make the transition into a new one. And then we had to go
over and hel p Personnel, because we had to hurry the process al ong.
W have a pretty extensive screening process--1'"msure it's not a
lot different from anyone else's--including psychol ogical testing,
with a polygraph, and physicals. As | nentioned, we haven't opened
all the nmodul es, because the county has not authorized us to open
t hem yet

I think that we tried to be honest with the county; we said we
needed a certain level of staffing now, but we wanted the
opportunity to evaluate our needs in one year. W did that
eval uation after eight nonths, and we filled three new positions
using existing noney, which was the agreement we had--to stay within
the 1986 allocation. We stayed within the 1986 allocation by
shifting around some personnel. However, our allocation was cut
during the budget process and we ended up |osing positions.
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So you weren't allowed the freedomto nake such internal budgeting
deci si ons?

No. That's been a real problem in that they have not given us the

opportunity to do so. | have three naintenance men in this building
and, | can tell you right now, we need four. | don't have enough
clerical staff in the record-keeping area. We split from the

sheriff's department, so we don't have their records system or have
access to their property room W cane into a facility with staff
that had no idea what a crinmnal justice records system was, and
basically, we're having to learn that now It's unfortunate.

Any problems with adnministrators?

Qur first-line supervisors we call "watch commanders" or "shift
conmanders. " We're still experiencing some problens with them
Sone canme out of prison systens, and others just don't |ike the
di rect supervision approach. Qur managers and first-Ievel

supervision staff don't know how to supervise fromrenote areas.
They think they have to be right in there, on top of everybody, and
deci ding what's going to happen. ['mnot |iberal nyself, but |
guess |'mpretty close. In any case, we are having a problemwith
our shift commanders, as Larry Ard said we would. Everyone | talked

to prior to moving in said we woul d. | was going to train and make
sure we didn't, but | guess | didn't do a very good job in that
area, because I'mstill having the sanme problens that other people

told me they've experienced

Do you have any renedies, any suggestions?

My problem now is that | can't afford to send them off sonmewhere for

two weeks, like to Contra Costa, and say, "Ckay, now just follow
t hat supervisor around, and when you cone back, | want you to be
just like him" Wien we did send people for two and three days,

they cane back excited. But it was another three nonths before we
noved in, so all of that got wasted. \What we need right now is to
send our shift commanders off to Pima County or Contra Costa.
need to be able to send those people down for two weeks and say,
“"Don't come back until you learn their systemand are willing to
inplenment it."
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Have you had problens with direct supervision staff?

They're slowy but surely getting acclinmated. The bi ggest problem
we're dealing with is fear--"Ch, my God, I'min here with 40
prisoners.** Really, we aren't having any serious problenms at all.

What about problems with the inmates?

There were absolutely no problens at all with the prisoners. W
only had 130 prisoners to nove. W did it in two days. It was just
the quietest, easiest thing that |'ve ever done in ny entire life,
They cane in, they |ooked at the digs, they got new coveralls, new
shoes, blankets, mattresses, new everything. They went into their
nodul e, and just the awe of this brand-new place . . . O course,
you have to renenber the dungeon we cane out of was a 1934 design,
built in 1966-67, and it was just a piece of junk. It wasn't worth
the powder to blow it up. The prisoners came out of that, and there
were absolutely no problems. They tested each one of our policies,
whi ch we expected, but for the nost part, we had no problens.

Did you have problems with support staff?

| think the biggest issue with support staff was the nove itself.
It was, "Oh, ny God, all ny work is over here and |'ve got to put it
in a box, and | don't know when | lost this and | lost that . . .."
| kept trying to tell themit's okay to screw up, it's okay to make
a mstake. | think probably the biggest issue with themis that
it's overwhel ning. There are twice as nany personnel as before,
alnmost three tinmes as many prisoners as before. They're finally
getting into the groove, and now we have just the normal, day-to-day
staff conplaints.

What kind of transition training did you have?

Let ne just give you an overview of the course. W had a two-week
class. The first day we started out, we had a notivational speaker

cone in from10:00 to 2: Q0. Then we covered prisoner discipline,
key control, custodi al care, standards of this State, and
conput ers. (W have a brand-new conputer system that was designed

for this building, so they had to play with that a little bit.) W
al so got into booking and rel ease, because they were different from
what we had done before.
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We are lucky, in that our in-house nmental health professional did
sone training in suicide prevention and hostage negotiations. W
also got into prisoner classification and cultural awar eness
training.

We provided a familiarization with each area--control room nedica
services, food service, nmintenance, clerical, and counselling.

Everyone got to talk about his or her area. W al so covered
i nt erpersonal skills, conmuni cati ons, writing, control of
cont r aband, shakedowns, fire procedures, use of restraints,

sear ches, prisoner visits (that is, social and professional
visiting), drugs and drug |.D., muintenance and food service, and
reception. (We've never had a receptionist before)

We had to run this class three times- just for staff. W jamred al
that into two weeks. The county executive and | and all the
trainers got together on the last day, invited all the groups
together, and had a graduation cerenpony where we passed out
certificates and plaques.

How are you training new staff that cone on?

(One-on-one, nostly. W have been very lucky, in that we haven't
lost a lot of staff. We lost two the first week, one because he had
to go into the mlitary. One guy who was an old-tiner quit, and
he's already back with us, having realized when he got out in the
real world that what he had was a lot better. W have not had the
turnover that we expected, so we're pleased with that.

What didn't you know that you w sh you had known?

I wish | had known nore about direct supervision jails. I wish I
had known nore about security, nmobre about how to run them | w sh
that, during the design phase, our architect had pushed us to go
| ook at other facilities, because we have sone design problenms wth
t he buil di ng. W're too secure. I don't think anyone is going to
escape fromthis building; you have to go through ten doors to get
out of the building. You need a key for every other door, and each
is a different key than the one before. | think that just, pure
negligence is the only way anybody is going to escape from inside
the buil ding
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In ternms of the environment, though, you do have the traditional
"soft" environment of a direct supervision facility, don't you?

Yes. The nodul es thenselves are alnpbst identical to Contra
Costa's. Contra Costa's nodul es have 40 beds, and because of the
footprint of this building, which is 210 feet long and 58 feet wide,
we al so have 40 beds. I wish they were 50-bed nodul es or 55-bed
nmodul es. | think we could take care of them

The biggest problem we have in direct supervision jails today is
that we don't tell the supervisors to go sit at their desks and do
paperwork and | eave the people in the nodul es al one. If the
officers screw up, then we'll take care of them and train themto do
their job better.

If you were to go through the process again, what would you do
differently?

First of all, | would start training the supervisors the mnute we
started the transition, about two years before conpletion, |'d
start sending themout to other places, get themto believe in
direct supervision. For this whole process to work, you've got to
believe in what you're doing.

I would also ook for a good nanagenent team that's the way | |ike
to work. Kathie and | have worked together for ten years, so we
didn't have any problems. But | would go out and | ook for the rest
of the nmanagement team specifically, a detention nmanager and a
programs manger, Wwho are committed to direct supervision. In fact,

| would be bold enough to say that unless you' re conmitted and sold
to the extent that you live, breathe, eat, talk, and think direct
supervision, you need to |eave, because it's not going to work.

The bottom line for this whole direct supervision thing is that it's
cheaper. It doesn't cost me as much. | don't have prisoners wth
broken arms or broken jaws; | don't have fights. W recently did
sonmet hing that | would have argued about two years ago: we're
putting heavy bags in the jail now. You want to fight, go fight the
bag. It'Il take everything you can give it. 1'll let you know how
it works.

If I had it to do over again, | would do a whole bunch of things

differently. | would put light switches handier to staff. |
woul dn't put as many things behind | ock and key. | wouldn't make it
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quite as secure, in ternms of inside activity. In ternms of the
outside perineter, | would be just as secure as we are now, maybe a
little nore so. Inside, where are you going to go? W're a
high-rise, eleven stories tall, and if you want to junp out of the

el eventh story, hey, see you later.

| don't know how | got into this business, because | don't |ike

people to die. | started out as a jailer's aide in this facility,
which is such a low classification, they threw it out. When

becane a supervi sor, I was the first civilian supervisor in
Snohomi sh County to run a jail. | was also, at one time, the
youngest jail manager in the State of Washington. In 1974, nine
days after | got the job as supervisor, a guy hung hinself in a cel

about 50 feet away from where | was standing. . . . | hate that

stuff.

It hasn't happened again, has it?

That hasn't, but other things have. O all the years since 1886,
think it was, when this county was formed, | hold the record in
nunber of escapes. The nost creative one was the guy who sat in a

garbage can for ten hours to be taken out in the trash the next
day.

What woul d you say is the nost inportant factor in the success of a
direct supervision jail?

Again, we have to allow the nodule officers to do what we hired them
to do--that is, to run the nodule and to tell us when they need
help. and then we have to respond to that need. That's over-

simplified, but basically, we have to give them nore authority. W
al so have to give themnore training than | gave themin two weeks,

and then we have to start treating the people we hire as custody
staff nore as supervisors, saying, "lIt's your town, you're the
mayor. |f you want to get rehired, |I'mgoing to give you the skills
to do the job right, so there's no excuse if you don't."

| think the whole communication issue is crucial. W have to spend
more time on learning to comunicate with each ot her. Just because
I'"'mthe director of the facility doesn't mean you can't call ne Bil
when | conme to the nodule to talk to you. There again, naybe that's
not the way sone people would do business, and nmaybe that's not
exactly the way | feel about it, but there's got to be comuni-
cation, so people aren't afraid to say, "Bullshit, it doesn't work
that way."
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I tried to tell everybody that our policies and procedures manual
was designed around somebody who was trying to think new, but was
still stuck in the old operation, just like I was. Trying to build
a policies and procedures manual around an idea that we had never
seen, and around a drawing of a building that we hadn't been in, was
crazy. "Whatever you do," I said, “I'm going to be the most

flexible person in the world. If you see something that's wrong and
you don't like it, and you know it's not going to work, or you've

* proved that it doesn't work, say, 'It won't work, let's do this.'"

Have you made any changes to your manual since you opened?

Yes--not mmjor revisions yet, but certainly a few changes. |
started a conmittee | called the Mdules Qperation Conmittee. Those
people neet for two hours a week and they're setting up rules and
regul ations for the nodul es.

Also, we have a psychiatric unit of 17 beds, which is different from
everybody else's, and we want officers to run it. | want themto
work for a nental health professional. The custody types want to go
in and tie everybody down. You don't do those things any nore. W
have to get out of the 1934 design and nove into the 1980s. | think
it's just a matter of time; |'mcomitted to being the best.
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METROPCOLI TAN DADE COUNTY STOCKADE EXPANSI ON

Respondent : Sara F. Heatherly
Director, Support Services D vision
Metropolitan Dade County
Corrections and Rehabilitation
Mami, Florida

** Note: This facility iscurrently under construction and is as
yet unnaned. In the interim the County is operating a pretrial
detention center and other tenporary units under direct
supervi sion principles.

FACI LI TY BACKGROUND

Basi ¢ Description: Multi-tiered facility with 21 direct-
supervi sion nodul es

Architect: Harper and Carreno
Capacity: 1,000 Size: 420,000 sg.ft.
cost: $39, 010, 000
Projected Opening Date: 1988
Staffing -- Security: 225
Program: 22

Support: 43
Medi cal : 25




Sara F. Heatherly
Metropolitan Dade County Stockade Expansion
Mam, Florida

What events or factors led to the original decision to nake your
facility a direct supervision jail?

First, let me explain that we currently do not have a facility in
operation that was specifically designed for that purpose. In
Cct ober 1982, we were in the schematic design phase of a second-
generation jail when our director, Fred Crawford, attended a Mega
Jail Managenent seminar at NIC in Boulder. Wile he was there, he
| earned from Ray Nel son about the direct supervision phil osophy.
Upon his return, we addressed that philosophy through all the proper
channels, including staff, our county nanager, and the Board of
County Conmissioners. W currently have a |,000-bed, new generation
jail under construction, which is scheduled to be operable probably
by spring or summrer 1988.

However, in the neantine, we have built sone tenporary units to
house inmates in a dormtory-type setting, and we use direct
supervision there. W also utilize direct supervision in one of the
wings in our Pretrial Detention Center, which is also a dormitory
setting. The new facility will have all the amenities associated
with the direct supervision concept, while the tenporaries were
built in an expeditious manner because of crowding

We were glad to have the chance to inplenment the philosophy in
advance. M. Nelson initially had some concerns about our utilizing
the philosophy in tenporary units, without the amenities. It has
real ly worked beautifully for us, and has given us the opportunity
to have related classroom and on-the-job training, thus helping to
prepare us for when the new jail opens.

| think that what |'mgoing to tell you will be useful even though
we are using direct supervision in a different setting than you
anticipated. There was a great deal of decision-naking that went on
in efforts to utilize the philosophy, which has helped in the
construction process and was quite positive in itself.

| would like to hear about sonme of the decisions you made with respect
to incorporating the new philosophy into that large a facility.

Again, we were in the schematic design phase of a 600-bed, second-
generation jail. After being enlightened, it seened the natural and
most progressive way to proceed.
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Did you have any problenms with that shift in terms of the public?

Wth NIC s assistance, the architects, the G S. A project manager

and | all first went on a tour of direct supervision facilities,
including Contra Costa. W toured three different facilities, and
when we returned, we were better able to address the issues. W
participated in radio and tel evision programs, and M. Nel son made
a presentation to the county conmi ssioners. Before the
commi ssioners felt they coul d make a decision, they also wanted to
visit sonme facilities that utilize the concept. They did, and they

came back convinced. Representatives of the media went with the
commi ssioners on their trio and sent back articles to the |argest
publisher in the community, The M anm Herald. The conmmunity

| earned what was happening while they were on the trip, so it was
quite an event.

We al so sent some P.B. A representatives of our union to work at
the Contra Costa facility for a week. And in the neantinme, we
continued with our regular staff training so that all the enployees
woul d have the best information they could. M. Nelson came again,
and the union representatives expl ai ned how they personally felt
while working in Contra Costa.

Al the information that was acquired was assessed, and the county
conmi ssion voted to build a |,000-bed, direct supervision facility,
rather than a 600-bed, renote supervision facility. Now we have a

fantastic facility under construction. W feel that we have
incorporated all that was best of the facilities we visited, and,
in fact, enhanced them I know that everyone with a new facility

feels they have done the sane thing, and we've made it a point to
visit back with sone of those that have been started in the
neantine to ensure that we are still state-of-the art in all
respects.

Do you have any sense of decisions having been nmade that were perhaps
not as successful? Is there anything that you w sh you could undo?

Not really. Right now, we feel pleased with what we are doing
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In terms of the early operation of the 600-bed unit that you're now
usi ng, can you note any particularly good operational decisions mde,

in addition to incorporating the direct supervision philosophy
whenever you coul d?

W felt that that was the best decision. Prior to training our
officers, we had NIC staff cone down and train our trainers, so our
trainers, in turn, started an ongoing, interpersonal conmuni cat i ons

skills training program Al staff assigned to work in those units
were pre-trained. W did not nmake any exceptions.

Let's nobve on to problens with specific groups. Did you face any
problems related to the direct supervision aspect from your
admnistrators or first-line supervisors?

Because of the process we had gone through in indoctrinating both
the staff and the public on the issues, we were probably unusually
enl i ght ened. Initially, we did place nore |ess-experienced people
in the units than we should have, and sone of the admnistrators had
not yet bought into the program W probably should have done nore
hands-on training or used nore experienced officers than we did.

A nunber of people I’'ve talked to have said that first-line
supervisors who canme from a different environment had a hard tine
finding a role for thenselves in direct supervision. Did you

experience any of that?

That tendency was elimnated for the npbst part, because of the
training.

How about the direct supervision staff itself? | think that was what
you neant by placing sone |ess-experienced people?

Yes. Several of the people who worked in there initially were newer
menbers of our staff and, even with the training, perhaps |acked
some of the awareness of what reactions nmight be forthcomng from
the innates.

Did you experience any problens with the inmates thenselves?

We experienced varying reactions from the inmates. The first
inmates we moved in were those who had been involved in construction
of the project. Because we were under federal nandate and we did
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What didn't you know that you wish you had known?

Because of the circunmstances, we were quite famliar with the
phi | osophy. W didn't know, however, about the |arge demand that
woul d be placed on the support staff. They said that during a short
period of time there were many nore demands from the inmates than in
the previous system in which there was not that much interaction.
That was an adjustnent period for them Probably, based on that, we
shoul d have increased support staff, at least for the initial
peri od. Maybe we shoul d have done a little nmore pre-planning in
that area. Sone issues could be anticipated, but others could be
addressed only as they arose.

What woul d you say is the nmpost inportant factor in the success of a
direct supervision facility?

Staff should be well trained and commtted to the philosophy. It is
especially inmportant to believe, as we did, "This is going to be
successful . "

What is going to happen to your present facility when the new one is
operati onal ?

We have five facilities right now that were built as tenporary
units. They are dormitory-type buildings that can be used for a
nunber of  things, including recreation, various kinds of
program ng, or for warehouses. We built them so they woul d have
multiple uses, once we're fortunate enough to be able to vacate
t hem

If you were to go through the process again, what would you do
differently?

We woul d provide better orientation for the inmates. That way, they
woul d be nore aware of the concept and nore confortable with the
setting, which is inportant. The other thing is that we woul d
use staff with experience, especially hands-on experience in
interacting with inmates, rather than staff just out of the acadeny,
when initially noving into the facility. However, the practicum now
included in the acadeny training is addressing that concern
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Do you have any other comments?

W are very proud that we have adopted and are committed to the
di rect supervision concept. It's been a learning experience for
lots of people and an experience that has taught us that we really
believe in participatory managenent. W feel very fortunate

You asked for problens (we prefer the word "opportunities"), and |
made an effort to respond to that. To date, when the staff speaks
of the transition process they are quick to say that we haven't had

any difficulties, because those we experienced were so mnor they
are now considered insignificant.
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