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These jail planning handbooks were commissioned by the Board of Corrections to help
counties decide whether to build a new jail. In addition, the handbooks chart a course
that encourages clear and careful thinking about what to build in those counties that
have already decided that they must build.

California’s jails face a crisis. Many jails are overcrowded, many are outdated. Almost
all face challenges in the courts. The Board of Corrections seeks, in these handbooks,
to encourage thoughtful planning. When the need for replacement or renovation is
urgent, there is a dangar that some counties will rush to build without having a clear,
long-term view of the best and most cost-effective correctional options. The procedures
outlined in the handbooks are time-consuming, but they are worth the time invested
because they help counties discover the best Tong-term solutions to their jail problems.

The handbooks reflect the Board’s belief that jail planning should involve broad-
based participation by all segments of county government and the public. Of course,
sheriffs and jail commanders must be centrally involved. For the long-term support of
corrections activities, it is crucial that other officials and citizenry also take part in the
jail planning project.

In addition to describing special planning tasks, issues, and methods, the handbooks
recommend a framework for planning, involving an advisory committee, and various
task forces and planning groups.

To supplement these handbooks, the Board of Corrections will provide a number of
technical assistance and training resources. Interested counties should contact the
Board of Corrections for further information.

These handbouoks do not represent Board policy or thinking in every particular, but
the board does urge county officials to study and use them. They contain excellent
guides to the difficult, but invaluable, process of thinking carefully about a county’s jail
requirements.

HOWARD WAY
Chairman
Board of Corrections
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1.0 Introduction
to the Handbooks

Purpose of the
Handbooks

Why These are
“How-To-Do-It”
Handbooks

These handbooks are provided to the counties of California for a range of purposes:
o To help your county identify and define its correctional problems and to find
s-utions to such difficult problems as:
An overcrowded jail
An old, inefficient or unsafe facility
How to best use limited resources.

o To define a planning process in which important questions are asked and critical
information collected prior to entering into a building program.

o To encourage consideration of planning alternatives (programs, operations, fa-
cility approaches) which may be less costly but equally beneficial.

o To simplify and help organize the planning process.

» To help avaid costly mistakes by reviewing other counties’ experiences.

These handbooks present a “model”’ corrections planning process consisting of valid,
tested methods, The process is flexible so that your county as well as counties with
differing needs can apply it to a variety of situations. Not every county will need to
complete each step or use ali the information provided. To help find your own and your
county’s way through the process, refer to the sections below on “Options for Counties
with Differing Needs™ and “Introductions for Each Participant.”

Planning for corrections can be a long and complex process. Because of the effort
required, many counties simply don‘t bother to plan as carefully as they might. Thus
they don’t benefit from possibly better, more cost-effective solutions which are often
discovered during the planning process. To encourage counties to plan carefully, these
handbooks provide a step-by-step process and guide to the many skills you can tap from
county agencies, community organizations and interested citizens,

Each step in the planning process is spelled out in terms of what is to be done, who
can or should do it, how long it will take and what the end product will be like. Forms
are provided for collecting and analyzing information, and quastions are suggested to
help interpret the results. Examples and illustrations are given throughout the manuals.
Each chapter or book identifies its intendzd primary and secondary users,
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Crrnme, Corrections and The jail is only a part of the entire criminal justice system. Unfortunately, it is often

the Balﬁﬂ regarded as the poor relation, even the receptacle, of the rest of the system with
detainees ““dumped on the door step' and left. The question which must be answered
is: how and for whom does your county wish to use the scarce and expensive resource
of the jail?

Corrections planning too often focuses entirely on a “‘concrete’ end product—the
jail facility. Sometimes, the assumption is so strong that a new or expanded jail will solve
a county’s problems with crime (or even with the jail itself) that this assumption is never
questioned or tested. However, you must examine who is currently held in custody and
for how long, Before adding jail beds, the necessity for detention must be compared
to its cost. A jail is extremely expensive to build and operate, costing about $40 per day
to house one inmate. Yet, there is considerable evidence that jails are “/capacity driven’:
the more jail space available, the more it will be used by law enforcement, prosecution
and the judiciary.

While many communities do need to construct or renovate jail space, others may
find different solutions to their problems. These ““alternatives’ can include changing
policies and practices concerning who is detained (and for how long) before trial, or
employing sentences such as restitution or community service, The problem for correc-
tions planning is to satisfy the increasing public demand for security and protection,
while minimizing the costs of incarceration—both to the community which pays for the
jail and to the individuals who are held in it.
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These handbooks will help you examine the purpose of jailing in your county and
whether it is achieving its goals. By studying who is incarcerated, for how long, how
they are released, and so forth, you county can consider options for dealing with
alleged and sentenced offenders in the near and more distant future. At the same time,
the character and potential of your county detention and corrections facilities can be
studied in light of future needs. Hopefully, you will be able to avoid the costs of over
or under building for your county’s needs.

A N@ﬁ@ Ab@ ut Within these first few pages, we have already used a variety of terms, some of which
. have similar meanings. To clarify our use of terms, the following brief definitions may
Terminology be helpful.

People who are locked up in jail may be called “detainees,”” “inmates” or *prison-
ers’’ once they are booked into the jail, “arrestees’” before. They are defendants before
conviction, “‘offenders’ afterward.

In terms of their status, they are referred to as “pretrial”’ before the court has ruled
on their guilt or innocence, “pre-sentenced’’ before sentence is passed, and “sen-
tenced” thereafter.

(3
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Overview of The
Corrections Planning
Process: Five Phases

Figure 1.0-1: Corrections Planning Process

Phase One: Learning Abgout
Correctional Planning Issues

=

The person responsible for operating the jail in most California counties is the sheriff,
While we will use the term *sheriff” for this role, it could also be filled by a director
of corrections, chief of police, or chief probation officer. In most cases, a subordinate
is designated as ““facility manager’’ and runs the jail on a day-to-day basis.

Finally, the “jail” itself. We use this term loosely to denote any secure place where
people are detained. It is important to remember, however, that there can be a wide
range of specialized detention (or “corrections’’) facilities, including:

o Intake (or short term holding) facilities.

o Pretrial detention centers,

o Sentenced facilities of various security levels such as honor farms or camps).
o Women'’s facilities.

o Special mental health or substance abuse units,

o Pre-release facilities,

o Multifunctional jails.

We have organized the planning process into five major phases which correspond to
the five handbooks in this set. For an overview of the process, refer to the chart of the
“’Corrections Planning Process.”

Corrections, Set up Profite Establish Facility
Standards & Participatory Population & Needs Fg Development
Legalities Planning Programs ] Process
Operations, identify Document Evaluate Facility
Design & Problems CJ System Facilities Programming
Costs Q i r
Sources & Develop Mission Evaluate Consider Site Analysis
Resources Statement & 2 Alternatives Consalidation & Planning
Action Plan Other Options
%7 7 hvd
Select Document Trends Determine Costs On-Going
Consultants - & Project & Funding Management
Capacity
Convert Select
Projections Feasible H
Option
A
Docuivient
Results a
& <7
No Need to Build
or Renovate
Can't Afford
o Imp! @_

The first step for most participants in the planning process is to acquaint themselves with
the major issues involved in corrections. Handbook One presents an overview of many
of these issues.
Phase One involves;
o Learning about how corrections and the justice system work.
o Understanding the demands made by correctional standards and other legal
requirements.
o Becoming acquainted with recent trends in corrections operations and facility
design.
o Becoming aware of the significant costs involved in building and operating
correctional facilities and of the role of planning in controlling those costs.
o Finding out about sources of information and help.
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Phase Two: The First Planning
Steps

Phase Three: Gathering,
Analyzing and Interpreting Data

Phase Four: Feasibility Study

Phase Five: Facility
Development

Phase Two includes the activities which are necessary to begin the planning process.

These activities involve:

o Setting up a participatory planning structure. Reviewing the history of the project
and identifying current problems.

» Setting goals and objectives for corrections.

» Preparing ““action’” plans for solving problems.

o Selecting a planning consultant, if one will be used in the next phase.

Phase Three involves finding out what has happened in your correctional facility. in the
past—for example, who has been jailed, why and for how long—and projecthg what
is likely to occur and what your county wants to occur in the future, Data gathering and
analysis are technical tasks which will be done by “experts’’ (county staff or Fc?n?ult-
ants). On the other hand, many critical policy decisions concerning how the jail is to
be used and which kinds of programs and alternatives may be acceptable or desirable
for your county will have to be weighed by citizens and elected officials.
Phase Three tasks involve:

o Developing a profile of your county’s jail population and programs.

o Documenting the operation of the ““justice system’’ in your county (crime, law
enforcement, prosecution, courts, probation, etc.).
Identifying key issues in terms of how justice system operations affect the county
jail.
Considering a range of ‘‘alternative’ programs (other than incarceration) which
may be desirable or necessary in your county.
Documenting the trends in population growth, crime and incarceration rates
which will affect your county’s future need for jail beds and other programs.

o Projecting needed jail beds and programs for the next five, ten and twenty years.

By the end of Phase Three, your county will have developed a clear picture of its

future correctional needs.

o

L]

In Phase Four, corrections needs are translated into facility requirements, ways of
satisfying those requirements are considered, and a feasible approach is identified. Like
Phase Three, these tasks are done in part by specialists and in part by citizens and
elected officials. Phase Four tasks include:

o Establishing a preliminary estimate of facility needs,

o Evaluating the potential of existing facilities for continued and future use.
Developing a range of options for facility development.
Considering the possibility of sharing a consolidated or regional facility with
other jurisdictions.
o Calculating the construction and operating costs of proposed facifities.
o Exploring potential funding sources for facility construction.
o Selecting the best—and most feasible—facility option.

In Phase Five, you will be involved in designing and constructing (or renovating) a
correctional facility if the earlier phases showed it to be both needed and feasible. Some
of the focus will shift to the facility operators; however, input, review and approval from
citizens and elected officials will still be required. Phase Five activities include:

o Overview of the facility development process.
o Facility programming and design.

o Site selection.

o Selecting and working with an architect.

o On-going project review and coordination.

()
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Options for Counties
With Differing Needs

’

Option 1: Little Change or
Expansion Anticipated

Option 2: Recently Completed
Needs Assessment Study

Option 3: Immediate Fire and
Life Safety Problems

Option 4: Possiblity of Shared
Facility

Participants in the
Planning Process

Board of Supervisors

Each county has special needs depending on its size, its particular problems, and its
available expertise and resources. Because of these variations, your county may use
some sections of these handbooks and skip otheys.

Thus, there are a number of options in the planning process depending upon your
county’s starting point and where it is heading.

You may intend to make only minor changes on slight additions to your current facility
and think, therefore, that a full needs assessment is unnecessary. However, you should
review the reasons given earlier for doing a needs assessment. Some may well apply
to your county. These handbooks are designed to help you develop much useful
information and considerable local support for your jail.

If your county has completed a corrections system needs assessment study within
recent years and is considering whether to update it, you compare each of the phases
and steps presented in the handbooks with the kind and quality of information you
already have. You will need to evaluate whether the information is still valid. If more
work is needed, follow the steps as indicated.

If your jail faces certain immediate problems such as fire and life safety deficiencies,
overcrowding, or court order, turn to Chapter 4.2 for immediate help in evaluating your
facility. Once the curren: problem is resolved, start the planning process at the begin-
ning.

For certain counties, particularly small ones, and for certain special groups of prisoners
(mentally disturbed, sentenced, women, and others), consider a regional or shared
facility. If such a possibility exists, your county should explore it at once since many
tasks will need to be coordinated between jurisdictions. Read Chapter 4.4 before
starting on other tasks even though you wont have all the information you need to make
a final decision until much later. Be sure that other potential cooperating counties or
cities also embark on the needs assessment process and that you establish a means of
coordinating your efforts.

Many people—each with his or her own particular interest, expertise and level of
involvement—will be involved in the planning process at one stage or another. The
overall organization and specific roles of various actors and groups are detailed in
“Participatory Planning’ (2.1). Some people will follow the sequence of steps from
beginning to end. Some will have an overview with less direct involvement. Others will
be called upon from time to time to perform particular tasks or advise on particular
issues. The following brief descriptions are intended to help each participant start the
process with a basic understanding of what is expected.

The Board of Supervisors plays a crucial role in local corrections planning. The Board
represents the interests of county citizens by seeing that local law enforcement and
detention services are adequately funded. At the same time, the Board must assure that
they are provided in a cost-effective way by the sheriff who is directly responsible for
detention and corrections.

Specific duties of the Board in the needs assessment process include;
o Establishing an Advisory Committee and selecting its members.

o Issuing a directive to county staff to carry out the planning study (or to hire a
consultant).

o Funding the project manager (and perhaps other staff positions) as well as other
project expenses.

o Input to and review of policy issues as they develop.

Review and approval of major reports produced in the process.

Ratification of selection and contracts with any consultants used in the process.
Authorization of capital and operating costs for detention facilities and programs.
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Sheriff and Corrections Staff

Project Manager

The Planning Team

The Advisory Committee

Representatives of Criminal
Justice Agencies

Consultants

With immediate responsibility for detention and corrections, the sheriff plays a critically
important role in the planning process. The sheriff is in a sensitive position, particularly
when others question the way things have been done in the past and suggest how to
do them in the future. The difficulty can be aggravated by inviting comments from
“outsiders’’ from the community and other agencies as well as by having to gather and
digest extensive data. The process can only succeed with the sheriff’s support and active
involvement from beginning to end. Sheriffs who have not used these techniques before
have been surprised to find that justification and support for their difficult work became
stronger than ever before.

Corrections staff also has a great deal to contribute, both in time and ideas. Staff will
carry out the results of the process much more enthusiastically if it has been involved
in its development. A fulltime corrections staff person should be assigned to this project,
perhaps as project manager, to provide liaison with the jail and the rest of the depart-
ment. in addition, other corrections staffers in detailed operations and facility planning
should be involved.

The project manager will be a pivot of the entire project—a person who will always
know what is going on. The project manager will attend all group meetings, will convene
the Planning Team and be staff to the Advisory Committee. He or she should also sit
in on all task force meetings. Duties will include coordinating and scheduling activities,
serving as contact and spokesperson, and documenting the results of each planning
activity.

Made up of individuals with corrections, justice and general planning experience, the
Planning Team will carry out most tasks detailed in these handbooks. Specialized tasks
such as data collection or site analysis may be delegated to a task force or be accom-
plished by the team as a whole. The team will repoit to the Advisory Committee and
the Board of Supervisors.

While some Advisory Committee members will already be familiar with correctional
planning issues, others will be invited to participate because of their concerns or
representation of important community interests. Widespread participation in planning
is important because the jail belongs to the community it serves, not just to the sheriff
or jailers, The kind of jail your county builds and the way it is used (that is, who is held
there and for what reasons) is as much a reflection of community values as it is of state
or federal law.

The planning process is rather long and involved, yet rewarding when it produces
effective results. A great deal will be asked of Advisory Committee members in terms
of time and thought, (especially for unpaid representatives of the public or community
based organizations). it will, however, be a worthwhile investment in learning about
corrections and contributing to the community.

Justice agency representatives will be asked to serve on the Advisory Committee or
Planning Team. Since each justice agency has a significant impact on corrections, this
input and expertise will be of great value in the planning process. Police, courts,
prosecutors, defense attorneys and probation departments all make a myriad of deci-
sions that influence who goes to jail and for how long. Thus, representatives’ ability to
speak for their agencies is very important.

Some counties will hire consultants to help with certain tasks. Chapter 2.5 provides
guidance in selecting and working with consultants. A variety of consultants may be
considered, .but the major ones are corrections planners (for early steps) and ar-
chitects/engineers/construction managers (for later steps). Consultants may have mi-
nor or major roles. In any case, the county and its corrections staff must control the
planning process. Whether or not consultants are used, the process will be the’same
and will require considerable involvement from the county.
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Special Task Forces

Planning to Plan:
Allocating Time and
Resources

Figure 1.0-2: Planning Timetable

Task force members will have special duties at various
process. More detailed information on
the chapters dealing with each subject.

Special task forces can be involved w
selection, data gathering and analysis,
and fund raising.

i points in the corrections planning
the functions they may fulfill can be found in

ith’such activities as consultant and architect
facility evaluation, cost analysis, site selection,

Two conflicting conditions of corrections planning must be reconciled:
o Good corrections planning takes time.
» You don't have that kind of time,

opl‘;;?ngrgizt;es on(cor;ecti??al planning can be severe. They may range from severe
ems (such as life safety deficiencies or i

deadlines o pme e sa ci overcrowding), to court orders

grant applications, or anticipated inflation i i ;

hich tan rerng grant o ation in construction costs

percent erosion in what a dollar will buy f

Thus, it is easy to understand i 55 hat starteq a0

why, once the planning process has i

. started, people will

be very anxious to proceed. Unfortunately, numerous counties have had éo sta?t over

after too hasty beginnings. G i izati i
after g gs- Good planning and organization at this stage will save time

How much time does corre
ribbon cutting ceremony, a ne
While much of this time j

ctions‘ .planning take? From the start of planning to the
w facility can take from three to six years to complete,

Phase ! (Issues}.

1 month

(Concurrent with Phase Il)
Phase 1l (First steps): 1-5 months
Phase IIl (Needs); 4-12 months

(Start during Phase 1)
Phase IV (Feasibility): 2-6 months

(Start during Phase i)
Phase V (Architectural design): 4-12 months

(Construction): 9 months-3 years

your ability to overlap tasks, the level
ment and in the community at large,
encounter. Finally, the amount of time
will have a major effect on how long
appoint a full time project manager an

The time required by your county’s project will depend on its scope and compiexity

of controversy anticipated within county govern-
and the number and length of delays you may
,.attention and resources devoted to the project
it will take. The county should be prepared to
d sufficient staff to carry out the planning tasks.
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Description of the
Criminal Justice System

To control the progress of the project, the project manager should at the qu}set
establish a schedule that is realistic in terms of providing sufficient review and de.c15|on-
making time. It may need to be revised periodically as the actual complgtion time of
tasks become known. Experience suggests that schedules are only revised in one direc-

The criminal justice system is a mechanism charged with minimizing and dealing with
criminal behavior. It encompasses all levels of government and is comprised of three
major divisions: law enforcement, the courts, and corrections.

tion: longer!

We hope that you will find the information presented in these handbooks to be of

help in your community.

Thus, as your county begins t

of you: GOOD LUCK!

his exciting and difficult planning project, we wish all

I

Governmental Responsibility

Routes Through the Criminal
Justice System

Criminal justice components are in all four sectors of governmental responsibility: cities
and towns, counties, the state, and the federal government. We will focus on those
which are the province of counties and, secondarily, cities and towns.,

Law Enforcement. On the local level law enforcement is undertaken by city police and
county sheriffs’ departments which are primarily responsible for investigating offenses
and apprehending suspects.

Corrections. Local corrections involves detaining pretrial defendants and carrying out
sentences such as incarceration, probation, community treatment, or restitution. Cor-
rections’ personnel includes police and sheriffs’ departments’ detention staffs, probation
and parole officers, and work furlough and community treatment staff.

Courts. In California, there are three kinds of local courts. Municipal and justice courts
have jurisdiction over misdemeanors, including traffic offenses, while superior courts
are major trial courts for felonies and some misdemeanors. The courts’ responsibilities

center around setting bail, hearing motions, holding trials, determining guilt or inno-
cence, and sentencing convicted offenders. '

There are numerous possible routes for defendants and convicted offenders within the
criminal-justice system. The route taken and the speed of travel depend upon many
variables, These include the type and severity of the offense, personal and historical
characteristics of the offender, available pretrail options, and available sentencing op-
tions for those who are convicted. Numerous officials, including police officers, booking

officers, district attorneys, judges, and probation officers, take part in determining
individuals’ routes.
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Justice System and Correctional
Goals and Objectives

The Criminal Justice Process

Many offenses take the defendant along a route through more than one governmental

_sector. For example, a city patrol officer may apprehend a felony suspect who may be

detained and tried in county facilities but sentenced to a state correctional facility.
To more fully explain the justice system, the next sections discuss its goals and the
means—or processes—through which it tries to achieve them.

There are many goals and intentions of the justice system. Some are listed below.

o To protect people from being victimized.

o To deter, reduce, and prevent. criminal activity; to discourage people from
violating the law; to lower the incidence of crime.

o To apprehend and (when necessary) detain suspects.

To carry out justice ; to be fair to all parties (victims, alleged offenders, society).

o To determine the innocence and guilt of defendants.

« To determine and carry out appropriate measures to deal with convicted
offenders, including incarceration, probation, fines, community service, or resti-
tution.

L sking specifically at detention and corrections, some often-stated goals are as
follows:

o To assure that accused offenders appear in court .

o To punish convicted offenders (“revenge’’).

o To rehabilitate , reform, educate, reintegrate or “correct” convicted offenders.

o To deter crime through providing undesirable consequences such as incarcer-
ation that potential criminals may wish to avoid and by immobilizing potential
criminals (“’keeping them off the street”).

» To exact restitution or repayment to society and individuals who have been
harmed.

(Correctional goals and objectives are developed in Chapter 2.3.)

The criminal justice process varies according to type of offense and decisions made by
the local agencies.

The “Criminal Justice Process” graphically describes the major routes with the fifteen
steps. To simplify matters, the chart presents a generalized version of the process.

Major law enforcement and court activities are indicated in the middle column, and
generally, are chronological. Opportunities for temporary or permanent release are
indicated by arrows pointing to the right column. Activities requiring detention and
corrections facilities are shown in the left column.

1. Offense Is Committed and Reported. An individual becomes involved with the
criminal justice system in three ways. A law enforcement officer observes an offense
being committed; a victim, witness or other interested party reports an occurrence, and
a warrant for the suspect’s arrest is issued; or an investigation by law enforcement or
the district attorney points to the alleged offender, and a warrant is issued.

2. Initial Contact. When law enforcement officers come into contact with a suspect,
they may take one of several possible actions:

« If the offense is not considered serious or the officer believes prosecution is
unlikely (and if a warrant has not been sworn out), the officer may warn and
release the suspect.

o An officer may issue a field citation or summons to an alleged offender. This
charges him or her with an offense without necessitating arrest and booking, but
requires that he or she appear in court and/or pay a fine. Field citations are used
for a variety of infractions and misdemeanors. (In California, see Pena! Code
(P.C.) 853.6.)

« An officer may bring a suspect to the police station or sheriff's office, where a
station house citation may be issued. Like a field citation, a station house
citation is frequently used for alleged misdemeanants and results in releasing the
defendant upon his or her signing a promise to appear in court.
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Figure 1.1-1: The Criminal Justice Process

o Officers may refer a suspect to a diversion program if one is available, or to
optside services and resources such as substance abuse programs. A few éalifor—
nia counties have detoxification centers for this purpose. (Late in the process
prosecutors and judges can also refer defendants to diversion programs.) '

¢ Or, officers may arrest a suspect and take him or her into custody to insure
appearance in court.

3. Booking. Upon arrest a suspect is escorted to the city or county jail {depending
upon offense and jurisdiction) and booked. Booking consists of the police or sheriff’s
department recording the defendant’s name and alleged offense; checking criminal
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records; and fingerprinting, photographing, interviewing and holding him or her. After
booking, the booking officer may issue a citation release or move the prisoner on to
intake.

4, Intake. In the detention facility, the accused is classified, screened, evaluated, and
may be medically examined and diagnosed. This process determines whether or not
the suspect should be detained, and, if so, where he or she should be housed, and
whether immediate medical attention is required. The detainee’s clothes and posses-
sions are usually taken, and institutional clothing is issued.

5. Consideration for Bail or Release on Own Recognizance (OR). An arrestee
may be released from detention until his or her court appearance on bail or an own
recognizance release program. Release on OR is based on the probability of the defend-
ant appearing in court. As no relationship has been shown between success on OR and
type of offense, California OR programs are ‘‘chargeblind’’ except for several capital
offenses. The primary selection criteria usually include prior criminal history, stability
and ties in the community, and employment at the time of arrest. Some OR programs,
referred to as “‘supervised OR,"” are more structured and may require reporting to a
court official, counseling, or engaging in other activities that help insure that defendants
appear in court.

There are several variations of release on bail or bond. A person charged with a
misdemeanor or felony may post the entire amount or, as is most often the case, pay
a bonding company a nonrefundable percent of the bail while the bonding company
guarantees the entire amount. An arrestee charged with a misdemeanor may participate
in a 10 percent bail program that requires a deposit of 10% of the bail with the court.
When the defendant appears in court, aimost all of this money is returned. The amount
of bail is intended to be commensurate with the seriousness of the offense and the
defendant’s likelihood to appear in court. Failure to appear in court may result in
forfeiting bail.

6. Pretrial Detention. Following intake, offenders who are not likely to be released
within a relatively short period of time are assigned and escorted to pretria! detention
quarters.

7. Court Screening and Arraignment. The prosecuting attorney reviews the case
to determine whether charges should be pressed. This process may involve reading
police reports, interviewing arresting officers, and speaking with witnesses and victims.
Armed with pertinent case information, the prosecutor decides to prosecute, defer the
case, or drop charges.

If charges are deferred, the defendant is released but may be required to enter a
diversion program consisting of some combination of counseling, psychological treat-
ment, job training, or restitution. Generally, successful completion of the diversion
program is necessary for charges to be dropped.

If the case will be pursued by the prosecutor, the accused is brought before a
magistrate who scrutinizes the legality of the arrest and insures that the defendant
understands his or her rights.

If bail or OR release has not already been achieved, these release options may be
considered in court. A defendant who is not released by a station citation, OR, or bail
is detained in a county detention facility. (The accused chooses a defense attorney or
is assigned a public defender. Complaints are taken to the local municipal or justice
courts where arraignment is conducted by a judge or magistrate.)

In a misdemeanor case, the arresting officer and prosecutor appear with the accused
before a judge. The judge clarifies the rights of the accused and reads the formal
charges. Next, the judge calls for a plea. If the accused pleads guilty, the judge may
sentence him or her immediately. If the accused pleads not guilty, a trial date is assigned.

in a felony case, a municipal or justice court judge determines whether the accused
is to be released or detained. Preliminary hearings are ordered, bail is set, and the case

may be bound over to the superior court.

8. Preliminary Hearing. The purpose of the preliminary hearing is to determine
whether there is sufficient evidence to proceed with adjudication of the charges. After
examining the evidence to establish probable cause, the judge or, in some cases, the
grand jury, has four options:

o The judge can hold a defendant for trial. If a misdemeanant pleads guilty, '

sentencing dates are set allowing time for presentence investigations. If the
accused pleads not guilty, the case moves toward trial.

t <)
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o If an accused felon pleads not guilty, he or she is bound over to superior court,
for arraignment and trial.

o A judge can reduce charges and request a plea to the reduced charge.
e A judge can dismiss charges and release the' defendant,
9. Pretrial Proceedings. Prior to the trial, possible legal proceedings are numerous:

o Motions initiate or challenge procedural steps. They can be entertained before
or during a trial. There are many kinds of motions, including those to suppress
involuntary confessions, to ask for a new trial, to adjourn or postpone a case,
to sever a codefendant, to change venue (move trial to another county), to seek
a competency hearing, and discovery motions (for disclosures of information by
one party), :

Pretrial hearings serve to clarify issues and stipulate facts, by scrutinizing
records such as medical reports. As a result of this information review, a case
may move in one of three directions. One, the prosecutor may discover that
there is not sufficient cause to prosecute and drop charges. Two, the defendant
and defense attorney may realize that there is an overwhelming likelihood of
being found guilty and decide to plead guilty or to plea bargain. Three, the
pretrial hearings may not affect the direction of the case, and it may continue
on course,

* Negotiation/plea bargaining may occur anytime after arrest. The defense and
prosecution try to reach a compromise. The defense attempts to have the
charges reduced in seriousness and number. The prosecution attempts to secure
a conviction by agreeing to press a lesser charge if the accused will plead guilty
t(:1 it. Generally, the result is that the accused does plead guilty to the lesser
charge.

10. Trial. If charges have not been dropped and if the defendant { as not pled guilty
to the original or negotiated charges, the case is heard. The defendant can choose to
be tried by a judge alone or with a jury.

Trials begin with both attorneys making opening statements concerning the issues of
law that they intend to prove. Evidence is presented; witnesses are heard, and motions
may be submitted. Firally, the judge or jury deliberates and decides whether or not the
defendant is guilty as charged. Before the judge or jury reaches a verdict, a motion for
acquittal may be filed.

11. Pre-Sentence Reports. Most convicted defendants remain free on bail or on
own recognizance release until they are sentenced. It is assumed that good risks before
trial continue to be good risks until sentenced.

For all cases awaiting sentencing in superior court, a presentence investigation report
is prepared by the probation officer. In the lower courts the judge or the defendant may
request a presentence report. The probation officer interviews the defendant, persons
close to him or her, neighbors and employers, and other collateral sources. The defend-
ant’s criminal history is reviewed and a comprehensive report and sentencing recom-
mendation is submitted to the court.

12. Sentencing. While either a judge or jury may find a defendant guilty, only the
judge determines the sentence. For most felonies, definite terms are prescribed by law.
There may be options to lighten or increase the sentence based on factors such as
criminal history and whether the defendant was armed. Greater discretion is possible
for misdemeanors and less serious felonies.

Probation—with or without jail time—is the most commonly given sentence in Cali-
fornia. Recently, about one-quarter of convicted felons were sentenced to state prison.
Judges also sentence offenders to serve time in jail or to alternative programs within or
outside of institutions. Sentences—or their imposition—may also be suspended under
certain circumstances. (See ““Wider Variety of Consequences and Alternatives’” later
in this chapter as well as chapters 3.2 through 3.4).

13. Postsentence Proceedings. After the defendant is sentenced, several legal op-
tions remain. Motions may be filed for a new trial or reduction of the sentence. A judge
can deny posttrial motions, leaving the defendant the option to appeal the conviction,

To appeal, the aggrieved party files a notice of appeal with the lowest applicable
appellate court. Then, attorneys for both sides file and exchange briefs and orally
present arguments to a panel of appellate court judges. Judges discuss the case, reach
a decision, and issue an opinion.
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Figure 1.1-2: Dispositions of Felony Arrests
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while a misdemeanant convicted in municipal courts or justice courts may appeal
his or her case in the county superior court, the appellate process is used much more
often in felonies. Five California court of appeal districts handle appeals of felony
convictions. The final appeal options for convicted felons is the California Supreme
Court and then the United States Supreme Court if a matter of federal law is presumed.

14. Serving Sentence. A person convicted of a misdemeanor or a minor felony may
be sentenced to a county detention facility, usually for less than one year. A person
sentenced for a major felony remains in a county facility until transferred to a state
correctional facility. A felon appealing a conviction may remain in a county detention
facility until the case is reheard. One who receives probation and violates its terms may
have it revoked and serve the remainder of the sentence. Similarly, one who receives
a suspended sentence and violates its conditions may have the original sentence activat-
ed,

15. After Completion of Sentence. Upon completion of sentence, the offender is
processed out of detention, probation, or an alternative program and has no further
obligation to the criminal justice system. He or she returns to the community.

it is widely recognized that many ex-offenders have a difficult time “making it" and,
consequently, revert to criminal ways, An ex-offender is most likely to commit a new
crime during the 12 months following the completion of a sentence. An ex-offender may
return to find home, family, friends, and job gone. He or she may need job training,
employment, housing, and help solving personal and family problems. Assistance in
these areas may be provided by county mental health, housing, and education depart-
ments, but too often the ex-offender is not aware of these services. In some instances,
help is available through the sheriff’s department, probation, or county corrections

1.1 Corrections and the justice System
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Problems and Trends in
Criminal Justice and
f Corrections
f Crime Patterns
. Who Is Incarcerated
: :}J’/

department, Additionally, private nonprofit ex-offender programs such as Project JOVE
and Friends Outside provide assistance during this often difficult transitional period.

One issue facing society is whether there is a benefit or a duty to provide more
extensive re-entry assistance. There is a point of view that such re-entry assistance could
make significant inroads in the cycle of arrest, incarceration, and rearrest.

Crime appears to be changing in both incidence and type. In 1980, the arrest rate rose
11 percent, while the reported crime rate increased 10.1 percent in California (Califor-
nia Department of Justice, 1980, 1981). Crimes against people, which the public seems
most concerned about, rose 12 percent {“Crime Rise Biggest Since ‘74 Recession”).
Nationally, more than 24 million households—about one out of every three—were
touched by crime, mostly theft. Looking at the longer term, this percentage of “victi-
mized" households has fluctuated little since 1975 when similar statistics were first
collected (U.S. Department of justice, 1981a).

Some criminologists argue that the crime rate is not increasing. They claim that crime
rates appear higher because of an increase in crime reporting due to better and more
law enforcement and improved, mandatory record keeping systems. Some argue that
if the crime rate is rising, it may be temporary, cyclical and due to the economy or the
“baby boom.” (Doleschal).

While we cannot predict whether the crime rate will stabilize or escalate, we can be
fairly certain that the incidence of crimes against people and property is likely to
continue to be high.

In planning a jail facility, many issues arise about which persons and how many of them
are incarcerated. These issues are often matters of fundamental social justice and public
policy so far-reaching that they cannot be significantly influenced by decision makers
in one county. For example, criminologists have stressed that “‘white collar”” criminals
are less likely than other offenders to be apprehended and incarcerated. Differential
access to legal and other assistance results in jail populations disproportionately con-
stituted of poor and minorities,

It is beyond a jail's responsibility and capability to resolve whether such outcomes
are just, let alone to correct them when they are deemed unjust. Yet, consideration of
these issues may influence the programs and services planned for a jail and may effect
other policies through which county officials determine who goes to jail.

Of all western industrial nations, the United States incarcerates the highest percentage
of its population (Herbers). [n 1977, for example, the U.S. imprisonment rate was 244
per 100,000 people, while most other western countries had rates less than 100, The
incarceration rate in Scandinavia was as low as 18 per 100,000 {Doleschal).

Although the average stay in prison is considerably longer than in jails, far more
people spend some time in city and county jails. In the midseventies, jails held between
three and four million people annually, as much as 35 times the number entering all state
and federal prisons {Goldfarb). ’

Recently, 158,394 inmates, or 76 per 100,000 people, were in this country’s 3,493 jails.
In California, the jail incarceration rate was considerably higher: 26,206 inmates, or 120
of every 100,000 were in the state’s 135 jails on an ““average” day (U.S. Department
of Justice, 1981b).

Some criminologists believe that U.S. incarceration rates are unnecessarily high. They
point out that more than two-thirds of prisoners in jails are detained for nondangerous
and nonassaultive crimes and agree that such offenders could be incarcerated at a far
lower rate (National Council on Crime and Delinquency).

As the population of prisons and jails has swollen, the “typical”” offender has also
changed. Current offenders are more aware of and vocal about their rights than in the
past. In addition, there appears to be more violence in jails and prisons. Opinions differ
about the causes and scope of this violence. Some believe the offender entering jails
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Growing Public Awareness and
Demands for Change

and prisons is more prone to violence than in the past. Others argue that crowded
conditions and other problems in the jails stimulate violence and hostility. . .

Regardless of who commits crime, the characteristics of jail populatic?ns remain P
virtually the same as in the past. Overwhelmingly, they are poor, and mino'rlties. .Man.y
badly need social services which are unavailable or difficult to find—until a crime is
committed (Doleschal). .

One especially significant trend in jail populations is that a larger portion is prone to
mental iliness. This may be largely due to the trend in mental health toward ‘‘de-
institutionalization’’—removing people from mental hospitals and placing them in com-
munity treatment facilities or discharging them with insufficient support. Consequeptly,
many receive insufficient treatment, and many are arrested for crimes symptomatic of
their illnesses. The end result is that many of the mentally ill are “criminalized”’; they
have moved from the mental health system to the corrections system (Whitmer),
Mental health and corrections professionals strongly agree that jails are poorly suited
to treat the mentally ill. Yet, with the mentally ill, as with chronic public inebriates and
substance abuse, the jail tends to become the placement of last resort because other
resources are limited.

The news media reports frequently and often sensationally on crime and problems in
correctional institutions. Thus, most people are acutely aware of crime, whether they
experience it directly or not. Due to this exposure, some criminologists contend that
the perceived amount of crime far exceeds the actual level of crime,
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Wider Variety of Consequences
and Alternatives
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The degree to which citizens worry about crime varies from locale to locale. A U.S.
Department of Housing and Urban Development rurvey found that 72 percent of urban
dwellers believe crime is a “/severe problem,” a higher percentage than for any other
problem examined. However, only about 20 percent of suburban residents and about
15 percent of inhabitants of towns and rural commuynities considered crime to be a
severe problem (U.S. Department of Justice, 1981b),

Whatever people’s perceptions of crime, there is disagreement about how society
should respond, While many citizens and criminologists advocate harsher penalties
including longer sentences, others are pushing for lighter punishments, Citing research
that indicates that there is no relationship between length of imprisonment and recidi-
vism, some criminologists advocate short sentences. They believe resources should be
allocated to attacking the root causes of crime: poverty, racial discrimination, lack of
education, broken homes, and unemployment (Gillam).

In the search for more effective and economical solutions to crime, alternatives to many
traditional criminal justice system practices have been tried recently to expedite justice,
reduce costs, and lower recidivism. Some alternative programs are briefly described
below. These and others are discussed in Chapters 3.2, 3.3, and 3.4.

At initial contact, besides the traditional methods of arrest or issuance of field and
station house citations, specially trained law enforcement officers may mediate. For
example, when neighbors report a domestic disturbance, officers can talk with the
parties and work out conditions acceptable to both. This method keeps persons who
commit minor crimes out of the correctional system, at least temporarily.

In addition to release on bail, programs such as own recognizance (OR), super-
vised OR, 10 percent bail, and other liberalized bail programs may be cornsidered.

Various types of pretrial diversion programs are often available, including media-
tion centers and other nonprosecution alternatives to arrest.

Other approaches to diverting offenders from the judicial process include temporar-
ily suspending prosecution for defendants charged with certain types of offenses who
agree to participate in a program such as counseling or vocational assistance. Dismissal
of charges is contingent on the successful completion of the program. One objection
sometimes made to this is that, in a sense, people are sentenced without having been
tried.

Using a similar method of handling cases outside of the courts, Yolo County experi-
mented with “‘unofficial probatior.” Juvenile delinquents who admitted guilt were
placed on probation without adjudication (Greenberg, p. 114). Like temporarily sus-
pended prosecution, unofficial probation has been critized for possibly violating peo-
ple’s rights.

The greatest number of both traditional and innovative alternatives within the correc-
tions process come at sentencing. Offenders can receive suspended sentences; these
specify imprisonment for a specific length of time only if terms are violated, for example,
by committing another crime.

Although probation per se is not new, there are now a number of variations, includ-
ing more intensive versions and those which incorporate educational programs,

As part of probation, offenders may be sentenced to pay fines to the county and/or
restitution to the victim. Some jurisdictions have established restitution centers which
are similar to work release centers except that a portion of the money that the offender
earns goes to the victim. Restitution to victims has been proven to be far less costly and
more effective than imprisonment for most nonviolent offenders (National Council on
Crime and Delinquency).

Offenders charged with non-serious and non-assaultive offenses can also be sen-
tenced to community service programs,

Another sentencing alternative outside of correctional institutions is the community-
based program. These range from all day—every day to an hour or so a week. Some
are designed for a particular problem (such as alcoholism), while others are geared to
a particular offender type (such as first offenders) or offense (such as driving viola-
tions). In Alameda County, a successful work-oriented community service program
operates through non-profit health and welfare agencies (National Council on Crime
and Delinquency).
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Pressure for Constitutional and
Humane Treatment of Inmates

Even with determinate sentences, judges have some discretion over the length of
sentences to institutions for many offense types. Since longer sentences tend to mean
more crowded jails and prisons and more public expense, it is importaiit for counties
to be clear about their purposes for incarceration. Studies that relate length of incarcera-
tion with post-release outcomes should be reviewed (Kassebaum; Kolodney).

Judges also have discretion over types of sentences to institutions; they can sentence
certain individuals to serve weekend sentences, or ““days only.” Judges can also
recommend (but not sentence) offenders to work release programs.

For offenders who apparently need to be confined or closely supervised but for
whom jail seems inappropriate, judges may use alternative institutions. Offenders
who suffer from a common malady such as drug addiction could be sentenced to a
facility like the Los Angeles halfway houses for male narcotics addicts (Berecochea and
Sing). Other institutions can serve pre-releasees, work releasees, those in restitution
centers, first-time misdemeanants, and so forth. To date, such programs have been most
often used for juveniles and young adult offenders. The California Youth Authority has
experimented with several approaches including minimum security forestry camps and
inner city community treatment centers.

Correctional programs within local correctional facilities vary widely; still, most
convicted offenders have minimal exposure to them. Such programs are less common
in local correctional facilities than in state and federal correctional facilities, largely
because of the philosophy that less can be learned during shorter sentences and that
constant turnover of inmates makes it difficult to offer medium or long term programs.
Institutional programs may include academic or vocational education, which may
involve work for the jail, such as cooking. Counseling programs may include individual,
group, pre-release, self-help, religious, problem-oriented (such as alcoholism, drug
abuse, criminal behavior) counseling and may be led by staff, inmates, staff from other
agencies (e.g., mental health) or volunteers (e.g., Alcoholics Anonymous).

County Parole, similar to probation, can also be structured to serve particular needs
and objectives of your county.

Although re-entry programs are recognized by criminologists as among the most
important in the criminal justice system, they are often inadequate or’ non-existent.
Releasees from prisons and jails are often in dire need of assistance to ‘‘get back on
their feet.” Many need help with housing, employment, education, and a wide array
of personal and family problems. However, ex-offenders in many areas experience
difficulty obtaining help during this crucial period. As lack of assistance during re-entry
is one factor that affects recidivism, it may be cost-effective for jurisidictions to develop
or expand re-entry programs.

Alternatives to incarceration have been—and will continue to be—controversial. On
the one hand. aiternatives can help to control incarceration levels and reduce pressures
for costly jail construction and operation. In addition, alternatives create a wider variety
of sanctions and greater flexibility of response to criminal convictions. On the other
hand, alternatives often “widen the net”” without actually reducing jail populations; they
can create new forms of control over persons who previously had limited contact with
the criminal justice system.,

Thus, in jail planning, careful attention should be given to the intended consequences
of alternatives and to avoiding the pitfalls of unintended—and costly—consequences.
Once implemented, on-going monitoring of alternatives is crucial to ensuring that their
impact is as intended.

Studies of local correctional facilities indicate that conditions and treatment affect
inmates. For example, overcrowding has been shown to seriously increase stress and
affect health and behavior (McCain). Conditions in institutions have been related to
inmate disturbances, violent incidents, and desocialization.

Armed with these studies, organizations such as the Committee Against More Prisons
(CAMP) and the American Friends Service Committee (AFSC) have long criticized
correctional systems and facilities. They have been instrumental in rousing public
awareness of institutional problems such as overcrowding,

Other segments of our society, including the courts, are seeking better treatment of
offenders from arrest to discharge. Often class action suits instigated by inmates at one
facility affect inmates at all facilities within the state or other states. At one time or
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Re-evaluation of Punishment
and Rehabilitation

another many jails and more than half of all the states’ penal systems have been ruled
unconstitutional by the courts due to overcrowding, double celling, and “inhumane’’
conditions. The legal issues and directions required by standards are treated in more
depth in Chapter 1.2
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Inevitably, those involved in jail planning efforts bacome involved in discussions of the
merits of “punishment vs. rehabilitation.” This is a perennial, and perhaps unresolvable
issue. During the past couple of decades, rehabilitation or “correction” of offenders was
a much stressed objective; for both correctional institutions and alternatives to incarcer-
ation.

Recently, the pendulum appears to have swung back toward punishment. The Cali-
fornia Legislature, for example, changed the Penal Code in the late 1970's to state
directly that the purpose of imprisonment is punishment.

What constitutes “punishment?”’ To remain consistent with professional, humanitar-
ian and legal requirements, loss of liberty—in and of itself—is punishment. Further
deprivation or degradation could be expected to embitter prisoners, almost all of whom
will return to socisty.

And what about “rehabilitation?’” Although currently out of vogue,” some argue that
rehabilitation has never been tried with the kind of resources needed to really test it.
Others point to programs which “work’’ for some offenders (Michelmore).
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Spiraling Costs of Corrections
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The sheriff or director of corrections of your county is responsible for caring for and
protecting the rights of every prisoner in your jail. This means providing for such basic
needs as safety, shelter, food and medical care as well as the mare difficult to define
guarantees of the U. S. and California constitutions to rights such as privacy. A number
of specific laws, regulations and standards also apply to the operation of a jail. As with
all matters of law, the county should confer with its legal counsel. This chapter, howev-
er, provides an overview of the issues involved.

““Standards” include a range of guidelines for how correctional facilities should be
designed and operated. These have been developed by state and federal agencies as
well as professional groups to improve correctional practices. While not legally binding,
they often form the basis for court judgments or governmental funding decisions. “Legal
(or constitutional) requirements” refer to legally binding state statutes and case law
definitions of constitutionally mandated rights of inmates to particular conditions or
treatment.

There is a reciprocal relationship between standards and legal requirements. The
development of standards has been stimulated by court action, and, as standards have
evolved, the courts have referred to them in making their judgments, Standards and
legal requirements change as society changes, or, as one court case put it, according
to “the evolving standards of decency that mark the progress of a maturing society”
(Trop v. Dulles, 1957).

It is the legal responsibility of your county sheriff and Board of Supervisors —both
as county officials and also as private individuals—to comply with a wide range of
requirements. Compliance with standards is the best protection against suits. Failure to
comply with reasonable standards, (in California, the “Minimum Standards . . )
could ex,-dse the county and its officials to unacceptable liability. In the event of a suit
in federal court, elected officials do not enjoy the same immunities that they have in
state court and they may be liable for personal damages.
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Standards, Problems and Goals

State and National
Standards

California’s Standards

Thus, one of the issues to consider when determining your county’s need for new
or renovated jail facilities is whether your existing facility does—or can—me;et stanfl-
ards. The question of compliance of your existing jail is dealt with specifically in
“Evaluating Existing Facilities”” (Chapter 4.2). )

For a new, renovated, or expanded facility, you must understand which standards
you are required to meet and which you may want to meet for other reasons, such as
the desire for a professional corrections system, ethical considerations, or avoidance of
potential legal liability. All of these topics are dealt with in this chapter.

Two of the early activities of the Advisory Committee are identifying prqble_ms and
setting goals for the corrections system (Chapters 2.2 and 2.3). Before engaging in these
activities, it is helpful to understand the issues surrounding compliance with standards
and other legal requirements. This knowledge may inform the discussion of problems
and goals. . ‘

Keep in mind that standards—although some people feel they are high—are mtensied
to set minimum levels of compliance. Thus, while meeting standards clearly requires
the expenditure of effort and resources, they are not unattainable or utopian. Bather,
standards help identify and solve corrections problems and form a foundation for
establishing goals.

Obviously, the design and operation of correctional facilities require consideral?le spe-
cial expertise. To provide guidance to corrections specialists, several aggncues ?nd
organizations have undertaken the development of standards for the planning, design,
operation and administration of jails and prisons. . .

The United Nations issues a set of international standards for jails and prisons. These
standards, like their state and national counterparts, are advisory in nature. They are

.guidelines, rather than law. National standards are promulgated by the following bodies:

» Commission on Accreditation of the American Correctional Association (ACA)
o American Medical Association (AMA}

» American Public Health Association (APHA)

o American Bar Association (ABA)

o U.S. Department of Justice (DOJ).

The ACA standards, which incorporate many of the AMA standards, are the most
widely recognized of the national standards. They form the benchma_.rk for accredifat!on
by the ACA’s Accreditation Commission as well as for the National Sheriffs' Association
Jail Audit System. DOJ standards apply to potential federal funding of jails and serve
as guidelines for justice Department litigation. '

In addition, many states have developed their own standards for local detention
facilities. California was one of the first states to recognize the need for parameters for
jails and has had state standards for many years.

In California, the development of standards came about as the result of legislation in
1944 that established the Board of Corrections. Penal Code Section 6030 charged the
Board with the development of standards.

Interestingly enough, the early concern with standards was stimulated through a
request of the California State Sheriffs’ Association. In the very early post-war yes -,
sheriffs were in competition for local tax dollars to upgrade their jails with other county
departments which had more attractive needs such as new libraries, schools, and so
forth. Needless to say, the jail had a very low priority with funding bodies. It was for
this reason that the sheriffs asked the Board of Corrections to investigate the county jails
and make recommendations for their improvement. it was thought that with the Board
of Corrections’ unbiased evaluation the sheriffs could obtain funds to upgrade their
facilities. The idea has generally been effective, especially comparing conditions the
Board found in their first jail survey with conditions today.

in 1946, the Board of Corrections promulgated the first jail standards in the state (and
probably in the nation). These early standards dealt with food, clothing, bedding, and
sanitation. The standards represented recommendations of the Board and were con-
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tained in a booklet titled ‘“Minimum Jail Standards.” Although counties are not legally
required to comply with these standards, compliance was given major impetus when
a regular inspection process, with reports to the counties and to the Legislature, was
implemented in 1973.

The most recent edition of California’s Minimum Standards for Local Detention
Facilities is the result of jail administrators, line personnel, medical experts, sanitarians,
nutritionists, architects, program staff, and interested citizens working together to de-
velop state of the art standards for California. They reflect national standards but are
particularly tailored to meet detention and community needs in the state. The standards
are accompanied by a set of explanatory documents, Guidelines for the Establish-
ment and Operation of Local Detention Facilities, which present implementation
methods and options. These documents are available from the Board of Corrections.

Standards are continuously evolving and developing. Since California’s standards are
periodically revised, your county must consult with the latest version of applicable
California statutes. The most recent version at the time of this writing includes some
significant changes from its predecessor, such as the requirement for single occupancy
cells for all pretrial prisoners,

Although the standards are recommended rather than mandatory, the courts perceive
them as the “rules of the game” for California jails. Judges generally rely on the
standards when making decisions; therefore, administrators are encouraged to comply
with standards before litigation arises in order to demonstrate good faith. Compliance
should help save the time and expense of court proceedings which often result in being
ordered to comply.

Counties applying for state funding for jail construction or renovation must comply
with the entire range of minimum standards, not just those relating to building and
design. Thus, other county personnel as well as jail planners should be familiar with the
standards and their import. The program and procedures standards affect jail design as
do health, sanitation, actual physical plant and other standards.

Although a ““grandfather’’ clause allows existing facilities to meet physical plant stand-
ards in effect at the time of construction (and does not require them to comply with
later, more stringent standards), al! facilities are expected to comply with programmatic
and operational standards. You must comply with current standards when constructing
a new facility or performing a major renovation of an existing facility.

The standards cover many aspects of jail operation from training, personnel and
management {Article 3) through classification and segregation (Article 5), medical
services (Article 10), inmate clothing and personal hygiene (Article 12) and facility
sanitation and safety (Article 14). In this discussion, Articles 8 and 9 (“Initial Planning
for a Local Detention Facility” and “Design and Equipment for a Local Dentention
Facility’’) are highlighted.

Article 8 covers initial planning. Of particular interest are the sections detailing
requirements for a needs assessment study and a program statement, The program
statement ties together form and function and defines the goals and operations for the
new facility (see Chapter 2.3). Also covered are the required submissions, reviews and
approvals throughout the planning and design sequence. The final section of Article 8
covers design requirements, which include the following:

Natural light, especially in living areas.

Inmate privacy in toilet and shower areas.

Fire safety regulations.

o Health and sanitation regulations.

Single occupancy cells for certain inmates.

Staff and inmate safety (the ability to summon immediate help).
Heating and cooling requirements for comfort and energy conservation.

Article 9 deals in greater depth with design and equipment requirements. Here is a
brief overview of its major sections:

o Reception and booking area shall contain gun lockers (outside, for law en-
forcement personnel); holding, detoxification and safety cells; a shower; and
storage for inmate valuables.

°

°

o
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Temporary holding cell or rcom shall contain at least ten square feet per
person, be limited to no more than 16 persons but no smaller than 40 square feet,
and have seating, a water closet, wash basin and drinking fountain (or easy
access to them).

Detoxification cell shall contain 20 square feet per person, be limited to no
more than eight persons but no smaller than 60 square feet and have a water
closet, wash basin and drinking fountain.

Safety cell shall contain at least 48 square feet (with specified minimum dimen-
sions), be for one person only, have a special toilet and special light fixture, be
padded and provided with a view panel and food pass through.

o Living areas must be separated from the area for reception and booking and

contain the following types of cells, rooms and dayrooms.

Single occupancy cells, with a maximum capacity of one person, 60 or 70
square feet (depending on the type of facility), should have a minimum ceiling
height, a bunk, desk, seat, water closet, wash basin and drinking fountain. Seven-
ty-five percent of cells in Type | facilities (i.e., short term holding facilities) and
all cells for pretrial inmates in Type lI facilities {i.e., general purpose detention
facilities) must be single occupancy.

Multiple occupancy cells, which house no more than eight persons, should
encompass at least 35 square feet per person {with at least 100 square feet total),
have bunks and personal storage space for each person, and contain a water
closet and separate wash basin and drinking fountain.

Multiple occupancy rooms, which can only be used for low security prisoners,
may not contain more than 16 persons, have 50 square feet per person, provide
secure storage for clothes and personal items of each occupant, and have access
to water closets and separate wash basins and drinking fountains.

— - et PO

1 O | Occupancy
O

e} | _ ‘ |

Multiple

Room

i [l

A =

» Dayrooms, which must be provided for almost all inmates, must include 35
square feet with seating and table space for each person and have access to
water closets, wash basins, drinking fountains and showers.

Furnishings and equipment numbers, types and access to hygiene facilities,
lighting (at least 30 footcandles at reading level, reduced to five footcandles at
night), windows, padding, bunks, and others are covered by this section.
Space and equipment for support functions, including the following, must be
provided:

Exercise: an outdoor exercise area sufficient to give inmates regular access
(calculated by formula).

Programs: requirements for program space will depend on the facility’s program
statement; can be a multipurpose room.

Medical services: a medical exam room and infirmary.

Grooming services: space and equipment for hair cutting and/or female hair
dressing.
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Figure 1.2-1: Table 1 B

C;?nteen: provision for inmates to purchase a variety of items.

Dlning: group dining areas with at least 15 square feet per person, separate from
hygiene facilities (space can also be used for dayroom functions).

Vi:siting: facilities that allow each inmate at least one hour of visits per week, with
private areas fgr confidential (e.g., attorney?) visits and contact visits for mini-
mum security inmates.

Title 15 Board of Corrections Table 1 B (Register 79, No. 45—11-10-79)
1 ' ) .
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or partition Only)
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Comparing California Standards
to National Standards

- Other Regulations Affecting Jail
Planning

In general, California’s current standards are in line with most national standards in
requiring a reasonably high quality environment and humane treatment for inmates. In
certain areas, California standards are somewhat less restrictive or demanding than
national standards.

One current major area of divergence is that while California requires single occupan-
cy cells only for pretrial detainees, national standards (such as the American Correc-
tional Association’s Commission on Accreditation, 1977) tend to require single cells
throughout. They also tend to require 50 square feet per person in multiple occupancy
cells (in existing facilities only) compared to California’s requirement of 35 square feet.

lf history is a guide, California standards will probably remain relatively close to
national standards.

Besides the Minimum Standards, there are a number of other California regulations that
affect local corrections. The most relevant ones are referred to in the Minimum Stand-
ards, and all are compiled in California Laws Pertaining to County and City Adult
Detention Facilities. Some of these laws and their subject areas include:

o The Constitution of the State of California specifies rights of prisoners (see
““Legal Issues”).

o The Education Code allows for the education of detainees.

° Thg Government. Code pertains to county departments of corrections, rehabili-
tation programs, intergovernmental contracts, and inmate work.

» The Health and Safety Code includes fire safety and health standards.
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Building Codes Which Affect
Local Correctional Facilities

The Relationship
Between Standards and
Legal/Constitutional
Issues

Legal and “Constitutional”
Issues for the Jail

« The Labor Code is concerned with workplace safety.

» The Penal Code pertains to release programs, the separation of women from
men and juveniles from adults, work and educational furlough, bail, confinement
of state prisoners in transit, and the use of city facilities and facilities of other
counties.

o The Public Resources Code makes it legally possible for inmates to work in
local parks.

o The Welfare and Institutions Code details special provisions for juvenile de-
tainees.

In building and renovating correctional facilities, all California counties must generally
follow two nationwide codes: the Uniform Building Code (UBC) and the Life Safety
Code. Both codes are primarily concerned with life safety, especially fire safety. The
codes require fire resistant building materials and furnishings; adequate exits, light, and
ventilation; and a workable evacuation plan. Local jurisdictions may amend the UBC.
Your architect will be aware of such amendments.

Meeting standards does not guarantee that inmates’ legal or constitutional rights are
being met, although compliance is clearly a step in the right direction. Many courts use
state or Commission on Accreditation standards in evaluating conditions and ordering
chaniges. Sometimes, they will go well beyond standards in their orders.

Failure to meet state standards may suggest a lack of concern (or, perhaps, profes-
sionalism) on the part of jail administrators and probably would leave an unfavorable
impression in court if an action were brought against the jail. Lack of resources to meet
standards is not normally accepted by the courts as grounds for denying constitutional
treatment to prisoners. Although corrections depends on county government for most
of its funding, the failure of the Board of Supervisors to provide for needed improve-
ments or the failure of a bond issue would not prevent a judge from ordering that those
improvements be made.

Avoidance of legal liability is a somewhat negative way of stating what should be a
positive goal for the jail: providing humane and constitutional conditions for inmates.
The questions are: how have these conditions been defined by the courts and how can
the county anticipate directions in which the definitions will evolve?

Until recent times, the courts were reluctant to become involved on behalf of prisoners.
This so-called “hands off” attitude lasted until the late 1960's when courts actively
began to apply Eighth Amendment protections against cruel and unusual punishment
and other constitutional guarantees.

Prior to that time, it was held that prisoners lost their rights upon incarceration (Price
v. Johnson, 1948) or that even terrible conditions were acceptable if they were beyond
the resources of the jail to correct (Pickens v. Alaska, 1951). And these were very bad
conditions:

“Pickens, along with 40 other prisoners, 36 of whom were being held for trial, was
confined to a room 27 feet square, heated by an ancient coal stove, with fewer
than 20 bunks, virtually no ventilation and one unsanitary latrine.”

Subsequent cases gradually redefined the courts’ ability to apply constitutional guar-
antees to prisoners, In 1961, Monroe v. Pape held that Section 1893 of the federal Civil
Rights Act, which gives people the right to seek remedy against anyone who deprives
them of their rights, also applies to inmates. The Supreme Court confirmed this in 1964
{Cooper v. Pate). Early cases dealt with freedom of religion, brutality and access to
the courts.

1971 was a key year for court action affecting prisoners. Theg, court began to distin-
guish between conditions acceptable for pretrial detainees compared to those for
convicted prisoners, In Hamilton v. Love, the court held that the Fourteenth Amend-
ment guarantee of equal protection required that conditions for pretrial detainees (who

are presumed innocent) be superior to those permitted for convicted prisoners, Deten- ese
tion should be in the least restrictive manner possible, according to that decision. This

was confirmed in Anderson v. Nossen, in which:

R
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Avoiding Legal Liability

“plaintiffs were arrested for parading without a permit. After arrest, they were
transported over 200 miles to the Mississippi State Penitentiary where they were
forced to strip naked, consume a laxative, and were then confined eight men to
a cell for up to 36 hours . . . . The bunks in each cell were without mattresses
or bedding of any kind; neither towels nor soap were provided.”

Another important 1971 case (Holt v. Sarver) held that the “totality of conditions’
of incarceration could be considered as cruel and unusual punishment. In other words,
while no single condition might be a violation in and of itself, many small problems
could be considered as whole.

Since that time, a great deal of litigation t.as concerned conditions of incarceration,
in a continuing process of defining both what makes a *constitutional jail’’ and what
the court’s role should be in developing that definition. The courts have ruled upon
many conditions including:

» Space provision, overcrowding, single versus muitiple occupancy cells.
o Sanitation.

o Fire safety.

» Diet and exercise.

o Medical and mental health care.

o Protection from violence.

o Access to visitation, correspondence and telephone calls.

o Classification and privileges.

Litigation, of course, is an adversarial process. The courts can only bring judgment
in particular cases, and these must be judged upon their own merits. Thus, court
involvement in the specification of jail conditions moves sporadically and not always
in a single or clear direction.

The U. S. Supreme Court may be moving away from its prior willingness to intervene.
Recent cases, including Bell v. Wolfish (1979) and Rhodes v. Chapman (1981),
indicate a narrowing of the scope of court involvement. In the Wolfish decision con-
cerning conditions in the modern, highly advanced Federal Metropolitan Correctional
Center (MCC) in New York City, the Supreme Court reversed a lower court’s finding
that among other things double celling was not permissible. The high court held that
courts should not get involved in “the minutiae of prison operations,” but should leave
such issues to administrators and confine themselves to broad constitutional questions.

in addition, the court appeared to draw back from the Hamilton v. Love protections
for pretrial detainees, stating that the presumption of innocence */. . . has no applica-
tion to a determination of the rights of a pretrial detainee during confinement . . .” It
is now unclear what rights and standards for pretrial detention the federal courts will
uphold.

In Rhodes v. Chapman, the Supreme Court ruled on the extent to which Eighth
Amendment guarantees apply to prison conditions. It held that double celling at the
Southern Ohio Correctional Facility at Lucasville did not constitute “cruel and unusual
punishment.” While the opinion was careful to leave open a different interpretation
under other circumstances, the court found that in this “unquestionably . . . top flight,
first-class facility, ““double celling did not inflict ““unnecessary or wanton pain.”’

Some jurisdictions might interpret these findings as making double celling constitu-
tional. However, keep in mind that there are very few jails in the country which provide
a “totality of conditions’” as high in quality as that of the New York MCC or the Ohio
prison. The concurring opinion in the Rhodes case even stated that the “decision should
in no way be construed as a retreat from the careful judicial scrutiny of prison condi-
tions.”’

Although there is no official tally, as many as half of the counties in California may have
suits pending, have had court orders, or are about to have suits filed concerning their
jail. These include all of the state’s largest counties where inmates have won serious
cases,

Since the future of corrections litigation is uncertain, what steps may a county take
now to minimize the likelihood of losing court cases in the future?
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References

A Listing of Current Major
Standards

References on Legal Issues

Strategies which hold some promise—although no guarantee—of success include
keeping informed about current trends in corrections, meeting state and national stand-
ards, and making “‘good faith’’ efforts to insure the rights of the incarcerated.

California Administrative Code, Title 15, Subchapter 4. Minimum Standards for Local
Detention Facilities (Articles 1-14), 1979 (published in 1979 but referred to as the 1980
standards). California was one of the first states to adopt standards in the 1950's. This
is the most recent revision. The facility requirements of these standards are outlined
above.

The Commission on Accreditation for Corrections (of the American Correctional As-
sociation), Manual of Standards for Adult Local Detention Facilities, 6110 Executive
Boulevard, Rockville, MD 20852, 1981. These voluntary professional standards are
widely regarded as the ““leading edge’ of correctional practice. The current goal of the
California. Department of Corrections is to accredit all state facilities {e.g., prisons) by
meeting these standards in the relatively near future. All new construction is planned
in compliance.

U. S. Department of Justice, Attorney General’s Office, Federal Standards for Prisons
and Jails, Washington, D.C., 1980. Modeled on Commission on Accreditation (ACA)
standards, these standards apply to federal facilities and local jails that contract with
the Bureau of Prisons to hold federal prisoners. They will also be used to administer
potential Department of justice financial assistance (see “Funding Sources and Strate-
gies”, Chapter 4.6) as well as providing guidance to its litigation divisions. While
compliance with these standards cannot guarantee against lawsuits brought by others,
the justice Department does not intend to bring suit where substantial compliance or
a good faith effort to comply is demonstrated.

American Medical Association, Pilot Program to !mprove Medical Care and Health
Services in Correctional Institutions, Standards for the Accreditation of Medical Care
and Health Services in Jails, 555 N. Dearborn Street, Chicago, IL 60610, 1978 (draft).
These are the most widely accepted standards for health care and facilities in jails and
form the basis for the Commission on Accreditation and Department of Justice stand-
ards, The AMA also provides a helpful booklet “/Practical Guide to the AMA Standards .”

American Public Health Association, Jails and Prisons Task Force, Standards for Health
Services in Correctional !Institutions, 1015 Eighteenth Street, N.W., Washington, D.C.,
1976. Another useful guide to consult on medical care standards.

American Bar Association Standing Committee on Standards for Criminal justice, Legal
Status of Prisoners, 1800 M Street, N.W., Washington, D.C., 1980. These cover many
aspects of the treatment of prisoners, including those affected by the facility such as,
availability of programs, medical care, visitation, physical security, and maintenance of
institutions.

The National Sheriffs’ Association, which does not have its own standards, has devel-
oped a jail audit system employing standards that generally follow the Commission on
Accreditation’s. The audit system includes an initial portion for jail staff followed by a
visit from trained auditors who evaluate the jail’s compliance with standards and make
practical remedial recommendations.

Collins, William C. An Administrator’s Guide to Conditions of Confinement Litiga-
tion, College Park, MD: American Correctional Association, October, 1979. This very
readable guide to the current state of “/conditions of confinement” litigation relates what
may happen during a lawsuit from the point of view of the corrections administrator.
Jail and Prison Law Bulletin. Published by Americans for Effective Law Enforcement,
Inc., 501 Grandview Drive, Suite 209, South San Francisco, CA 94080 (415-877-0731).
This monthly bulletin reviews litigation affecting jails and prisons.

National Association of Attorneys General, Corrections and Institutional Confinement

Committee. Prison Conditions: an Outline of Cases, Raleigh, NC: National Associa- /7
tion of Attorneys General Foundation, March 1979, A brief synopsis of cases is present- ~ »

ed.
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Rudovsky, David, et al. The Rights of Prisoners, The Basic ACLU Guide to a Prisoner’s
Rights, New York: Avon, 1977. This includes a useful review of the range of issues which
have led to lawsuits and judgments, mostly from the point of view of the inmate who
may consider bringing suit. It is written in an easy to read, question-and-answer format,
but is somewhat outdated.

Sensenich, Ila Jeanne. Compendium of the Law on Prisoners’ Rights, Washington,
D. C.: Federal Judicial Center, April, 1979 (available from the U.S. Government Printing
Office). This compendium is an encyclopedic listing of rights and cases.

In addition to the above references, the California Attorney General or State Public
Defender may be able to provide up-to-date information on litigation in the California
courts.

(Note: full case citations, if required, can be found in the above publications.)
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| Introduction

The physical environment is important to the organizations and people who use it. The
design of any building can have considerable impact upon people’s experience, activi-
ties and health, operating efficiency, energy use and, of course, costs.

In a correctional setting, the physical environment is particularly important, primarily
because of the very specific mission of incarceration, The physical environment must
be secure, safe, and meet physical and social needs. Thus, correctional philosophy,
Figure 1.3-1: Pan-opticon Plan operations and environment all work together to create a successful-—or unsuccessful—
correctional millieu,

Correctional facility design has always sought to reinforce correctional philosophy
and practice. One historical example is the eighteenth century “pan-opticon’’ design
which featured small, private cells (to encourage contemplation, prayer and self-re-
form). A single jail keeper in the center of the building simultaneously observed all
inmates (to maximize efficient staffing).

Present day correctional practitioners also see the potential of using the physical
environment as a tool for implementing correctional programs. As correctional philoso-
phy, programs, costs, and available technology have evolved, jail design and operations
have also changed. This chapter traces some of the pressures which have caused the
changes and reviews current practices in jail operations and design.

§ Pressures-and A number of forces press for change in correctional systems. Issues such as changing
| R ! P public attitudes toward crime and the criminal, spiraling costs and increased numbers
| ’, Opportunltles fOl' of inmates and services were discussed in Chapter 1.1. In Chapter 1.2, we discussed
oo pressures for compliance with evolving correctional standards and legal requirements.

ange

Y

In addition, new technologies and materials are now available which influence opera-
o

tional and design responses to these pressures. The impact of each of these factors is
briefly reviewed here.
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New Attitudes and
Philosophies: New
Environments

Increased Numbers of Inmates:
More Jails Being Built

New Standards and Legal
Requirements

Spiraling Costs: More Efficient
Operations and Designs

New Materials and
Technologies

Changes in Correctional
Operations

Services and Security

The 1960's were characterized by a general liberalism and questioning of past practices.
The first major court involvement with the jails came at the end of the decade and
forced some substantial changes. In other social service fields such as mental health,
movements toward “deinstitutionalization” and “normalization” developed.. Many. of
these factors contributed to the design of the first “humane’’ or ."normallzed" jail
facilities built by the federal government—the metropolitan correctional centers.

The tolerant attitudes of the idealistic sixties and seventies have yielded to a period of
increasing crime, more incarceration, and a much harder public attitude t.oward the
criminal. With more people in jail, overcrowded conditions are becc')mmg all too
common. Although more attention is directed to alternatives to incarceration, more jails
are also being built. )
The considerable amount of new jail construction in recent years has pr.o'wded
opportunities to try out new ideas. New concepts have been tested and modified.

As detailed elsewhere in these handbooks, court involvement in the jail§ and the
development of state and professional correctional standards have been major causes
of change in jail operations and design. o

Court orders have covered such operational issues as inmate mail, searches, visiting,
access to the courts, provision of meaningful programs, medical services and many
others. individual courts have also ruled on the conditions of incarceration, space
requirements, less crowding, access to recreation, lighting, and others, Profess!onal
standards set targets of performance in these and many other areas, often at higher
tevels than the courts are willing to impose.

In times of rapid inflation, the costs of staffing, operating anfi const‘ru‘cting jails rise
rapidly. Current cost surveys reveal that over the thirty year life of a jail, th.e costs Fo
operate it may be eight to nine times higher than the first costs of construction. These
operating costs are inescapable. The dilemma arises of how to afford secure and safe
detention for more prisoners while at the same time satisfying demands of courts agnd
standards for more space, more staff, and better facilities. Alternatives to éncarcer.at'lon
that reduce the demand for jail space are one response to rising costs. More efficient
design and operations are another.

New systems and materials are now available for use in jail c{esign, thanks partly to
space and defense technology. These include security and survelllancc? systems, remote
sensors, communications, and computers as well as glazing materials s.uch as poly
carbonate plastic and, more recently, multi-layered plastic and glass laminates. .

Some communities have built new facilities at lower costs than comparable "tr?ldl-
tional” jails by incorporating some of these materials and systems into their fieSlgns
(National Clearinghouse for Criminal Justice Planning and Archlte.c.ture).. Thxs may
mean replacing steel bars with glass and plastic glazing, replaci{Ig tradlt[onal jail furms.h-
ings and fixtures with less expensive ones of wood or porcelain, or using new .securlty
systems to reduce direct staff surveillance of little used areas :r)uch as COI’I:IdOI‘S or
sallypoits, When used appropriately, these applications make jails more flexible, less
oppressive, and less costly to build. They have not, however, reduced overall staff
requirements. o _

in response to these pressures and opportunities, new trends in jail design and
operations have emerged.

Newer design approaches to detention facilities tend to encourage more flexibi‘lity in
the use of space and in operations. We see multi-use program areas for education or
counseling, dayrooms in residential clusters for dining or recreation, and so on. Yet, the
newer jail must be able to be “locked-down" in the event of an emergency and run

e S
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as securely as its predecessors. In part, this is achieved through smaller living unit levels
which continue to offer essential services to inmates.

The jail is also becoming more of an instrument in the delivery of services than it was
in the past. This change has meant more contact with other programs in the jail (pretrial
diversion, work furlough, alcohol and drug abuse counseling, etc.). Physically, a some-
what more open facility design is necessary to accommodate the program staff.

The security of new jails is not necessarily compromised by their open character. In
some cases, it is strengthened due to increased contact between staff and inmates.
Many correctional personnel find that more personal contact helps reduce tension and
controls inmates.

Most jails now have more services to offer inmates than in the past. Some of these
services are provided by other agencies, interns or volunteers. As a result, there is often
more movement of inmates, staff, and other users within the building. The relative
inflexibility of traditional structures has proven to be a limiting factor for some programs.

Pretrial release and diversion programs emphasize limiting the number who are de-
tained or incarcerated by screening people entering the jail. To accommodate this new
function, intake areas are usually situated near the offices of pretrial release or diversion
programs so that those services can be provided at the time of booking. If the volume
of cases warrants, the intake and screening functions may be physically removed from
longer term detention areas, thus creating the intake service center as an entity apart
from the jail.

Booking, records searches and processing of inmates can now be accomplished
electronically. Computers can perform a number of operations to aid in processing
people through the jail. They can accept and file booking data; they can quickly search
a central data system (such as “CLETS") for prior arrest records; and they can keep
track of inmate property or court schedules, to name a few applications.

Other booking improvements include using polaroid-type cameras, with self-devel-
oping film. This equipment eliminates elaborate camera and lighting arrangements and
reduces the need for expensive darkroom space and equipment.

Probably the greatest operational changes are occurring in the living areas of jails. These
changes respond to several pressures, The first recognizes the need to separate various
categories of prisoners according to behavior, type of offense, security requirements,
age, sex, adjudicatory status, and other requirements. This separation protects one
group from another while responding to differing needs in different settings.

In attempting to achieve this rather fine level of subdivision of inmate population,
many jails cannot adequately use all of their facilities. They may have to over-utilize
one area and under-utilize another.

In newer facilities, inmates are often housed in single-occupancy cells grouped in
units of varying size. These units usually have direct access to dayroom and dining
spaces as well as program, activity and recreation areas. Such units grant the flexibility
necessary to operate facilities with various classifications of inmates, each requiring a
defined degree of separation from others, while needing access to similar services and
programs.

This “unit management’’ concept of operations has the advantage of concentrating
various services close to the inmates thereby reducing movement between areas and
requiring less staff supervision of that movement. By contrast, inmate movement within
the unit is much less restricted. Thus, inmates have more freedom to use recreational
facilities, attend a counseling session, or remain in the individual room, all without
requiring the involvement of staff to move them. This leaves correctional officers free
to perform other duties or to assist in the delivery of jail programs and services. Since
staff typically increases when a new jail is built, this flexibility can help minimize those
increases.

Because freedom of choice offered by a system of differential privileges and rewards
seems to motivate some inmates toward positive behavior, it provides a basis for
incentive-oriented correctional programs. In this model, varying residential units have
increasing degrees of freedom or privileges associated with them. Inmates who desire
those relative freedoms strive to be assigned to particular living units assuming increas-
ingly more responsibility.
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Figure 1.3-2: Auburn and Pennsylvania Plans
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Operational changes in jail support functions are also occurring. Medical and dental
services are provided tnrough contract services, the county health department or staff
medical personnel. They are typically available to all inmates, and, whenever possible,
are provided in dedicated clinic areas of the facilities. For minor complaints, larger jails
may hold a daily sick call in residential unit facilities rather than move inmates to a
central exam room.

Food preparation and dining services are also changing. Some jurisdictions find it
more economical to contract for food preparation and service rather than investing in
outfitting and operating a kitchen. Most large facilities, however, still prepare food
on-site. The airline method of quick-chill preparation has been introduced in some
newer facilities, With this method, food is prepared in the traditional manner, but
undercooked about 20 percent. it is then quick-chilled in blast refrigerators and held for
final delivery. Deliveries are made to the dining areas for re-heating and serving.

Other new approaches to support functions include microwave and convection
ovens, kitchens in living spaces for meal preparation, and individual washer/dryer
installations in certain inmate groups’ living units.

It sometimes seems that more attention is focused on the changing appearance of
correctional facilities than on operational changes. This is perhaps because we are
seeing the first real changes in the appearance of these buildings in many years. The
great majority of jails built in this country prior to 1970 were modeled on structures built
about 200 years ago—the so-called Penn‘@lvania or Auburn plan buildings.

These traditional buildings provided correctional environments which may have
represented advanced thinking for their times, but which offer an inappropriate re-
sponse to today’s correctional ideals. They presented a relatively secure, yet highly
inflexible physical plant which created an extremely oppressive environment. Generally
providing little program space and few opportunities for positive staff-inmate interac-
tion, these facilities are characterized as the ‘“warehousing’’ approach to corrections.

Correctional practitioners evaluating these facilities realized that operations and cor-
rectional philosophy were severely limited by design.

In response to this criticism and the attendant desire to experiment with new ap-
proaches, the design of new jails has changed substantially in the last ten years. More
attention is now focused upon architecture’s potential to make a positive contribution
to the correctional program.

The shift in physical design concentrates upon two aspects. The first is to improve
operational efficiency so that the facility can be efficiently operated by custody staff and
be built and maintained at a lower cost. The second aspect is to achieve a more normal
or humane environment for inmates and staff, thus lessening the noise, boredom, stress
and violence of the traditional jail.
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Summary of Recent Design
Characteristics

Both older z 4 newer jails rely heavily upon proper staffing patterns to operate effec-
tively. Since staffing represents such a large proportion of operating costs, design fea-
tures that minimize staff requirements without sacrificing security or program objectives
are widely sought.

Circulation and surveillance are two critical functions which are greatly affected by
design. In terms of surveillance and the layout of living units, the issue involves the
number of areas that can be seen from a staff station. Since staff-inmate interaction may
also be an objective, the design must balance the number of inmate areas which a staff
member can observe with the number of inmates he or she can effectively serve or
control. Stationing staff within the living unit, rather than in a secure control booth, is
being tried in some jails to observe effectively with limited staff and promote staff-
inmate interaction. There are pros and cons to this approach which some tradition-
minded corrections officers may find hard to accept at first. However, in units accom-
modating appropriately classified inmates, staff safety need not be compromised.

Combined with effective staffing, new technologies are also contributing to achieving
non-obtrusive security. Audio-visual or closed-circuit TV monitors are now widely used
in jails. They are primarily appropriate for little used areas such as corridors, service
yards or sallyports. Do not rely too heavily upon these technologies: they are easy to
ignore, can malfunction, and can give a false sense of security. As every correctional
officer knows, cameras don’t respond to a situation—people do.

With the use of mass sensors and other electronic devices for perimeter security, you
can achieve a greater degree of control aver potential escape or intrusion while fre-
quently avoiding the cage-like appearance of barbed wire (Benton, 1973).

The “‘normal physical environment” is non-institutional in character, similar to other
buildings in use, and has a “scale” that is neither overwhelming nor oppressive.

The physical appearance of a space or its “/image’” indicates its degree of normalcy.
This image is a combination of elements such as size, shape, color, light, view, furnish-
ings and symbols. An individual’s reaction to image and space will depend upon his or
her past experiences and reason for being there. We recognize what type of place it
is and then develop expectations for how we may be treated and what may happen
there. Thus, the space or building serves as a medium of communication between its
operators or designers and its users.

A more normal correctional environment—one with fewer symbols of incarceration
—can have a positive impact upon staff and inmates by reducing some of the tensions
normally associated with the loss of freedom. This concept was carried out in the design
of the Federal Metropolitan Correctional Centers in New York, Chicago, and San Diego.
They are not traditional in appearance, yet they still provide a secure detention environ-
ment. Features such as exterior windows, comfortable furniture, carpeting, and bright
interior colors reduce the “trauma”’ of incarceration and encourage inmates to care for
their living areas.

There is some evidence that these more normal environments do, indeed, achieve
their objectives of creating a positive impact on inmates and staff, In an evaluation of
the Metropolitan Correctional Centers, Wener and Olsen concluded that positive in-
mate and staff attitudes were definitely achieved by the normalized environment. Both
inmates and staff clearly perceived their environment to be more attractive and less
institutional. Inmates were more active, felt there was less violence and vandalism, and
had a more favorable attitude toward the institution.

Design techiques for achieving a more normal environment include using natural light
and views; bright, stimulating colors; textured materials such as wood, tile, brick and
carpet; limiting the size and volume of spaces; and providing spatial variety and transi-
tion. These methods are combined with other details (appropriate to the level of
security) such as doors in place of grill gates, non-institutional furniture, and security
glazing in place of bars. The result is facilities that are secure, yet humane in appearance.
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Surveillance

The followinz list summarizes some characteristics of recent jail design:

» Elements which impart “human scale’”” or “normalized” physical environ-
meni. These include the use of bright colors, graphics or materials such as brick
and wood where appropriate. Large, undifferentiated spaces are avoided; areas
are tailored to specific uses.

Human Scale
Vs,

Institutional

Scale

o Unobtrusive surveillance/observation of inmates. Living and activity areas,
for example, are arranged so that they may be observed easily from a central
point rather than encircling them with guard walks. Facilities can accommodate
inmate movement without constant escort. There is judicious use of closed
circuit television monitoring.

o Preference for single occupancy cells. Single occupancy cells are frequently
preferred because they allow inmate privacy and protection and may help to
diminish some tension. They are not intended as forced segregation. California
standards require 70 square feet in single occupancy cells for pre-sentenced
inmates.

Interior View

Plan Typical Cell

o Incorporation of program areas into residential units. These provide inmates
with somewhat more internal freedom of movement without escort, make pro-
gram areas more accessible, and provide opportunities for correctional staff to
offer programs such as counseling, education or job training.

N
{f ¥
.
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Visits to Jails

California Examples

Figure 1.3-3: Alameda County Detention Center
Hellmuth, Obata & Kassabaum Architects, Engineers &
Planners

Typical Housing Level

1 Bedroom
2 Living Room
3 Dayroom

4 Control Station
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Living
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* Greater overall building area than previous designs. Space provided per
inmate ranges from 350 to 450 gross square feet. The increase over past practices
results from the inclusion of single cells and additional program and service
elements. Most of these are required by the changing role of the jail as it
becomes more service oriented and not merely a place for detention,

o Sensitivity to context of community and surrounding environs. The contem-
porary jail attempts to reduce barriers to community acceptance and participa-
tion. It is designed to conform to the scale and appearance of its surrounding
areas but does not compromise the needs for security. Its goal is to project an
appropriate image for a detention facility while being a good neighbor to the

community,
e T
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Existing Mixed Use Buildings k

Justice Facility

For sound planning, tours of other facilities are crucial. The operational ~nd design
characteristics of newer jails are best understood when observed first hand. A list of
some of these facilities in California and surrounding states is provided below. Inclusion
on this list does not constitute an endorsement of a facility design or its operation. it
simply suggests that you may be able to gain exposure to a range of recent ideas by
visiting these facilities. Some are National Institute of Corrections “Area Resource
Centers” and are geared (o hosting and helping visitors. (A list of other Area Resource
Centers, and their specializations, can be obtained from NIC.) Note that staffing figures,
where provided, include all jail staff.

Alameda County Detention Center, Oakland. The Alameda County Detention Cen-
ter is designed to hold 576 male and female detainees under minimum, medium, and
maximum security conditions. It consists of self-contained living units with decentral-
ized services. Each housing unit is split level with two, 48-bed units clustered around
a central dayroom. A single officer control station per floor supervises all activity areas
and observes the door to each sleeping room. All services, including visiting, occur in
the housing units in an effort to minimize inmate circulation. Housing units have visiting
stations on upper floors, classrooms and medicat office on lower floors. The center is
connected to adjacent municipal courts by exterior bridges.

Contra Costa County Detention Facility, Martinez. (NIC Area Resource Center).
This facility in downtown Martinex houses 383 residents, most in medium security but
with one maximum security housing unit. A four-level design with nine housing clusters
of about 48 rooms each, it is a good example of grouping residential areas around
common, double-height dayroom/dining areas. Each colorful and carpeted dayroom
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Figure 1.3-4: Mendocino County Rehabilitation Center
Kaplan/MclLaughfin Architects/Planners

Figure 1.3-5: Ventura County

Pretrial Detention Facility/Main Jail

John Carl warnecke & Associates in association with
Danie! L. Dworsky, F.A.LA. & Associates Architects

includes lounges, visiting rooms and direct access to a secure courtyard. Correctional
staff are stationed within the living unit, rather than in a secure control booth. Unique
to this facility is the separate visitor circulation corridor which allows visiting to take
place at the housing cluster. The facility also contains courtrooms and judicial support
space for arraignment and pretrial procedures.

Mendocino County Rehabilitation Center, Ukiah. This 125-resident facility for sen-
tenced male and female misdemeanants is located in a primarily residential area,
necessitating a great deal of sensitivity to the community. Its design is simple and of
appropriate scale to surrounding houses. Four wood exterior buildings are situated in
a mini-campus arrangement and house primarily minimum security inmates.

Napa County Adult Correctional Facility, Napa. Built in 1976, this facility replaced
a jail closed by court order in 1970. The sixty-bed facility holds male and female, pretrial
and sentenced inmates. The three-story facility is located on a downtown site in the city
of Napa. Residential units are located around the perimeter of the building with a central
core providing program and office space. It currently operates with a staff of 23 persons
on a $750,000 budget.
San Mateo County Women’s Correctional Center, San Mateo. This full service
women'’s facility contains mainly single occupancy rooms along with two 12-bed
dorme. It is located in an urban area within a light industry and marina setting. The
facility is tilt-up concrete wall construction with a split level design. A central control
area is flanked by a single cell cluster in the front with a two story structure holding two
single-room clusters and dormitories in the rear. The dayroom area is located adjacent
to the central control area and is among the “softest’” of jail spaces with padded
furniture and plants. Current operating costs are $42 a day per person with a staff of
14, Projected staffing needs would increase this number by four persons on each shift.
Ventura County Pretrial Dentention Facility/Main Jail, Ventura. This pretrial deten-
tion facility, designed to hold 436 male and female inmates, is a component of a county
administrative complex. It contains patrol, central dispatch, sheriff’'s administrative and
fiscal offices as well as detention areas. Three hundred forty-eight single rooms are
located in eight, 48 person quads including one quad for females. Additional special
housing, medical, and disciplinary segregation rooms bring the total to 436 beds.
The five-level steel structure is clad in pre-cast concrete panels. Two levels of housing
each contain four quads which are divided into 12-room clusters. Six rooms are located
on one level with six above sharing a day room area. Each cell has a concrete slab bed
and seat. All services are brought to inmates in the dayrooms, shared recreation,
program, and visiting areas on each level. Each quad has a central control booth with
a central control area for every four quads. The 200,000-square-foot facility was built
at a cost of approximately $55,000 per cell. The current staff numbers 161 persons.

Section BB
e

Typical Housing Module Plan
-

T Derroam
;
H Ces

Dayroom /'

Federal Correctional Institution, Pleasanton Youth Center, Pleasanton. Originally
designed as a 250-resident facility providing a variety of programs for male and female
offenders, the facility was expanded in 1978 to 350 beds and converted to a women'’s
facility. One of the first federal institutions to reject stereotypical correctional design,
this campus-like, center features two-story housing units of reinforced concrete. Ad-
ministrative and support buildings are of wood construction. First cost was $5.3 million.
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{ | Metropolitan Correctional Center, San Diego. This 455-bed facility was the first of
v | three Metropolitan Correctional Centers (MCC) to be opened by the federal over::
| . ment. It began operating in 1974 and was followed a year later by facilities in Cghica (;
and New York. The MCC’s house federal unsentenced prisoners and short-term seg
tenced offenders in areas where local facilities cannot provide sufficient beds "
The fiowntown San Diego facility is a highrise building that provides 70 to 80-.;; uar
| fc?ot pnvatle rooms for each inmate. Each room has a narrow window with an egteris-
view and is furnished with toilet, lavatory, bed, and combination counter and cabine:
‘! storage space. The general floor arrangement clusters two levels of inmate room
arou?d dayrooms and dining/activity areas. These are grouped around elevators whi fi
provide for most movement of people and materials. o e

Non- . .
on-California Examples Benton County Regional Corrections Center, Corvallis, Oregon (NIC Area R
? source Ceqter). Currently, this 27-bed facility houses male and female, pretrial ar:z
sentenced.lnn_wates, but will hold only pretrial detainees in five years. Loca;ed in the cit
of Cc?rvalhs, it is attached to the courthouse. All rooms are single occupanc T;1y
security system and hardware have a maximum security potential, but the r)cl; ra ;
ﬁ currently. runs at a medium level. The facility replaced an 18-bed ja{I with dorpmit?)rier:n
and mult‘lp.le occupancy rooms. There were no staff members permanently assigned ts
’ the _qld jail. Fourteen staff members run the facility with a projected need for ao
additional 4.5 members. 1980 operating costs approximated $700,000, which—after fi .
years of operation—approach initial construction costs. o e
Boulder County Corrections Center, Boulder, Colorado (NIC Area Resource Cen
ter). Located on the fringe of the city of Boulder, this 100-bed facility houses male am;
fem.ale, septenced and pretrial inmates. The correctional facility is of one-story modula
design built around a central courtyard and attached to a two-story justice center. '
assThe currenEr ;taﬁ’ cons‘{sts of 66 persons with a projected need for 92 persons ( l\ilC
N 198%s.sment). e operating budget for this facility was approximately $1.25 million in
» By comparison, in 1961 the facility’s predecessor contained 80 beds in four-man cells
and gmployed some 20 staff members. Before moving into the current facility, the staff
’ was increased to 40 members during a five-month transition and training pe’riod
Lar_u? Cou'nty Adult Correctional Facility, Eugene, Oregon. Currently a 116.-bed
facility, thfs downtown low rise includes all the core facilities needed to add thre
\ double-height housing areas above the present roof. Ultimate capacity is projected aet
404 beds. The facility is of concrete and masonry construction in a cluster arrarj1gement

Sixty-eight of the current cells are single occupa i .
nc .
16-person dorms. 8 pancy with the remaining 48 beds in four,

Figure 1.3-6: Lane County Correctional Facility e e e B
Lutes/Sanetel/Architects D s ' ~ -
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Metro Corrections/Detention Center, Bernalillo County, Albuquerque, New
Mexico. A 28-bed jail for male and female inmates, this facility houses both pretrial and
sentenced prisoners. It is located on a downtown site close to courts and community
services. The housing consists of single rooms clustered in groups of 12 around small
dayrooms and combine to form 48-bed living units. These are stacked vertically and are
served by a central elevator system. Most services—dining, visiting, indoor recreation,
sick call, attorney consultation—are provided at the living unit. A single security station
on each floor monitors all activities. Administration, central kitchen, infirmary and staff
services are on the ground level and outdoor recreation is accommodated on the roof.

Operational and design changes in new jails have responded to two types of pressures.
New attitudes and operations have been stimulated by the courts, professional stand-
ards and practices, and community attitudes concerning incarceration. These have led
to new practices such as inmate classification, program offerings, and increased visiting
and telephone privileges. They have also meant higher quality jail buildings that provide
more “humane” environments for inmates and staff.

The second stimulus for change comes from evolving technology, which has had a
considerable influence on correctional design. New methods of surveillance, types of
security systems, means of information processing, and techniques of providing services
such as food preparation are developing rapidly. It is worth remembering, however, that
not all of the recent experiments worked out well. While valuable experience has been
gained, much remains to be learned. The “state of the art”” in operations and design
is changing almost daily as technology responds to evolving needs. An update and
review of new developments will familiarize you with current options when you plan
your facility. '

Benton, F. Warren, and Obenland, Robert. Prison and Jail Security, National Clearing-
house for Criminal Justice Planning and Architecture, Urbana, IL: University of lllinois,
1973. .

California Department of Corrections, Program Planning Project. Report On The
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Farbstein, Jay; Wener, Richard; and Gomez, Patricia. Evaluation of Correctional Envi-
ronments {five reports on jail evaluation methods and results), San Luis Obispo, CA:
Farbstein/Williams & Associates; 1979-80.

Nagel, William G. The New Red Barn: A Critical Look at the Modern American
Prison, New York, NY: Walker & Co., 1973.

National Clearinghouse for Criminal justice Planning and Architecture. The High Cost
of Building Unconstitutional Jails, Urbana, IL: University of lilinois, 1978.
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Correctional facilities are among the most expensive of all buildings to construct
paﬁicularly if they are built for maximum security. But construction is only a relativel;
small percentage of the total cost of keeping people in jail, even without taking into
account the social costs of lost productivity, welfare support and so forth. Operating
costs, especially staffing, will far outstrip construction in a very short time;.

Th~us, the costs of building and operating the jail facility will be one of the most crucial
considerations throughout the planning process. While ideally the county should build
an.d operate the facilities and programs it wants, in the real world, goals and policies
will be tempered by the affordability—and cost-effectiveness—of various options

Three types of costs are associated with construction and operation of correctic;nal
facilities:

o First costs or ““project costs’’ to construct the jail.

» Operating costs or the recurrent costs associated with running the jail.

« Life cycle costs or the net result of all cests and benefits measured over the
economic life of the jail.

Each type of cost is discussed below in terms of its components and current ranges

fc?r California jails. Methods for estimating costs—and strategies for limiting them—are
discussed in Chapter 4.5.

:The cost of building correctional facilities is very high when compared to other build-
ings, perhaps two to three times that of residential or commercial space in the same
geographic area. Many counties see the first cost as prohibitive but resolve to ‘’bite
the bullet”” and fund a project at substantial cost. Unfortunately, they all too often find
that they have overlooked the burden of ongoing operating costs. These can be as
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First Costs

Components of First Costs

Figure 1.4-1: Components of First Costs

Ranges of First Costs for
Various Types of Facilities

much as eight to ten times greater than first costs over the 30-year economic life of a
correctional facility. An assessment of life cycle costs gives a truer picture of the
financial commitment the county must make to construct, operate and maintain a
correctional facility.

A national survey looked at construction costs of 34 recently built jails that were
designed to conform to current standards and operational philosophies (as described
in Chapters 1.2 and 1.3). From this survey, the Center for Justice Planning estimated
average first costs of correctional facilities at $36,000 per bed (as of january 1, 1980).

Adjusted for California, average costs were about $40,250 per bed. When adjusted
for inflation in construction costs and projected to a future bid date, average per bed
first costs will soon exceed $50,000 with a range from $40,000 to $60,000, in 1981, just
completed jails in California are estimated to cost up to $65,000 for maximum security
beds, and $40,000 for minimum security beds.

However, when the per bed cost is multiplied by the total number of beds (capacity)
and then by an anticipated 30-year operational budget of eight to ten times first costs,
the results are staggering. A 100-bed facility in 1981 may require an initial investment
of $4,500,000 plus an additional $45 million to operate and maintain it until the year
2011,

The implications of these mathematics are both simple and powerful. The pecple with
fiscal responsibility for the county must understand what the total costs of building and
operating correctional facilities will be before committing to a project.

The next sections discuss each type of cost—first, operating and life cycle—and its
components.

First costs are also referred to as “/project cost,”” “‘construction cost’! or “'initial cost.”
The term, “first cost,’” is more accurate because it represents the cost of constructing
the building including land, professional fees, permit fees, and other associated costs
of construction—the amount of money you pay to open the door of your facility. First
costs don't include the costs of staff, utilities, on-going plant maintenance, providing
services such as food and medical care, or other recurrent costs associated with running
the facility.

The first costs of a facility typically receive more attention than the operating costs
do, perhaps because they represent a tangible product—steel and concrete on a piece
of land.

First cost is considerable, with current estimates ranging from $40,000 to $60,000 per
bed space for the entire facility. Cost per square foot depends on many factors including
security level, types of systems and equipment, and quality of finishes. Per bed costs
depend upon the above factors as well as programs, services and overall capacity {two
factors which are important in determining operating and life cycle costs). To some
extent, limiting first costs can help reduce operating costs if the savings are due to
reduced capacity. If corners are cut on construction quality, however, operating costs
are likely to increase.

The basic components of first costs are shown in the following table in ascending
order of their contribution to the total first cost. Note that the cost of the building itself
comprises a large part of the first costs (60 percent}.

2%  Special equipment systems (fire detection, CCTV, sprinklers)
4%  Site preparation
7%  Architect/engineer fees
7% Jail equipment, locking systems, etc.
10% Plumbing and electrical
10% Heating, ventilation, air conditioning systems
60%  General construction work (basic building)

100% Total First Costs (not including land acquisition)

Although first costs may range from $40,000 to $60,000 or more per bed for the overall
facility, more specific examples may help you understand how these vary. Figure 1.4-2,
“Comparison of First Costs,” lists information about three recent California jails. The
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Figure 1.4-2: Comparison of First Costs

Operating Costs

Estimating Operating Costs

costs in these examples have been adjusted to a July, 1981 construction date. They
illustrate a range affected by location, capacity and number of floors. By using a
multiplier equivalent to the rate of construction inflation (recently from about one to
one and one-half percent per month) times the elapsed time since July, 1981, these costs
may be modified to show today’s cost. This may be helpful as a reference when
estimating the cost of your project.

Area
) Hi/tow  per Bed First Cost Cost

Capacity Location Rise (GSF) Cost per SF per Bed

1. 586 beds Downtown High 400 $27.2 $116.34 $46,535
million

2, 382 beds Downtown Mid 474 $20.9 $115.45 $54,730
million

3. 189 beds Rural Low 350 $6,06 $91.61 $32,063

The initial shock of first costs for a correctional facility is relatively mild compared to
the bill you will get to operate it, The above cited survey of recently constructed jails
confirms other estimates. Operating costs are projected at approximately ten times
more than first costs over the 30-year economic life of these facilities. This means that,
for every $1 million invested in a facility’s first cost in 1981, you will need another $10
million 1981 dollars to see you through to the year 2011.

Unfortunately, the high operating costs of detention facilities are frequently over-
looked during planning. They don’t seem to appear until a budget appropriation session
just before the move to the new jail.

The major component of operating costs is the expense of staffing the facility. Staffing
may account for as much as 70 percent of operating costs. Since the jail operates 24
hours per day, seven days per week, each staff post (such as a control center) requires
?‘ppr?ximately five persons to operate it (three shifts daily, days off, vacation, training
ime).

Thus, a facility having seven, 24-hour posts would need 35 security staff members.
Fifteen others might be required for functions which are not twenty-four hour posts
(administration, programs, food service, maintenance) for a total complement of 50.
In terms of possible savings resulting from design choices, the elimination of one control
station could free up five staff for other duties.

The round-the-clock operation of the jail is also a key factor in its high operating costs.
Wear and tear on the building and its mechanical systems is accelerated; maintenance
costs are increased; and lighting, heating and air conditioning systems require energy
for non-stop operation, These recurring costs are estimated toc account for about 20
percent of total operating costs.

Provisions for inmate needs are generally the smallest component of operating costs.
These are-estimated to be about ten percent of the total operating costs and include
items such as food service, commissary supplies, telephone usage, and miscellaneous
supplies, Despite their relatively small percentage, they are usuaily the figures cited
when inquiries are made about the costs of jail operation.

Like first costs, estimates of operating costs can be developed at increasing levels of
accuracy as planning and design progress. In the early stages of planning, estimates of
operating costs must be of a general nature. Until a facility is planned, programmed and
designed, it is difficult to accurately estimate the staff required to operate it. On the other
hand, since planning and design will have a great impact on operating costs, it is
imperative that they be factored into decision-making. Thus, methods are presented in
;uzb)sequent handbooks for estimating staffing and operating costs (Chapters 3.6, 4.5 and

A broad brush indication of operating costs may be developed by using the categories
previously discussed and comparing them to first costs, The example shown in Figure

].4-3 applies this very general formula to a hypothetical 100-bed jail costing $4.5 million
in 1981 dollars to build.
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$31.5 Million or
$1,050,000 Annually

Staffing Costs
Time
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Figure 1.4-3: Comparison of First Costs and Operating Costs llo%t brovis = $45or i . on Total Facility Costs
zr;r;: e Provisions $150,000 Annually : ! Owners, Consultants, Building Standards & Regulations
Building Maintenance = $9 Million or . ;
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Adapted from Value Engineering: A GSA Handbook published by GSA, Wash, D.C,, Jan. 12, 1972, pg. 1-8.

30-year ‘
! cumulative ! Source AlA Life Cycle Cost Analysis—A Guide for Architects.
Firs Coss Operating Costs , Calculating Life Cycle Costs Because life cycle costs depend upon a farge number of factors, it is not possible te give
f:é% ;‘Aclilgﬁ:rs) ﬁ;ar:mgrs) | any “rule of thumb’’ figures. In fact, it is not prudent to think in terms of ‘/standard”
hlfte cyci!e costs. Rather, life cycle cost analysis provides a technique for comparing
. 53 alternatives or i ibili i
ﬂ_ufe (Cyde Costs Life cycle costing is a technique that takes into account all of the costs incurred by a ‘ «\ Differen: gosatlf::jgr;grig;errfzssgzIIL:Zegfi:rlthgr?:fysis depending upon its objective
building owner during the various stages of a project. These range from the capital They may include the full range of first costs and operating costsg(opr a more Jnacrrl:)vs;
investment in land, construction and financing to the eventual costs of salvage and ‘, range) of a project considered over its life cycle. The following categori b
disposal of the building. The costs spread over a time period that corresponds to the j considered. . g categories may be
economic life cycle of the building. Life cycles vary from one building type to another i o Initial capital investment costs
and also change with time and technological succession. Currently, detention facilities . . .
; o Financing costs.

are assumed to have a 30-year economic life. This is a generalization including many
older jails still in use and other ten or twenty year old jails which have been abandoned.

The value of life cycle costing is that it allows us to “weigh”’ trade-offs in building
construction and operation. For example, the specification of a cheaper material may

o Maintenance and operations costs.
o Repair and replacement costs,
Alteration and improvment costs.

rgduce first costs bu.t require greater maintenance, earlier replgcement, and more oper- o Personnel costs.
ating personnel during the facility’s life cycle. Life cycle costing can help balance out . « Salvage costs
the long term economic consequences of these immediate decisions. ‘~ i '

Some of these are “one-time,”’ non-recurring costs and others are “‘on-going’ or
recurring costs. Those that recur should be examined in more detail to determine what
factors may cause a change in the cost. (This is discussed in Chapter 4.5 on cost
analysis,) The result of the analysis is a measure of life cycle costs in ““equivalent
uniform annual cost’—a way of converting current and future dollar values into a
uniform annual cost for each year in the life cycle.

in corrections planning and design, a life cycle cost analysis should weigh both : 1 ~ =
economic and non-economic consequences of alternatives. In this way, the analysis is
used as a tool to compare the economic consequences of various alternatives. These
consequences are then combined with the non-economic consequences (such as effect
upon the community’s attitude regarding detention facilities, the need to meet stand-
ards, or the desire to maintain a humane environment) to reach a final decision. This

notion is illustrated in Figure 1.4-4. 1 S d

: ummary an Itis easy to see that the costs of building and operating correctional facilities are quite
Figure 1.44: Tife Cycle CO”CHUS ion Efgh. Whlle first costs and o'peratmg <_:osts can be controlled independently, they are
The Use of Life Cycle Cost Analysis in Decision-making - Cost Analysis fghly |nterde!3endent. That is, when first costs are trimmed, operating costs often are
ﬁnz,(:::?es Secision higher. Sometimes, spending more on first costs can effect considerable savings over
rnativ Nomeconomic the long run, thus making cycle costing a valuable tool in the decision-making process.
Consequences : Itfallows us to study the effects of diminished first costs on the longer term consequence
‘ A - E of operating costs. By using this technique, we can make better decisions about the short

Adapted from American Insttute of Architects, 1977, S and long-term economic consequences of project development.

The proper timing of the life cycle cost analysis is extremely important to its effective : i Refeg‘ences . . . .

use. It may be used initially to determine the feasibility of corrections solutions other ‘ xg;r"i?'t‘olnsg;‘ge ;’;7';“1‘“395- Life Cycle Cost Analysis: A Guide for Architects,
than construction, such as more efficient management or organization of space, If some ; cycle cgsti?\l ingl d . gu:ge ;O the :asm components, techniques, and uses of life
type of building modification is necessary, the analysis may be used again to assess such ¢ conference g’; LonguT:: smrel:fmlr N ro?ht T{ H;ir(\:/ard ?r{?dlﬁ te School of Design 1975

s rm Economy: The Real Cost of Buildings.”

options as building, renovating or renting space.

When a decision is made to build a new jail, the life cycle cost analysis deals with
issues such as the level of amenities desired, project timing, site constraints, configura-
tion (for example, location of controf or surveillance points), building systems (struc-

Center for justice Planning. Costs of a New County Jail: Pay Now and Pay Later,
Champaign, !L: Center for Justice Planning, 1980. Discusses construction and operating
costs determined in a 1980 survey of 34 recently built jail facilities throughout the U.S.
tural, mechanical and electrical), and the exterior building enclosure. Dell'isola, Alphonse and Kirk, Steven. Life Cycle Costing for Design Professionals,
It is important to note that as the project progresses, each succeeding set of decisions ‘ New York: McGraw-Hill, 1981.

tends to have a sn'.\aller impact upon total proje_ct cost. The decisions of major confe- Department of Justice, Law Enforcement Assistance Administration, National Criminal
quence are ma f’e in th‘e early stages of the.pro!e ctan 4, consequently,:sho.uld receive o : ‘ B ' Justice .Information and Statistics Service, Expenditures and Employment Data for
the most attention. This progressive reduction in impact can be seen in Figure 1.4-5. | " ~ the Criminal Justice System, Washington, D.C,, 1978.
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Haviland, David S. Life Cycle Cost Analysis 2: Usingitin Practi'ce, Washington, D.C.:
American Institute of Architects, 1978. Contains numerous practical examples of how
to actually carry out life cycle analysis. . , ‘

Kirk, Stephen J. “’Life Cycle Costing: Increasing Popular Route to Design Value,”” Archi-
tectural Record, December, 1979, pp. 63-67.
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There are many sources of information and help for individuals and agencies involved
in studying or planning for local corrections. Much of this help is free to the user and
offered to improve the quality of our justice system and jails. While the help is available,
you need to know where to find it and who to ask for it.

The purpose of this chapter is to provide you with an overview of the kinds of
resources that are available. Many more specific references are listed at the end of each
chapter or handbock to which they apply. Two main kinds of resources are listed here:

o Agencies which offer help in the form of advice, counseling or technical assist-
ance.

o Sources of printed or other informaticn.

A variety of governmental, professional, and charitable organizations offer technical
assistance and other less formal kinds of help to county jails. Some of these services
are paid for by taxes, charity, or membership dues. For others, there may be a small
fee, generally nominal in relation to the services performed.

Board of Corrections

600 Bercut Drive

Sacramento, CA 95814

Telephone: (916) 445-5073

The State Board of Corrections, which has provided you with these handbooks, is—and
hopes to be seen as—a major resource to your county in almost all areas of the needs
assessment process. The Board is already quite familiar with your jail as a result of its
bi-annual inspections. (The resulting reports prepared by the jail inspector are also a
valuable source of information about the performance and problems of your jail.)
While the handbooks are intended to be used on your own, the Board can supply
you with help you may need in understanding the steps involved in the correctional

T
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planning process including technical questions about data gathering and analysis. The
Board can provide examples of how other counties have handled problems similar to
those your county may face and can usually recommend contacts who would be willing
to share their experience with you.

The Board of Corrections will probably be responsible for the disbursement of any
state or federal funds that may be available to counties for jail construction. Because
of this role, it would be helpful to coordinate your needs assessment and planning efforts
with the Board if there is a chance that your county may wish to apply for these funds.

If you have difficulty contacting any of the sources listed below, the Board can usually
provide up-to-date addresses or telephone numbers. In addition, the Board maintains
a library which contains many of the references cited throughout the handbooks.

NIC Jail Center

1790-30th Street

Suite 140

Boulder, CO 80301

Telephone: (303) 497-6700

The National Institute of Corrections Jail Center (“NIC”) in Boulder, Colorado is a
branch of the federal Bureau of Prisons (Department of Justice) whose mission is to
provide training and technical assistance to corrections systems around the country.

NIC will respond to specific requests for assistance and may provide small grants for
certain purposes. (Requests must come from @ county supervisor or jail official.} In
addition, NIC offers several training programs that may help your county considerably
in its planning effort. The most notable is called ‘/Planning of New Institutions’—or
“pONL,” for short. Much of the material contained in these handbooks was originally
developed for the PON! program.

PONI: PONI consists of two phases. The first phase is an intensive, two-day meeting
in your community with many of the people who would comprise your advisory
committee. An overview of jail planning issues is combined with initially identifying—
and making a commitment to solving—some of the problems with your jail. The second
phase, often held in Boulder, involves a week-long, working session for three to five
county representatives who can learn in greater depth how to follow through on the
facility planning and development process. The Board of Corrections may offer training
programs modeled on PONI for California counties.

Other NIC Programs: Other training programs that may be of interest include
““County and Corrections,”” which focuses on the county’s role in providing correctional
services; “Management Training,” which covers techniques of achieving effective jail
organizations, and “Legal Issues,” which explores in much greater depth the topics
dealt with in Chapter 1.2,

Committee on Accreditation for Corrections

American Correctional Association

6110 Executive Boulevard

Suite 750

Rockville, MD 20852

Telephone: (301) 770-3097

The American Correctional Association’s Committee on Accreditation for Corrections,
in addition to promulgating standards for local corrections, offers an accreditation
system for those jails or other institutions that wish to document their success in meeting
standards.

National Sheriffs’ Association

1250 Connecticut Avenue, N.W.

Washington, D.C. 20036

Telephone: (202) 872-0422

The National Sheriffs’ Association audit system can help you evaluate your jail facility
in terms of its operation and design. Compliance with ACA standards is stressed and
methods for organizing your effort to solve problems are suggested. If technical assist-
ance is requested, practical suggestions for improvement will be offered.

CURE
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Sources of information

INFORMATION

Pretrial Services Resource Center
918 /F"’ Street, N.W.

Suite 500

Washington, D.C. 20004
Telephone: (202) 638-3080

The Pretrial Services Resource Center, funded by the Law Enforcement Assistance
Administration (LEAA), provides a number of services thst could be useful to your
county as it examines its own pretrial practices and considers alternatives to incarcera-
tion (Handbook Two activities). Services include references, publications, technical
assistance and training.

The following agencies are valuable sources of information on a variety of subjects
related to corrections and criminal justice. The range of topics and services is indicated
for each source.

National Institute of Corrections/National Information Center

1790-30th Street

Room 314

Boulder, CO 80301

Telephone: (303) 444-1101

The NIC National Information Center maintains a comprehensive collection of docu-
ments on all facets of corrections, The center usually will help you find information on
a specific topic and provide a copy of materials other than books.

National Criminal Justice Reference Service (NCJRS)

User Services

Box 6000

Rockville, MD 20850

Telephone: (301) 251-5500

Sponsored by the National Institute of Justice, the NCJRS publishes the monthly “Selec-
tive Notification of Information,” available upon request if you wish to keep abreast of
a variety of criminal justice topics as information is published. NCJRS will also conduct
literature searches and supply abstracts of books and articles on particular subjects.
(There may be a fee for the latter service.)

National Institute of Law Enforcement and Criminal Justice

U.S. Department of Justice

Law Enforcement Assistance Administration

Washington, D.C. 20531

Telephone: (202) 633-2000

The National Institute of Law Enforcement and Criminal justice publishes reports of
studies that it has sponsored, many of which concern corrections and criminal justice.
American Correctional Association (ACA)

4321 Hartwick Road, Suite L-208

College Park, MD 20740

Telephone: (301) 864-1070

The ACA publishes directories of correctional agencies and a variety of other docu-
ments on corrections topics.

National Sheriifs’ Association

1250 Connecticut Avenue, N.W.

Washington, D.C. 20036

Telephone: (202) 872-0422

The National Sheriffs’ Association publishes a series of pamphlets on jail management
including one on jail architecture and a more recent one on guidelines for planning a
detention facility.

American Bar Association (ABA)

1800 M Street

Washington, D.C. 20036

Telephone; (202) 331-2295

The ABA publishes the Association’s standards as well as booklets reporting on ABA
studies on the costs of alternative programs and other topics.
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National Association of Counties

Criminal Justice Program

1735 New York Avenue

Washington, D.C. 20006

Telephone: (202) 785-9577

The National Association of Counties has published a series of pamphlets on correction-
al and criminal justice issues from the point of view of county citizens and governments.

National Council on Crime and Delinquency (NCCD)

Continental Plaza

411 Hackensack Avenue

Hackensack, N) 07601

Telephone: (201) 488-0400

NCCD publishes pamphlets and reports emphasizing the high cost of building and
operating jails and prisons and stressing the use of alternatives to incarceration.

National Fire Protection Association (NFPA)

Battery Marsh Park

Quincy, MA 02269

Telephone: (617) 328-9290

The NFPA publishes the Life Safety Code, covering all aspects of building design for
fire safety. It includes a special section on penal institutions. NFPA also provides infor-
mation and training on fire safety for corrections.

Unitarian Universalist Service Committee

National Moratorium on Prisan Construction

California branch:

1251 Second Avenue

San Francisco, CA 94122

Telephone: (415) 731-3300

As the name suggests, this group opposes the use of incarceration (and therefore the
construction of jails) for most detainees and prisoners. It publishes pamphlets which
argue this case and encourage the maximum use of alternatives.

American Institute of Architects (AlA)

Committee on Architecture for Justice

1735 New York Avenue

Washington, D.C. 20006

Telephone: (202) 626-7300

The committee occasionally publishes documents on jail and justice facility design. One
of these, The 1980 Design Resource File: Planning Justice Facilities, is a particularly
valuable reference. Documents are available through the AIA Publications Office which
also offers other publications on facility development.

California Criminal justice Planning Directors Association

3640 13th Street

Riverside, CA 92501

Telephone: (714) 787-2224

The Association can help direct you to the criminal justice planner for your region.

Bureau of Criminal Statistics

California Department of Justice

77 Cadillac Drive

P.O. Box 13427

Sacramento, CA 95813

Telephone: (916) 323-7375

The Bureau produces an annual “/Criminal justice Profile’” for California and, on request,
will provide a county with more detailed information about arrests and dispositions of
felony cases.

i e e e
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Judicial Planning Committee

California Judicial Council

601 McAllister Street

San Francisco, CA 94102

Telephone: (415) 557-3203

Provides an annual report on court activities.
American Justice Institute (AJl)

1007 Seventh Street

Sacramento, CA 95814

Telephone: (916) 444-3096

AJl has conducted research and development on a wide range of topics of interest to
local corrections. Of particular note are its reports on projects concerning jail over-
crowding, alternatives to incarceration, and classification.

Finally, an invaluable source of information and help for your county can be found
in California‘s other 57 counties. Most corrections systems and county governments will
be ha.ppy to share their experiences with you. This help may range from hints on
organizing your planning effort to specific suggestions on design features or materials
to use or avoid. The Board of Corrections may be able to suggest a county or individual
wha can help you with your particular needs.
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2.0 Introduction
1 to Handbook Two

Handbook Two shows your county how to carry out the first steps in the corrections
planning process. It includes the following five steps:

A
b

- o The first step in corrections planning: form and use an advisory committee

i W (Chapter 2.1).

' i « The second step: identify corrections system and facility problems (Chapter
2.2).

o The third step: set goals for correcticns and develop a mission statement
(Chapter 2.3).

e The fourth step: develop “‘action plans” to solve problems and achieve goals
(Chapter 2.4).
o The fifth step: select a planning consultant, if you need one (Chapter 2.5).
The planning process begins when your county recognizes that it faces a corrections
problem and begins mobilizing an organization to deal with it. Primary responsibility
lies with the,sheriff and/or corrections administrators to recognize problems with:jail
‘ populations, programs or facilities and to irform the Board of Supervisors. The
- supervisors, in turn, will organize the Planning Team and Advisory Committee and
L establish their responsibilities. The chapter on participatory planning (2.1) will explain
how to organize these committees and help them carry out their first tasks.
/ i The second step is for the Planning Team and Advisory Committee to identify and
: carefully define the problems faced by the corrections system (Chapter 2.2). Only in
this way can the planning process yield solutions to these problems.
* In the third step, the Advisory Committee establishes the community’s goals for jts
detention and corrections functions and records these in a “‘mission statement’’ {Ch.+»
ter 2.3). These goals, which need to be revised periodically, give direction to the
planning process and guide decisions made along the way.
The fourth step involves the Planning Team and Advisory Committee which organize
specific ““action plans’’ to solve problems and achieve goals (Chapter 2.4). Action plans

e st i o e i AT A g 12

. o develop timetables and assign responsibilities for achieving the tasks which need to be
carried out in order to find solutions. Action plans will be reformulated as necessary

R | . e throughout the planning process.
( 3 i ! . y) The final step covered in this handbook is to consider the need for a planning
- ; % N h : consultant, and, if needed, to select one and contract for services (Chapter 2.5). While
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Handbook Two shows your county how to carry out the first steps in the corrections
planning process. It includes the following five steps:

» The first step in corrections planning: form and use an advisory committee
(Chapter 2.1).

» The second step: identify corrections system and facility problems (Chapter
2.2).

o The third step: set goals for corrections and develop a mission statement
(Chapter 2.3).

o The fourth step: develop “action plans’ to solve problems and achieve goals
(Chapter 2.4).

« The fifth step: select a planning consultant, if you need one (Chapter 2.5).

The planning process begins when your county recognizes that it faces a corrections
problem and begins mobilizing an organization to deal with it. Primary responsibility
lies with the,sheriff and/or corrections administrators to recognize problems with jail
populations, programs or facilities and to inform the Board of Supervisors. The
supervisors, in turn, will organize the Planning Team and Advisory Committee and
establish their responsibilities. The chapter on participatory planning (2.1) will explain
how to organize these committees and help them carry out their first tasks.

The second step is for the Planning Team and Advisory Committee to identify and
carefully define the problems faced by the corrections system (Chapter 2.2). Only in
this way can the planning process yield solutions to these problems.

In the third step, the Advisory Committee establishes the community’s goals for its
detention and corrections functions and records these in a “mission statement’ (Chap-
ter 2.3). These goals, which need to be revised periodically, give direction to the
planning process and guide decisions made along the way.

The fourth step involves the Planning Team and Advisory Committee which organize
specific “action plans’ to solve problems and achieve goals (Chapter 2.4}, Action plans
develop timetables and assign responsibilities for achieving the tasks which need to be
carried out in order to find solutions. Action plans will be reformulated as necessary
throughout the planning process.

The final step covered in this handbook is to consider the need for a planning
consultant, and, if needed, to select one and contract for services (Chapter 2.5). While
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2.1 Step 1: Set Up
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Planning Structure
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|
|
| Who Will Use Primary Users
1 Board of Supervisors
: g ThIS Chapter Advisory Committee
/»jf.» Project Manager
L . Planning Team
Task Forces
Introduction to Step One in the planning process is to organize the people and lines of communication
Ste On e which will be used for your correctional planning project. This chapter explains the
; P reasons for and processes involved in participatory planning. While building a “case”
/ : for participation, it also shows how to organize and set up a participatory planning
' structure for this project and, more importantly, how to make it work. Although a
| general model of participation is presented here, we fully expect that your county will
! modify that model to fit your particular needs and circumstances.
} Participatory planning is considered essential for projects of the size and importance
i of most jail renovation or construction. Such involvement does not necessarily imply
.ooth sailing through a participatory process. Indeed, it is quite likely that divergent
' points of view will crop up from time to time and may be troublesome to resolve,
While some communities feel that participation adds precious time to the planning
process, many who have tried to proceed without participation have had the project
i backfire in one way or another—by failing to pass a bond issue or by building a facility
: that did not meet community expectations or legal mandates. Participation is well worth
! ‘ the time it takes.
P&rtl(:lpatlon Defined Participation, in the context of these handbooks, refers to activities organized and
; ' carried out by those not formally empowered to make decisions, yet whose contribu-
! tions influence the decisions of those with authority. This definition excludes situations
i | in which government officials formulate policy based on their own beliefs and values
§ . without the benefit of alternative ideas, beliefs and values from organized interest
, ) groups and or influential community leaders,
o o T Thus, participatory planning refers to interaction between organized citizen groups
1 g{_"Sv/ f e and governmental decision makers. The purpose of this interaction is to improve the
H
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importance of
Participation

Organization Climate
and Conditions for
Participatory Planning

Participation in Various
Levels of Planning

quality of the planning product and social policies adopted by those making and
carrying cut decisions.

The quality of the final plan is enriched by including in the planning process a broad
and often diverse spectrum of vested interest groups from the community. Social
science literature consistently finds that group decisions are superior to individual
decisions. In matters that have profound and lasting socio-economic implications for
the community such as planning new jail facilities or programs, it logically foliows that
scope, depth and diversity of community participation will contribute to the quality of
the planning process, the planning product, and ultimately the formulation of social
policy. Participatory planning involves citizens by giving them a voice in decisions that
affect the community at large and an opportunity to debate and resolve divergent points
of view.

Participation in the planning process is important for three reasons.

First, citizen participation is a valued goal in our democratic form of government; we
expect individuals and interest groups to have some influence over social policies which
affect them,

Second, participatory planning provides a practical and viable opportunity to educate
the community at large regarding the constitutional, legal and social importance of
allocating scarce resources to the construction and operation of a jail facility. Through-
out this process, participatory planning integrates a broad base of beliefs, values and
information. Ultimately, this combination leads to superior planning and decision mak-
ing.

Third, widespread participation in the planning process increases the likelihood that
decisions will be effectively carried out. People tend to “own’’ and support that which
they help create. This implies an organized strategy for disseminating information about
the problems faced in planning as well as the progress being made. An informed and
involved citizenry is likely to support available means of publicly financing the construc-
tion and operation of a new jail facility (see the section on selling the project in Chapter
4.6).

The technical complexity of corrections planning, const.uction and operation would
seem to imply that professional planners, architects, engineérs, penologists and other
specialists should carry out the planning function. Why then should non-specialists
representing community interest groups be invited to participate in this complex enter-
prise?

American history testifies to the fact that crucial matters of social responsibility can
be decided by non-specialists. In the administration of justice, for example, the inno-
cence or guilt of a person is determined L. 7 a jury of twelve individuals considered peers
of the accused. Similarly, the planning of a jail is a crucial matter of social responsibility,
creating important roles for non-specialist involvement.

By and large, however, government fails to involve citizens in planning programs of
social consequence. Instead, when it is necessary to hold public hearings, officials tend
to defend previous decisions. If rejected, the backlash can mean serious political conse-
quences for those involved and financial hardship for programs that are little understood
by the public.

Participatory planning provides an alternative leadership approach particularly suited
to ““unpopular” projects such zs jail construction. This alternative recognizes the bene-
fits that can accrue from taking into account many points of view, of responding flexibly
to new ideas, and sharing planning and decision-making power with a large number of
community representatives,

Participation serves different purposes and functions at various “levels’” of planning.
Three levels are considered here: “‘normative’” or long range planning, “strategic’’ or
mid-range planning, and “operations’ or more immediate planning.

Normative or long-range planning is concerned with what ought to be and why.
Jail planning falls into this framework because the planning process is long-range in
nature and involves questions concerning values. Those involved undertake commit-
ments of consequence for perhaps 30 years. The social responsibility of such an under-
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» Analysis of Mission & Purpose

« Analysis of Strengths & Weaknesses

« Analysis of Crime Rates & Trends

« Forecasts of Social, Demographic, Technical
& Legislative Trends

d Inputs

Normative Planning

s Objectives & Priorities
o Identification of Problem Areas & Issues
o Policies & Guides to Strategic Planning

Products 4

o Input From Normative Planning

« Situational Stimuli {(Court Orders, Riots,
Fires, Escapes, Etc,)

» Problem Analysis

« Alternatives;.Definition & Evaluation

Inputs

4

Strategic Planning

e Programs {(Initiation)
» Contingency Plans
» Guidelines s Operational Planning

Products 4

» Strategic and Program Guidelines
» Operational Consultants
« Operational infor.mation Systems

< Inputs

Operations Planning

s Project Schedules
« Budget and Financial Plans
« Operating Procedures

Products {

Conceptual Model for
Participatory Planning

taking quite clearly suggests the need for wide community involvement along with the
technical expertise of qualified specialists and the experience of professionals.

Strategic or middle range planning is concerned with what we can do and how
to do it for the next three to five years. Again, because of the social responsibility factor,
what we can do is an issue decided by widespread community participation. The
how’’ question, on the other hand, requires considerable input from specialists.

Operations planning, on the other hand, is concerned with what we will do and
when. Issues and concerns of operations planning, by their increasingly technical
nature, call mainly for the input of professionals and specialists. Because line staff is
conversant with the daily operations of the jail, it is important to include their practical
input into operations planning.

In summary, successful corrections planning requires a judicious mix of non-special-
ists and specialists in a dynamic parti:ipatory process.

An important, basic principle of planning holds that the planning structure should follow
its desired function. Thus, understanding the functions of normative, strategic and
operations planning helps provide a basis for considering the appropriate structure for
each of these planning levels.

Planning associated with establishing major policy directions (perhaps to include
facility construction) has been defined above as a normative planning activity. Thus,
its planning structure ideally requires widespread community involvement. However,
the definition of ‘“widespread involvement’” will vary from one county to another.
Consequently, there is no single model of participation that is universally valid.
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Figure 2.1-1: Participatory Planning Model

Roles, Responsibilities,
-and Membership of
Planning Groups

Board of Supervisors

Sheriff and Corrections Staff

To provide you with a frame of reference, we present below an “ideal’” mode! for
participatory -planning. Subsequent sections offer suggestions regarding membership
considerations for varioug planning groups along with their respective roles and respon-
sibilities.

Citizens' Advisory
Committee

By definition, members of the Board of Supervisors are elected officials representing the
citizens of the county. The Board has the responsibility and authority for evaluating and
approving staff recommendations regarding the corrections planning structure, roles
and responsibilities as your county will interpret them from the ideal planning model.
The Board makes the final selection of members of the Planning Team and the Advisory
Committee.

Usually these decisions are made in consultation with the sheriff or jail administrator,
who will be responsible for operating new programs or facilities. Because of familiarity
with criminal justice system agencies, the sheriff also helps the Board select appropriate
representation to the Planning Team and Advisory Committee from law enforcement,
the courts, and corrections agencies. Membership and responsibilities of these groups
will vary from county to county depending upon the following factors:

o Personalities on the Board of Supervisors.

o The status and influence of the sheriff.

o The confidence which the supervisors and the sheriff have in county administra-
tive staff.

The Board will also define the roles and responsibilities of the Planning Team and will
monitor its activities and progress. (The Advisory Committee and Planning Team can
set up certain task forces on their own, while others should be approved by the Board.)
Any planning decisions that have impact on county laws, fiscal commitments or opera-
tions policies must ultimately be approved by the Board of Supervisors, Thus, as the
planning process unfolds, the efforts of the Planning Team, the Advisory Committee and
task forces are presented to the Board of Supervisors for official approval.

The sheriff (or director of corrections) has direct responsibility for the jail and, thus,
must be intimately involved in corrections planning.

While participating in several planning groups, the sheriff also has specific respon-
sibilities. He must take an active role in defining policy direction for both law enforce-
ment and correctional functions, He must give access to the jail’s facility and records
ensuring that staff cooperates fully in data collection phases.

As physical planning begins, a task force of corrections staff and administrators should |

participate in defining operations and space needs as well as in reviewing architectural
plans,

Step 1: Set Up a Participatory Planning Structure
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Project Manager
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Planning Team

i,

The sheriff, as head of the primary user agency, should approve each major planning
product.

The project manager is the pivot point for the entire planning project. He or she is
responsible for planning, organizing, scheduling and controlling all aspects of the work
on the county’s behalf. Specific duties, which depend on the phase of the project, are
listed below. ®

Planning Phase
o Orient the Planning Team and Advisory Committee to the project.
Coordinate the consultant selection process.

Provide liaison between the Planning Team and Advisory Committeg, the fund-
ing authority, criminal justice agencies and the consultant.

e Supervise all in-house data collection and analysis activities.

e Assist in the development of the corrections master plan and the functional
program for the new facility.

+ Oversee the fiasibility analysis,
o Monitor the project timetable,
Design Phase

o Liaison between the Planning Team and Advisory Committee, the local funding
authority and the architect.

o Coordinate user agency review in the preparation of the design and construction
documents, bidding, and selection of the construction contractor.

o Supervise the development of the fixed and moveable equipment lists.

o Monitor the project timetable.

Construction Phase

o Liaison between the Planning Team and Advisory Committee, the local funding
authority, and the architect and contractor.

o Conduct on-site ir ;pections of construction activities to determine conformance
of the work, materials, and equipment with the construction documents (may
also have clerk of the works).

Assist the purchasing agent in the acquisition of fixed and moveable equipment,

Coordinate all local, state, and federal agency inspections of the project. Obtain
all necessary certifications and licenses.

Obtain and maintain all project records, architectural and “‘as-built”’ drawings,
and equipment user manuals.

Assist in developing written documentation of all change-orders.
Monitor the project timetable.

Review and approve all applications for payment submitted by the contractor
(after review by the architect),

o Represent the facility owners in the identification of construction deficiencies
(“punch list”"). Review and approve the correction of all deficiencies.

» Orient and serve as a resource to all individuals involved in the transition proc-
€ess.

(-3

-]

o

The size of the Planning Team will depend on the size and complexity of the planning
problem, but should be small enough to be workable—generally about six members.
The Planning Team may be smaller if consultants are relied upon heavily. The Planning
Team members may be drawn from the following areas of expertise:

» Corrections planners or other staff.

County and, if appropriate, city planners and administrative analysts.
o Public works personnel.

» Fiscal managers.

e Technically qualified. community volunteers (corporate planners from private
industry or loan executives or retired professional planners,)

[P ——
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Advisory Committee

The project manager is the leader of the Planning Team, wifh direct r‘esPonSIbllty for
coordination and communication as indicated in the above jpb description. ,
The Planning Team is responsible for carrying out or overseeing t_he needshas?:;smen
and feasibility study tasks. Policy matters and findings are submitted to.t e ‘ vnsor};
Committee. Ultimately, the Team is responsible to the Board of Supervisors, heep§ i
informed as the planning process unfolds, and seeks Bf)ard approval at ebalc n'1a;or
planning step. Thus, the planning staff has two equally important responsibilities:
» The coordination of people, and
« The coordination of tasks. . ‘
The following skills will help the Planning Team and pa.rti‘cularly the project manager
carry out their tasks in coordination with the other participants:
« Technically competent in planning.
o Task-oriented and willing to take charge.
o Can manage people, time and resources.
» Innovative, creative. ' -
o Skillful in working with groups (Board of Supervisors, Community Advisory
Committee, task forces, etc.)
o Skillful at conflict management.
o Enthusiastic/energetic pace setters.
o Politically astute. .

If the county does not have qualified planning staff availgble, the Board of S}L\Jperws:orst
may choose to contract out certain tasks to jail planning c9nsultant§. Tte Sr?:z}::e
manager, however, should certainly be a county staff member since gontlrll;u y O (?tants
planning cycle is critical to the coordination.and success of the project. If consu
are hired, they will serve as staff to the project manager.

The Advisory Committee is essential to any participatory planning effort. In general
terms, its role includes: .

o Receiving reports prepared by the Planning Team.

o Studying and evaluating recommendations and their factual background.

o Studying, formulating and recommending policy.

Thus, the Advisory Committee provides input to the planning process and Qrovidfes
evaluation and feedb \ck to the Planning Team, and endorses recommendations for

i roval. i ’
Bol?ria(:tfefilljlze;llsec;z;p‘;mmittee members can greatly contribute ‘to theI plahr/alnnrr:lg-
process and help to ensure implementation of the product—th_e co.rr.ectlons p ar;. e -
bers of the Advisory Committee should be chosen for their vt'llllngnes.s. to ecomk
involved in and work on the project. Representatives who are in a Posmon to s.pea.
for the following groups or agencies should be included on the Advisory Committee:

o Board of Supervisors

o Sheriff and corrections staff

o Judiciary (presiding judges of the municipal and superior courts)

o District attorney

« Public defender

o County administration

o Public works staff or county architect

o Probation

« Municipal law enforcement

« Alcohol, other substance abuse and mental health programs

o The public (who may be represented by individuals listed b?low)‘ .

In addition, representatives of the following groups may be considered for inclu-

sion:

o Elected officials from city governments

o County grand jury

s o TR SRR SR
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o County Bar Association
o League of Women Voters
o Church groups (Ministerial Association or interfaith council)
o Community service clubs or civic organizations
o Minority or public interest groups
o Inmate support groups such as Friends Qutside
o American Civil Liberties Union or other prisoner rights advocates
¢ Media
o Other community groups whose support is important to the jail construction
plan

The Advisory Committee should consist of about 15 to 20 persons. To maintain a
manageable number yet provide for widespread community representation, attempt to
identify individuals who occupy prominent roles in more than one community interest
group. An existing committee, such as an AB 90 committee (mandated by Assembly
Bill 90) or criminal justice advisory committee could form the basis for the Advisory
Committee. Larger counties may require broader membership. If this is the case, organ-
ize sub-groups to purform specific tasks.

Once established, both the Planning Team and the Advisory Committee will follow
the steps defined in this and subsequent handbooks. First tasks involve reviewing and
discussing the issues defined in earlier chapters. These groups then identify correctional
system and facility problems and develop goals and a mission statement for county
corrections. Later tasks involve data collection and analysis and evaluation of options
for facility development.

A corrections needs assessment is a major undertaking. To help the Planning Team

and Advisory Committee collect and procest information, certain tasks are assigned to
“task forces.’

Task forces are small groups of about three to five persons who receive specific
assignments and a timetable for reporting back to the Planning Team and Advisory
Committee. Any number of task forces can be organized over the life of the planning
process and several task forces may work simultaneously. Task forces may include

community representatives or specialists who are not formal members of the Planning
Team or Advisory Committee.

Task force assignments may include:

o Gathering and analyzing data.

o Studying alternatives to incarceration.
Analyzing inmate service needs.

o Evaluating existing facilities.

Assessing facility consolidation.

« Cost or funding analysis.

Site selection.

Selection of a consultant/architect.
Facility programming and design review.

Task forces can address some of these issues without staff support. However, as a
general principle, it is recommended that professional staff from the Planning Team be
assigned to each task force to help to schedule meetings, gather pertinent information,
and prepare task force reports. The project manager monitors the operations of each
task force, either as a working or ex-officio member.

Each task force is organized to perform a specific task within a specified time frame.
Task forces report their findings and recommendations to the Advisory Committee.
After evaluation, clarification and necessary ravisions, the Advisory Committee for-
wards task force reports to the Board of Supervisors.

-]

L]

o

The media can be an invaluable ally in corrections planning—or the undoing of the
entire project. An independent force, it can nonetheless spread the word about prob-
lems facing corrections, the jail and the planning process. The only way to build

b S i A
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Examples of effective community-based participatory planning for corrections are:
Alachua County, Gainsville, Florida
Boulder County, Boulder, Colorado
Contra Costa County, Martinez, California
Jackson County, Kansas City, Missouri
Kane County, (near Chicago) !llinois
Benton County, Corvallis, Oregon,
Linn County, Albany, Oregon

Contra Costa County, California is an example of a county that initially spent a large
amounf of money and experienced many problems, at least in part, because it failed
to provide for community involvement. The county scrapped its first set of architectural
Q plans, returned to basic planning, and provided for widespread community involvement

|
community support for the project is to keep the people informed, and the media can ‘ '\,
do this best. A continuous effort should be made to find human interest value in the ‘ ‘
jail planning project. : *
Although it is desirable to include represe.itatives of the media on the Advisory e : l
Committee (at least as observers), this is not sufficient community relations. The project |
manager should use the sheriff and members of the Board of Supervisors and Advisory
Committee to present the project to the media resources available in your community.
A task force or sub-committee might serve as the effective link.

Participatory Role Relaﬁonships The participation model presented in Figure 2.1-1 provides for maximum communica-
tion and interaction among the Board of Supervisors, Planning Team, Advisory Commit-

Participation: An
Effective Approach for
Correctional Planning

Figure 2.1-2: Effective Corrections Planning

tee and task forces. Note the overlapping areas on the diagram which identify situations
where individuals are members of at least two of the formal groups.

For example, the Planning Team acts as staff to the Board of Supervisors, the Advisory
Committee and the task forces. In addition, one or more members of the Board of
Supervisors also serve on the Advisory Commiittee. Their overlapping memberships or
“linking pins”’ facilitate both formal and informal communication among what might
otherwise be separate units. The linking pin concept provides the vehicle for open
exchange of ideas in planning.

To extend the sphere of involvement even further, open all planning meetings to the
public and make minutes of meetings available to anyone interested in reading them.
Each person involved in the corrections planning process will probably have informal
or formal associations with a wide range of community interest groups. It is possible
to provide additional opportunities for community involvement by arranging for partici-
pants at all levels to keep their respective community interest groups systematically
informed of problems being confronted and progress being made in the planning
process.

To summarize the importance of participatory planning for corrections, a comparison
is made on the following table between effective and ineffective planning experiences.
Effective correctional planning refers to projects that experienced a minimum number
of problems throughout the needs assessment process, architectural design and con-
struction. Moreover, these projects resulted in jails that met legal imperatives and
national and local standards. Ineffective corrections projects experienced many prob-
lems throughout the life cycle of the planning and construction phases and were
sometimes rejected by the community. The ones that reached construction sometimes
conflicted with legal imperatives or national and local standards from the day they

opened.

References

to generate the support needed to build its present facility.

The le:sson to be learned from these experiences is that community-based participato-
ry planning may not take you precisely where you think you want to go, but without
it, you-may not be going anywhere at all.

Burns, Jim. Conmections: Ways to Discover and Realize Community Potentials,
§troud§burg, PA: Hutchinson Ross, 1979. While oriented toward urban design projects,
it provides valuable methods for any community based planning.

Glass, Jame's. "“Citizen Participation in Planning: The Relationship Between Objectives
and Technlque§,"' American Planning Association Journal, April, 1979. Reviews a
number of participatory techniques in terms of when they are applicable.

Likert, Rensis, New Patterns of Management, New York, NY: McGraw Hill, 1966.
Reports on ten years of research on the impact of involving employees in setting
organization goals and the means for achieving them. This participation led to accept-
ance of the goals and commitment to insuring their achievement.

McGregor, Douglas. The Professional Manager, New York, NY: McGraw Hill, 1960
Contrasts the relative merits of autocratic versus participative management styl,es and.
concludes that the contemporary organization is made up of creative, sophisticated
persopne! wanting to have a voice in planning the direction and work effort of their
organization.

Sanoff, Henry. Designing with Community Participation, Stroudsburg, PA: Hutchin-
son Ross, 1978. Stresses the need for sharing information and expertise between design-
ers and those affected by environmental change.

Aspect of Planning Effective Corrections Planning Ineffective Corrections Planning

Planning Structure Widespread community involvement Primarily professionals and politicians

Planning Method

Needs assessment and planning highly structured

Ad hoc planning, little formal structure

Planning Meetings

Scheduled—open to public, minutes available, media
invited

Unscheduled—no notice to public or media

_ Leadership

Stable throughout life of project

Multiple changes throughout life of project

Conlflict

Openly addressed, resolved or defused

Avoided at all costs

Project Control Ove; Needs Assessment,
Feasibility Study and Design

Highly controlled by Board of Supervisors, corrections,
Advisory Committee and Planning Team

Largely controlled by planners or architect
(by default)

Approval Authorities

Endorsed by Advisory Committee, Planning Team, and
Board of Supervisors on a step by step basis

By Board of Supervisors at the end of the
planning process with input limited to

professionals
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This chapter provides techniques for identifying corrections system and facility prob-
lems and developing solutions to these problems in an organized and democratic
manner. However trite it may sound, you must clearly identify problems before they
can be solved. This is no easy task because of the almost universal tendency for people
to think in terms of solutions rather than specifying the scope and nature of the problem.
However, beginning with a solution statement may lock you into that solution.

For example, if you ask “What is the major problem confronting the administration
of your jail?”” you will likely hear, “We need more recreation, a library, substance abuse
counseling and leisure time activities.”” When you think about it, this can be recognized
as a solution statement.

The problem statement might sound more like the following: “Enforced idleness is
a problem in our jail. Inmates spend 85 percent of their waking hours locked in their
cells with little or nothing of a constructive nature to occupy their time. Out of anger,
hostility and sheer boredom, they resort to their own leisure time devices. They harass
the corrections officers, create unbearable noise, and engage in a host of other unpleas-
ant and counter-productive activities. Last year our malicious damage costs were up 22
percent over the previous year. We experienced 42 physical confrontations between
inmates (up 10 percent over the previous year), and our inmate escape statistics were
up six percent over the previous year with a total of 53 escapees.”

Another example of a solution rather than a problem might be, “We need tighter key
control.”” Whenever a problem statement begins with “We need . . .,”” you can expect
a solution statement to follow rather than a problem statement, With respect to key
contro, the problem might sound something like the following: “’Qne of our master keys
has been missing for the past two months. We all know what would happen if it got
into the hands of the inmate population. In addition, upon reading shift reports over the
past six months, on 12 occasions corrections officers reported that they couldn’t get
access to needed supplies and equipment because of missing keys." From this problem

]
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The Nominal Group
Process ‘

NGP

o

Task 1. Silent Generation of
Problem Statements

statement, a number of alternatives could be generated to solve the problem, including
tighter key control.

Having distinguished problem statements from solution statements, corrections plan-
niing requires a systematic and practical means of identifying the wide range of problems
confronting those involved in the process. Once the problems surface and are clarified,
the planning process can move to the formulation of responsive, realistic, and appropri-
ate action pfans. The Nominal Group Process (NGP) is one efficient and effective
method for this purpose. NGP is designed to do the following:

o Obtain problem definitions from groups of individuals with common concerns

vet diverse backgrounds and frames of reference.

= Involve every individual in the group to a maximum degree. Socially shy or
retiring members of the group easily and systematically become involved in the
process, Often the contemplative, quiet members of a group have some of the
most profound contributions to make. Planning groups can ill afford to lose this
talent.

« Capture individual perceptions of problems without being influenced by superi-
ors or community leaders who occupy positions of power and authority in the
community. Everyone’s contribution is worthwhile and relevant. Members of the
group may take an apparently trivial idea and develop it into a significant prob-
lem statement.

o Enable the group to establish a common ranking of problem statements so that
individual members are not influenced by superiors or powerful community
leaders.

o Enhance creativity and interest in identifying problems including those which
pertain to corrections planning.

NGP is easy to understand and use without extensive training. Because the process
is relatively easy to learn, participants involved in jail planning projects can use it
immediately. In addition, the method has application for problem identification in a
wide variety of other formal and informal organizations.

To initiate NGP, a group facilitator (for example, a member of the planning team who
has studied NGP) divides the pasticipants at an Advisory Committee planning meeting
into small groups of five to eight persons and asks individuals to move to pre-arranged
small tables. The group leader then distributes to each member a pre-printed ‘"Nominal
Group Problem Identification Form,” which includes questions pertaining to substantive
areas of specific concern to the jail planning process. For example, the form may
contain one of the following questions:

"“As planning proceeds, what problems will we need to address regarding the use
of alternatives to incarceration?’’

“What problems will we need to address regarding programs and services in our
new jail?”’

The group facilitator illustrates for group members how to write problems rather than
solution statements. The examples used above (or others) can be used for illustration
purposes. Alternatively, if the planning group is concerned with exploring potential
solutions, they are asked to suggest ideas available to solve a specified problem. (See
Chapter 2.4 on Problem Solving).

Carefully follow the steps outlined below during problem identification sessions.

The facilitator and the group read the substantive question on the Nominal Group
Problem Identification Form, providing clarification if needed. The facilitator then asks
each group member to privately list problems that relate to the substantive question.
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The facilitator gives each group member a 3x5 card and asks each to select the five most
critical problems recorded on the flip chart. The code numbers corresponding to each
problem can be used for this purpose, eliminating the time it would take for each group
member to rewrite the five problem statements. When this process is complete, the
facilitator asks each group member to privately and independently rank order the five
problem statements, assigning a /5’ to their perception of the most important problem
statement, 4" to the second most important, and so on.

X* Task 4. Ranking Problem
, Statements: Setting Priorities
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Task 5. Establishing Nominal
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Task 2. Problem Statements
Recorded on Flip Chart Using
Round Robin Approach

each group member, using a round robin approach. Commenting or editing is not ;
permitted at this point, For ease of reference, each problem statement is given a code '
number. %

The facilitator writes an the flip chart or newsprint one problem statement at a time from j l-(l//

During the period when group members are privately ranking priorities, the facilitator
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The facilitator and the group clarify each problem statement for common understand-

tor asks group members if the discussion and clarification process has stimulated further
problem statements. If so, these added problem statements are written on the flip chart
and discussed for clarification purposes.

Group Priorities

5 FRoBLEMS Rank
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Task 6. Feedback and
Evaluation

prepares a tally sheet on the flip chart. As each group member completes ranking the
five most critical problems, the facilitator writes the weighted values (from the ranking
discussed above) adjacent to the corresponding problem statement number on the tally
sheet. The tally sheet is then totalled. The group may choose to comment generally on
the outcome.,

A sample tally sheet is presented in Figure 2.2-1, illustrating how a group of five
persons might develop their priorities.

After each small group has established a list of priorities in substantive areas assigned
to them, results are presented to the total Advisory Committee for evaluation and
discussion. This stimulates small groups to be conscientious regarding their assignments
and to perform as well as they can. In addition, the Advisory Committee gets a total

ing. This is important because some people tend to think in shorthand, while others may | ) : A S
Statements not clearly understand the implication of a problem statement or th::e meaning behind ( perspective of the planning problems with which it must deal. lf f.o r any reason two or
it. At this juncture in the NGP, group members may merge problem statements that n;ore s!:n alldgroups happen to gener:;te problerlr: statem?nts p ertall(mng tho the same areas,
) . e s - they should meet as one gtoup and repeat the NGP from Tasks 4 through 6.
CLARAFICATION seem essentially the same. In addition, if it has not occurred spontaneously, the facilita- . .
LARIFL em ntially me ! P Y, After each NGP session, the Planning Team organizes the substantive problem state-

ments in priority order and sends results to Advisory Group members. In addition,
minutes of these meetings go to the Board of Supervisars for information purposes and
necessary action.

W ex wassn The Planning Team must eventually address each identified problem even if it is not
4z (< 44) wouw ww \ included in the higher priority rankings. Additional meetings may be necessary to rank
W A ks | order problem statements that failed to surface during the first NGP meeting. Or, if the

remaining problem statements seem relatively equal in importance, the Planning Team
may simply rank them arbitrarily.

When used to identify planning problems on a number of issues, NGP serves as an
important point of departure, It provides the baseline information upon which you can
schedule problem-solving action planning meetings.
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Figure 2.2-1: Nominal Group Problem Priorities
Problems Group Participants by Name and Overall
(by Code independent Rankixg of Problems: Group
Number) Greg Mary Carol Scott Total Priorities
1
2 5 1 5 15 1]
3
4 3 5 4 17 |
5 4 2 3 2 i6 ]
6
7 5 1 8 Vv
8 4 4
9 3 4 2 10 \%
10 3 3
1 1 1 2
12
{Note: the overall group priorities are written in Roman numerals (| to V) in the last column. It is not unusual to find group rankings in clusters as indicated
above even though each member individually developed his or her own rank order. The patters: simply implies a high level of agreement on the top five priorities.
Frequently, the ranking of problem statements below the first five or six tends to spread out, suggesting less agreement among group members over these issues.)

Applications of NGP

Summary and
Conclusions

References

The NGP has a wide range of applications in problem identification generally and for
jail planning in particular, The meeting format presented above is suggested for involving
key individuals or groups in each planning phase. These should include:
o Clients (consumers or users) and first line staff for problem identification and
exploration.
o External resource people and specialists for exploring knowledge or possible
approaches.
« Key administrators and decision makers for developing priorities.
o Organizational staff for developing program proposals.
o All of the above participants for final approval and evaluation.

Thus, the same format can be productively used to surface problems, explore alterna-
tives, establish problem and program priorities and generally involve a large constituen-
cy in any aspect of the planning enterprise.

The procedure for using NGP in any of its applicaticns can begin with task forces,
the Advisory Committee or the Planning Team. Ultimately, however, the Board of
Supervisors must endorse final solutions or products.

Identifying correctional system problems is serious business, requiring considerable
thought and input. The NGP provides an efficient and effective means of surfacing
system problems that influence jail planning and construction. Moreover, it does this
in a manner that involves all participants in the process.

Identifying the nature of problems faced by your system provides a firm foundation
for the next step—developing goals and objectives for the direction you want to pursue.

Delbecq, Andre, and Ven De Ven, Andrew. “A Group Process Model for Problem
Identification and Program Planning,” journal of Applied Behavioral Science, Vol, 7,
No. 4, 1971. Provides an understandable and practical explanation of the nominal group
process, including a description of the research on which it is based.

Schein, Edgar. Organization Psychology, Englewood Cliffs, N}: Prentice-Hall, Inc.,
1972. Focuses on how an organization can productively use its human resources
through effective management. Examines problems of organizational integration which
arise because an organization is composed of many informal as well as formal groups.
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The Mission Statement

=T, Definition

&
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Advisory Committee Sheriff

Planning Team Board of Supervisors
Corrections Staff

The A.dvisory Cf)mmittee is responsible for developing the mission statement, and the
Plannu:ug Team is responsible for correctional goals. Drafts of these materials should
be reviewed and approved by the sheriff and Board of Supervisors,

For many communities, the opportunity to effect significant change within the local
correctional facility comes only once in a lifetime. Major policy decisions regarding the
facility must, therefore, meet both the immediate and long-range needs of the commu-
nity as well as of the jail staff and inmates. For this reason, the development and
documentation of the mission statement and goals for corrections are critical initial steps
in the needs assessment and faciliy planning process, Together, these documents
define, in general terms, the nature of the philosophical and operational changes to be
achieved through planning. They are essential reference documents which provide
focus, direction, and consistency to the myriad of activities which will be undertaken
to improve local corrections.

?ecause each community is unique with respect to its incarceration needs, there is
neither a “model’’ mission statement nor model correctional goals that apply universally
to all communities. This chapter is designed to help individuals reponsible for the
development of the mission statement and correctional goals to clearly define and
document your county’s approach to, and expectations for, carrections,

A mission §tatement is a broad, general statement describing the philosophy by which
the_correctuonal system and facilities will be operated. Specifically, a mission statement
defines the purpose of the correctional facility; the facility’s responsibilities to its inmate
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population and other major constituencies (such as local government, Fhe Iocal.criminal
justice system, governmental and community agencies which PI’O\{IdE services and
programs for the facility, and the public); and the philosophical dII’ECtIO.n of the correc-
tional facility. In essence, a mission statement reflects the ideal correctional facility for

a particular community.

in the development of a mission statement, give serious consideration to three key
issues: purpose, responsibilities and philosophical direction.

Purpose. The purposes of the correctional facility include the legal mar}d;.ate ff)r t.he
operation of the facility; the role of the correctional facility in the'lc.)cal criminal JustlFe
system; the types of inmates who will be incarcerated in the facility (such as pretnfal
and/or sentenced, male and/or female, and adult and/or juvenile inmates); .and, in
general terms, the role that incarceration plays in the community. To determine the
purpose of the correctional facility, the following questions should be addressed:

« Is the operation of the correctional facility mandated by state and/or local

statutes?

o Who is ultimately responsible for the operation of the facility?

o What law enforcement agencies and courts are served by the facility, and how

does the facility help them accomplish their responsibilities?

o Who will be incarcerated in the facility, and why should they be incarcerated?
Responsibilities. The mission statement must define the correctional facility’s prim:?ry
responsibilities to the county or community, its inmate population and other major
constituencies. In the broadest sense, those responsibilities are:

o Security. Making sure that individuals remain incarcerated until legally released;

o Safety. Making sure that the staff, inmates, and visitors are not subjg_cted to

physical, emotional, or psychological abuse or danger while in the facility; and

o Service. Providing for the basic human needs of the inmate population and
providing program opportunities for those inmates who choose to participate.

How these terms are actually defined and their relative importance to the overall
mission of the facility will vary from community to community. The definition of the
term “‘service’’ is particularly critical because of its cost implications. The mission
stateriient should, therefore, include a general description of the types of .services apd
programs which will be offered in the facility. In defining all three terms, it is essential
that the California “Minimum Standards for Local Detention Facilities” and recent
corrections-related court decisions be carefully reviewed to determine what, at a mini-
mum, are the correctional facility’s responsibilities (refer to Chapter 1.2 on standards
and legal requirements). '

The correctiona! facility has, however, other major responsibilities to its various
constituencies. As an example, local government must operate the correctional facility
in a cost-effective manner. Thus, it is important to identify and reflect in the mission
statement all of the correctional facility’s major responsibilities.

Philosophical Direction. Determining the philosophical direction of the correctiqr?al
facility requires putting aside current perceptions regarding the mission of the facility
and trying to conceptualize its mission five, ten or twenty years in the future. )

A number of quite different correctional philosophies can be identified, including the
so-called "Five R's:"”

o Revenge. The mission of a correcticnal facility is to punish inmates in order to
repay their “debt to society’ and to deter future criminal activity;

» Reform. A correctional facility exists to provide inmates with vecational and
educational skills and instill in them contemporary community standards, thus
making them productive members of society upon release;

o Rehabilitation. The mission of a correctional facility is to treat the inmates’
social and psychological problems and change their attitudes so that they can
“cope” with society upon release;
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Developing the Mission
Statement

Criteria for Mission
Statement Draft

o Reintegration. A correctional facility is responsible for developing a cooperative
relationship between the inmates and the community in order to reduce the
stigma of criminality and enhance the inmate’s ability to successfully re-enter the
community upon release; and

o Restraint. A correctional facility must operate in a smooth and efficient manner
and must tightly control the behavior of inmates through the use of rewards and
punishments in order to maintain a calm environment in the facility. This philoso-
phy assumes that attempts to reform, rehabilitate, or reintegrate inmates are futile
because people change only if they want to.

In terms of the operation of a correctional facility, all these philosophical approaches
have their advantages and isadvantages. As a result, most communities recognize that
the philosophical direction established for the jail will be a combination of two or more
of the models. Regardless of the philosophical direction chosen, it must be based on
the community’s expectations for the correctional facility, current correctional stand-
ards and court decisions, and the needs of the staff and inmate population of the facility.

The most difficult task in the development of a mission statement is thinking through
the issues that must be addressed. Once consensus is achieved on the issues, writing
the document becomes a relawvely simple process.

Substantial community input should be solicited to develop a mission statement.
Appropriate representatives of local government, the local criminal justice system,
governmental and community agencies, and the public should be actively encouraged
to participate in the statement’s development because they all have a stake in the
success or failure of the correctional facility. For most communities, the Advisory
Committee is the most appropriate body to take responsibility for the development of
the mission statement because its membership reflects a cross-section of professional,
political, and community interests,

As the community’s technical experts in the field of corrections, the sheriff and
corrections administrator must take a leadership role in the development of the mission
statement. That leadership role ranges from organizing meetings, to researching the
professional standards and court decisions, to actually drafting the statement.

Assuming a leadership role, however, does not mean dominating the process. Every-
one involved in the development of the mission statement must be allowed input,
regardless of his or her expertise in corrections, or personal philosophies.

Involving a diverse group of individuals in the development of a mission statement
is a major task. Each person will have his or her own opinion on almost every issue that
must be addressed. Regardless of the differences of opinion that may exist, group
consensus on the issues is essential. Even if everyone cannot agree that the position
taken on a particular issue is the best possible course of action, the group must at Jeast
agree to give it a try.

Reaching even this level of consensus may require numerous discussions of the
issues. In all probability, some compromises will have to be made to arrive at positions
which both satisfy the community and comply with professional and constitutional
standards. (Help with techniques for group decision making can be found in Chapters
2.2 and 2.4.) Once agreement is reached on all issues to be addressed, an initial draft
of the mission statement can be developead.

While there is no set format for a mission statement, the draft should comply with the
following criteria:

o Broad Focus.The mission statement should definitively address every major
issue regarding the operation of the correctional facility. It should not, however,
attempt to address the details of how the facility will operate. Those details
should be addressed in other documents, such as the corrections master plan,
the functional and architectural programs for the facility, and the operational
policy and procedures manual.

o Concise. The mission statement should be written as simply and concisely as
possible. It should not be more than one or two pages long. If any longer, there
is a very good chance that it will never be read, no matter how well written.
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Correctional Goals
Development

Definition

Identifiying Correctional Goal
Topics

Developing the Correctional
Goals

o Clear and Unmistakable. The mission statement should be undejrstandal?l_e
even to those individuals who have little or no knowledge of correctional facili-
ties. Corrections jargon should be avoided. ‘

o« Realistic and Attainable. While the mission statement should reflect the ideal
correctional facility for your county, those responsible for it‘s c'ievelopment must
feel certain that, with effort, its ideals can be achieved. A mission st;.atement that
includes “pie-in-the-sky"’ concepts that can never be implemented is worthless.

o Positive. Because the mission statement defines the future course of correc.:tions
in the community, it must focus on what will be done, rather than what will not

or cannot be dene.

The completed draft of the mission statement should be reviewed anq formally ap-
proved by the Advisory Committee, the sheriff and the Board of Supervisors. In some
instances, changes in wording are necessary before all can approve the draft. Ijiowgvef%
major changes in the content of the mission statement are unnecessary at this point i
agreement on the issues has been achieved.

A correctional goal is a brief statement that defines in general tgrfnS an end result to
be achieved in the operation of the correctional program or facility. ‘

Like the mission statement, a correctional goal reflects an ideal towarq VYhICh the
correctional facility should be striving. A correctional goal differs from a mission statfz-
ment in that it relates to a specific aspect of operations, and is therefore narrower in
fo(/:f:lsc.orrectional goal also differs from an objective in that a goa! defines an end result
while an objective describes an activity or group of acti\fities required to achieve an enci
result. An objective has fixed time parameters, and is me:asu.rable. BecaySe a goa
reflects an ideal, these criteria are not usually applicable. Objectives and their develop-
ment are discussed in detail in the next section of this handbook.

The number of goals established for the correctional facility _\{vill vary greatly frqm
community to community depending on the size and type of facility and the complexfnty
of its operations. However, at a minimum correctional goz_zlls should be established for
the broad operational areas of administration, support services, programs, and security.

To determine the actual topics for which correctional goals will be deyeloped, .f'II'St
develop a list of all the functions and activities which must bfa performed. |.n.the facnhgyi
Then, rank order the list, giving highest priority to those functions and.ac_tmfles essentia
to the mission of the facility. Develop goals for only the highest priority items.

The process for developing correctional goals is basically the same as the mission
statement development process. Consensus on the end result definec in each goal is
i ssential. .
ab:'?\i: tg:;\tfante of the correcti - » "als should reflect botk the philosopf‘xy established
for the jail and current professioncl and constitutional standards. For thl,s, reason, the
mission staement, ‘““Minimum Standards for Local Detention Facilities,”” and recent
court decisions are primary references in developing co.rrectional goals. :I'hg task of
developing the goals should only be tackled after the initial draft of the mission state-

ment has been reviewed and approved. '

Like the mission statement, correctional goals should be concise. One or two sent-
ences are usualiy adequate to define the end result to be achieveq. The goals must also
be positively stated, clear and unmistakable in meaning, and realistically attainable. In
addition, they should meet the following criteria.
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While each correctional goal focuses on a specific aspect of facility operation, the ideal
end result is stated in general terms. The details of how to achieve that end result will
be stated in other documents. The following examples illustrate this point;

Too Specific. To prepare three hot meals per day “in-house” and serve each
inmate in his or her living unit, with no more than 14 hours between the evening
and breakfast meals. Meals will be prepared conventionally and transported in bulk
to the living units.

Correct Level of Generality. To provide meals to the inmate population which
meet the recommended daily nutritional allowances established by the National
Academy of Sciences.

The first example is actually an objective that describes several activities required to
achieve the end result reflected in the second, more properly stated, example. The
advantage of stating general correctional goals is that they allow more flexibility in the
planning process, making it possible to explore all available options,

Each correctional goal developed for the facility must be consistent with the purpose,
responsibilities, and philosophical direction established in the mission statement. It is
particularly important that the correctional goals are philosophically consistent with the
mission statement. If they are not, there is a very good chance that those responsible
for implementing the goals will receive a mixed message regarding what they should
be trying to accomplish.

Upen completion and consensus of the team, the initial draft of the correctional goals
is submitted to the Advisory Committee, the sheriff and the Board of Supervisors for
review and approval.

It is important to remember that the initial drafts of the mission statement and correc-
tional goals may not represent the final products. Once data about the inmate popula-
tion and local criminal justice system are collected and analyzed, the drafts of the
mission statement and correctional goals should be re-evaluated to determine whether
or not the positions expressed in these documents are consistent with your new knowl-
edge.

For example, a position taken on the provision of vocational training programs may
be inconsistent with data which indicates that inmates do not stay in the facility long
enough to benefit from such programs. If inconsistencies are found, the mission state-
ment and correctional goals should be revised to reflect the findings of the data. Once
this update is completed, the final forms of both documents should again be reviewed
and approved by the Advisory Committee and Board of Supervisors.

Because the planning and construction of a new jail will, for most communities, occur
over a period of from three to five years, the mission statement and correctional goals
need to be reviewed on an annual basis to determine whether or not they remain
consistent with professional and constitutional standards. If major changes have oc-
curred, these documents should be revi: =d.

While the mission statement and correctiona! goals may appear on the surface to be
relatively simple documents, do not take their development lightly. Give careful thought
to the major philosophical and operational decisions reflected in both documents, They
will provide direction to the needs assessment and facility planning processes and,
ultimately, determine the success or failure of the correctional facility.

Once the initial drafts of the mission statement and correctional goals are approved,
the next major task is the development of an action plan to determine how to accom-
plish the changes they call for.

O’Leary, Vincent. Correctional Policy Inventory: A Survey of Correctional Philose-
phy and Characteristic Methods of Dealing with Offenders, Hackensack, NJ: Na-
tional Council on Crime and Delinquency, no date. A self-assessment questionnaire to
help you examine current policy.

Pefia, William. Problem Seeking: An Architectural Programming Primer, Boston,
MA: Cahners Books, 1977. Speaks well on goal development and the distinction
between goals and objectives.
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Planning Team
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The scope and complexity of corrections planning requires many hours of meetings. It
is essential, therefore, to ensure that meetings are well organized, scheduled for a
purpose, and structured to result in specitic results. This chapter provides techniques
for developing sclutions to correctional problems in an organized and democratic
manner. These techniques may be used by any of the groups identified in Chapter 2.1:
the Advisory Committee, Planning Team or task forces.

“Problem solving” is a process by which individuals or groups discover a method
for correcting an unacceptable or undesirable situation. “Action planning,’” the problem
solving process proposed here, adds specificity with respect to who will be responsible
for each step required to solve the problem and the date by which each activity will
be completed. This structure helps you pinpoint responsibility within agreed upon time
frames. It is applicable to finding ways to reach desired goals as well as to solving
problems.

Action planning can be time consuming. Conservative estimates indicate that 50 percent
of managers’ and community leaders’ time is spent in meetings (in groups, one-on-one,
or by phone). Yet, when managers and community leaders describe how they feel
about the meetings they have attended, the response is invariably negative. The words
they use include “frustrated,”” ’bored,” “/impatient,’” “no structure,” “no agenda,”” ‘'no
purpose,’’ and so on.

The single most frequent cause for unproductive meetings is poor planning. Even the
most skillful leader cannot conduct an effective meeting without a sound plan that
involves the participants in a dynamic, creative exchange of ideas. Social science
research informs us that the most effective means of gaining commitment, involvement
and action-oriented results is to create opportunities for others to participate in develop-
ing plans that affect them.
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The NGP (described in Chapter 2.2) is designed to help identify relevant planning

roblems. Beyond this, a structured leadership procedure can maximize participation .
p Y! / pp particip : i Cause Known: If the cause is known, the group needs to examine what can be

PLAN through the organized exchange of ideas in a process geared toward action-oriented 4 by -
i : done about t
A HEAD results. The approach requires careful planning by the group leader (generally the : o he problem.
roject manager, depending upon which group is involved) prior to convenin the ' i .
?n eé oo g p g up group p ] TaSk Two: State the The meeting leader writes a concise statement of what he or she wants to happen as
a result of this meeting.

Meeting Objective

The eight steps involved in action planning are:
« Task One: State the problem.
« Task Two: State the meeting objective.
o Task Three: State the starting question.
o Task Four: Develop a list of potential solutions. : I wond this
o Task Five: Meeting break. i
o Task Six: Decide on solutions ; 1
o Task Seven: Develop and agree on the action agenda. 1 i

o Task Eight: Critique the process. Lo wdld  emalile yoil
| Kot b schudute

Tlie example offered below-—problems with inmate behavior—will clarify how the

E)far‘nple. | want this meeting to provide a strategy which will enable the jail to
eliminate enforced idleness.”

process works.

The person running the meeting writes the problemn statement on a flip chart prior ]
to the Advisory Committee meeting. The problem statement can be taken from previ- ; i
1 ;

H

Task One: State the
Problem

N

Task Three: State the

ously conducted NGP meetings. The group then clarifies the problem by examining
what currently happens and how it affects people.

Indicate the impact this problem has on the organization and its operation. : State the initial question so that it stimulates brainstorming in the group. Be sure that

What Currently Happens?
Example. The “enforced idleness” problem included a statement regarding the , ! Startlng Queshon the starting question relates back to the meeting objective.
) impact this problem has on the organization and its operations. The problem ! Example: The basic cause of inmate idleness is fairly clear, Therefore, the starti
Prorer : Tivy harass » : . . ; S ’ ng
1R “:1?‘}—“5: statement concluded as follows: “They (inmates) harass the correction officers, - gt.lestlon might be as follows: “How can we develop a strategy which will enable
‘:_ e Rovhe, Ingane create u'nbeara.bl‘e. noise, and engage in 2 host of other unpleasant and counter- ) -~ STARTING GUEST\N : !all Staff' to sg:hedule programs and services that occupy at least 60 percent of
w )Uc‘ai'aw a.btmt“‘ﬁ. productive activities. Last year our malicious damage costs were 22 percent up ! sl inmates’ waking hours?”” Or, more specifically: “Would you please think of possi-
M s moles Fofe over the previous years. We experie.nced 42 physical §onfrontations betvygen : | RM» Cam  We ble programs and services that would be interesting and beneficial to inmates in
Jinli==2) . Frwstuted inmates, up 10 percent over the previous year, and our inmate escape statistics , dng.T .g;a% the jail? For each contribution; suggest how the jail can obtain these programs and
durr Wi mech 7, " Bt were up six percent over the previous year with a total of 53 escapees.” Clearly, b ehals? N services.”
bas, 1 de these data were collected from jail records prior to the meeting. i ! b
: . ' > c““'e"‘
o««-‘) H«-w«) M . S
F_u.@_ ’\'Vb»r‘u-A . ] . 7 _ %’.
' Gols ov mow of
§ immattes
V NJ W :
How Does This Affect People? How does this problem affect personnel, emotionally and psychologically? .
Example. Jail personnel are frustrated and disillusioned. They can inteliectually ; ! °
D tnd wiy the inmates behave the way they do but thez smply cannot do ; T:dsk Four: De.VEk)p a You may use the NGP to develqp. a list of potential solutions to’ the stated starting
anything about it. Every year they are required to do more work with fewer , List of Potentlal quest:jon. i °.’der to actlvely,' participate, t!\e leader may wish to have another person
resources. They simply don‘t know where it will stop. We treat the animals in the Solutions record committee members’ ideas on a flip chart.
200 better than we treat our inmates. Some want to quit this hopeless job, but they !
don’t know what they would do. They need to care for their own families and feel ;
that they are trapped. , Possible Responses Some possible responses to this question might include:
Clarify the Probl bi derl k d lain th d ; » “We need to know more about inmate interests, needs, etc.”
arity the Prooiem Return to the problem statement, underlining key words as you exp ain the meaning an ! { « “The Substance Abuse Center could run groups for i . X
to ensure that all group members have a common understanding of the problem. , ; problems.” groups for inmates with these kinds of
Cause Unknown: If the cause is unknown, you will want the group to examine P i o “Our community college has an excellent athletic program; it should be ap-
posls;‘ble iauses. (Enforced idleness was already identified as the cause of this £ ? ! - proached about providing interns to offer recreation programs.”
probiem. 7 e “Students in criminal justice, criminology, sociology, and psychology could also
; be used as volunteers,”
L
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« “We have a Volunteer Bureau and a clearing house for community volunteers.
They should be of help.”

o “The Mental Health Department runs group meetings called ‘Coping Skills in the
80's'; perhaps they could make these sessions available in the jail.”

« “The school district is legally responsible for running the GED program. The
district should provide the GED program for jail inmates.”

o “The Board of Supervisors should provide the jail with a staff person to coordi-
nate programs and services.”

» “A service club may be interested in supplying recreation equipment or quiet
games for the jail.”

The leader may want the group to take a break after collecting responses to the starting
question. This will provide time for the leader to organize the responses in preparation
for deciding on solutions to pursue and for preparing the action plan.

The group determines which of the proposed solutions seem effective and feasible.
Consensus is required in achieving a sclution—this may take time but the investment
will pay off. At this point, individuals should commit themselves to specific actions
needed to pursue the solutions.

gxample. These are action statements that might be made by committee members.

Project Manager: “'l will write a job description for a jail program and inmate
services coordinator.”

Mrs. Cox: ““I will arrange for a member of the Advisory Committee to contact
the Volunteer Bureau to determine whether it can supply the jail with a
volunteer program coordinator who could provide staff assistance in planning
and scheduling programs and services in the jail, and other possible volun-
teers.”

judge Scott: *'1 will enlist a task force of the Advisory Committee as a support
group in presenting the request for a program coordinator to the sheriff and
then the Board of Supervisors.”

Project Manager: ‘“When volunteers or interns have been screened and as-
signed to the jail, | will have them design an inmate needs and interests
assessment form and collect data for future programming.”

Mr. McCabe: *“1 will contact the office that handles intern assignments at the
community college and work with them to organize an intern program for the
jail.”

Undersheriff Gregory: “1 wili ask the Advisory Committee to outline a standard
presentation for a Speakers Bureau. The Speakers Bureau will be responsible
for scheduling presentations to service clubs, church groups and other com-
munity groups. The objective of this activity will be to educate the community
about problems in our jail and to request their help either as volunteers or
through sponsoring athletics and leisure time activities by purchasing equip-
ment for the jail.”

When community groups agree to buy equipment and leisure time games,
| will contact the director of athletics of the community college and ask for
interns or volunteer students to help us run our recreation program.”’
Project Manager: “When the program coodinator has been hired and volun-
teers or interns have learned the routines and responsibilities in the jail, | will

work with the coordinator to initiate substance abuse programs, initiate coping

skills training, and a GED program.”
In this example of a struétured meeting, the leader has organized the group members’
ideas into action statements which can be organized in a logical sequence of events.

{
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Task Seven: Develop

Agenda

e DTSN

Figure 2.4-1: Sample Action Agenda

.+ and Agree on an Action

The next task in action planning is to establish an action agenda that fixes responsibility
for the activities generated from the meeting and sets a schedule for progress reports
and completion.

The action agenda cannot be completed in the absence of the Advisory Committee
because the group leader does not have the authority to assign tasks to other persons
The responsible person is accountable at reporting times and when the activity is.
§upposed to be completed. Moreover, it is important to involve the Advisory Committee
in a‘xc{c?pting the final action agenda, thus giving the committee “ownership’’ in the
activities, assignments and due dates. A sample action agenda is shown in Figure 2.4-1.

i Who is Responsible

Actions/Activities Reporting Completion

Schedule Date

Group leader/Project Manager

Write jail program-coordinator job description Next meeting, Next meeting,

, Gregory)

— - : - (Jan. 25) (Jan. 25)

visory Committee member (Mrs. Cox, League of  Contact Volunteer B

oy o 3 r Bureau for volunteers Jan. 25 Jan. 25

Advisory Committee member (Judge Scott) Chair an Advisory Committee task force to work Jan, 25 Feb. 25
with Planning Team. Request program coordinator ’
position from sheriff and Board of Supervisors.

g\dv:s?ry (;ommmee member (Mr. McCabe, Arrange a meeting with Professor Higgins and Monthly, beginning June 25

uperintendent of schools) Planning Team staff to discuss re-assignment of Jan, 25

interns.

Group leader/Project Manager Work with voluhteers on inmate service needs Monthly, beginning June 25
assessment, Feb, 25

Advisory Committee chairperson (Undersheriff Chair a task force of Advisory Committee members Each Advisory On-going

in planning and scheduling Speakers’ Bureau, Committee meeting

Task Eight: Critique the
Process

| _QE-ITIQUE
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... Applications of Action
Planning

g

Si.nce the later items in the preliminary plan were so speculative, the committee
decided to postpone the action agenda for these items for 90 days. Those items will be
placed on the meeting agenda for April,

At the conclusion of the Advisory Committee meeting, the group leader reviews for the
members those aspects of the meeting that he or she felt were “well done” and asks
tl?e group members to provide feedback regarding what they felt he or she did well
Similarly, the group leader states his or her perception of “‘opportunities for improve:
ment” and asks the group for its feedback in this regard. The critique provides the
opportunity for improving the quality of future meetings.

Having developed the action plan, it is critical for the committee to monitor the
resulting tasks. The responsible party should be queried at subsequent meetings on the
progress of the work and should report at the appointed time.

To‘illustrate_its utility in the context of a fairly complex prokiem solving procedure,
actlon planning has been presented here in the context of a formal Advisory Committee
meeting. It should, however, be viewed as a versatile wol having a wide range of

'Z'. £ ““QT'
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Summary and
Conclusions

References

applications, including Planning Team and task force issues.

For example, the project manager and the Planning Team can establish action agen-
das covering the total scope of jail planning. The action agenda in this context fixes staff
responsibility for data collection and analysis, library research, preliminary document
drafting and so forth. To be sure, the project manager and Planning Team members
need to coordinate their action planning activities with the Advisory Committee and the
Board of Supervisors, but the procedure provides a structure for ensuring that each task

gets addressed at the appropriate time.

The problem solving meeting illustrated above provides for rich involvement of commu-
nity representatives and professional planners. More importantly, such a meeting con-
cludes with an action plan that structures problem solving activities in a logical manner,
fixes responsibilities for each activity and establishes a timetable for the completion of
assignments. However, your meetings may not be as simple as the illustration.

Resulting action planning schedules should be made available to the Advisory Com-
mittee, the Board of Supervisors and the Planning Team members. In this way all
members of the planning process can help monitor the progress. In addition, the Board
of Supervisors should be asked to endorse action planning activities as major milestones
are completed.

Action planning requires the allocation of time and resources. Some counties may
assert that they do not have the luxury of “front end’’ planning. However, it is a curious
phenomenon of organizations that we can always find time to “/clean up’’ the mistakes
made because of deficient planning. Experience tells us that in the long run it is far
cheaper to minimize these mistakes by investing in “front end’ planning. Don't short
change yourself in this regard.

Jorgensen, James D. and Foutsko, Timothy F. Solving Problems in Meetings, Chicago,
IL: Nelson-Hall, 1981. Provides guidance, structure and alternatives for planning and
running decision making meetings.

jorgensen, James D. and Foutsko, Timothy F. Quid, New York, NY: Walker and Com-
pany, 1978. Presents a ‘‘force field analysis” approach in which planners evaluate the
relative merits of one choice over arother.

Meeting Leadership Skills: A Prescriptive Package, P.O. Box 2024, Boulder, CO
80306: Training Systems Design, Inc., 1976. A more detailed exposition of the methods
described in this chapter.
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This chapter presents a general discussion of the need for consultants, the various types
of consultants, the methods for soliciting their services and selectinlg them, and hints
to help you when contracting and working with the selected consultant. ’

-Whlle you may complete many of the needs assessment and feasibility study tasks
wuthqut the aid of a consultant, some agencies will want assistance with these tasks In
addlflon, almost all counties that proceed with developing a building will hire 'an
architect. Thus, this chapter deals with selecting both planning and architectural con-
sultants, although the latter will not be needed until {ater.

Decidir}g when to select an architect/consultant is not the simple process that some
may.thlnk. You cannot just hire some person or firm and expect them to develo
solutions without any substantial involvement from you, their client. First, you musF:
develop a thorough understanding of your own problems and needs so th’at you can
convey needed information to your consultant. Once you have analyzed your situation
you can better decide what type of consultant you require, what services you expecé
t.hem.to perform, how much you can afford to pay for those services, and how much
time is necessary—or available—to complete the job. ’

After your preliminary assessment of the problem, you will have a basic idea of
whet'h(_er consultation is necessary and what should be its focus, It may be as broad as
Qrovndmg the corrections needs assessment study or as specific as assessing the poten-
tial impact of health care service standards upon your jail,

A frequent reason for hiring consultants is that in-house capabilities don’t measure
up t.o tl'we task at hand. Not many agencies can support the specialized staff required
for !gstlce system planning and design. It is often impractical to establish permanent
positions for these functions. Unless there is long-term demand for these people and
their expertise, the dollar savings probably lies with the shorter-term consultant,
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What Type of Consultant?

Figure 2.5-1: A Close Fit Between County Needs
and Consultants

Selection Criteria

Does the county have sufficient, qualified staff available to meet your schedule or will
delay be inevitable? Will the product from in-house staff be well received by persons
who must use or approve it? Will the work be of the required caliber? If the answer to
any of these questions is “‘no,’”" you must decide how much flexibility you can aff'o'rd
with the schedule or the product. A consultant may be the solution if the availability
or credibility of in-house staff don’t measure up. -

If you have decided to retain a consultant, you should double check your decision
against three basic questions:

« Can you identify the symptoms of the problem (for example, overcrowded jail
or no recreation space}?

o Are the causes of the problem undetermined (for example, why the jail is
overcrowded)?
Are the immediately available solutions undesirable (for example, spending
money on poorly defined facilities or studying causes without benefit of exper-
tise)?

The process of thinking through the symptoms, causes and solutions will proyide a
good basis for establishing the consultant’s scope of work. A thorough description of
existing conditions, previous work, and anticipated changes will help both you (the
client) and your consultant understand what now needs to be done. When you deter-
mine your own needs and fimitations, you can help your consultant structure his or her
work in a manner that will create the most effective product.

The range of consultant types used by justice agencies is extensive. However, two bafic
types are involved in needs assessment, planning, design and construction of justice
facilities. These are corrections planners and architects. Your choice of either of these,
of course, depends upon the particular work to be performed. Both types work out of
various firm sizes and organizations, ranging from single person operations with a
specific expertise to large multidiscipline firms combining both planning and architec-
tural services. It is important that you match experience and qualifications to the type
of job for which you are contracting.

Clearly, not all consultants possess the same expertise. You should expect specialized
knowledge or advice and imaginative solutions from consultants. However, unless
consultants are familiar with your particular type of problem, they will often hire their
own consultants with the necessary expertise to deal with your situation.

Satisfy some basic criteria before you contract with any consultant, These criteria must
be refined by those wha develop the “request for proposals” (RFP) but here are some
suggested topics to include.

» Are the skills matched to the job (architecture, planning, organizational develop-

ment, to name a few)?

» Does the firm have experience with this type job? If not, do their consuitants?

» Will the consultant give you the time and attenticn necessary to develop solu-

tions to your problems, or will you get something “‘off the shelf’’?

o lIs it the ““right”” size firm to do the work? Make sure the firm is not so small that
supplemental staff hired for this job would present a problem. Also, make sure
that a large firm would give your job the attention it requires.
is the firm located in an area that will allow the consultants to spend enough time
in your community?

Can you afford them? Is their fee compatible with your budget?
o What do their references say about them?

Was the product satisfactory?

Were schedules kept?

Did they solicit or accept client input?

Were they responsive to the client?

Have they been available for follow-up?

Were billing practices fair?

Would the reference rehire them?
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Methods of Selection

Figure 2.5-2: Consultant Selection Process

Assess Problems &
Need for Consultant

\

Allocate Time &
Money for Consultants

\

Develop Criteria for
Selecting Consultants

\

Issue Requests
for Proposals

€

Review &
Evaluate Proposals

4

Select Top Firms

4

Interview Top Firms

4

Select & Notify Firm

The Request for Proposals

Even these criteria have their limitations: they will be of little value if you can’t
personally work with the consultant you've selected. Consequently, the selection proc-
ess is extremely important. It is the time to find out how the consultant would approach
the job, how he or she would use your county’s expertise, whether he or she would
solicit the involvement of other critical participants, and what his or her previous work
record shows. Technique and approach are so significant that it's difficult to overstress
their importance. The best technical skills are only as good as the consultant’s ability
to employ them. If the consultant can’t establish rapport with you, the client, the
consultant can‘t effectively use his or her skills to serve you.

An architect or consultant is rarely hired without the formal release of a request for
proposals (RFP) and an objective review of responses before a final selection. By
contrast, the ‘‘sole source’” method does not grant the same degree of objectivity and
fairness of the open process. Consequently, governi:want agencies which must guarantee
unbiased selection of consultants rarely use the sole source method.

More common methods used to select consultants are the open RFP and the invita-
tional RFP. A design competition is much less common (and more time-consuming}
and is reserved primarily for the selection of architects for major or prototypical
projects.

The open RFP solicits responses from all qualified firms. The county establishes basic
minimum criteria for consultant selection and then accepts proposals from anyone
meeting those criteria. The RFP can be published in local newspapers, trade journals,
professional publications, or any medium likely to reach qualified firms. One example
of an open RFP is a request for submittals from any licensed architect to design and
construct a jail. This might be further limited to any licensed architect in California, or
even to those with offices in your county.

The invitational RFP is distributed to a limited number of consultants who have been
pre-selected as qualified to submit proposals. The pre-selection requires assessing each
firm to determine which will receive the invitation to submit. This assessment is usually
based upon certain criteria such as correctional experience, previous work within the
county, or inclusion on a county-maintained list of qualified contractors. The distribu-
tion of invitations should conform with county or funding agency guidelines for fair
hiring practices.

Architect selection is sometimes accomplished through design competitions. These
may follow the general RFP format in that they may be either open or invitational
competitions. In both cases, some cash award to competitors is customary. Open
competitions usually award the best two or three solutions, whereas invitational compe-
titions grant a small cash award to each firm agreeing to participate. The final award
is the anticipated contract.

Competitions require that you, the client, supply a building program document and
appoint a qualified jury to judge submissions and make final awards. More information
is available in “The Use of Design Competitions’’, a pamphlet available from the
American Institute of Architects (AlA #451).

The RFP should be clear, complete and specific. This allows responses to focus on
substantive issues and to present comparable information. Because the major issues
addressed by correctional projects are often diffuse and completeness of the RFP is so
important, task forces are often formed to assist in drafting the RFP. Such a group may
consist of county officials, corrections personnel, attorneys, and members of the public.
A representative from the Board of Corrections might be available to review the RFP
or proposals,




tandbook Two: Starting the Corrections Planning Process

Page 4

Figure 2.5-3: Sample Announcement

If the Task Force writes the RFP, at least some of its members should also participate
in the selection process. The RFP should include the following items:

o Name and location of contracting agency.

o Name and phone number of contact person.

» Background information on project.

Statement of the problem.

o Scope of work to be performed.

o Time limitations on work to be performed.

o Time deadline and location for submittals; number of copies required (one for
each member of the selection committee).

o Time and location of “pre-proposal conference’" (if offered) to orient bidders
and answer questions.

o Anticipated budget for construction (if known).

o Basis for establishing consultant fees (such as percentage of construction cost
for architects or fixed fee for planning consultants).

o Request for a statement of understanding and approach to the project.

o Request for information concerning the responding firm and key personnel who
will be assigned to the job.

o Request for the firm’s references.

o Other legally required or desirable statements or disclaimers (seek the advice
of your county counsel).

For architectural services, the RFP would not normatly include requests for sketches,
cost estimates, or suggested compensation to the architect, but could well ask for
examples of previous buildings.

One individual (probably the project manager) should be responsible for distributing
the RFP, responding to questions regarding it, and notifying all competitors of the final
selection. Appropriately, the same person may coordinate the work of the consultant
with the agency during the job. It is important to establish this position in the early stages
of the project and continue to use it as a conduit for communications between the client

agencies and the consultant.

Request for Proposals to Pre-qualify Firms In-

terested in Providing Architectural Services for

County Justice Facility

“Any County' is presently completing preliminary planning for construction of a justice facility. The
resulting master plan, feasibility study and facility program will define the scope and location of the
project which may include a new jail of 90 to 100 beds, a court facility with 6 courtrooms, and offices
for related justice agencies.

The county will use a 3-stage selection process, starting with pre-qualification statements which are
solicited at this time. On the basis of these statements, a number of firms will be invited to submit
full proposals; of this group up to six firms or associations of firms are invited to submit pre-
qualification statements addressing the following.

1) Experience with the design of local correctional facilities, courts and related justice agency offices.
2) Experience in master planning of governmental facilities.

3) Experience with construction management

4) Approach and philosophy of design

5) Other relevant experience and information,

Architectural firms located outside of the state may wish to indicate association with a local
architectural firm, although this is not essential at this stage of the process.

Submittals consisting of 10 bound copies of the pre-qualification statement should be sent by
recognized carrier, postmarked no later than September 5, 1980, to Mr. John Doe, Administrative
Officer, Any County, P,O. Box 100. Inguiries should be directed to Mr. Joe Doaks, Project Coordina-
tor, at 916-999-9999, Anytown, CA 90000.
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; Reviewing Proposals

Figure 2.5-4: Consultant Evaluation Sheet
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Review and ranking of proposals require a considerable amount of time. Individuals
reviewing proposals must understand the criteria for review and selection and apply the
criteria to each submittal. Reviews may take place in a group or individuélly.

Proposals should be reviewed in light of the criteria discussed above and any others
developed for the specific job. The criteria may be variably weighted. (For example,
the size of a firm would be worth fewer points than its references.) Another rating
method is assigning competing firms relative scores for each category. In the case of
five firms, each category would have ranks of one through five, assigned according to
the rank of the firms in that category.

Some instances might require different evaluations for various categories of the
proposal. This could occur, for example, when specific technical expertise is required
to evaluate a projection methodology.

You can incorporate subjective (opinion) criteria as well as objective (factual)
criteria into the reviews. Subjective criteria might be appropriate to assess the consult-
ants’ working methods and process with clients. This type of review should be well-
documented, as all rankings should be, and may result from open discussion among
those reviewing proposals.

Develop a uniform format for each reviewer to use in recording responses to and
ranking proposals. The sample /Consultant Evaluation Sheet”’ shown in Figure 2.5-4
contains room for information about the firm, a list of criteria and their weights, plus
space for scores and comments to be entered.

Consultant Evaluation Sheet

Firm Name: Ca.. k‘r". — Cow‘,ulff’ds

Reviewer: __ J"’_' . Date: "'___l(’_

Criteria gietleg:;; of Score Comments
Experience .
gskils General & Max 5 | 5 | momay hoteds, edounande oF cumdoi s4ze. .
Corrections 7z 1 Tv\-[q rers _{;&— ________
Cost Basis "houn = Heo/hv,- N0 e,
(cost of services) 10! &8 m Lo o%. ‘\qulté -/ . 'ﬂ\ul
Amount of service ‘H\M\}’— i1 will ke 2o- 50 h -(ﬁ\%'ﬁ&)}

offered; Amount
of on-site work

—satisfaction with:
Amount of involve-
ment during design
development;

Sensitvity to 4
local ideas;

Relabil, 4
4

Meeting deadline—s;

Individual staff 3
experiences,

Would rehire?
Office organization.

References ah»uts wwstue KoLt Mh—
ﬁﬁmu‘s Liston %AN% f

W
N

Ll e

Interest in Project.
Current commitments/
workloads; Avail-
ability of staff.

Other comments,
General comments &
Overall assessment.

Total 55

¢




Handbook Two: Starting the Corrections Planning Process

Page 6

Narrowing the Field,
Interviewing, Selection and
Notification

Contract lssues

The method of selection should be determined early in the process and committee
members should understand how it works. Typicaily, the process will include both a
review of the proposals and a personal interview for the top firms. In any case, the
committee members need adequate time to review the proposals prior to discussing
them. At the review meeting, the project manager should be responsible for tabulating
selection process results, recording them, and maintaining them for future reference.

If the number of apparently qualified respondents is large, a “’short list” of the most
qualified firms may be culled for interviews. The development of the short list or
pre-qualification may be the responsibility of the project manager, the Board of Supervi-
sors or the task force. Depending on the number of qualified firms, from two to six may
be selected for interview.

The number should be considered rather carefully. Interviewing can be time-consum-
ing since each should be allotted at least one hour. It may be difficult to assemble the
Selection Task Force for the entire day necessary to interview just six firms. If you screen
more carefully beforehand, you can limit the interviews to only the most qualified and
highly recommended firms,

The importance of the interview cannot be overstated. The interview gives members
of the selection task force the opportunity to meet key members of the consultant team
and to get a sense of who they will be working with. One caution, of course, is to make
sure that the same people who appear for the interview will indeed be assigned to the
job and for the county to understand what their responsibilities will be.

If interviews are to be conducted, they should be carefully planned. The ground rules
should be understood both by the committee and the consulting firms. It is best to
balance structure and fairness with some freedom for individual expression. All inter-
views should be allotted the same amount of time. Generally, some time is reserved
for the consultant to make a presentation, with the balance available for discussion and
questions. Facilities should be available to show slides or display drawings. The mini-
mum time for each firm should be 45 minutes, with an hour more appropriate. It is very
important to allow ten to twenty minutes between interviews for the committee mem-
bers to record their responses and, perhaps, discuss the strengths and weaknesses of
the last firm before going on to the next.

Occasionally, a county may decide to visit some of the buildings which have been
designed by the top contenders. Such visits are also beneficial because they allow you
to speak firsthand to staff, administrator and others about their experience with the
consultant, their satisfaction with the product, and what they would change the next
time. In all fairness, remember that not all aspects of a building are the result of a
consultant’s expertise or lack of it. On occasion, an unyielding client may have insisted
upon a feature that did not work out well.

One individual, usually the project manager, should be designated to inform all
proposers of the result of each stage of the selection process. This should always be
done in writing, although the selected firms may also be telephoned to give them added
preparation time for the next phase.

Whichever sequence is followed, all stages of the selection should be well document-
ed both for the protection of the county and so that inquiring firms understand how
decisions were made,

The scope of services required from the consultant should be clearly defined before
selection so that it need only be refined when negotiating the contract. For architects,
the work may include preliminary programming in addition to basic services such as
schematic design, design development, construction.documents, bidding/negotiations
and administration of the construction contract.

Additional services might be considered beyond the standard architectural scope.
These may include financial feasibility studies, planning surveys, detailed estimates, and
interior design. Each of these items is negotiated above and beyond the basic architec-
tural fee.

It may be advantageous to define the consultants’ key personnel in the contract as
well as any subconsultants assigned to various phases of the job. You can request prior
notification of, and right to approve, any changes in these.

In the contract, identify key progress dates for presentation or review as well as time
required for approval. A requirement for authorization to proceed to the next phase of
work is generally included as part of the client review and: sign-off.

P et i et
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Figure 2,5-5; Methods of Compensating Consultants

Fee

+

Expenses

$/ hr. or day

% of costs

Direct
X X Personnel

Expense

Working With Selected
Consultants

Methods of compensating consultants vary. They depend upon such variables as the
scope of services, the type of contract, and the financial limitations on the contracting
agency. Some of the more common methods are as follows:

. Professional fee plus expenses: agreement upon lump sum fee for professional
services plus compensation for actual job expenses such as travel or printing.

o Per diem or hourly rate: usually used for services involving consultation, re-
ports, opinions, and similar items. Time spent is billed at an agreed per dier;1 or
hourly rate. The upper limit for billed time and expenses may be set, with prio
written approval required to exceed that limit. ’ Pt

o Percentage of project construction costs: compensation for basic architec-
tpral se-rvices based upon an established percentage of the construction cost of
-the project. The percentage may vary from five to ten percent or more, depend-
ing on the size and complexity of the project. Payments are keyed to Ehe phase
of vyork and are cumulative so that 15 percent has been paid through schematic
design, 35 percent through design development, 75 percent through construction

documents, 80 percent through biddin iati
2 g and negotiation, and 1
end of construction. ’ o0 percentat the

o Multlple of direct personnel expense: used on projects whose scope is dif-
ch'ult to defn)e or tl?ose without a fixed construction budget. The advantage of
this .method is that |t.does not require distinction between basic and additional
selz'rwces..Comp‘:r)satlon is based upon the amount of time required to accom-
p 1;h prof!ec_lt_ Iierwces; payroll costs are multiplied by a factor to cover overhead
and profit. The owner may specify an upper limit which

’ cannot b
without authorization. ® excecded
" You may require the conSL_JItant to execute a truth-in-negotiation certificate that states
atatti n\:/agefratestand othe’; Enlt costs supporting a fee are accurate, complete and current

e Of contracting. This is appropriate in fee structures ba i

sed
personnel expense. vpon muliples of
pru will want to retain the right to cancel negotiations with a selected consultant if
a fair and rfaasonable price cannot be negotiated. In such a case, negotiations can then
proceed with the second most qualified firm.
X While many c‘ounties choose to create their own consultant contract forms, it may
e worth referring to The American Institute of Architects’ “Standard Agreement
Between Owner and Architect” (AIA form B-141) as a basis for discussion.

The client agency designates the project manager te serve as a communications “link"”
betyveen the consultants and the client, (See Chapter 2.1 which defines the role of the
project manager and his or her relationship to the consultant.) He or she also arranges
(fj(?r meegngs dat which the consultants are introduced, the job scope and schedile
n::/u(s;em,r izr:jtefhe working methods of the consultant identified so that all participants
The project may be scheduled and tracked in a variety of ways. Two common means
used by architects, planners and construction managers are the Critical Path Method
.(CPM.) and the Project Evaluation and Review Technique (PERT). Both methods
indentify key progress dates and illustrate the results of meeting them or the conse-
quences of failure. Regular presentations by the consultant are scheduled so that ke
groups in the county are aware of the project’s progress. This also ensures early
identification of problems by those participants who may be able to correct them Y
it shquld bfe. evident to the county that any proposed solution must be sensitive.to
the'partlf:ulantles of its situation. One means of encouraging a responsive product is to
begm with a well-defined statement of need. Then, make sure that a consultant’s
methpds and approach will, in fact, suit your project. Don’t accept “‘stereotyped"’
solupons or “off-the-shelf” plans, if they are offered. Beware of needs asses)s’s'\ent
StudleS conducted by consultants who may derive fee benefits from proposed buildin
solyflons. In that case, the consultant could benefit from increased size or cost of ths
facility. Use your task force and Advisory Committee to confirm and endorse appropti-

ate solutions to problems, Some analysi i
. ysis of proposed solutions may be avai
from the Board of Corrections. Y aieble o you
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Summary and
Conclusion

References

To get the maximum benefit from a consultant, you must clearly define your needs.
Then you can determine what type of consultant you require, what criteria and methods
will best suit the selection of the consultant, and what issues should be addressed in
the work of the project. Clear responsibility for communicating with potential consult-
ants and the one finally selected should be assigned to the project manager. That person
should also ensure that methods of selection are objective and well-documented.

Be prepared to devote time, personnel, and expense to choosing the best consultant
you can get and to working closely with the one you select. These are the best
investments you, as a client, can make in your project.
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Brief discussion of how to define your need for architectural services, how to select and
hire, and client responsibilities,

Craig, Lois. “Competitions in Search of Quality”, Architectural Record, December
1978. Examples of recent competitions for the design of federal GSA projects.
Frankenhuis, Jean Pierre. ’“How to Get a Good Consultant’”’, Harvard Business Review,
Nov.-Dec., 1977, pp. 133-139. A discussion of the right time to seek consultants and
how to manage the process of soliciting, hiring and supervising them.
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. . ‘ program requirements for future years.
3.1 Step 1: Profile the Detention Population _‘ ' This handbsck provides detailed guidelines for counties to follow in accomplishing

the needs assessment. The method has been broken down into component steps with
file Existing C ti | Facility Pr ograms z detailed instructions for each one, Data collection forms, analytical questions, and
3.2 Step 2: Profile Existing Correctional Fa |

suggested formats for presenting results are provided.

. Virtually all of the techniques and processes have been tested and modified as a result
3.3 Step 3: Document Current Criminal Justice System Operations . ; of local corrections planning experience in California, They have worked for others and,

with some commitment of thought and effort, they can provide your county with an
excellent basis for making some tough decisions.

Determination of a county’s needs for correctional programs and facilities involves

3.4 Step 4: Consider and Evaluate Alternative Programs

input and decision making by individuals from many levels of county government and

the community. It is a process which requires “nitty-gritty’ data collection and analysis;
3.5 Step 5: Document Trends and Project Future Volumes : formulation and testing of various policies based on that analysis; and, ultimately, policy

decisions regarding program direction and facility development. These decisions will

. have a major impact on the county’s long-term capital commitment for construction
3.6 Step 6: Convert Projections to Capacity and Program Needs and program operation. As a result, Handbook Three will involve people from virtually

all levels of county government. Their roles are described below.
3.7 Step 7: Document Needs in a Final Report
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Roles of Major
Participants

Policy Makers

Planning Team and Data
Collection/Analysis Task Force

The Advisory Committee

Goals for Data
Collection and Analysis

Goal One: Establish and
Maintain Control Over the
County’s Criminal Justice
System

Pretrial Release

The ultimate users of the products developed in Handbook Three will be county policy
makers—members of the Board of Supervisors, top county management, and key
members of the local criminal justice system, Based on data developed by using this
handbook, they will establist sriorities for the types of facilities and programs required
to meet the county's correction system needs over the coming years and will have
long-term responsibility for implementing those decisions.

As a result, it is important that policy makers understand the data coflection and
analysis process outlined in the pages which follow. While other people will undoubted-
ly collect and analyze the data, policy makers should be involved in setting the goals
for data collection and in reviewing procedures and assumptions. In this way, they will
be prepared to make decisions based upon issues raised by the analysis.

The primary audience for Handbook Three is the project manager and county staff
members who are responsible for collecting and analyzing the data required for the
needs assessment. Depending on how your county organizes the data collection and
planning effort, these individuals may include staff and selected managers of criminal
justice agencies, staff analysts from the county administrative office, or consultants.
Organizing and staffing a data collection task force is discussed later in this chapter
where the role of the project manager is spelled out.

The Advisory Committee serves as a link between policy makers and the data collection
team. A key task in Handbook Three involves evaluating trade-offs between construct-
ing facilities or providing “‘alternatives’ for individuals involved in the criminal justice
system. Virtually all of these options have advantages and disadvantages from cost,
effectiveness, and public safety perspectives. An integral part of the planning process
will be analyzing these trade-offs and determining which choices best suit your county’s
needs.

Because it represents both community and justice agency interests, the Advisory
Committee provides the proper forum for evaluating trade-offs and for making policy
recommendations to the Board of Supervisors. To do this effectively, it is important that
Advisory Committee members have a broad understanding of the analytical techniques,
questions, and decision-making processes covered in this handbook.

It is often said that a county has little control over its detention facility needs. As
populatinn grows and the composition of the community changes, crime may increase
or decrease. While county government has little immediate impact on the societal
forces which result in crime, arrest, sentencing and, therefore, jail population, a county
can exercise significant control over the scope and type of detention services and
facilities required to meet criminal justice system needs.
There are four major areas in which the county can affect both jail population and
jail facility needs:
o Through its approach toward development and implementation of pretrial re-
lease programs,

3.0 Introduction to Handbook Three
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Sentencing Alternatives

Vv

Goal Two: Evaluate the Impact
of Criminal Justice Programs on
jail Capacity Needs

Goal Three: Define a
Correctional Strategy Based on
Facts

Goal Four: Help Each County

+ Find Its Own Best Solutions

o Through the classification of inmates who are housed in local detention facili-
ties.

o Through the effective and timely functioning of the county court system.

o Through sentencing alternatives for individuals who will serve time in the
county.

To help the county gain (or maintain) this control, analysis procedures are designed
to:

= Assist counties in documenting and evaluating current performance in each of
these critical areas.

« Consider the potential impact of alternative courses of action.

o Assess the costs and benefits of implementing or expanding alternative programs
and, when each of these analytical questions has been resolved, to

o Project detention facility needs.

Too frequently, correctional facility planning decisions are based only on past practices.
Current jail populations are projected into the future and construction begun. Such an
approach fails to consider other activities and programs which a county could under-
take to moderate expensive jail construction and operation, With current revenue
limitations facing California counties and jail construction costs up to $60,000 per
maximum security bed, it is prudent to consider alternative programs which might
reduce the jail population before building plans are formulated.

Perhaps the fundamental factors that need to be understood in correctional facility

planning are the characteristics of the population that wili be dealt with, in the criminal

justice system in general and in correction and detention facilities in particular. Without

such an understanding, too large, too small, or the wrong type of facility may be built.

To avoid this, you must be thoroughly familiar with the type of offenders in correc-

tional programs or facilities. This information will help to ensure that planning provides:
o Facilities with security levels consistent with population characteristics.

o An assessment of the risk to public safety if certain alleged offenders are granted
pretrial release.

s An understanding of inmates’ specific service and program requirements.

Each county is unique with its own particular population, crime problems, community
concerns, and attitudes toward the criminal justice system. The correctional philosophy
defined by the county should reflect each of these unique components. (See Chapter
2.3 on the mission statement.) The purpose of this handbook is not to impose a specific

s |
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Overview of the Data
Gathering and Analysis

Process
Why Gather Information?

Major Components of the Data
Collection and Analysis Process

correctional philosophy on a county, but rather to assist the county in documenting the
effects of its current philosophy. Once the implications of current philosophy are
understood, adjustments in that philosophy can be considered and the mission state-
ment revised, if necessary. Only then will it be appropriate to develop a correctional
facility program plan.

As you review the data collection and analysis steps described in the pages which
follow, you may ask: “Why do we have to go through such a time-consuming exercise?
Why can’t we simply use readily available data provided by state criminal justice
agencies to estimate our current and long range needs?’

The principal problem with most readily available data (such as raw statistics about
county criminal justice and correction systems) is that such data are too general to
answer many key questions related to practical correctional facilities planning. In addi-
tion, they are often based on partial or faulty data.

Generalized data available from the Bureau of Criminal Statistics, the FBI, and similar
agencies, provide valuable indicators of overall criminal justice system activity in the
county or state. But, they fail to provide any information about the specific characteris-
tics of jail populations or of individuals who are passing through the criminal justice
system. Similarly, such statistics are virtually unusable for evaluating the potential impact
of alternative programs on facility needs. All this is information your county must have
in order to make informed decisions.

As you review the data requirements for the needs assessment, you may conclude
that some information is not readily available from existing records and files. For
example, you may find it difficult to develop a portrait of the behavior characteristics
and service needs of the incarcerated populatior, Or, it may be difficult to determine
what proportion of those individuals who are granted pretrial releases fail to appear at
required court appearances.

Such data gaps raise questions about the availability of data, not only for planning
purposes, but also over the longer-range, to manage and assess the performance of your
county’s criminal justice and corrections system. Thus, as you collect and analyze data,
be attuned to their potential long-range usefulness. A by-product of the needs assess-
ment study will be an improvement in your county’s detention and correction system
records for management purposes.

Figure 3.0-1, The Data Collection, Analysis and Projection Sequence,”’ shows how the
data gathering and analysis steps fit together, indicates how data produced in each step
fit into the analysis in subsequent steps, and outlines the sequence in which the steps
are accomplished.

Step 1: Profile the Jail Population in sufficient detail to identify and test program and
facility alternatives in subsequent steps. This step involves documenting the criminal
histry characteristics, length of stay, service needs, and behavior of jail inmates. This
information is employed to answer such questions as:
» What are the security characteristics of the existing jail population?
o Are security levels of current facilities appropriate for these inmates? Do they
provide safety and security for both staff and inmates?
» What proportion of the jail population could be safely released if release and
service programs were improved?
» Would there be a risk to public safety if some of these individuals were provided
pretrial release?

Profile data also provide important input to each of the subsequent planning steps. {
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Figure 3.0-1: Data Collection, Analysis
and Projection Sequence

Step 1. Profile Detention Population

Step 2. Profile Existing
Correctional Facility Progams
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o Document Programs & Services
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en Performance
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Step 5. Document Trends &
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Alternatives to Incarceration

o Document & Analyze Historic o Define Scope & Cost of Program
Trends Adjustment

o Develop Projection Assumptions o Esti i
'roje stimate impact on Current Facill
o Select Projection Method Operation P Facilty

o Project Populations Based on Exist- Then
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o Select Program Adustments to be
Implemented

Step 6. Convert Projections to
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o Determine Facility Needs by
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o Select Alternative & In-Facility Pro-
grams

S!ep 7. Document Results in a
Final Report

Step 2: Prt?file Existing Correctional Facility Programs. Develop a thorough picture
of the services and programs provided within the walls of the j»ail and cther detention
facilities as \A./eH as programs available in the criminal justice system and elsewhere in
the cpmmumty. A major product of Step 2 will be identification of gaps between existin
services and needs of the inmate population. ’
Step 3: Document Current Criminal Justice System Functions and assess the impact
9f current programs, practices and operations on correctional facility needs. This ste
!nvolves undgrstanding how the county criminal justice system functions and‘ how we?l
it re!ates to inmate needs through the operation of pretrial release programs, court
services, and the availability of sentencing programs and alternatives. I

§tep 4: Consider and Evaluate Alternatives to Incarceration. This is a critical point
in the overall assessment process where the Planning Team, Advisory tommittee and
policy r.nakers are asked to take a detailed look at what the county is doing nov& and
to consider alternative courses of action, It requires reassessment of existing approaches
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and provides an opportunity to shape future county correctional philosophy. The direc-
tions taken here can have major impact on long-term facility and capital requirements.

Step 5: Document Trends in justice System and Correction Facility Populations
and Project Future Levels. This step gives shape to the evaluation of policy alternatives
considered above. !t translates existing policies—and potential revisions of those poli-
cies—into inmate population projections and clarifies the financial and service impacts
of alternative programs.
Step 6: Convert Projections to Capacity and Program Needs. The last step in this
part of the process is revising forecasts of near and long-term facility and program needs.
This step involves refining and selecting program strategies, defining facility require-
ments over the planning period, and estimating costs of programs and facilities.

As you accomplish each of these steps, remember that data collection is not an end
in itself. Be creative in analyzing the data to determine what they say about incarcera-
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Assigning Responsibility for

Data Collection

Staff assigned to the Task Force should be available for substantial portions of their
working hours. It is more effective to assign a small number of people responsibility for
data collection and analysis than for a large number of people to collect and interpret
small, specific amounts of information. Having too many people involved presents
many dangers, including greater difficulty in controlling the validity and accuracy of the
data and the greater likelihood that their day-to-day job responsibilities will dominate,
causing schedules to “slip.”

Depending on the magnitude of the task, an effective course of action might involve
designating a half-time or full-time project manager and hiring interns or students to
assist with data collection and analysis. Such an approach minimizes schedule conflicts
of county staff and has successfully been followed in a number of California counties.

tion strategies in your county. Similarly, take care not to get “bogged down” in data Relationship Between the
collection—be selective when data are not readily available; find an alternative source, ; | Project Manager and the
or move on to the next item. Common sense is an important element in both data i : Adviscry Committee

The project manager is responsible to the Advisory Committee or Planning Team. A
project schedule should be developed to provide milestones for presentation of infor-
mation to the Advisory Committee and designate when major analysis, evaluation, and

Organizing and Staffing
the Data Collection and
Analysis Task Force
“Do’s” and “Don’ts”’

Selecting a Project Manager

..

collection and analysis.

The data collection and analysis sequence described in this handbook is a considerable
undertaking. To successfully analyze and document detention system needs, careful
planning and project ranagement are required.

Don’t assign project management responsibilities to an individual who can’t devote a
significant amount of time managing and participating in project work activities. For
example, the sheriff or district attorney should not be project managers since they are
both already occupied full-time.

Do assign project management responsibilities to a staff member who can spend at
least haif-time on the project and can get involved in actual data collection activities.
It is important that the project manager get directly involved with the data so that he
or she can accurately analyze and interpret it.

Don’t “farm out”’ main data collection and analysis tasks to clerical staff (such as to
records clerks in the jail) and expect these tasks to be properly completed unless close
supervision and “quality control’” are provided.

Do assign data collection as a major (as opposed to a minor, subordinate or pari-time)
responsibility to staff members who will be involved in the effort.

Don't assume that one group of persons can collect data for another group to anatyze.
Keep the same team involved in subsequent steps.

The project manager is the critical person in the data collection and analysis procedures.
The project manager should meet the following criteria:

o Be available to devote at least half-time to data collection and analysis over the
course of the project. The nroject manager must have adequate time available
to become deeply involved in each component of the.effort.

« Have a basic understanding of how the criminal justice system functions.

» Possess some quantitative skills, While sophisticated mathematical experience
is not required, the project manager should be “‘comfortable” with data collec-
tion and elementary statistical analysis.

« Have reasonably good writing skills.

o Possess organizational skills and experience including work planning and sche-
duling, directing staff, and quality-controlling the work of others.

If such an individual is not readily available for the day-to-day management of the

' planning and analysis effort, consider contracting with a consultant to serve as project

manager and to direct the activities of in-house staff who perform the major data
collection and analysis tasks, If possible, this should be a long-term contract so that the
project manager’s experience is retained through later phases.

\

ey

Cautions in Analyzing
Correctional System

Data

Caution

interpretation will be required of the committee. It is the project manager’s responsibili-
ty to “’bring the Advisory Committee along,’” educating them as the data are collected.
He or she should use the committee as a forum for interpreting and evaluating the data
and the alternative courses of action which the data suggest.

Be cautious as you interpret the data and develop projecticons for future facility require-
ments. The experience of counties across the United States has repeatedly shown that
corrections tends to be a “capacity driven” system~—when detention beds are built,
they are often immediately filled. The overcrowding they were meant to alleviate simply
continues.

While not a formal criterion, judges may choose sentencing options based on their
knowledge of and attitudes toward the quality and capacity of local detention facilities.
if the jail is overcrowded or deteriorated, judges often use options other than the jail
such as probation or restitution. When facility problems are resolved, judicial decision-
making may change in favor of the jail.

Similarly, pretrial release decisions may reflect conditions in facilities. if facilities are
overcrowded, officials may be inclined to grant releases. If beds are available, release
decisions may become more restrictive. Police arrest decisions may follow the same
pattern.

Factors outside the county’s control also can have major impact. Changes in state
law, for example, significantly influence facility population levels.

These factors combine to complicate your task, especially in projecting facility popu-
lations. They suggest that:

» No projection is infallible.

o Projections and facility plans need to be flexible and anticipate probable future
change.

o Projections need to be periodically reviewed and revised as conditions change.

o Since the success of the planning effort depends on implementaiion of program
and policy commitments, mechanisms must be established to make key criminal
justice system officials accountable for decisions which affect jail population.

The next chapters detail the data gathering, analysis and projection sequence.
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2\ 3.1 Step 1: Profile
1 the Jail Population

Why Profile the Jail
Population?

Questions This Chapter Will
Help You to Answer

A Note on Terminclogy
What is a Jail
Population Profile?

Major Components of a
Popuiation Profile

Most available statistics don’t tell you anything about the people who are, will be, or
should be incarcerated. They will tell you, in aggregate, how many have been arrested,
how many held, and perhaps what charges have been levied against them. But, they
won't tell you many things you need to know to answer corrections facility planning
questions. For example, they won’t show you how long people are held or by what
means they are released—information you need to consider such critical issues as

which detainees might be eligible for a pretrial release program or an alternative sen-
tence. The profile will provide this kind of information.

Development of the jail population profile will provide information that can be used to
evaluate existing pretrial and post-sentence programs that affect jail population. It will
help you analyze other criminal justice system processes that influence inmates’ length
of stay in jail, and can be used to consider specific inmate characteristics that bear on
the scope and nature of facilities which may be required. The subsequent chapters of
this report suggest a variety of analytical questions that must be answered to resolve

planning issues. Results of the jail population profile provide important input to answer-
ing these questions.

The profile of the jail population described in this chapter is intended to include inmates

held at any and all of the facilities which the county may be considering for the purposes
of this study. For simplicity, only the term “jail”’ is used.

A population profile consists of information that describes the county’s incarcerated

population in terms of a number of personal, behavior indicator, legal status, and offense
characteristics.

The major elements contained in a population profile are summarized in Figure 3.1-1,
““Key Characteristics of the Jail Population.” The figure shows the kinds of data which
comprise the population profile and how each type is used in the analysis. As you
approach the data collection and analysis tasks, youwill find that some issues apply to
your county and others do not. As an aid to your analysis effort, data requirements listed

e R
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Figure 3.1-1: Key Characteristics of the Jail Population

in this chapter, analytical questions proposed in subsequent chapters, and data collec-
tion and analysis forms have been classified as follows:
Basic: Data that must be collected and analyses that must be conducted to satisfy
essential needs assessment requirements.
Secondary: Discretionary data that would be valuable to collect or analyses that
would be valuable to conduct if data are available in your county and if issues
answered by the analysis are relevant to your county’s situation. The amount of
staff time available will also contribute to the decision about whether to conduct

secondary activities.

Characteristic to Be Documented (Priority*)

Use in Analyzing Detention System Issues and Needs

Sentence status of jail population on an average
day. (B)

Proportion of sentenced versus unsentenced should be used to: (1) analyze extent to which pretrial
policies can influence facility populations and future space needs; (2) determine types of facilities
needed to handle various population components—e.g., segregation of sentenced and unsentenced
inmates and hausing both population components consistent with Minimum Standards for Local

Detention Facilities,

Length of stay for each unsentenced inmate. (B)

Analyze impact of current pretrial release policies and procedures on detention system population.
Explore impact of court procedures on jail and other detention facility populations.
Consider program and service needs of unsentenced population.

Length of stay for each sentenced inmate. (B)

Evaluate program and service needs of sentenced population. The leng i «f stay characteristics of
the population should be closely reviewed to determine the types of in-facility rehabilitative or other
service programs which can be provided to sentenced inmates.

Charges levied against unsentenced inmates. (B)

Determine if there are opportunities to revise law enforcement agency arrest and booking practices
to expand use of the citation release mechanism authorized under the California Penal Code.
Analyze results of current pretrial release policies (citation release; 10% bail; bail bond schedule and
policies; release on own recognizance; supervised release) on jail population. Answer such ques-
tions as “To what extent do individuals charged with serious felony offenses make up the unsen-
tenced jail population?”

Provide input to the analysis of the security characteristics of the unsentenced/pretrial population.

Security and known behavior characteristics of
sentenced and unsentenced inmates, (S)

Evaluate type of housing, by security level, required to deal with both the sentenced and unsen-
tenced population.

Criminal history of unsentenced inmates. (8)

Evaluate pretrial programs from perspective of one indicator of security risk associated with individu-
als held in pretrial custody.

Warrant or hold status of unsentenced inmates.
(B)

Identify barriers to granting pretrial release beyond the direct control of the county. dentifv propor-
tior of the unsentenced population in county jail and detention facilities being held for other

jurisdictions.

Appearance history of unsentenced inmates on
previous pretrial releases. (S)

Evaluate current pretrial release programs and policies by analyzing characteristics of inmates not
accorded pretrial release,

Personal characteristics of unsentenced inmates
to include presence of medical problems, mental
health problems, drug and/or alcohol abuse

Identify in-facility service needs of jail and other detention facility populations.
Analyze personal characteristics of unsentenced inmates to assess relationship between those char-
acteristics and pretrial incarceration.

problems. (S}
*Key
B = Basic
S = Secondary

Two Types of Jail
Population Profiles

While large, sophisticated systems may choose to design their own surveys, this chapter

offers two different approaches that can be used to construct a jail population profile.
The “snapshot” profile describes the jail population at a specific point in time.
It is a two-step process, the first part of which porirays key characteristics of the
jail population. The second part samples releases from the jail over a representative
period to provide information on average length of stay and release mechanisms.
The “loagitudinal” profile involves detailed study of individuals who have been
released from the jail. This method allows you to develop added data about the
impact of criminal justice programs and processes on the jail population.

s
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Advantages and Disadvantages
of the Profiling Approaches

Alternative One:
Construct a “Snapshet”
Jail Profile

How to Gather Information for
Part.One of the Snapshot jail
Profile: Inmate Characteristics

T!'lg choice between these two methods should be made by the Planning Team. The '
deusu'on depends upon which will provide your county with the best foundation f.or its
p}annmg effort in light of the information and resources available. In making the deci-
sion, consider the advantages and disadvantages of each method.

The snapshot profile is less time-consuming and complex. It provides an opportunity
to documentdpersol?al alnd behavior characteristics of inmates based on their own
responses or direct knowledge of custodial staff (if formal classificati
' f sif
el ication documents are
| i;t(?]wefver, thisdapplroach requires a second data collection process to document
ength of stay and release performance, This means managin inati
. g and
separate sets of data. o coordinating two
. The analyst must also make assumptions about links between population characteris-
tlc; (su.ch as lepg.th of stay'up to the profile date) and criminal justice system functions
which impact jail population (such as court processing and time to trial). If the jail
population ﬂu_ctuat‘es seas:onally, especially in terms of its composition, results of the
sn;}l)‘shot pl'f)flle.WI" be biased if an unrepresentative period is selected for the study.
e longitudinal app'roach provides a comprehensive portrait of the process and
outcome of releqses .dunng a period of time through analysis of a single set of data.
B:ctause the l;mgltu?lnal analysis covers bookings over a longer peried than the snap-
Shot approach, results are less susceptible to fluctuations in tie iti jai
[ & €Ol

b i mposition of the jail
X The Iongitudinfal.approach also has its disadvantages. In those counties which do not

ave automated jail information systems, it is much more difficult to construct than the
snapshot.approach.. i?ecause the inmates included in the analysis are no longer in
;:ustody, it can be difficult or impossible to “reconstruct” data which are not available
from fc?rmal recorc.ls (.su.ch as behavior or security characteristics). In addition, it is
;mpc?ssnt?Ie to de§cr|be jail population composition at a particular point in time using the
or;gltuc:.llnal profite. For these reasons, relatively few systems will choosz the longitudi-
nal profile.

If you decide to use the snapshot a i
: pproach, you will need to conduct two separate
collection and analysis exercises: P e

o Part one: develop and analyze a profile of the isti jai
. characteristics of the -
tion at one point in time. fel popula
o Part two: survey and analyze jail releases over a period of time,
The sections which follow explain how to accomplish both parts.

:rhe "Sna.pshot lfrc.)file Data. Form,” located in Appendix A, provides a model for use
in collecting the jail population profile data. You may use it as is, or modify it to fit your
.ne'edlf. Ea.cll'i’ of tbe data elements on the form has been annotated to indicate whether
it l1§h basic orf seclcl)ndary" in terms of the priorities discussed earlier,
€ process tor collecting and recording part one of the snapshot profi i

severn Process for pshot profile data involves
Task 1: Devel9p a Profile Data Form. Familiarize yourself with how jail records are
structured, Tamtaungd, a.nd filed. Use Appendix B, "“Suggested Sources for Snapshot
Profile Data”, asa guide in evaluating potential sources for each item on the data form
and Iftcs:r cfiel:ermmmg v:'jhere alternative sources will have to be employed. Based on the
results of this review, develop a data collection form or modify the
Ao T y the sample form shown
Task 2: Select A Period fo Profile the Jail. Review jail population data for the last sjix
to Itwelve months.' ldent.lfy days of the week when facility populations are at peak
I\;cz :)me or low points. Pick the appropriate day(s) to construct the population profi-

At a minimum, construct a population profile based on midnight or late evening on
Sunday.—.—generally the period when jail populations are at their peak,

If facility populations fluctuate significantly (15 percent to 20 percent'from peak to
low), you should also construct a profile which reflects a “low"’ population day, usually
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Sample

a mid-week day such as Tuesday or Wednesday. Such fluctuations occur fn most

counties, and a two-snapshot minimum will be advisable. Again, takg the profile as of

midnight or fate evening when inmates are back from court and bookings have peaked.
if multiple snapshots are taken, study them in two steps:

o Analyze them separately and identify differences in population characteristics
and composition.

o Then, merge the two snapshots into a cumulative population and conduct the
balance of the analysis based on the total profile.

Task 3: Determine Sample Size. Your next major decision is to deterrflinfa whether the
profile will be based on all jail inmates incarcerated at the time the profile is c.onstru.ct'ed
or a ““sample” of the larger population. General rules of thumb to employ in deciding
whether or not to sample include the following:

o If the jail population is relatively fimited (less than about 200), the e?ntire popu_la-
tion should be profiled. That is, each inmate should be included in the profile.

o Substantial samples should be taken from populations of 200 to 500. leese
samples should be designed using accepted sampling techniques. Appendix C
provides sampling guidelines.

Task 4: Estimate Time Requirements. Estimate the time (talendar and staff) required
to develop the “basic’’ data as indicated on the "“Snapshot Profile Data Form.” If data
sources are readily available, a trained and experienced data collector can comp!ete
from five to ten forms per hour. If multiple data sources external to the jaﬂ.o.r sheriff's
department must be employed to complete data sheets, hourly productivity drops
sharply. For example:

o If a supplementary inmate questionnaire is required, at least eig'ht to tyvsalve
person days will be needed to develop the questionnaire, pre-test it, administer
it to inmates, and transfer results to tally sheets.

o If court records must be accessed to develop data on adjudicatory status or
history, pending cases, or the like, time requirements can vary s.u_bstantially
depending on court filing systems, document location and accessibility. A gen-
eral rule of thumb is two to four person days per 100 inmates for court file
analysis.

Warrant, criminal history, and incarceration data drawn from CLETS (California
Law Enforcement Teletype System) print-outs or Cli criminal history documepts
can be analyzed and transferred to tally sheets at the rate of approximately five
to eight per person hour.

Depending on how documents are organized and filed, classification, medical
or substance abuse data can be transferred from existing documents at the rate
of about ten inmate cases per hour. If these data are not available from existing
documents and must be constructed through interviews with jaif or medical staff,
a comparable level of output can be expected.

Data available from booking sheets can be tallied at the rate of about 15 per hour.

o Given the above, Appendix D, “Estimated Time Requirements for S.napshot

Profile,”” displays guidelines which can be used to estimate time requirements
to tally data per 100 inmates. Note that these estimates relate to (.iata cc?llectlon
only; processing and analysis will require significant additional time. Since Fhe
scope of the analysis and the time needed for manual or computer tabulation
can vary so widely, it is impossible to provide valid guidelines for the later
activities.

Task 5: Select and Train Data Collectors on how to complete the profile forfn,

showing them the organization and content of records they will be using. Cleafly point

out the location of each item in the records, review each code and its meaning, and

have each collector complete at least one data form in your presence.

Especially if you use several data collectors, conduct random audits during the data
collection period to ensure that procedures are uniform among the collectors and that
data are being accurately transferred.

o
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How to Gather Information for
Part Two of the Snapshot
Profile: Sample of Releases

Alternative Two:
Construct a
Longitudinal Jail Profile

_‘Task 6: Photocopy Booking Sheets. On the day that data are to be collected, at the
" selected time, either photocopy all booking sheets or, if booking sheets are not used

by the jail, develop a list of every inmate in the jail {(name and identification number)
and use this number to coordinate data on each inmate from: the various information
sources employed.

Task 7: Transfer Data to Profile Forms. Starting with the booking sheet copies, transfer
data to the profile data forms. After these data are entered, use other sources to
complete the forms, if required in your situation.

The snapshot profile requires some additional data to develop information about in-
mates’ lengths of stay. These data are developed by completing the following four tasks.
Task 1: Review Release Volumes. Review jail documents to determine the average
(or typical) number of inmates released on a daily basis. Analyze severa! months to
get a “feeling” for release volume.

Task 2: Determine Release Sample. Decide how many releases should be analyzed.
Use the sampling guidelines in Appendix B to determine this number. Depending on
the number required, select a time period for the sample which can be expected to
produce that number of releases. Be sure that special groups which may be released
as a whole (such as weekenders or those sentenced to state facilities) do not create
an atypical pattern. You should ensure that your sample covers at least a week.

Task 3: Develop Release Data Form. Review jail records and identify the sources
which will provide the required release data. Based on your review, develop a release
data form, instructions for data collectors, and a data collection schedule. Appendix E,
“Inmate Release Data Form,”” contains a sample tally sheet for recording release data.

Task 4: Arrange to Hold and Tally Records of Releasees. Make arrangements with
jail records personnel to “hold’ custody files of inmates released each day. This is an
important step. If files are stored and must suosequently be extracted from archives, the
process will be much more complicated and time-consuming. To avoid hampering jail
record processing activities, tally the releases daily.

As with the first part of the profile, care should be taken that release data are tallied
accurately and that the necessary releases are collected on a timely, recurring basis. To
ensure that the data are accurately taliied, the project manager should conduct random
audits to check completed work.

Procedures for analyzing the snapshot and release data are described after a discus-
sion of the alternative method—longitudinal profiling.

The longitudinal profile is based on “tracking’’ inmates from arrest and booking until
release. Tracking will enable you to document your county’s current performance in
those programs which influence jail population, and evalzate potential adjustments to
those programs.

Initial tasks in developing a longitudinal profile are comparable to those in the snap-
shot profile described above. You will need to review jaif and court documents to get
familiar with data sources, prepare a data collection form, train data collectors, and

develop a data collection schedule. Tasks unique to the longitudinal approach are
described below.

Task 1: Determine the Sample Size. if you select the longitudinal approach, you need
to decide on how many inmates you need to analyze to obtain a representative sample.
Your principal choices involve, first, determining the appropriate sample size and,
second, determining whether or not to sample inmates or whether you can simply track
every inmate booked into the jail over a period of time. Guidelines for making this
decision are provided in Appendix C.

Task 2: Develop a Data Collection Form. The “Longitudinal Profile Data Form,” in
Appendix F provides a model for the longitudinal profile data collection. Like the
snapshot form, the longitudinal form is annotated to show basic and secondary data
elements. Use this form as a guide in reviewing jail documents to assess which data
elements are available and how you will collect them. Primary and alternative data
sources for the longitudinal profile are comparable to those shown for the snapshot
profile in Appendix B.
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Analyzing Profile Data

An Overview of the Analysis:
Two Levels

All elapsed-time and disposition data required on the data form (items 21 through

25 and 29) require that the court case file be “pulled,” data located, and transferred
to the form.
Task 3: Estimate Time Required to Collect Profile Data. In general, you can estimate
staff time required to collect data by using the guidelines shown in Appendix D. Because
the longitudinal approach focuses on how long it takes an inmate to pass through the
jail, more extensive analysis of court records is required.

Heavier reliance on court records is likely to substantially increase staff time required
to develop the profile. Time estimates contained in Appendix D can be expected to
increase by 30 to 50 percent.

If classification and medical records do not provide all data required on the form, it
may be difficult to obtain valid information. Because the individuals included in the
sample will no longer be in custody, it will be difficult to ““reconstruct’ data by review-
ing individual inmates with knowledgeable custody or medical personnel.

Similarly, if pretrial release interview forms are unavailable, demographic and back-
ground data for individual inmates (items 38 through 41) will be virtually impossible
to obtain since inmates will be unavailable to fill out questionnaires. Before selection
of the longitudinal approach is finalized, records should be checked to ensure that
required data can be reliably extracted.

Task 4. Collect Required Data. As you carry out the data collection procedures,
follow these steps:

o From jail files, develop a list of releases to be tracked. Record the name and
identification number of each inmate on the list and transfer this information to
a data form for each inmate.

o Hold the jail file (jacket/folder) for each of these inmates and transfer the
relevant data to the form,

o If all the required data are not contained in the jail files, request or construct
criminal history and warrant/hold status data as appropriate. Observe certain
cautions when tallying criminal history data (from Cl! criminal histories). Ensure
that the inmate’s record is up to date and that criminal history for the appropriate
date of arrest and booking is tallied.

o To the extent possible, given data on classification and personal characteristics,
tally these data and transfer to the data collection sheet.

o Then, as the last data collection step, access court records and collect criminal
charge progression and court-related elapsed time data.

Once data have been collected, the next step, for either the longitudinal or snapshot
profile, is analyzing results to identify jail program and/or facility planning issues.

Even with relatively small jail population or booking samples, analyzing profile data can
be a time-consuming task—more so than collecting the data. You face a choice between
two methods of analysis—a manual one or an existing computer data processing
package. The sections which follow introduce the scope of the analysis and expiain how
to use both processing alternatives.

No matter which profiling method you select, your analysis examines relationships
among the characteristics of the jail population which have been recorded for each
inmate. At this point, we are not concerned about individual inmates; rather, we wish
to examine aspects of the overall jail population or of specific subgroups (such as
felons) to draw general conclusions about the jail as a whole.

The analysis is accomplished at two levels: preliminary and refined. The preliminary
level looks at one or two characteristics (or ““variables’) at a time. For example, the
first level might begin with charges against inmates. To start, these might simply be listed
as frequencies; that is, what percent of inmates face which charges. The preliminary
level would take this one step further, developing tables which allow us to look at two
characteristics at once, such as the difference in charges between those in the jail

pretrial and those who are sentenced. The refined level of analysis breaks this down

further, looking at three or more variables at a time. Thus, we could look at the number
of male or female inmates facing various charges who were pretrial or sentenced.
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Figure 3,1-2: Sample Table From Snapshot Profile

Figure 3.1-3: Sample Table From Longitudinal Profile

fThe tt]’ol!owing sections elaborate upon the two levels of analysis and give examples
of each.

. Prelimin‘ary Analysis. The preliminary analysis portrays the population by compar-
ing two variables at once. This requires extracting the data on these two characteristics
from the total profile and displaying them ir a table similar to the ones shown below.

Inmates By Charge and Sentence Status

Charge Pretrial Sentenced

Felony
Murder
Other Violent Anti-person

Misdemeanor

Pretrial Custody Stétus of Adult Bookings

Pretrial Custody Status Number
10% Bail

Bail
Own Recognizance

Percent of Tota! Bookings

Supervised Release

Reﬁn‘ed Analysis. Subsequent analysis examines specific subcomponents of the
popl{latlon. For e)fam.ple, you may want to explore the effect of an expansion of current
pretrlal release criteria on jail population levels. You would use the population profile
in the manner described below to conduct this more intensive analysis.

Flrst., .select those inmate characteristics for which you want to test pretrial release
decision-making. For example, you might select criminal conviction history, cur-
rent charge, and previous appearance history.

Seconfi, for eac.h inmate characteristic selected, pick those specific data elements
or variables which you want to associate with the expansion of pretrial release. For
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Choosing Between
Manual and
Computerized Data
Analysis

Manual Tabulation

Figure 3.1-4: Length of Stay for Unsentenced Inmates
by Booking Charge

Figure 3.1-5: Master Coding Sheet

Detention Population Code Sheet

Facility Tresting Agency

Sex

Race

illustrative purposes, assume that you select conviction hi§tory (no more than }wo
previous felony convictions), current charge (non-assaultive felony), and previous
appearance performance (no previous failures to appear). .
Finally, use these criteria to identify the percentage of inr}'\ates from the pc;:qlatlon
profile who would be eligible for release if these criteria were put intc effect.
The purpose of the examples is to provide a sense of how the jajl proﬁil;j‘can be usedl
as part of the needs assessment and to help you weigh t.he relative merits of manua
versus computerized analysis. Subsequent portions of this ch.apter and later cha'pters
provide more extensive examples of analytical sequences which you can use to inter-
pret the profile data.

There are two approaches you can use to analyze the profile da.ta:' manual tabulatloa
or computerized analysis using a commonly available set of statistical programs suc
as the “/Statistical Package for the Social Sciences” (SPSS) or another statistical ?ackagfa
(Nie, et al). After reading the following sections on both approa.ches and assessing their
implications for your situation, decide which is most appropriate for your county.

Once data collection and tallying activities are complete, you will have a v:zxriety of data
available to analyze. Even with a small sample, the many varlable§ for each.lnmate m'ake
all except the simplest manual tabulation a very time-consuming exercise. Cons1dgr
Figure 3.1-4 which displays length of stay for unsentenced males according to their
booking charge.

iength of 5tay Since Booking in Days

Booking 8~ | 15— | 22~ | 28~

Booking 6 7 {14 |21 |28 |56 |57+

Charges Day 1 2 31415

Felony
Murder

QOther Violent
Anti-Person

To construct this table manually, the following tasks must be completed.
Task 1. Data from the individual data forms are transferred to a “master’”’ coding sheet
as shown in Figure 3.1-5.

Master Coding Sheet
Data Element Columns
1. Facility 2. Sex 3, Race 4,5 Age
/
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Figure 3.1-6: Coding Sheet for
Unsentenced Male Prisoners

Task 2. Once data forms are all posted on the coding sheet, each line entry {one line
per inmate) is analyzed, and all unsentenced male prisoners are identified.

Task 3. Booking charge and length of stay data for each of the unsentenced male
prisoners are transferred to a second tally sheet as shown in Figure 3.1-6:

Unsentenced Male Prisoners by Charge & Length of Stay

Master Coding Sheet Charge Booking Day 1 2 3 4 5
Data Element Columns Felony
1. Facility 2. Sex 3, Race Murder I // // /
Other Violent Anti-Person|
_ -
— \

Computerized Tabulation

Task 4. Results are totalled in each data “/cell’” and then for each column and row, and
percentages are calculated.

Manual tabulation and computation to construct a single chart like this would take
three to four hours for a relatively small sample. Given the variety of ways that
planners will want to consider the data, manual tabulation requires a major commitment
of staff time and/or severely limits the county’s ability to analyze its data. If your jail
population exceeds 50 to 75, you should very seriously consider computerized tabula-
tion, which is described in the next section.

There are a variety of computerized statistical packages which your county can employ
to speed analysis of profile results and expand the Planning Team’s capability to exam-
ine issues raised by the profile data. Standard packages like SPSS (Statistical Package
for the Social Sciences) can be used to produce tables from data comparable to the
jail profile.

Their capabilities for use in this analysis include both the preliminary level of
portraying the entire population by two variables (such as primary booking charge
versus length of stay) as well as the refined level of portraying a specific sub-compo-
nent of the population by two variables (such as unsentenced, male inmates by primary
booking charge versus length of stay).

Statistical packages are available at many data processing centers and can be used
by a county for a modest charge. For example, in-depth analysis of a profile sample of
500 to 1000 inmates can be accomplished for approximately $750 to $1500 in data
processing charges. You will also need some assistance in coordinating your data and
writing the special instructions that SPSS (or another system) needs in order to con-
struct the tables you will want. A programmer/analyst experienced in using SPSS can
prepare the instructions required for in-depth analysis of profile results in 40 to 60 person
hours.

If county staff are not familiar with SPSS, data processing centers generally maintain
lists of individuals you could contract for assistance. Most colleges and universities have
SPSS and may be able to help you.

No matter which analysis technique you decide to employ, once data collection activi-
ties are complete, you will need to construct several tables to portray the basic charac-
teristics of jail inmates. If more than one facility was included in the study, prepare tables
both for the combined sample of inmates as a whole and separately for each facility.
Once completed, the results should be reviewed with the Advisory Committee to
provide a basic understanding of the composition of the jail population and some
indication of the county’s current performance in the use of pretrial release programs.
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Preliminary Analysis of
the Jail Population
Profile

Analytical Issue T:
Sentence Status of the
Jail Population

Table Content

Figure 3.1-7: Sentence Status

The following paragraphs outline suggested preliminary analyses. These analyses

develop information useful in examining policy concerning three critical issues:
» Sentence status of the jail population.
o Length of stay for unsentenced inmates.
o Proportion of inmates accorded pretrial release.

For each of these issues, the table content is specified and its format illustrated. In
addition, “/primary analytical questions’ you should ask (and answer) as you !'eview
each table are provided. Also previded are ““triggers for additional analysis” which the
data may suggest. e

Jail population is divided by sentence status (sentenced or unsentenced). and primary
charge (felony and misdemeanor, with sub-categories as listed on profile data form.
Note that offense categories are listed by Penal Code section in Appendix G.). Prepare
a separate table for each county facility and for the population as a whole.

Primary Charge

Facility: Main Jail

Sentenced Unsentenced Total

No.

9% of Total Population No.| 9 of Total Population No.| % of Total Population

Felony

Murder/related violent crime

Other violent anti-person crime

Sub-total Felony

Misdemeanor

Violent Offense—Civilian

Violent Offense—Police Officer involved

Bu}g|ary related

Sub-total Misdemeanor

Total

e

T
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Primary Analytical Questions

Triggers for Additional Analysis

Analytical Issue 2:
Length of Stay of
Unsentenced Inmates

Table Content

Figure 3.1-8;: Charge & Length of Stay for
Unsentenced Inmates

What proportion of the population of each facility is comprised of unsentenced mis-
demeanants? What charges are levied against unsentenced misdemeanants?

If multiple facilities are operated by the county, how do the populations of these
facilities compare in terms of sentence status and charge characteristics? Considering
the level of charges associated with components of the population, is there a pattern
of housing allocation, taking into account the security offered at each facility, sentence
status, and charge characteristics of the population at each one? Are appropriate hous-
ing decisions being made?

Do unsentenced misdemeanants comprise a significant proportion of the population of
any facility? (More than 5 percent to 10 percent should raise questions about misde-
meanor citation and other pretrial release practices).

Are there substantial portions of the sentenced population who have been convicted
of non-violant felonies and/or misdermeanors housed in high cost, maximum or medium
security facilities?

The population analyzed in this table is limited to those who are unsentenced. Con-
struct the table to divide the population by primary charge (felony or misdemeanor
with sub-categories as listed on profile data form) and length of stay since booking.
Prepare a separate table for each county facility and one for the population as a whole.

Facility: Main Jail

Length of Stay for Unsentenced Inmates in Days

Felony

8- | 15—~} 29~ 57-] 85- | 113
Booking Day 1 2|3 4 516 | 7 |14 |28 )5 |84]112]+

Murder/related violent crime

Other violent anti-person crime

Violent crime involving police officer

Family violence

Sub-total felonies

Misdemeanor

Violent offense—<ivilian

Violent offense—police officer involved

Burglary related

Family violence

Sub-total Misdemeanors

Total
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Primary Analytical Questions

Triggers for Additional Analysis

Analytical Issue 3:
Proportion of Inmates
Accorded Pretrial
Release

Table Content

Figure 3.1-9: Means of Release by Length of Stay

How many (or what proportion) of the population are unsentenced misdemeanants
v/ho have been in custody beyond the booking -ay?

What is the length of stay distribution of the unsentenced felony population? Are most
under 56 days or is there a substantial portion whose length of stay exceeds 60 days?
(Sixty days is used as a guideline because of the statutory limitation—in the absence
of a time waiver—on taking a criminal case to trial.)

What proportion of the population in custody beyond municipal court arraignment
and/or preliminary hearings are individuals charged with non-violent felonies?

Presence of misdemeanants with stays in excess of one day should trigger questions
about misdemeanor citation and OR practices. Why are these people in custody? Why
weren't these people cited rather than booked? Why have they failed to qualify for
release on own recognizance if unable to post bail? What are the barriers (or character-
istics) of either the inmates or existing programs that have kept these people in custody?

If a high proportion of the population is comprised of unsentenced felons whose stays
exceed 60 days, this may indicate that court processing is backed-up and impacting the
jail population.

if a substantial portion of the population consists of unsentenced inmates charged
with non-violent felonies and who have been in custody beyond municipal court
arraignment (generally one to three days), this may suggest that pretrial release prac-

tices ought to be further analyzed.

Means of release of pretrial inmates by length of stay before being released. This table
presents data documented through the analysis of releases to portray the use of various
release options according to the average length of stay of inmates being released.

Length of Stay From Booking Until Release in Days

Means of Release

T15- 22-| 29- | 37-
14 2

Booking
Release Option Day 1 172413 14fis5]e |7 }8]9]to]1]12]i13 28 |36 | 44 | etc. | Total
Ball/Ball Bond Z | F|0|s5 |20/ |- 1|39 |5|-|2/]1-]17]|-|3|*
10% Bail
OR
SOR

Misdemeanor Citation

Transfer to Other Agency

Diverted—Released

Trial Complete and/or Case Dicposed

849(a) /849(b) (1)

849(b) (2)

849(b) (3)

Total

7
4
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Primary Analytical Questions

Figure 3.1-10: Inmate Days

What proportion of inmates are accorded pretrial release? To develop this indicator, use
the_ totals for each pretrial release option listed in the table and compute the per'cent
of inmates -released under each option in relation to the total sample. Compute the
percent 9f inmates who are held in custody until disposition of their c.ases
What is the average length of pretrial stay overall? What is the average Ien'gth of sta

for each release option and for those who are held in custody until court disposition);
Eorm.ﬁuttta average length of stay using the “weighted average’ technique shown below:
WZ iglh;sdrﬁ\::a::rposes, the bail bond option is used to show how to develop a

Multiply the number of hours or days in custody by the number of inmates
releasefi, as recorded in the appropriate cell in your completed version of the table
.shown in Figure 3.1-10. The table in Figure 3.1-10 lists the possible days in custody
in the f|r§t column. The number of inmates released on each of those days is then
entel:ed in the second column. The last column, weighted inmate days, is equal t
the first column times the second column, b
Note that hours are codes as decimais of a day as follows:

Less than 4 hours = 0.2 days

Less than 4- 7 hours = 0.3 days

Less than 8-12 hours = 0.5 days

Less than 12-23 hours =0.7 days

Days from
] Number Weij
lgolokmg to X of = Inrlgla‘::d
elease Inmates Days
g;’ 3 0.6
03 ) ;
3
?.7 8 5.6
) 9 9
: 8 16
3 12 36
. 7 28
; 3 15
s 5 30
a 0 0
. 3 24
- 0 c
.” 2 20
2 22
12 0 0
13 2 26
14 0
i5 4 63
16 1 16
17 0 0
;? 2 36
1 21
23 2 46
:; 1 27
o 1 35
1 42
TOTAL: 87 519.4

T};en, divid.e the total v«reighted inmate days (519.4 in the above example) by the number of inmates
rel e.ased this way (87 in the example) to compute the average length of stay associated with this
gg;l:n. In the example, the average length of stay for inmates released by bail or bail bond is 5.97
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Triggers for Additional Analysis

Further Analysis of Release
Options

Present Results of the
Preliminary Analysis to the
Advisory Committee

Cautions in Analyzing
Prcfile Data

Once average length of stay for each release option is calculated, combine these data
to compute the average length of pretrial stay associated with each booking, given the
county’s existing mix of pretrial release policies and performance. Follow the proce-
dures described above, applied to the “total”’ entries at the bottom of the table you have
created (Figure 3.1-9), to compute overall average length of pretrial stay.

I~
e

if the average length of stay for OR releases exceeds four or five days, it may suggest
opportunities to accelerate pretrial release decision-making and reduce the jail popula-
tion. If the average length of stay of inmates held in custody until disposition exceeds
20 or 30 days, further explore in-custody average length of stay by type of charge in
order to isolate average length of stay of felony defendants. If it exceeds 60 days, you
may need to explore court processing activities (or delays) and their impact on jail
population.

More information will be needed about release options. For example, you should
analyze each release option by type of charge. This analysis will put in perspective
existing pretrial release programs and strategies employed by your county.

Additional analyses of the profile data are suggested in Steps 3 and 4 of this handbook
(Chapters 3.3 and 3.4), which evaluate existing pretrial release programs, court process-
ing performance, and the use of sentencing alternatives as they affect current and future
jail population levels.

The results of the preliminary analysis should be presented to the Advisory Committee.
Include a selection of tables which demonstrate major findings.
o Provide a table showing the composition of the population in each facility by
charge and sentence status (refer to Figure 3.1-7).
o A second table should show the length of stay of the pretrial population by
charge (refer to Figure 3.1-8).
o Present this in conjunction with a third table showing the use of various pretrial
release mechanisms for inmates facing various charges (refer to Figure 3.1-9).
Accompany these tables with a narrative highlighting the existing use of pretrial
release mechanisms and the resulting composition of the jail population.

The profife will provide extensive information on the characteristics of the jail popula-
tion. However, as you construct tables from the data and analyze components of the
population, you will find that some “/cells’ in the tables have only a small number of
entries. For cells with less than 10 or 12 percent of the total sample, be careful not to

lend too much weight or draw significant conclusions from them. They are subject to :

considerable potential error since such small numbers may not be representative of your
jail’s continuing population. In these instances, you will have to ‘“combine cells’’ and

o
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Need for Supplementary
Studies

Example of a Supplementary
Study

Summary and
Conclusion

References

draw conclusions about the population at a lower level of detail. in addition, “‘averages’’
for many of the kinds of data included in the profile can hide significant variations within
the population. For example, an average length of stay of 6.8 days could be comprised
of many people who stay about seven days or—more likely—a number of people who
spend less than two days, some people who stay from two to seven days, and a small
percentage who stay up to a year. Thus, the distribution of results must be studied, not
only the average.

It is important to realize that information from the population profile will not resolve
all issues that you may encounter in the course of the needs assessment. When you
find issues that need further clarification, your most effective course of action will be
to conduct supplementary “mini-studies’ to develop information that will help resolve
these issues. The following example illustates the use of a supplementary study.

Your review of jail profile data indicates that felony defendants who are not released
before trial have an average length of stay until sentencing of 98.7 days. This finding
raises questions about the impact of court performance on jail population levels. It does
not, however, provide sufficient information to support a conclusion about opportuni-
ties to improve court processing.

To resolve the issue, you would conduct a supplementary study of court operations
which could consist of the following steps.

o ldentify in-custody cases on one week’s worth of sentencing calendars.
o Pull and analyze case files for each of those cases.

o Evaluate such performance indicators as time for continuances granted and time
for psychiatric evaluations.

o Based on the supplementary study, determine if there are specific elements of
court performance which could be improved which contribute to the average
length of stay data indentified through the profile.

This first step has described techniques for documenting and analyzing a variety of
characteristics of the sentenced and unsentenced people who pass through your jail.

Data developed in both profiling approaches provide the basis for analysis of inmate
services, as well as pretrial and post-sentence programs—all of which need to be
evaluated before capacity projections can be made and facility needs evaluated. The
next chapter involves Step 2, an analysis of the need for inmate programs and services.

Lakner, Edward. A Manual of Statistical Sampling Methods for Corrections Plan-
ners, National Clearinghouse for Criminal justice Planning and Architecture, Urbana,
i University of lllinois, 1976. A valuable guide to sampling issues and methods.

Nie, Norman H., et al. SPSS: Statistical Package for the Social Sciences, Second
Edition, New York: McGraw-Hill Book Company, 1975. This manual explains in easily
understood language the use and capabilities of SPSS and also introduces its many
available statistical techniques.
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inmate Classification
and Housing

An important aspect of corrections planning is to identify issues concerning the provi-
sion of programs and services to inmates. This analysis focuses on two areas:
o How decisions are made about housing of inmates within existing facilities.
Inmate “classification’” systems are intended to fulfill these functions.

o Meeting the service needs of the incarcerated population by responding to
inmate needs that arise in the jail as well as those related to the inmate’s life
outside (family, employment, and so forth).

Your jail may or may not now have the staff it needs to carry out proper classification
or other programs, and it may lack the proper space to segregate various classifications
or to offer programs that you want—or standards require. This chapter presents a
method to help you examine current programs and classification procedures and shows
you how to gather information on inmate needs, This information will provide a basis
for planning to improve current practices and projecting future needs. As you enter into
this analysis, be sure to involve representatives of the agencies which play key roles in
providing services to the jail.

Classification is the process by which jail staff reviews various inmate characteristics
and determines where in the jail inmates will be housed and which programs they
should (or may) take part in. These decisions should include consideration of security
requirements, service needs, and inmate and staff safety.

Procedures employed to classify inmates can have major impact on how current
facilities are used and on the type of facilities and staff required to meet future needs.
Therefore, attention should be paid to existing classification procedures and housing
decisions. Issues you need to explore are listed below while a more detailed analysis
is contained in subsequent sections.

o Who has responsibility for making the classification decision?

s When is the classification decision made? Are inmates classified immediately
. after booking—or, after spending several days in the facility?

¢ What criteria are employed to make the classification decision? Has a formal
classification scheme been developed? If not, how are housing decisions made?

o What data sources are employed to make the classification decision?
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! ‘3 Figure 3.2-1: Current Housing by Custody Problem
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o Are the specific service needs and problems of individual inmates incorporated ;
into the classification decision? This would include consideration of such prob- . i
lems as medical needs, mental health problems, segregation, previous escape i !’ I
history, and behavior that poses security problems for inmates or staff. First Custody
« To what extent are medical staff and mental health staff who work with jail i Problem Current Housing Assignment
inmates involved in the classification decisicn? ! i Admin. General Medical Mental Health Single Multiole
i Seg. Pop. Unit Unit Cell Cell P
i ! Suicidal
Analysis of Classification Analysis of the classification process involves examining not only how classification ‘ : Violent
Procedures decisions are made, but also the procedures currently used to collect information about : =
inmates at intake and during previous stays in the facility. To document and understand i nzme
the classification system in light of these issues, you need to answer the following 'S'*e‘)’(m‘?;
questions: ‘ Tra::-
» What information is currently collected about the inmates at intake? Are medical i sexual
problems identified? What about other problems that might help in anticipating (Etc.)
the inmate’s behavior while in the facility? ‘ !
o Are permanent jail files maintained for each individual who passes through the ,
jail? If not, why not? If so, are these files available to staff during classification {
decision-making? Do these files record experience with inmate’s problems and I
service needs during previous stays in the facility? Is this historical information !
incorporated into the classification decision? i
« Are inmates kept separate from the general population prior to the classification ir 1:'ask g: Interpret Resuhlts. Based.on the analysis, identify the proportion of the popula-
and housing decision being made? Is sufficient time allowed to observe individu- E ton that a;l).ﬁears to be lnflppropnately housed and determine why that is the case. Ask
als in segregated circumstances to identify potential behavior problems before i questions like the following: ' .
making the classification and housing decision? { ° I;ow many people are inappropriately housed given the behavior characteristics
o Is there consistency in the classification evaluation and decisions? For example, ‘ ocumented in the profile?
are inmates typically held in maximum security during the pretrial period, only Ii e Why have these people been housed this way?
to be sentenced to the local detention system and transferred to lower security ‘ré o To what extent does the existing facility contribute to housing problems?
facilities upon sentence? If so, does this make sense or are there less costly b o Does the existing classification system result in inappropriate housing decisions?
alpproaches? X - | e f ; Answers to these questions can be used two ways:
Developing answers to these questions will help you evaluate the effectiveness o ‘ o To i T : . - o
existing classification procedures. As you evaluate those practices, ask other counties Syst::?tlfy improvements which could be made in the existing classification
about advantages and disadvantages of the classification schemes they use. Also refer o To provide indicators of the t ¢ housi . ,
to the studies listed at the end of this chapter which synthesize a broader range of ,, projected jail populations @ type of housing required to deal with current and
experience. '; : If possible, explore ways to correct this, given your current facility. Longer-range
| solutions are developed in later chapters.
How to Evaluate the it is important to develop quantitative indicators which demonstrate the effectiveness i
Effectiveness of Classification with which classification decisions are made. The jail population profile, developed in ‘ Cautions in Int i isti . R .
Frocadure S i . i o s 1o 2y g scain e Bl e e

practices. To conduct this analysis, you will need to accomplish the following tasks.

Task 1: Select Inmate Security Criteria. In conjunction with classification and custody
staff, select criteria which could be or are employed to determine the security level in
which an inmate should be housed. For example, criteria such as current violent
behavior, escape risk, prison gang member, enemies in the general population, or
current violent mental health problem could indicate individuals who need to be
housed in a maximum security setting. By contrast, inmates accused or convicted of
non-violent offenses with no behavior problems, no escape history, no serious mental

If you are using existing classification documents, bear in mind that classification sys-
tems often reflect the characteristics of the available facility as much as characteristics
of the inmates. Once data have been tallied and displayed, review results with custody
personnel and temper interpretations based on their reactions. Determine the extent to
which classification decisions would be different if the available detention space were
configured to provide classification flexibility.

Additionally, it is generally accepted that inmates’ behavior often reflects the environ-
ment of the jail. Often, inmates who are pegged as behavior problems in an overcrowd-

health or medical problems could be considered for housing in less secure settings. B ﬁon ed and outdated facilit Id beh
. . L cili i
Task 2: Compare Current Housing Choices to Preferred Scheme. Cnce the criteria more modern conditio:sﬁz‘; ma:y ja:i(lz ﬂgtz fi) (i,c:(f tazly uEder better, less crowded,
have been established, use them to analyze the population as it is currently housed ‘ to operate ac,cording to current standards when they constructed and began
compared to the way it would be housed using the preferred criteria. This can be As a result, classification indicators recorded in the profile should be viewed as
accomplished through use of the analysis techniques described in Chapter 3.1. As noted : .- | indi s ™ .
; general indicators of current conditions, not as definitive indicators of how inmates can

there, you may have to develop indicators of inmate characteristizs through interviews
with jail personnel if a formal classification system is not in use. '

The analysis involves developing a table which profiles the population in each of your
county’s facilities by individual inmate characteristics (especially custody problems) ...
compared to actual housing assignment. Figure 3.2-1 shows a table produced using :
these variables.

be expected to behave if positive changes are made in conditions and treatment.




Handbook Three: Assessing Current and Future Corrections Needs

Page 4

Analysis of Inmate
Service Needs

inmate Needs Survey

Conducting an Inmate Needs
Survey

The Planning Team, the Advisory Committee, and policy makers should learn about the
needs of the inmate population. This information is important in shaping service pro-
grams to provide rehabilitative opportunities to inmates, to minimize the problems they
face while incarcerated, and to limit the potential for disruptive behavior.

Requirements for the provision of inmate programs and services need to be analyzed
to meet two planning functions. First, as part of the overall correctional planning effort,
it is important for the county to provide services that meet standards and are consistent
with its correctional philosophy and mission statement. To this end, inmate needs for
both correctional and re-entry services should be documented and considered in the
formulation of any plan.

Second, the entire range of services, from medical services, mental health services,
to recreation, or job counseling, must be considered when planning facility changes
since they require specific kinds of spaces in specific locations.

The paragraphs which follow introduce the analytical steps to both document service
needs and evaluate the scope and effectiveness of available service programs.

Analysis of data contained in the jail profile (Step 1, Chapter 3.1) will partially satisfy
requirements to document and analyze inmate service needs. This analysis shows the
proportion of inmates suffering from medical, mental health or substance abuse prob-
lems.
Limitations of the Step 1 Jail Profile. While the jail profile provides the information
mentioned above, it does not identify other service needs. This is because most avail-
able jail records provide little information about the individual characteristics and
situations of inmates. The kinds of needed information which may be lacking include
the following:

o Educational achievement level.

o Family problems.

o Job skills or employment opportunities upon release.

o Financial resources available after release.

o Housing opportunities after release.

To add to your understanding of service needs, you may wish to conduct interviews
with a sample of inmates. Results of these interviews can be used both to evaluate
existing programs and to identify unmet program and service needs. Appendix H,
“Inmate Needs Survey Form,” provides a sample questionnaire which can be used to
conduct inmate interviews. Feel free to adjust it to reflect the situation in your county.
When conducting the survey, follow these guidelines.

First, if possible, conduct personal interviews with inmates. Face-to-face interviews
allow clarification of questions and responses. Unless very carefully conducted, written
response questionnaires may be less reliable and more difficult to interpret.

Second, unless the jail is very small, it is unnecessary to interview the entire inmate
population to develop representative findings and conclusions. A sample of 15 percent
to 20 percent of the inmate population is usually sufficient to draw valid conclusions.
Follow the sampling guidelines in Appendix C to determine the proportion of the inmate
population which you should interview.

Third, to the extent possible, keep the interviewing team small—no more than three
to five persons. This will provide greater consistency in recording inmate responses to
questions.

Fourth, interviewing should be conducted after thoroughly documenting programs
and services. A knowledge of existing programs and services will enhance interviewers’
ability to interpret inmate responses. (See section below.)

M s b ek i
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Figure 3.2-2: List of Programs and Services

Analyzing the Results of the
Inmate Survey

Evaluate Existing Inmate
Programs and Services

Classification Mental Health Sarvices

Counseling Recreation
Drug/Alcohol Abuse Programs Re-entry

Education Religion

Food Service Social Services

Legal Services Visiting/Mail/ Telephone

Library Vocational Training
Medical Services Work Furlough

Fifth, the interviewers should be trained, and the questionnaire should be “pre-
tested” to ensure that it can be easily used and will produce valid responses. Pre-test
the questionnaire by conducting several pilot interviews with inmates to identify prob-
lems with the wording of questions or the recording of responses,

If you tabulate the survey results manually, you will probably be limited to looking at
the frequencies of responses to various questions together with the construction of a
few tables. If you analyze the results by computer, you will have more options in
developing tables to refine your interpretation, In either case, refer to the analysis
§ection of Chapter 3.1 for guidance. At a minimum, you should look into the following
issues:

o What are inmate prospects at release? Are existing services and correctional
approaches meeting re-entry needs?

o What do inmates perceive as their major problems during incarceration? Are
these problems consistent with the existing set of services?

o How do inmates view the day-to-day operations of the facility? Where do they
see opportunities for improvement? While this may be surprising to some, in-
mates are often a valuable resource to identify opportunities for improving the
efficiency and effectiveness of detention facility operations.

As noted above, you need to thoroughly document and understand the programs
currently provided in the jail. Figure 3.2-3 provides a “Checklist for Evaluating Inmate
Programs and Services.” Employ the checklist to document how existing programs work
.and to identify program efficiency and effectiveness, consistency with the needs of the
inmate population, and physical “fit" within the existing facility.

In reviewing program needs and operations, be sure to involve both jail staff and
.re‘presentatives of service agencies who are or could be—directly involved in providing
jail programs. This may be done by interviewing key individuals or by including them
on a special task force which would also take responsibility for implementing recom-
mended program changes.

Your analysis of programs and services, coupled with results of the inmate survey,
should help highlight the critical program and service issues your jail faces and establisl':
priorities for dealing with them.
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Figure 3.2-3: Checklist for Evaluating Inmate Programs and
Services, continued.

Figure 3.2-3: Checklist for Evaluating Inmate Programs
and Services

The following list of elements and questions about potential issues is intended to provide examples which you may apply directly or modify in evaluating inmate
programs and services in your jail,

Program: Analytical Element 1: Screening

Medical Services Are inmates routinely screened for medical problems at or shostly after booking? If medical person-
nel are unavailable to conduct screening, have specific procedures been developed (and booking
personnel trained in their use) to ensure that non-medically trained personnel are sensitive to
potential medical problems at booking? Are inmates required at booking to complete a medical
questionnaire listing current medications and medical problems? s this sheet routinely reviewed by
medical personnel?

Potential Issues:

Are medical problems adequately screened at intake? Is the jail operation adequately structured to
identify potential life threatening situations at intake? Are there adequate qualified medical personnel
available to quickly idantify and deal with medical problems at intake?

Analytical Element 2: Facilities

What type of in-facility medical facilities are available to support the delivery of medical services
to inmates? Are adequate facilities available to:

(1) support sick-call requirements, enabling private examination of inmates by medical personnel?

(2) provide adequate, controlled storage of medications and other required medical supplies?

(3) to enable segregation of sick or disabled inmates who do not require hospitalization; and

(4) to provide resources for recuperative patients/inmates to minimize time spent in hospital
facilities,

Potential Issues:

To what extent are significant numbers of injured/sick inmates housed in local hospitals for recupera-

tive purposes? If recuperative facilities were available in the jail, what proportion of hospital costs

could be eliminated?

Mental Health Services Analytical Element 1: Need For Services and Facilities

What proportion of sentenced and unsentenced inmates are characterized by mental health prob-

lems? Use the jail population profile to isolate the proportion of the population with mental problems

(using analytical steps outlined in Step 1, Chapter 3,1). Use the profile’s mental health problem

indicators: (1) suicidal, mental problem, violent entries in the classification field; and/or (2) problem

entries in the alcohol or mental problem field. Employing these selection criteria, construct separate

tables for sentenced and unsentenced prisoners, arraying the population according to housing in the

facility and length of stay.

Once the tables are constructed, ask the following questions:

{1) are inmates with mental problems and potential violent behavior housed differently and apart
from the gencral population?

(2) based on profile results, how many inmates with mental health problems are there in the general
facility population?

(3) are inmates with mental health problems concentrated among the sentenced or unsentenced
population?

What psychiatric services are provided to inmates with mental health problems? What methods are

employed to deal with inmate behavior problems? What proportion of the incarcerated population

are receiving behavior controlling medications?

Have services been establishd to review the unsentenced population and identify inmates with
non-violent mental health problems and attempt to place selected inmates in mental health treatment
programs as an alternative to pretrial incarceration? If not, what proportion of the population sample
could be considered as service targets for such a program?

Potential Issues:

Are psychiatric services available to inmates? If not, why not?

To what extent are behavior control drugs used to alleviate housing and service deficiencies in
dealing with mental health problems?

Are adequate housing facilities available to deal with inmates with mental health problems?

Analytical Element 2: Screening

What procedures {if any) are used to screen inmates at booking to identify mental health problems?
To what extent are mental health screening activities coordinated with classification.and housing
decisions in day-to-day operations.

Mental Health Services, continued

Analytical Element 3: Housing and Security Level

Are there opportunities to deal with inmates with mental health problems in lower security settings
with increased in-facility mental health services?

Potential Issues:

Would establishment of a mental health program allow transfer of selected inmates to lower/

different security level facilities? Considering the impact on facility needs, would such a program be
cost-effective?

Program:
Drug/Alcoho!
Abuse Services

Analytical Element 1: Detoxification

Detoxification services provided to both sentenced and unsentenced inmates.

Potential Issues:

Are booking/intake procedures structured to identify real or potential detoxification problems?

Are medical and/or mental health services staffed and structured to provide detoxification
services to inmates at and after booking?

Are classification procedures and housing configurations sufficient to enable medical and/or
custodial personnel to deal with detoxification problems?

Analytical Element 2: Services
Drug/alcoho! abuse education and training services provided in the facility (ies). Re-entry services
provided to inmates with alcohol/drug abuse problems.
Potential Issues:
Are public and private agencies encouraged to come inte detention facilities to conduct orientation/
recruitment programs?
Is any attempt made to provide substance abuse education and treatment services to inmates?
Prior to release, are inmates with alcohol/drug abuse problems oriented to placement and treat-

ment opportunities available in the community? Are resources made available to link inmates about
to be released with available community based services?

Program:
Basic Education/GED Training

Analytical Elements:
What in-facility services are provided to inmates designed to up-grade basic educational skills?

Educational upgrading needs of the inmate population.

Regular procedures to identify inmate educational achievement levels and needs,

If programs/services are currently available in the facility, to what extent are they used by inmates:
(1) over the last 6 to 12 months, how have class enrollment levels compared to class capacities;
{2) how do dropouts compare to total enroliment;

(3) for GED classes, how many certificates have been earned as a proportion of total enrollments?
(4) what grade level achievement improvements-have been realized?

Potential Issues:

Are educational upgrading opportunities made available to inmates on a continuing basis?

What steps have been taken to mobilize community based resources to provide in-facility educa-
tional services?

Have local school districts been tapped to provide in-facility educational training?
Have procedures been established to assess the educational needs of sentenced inmates?

Program: Recreational Services

Analytical Elements:

Presence of scheduled recreation for inmates in the various type facilities operated by the county,
Includes minimum hours per week scheduled recreation for inmates of Type 11l and Type Ii facilities.
Potential Issues:

Are recreation areas within the facilities sufficient to serve existing and future inmate population?

Program: Correctional and Re-entry Services

Analytical Elements:

What programs are provided within correction and detention facilities to plan for smooth inmate
re-entry to the community upon release? These can involve a wide variety of approaches and
activities, including the correctional philosophy employed (with special emphasis on how sentenced
inmates are dealt with while they are incarcerated), and re-entry programming designed to re-
integrate inmates into the community in order to alleviate chances that repeat offenses will be
committed shortly after release.

Potential issues:

To what extent are the key actors in the criminal justice system involved in defining and monitoring
the implementation of a correctional philosophy? Or are operations solely at the discretion of the

Potential Issues: : i 3 sheriff?

Without some level of mental health screening, how are existing or potential mental health problems
identified and accounted for in housing decisions?

P v
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Figure 3.2-3: Checklist for Evaluating Inmate Programs and
Services, continued.

r Re-entry Services, continued

Are there procedures to identify inmates with motivation to change, and to provide privileges to
inmates who participate and succeed in rehabilitative oriented programs?

Are programs like work furlough used for re-entry purposes? Are inmates who meet in-facility
behavior requirements {and who are serving longer sentences) assigned to work furlough in order
to have access to the community to find work, job training or educational placement opportunities
upon release?

What proportion of inmates have few or no financial opportunities, places to live, or employment
opportunities upon release? What services and resources are available to deal with these problems?
Have community resources been mobilized to the maximum extent possible to meet these needs?
Have links been established with other county programs to solve re-entry problems?

e e

Program: Use of Volunteers and Community
Resources

Analytical Elements:

Community service organizations which currently provide services in detention facilities. (dentify
service type, frequency, number and type of inmates dealt with on a weekly or monthly basis,
Document steps taken by custodial staff to encourage community organizations to provide service

in detention facilities.
Develop an inventory of community organizations (volunteer and paid) to include service con-

tent, service capability, and interest in providing services to inmates.
Potential Issues:
Compare results of inmate needs survey with existing mix of services provided by volunteer organi-

zations, Analyze inmate reaction to services provided.
Determine whether or not custodial managers and staff are supportive of or create barriers to

volunteer service organizations,
Compare services with results of inmate needs survey. Determine if there are opportunities to fill

service gaps by mobilizing available community resources.
Extent to which custodial and rehabilitation staff have established links with community programs

to ease inmate re-entry.

Present Results to the
Advisory Committee

References

Once you have documented and evaluated inmate programs and reviewed the results
of the inmate needs survey, present your findings to the Advisory Committee. Provide
a briefing paper to the committee about the programs and the issues you have identified.
Your paper should touch on the following topics.

o Brief narrative summaries of each of the inmate programs documented and
analyzed. Summaries should include types of services delivered, when services
are delivered to inmates (between booking and release), as well as staffing and
program cost.

o Display of inmate responses {o questionnaires, Use a blank questionnaire form
to record responses.

o Summary of key issues and unmet needs identified in the study.

At the presentation, discussion should focus on the policy issues identified in the
study. Implications for planning should be pointed out, and the committee should be
encouraged—after adequate discussion—to recommend policy directions to the Board
of Supervisors.

The next step in the process involves analyzing key components of the criminal
justice system which impact jail population levels.

American Justice Institute with the National Council on Crime and Delinquency. Cfas-
sification Instruments for Criminal Justice Decisions (Volume 1: Pretrial Release;
Volume 2: Probation/Parole Supervision; Volume 3: Institutional Custody; Volume 4:
Sentencing and Parole Release), Washington, D.C.: National Institute of Corrections,
1979.
Board of Corrections. Survey of Programs In California Jails, Sacramento, CA, 1980.
Contains useful descriptions of programs now operating in California jails, including
sample forms used by them.
Hippchen, Leonard, editor. Handbool on Correctional Classification: Programming
for Treatment and Reintegration, Rockville, MD: American Correctional Association,
1978.
National Council on Crime and Delinquency Research Center. Improving Classifica-
tion: a Guide to Evaluation, San Francisco, CA: NCCD Research Center, January, 1979.
In addition, refer to The standards listed at the end of Chapter 1.2, most of which
include specific requirements for program and service operations.

e e e
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Introduction

An Overview of Pretrial
Programs

Tl?e third step in analyzing your jail's space and program needs involves studying how
the county criminal justice system currently functions. County practices affecting pretri-
al release, timeliness in court processing, and use of alternative sentencing pro-
grams can have a major effect on jail population levels. Indeed, many counties across
Caluforma and the United States have found that by adjusting justice system decision-
nmez;li;:g and programs, they can moderate both current and future detention facility

It is important that the planning process include intensive analysis of how these and
othef aspects of the criminal justice system currently function. Because the county has
considerable discretion for making adjustments in each of the above areas, they offer
means for exerting a degree of control over who is incarcerated and for how'Iong Thus,
it be‘:c‘omes necessary to test the effects of varying philosophies and performance' levelé
on jail requirements now and in future years.

The §ections which follow provide a step-by-step process for documenting and
evaluatxpg existing county pretrial release programs, timeliness in court processing, and
sentencing alternatives. The goals of this phase of the analysis are to make the cc;unty
aware of possible programs and philosophies in these areas so it can consider their use
A subsequent chapter (3.4) examines the impact of using alternative program;. .

The m?in purpose for incarcerating people before they have been found guilty of a
crime is 'to assure their appearance in court, Another reason which is frequently ex-
pressec! is to protect the public. In recent years, major steps have been taken across
the.Umted States to study and expand pretrial release for accused individuals. Special
projects have been designed, implemented, and evaluated. Research findings repeated-
ly doc.ument the fact that people can be released during the pretrial period with very
h&tle.: risk in terms of public safety or the likelihood of their appearance at court

F_lgure 3.3-1, “Relationship of Pretrial Process and Programs,’” shows pretrial re‘Iealse
options open to counties. It relates each option to the flow of a defendant through the
system, beginning with arrest and culminating in disposition of the case in court. As can
be seen from the figure, release options tend to overlap, come into play at varyin.g points
during the pretrial process, and involve a variety of decision-makers.




Page 2
Handbook Three: Assessing Current and Future Corrections Needs
) ) T ——TT“““W .
. . : " ial Process
Figure 3.3-1: Relationship of Pretrial Proce: 2 . - | - | I l‘ U
and Programs g il | s | s
'g Location Jail oul | ‘ | ‘l |
| | 1 ! \ | II
[=} Law En- Sheriff’s Judge & [ J;cj\ge & il l l
£ forcement Depart- D.A. | LA l I l
s Officer ment | | l
|
i im- ial/ Sentence
i Arraign- Prelim Tl'.la .
o Arrest Booking A oty D-|5p05|.
g Hearing tion
41l 2113114115]16
(=2
]
W
' | i | | |
Citation _l ‘ l | l| II I‘ ! | |
| * . D1 | ‘
o A .
[
: | ' ~ ]
S I Bail or Bail Bond J
g | n [_ [ 1 [ ! |I |
8 ! || ‘ r Own Recognizance [ l = 1| lI
2 T T '
§ l‘ | || | r Supervised Release J [ | ||
AN ' | T Ll |
1 | R
|| I
*pC 1000 Drug/Substance Abuse l l I |
PC 1000.6 Domestic Violence ‘L. ____l PC 849 ab .L T __..L..L I
PC 1001 General Diversion —_—

Discretion in Pretrial Release
Programs

Citation Release

i iforni i ities for
in recent years, legislation has been enacted in Callforn.la to Qrov;ldel op;;c;r;:;cl) :ity for
retrial release of individuals who are unable to post_ball. Whlle.t e'f.egat authorly o
fhese options is clearly established, their implementation leaves sgpl |cat\.n s
the county and to specific actors within the justfi;.:e systerg. Tl}i:in:t(é;e \:\(/)ith t hge v
i 1 i ith the jail officer, and cu
he arresting officer, continues wi : ; e
tPretr’lal programs ar;d services that are open to counties are described belo

The citation release option is set forth in Penal Code‘ (PC) §ectipn ﬁ53f..6.‘;'i2)er ii%ilizg
to release a person on a citation is up to the arresting officer in the fie

personnel at the jail. The Penal Code requires the arresting officer to indicate why the ( )

detainee was not given a citation release.
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Potentia! Impacts of Citation
Release

CiTATION
OFFENGE

Steps to Enhance Citation
Release Programs

Citation Release Standards

The citation release option can be one of the most effective methods of limiting jail
population, tf most of the people arrested for misdemeanor and minor felony offenses
are cited and released in the field, relatively few low-risk offenders will occupy jail beds
or consume the time of booking and intake staff. Studies have repeatedly shown that,
as a general rule, persons arrested for misdemeanor offenses who have ties to the
community (permanent residence, family ties, employment) are excellent risks for field
citation and release.

When citation releases are maximized by county law enforcement agencies, they
reduce the burden on other agencies, as well. They increase the available effective time
of field officers who would otherwise be required to transport arrestees to jail. Citation
release programs enable courts to more evenly distribute daily workload by reducing
the number of individuals involved in in-custody arraignments, Finally, they reduce
judges’ involvement in bail adjustment and own recognizance motions.

Citation release activities appear to be most effective in those counties where the
following conditions are fulfilled:
s With the county taking the lead, uniform citation release policies are formally
adopted by all law enforcement agencies in the county.
o Given the adoption of uniform citation release policies, individual law enforce-
ment agencies train and encourage field officers in the use of this method.

o Law enforcement agencies delegate substantial decision-making responsibility to
individual officers in granting citation releases.

A variety of national organizations suggest standards for use of citation release by local
agencies. Relevant standards include the following.

The National Advisory Commission on Criminal Justice Standards and Goals
set the following citation release standard in 1973: “Every police agency should
adopt policies and procedures that provide guidelines for the exercise of individual
officer’s discretion in the implementation of state statutes that permit issuance of
citations and summonses, in lieu of physical arrest or pre-arraignment confine-
ment.”

The American Bar Association’s standards for pretrial release, enunciated in
1968, suggest the following policy: “Legislative or court rules should be adopted
which enumerate the minor offenses for which citations must be issued. A police
officer who has grounds to charge a person with such a listed offense should be
required to issue a citation in lieu of arrest or, if an arrest has been made, to issue
a citation in lieu of taking the accused vo the police station or to court.”

When assessing existing citation release programs, a county should consider two
main issues. First, how mary relatively minor misdemeanants are booked at the jail
although there is no reason to deny them field citations? Second, how many relatively

minor misdemeanants are held in pretrial custody beyond the one to two hours required
for booking and consideration for citation release?

Both standard bail and the recently authorized 10 percent bail for misdemeanors are
integral parts of a county’s pretrial release system. Formal bail is mandated by the Eighth
Amendment to the United States Constitution and Article 1, Section 6, of the California
Constitution, both of which prohibit excessive bail. In addition, Section 1268a of the
California Penal Code mandates that an arrestee be released from custody upon posting
of bail. Section 1269 requires each county to prepare, adopt and periodically revise its
bail schedule. In early 1981, Section 1269(d) added for a five-year period a 10 percent
bail option for misdemeanors.

Unlike other pretrial release options, bail directly relates an individual's pretrial custo-
dy status to his or her financial resources. With bail, pretrial release can be gained only
if an individual has enough money to post the required bail or obtain a bail bond.

In conjunction with other pretrial release options, bail impacts the jail population.
When relatively high bail amounts are established, jail populations increase—unless
alternative pretrial release options are used for individuals who cannot meet bail.
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Release on Own
Recognizance and
Supervised Release
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RELEASE FOMM
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Discretion Over Release
Criteria

Four Models for Pretrial
Release Programs

The bail device partially shifts authority for the pretrial rfalease decisilclm froT Lhe
criminal justice system to the private bail bondsman, allowing them to “’share” that
decision with the court. o

Ten percent bail, authorized for misdemeanants, allows an individual to post ‘10
percent of the bail established for the offense in lieu of posting the full amount or making
arrangements with a bail bondsman. . . '

Being relatively new, little data is available on the |mpa_ct of 10 percent bzulbor.wI
counties. Principal questions involved with the implementation of tl?e 10 percent‘ al.
option include the extent to which it acts as a substitute for other pretrial release options;
the extent to which counties have increased misdemeanor bail schedules to counteract
the impact of 10 percent bail; ar.d its impact on failure-to-appear rates.

Since the mid-1960s, release on own recognizance (OR_) has be_en formally este}bhsh;ld
in many jurisdictions across the United States..ln the intervening years, cc'm'fldera ‘ e
researc’: has been conducted to determine :he m;ptact of OR programs on jail popuia-
i failure-to-appear rates, and public safety. .

tloll:w lE\a/\'leilfsc;rnaia, the augs.)rity for own recognizance release is fpund in Sgctlon 1268a
and Section 1318 of the California Penal Code. Additionally, Article I,. Section 12 of the
California Constitution provides tiiat ‘‘a person may be released on hIS./ her own recog-
nizance in the court’s discretion.” While no Penal Code section dlrect.ly re!atet_:s to
“supervised own recognizance release,” it is understoosi to be covered in the above
references. However, counties are not required to provide these programs.

implementation of an own recognizance or supervised rel.ease program is entirely at.th(ei
discretion of the local courts. The types of offenses considered as well as the require
characteristics of candidates vary substantially from county to gounFy. Ir.1 some areas,
OR release is limited to relatively minor misdemeanants. In that situation, it aFts primar-
ily a3 a replacement for misdemeanor citation releases. in othef areas, a 'Wlde' vz.llnelty
of defendants is considered, including individuals accused‘of.vanous felonies. Simi arly,
the organization of the pretrial release program and the timing of the release decision

tially across the state. .
Va\%;:?: tj?\?l bogking volume is insufficient to justif}/ a full-time prefrial re.alﬁase offlc:.r;
jail booking personnel screen pretrial release capdldates. In.c?untles wit :qolmerv a
greater booking volumes, individuals with specific respon;.lbllxt)f for ;.)retr.lad.rgdeasle
screening come to the jail in the earlydmorning and the evening to interview individuals

ing the intervening periods. ‘
boﬁk?:gu?\t:ir:s‘gwith a high volime of bookings, separately staffed pfetnal r'elease pro-I
grams may be available to provide in-jail interviews .and screening, del’wer formef
recommendations to the bench for pretrial release consideration, and pr.owde supervi-
sion for defendants released on conditional or supervised own recognizance.

Just as there are different ways to staff and delivelz Pretrial rel.ease seryices, there are
four organizational models for assigning responsibility for their operation. .

The first model assigns responsibility for day-to-day interviewing and.screenlng to an
existing criminal justice agency such as the district attorney, the probation dipartr{)ent,
sheriff's staff, public defender’s office, or marshal’s qfflce. A number of the re eti:set
programs currently operating in California follow this .model. its advantagg is af
day-to-day delivery of services can be easily integrated into the 'overall'functlo.nt;ﬁ.os
the justice system. Especially in those areas where work vglume is low, responsi clj i Ile

can be assigned on a part-time basis to available staff. A disadvantage of this model is

o
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Impact of Release Criteria on
Bed Space Needs

A Comparative Example of the
Use of Pretrial Programs

the danger that pretrial release services and recommendations will be unduly influenced
by the philosophical orientation of the agency that is responsible for its operation.
The second model gives responsibility to an existing county agency, but provides for
a policy board of county criminal justice agency heads, police chiefs, bar association
members, judges, and interested community members to provide direction to the
program. The role of the policy committee is to establish criteria and to offset the
poteitial philosophical influence of the agency responsible for day-to-day operations.
The extent to which this balancing occurs depends, of course, on the composition of
the board.

The third model involves the delivery of pretrial release services by associations or
community groups interested in the criminal justice system. In San Mateo County, one
of the older contracted programs is operated by the County Bar Association. Similarly,
in Alameda County, OR release services have been provided under contract with a
private community-based agency.

In the fourth model, the court directly controls the day-to-day operations of the release
program. Penal Code Section 1318.1 provides that “/a court may, with concurrence with
the Board of Supervisors, employ an investigative staff for the purpose of recommending
whether a defendant should be released on his/her own recognizance.”” This method
minimizes potential conflicts since the court directly sets policy and makes release
decisions.

Whichever organizational model is instituted in a county, the ultimate responsibility
for both pretrial release policy and decision making lies with the courts. Through these
decisions, judges directly control the population level of unsentenced detainees. Their
flexibility in defining pretrial release criteria has major impact on a county’s immediate
and long-range detention system needs.

Pretrial release criteria substantially influence bed space needed in the jail. Thus, there
are several issues counties shov’.7 consider when deciding what type of release on own
recognizance and supervised release programs to implement.

One factor is the types of offenses that will be considered for pretrial release. Are
pretrial release programs to be limited to relatively minor misdemeanants or will they
be expanded to consider individuals accused of felony offenses?

A second consideration is how information is gathered and provided to the bench
to support pretrial release decisions. Research indicates that when judges have more
and better information about release candidates, they tend to make much more use of
this option.

A third issue is when the release decision is made. If interviewing staff and a duty
judge are available, pretrial release decisions for many defendants can be made immedi-
ately or shortly after booking. Otherwise, the decision is delayed until formal arraign-
ment in court. The timing of the decision, because of its impact on length of stay,
significantly influences the size of the pretrial population detained in the jail.

The final factor is how recommendations for pretrial release are formulated and
presented to the court. Some programs rely on subjective interviews and informal
suk mission of information for consideration of pretrial release. In other jurisdictions, the
pretrial release recommendation is based on a point score that has been validated by
monitoring over a period of time. The latter arrangement is preferred since it can be
better controlled.

In each of the above areas, the county has wide latitude in formulating and imple-
menting its own policy and programs. The programs can have major impact on jail
population and, as a result, affect long-term facility needs. The following hypothetical
example is intended to demonstrate this impact.

Consider two counties with identical booking volumes involving similar types of of-
fenses. County A is prepared to implement a relatively expansive release on own
recognizance and supervised release policy that includes consideration of felony de-
fendants. County B has decided to pursue a far more restrictive policy that limits
consideration for pretrial release to misdemeanants.




Handbook Three: Assessing Current and Future Corrections Needs

Page 6

Pretrial Release Programs Work

Diversion Programs

Offense
Committed

Diversion Options

Criminal
Justice

As a result of the more expansive policy, County A will be able to release approxi-
mately 30 felony defendants per month, while County B will hold comparable individu-
als in pretrial custody until disposition. The average length of stay in pretrial custody
in County B is 60 days until disposition. Therefore, County B will be required to dedicate
60 beds to hold comparable individuals to those who will be released by County A.

Both County A and County B face jail overcrowding problems and need to increase
capacity. While arrest and booking volumes are identical in both counties, because of
County A’s more generous pretrial release policies, it needs to build 60 fewer pretrial
beds than does County B. To County A, this represents a savings of approximately $3
million in construction and perhaps $400,000 to $500,000 per year in operating costs.

while it is important to recognize that a county pretrial release program needs to
reflect the circumstances, goals, and philosophy of that county, it is equally important
to understand the financial ramifications of varying levels of pretrial release. The illustra-
tion above vividly points to the financial impact of different approaches.

Jurisdictions across the United States have up to 20 years experience in conducting
pretrial release programs. Research on the performance of these programs has pro-
duced a number of findings about the risk factors associated with varying levels of
pretrial release. The greatest concerns apparently are whether released individuals will
appear in court and whether they will commit further crimes while waiting for trial.

Most research suggests that appearance rates for individuals released on their own
recognizance and individuals who have posted bail are similar. Many studies show that
appearance rates for individuals released on OR are actually better than for those who
post bail.

Higher proportions of release on own recognizance and supervised release are
generally found in those jurisdictions where effective, formalized pretrial release recom-
mendation procedures have been developed and are provided to judges for decision-
making.

Some failures to appear by people accorded OR release have been shown to be
neither willfull nor flights to avoid prosecution. Instead, failures to appear often involve
simple forgetfulness. Many jurisdictions have found that court appearance notification
programs have significantly reduced failure to appear rates.

Research involving felony defendants afforded pretrial release indicates that there is
little relationship between the seriousness of the original charge and the likelihood that
an individual will fail to appear or will commit an additional offense during the pretrial
release period (Pryor, 1980).

The financial impact of pretrial release programs suggests that most counties need to
take a close look at existing and potential approaches to pretrial release. Review re-
search and evaluate both existing programs and the population held in pretrial custody
as outlined in a later section of this chapter. The references at the end of the chapter
list some recent, relevant research on pretrial release.

Sections 1000 and 1001 of the California Penal Code (PC) provide authority to “divert”
certain types of alieged offenders without formal processing through the criminal justice
system. These include substance abuse and domestic violence cases which are normally
diverted to community-based treatment programs.

PC 1000 provides the authority to divert selected individuals who are charged with
narcotics and substance abuse offenses. Under the provisions of PC 1000, the district
attorney has the option of referring cases that meet certain criteria for diversion. These
criteria limit diversion candidates to individuals who have no previous convictions for
narcotics or controlled substance offenses; are not charged with an offense involving
violence; have not had parole or probation revoked: and whose criminal history does
not include diversion or a felony conviction within the last five years.

The potential impact of drug diversion on the jail population depends both on the
type of pretrial release program operated by the county and on the number of potential
candidates in the jail. In counties where pretrial release programs are rather expansive,

most diversion candidates are released from pretrial custody before diversion is formally ,,(:"‘““ ;
v

considered.
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Arrest and Charging
Practices

S T o s

Non-Prosecution Alternative to
Arrest

Evaluating Pretrial
Release Practices

PC 1099.6 authorizes diversion of selected domestic violence cases under compara-
ble conditions to t_ho§e outlined for drug diversion. Again, diversion recommendations
zrﬁee:idgits)t):) :?ees .dIStrICt attorney and generally involve individuals with limited previous

.PC 1091 expands potential diversion to include any defendant. The legislation (which
will expire on January 1, 1982 unless extended) provides counties the opportunity to
experiment with broad-based diversion programs. The district attorney is not required
to m~ake the diversion referral. instead, judges may make diversion referrals, which the
district attorney may support or oppose. Depending on the criteria establis’hed by the
local bench for considering diversion under PC 1001, the potential impact on the jail’s
unsentenced population can be significant.

Arrest fand charging practices can also have a major impact on the jail population. One
factor is the extent to which law enforcement agencies arrest and book individuals'upon
whom formal charges are not filed. This can involve instances in which officers make
an :frrest and book an individual into custody, but the law enforcement agency opts not
to~flle a case with the district attorney for review and possible prosecution. Inmates in
this category can be held for 48 hours before release under the provisions of Penal Code
849, Bgcause people released under the provisions of PC 849 are held in custody, jail
space is occupied by individuals upon whom formal complaints will not be filed (,and
who, therefore, should not be in jail).

Apart from law enforcement agencies, the district attorney can also opt not to file
a formal complaint against an individual who has been arrested and held in pretrial
custody. Inmates in this category are also released under PC 849. Some jurisdictions
ha\{e experimented with stationing deputy district attorneys at the jail booking area to
review arrests immediately at booking, thus attempting to control the amount of jail
space and court time occupied by individuals who will ultimately be released under PC
849 or by the court through dismissal or reduction of charges.

The level of charges filed can also increase the jail population. In some jurisdictions
prosecutors choose to invoke the highest possible charge because they anticipate tha;
plea bargaining will ultimately reduce it. In fact, there is often a substantial deterioration
in chargfas' between arrest, arraignment and ultimate disposition. When “*high charging"”
occurs, jail population increases, since the existence of relatively serious charges may

ma}ke it impossible for a person to be considered for pretrial release under reasonable
bail or OR options.

Often, law enforcement officers must arrest and book an individual because of the
absence of any alternative for dealing with the immediate situation. To handle these
prgblems, some jurisdictions have experimented with a variety of programs such as
nfalghborhood mediation for resolving family or neighborhood disputes and_domestic
violence cou.nseling. Such programs also may reduce jail population. :

.The material presented in the preceding paragraphs indicates that counties have a
wide c!egree of discretion in dealing with the pretrial pericd. Philosophy and policies
re.gardlng pretrial treatment will have major impact on a county’s current and projected
jail population. For this reason, closely analyze the entire pretrial area as part of the

t;3Ianning process. The following sections provide guidelines for conducting this evalua-
jon.

!—Ivaluafi(?r? of pret'rial rfele'ase programs and practices should focus on quantifying exist-
ing l:lCthItleS and identifying opportunities to adjust and expand operations. Figure 3.3-2
gutllnes approaches you m?‘y employ to evaluate existing or potential pretrial release
rograms in your county, The evaluation methods presented in Figura 3.3-
following features. P ure 3.3-2 have the
o Perfor'm.ance inc.iicators have been established for each pretrial release option,
quantifying the impact of existing operations.
o Rather extensive information is required to develop the performance indicators
and to answer questions about existing program effectiveness. Sources are sug-
gested for required information. '
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« Evaluative questions are presented for each pretrial release option. By following
the sequential analysis in Figure 3.3-2, you will develop a comprehensive portrait
of both the scope of existing pretrial release programs and their implications for
facility requirements.

o+ Like the questions presented in Step 1, suggested analyses have been classified
as “‘basic’’ or ““secondary’’ to assist you in establishing priorities for your analysis.

Each option should be quantified in terms of tive proportion of the total population
involved in the program, the proportion which fails to qualify for existing pretrial
programs, the length of time required to make pretrial release decisions, and the length
of time spent in custody for individuals who failed to qualify for pretrial release.

Through use of the jail profile data developed in Step 1 (Chapter 3.1), it is possible
to analyze the implications of shifting pretrial qualification criteria on population levels
and, ultimately, facility requirements. As explained in more detail in Chapter 3.4, these
data can then be employed to project the impact on jail populations.

The evaluation of pretrial release options is the first step in analyzing the impact of
the criminal justice system on jail operations and requirements. The next section ana-
lyzes the court system and its effect on the jail.

Figure 3.3-2: Method for Assessing Pretrial Release

Programs

The following figure provides sample performance indicators for assessing pretrial release programs and mechanisms. The priority of each indicator is classified
either as “basic” (B) or “secondary” (S) indicating its relative importance in the analysis. For each performance indicator, the type of information needed
and its source are indicated. Finally, evaluative questions which may be raised are suggested for consideration,

Program: Citation Release Performance Indicator:
Percent of misdemeanor arrests cited and released by each law enforcement agency in the county.
(8)
Information Needed (Source):
Misdemeanor arrests by offense group for the last 12 months or the most recent calendar year
reported for each law enforcement agency in the county,
Misdemeanor citations by offense group for the past 12 months or the most recent calendar year.
(Source: Bureau of Crimina! Statistics Criminal justice Profile report for the county. Also, request
each law enforcement agency to supply the data.)
Evaluative Questions:
To what extent do misdemeanor cites as a percent of arrests vary among law enforcement agencies?
Are some agencies making only limited use of this release device?
Have all law enforcement agencies established formal policies regarding use of misdemeanor cites?
Are these policies uniform?

Performance Indicator:

Percent of misdemeanor bookings cited and released by jail personnel, broken down by arresting
agency. (B)

Information Needed (Source):

Misdemeanor bookings for last 12 months. (Source: Jail booking records.)

Percent of misderaeanor bookings cited and released by jail personnel. (Source: Inmate Profile.)
Average length of stay of individuals cited and released. (Source; Inmate Profile.)

Evaluative Questions:

If a substantial portion of misdemeanor bookings are cited and released by jail personnel, why
weren't these people cited and released in the field by law enforcement officers?

Could law enforcement agency policies/procedures be improved? Would a uniform, county-wide
policy improve individual law enforcement agency performance?

Performance Indicator:

Percent of in-custody population which meets citation release criteria and average length of stay
associated with that population. (S)

Information Needed (Source);

Establish selection criteria for potential misdemeanor citation candidates and produce table from
profile data showing selected population by offense class and length of stay. Suggested selection
criteria: misdemeanor charge; on-view arrest; no warrents or holds; unsentenced; no custody prob-
lems involving suicidal or violent behavior, or mental problems; no escape history; loca! residence;
no drug/alcohol/medical problems; no previous FTA. (Source: inmate Profile.)

s
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Figure 3.3-2: Method for Assessing Pretrial Release

Programs, continued

Program: Citation Release, continued

Evaluative Questions:

Are there people in custody who could be cited and released? Why haven’t they been released?
If police misdemeanor cites expanded, what could be the impact on jail population and average
length of stay of unsentenced population?

if eligible candidates in the jail population were cited and released, what could be the impact on

average length of stay for the unsentenced population? What impact on unsentenced population
levels?

Program:
Bail Bond/10% Bail

Performance Indicators:

Proportion of bookings who make bail; proportion of bookings who post 100% bail; existence of
formal, court approved bail schedule available to jail booking personnel, (B)

Information Meeded (Source):

Copy of current bail schedule and copies of bai schedules collected from other California counties,

(Source: Jail personnel/court administrative personnel. Also, contact other counties (same size and
larger); collect their bail schedules.)

Evaluative Questions:

Compare bail established for various county offenses, Determine if high or low compared to other
counties. Wauld judges consider modification of bail schedule? What basic reasons underlie current
bail levels established in the existing bail schedule? Are thase reasons sound?

Performance Indicator:
Description of county actions taken to implement legislatively mandated 10% bail program. (B)
Information Needed (Source):

By offense class, compute proportion of bookings released on bail/bail bond and 10% bail. Deter-
mine average length of stay associated with each release option, (Source: Booking/release data from
release analysis or longitudinal profile.)

Evaluative Questions:

How do misdemeanor bail schedules compare before and after implementation of 10% bail sched-
ule. To what extent were bail schedules increased to offset impact of 10% bail program? Why?

Program:
Release Without Complaint
(PC 849 a/b)

Performance Indicators:

Extent to which jail space is occupied by people who have been arrested but will not have a
complaint filed against them and will be released under the provisions of Penal Code Section(s)
849(a) and/or 849(b). Proportion of arrests/bookings resulting in 849 releasas, broken down by
arresting agency. Average length of stay for 849 releases. (B)

Information Needed (Source):

By offense class and arresting agency, compute proportion of bookings resulting in 849 ~eleases.
Estimate number of jail beds occupied by inmates who are released under 849. Calcrifate as follows:
(1) use proportion of 849 releases computed above; (2) multiply total, annual bipokings by that
pfar.centage; (3) multiply the results by the average length of stay associated with 849 releases; (4)
divide the product of (3) by 365 to estimate the average jail beds occupied by individuals who will
be released under 849. (Source: Release analysis or longitudinal profile,)

Collect data on statewide and other comparable county 849 rates for felony offenses. (Source:
Bureau of Criminal Statistics annual publication, Adult Felony Arrest Dispositions in California,)
Evaluative Questiois:

Do some law enforcement agencies have a higher proportion of 849 releases than others?

What arrest types are predominantly associated with 849 releases? Do the arrest types (by offense
class) indicate anything about law enforcement agency arrest practices? For example, are public
inebriation arrests asociated with a high 849 rate? If so, is the jail serving as housing for detoxification?
If public inebriates were dealt with in alternative fashion, what would be the impact on jail popula-
tion?

In addition, for arrests involving violent offenses, is the action of the arresting officer a major
co;tributor to the 849 release? Are some law enforcement agencies more likely to be involved than
others?

For felony offenses, how does your county compare to other comparable counties and statewide
averages in regard to 849 rates?
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Figure 3.3-2: Method for Assessing Pretrial Release

Programs, continued

Program:
‘Own Recognizance Release (OR)

Performance Indicators:

percent of individuals booked who are granted an OR release. Display and analyze by offense class.
(B)

Percent of individuals booked who are interviewed and considered for an OR release. Display and
analyze by offense class. (S)

Percent of individuals interviewed who are granted an OR release. Display and analyze by offense
class. (S)

Average length of in-custody stay for individuals who are granted OR releases. (B)

Percent of OR releases who have failed to appear (FTA rate). (S)

Information Needed (Source):

For sample period (past three to six months), review jail records and document number of bookings,
OR interviews, and OR releases—-by arresting charge. (Source: Release analysis; jail/interview
program record.)

Evaluative Questions:

What types of offenders are granted OR interviews and releases? Is OR limited to misdemeanants
or does it include felons?

Are all people who are booked subsequently interviewed and considered for OR? If not, why (by
specific group)?

Information Needed (Source):

Develop narrative description of how the county's existing OR program operates, Include Ehe
following: (1) who is responsible for interviewing; (2) if a separate program/staff from jail booking
personnel, staffing and cost of the OR program; (3) around the clock assignments/stafﬁqg t.o
conduct interviews; {4) specific OR policies formulated by judges in the county; (5) specific criteria
employed to determine whether or not an individual qualifies for an OR release; (6) timing and
schedule for when OR decisions are made—key guestions include types of inmates who will be
considered for OR release at booking and those who are held until arraignment before consideration,
for OR release; (7) how responsibility for OR decision is exercised (to include decision making
flexibility deegated by judges to jail level interview staff). (Source: Meet with OR personnel;
interview staff and review records. Interview judges.)

Evaluative Questions:

How long after booking are OR decisions made? Are substantial portions of releases granted dife.ctly
after booking or do most arrestees have to wait until arraignment (or after) for the OR decision?
Have jail-level OR personnel been delegated release decision making authority for certain typ.es of
defendants by judges (e.g., misdemeanants and selected types of felons)? During non-l?u‘smess
hours, is a *“duty” judge available to review release recommendations by pretrial release/jail staff
for those defendants who cannot be released without the approval of a judge?

Information Needed (Source):

Observe interviewing activities at jail during peak periods; estimate elapsed time between booking,
interview and release during these periods. Assess staffing and “backup” adequacy. (Source: Meet
with OR personnel; interview staff and review records. Interview judges.)

Evaluative Questions:

Does periadic overcrowding occur because staff are unavailable to interview and process OR
releases in a timely fashion?

Information Needed (Source):

Contact other counties and find out how they provide OR services, Document: (1) type of offenders
considered for OR release; (2) specific criteria employed to detérmine if arrestees qualify; (3)
how/when OR decisfons are made to include any delegation of decision making authority by judges
to jail staff; and (4) quantitative performance indicators to include: % of bookings interviewed for
OR release; % of those interviewed who are released; % of those booked who are given OR
releases. Collect comparative release data where possible, differentiating between felons-and mis-
demeanants, Also, collect FTA data. (Source: Contact with other counties, Also, release analysis.)

Evaluative Questions:

Are quantitative (e.g., a point score) criteria used to assess whether or not an individual qualifies
for pretial release? If not, why not? What criteria are employed? Are they overly subjective?

T T T o
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Figure 3.3-2: Method for A i -g Pretrial Rel

Programs, continued

Program: Own Recognizance Release (OR),
continued

tnformation Needed (Source):

Based on above research, explore impact of adjustments in existing OR programs on current and
future detention population levels. Using jail profile information as a base, construct tables (as
explained in Step 1, Chapter 3.1) to construct tables with selection triteria based on adjusted pretrial
release parameters, In structuring tables, portray the selected population by charge versus length of
stay. Repeat the analysis several times, employing alternative criteria for selection portion of the
incarcerated population which might qualify if released under adjusted pretrial release policies and
approaches. (Sources: Inmate Profile; release criteria documented through contact with other
county pretrial release programs.)

Evaluative Questions:

Are there opportunities to accelerate the pretrial release decision making process by delegating
release decisions now made at arraignment to jail interview staff for decision shortly after booking?
Would establishment of quantitative release criteria accelerate decision making? To what extent
would accelerated decision making reduce average length of stay of pretrial prisoners? What impact
would reduction in length of stay have on existing jail population?

When alternative pretrial release criteria are applied, what is the impact on pretrial/unsentenced
population incarcerated in local detention facilities?

Given the experience of other counties which use these criteria, what FTA rates can be expected
if these criteria are employed? How do these compare with current FTA rates in the county?

Program:
Supervised Release

Performance Indicator:

Proportion of bookings provided supewiséd release, (B)

information Needed (Source):

Statistics maintained at the jail and by the agency responsible for operation of the supervised release

program. Data needed include {by offense): bookings, referrals for supervised release considered/
evaluation, and grants of pretrial releases. (Source: Pretrial release program records; jail records.)

Performance Indicator:

Proportion of unsentenced inmates considered/referred for supervised release who are granted
pretrial release. (S)

Information Needed (Source):

Contact other counties to document how they provide supervised release, pretrial release. Collect
the foltowing information: (1) how the supervised release program is organized and staffed; (2)
scope and intensity of supervision services; (3) types of pretrial defendants dealt with on the
program; (4) criteria employed to qualify defendants for supervised release; (5) procedures used
to evaluate defendants for supervised release; and (6) types of defendants placed on supervised
release. (Source: Contacts and interviews with other counties.)

Evaluative Questions:

1f the county has a supervised release program, are there opportunities to accelerate decision making
and reduce time in custody for those individuals who receive pretrail release? What impact would

reduction in length of stay have on overall unsentenced population levels in county detention
facilities?

Performance Indicator:

Average length of stay in custody for individuals who are granted supervised release. (S)
Information Needed (Source):

Review jail population profile data and analyze characteristics of the in-custody population. Com-
pare to the types of inmates dealt with by supervised release programs in other counties—structure
criteria and table formats which isplate potential release population components by charge and
length of stay. (Source: Release analysis.)

Evaluative Questions:

If the county does not have a supervised release program, what impact would establishment of one
have on the unsentenced population levels in county detention facilities considering proportion of
population impacted? Would a supervised release program significantly increase pretrial releases and
reduce length of stays associated with unsentenced inmates? Or, would supervised release simply
“replace’” OR and have little incremental impact on the pretrial release rate?)
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Figure 3.3-2 Method for Assessing Pretrial Release
Programs, continued

Program:
Charge Progression and
Charging Practices

Performance Indicator:

Extent to which “fall-out’* occurs when initial arrest and booking charges are compared to disposi-
tion charges. (B)

Information Needed (Source):

Review proportional progression of charges from arrest to dispostion; note “fall out” in terms of
charge reduction, dismissals, etc. Compare perforrnance in your county with other counties and
statewide averages.

(Sources: Bureau of Criminal Statistics, County Criminal Justice Profiles; OBTS (“Offender-Based
Transaction Statistics'); special study as required.}

Evaluative Questions:

Do “fall out” rates in your county exceed statewide averages/other comparable counties? Does this
suggest overcharging at arrest and/or initial arraignment? what extent does this impact qualification
for OR release or lesser bail? Could DA charging practices and case decision making be accelerated?

' Assessing Adjudication
Processes

Impact of Court Processing
Time on The Jail Population

Court processing affects inmates’ lengths of stay and, therefore, jail population. Courts
exert influence at every step in the adjudication precess—from initial arraignment
through trial and disposition. Principal areas where courts can infiuence jail populations
include the following.

The elapsed time from booking to ultimate disposition for in-custody individuais is
largely a function of court scheduling and the availability of judicial, prosecution
and defense resources. When courts are unable to handle criminal trials on a timely
basis and when prosecutors and public defenders must continue cases because of
excessive workloads, the stay of in-custody inmates is lengthened. As average lengths
of stay are extended, jail populations rise.

The scheduling of arraignments for in-custody inmates can have significant impact on
the length of stay for both misdemeanants and felons. Since many criminal cases are
disposed of at arraignment, scheduling of the arraignment calendar determines the
elapsed time to disposition and affects the granting of pretrial releases.

When courts are lenient in granting continuances, trial times are often extended.
Extended trial time for in-custody individuals expands the jail population.
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If pre-sentence investigations are not conducted promptly, the adjudication process
is lengthened. The availability of probation officers to conduct pre-sentence investiga-
tions, as well as clerical staffing and paper flow, impact the time it takes to complete
a pre-sentence investigation. Again, as this process is extended, convicted but unsen-
tenced individuals are required to stay in local custody longer, contributing to an
expansion of the jail population.

These factors clearly indicate that the analysis of jail population issues requires a close
look at court processes.

Questions Raised by Extended Figure 3.3-3, “Method for Assessing Court Processing,” provides a series of evaluative
l_engths of Stay questions which can help you determine the extent to which court processing affects
the jail population. Again, the jail profile serves as the basis for the analysis.

The first step is to review the lengths of stay of unsentenced inmates. If a substantial
portion of that population stays in excess of 60 days, court processing problems may
be contributing to length of stay, although this conclusion can not be drawn for certain
at this point. The lengths of stay may reflect features of the adjudication system over
which litile control can be exercised, such as the complexity of serious criminal cases.

However, extended lengths of stay may suggest that not enough courtrooms or
judges are available, prosecutors and public defenders are overloaded, or court ad-
ministrative practices lengthen trial and disposition time.

To resolve how much these problems are increasing demand for jail beds, follow the
analysis sequence outlined in Figure 3.3-3.

o Develop a thorough understanding of how the criminal courts currently function
in terms. of the various elements specified in the chart.

o Interview prosecutors, public defenders and judges about what they consider
be problems in the court system,

o Document current performance of the court system in terms of elapsed tim IS,
calendaring and scheduling processes, caseload assignments for both proseclu-
tion and defense attorneys, in-court tactics of prosecutors and public defendels,
and the functioning of various support agencies that are critical to efficient ard
effective court operations.

Collecting the data and answering the questions in Figure 3.3-3 will help you identiry
whether or not problems exist in your local court system. Once issues are pinpointed,
you can quantify their impact in terms of jail population levels. Subsequent chapters will
explain how you can develop solutions to these issues and resolve jail space needs or
overcrowding problems.

to

Figure 3.3-3: Method for Assessing Court Processing

The following figure presents a guide to the kinds of questions to ask—and the data needed to answer the questions—in evaluating court processing and its
impact on the jail population. The relative importance of each question is indicated by their priority: “basic” (B) or “secondary"’ (S).

Evaluative Question:

What proportion of in-custody, unsentenced inmates have lengths of stay in excess of 60 days? (B)
Data Needed:

Profile unsentenced population by charge and length of stay (see Step 1, Chapter 1), noting
proportion of unsentenced population with lengths of stay in excess of 60 days. Use these data to
assess whether or not court processes are hoving an impact on detention population or overcrowd-
ing problems.

Evaluative Question:

Do extended periods of pretrial custody result from trial backlogs in county courts? (B)
Data Needed:

Document current court system performance in terms of elapsed time between readiness dates and
commencement of trial for criminal cases which are held in-custody. Collect required data by
following these steps:

Meet with judges having criminal case responsibility. Document current calendaring practices and
case backlog problems. Determine if criminal case backlog problems exist and are related to court
availability. Through discussions with judicial personnel, estimate court expansion (courtrooms,
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; entenci ng Alternatives Somewhat less direct control can be exercised by the county over sentenced population
Figure 3.3-3: Method for Assessing Court Processing ! \ levels since the sentencing decision is at the discretion of the court, However, facility
judges, support personnel} necessary to reduce criminal case trial backlog problems. ! f‘ needs can be affected—and costs moderated—depending on how the sentenced popu-
Analyze existing calendaring and case scheduling documents available within the county court i lation is dealt with. For example, if additional sentenced beds are needed, a less costly
system (s). Compute the following: {(, work furlough facility might be constructed in lieu of more costly higher security
(1) elapsed time between date cases ready for trial and trial date set; facilities. To make this type of decision, sentencing cptions need to be considered. In
(2) review data available in Criminal Justice Profiles published by Bureau of Criminal Statistics, : addition, participation in such programs can be more productive for some offenders
California Department of Justice (see Disposition of Adult Felony Arrest Section). Estimate trial ; than simply spending time in jail,
; felony arrests; . o
o fret::elncv Z‘;:tf::z: fC:IZiSY a;;;i::&‘s :’:2‘-‘ n?o:th:e Because of the authority of the courts over the use of most of these programs, it is
multiply re ; essential jud i i i i i i j -
(6 ity e rsult s the averne lapsclvendiess 1t seting computed aboves es entl. tha.t judges be mvol\fed in consideration of sentencing options. Major sentenc
¢ _ ing options include those which are largely under the contro! of corrections as well as
(5) divide the result by 365 to develop an estimate of the number of unsentenced inmates, given th ithin th . fth her iusti . .
existing practices, who are awaiting trial. Use these data to estimate the impact of reducing court ose within (e purview of the courts or other justice agencies. These two are discussed
backlog on detention facility unsentenced populations. separately below.
Evaluative Question: i Sentencmg Options: Judicial Community Service Programs. These allow individuals to provide a service of value

Are prosecution and/or defense practices and operations contributing to extended adjudication
processing? (B)
Data Needed:

and Justice System Programs to the community in lieu of a fine, probation or incarceration. Many counties have
developed and implemented these programs. Whiie they vary substantially in terms of

Raview length of stay data analyzed above. If data suggest a high proportion of long stay, unsen-

tenced inmates, this may indicate extended trial and disposition times resulting from workload

problems and staffing sheortages in the district attorney’s and/or public defender’s office(s). Case

overload for trial attorneys can result in extension of trial disposition time for in-custody, unsen-

tenced individuals. Analyze and identify the problem as follows:

Review length of stay data related to the in-custody population developed above.

Interview the public defender, district attorney, and judges and document their perspectives on

whether or not caseloads contribute to extension of disposition times for unsentenced, in-custody

defendants,

If staffing is considered to be a problem, attempt to quantify the impact in terms of continuances

and related trial time or disposition time extension. Conduct the following analysis:

(1) pick several trial attorneys in both the public defender’s and district attorney's offices who
handle trials at the superior court level;

defendants, convert to estimated impact on jail population as follows. Employing jail profile and

size, organization and funding, most have the common thread of serving as ““clearing-
houses” for individuals to find community service opportunities. It is important to
consider which inmates would qualify for community service programs: more serious
offenders or only those who would otharwise receive modest sentences such as fines
or probation.

If there are individuals currently serving sentenced time because they are unable to
pay fines, a sentencing alternatives program may be appropriate and useful for a
component of the sentenced population. Judicial use of alternatives such as restitution
programs in lieu of incarceration can prove a more positive optior for many convicted
offenders while costing the county much less to operate.

Probation Services. These can include both pre-sentence investigations and supervi-
sion services. In evaluating probation services, examine whether probation officers

{2)- review their current case load and identify in-custody ca;fs whi;:h have been c:jelayt;ti1 because S consider sentencing alternatives when developing pre-sentence reports. FHave guide-
i i i in case files and estimate number of days case . . _ . A | !
‘ji's';;;{i’éfjf;;‘j;zdkﬁﬁa“’u;°2}"Q‘j;‘,ﬁ:;“:,‘ffb}';;? resandest Y i lines been developed to establish consistency in sentencing recommendations?
3 i . o ’ I ? . N
(3) in conjunction with public defender and/or district attorney, reach consensus about attorney | . (}NhaF arfe prObaft'Pn Ofﬁcer§ supervision ca§el(;ads. 1?10 hlgh.cals’eload lEY(.EIS mflue.nce
staffing adjustments and their impact on the acceleration of disposition/trial; i Ju Ses.m aVO.r 0' l_ncarceratxon 9ver probation? Are “intensive supervision services
(4) employing the number of days reduction in the trial and/or disposition time of in-custody { an option for individuals who might otherwise be incarcerated?
i
i

arrest and booking data, document proportion of total felony arrests held in-custody until
disposition. Review OBTS data to approximate what proportion of those adult felony arrests
are ultimately disposed of at the Superior Court level, Multiply the resuit by the estimated
reduction in trial time which could be achieved with staffing adjustments to quantify the
estimated impact on jail population, Divide the result by 365 to approximate reduction in
average daily jail population which could be achieved.

Evaluative Question:

Are backlogs in the preparation of pre-sentence investigation {PSI) reports extending lengths of stay

for unsentenced prisoners and increasing overcrowding? (S)

Data Needed:

Review length of stay data from the jail profile compared to the sentence/adjudication status of

inmates, Document proportion of in-custody inmates who are convicted and awaiting sentencing.

if the data indicate iengths of stay which exceed 14 days post-conviction and pre-sentence, this may

suggest that lengths of stay are extended as courts await comipletion of pre-sentencing reports.

Conduct the following steps to determine if this is an issue which impacts the jail population:

(1) sample probation department files to document turnaround time for pre-sentence investigation
reports; select a two to four week period to record date the referral is received from court; date
officur completes investigation and report writing; and date report(s) are completed by clerical
production units and forwarded to the court;

(2) Compute average elapsed time for the sequences noted above;

(3) determine which of the sequences contributes to extension of the process;

(4) meet with probation managers and reach agreement on adjustments (staffing, procedural
adjustments, etc.) required to reduce PS! turnaround time;

(5) set estimated target in number of days turnaround time would be reduced if adjustments were

Sentencing Options: Corrections

Programs

Diversion cf Substance Abusers. Frequently, jails house offenders with severe alcohol
or drug abuse problems, As a result, it is important to be aware of and use resources
available to deal with offenders with drug and alcohol problems. The size and scope
of existing programs available through both institutional and community resources,
criteria for admission, costs of operation, and awareness by judges of their availability
all affect how much they are used in lieu of jail,

Job Programs. Job training, education, and job placement programs can also impact
sentenced population levels. Frequently, judges will consider participation in such
programs as alternatives to serving time. It is important to document resources which
are available as well as their costs and performance levels. Then you can assess whether
judges are aware of and use them, and whether additional programs might be needed.

The second set of sentencing programs is more directly under the control of local
corrections. These programs include work furlough, county parole, and weekend jail.

Work Furlough. This option involves daily release from the jail to work in the commu-
nity while spending all other time at the jail. When analyzing work furlough, consider
whethe: or not the work furlough program is maximized as an alternative to traditional
incarceration. In addition, quantify the proportion of available beds which are, or would
be, occupied by individuals in a work furlough program. If a substantial number of these
beds are located in secure facilities, look for another less expensive setting to house
work furlough inmates to relieve pressure.on more costly, secure facilities,

County Parole. County parole is a program through which the county can have direct

SN
s

made; and
(6) convert these estimated reductions into impact on jail population. Follow the procedures noted i
above to quantify impact on jail population.

=

impact on facility population levels, Analysis should focus on how the parole program
is currently administered, the proportion of inmates who are granted county parole,

s
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Figure 3.3-4: Method for Assessing Post-Sentence Programs, continued

assessment of the adequacy of supervision for parolees after release, and judicial :
attitudes toward county parole practices. To the extent county parole can be expanded :
without compromising judicial sentencing, jail population pressures can be relieved. ‘
Weekend Jail. Weekend jail is a device which enables individuals to continue employ- ;
ment and maintain family responsibilities while suffering some level of incarceration.
Identify whether weekend sentencing practices contribute to jail overcrowding, jail
staffing, or management problems; whether or not other sentencing alternatives such i
as community service could substitute for weekend jail; whether or not “‘weekenders”
could be required to report to the jail during daylight hours but sleep at home to
eliminate overcrowding problems; and how weekenders spend their time while incar-
cerated.

In recent years, a number of California counties have experimented with variations
on the weekender theme, These include requiring individuals with weekend sentences
to report to jail facilities for work during the day and to return home during weekend
evenings. This converts a weekend incarceration program into a weekend work pro-
gram. Participants can accomplish tasks which reduce county operating costs in such
areas as park or road maintenance, trash clearing or weed abatement.

There is another, “crisis’’ oriented mechanism for temporarily reducing jail over-
crowding. This is ““accelerated release’’ by provision of Penal Code Section 4024.1 and
applies only when the jail count exceeds its capacity. In this case, the sheriff can request
permission from the court to release a limited number of inmates up to five ddys before
their sentences would otherwise end. Obviously, this is not a program that should be
built into a county’s long-term planning.

Program: Performance Indicators:
Community Service
(for counties with these programs)

Proportion of convicted felons and misdemeanants who are referred to sentencing alternative/
community service programs, probation, restitution, etc. (B)

Proportion of current sentenced population which could be dealt with in “alternative”’ programs
involving community service if such programs were available. (8)

Information Needed (Source):

If county has sentencing alternative/community service programs, collect data to indicate the extent
to which these programs are used and whether or not there are opportunities to expand usage and
impact the sentenced jail population. To conduct this evaluation, collect the following information:
(1) document type of current program operated to include cost to the county, type of inmate

accepted in terms of charge (by offense class), referral source, and available criminal history and
demographic data;

(2) collect information describing total felony and misdemeanor convictions in the county for the
most recent calendar year;

(3) meet with judges and document criteria they employ to refer or sentence people to alternative
programs.

(Sources: Interviews with operators of current community service programs. Annual report of the
Judical Council providing conviction data on California courts. OBTS data available from Bureau of
Criminal Statistics.)

Evaluative Questions:

To what extent are available sentencing alternative and community service programs employed to
deal with sentenced offenders?

Through analysis of program content and participant characteristics, determine the extent to which
the nrogram operates as an alternative to a fine rather than to incarceration, Base your conclusions
on the results of interviews with judges and analysis of program participant characteristics.

Analysis of Sentencing Options Determine the proportion of the current jail population which could be considered for
alternative sentence programs. Figure 3.3-4, “Method for Assessing Post-Sentence Pro-
grams,”” provides a process for analyzing your county’s performance in using sentencing
options. As in previous examples, suggested performance indicators are provided;
information required to evaluate both existing and potential programs is outlined in
some detail; data Sources ar¢ identified; and a series of evaluative questions are present-
ed. 3y going through the steps, you can identity the factors affecting facility and program
needs of the sentenced population in your county.

Information Needed (Source):

Develop a profile of the sentenced incarcerated population. Use selection criteria to identify people
| who could qualify for alternative sentencing. Criteria could include: no previous felony convictions,
no behavior problems such as violent or suicidal behavior, no serious mental problems, no current
| drug or major alcohol problems, less than three previous misdemeanor convictions, and other
} ; selection criteria determined appropriate for your county given judicial sentencing philosophy.
! Structure a table arraying the selected population by convicted charge versus length of sentence.
Review results and discussions with judges and program personnel. lsolate population components
which could qualify for an alternative sentence and compute as percent of jail population when
profile was taken. (Source: Jail profile.)

Evaluative Questions:

e i S

Figure 3.3-4: Method for Assessing Post-Sentence Programs
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This figure presents a framework for evaluating the use of post-sentence options. For each potential program, performance indic.alc?rs are listed, Wi‘h_‘he" rela‘uve Are there components of the existing sentenced population which could be considered candidates
priority: “basic”” (B) or “secondary” (S). For each performance indicator, the type of information needed (and its source) is listed and evaluative questions ; for a community service program as an alternative to sentenced incarceration? Why are they
are suggested, i ; incarcerated? Are there opportunities to increase use of alternatives by familiarizing judges with
program content and capabilities? To what extent could sentencing alternative options be expanded?

Program: Performance Indicator: ; What impact would expansion have on jail and detention fac:!ity populations? Which facilities would
Rapid Transfer to State Proportion of the jail population which has been sentenced and is awaiting transfer to the state penal be affected? What steps need to be taken to increase judicial use of available sentencing alternative

system. (B) i resources?

Information Needed (Source): !

Using jail profile data as the base, segregate that component of the popuh:ition w!\ich has been i Program:. . Performance Indicator:

sentenced to a state correctional facility and is awaiting transfer. For the group in question, document Commumt.y Serylce Proportion of existing sentenced populations which could be considered candidates for alternative

average elapsed time between sentencing and transfer. (Source: Jail profile.) ; (for counties without these programs) programs if resources were available. (B)

Evaluative Questions: Information Needed (Source):

Are mare than one or two beds occupied by people who are awaiting transfer to state prison? How
long have they spent between sentence and current date/actual transfer? Why?

Information Needed (Source):

if the county does not have sentencing alternatives or community service programs, contact counties
which do operate such programs and document program services and characteristics in terms of
the elements noted above. (Source: Contacts with other counties.)

Meet with superior and municipal court judges. Discuss their potential use of an alternative program

NP : ; if one were available. Review results of contacts with other counties and develop tentative criteria
Docpment current procefiures and fiecusmn tlmtl: frames to process state prison transfers, Identify they would employ to sentence convicted defendants to such a program, Based on these crters
barriers. (Source: interview custodial personnel.) 1 determine if the program would reduce sentenced jail population. (Source: Interview judges.)
Develop several profiles of the sentenced population using selection criteria noted above with the
: following modifications; vary criteria related to previous conviction history to select population
} components and construct tables based on no previous felony or misdemeanor convictions; no
: o previous felony convictions and only one previous misdemeanor conviction; o previous felony
convictions and two previous misdemeanor convictions. Analyze population components selected

Evaluative Questions:
To what extent could transfer be accelerated? if transfer were accelerated, what impact on jail L
population levels could be expected?
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Figure 3.3-4: Method for Assessing Post-Sentence Programs, continued

Community Service, continued

according to the recommended criteria by convicted charge versus sentence length. Identify what
proportion of sentenced population could be considered as candidates for such a program and
estimate bed space impact. (Source: Jail profile.)

Evaluative Questions:

If a sentencing alternative were available, how many of the inmates who are currently incarcerated
would be sentenced to such a program considering experience of other counties and attitudes of

the local judiciary?

Would a sentencing alternative serve as an alternative to probation or fine or would it impact
incarceration rates?

What would such a program cost te establish?

To what extent would it alleviate bed space requirements for sentenced people?

What type of detention facilities would be affected?

Program:
Drug/Alcohol Treatment

Performance Indicator:

What proportion of the sentenced population has documented drug and/or alcohol abuse problems
and could be considered candidates for participation in alternative treatment programs. (8)
Information Needed (Source):

Document resources available o judges and probation officers as sentencing alternatives for in-
dividuals with drug and/or alcohol problems. Document criteria employed by judges to sentence
(condition of sentence) to these programs. Determine adequacy/availability of placements. Docu-
ment costs of maintaining sentenced individuals in alternative residential or outpatient treatment
settings. (Sources: Interview judges and representatives of the probation department. Contact opera-
tors of programs currently used as referral sources,)

Employing the jail profile data as a basis, identify population components who could be considered
as candidates for participation in alcohol or drug treatment programs as an alternative to incarcera-
tion. Develop selection criteria such as the following: no behavior problems, non-violent, no mental
problems (violent), no current or documented alcohol and/or drug problem(s), criminal history
limited to no previous felony convictions. Then establish and test the effects of more relaxed criteria
related to criminal history, including no or one previous felony conviction{(s) and relevant misde-
meanor conviction history. Once selection criteria are identified, conduct the following analysis.

Alcohol Program Suitability Analysis:

Current charge versus previous conviction history (by type of conviction). Focus on identifying
population componenis with current and previous convictions involving alcohol related offenses..
If this population reflects a relatively significant number (more than five to ten), isolate by length
of stay.

Drug Program Suitability Analysis:

Current charge versus previous conviction history (by type of conviction). Focus on identifying
population components with current and previous conviction histories involving drug related of-
fenses. As above, if this population sub-component reflects a relatively significant number (more
than five to ten), isolate this population sub-component by length of sentence.

Evaluative Questions:

Are there significant proportions of the sentenced, in-custody population which appear to be
primarily alcohol or substance abuse related offenders? Is the detention system being used as a
“warehouse" for alcohol offenders? Why? Are other housing and treatment resources available? If
s0, could they be used for people being dealt with in county detention facilities? Would it be more
cost effective to deal with these people in an alternative setting? If available, would judges use a
sentencing alternative? Considering population component size and length of sentence, what impact
would alternative programs have on existing facility populations?

Program: County Parole

Performance Indicators:

Number of county paroles granted over the last 12 months. (B)

County parolees as a percentage of sentenced prisoners released from jail and detention facilities
over the last 12 months. (B)

Information Needed (Sourcej:

Rules, administrative procedures, and current operating practices related to conduct of the county
parole program. At a minimum, ceilect the following information: (1) criteria employed to qualify
inmates for county parole; (2) arplication, review and approval procedures; approaches employed
to monitor parolee performance once release granted; includirg responsibility assignments, supervi-
sion practices, and parolee reporting requirements. (Source: Interview appropriaie members of the
sheriff's department and other members of the county parole board.)
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Figure 3.3-4: Method for Assessing Post-Sentence Programs, continued

County Parole, continued

Performance indicator:

Reduction in a.vera.ge daily population result~g from paroles granted (number of paroles times
average reduction in sentenced time actusily - erved divided by 365). (S)
Information Needed (Source):

Review recen} county paroles, Analyze the following characteristics of the parolee population: (1)
types of Fonvucted offe[\ses‘ paroled; (2) personal characteristics of parolees to include community
ties, marital status, family ties, previous conviction history, and behavior characteristics, (Source:

Lnter;i;aw appropriate members of the sheriff's department and other members of the county parole
oard,

Performance Indicator:

Over the last two years, proportion of count i
: y paroles granted where parolee failed and w:
to incarceration. (S) P asretumed

Information Needed (Source):

Apply Furrent (and/or relaxed) parole qualifications criteria to the jail population profile and
determme what proportion of the sentenced population could be expected to qualify for paroe
Estimate impact on current facility population levels. (Source: Jail profile.) .
Evaluative Questions:

Is use of the existing parole program being maximized? What steps could be taken to expand parole?
Are the current criteria employed to review and act on parale application overly restrictive? What
are .the barriers to expanding the current parole program (parole board philosophy, lack of res;)urces
available to supervise parolees once released, other)? If these barriers were over::ome, how could

the parole program be expand i i i ili i
e pa prog panded and what impact might expansion have on facility population

Program;
Work Furlough

Performance Indicators:
Proportion of total sentenced population involved in work furlough. (B)

Proporti f T i indivi i i
progra nl:rzst; ype Il and Type Ill beds occupied by individuals involved in the work furlough

Information Needed (Source):

Rules, administrative pracedures, and current operating practices related to conduct of the work
furlough program. At a minimurm, collect the following information:

(1) f:nteria err}ployed to screen and qualify inmates for work furlough (e.g., pre-employment
requ.lred? Specific conviction types prohibited? Work furlough available to those who are job
seeking? Work furlough used to provide “re-entry’’ opportunities for longer stay, sentenced in-
mates?); '

(2) where work furlough participants are curren i

tly housed and average daily number of bed

generally occupied by work furlough participants; Y becs
(3) for the 'Iast three to six menths, number of work furlough applications made, number approved,
average daily work {urlough population, and number of work furlough failures/withdrawals; '
(4) fees charged to work furlough participants;

(5) direct program costs,

Profi'le t.he currerjt .work.furlough population (convicted offense, employment status at time of
ap'plfcauon, conviction history, current employment status, school enroliment, enrollment in job
training program, length of sentence),

Contact other counties and document their approach to work furlough, to include:

(1) convicted offenses, if any, prohibited from work furlough participation;

(2) use of work furlough for re-entry purposes;

(3) provision of job finding services to help people qualify for work furlough;

(4) allowing people on work furlough who are enrolled in school or in job training programs;
(5) where/in what security leve! facilities work furlough people are housed.
Based on ﬁf\dings noted above, review contents of existing work furlough program compared to
othe:r-cou.ntnes. l?etermnne if there is potential to adjust existing work furlough program 1o expand
pa'rtlc'lpatlon or increase the rehabilitation orientation of program. If so, apply relevant selection
criteria to sentenced component of the detention profile and identify scope of existing non-work
furlough sentenced population which could be considered for participation,

éSourc;es: Jail records/custody files; work furlough case files; work furlough policies and proce-
ures,

Evaluative Questions:

Where are work furlough inmates housed? Are i i
; they integrated with the rest of the sentenced
population? What custodial problems does integration pose? ©
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Figure 3.3-4: Method for Assessing Post-Sentence Programs, continued

Are work furlough inmates occupying Type Il and/or Type il beds? How many? Would it be more
cost-effective to house work furlough inmates in a Type IV residential facility separated from secure
detention facilities? How many beds would be needed? What impact would provision of these beds
have on existing secure facility utilization patterns and current/future overcrowding problems?

Is work furlough being used as a component of overal! correctional facility rehabilitative activities

or solely as a device to enable selected unsentenced inmates who had jobs at time of sentencing

1o maintain employment during their sentence? Potential uses which could be considered include:

(1) using work furlough as a re-entry device for fonger term: sentenced inmates—this could involve
employing work furlough for last 30 to 60 days of longer term sentences by allowing inmates
work furlough privileges to find employment/job training upon release;

(2) allowing qualified inmates access to work furlough to enable them to participate in job training
or educational programs outside facilities during the period of their sentence.

Program: Weekend Jail

Performance Indicators:

Percent of average weekend jail population comprised of people serving weekend sentences. (B)
Percent of weekend days jail population exceeds rated housing capacity. (S)

Information Needed (Source):

For last six to twelve months, develop Saturday night population figures for each detention facility
operated by the county.

For a comparable period, document proportion of the Saturday night population comprised of
“weekenders.” Document specific housing practices related to “weekenders” to include specific
facilities to which they are assigned and the type of beds occupied.

Determine Board of Corrections rated capacity for each county operated facility.

(Source: Jail records. If unavailable from normal data sources, take a Saturday night “snapshot’
documenting: (1) number of ‘‘weekenders’ housed; (2) by facility and security type, where
weekenders are housed.)

Evaluative Questions:

Do current practices include housing people overnight in detention facilities as they serve weekend
sentences?

What potential exists to operate a ““weekender” program under which people report to facilities
during days for work assignments but sleep at home? this approach were implemented, what impact
would it have on weekend population levels and related overcrowding problems.

Present Findings to the
Advisory Committee

References

The analysis of criminal justice programs conducted in this step should be presented
to the Advisory Committee so that the members can understand the use and perform-
ance of existing programs as well as the kinds of programs that are possible.

When documenting results for the Advisory Committee, prepare brief “profiles” for
each of the aspects of the criminal justice system. Structure these profiles to provide
a brief narrative description of the program area and include the following:

o Alisting of existing policies covering the type of inmates involved in the program,
o When the decision is made to use the program.

e A quantitative description of program performance.

o A summary description of the planning issues you have identified.

Upon completion of Step 3, you will have developed a picture of the major criminal
justice program issues which have direct and measurable impact on jail population
levels and facility requirements. The results of Step 3 will be used in Step 4 to evaluate
the impact of program adjustments on facility needs.
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3.4 Step 4:
i 1+ Consider and
Evaluate Alternative

Examples of Alternative
Programs

Pretrial Improvement Projects

Thus far, this handbook has attempted to provide a step-by-step process for collecting
and interpreting data. The first three steps of the data gathering process involved
documenting major characteristics of jail populations and programs as weil as criminal
justice system operations. In Step 4, you will draw on the results of each of these
analyses to identify and evaluate actions which couid be taken to moderate detention
facility population levels (and, therefore, future construction and operating costs).

From this point forward, it will not be possible to display and evaluate all the potential
alternatives which you may consider in your county. As a result, this chapter provides
a framewark, rather than a specific methodology, for evaluating the data that you have
collected and for considering the impact of alternative programs on future capacity
needs and operations. llustrative examples are presented to provide the framework for
establishing hypotheses, testing the impact of these hypotheses on the existing system,
and assessing their cost-effectiveness.

in this evaluation of alternatives, three major “‘analytical issues’” are explored. These
involve changes in pretrial release programs, court processing improvements, and the
expanded use of sentencing options. Before embarking on the analysis, the next sections
introduce a range of alternative programs that may provide a potential for reducing jail
space needs.

The list which follows presents some of the steps taken in one or more of seven counties
across the United States which have participated in projects designed to reduce jail
overcrowding. (Based upon a telephone survey conducted by Fred Campbell.)

[

Selected projects undertaken to expand (or accelerate decision-making for) pretrial
release programs include the following: _

« Expanding release on own recognizance to include low risk felonies.

e Liberalizing bail schedules.

« Eliminating cumulative bail on muitiple charges.

« Expediting decisions on whether to press charges (including accelerating both
law enforcement agency preparation and case forwarding as well as the district
attorney's charging decision).
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Programs to Expedite Court
Processing

Sentencing Alternatives

o Accelerating arraignment on weekends and/or evenings.

o Providing duty judges at booking facilities on weekends and during evenings to
facilitate pretrial release decision-making.

o Expanding use of citation release by establishing uniform policies among all law
enforcement agencies in the county.

o Revising intake procedures to include review of all bookings for pogsibility of

own recognizance release.

Establishing around-the-clock central intake and pretrial release services at book-

ing facilities.

o Notifying OR releasees of court appearance dates shortly before the required

appearance to reduce failures to appear due to forgetfulness.

Eliminating PC 647F (public inebriation) arrests.

Broadening the use of PC 1000.6, and PC 1001 diversion authorities.

o Installing a supervised own recognizance release program.

Treating most mental cases outside of the jail setting.

Releasing individuals arrested for driving under the influence to a responsible

party within four hours or less.

Establishing a broad-based advisory committee to oversee pretrial release deci-

sions and policies.

o Assigning deputy district attorneys to the jail to review charges at intake to
expedite PC 849 release decisions.

°

Changes in court practices, procedures or staffing which might be considered include
the following:
o Provide superior court arraignment immediately after preliminary hearings in
municipal court.
o Shorten the time required to develop and provide pre-sentence investigation
reports (improve procedures or add staff).

o Adopt and enforce limitations on continuances granted in criminal cases.
o Establish and maintain an accelerated trial calendar for in-custody defendants.
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Programs which would offer options other than straight jail time for sentenced offenders
include these:

o Expand the use of county parole for sentenced inmates.

« Use more intensive probation supervision for individuals as an alternative to jail
time or to expanded county parole. Expand probation officer staffing and assign
special supervision caseloads.

« Expand the use of restitution and/or community service.

« Expand the use of weekend work projects and work furlough for sentenced
individuals.

o Expand alcohol and drug programs available to individuals now sentenced to jail.

o Expand the capacity of local alcohol rehabilitation centers and shift individuals
convicted of alcohol-related offenses to treatment centers rather than detention
facilities.
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Upgrading Jail Operations

Analysis of Alternative
Programs: The General
Approach

Figure 3.4-1: Analyzing the Impact of Program
and Processing Adjustments

Changes which could be considered for implementation within the jail include the
following:

o Provide special training for jail classification staff to ensure that inmates are
classified and housed consistent with realistic security requirements.

« Transfer all individuals sentenced to state prison to state authorities within 48
hours of sentencing. (This program requires the cooperation of the California
Department of Corrections.)

. T.he changes listed above present a partial menu of steps that could be taken either
in lieu of expanding detention facilities or for moderating future expansion require-

ments. In proceeding with Step 4, develop and test the potential of some or all of these
programs in your county.,

The same basic approach applies to the analysis of each potential project or operating
adjustment, no matter which phase it affects. Figure 3.4-1, “Analyzing the Impact of
Program and Processing Adjustments,’” provides an overview of the sequence used to
evaluate alternative programs. The sequence includes six tasks.

Document Average Daily Population
for Each Facility (Task 1)

v

Establish Hypothesis for Program Shift
Which Could Impact Population

(Task 2)
Dcvelog Criteria for Determining glefine Sl;ffindg g‘ Decision Making
Population to Be Impacted (Task 4) nanges Needed lo Effect Program

Adjustments (Task 3)

v b4

Apply Criteria to jail Population
Profile to Quantify Program Impact

Estimate Costs of Implementing

(Task 5) Program Adjustments (Task 3)

Calculate Program Impact on Average Corppare Costs of_Programs Wi.t h Cost

Daily Population ((Task 5 S’(::_vu;(g;;Conslrucnon Cost Avoidance
as

b

Document Population Reduction
Impact on Operating Costs &
Construction Needs (Task 6)

R,
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Task 1: Gather Base Data. The first task is to establish a base upon which to calculate
the impact of processing adjustments. For this purpose, average daily population
(ADP) for each detention facility is used. To establish ADP, review detention facility
records and compute average daily population for each facility for the most recent
12-month period available. To the extent possible, document the following:
o Average daily population by facility and system-wide.
o The proportion of average daily population in terms of unsentenced and sen-
tenced inmates in each facility.
o In multi-user facilities, specific identification of male, female and juvenile in-
mates.

Once average daily population is documented, it is possible to assess the impact of

alternative programs on reducing that population.
Task 2: Establish “Hypotheses’” to Test. The next task is to establish a set of potential
program changes, each of which might reduce jail population. Drawing on the results
of your analysis of the criminal justice system (accomplished in Step 3; Chapter 3.3),
identify specific processing or program adjustments which you think could have an
impact on the jail population. Each of these program adjustments represents an hypoth-
esis to test in terms of cost-effectiveness.

Once a set of hypotheses is developed, Tasks 3 and 4 should be completed for each
one to determine its cost-effectiveness.

Task 3: Document Program Changes and Costs Required to Implement Each
Hypothesis. Document the specific changes and costs required to implement the
program or processing adjustment that you are testing. Implementation costs that need
to be estimated include staffing costs, operating expenses, facility costs, and the like.
Task 4: Establish Criteria for Assessing Population Impact. Similarly, you need to
develop specific criteria for determining which inmates would be affected if this pro-
gram or processing adjustment were made. For example, if your hypothesis is the
expansion of pretrial release activities, you need to specify the particular inmate charac-
teristics which would qualify them for the expanded release program.

Task 5: Apply Criteria to Population Profile. Apply these criteria to the jail population
profile developed in Step 1 (Chapter 3.1). Using the techniques in Step 1, isolate that
portion of the existing jail population which fits the criteria. To quantify the number of
inmates who could be involved in this alternative program, compare this population
component to the total population at the time the jail profile was taken. Multiply the
resulting percentage times the average daily population to yield the impact of the
program if it were implemented today.

Task 6: Compare Costs and Benefits of Program Implementation. The final step in
the analysis is the comparison of the cost of program implementation (to include both
quantifiable and subjective costs) with its attendant cost savings or cost avoidance.
“Subjective’ costs involve factors such as community acceptance or resistance. Start
by carefully estimating the cost of implementing the program. Be conservative in terms
of estimating existing staff’s ability to absorb more workload.

When estimating cost reduction or cost avoidance, consider the impact on bed space
requirements in light of the county’s likely need to add additional beds in the future.
If the county faces capital construction for detention facilities, each bed reduced as a
result of implementing the alternative program will save the cost of building that bed
in the future. This impact can be quantified as follows:

« Estimate the cost of replacing that detention facility bed (see Chapter 4.5 for
current estimated costs of constructing jail facilities).

o If you are comparing cost avoidance with the cost of implementing a program
on an annual operating basis, compare the annual costs of program operation
with the annual cost of jail beds saved. This can be done by dividing the
construction cost of those beds by their useful life. The examples in Figure 3.4-2,
3.4-7, and 3.4-8 show procedures for amortizing jail bed costs,

o If the county needs to borrow money to build additional beds, evaluate the
finance charges that will be incurred. Estimate their costs on an annual basis and
include those in the comparison.
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Policy Review

How to Use Snapshot
Profile Data to Evaluate
Pretrial Release Options

Impact on Operating Costs. You will also need to calculate the impact of reducing
bed space or avoiding construction on decreasing facility operating costs or avoiding
future increases in them, A common error is to treat the cost of each bed as if it were
simply an equal part of the total cost—for instance, dividing the annual operating budget
by the average daily population and assigning the resulting value as the unit cost
associated with each bed.

This approach fails to recognize that facility operating costs are not necessarily
responsive to small fluctuations in the population. if one bed is remaved from a facility
or one less inmate housed, total facility operating costs are not likely to be changed at
all. The bulk of facility operating costs involve custody staff which is only influenced
significantly by larger shifts in inmate population.

The impact on operating costs is more accurately estimated by per-inmate support
costs and the population reduction thresholds at which staff might be saved. First
calculate the jail’s actual or estimated costs to support each prisoner for each day. Thesé
costs involve foad, medical service, laundry and the like. They generally run from $3
to $6 per day in California facilities (1980 dollars). Then, estimate the scope of popula-
tion reduction necessary to eliminate one post in the detention facility. (Refer to the
discussion of staffing estimates in Chapter 5.2.) Remember that it takes approximately
five to six employees to staff one fixed post on a 24-hour-per-day, seven-day-per-week
basis. Use this level of population reduction to estimate the impact of a reduction in
bed space requirements on operating costs.

Compare Costs/Benefits. When you have completed each of these tasks, you can
compare program implementation costs and savings in detention bed construction and
gperations, including subjective factors. In some instances, you will find that program
implementation costs will exceed savings. However, the program may have subjective
.benefits in terms of more timely adjudication or potential rehabilitative impact on
inmates.

Conversely, a potential program adjustment may be very effective in terms of avoid-
ing measurable costs while running counter to prevailing community philosophy. These
factors need to be balanced in evaluating each program alternative. '

These, then, are the analytical steps you need to follow to calculate and evaluate each
potential program’s cost implications. Once developed, these potential adjustments
should be reviewed in detail by the Advisory Committee and policy makers to deter-
mine which are appropriate for implementation in your county. (See the final section
of this chapter for suggestions on this presentation.)

In examining the impact of alternative programs, it is important to remember that
each individual can only be releasec once. That is, someone who is released under
a 10% bail progiam would not be affected by a new own recognizance program. Thus,
if you are considering more than one program, be careful not to ““double count”” people
who might be eligible under both programs.

The sections which follow present examples of the application of the analytical steps
to program alternatives related to pretrial release, court processing, and sentencing
options, Each example includes two components: use of jail profile data to assess impact
on capacity requirements and an evaluation of the cost impacts of the changes. You
need to understand that in both instances, these analyses have been designed to

§l|ustrate the techniques and not to suggest the actual issues which must be analyzed
in your county.

The analysis which follows shows how to use data from the snapshot profile to evaluate
a change in pretrial release policy. The tables referred to here have the same format
as those constructed in Step 1 (Chapter 3.1}, though in each case they require focusing
on separate segments of the population. The analytical questions are also different.
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Analytical Issue 1:
Changes in Pretrial
Release Programs

Figure 3.4-2: Example of the Analysis of the Impact of
Pretrial Release Programs

Figure 3.4-2, "“Example of the Analysis of the Impact of Pretrial Release Programs,”
demonstrates how to assess the cost and impact of policy and program changes in
pretrial services. The example features a county with an overcrowded jail and a pretrial
release program limited to misdemeanants. The example evaluates an expansion of OR
release to include felony defendante, which entails rethinking release policies and
criteria. The purpose of the analysis is to identify how many inmates might be affected
by the revised criteria.

Task 1. Establish a Hypothesis

Expansion of pretrial release opportunities to selected felony defendants would substantially reduce
in-custody unsentenced populations in county detention facilities.

Task 2. Define Changes Required to Imple-
ment the Program Adjustment

Required Change:

Development of criteria for OR release. What criteria would be employed to qualify selected felony
defendants for OR release?

Implementation Process:

Review results of visits/contacts with other counties having OR programs which release felony
defendants, Identify specific selection and qualification criteria which could by employed (eg., type
of offense, residence requirements, previous conviction history, etc.).

Required Change:

What expansion in OR interviewing at booking would accompany program adjustments? What
would be the impact on booking or interview staff workload? Would additional staff be required?
How many? What would expansion cost?

Impiementation Process:

Analyze booking data for the last six to twelve months. Document daily felony booking volumes.
Identify peak, average, and low volume periods by day of the week. Review jail records. Identify
distribution of bookings by time of day.

Estimate time required to conduct interviews a.d verify information related to considering felony
defendants for OR.

Multiply time requirements per booking by number of felony bookings to estimate staff time commit-
ments required to support program expansion.

Review current staff workload and determine if additional staff would be requited. Estimate how
many. Determine salary and fringe benefit costs necessary to support program expansion,

Task 3. Estimate Impact of Program Adjust-
ment on Popufation

Using qualification criteria established in Task 2 above, select the component of existing detention
facility populations which could be considered to be candidates for expanded OR releases.

Select specific criteria to determine which portion of the unsentenced facility population would be
affected. Review the data elements in the Snapshot Profile Data Form (Appendix A) and specify
those most consistent with the criteria documented in Task 2, For illustrative purposes, assume these
criteria to be: (1) unsentenced; (2) current felony charge; no wants cr holds from other jurisdictions;
(3) no previous failures 10 appear; (4) Joca! residence; (5) some community ties.

In addition, consider ather factors judges inight consider reflecting public safety and/or appearance
risks. For illustrative purposes, assume these to be: no violent behavior, escape history, no mental,
violent, or suicida! problem (in the ‘Custody Problem” section of the profile form); no drug
addiction at time of booking (in the “Alcohol/Drug Abuse/Mental Health Problem” section of the
profile form). ’

Once these criteria have been established, select specific inmates from the jail/detention facility
population profile and display that population in a table showing length of stay by current charge.
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Figure 3.4-2; Example of the Analysis of the Impact of

Pretrial Release Programs, continued

Selected Unsentenced Felons Potentially Eligible for OR

Current Charge Length of Stay Since Booking in Days

Felony BD‘;‘;R'"E 12345678+ roal
Murder 0 1 0 0 1 0 0 1 4 7
Other Violent Crimes 1 2104101 oo}z |15
Violent Crime, Police Involved 0 1 0 0] 1 0 1 0{3 6
Family Violence 0 0 1 o{ojof|lo]|oO 1} 2
Sex Offense 1 01041 00 oo 2 |4
Commercial Sex Offense 0 ojolojoln ojo ]| o}
Burglary 2 2)la4tol3|o}1|o}fi5]2
Weapons 0 1 0oj2}10(0 1 1 4 9

Other Non-Violent Property Crime 2 51211 11213 ]2 7(]18]36

Drug Use/Possession ] 1 1 0f2jo0 [ 3 8
Drug Sale 1 4] 1 210 [1 0| 4 7 |16
Automobile Violation 0 0 of3|o01{o0 0|1 4 8
Property Violation 1 0 2lotofo 1 0|5 9
Miscellaneous 0 0oj0]1]0]1]1 0jo0 2[4
Total 8 1111418 6 7 10 | 75 | 152

The table shows that, on the day the jail population profile was constructed, 152 unsentenced
inmates out of the total population met the selection criteria. The next step in the analysis involves
translating the data displayed in the table into a reatistic assessment of the impact of the program
adjustment on detention population levels, However, not all of the individuals—or jail days—
represented in the table could be affected by a release program,

For example, even if the program were implemented, population components shown as being in the
facility on the booking day would continue to occupy some space while awaiting interview and the
rfease decision. In addition, not all offenses can be considered as automatic candidates for release,
Whilt: this decision is clearly up to the local judiciary, for illustrative purposes assume that non-
violent felony offenders who meet the selection criteria can be considered as OR release candidates.
From the table above, this would include individuals charged with burglary, other non-violent
property crimes, drug-use/possession, automobile violations, miscellaneous, and commerical sex
olffenses. Using this approach, the table which follows isolates the selected population by offense
class.

Booking

" Felony Offense Day 1 Day 2 Days 3+ Days Total
Commerical Sex Offense ] 0 1} 1 1
Burglary 2 2 4 19 27
Other Non-violent 2 5 2 27 36
Property Crime
Drug Use/Possession 0 1 1 6
Automobile Violation 0 0 0 8
Probation Violation
Miscellaneous 0 0 0 4 4

Total 4 8 7 65 84
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Figure 3.4-2: Example of the Analysis of the Impact of

Figure 3.4-2: Example of the Analysis of the impact of
Pretrial Release Programs, continued

Pretrial Release Programs, continued

O SRS U
s

would be displayed as follows:

f i
it
To assess impact on jail population, a further assumption needs to be made about when release ! ; Positio
would be granted. If the program was designed to identify candidates at booking and release them 3 i n No. Salary Total
after telephone confirmation or in person check with a duty judge, population reduction would ”v Deputy 5 $20,000 $100.000
include all those inmates with a stay of one day or more-—80 inmates in the example above. On : ‘ 4
the other hand, if the program was designed to consider candidates at arraignment, population ! ! Salary Cost Total $100,000
reduction would be somewhat less. To estimate impact, you need to review the resulls‘ of the court i ; Fringe Benefits @ 25% $25, 000“—‘
system analysis (Chapter 3.3) to estimate average elapsed time from booking to arraignment. For : :
illustrative purposes, assume booking to arraignment requires two days. As a result, population : : Total f?nnual Cost
reduction would be 65 inmates. | : Reduction $125,000
The last step involves comparing the effect of program expansion on the total jail population. This
indicator is shown in the table below: ! i Total cost i . )
| cost impact of implementing the program could then be displayed as follows:
Population 5 Annual Operating Costs Only:
Total Reduction From Percent {
Population Population on Program Population ; tem Amount
21 . . : —— ———
Component Profile Day Adjustments Reduction ; Cost Increase: Add Interview Staff 465,625
. I , . =
Sentenced 128 0 0 ! Cost Decrease: Custodial staff ($125,000)
i .
Unsentenced 467 —65 —11.8% ; Prisoner Support costs ($125,028)
Total €95 s —9.4% ; Annual Cost Increase (savings) ($184,403)
\ ==t
These percentages will be employed to analyze and project detentinn bed space needs later in this ! ; Annual 0‘,’ erating Costs Plug Construction Costs: If analysis indicates that construction will be
example. averted, this saving should also be taken into account.
: ’ Eg;s:;uctnon cgs;: 58‘:;I>Ieds X 260,0'00/ bed = $3,480,000. An assumption needs to be made about
- . . oo : ng new beds will last to de: i ! e
Task 4. Analyze the Cost Impact of Program The final task in the analysis involves assessment of the costs to implement each program modifica- ; : In this case, assume the new co:;;i;gﬁ;ﬁ:f?annual cost Of.c onstructing the add!llonal beds.
Implementation tion compared to potential cost savings resulting from implementation. For the example given, ! construction would be $3,480,000 divided by 30 ye::/se :r3$01 z/zao:)gfe‘ Thu[sl, tlﬁ'annuahzed cost of
! ’ s X annually. The cost impact then

assume the following cost impact. | }
(1) Cost Increases: Your analysis indicates that OR program expansion will require more inter- . ) L
viewing personnel. Based on workload estimates, your data suggest three jail interviewers will be i ] &: L

required. Compute the cost. ‘ _ltem Amount
! Cost Increase: Add Interview Staff $65,625
Positi No. Salal Total ! ~ 202,
osition ry I Cost Decrease: Custodial Staff ($125,000)
Jail Interviewer 3 17,500 $52,500 H 2
‘ Prisoner Support Costs ($125,025)
52,500 ! i
Salary Cost Total $ f{ Amortized Construction ($116,000)
Fringe Benefits @ 25% $13,125 ! i Construction Financing ($348,000)
65,625 i i — e
Total Annual Cost Increase  $65,6 ‘ : . Annual Cost Increase (Savings) ($714,025)
i
(2) Cost Reduction/Cost Avoidance Impact: This program reduces population by 9.4%. The i
equivalent of 58 beds (in a jail where the average daily population equals about 624). The cost ! Task 5. Consider Quantitative impact of Pro B i H
! - ased on contacts with other jurisdictions, estimate the im i
pact on the failure to appear (FTA) -ate

impact is computed as follows. i gram Implemention which mi i i : .

If it prevents expanding the facility or building a new facility, assume cost avoidance equivalent to x the ,e_a"i?:rgf:?;z::;:i\:: ts;oif::jgi?ans;o?f. Concurrently, estimate the Qotential impact on
population reduction times the cost per bed of new facilities. For illustrative purposes, assume It additional offenses and are re-arrested while on OR release),
population reduction avoids cost of building 58 new Type ! beds at a per bed cost of $60,000.
Construction cost avoidance would total $3,480,000. To fully evaluate construction cost avoidance,
you should also incorporate the cost of financing additional beds. In our example, assume 10% per
year for 30 years, Estimated annual debt service is $348,000.

The program also reduces direct inmate support costs (meals, '2::ndry, medication). For illustrative
purposes, assume $5.75 per day per inmate. Annual cost avoidance with 58 bed reduction (5,75 X

iy

As can be seen from Figure 3.4-2, a variet
_ 4-2, y of data sources needs to be used to
conduct the analysis. Much of the information will be drawn frorn the Step 3 documen-

58 beds X 365 days): $125,028. (Note: In estimaiing direct cust savings associated with bed and/or ; tation of current program operations. Some additional data will need to be devel

population reductions, be careful to avoid the mistake of taking total facility ope-ating costs and through special “mini-studies.” In addition, data collect d for the i 0 be deve opgd
dividing by average daily population, then multiplying the number of beds reduced by the result to quantify the im pact of progra di y ) ected tor t e.mmate proﬁle will
estimate cost savings. This approach fails to recognize that the bulk of any facility’s operating costs d d twice i prog m adjustments on the inmate population. The analysis is
involve custodial staff, and that incremental reductions in single beds could not be accompanied emonstrated twice in the sections below, once illustrating use of data from the snap-

by comparable staffing reductions.) shot profile and once using data from the longitudinal profile,

To estimate staffing impact, analyze the facility’s staffing pattern and estimate the impact of reducing ,
population on the fixed post pattern in the facility. To the extent that fewer fixed posts are required, :
reduce staffing costs. in the example, we will assume that a reduction of 58 in averag~ “aily
population would eliminate (oravoid) the need for one fixed posi. This will save about 5 de;.uties - i ]
{to staff the post 24 hours per day, 7 days per week). Cost savings would be: (E/ A} ; (’ }

T St . . - B S R e R ST SR L T 7 TR WL R et
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; Figure 3.4-4: Substarice Abuse/Mental Health History

Examine Length of Stay For C i ;D Custody Problem Alcohol/Drug Abuse/Mental Heaith Problems
Misdemeanants and Felons Table Content o . A i ' Aetive

Document the county’s existing, formalized criteria for consideration for pretr!al re- L 3 : Drug Past Drug No

jease. Select the data elements on the tally sheet most consistent with these criteria and First Custody Problem Addiction Addiction Alcoholic | . Problem

use these criteria to structure a table which portrays the misgemeanant and felon ,
unsentenced population by charge and length of stay. For illustratn{e purposes, thfe table ; Vi
below would display the population selected from the total profile by employing the | sichl
following selection criteria: no murder-related violent crime charge, no holds or felopy ] e History
warrants from other jurisdictions, no previous failure to appear, no current drug addic- r
tion, a local residence.

Violent Behavior

‘ No Problem

Figure 3.4-3: Length of Stay By Primary Charge
Length of Stay Since Booking Unsentenced Inmates

Primary Analytical Questions
Primary Charge |BookingDay| 1 |2 |3 | 4[5 |6 |7 |8 ]9 |10[11}12]13]|14 |i5+ If a significant number of the already selected inmates are classified as “no problem’’
from both perspectives, there may well be problems with existing pretrial release
Felony ‘ ' criteria. Conversely, if most of these inmates have other behavior or substance abuse
problems, this may explain why judges have not granted pretrial releases. Even so, this
_ could suggest a potential to expand pretrial release by providing service placement
: ‘ : options to people who have no apparent barriers except drug or alcohol probiems.
Misdemeanor The next step in the population analysis involves conducting a more in-depth review
‘ of the unsentenced population. This review will identify potential barriers to pretrial
release for lower risk misdemeanants and felons as well as provide data on opportunities
to relax existing release criteria or accelerate release processes. To do this, the Planning
Team should select a leve! of “relaxation” of pretrial release criteria and apply them
to the population profile to determine what portion of the unsentenced population fits.

. ; Several examples of this type of analysis follow.
Primary Analytical Questions ; -

What proportion of the unsentenced popul.tion is composed of people whose charac-
. . ey

teristics fit the criteria you have established as “/pretrial release qualifiers’? i
Are there substantial numbers of these people in custody whoste' length of stay !
exceeds the typical time frarne required to make pretrial release decisions one to five 3
i
days)? §
I3

RO

Examine the Warrant/Hold Determine the impact of holds and minor warrants from local as well as other jurisdic-
Status of Misdemeanants and tions o, providing pretrial release given existing pretrial release criteria.
Felons Table Content
For illustrative purposes, it is assumed that release criteria are the same as those
employed earlier in this section (no murder-related violent crime charge, no previous
failures to appear, no currenit drug addiction, a local residence). Add the additional
i | selection criteria of no indicators of violent behavior based on entries of violent behay-

Why are these people still in custody? ) il |
Are there significant numbers of qualified misdemeanants and “less serious’ felons J ‘1

whose length of stay exceeds one day? : i

Triggers for Additional Analysis .
If the answer to ore or all of the suggested analytical questions is “'yes,” this might
suggest the following:

o Existing pretrial release criteria may not be uniformly applied.

jor, mental problem-violent, or suicidal in terms of custody problems. Then, for the
population selected based on these criteria, structure a table which portrays warrant/
hold status (““wanted by other jurisdictions””) on one axis of the table and the nature
of the hold or warrant on the other (See Figure 3.4-5).

o There may be opportunities to accelerate pretrial releasg decision-making .by
establishing policies for release decision-making at booking. This may require
formalizing judicial policies, using a “duty”’ judge to review relea§e candidates
based on data collected at booking by jail or pretrial release interview staff, and

Figure 3.4-5: Warrant/Hold Status of Unsentenced
Misdemeanants and Felons

Warrant/Hold Status of Unsentenced Inmates

. : Arrest Arrest Arrest Arrest
the like, to accelerate application of existing pretrial release criteria. Elaps’ed Nature of Charges Warrant | Warrant | Warrant | Warrant '
time in custody would provide an estimate of the potential impact of accelerating { in S'J;l.!e;: NoHWIi:irrant ll-’iarlczile glher itate ;ederal Lozal D':rolza"on
releases or reducing length of stay, thus lowering the jail population. ‘ Jurisdictions or Ho o ounty gency | Agency | Agency | Ho
To validate these tentative conclusions, some additional analyses would be required. Felony
Examine Custody Problems of If the results of the above analysis indicate that.substantial portions o(fj the: p%il:]l:::i(g:
1 t ith Substance Abuse might be impacted, further segment thfa population under analy'SIs to iden ify : ‘ Misdemeanor
nmates w characteristics that judges might take into account when considering inmates for OR :
or Mental Health Problems loase. L
Table Content . ‘: -
Construct a table that profiles the population (selected according to existing pretrial .. i

release criteria as above) to show which inmates with substance abuse or mental health  { K
problems displayed various custody problems.

R
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Examine Criminal History of
Misdemeanants and Felons

Figure 3.4-6: Criminal History By Current Charge

Primary Analytical Questions

Are there people who fit the pretrial release criteria and have no wa-rrants. and holds
and are still in custody? Why? (Refer to Figure 3.4-3 to pursue this issue in terms of
length of stay and charge characteristics of these people.) ' .

Are there people who are charged with misdemeanors or traffic offenses in other

jurisdictions who are still in custody? . ' _

Do parole “holds’’ account for why people who otherwise meet the county’s pretrial
release criteria are still in custody?

Do local traffic warrants appear to be a significant reason that people who meet
pretrial release criteria are still in custody? . )

Do probation holds appear to be a major reason people are held in pretrial custody?
Triggers for Additional Analysis
If holds by parole agencies comprise a significant proportion of the population Emder
analysis, a program to “/clear”” holds could expand the pretrial release program without
adjusting existing criteria, thus reducing jail population. '

Do minor warrants from other or local jurisdictions comprise a significant proportion
of the population? if so, could a program to clear warrants earlier expand pretrial release
activities within existing criteria? ) .

If positive answers result from any of the above questions, the.PIannmg Team Yv:ll
wish to further profile the population by length of stay to accomplish two things. First,
to assess whether lengths of stay for the population groups noted above exceed one
day. If so, this may suggest that a hold and/or minor warrant clearing program can have
some impact. Second, to quantify the impact of potential population reduction on future
facility requirements, -

Additional analyses of pretrial release issues would look further.at the unsentenced
population, portraying characteristics which suggest the risk- of failure to appear ar}d
potential threats to public safety, factors which formally or informally impact pretrial
release decision-making. Several illustrative tables follow.

Determine whether the criminal history of pretrial inmates suggests that some might be
considered for release.

Table Content

Use as selection criteria no previous failures to appear, no holds or felony warran‘ts,
rurrent local residence, some family ties, no current drug addiction, no violent b'eh.:awor
problem, and no escape history. Portray the population which meets these criteria by
current charge versus previous conviction history as shown in Figure 3.4-6.

Criminal History

Current  {More than [ One No previous|No One More than ]

Primary |2 felony |felony felony misdemeanor]misdemeanor|two misdemeanor{Population

Charge  |convictions| conviction |conviction |conviction |conviction |convictions Total
Felony

Misdemeanor}

Primary Analytical Questions o
Is there a significant proportion of the people in the table with limited criminal histories
as measured by previous felony convictions? . '
What proportion of these people are charged with misdemeanor or non-assaultive
felonies? ) o
What proportion of these people have no previous convictions?

3.4 Step 4: Consider and Evaluate Alternative Programs Page 13

Re-examine Length of Stay for
Misdemeanants and Felons

How to Use
Longitudinal Profile
Data to Evaluate
Pretrial Release Options

Triggers for Additional Analysis

What length of stay is associated with the population noted above? If lengths of stay
exceed three to five days for individuals without a serious prior conviction, relatively
low risk people may have failed to qualify for pretrial release because of existing criteria
or practices. The next step is to further analyze this population by length of stay, adding
the additional selection criteria of conviction history.

However, remember that current charge and conviction histories apparently do not
affect whether people will make court appearances. However, they are factors that
many judges informally take into account when setting bail and considering people for
pretrial release. As a ““real world”’ analyst, you need to consider these issues and portray
them to the Advisory Committee for practical consideration of pretrial release adjust-
ments.

This step takes you back to the table format shown in Figure 3.4-3, this time to look at
length of stay for people meeting a larger set of criteria,

Table Content

Select that portion of the jail population which fits these criteria: no previous failure to
appear, no holds or felony warrants, current local residence, no current drug addiction,
no violent behavior problem, no escape history, and no more than two previous felony
convictions for non-violent felony offenses.

Primary Analytical Questions

Given the selection criteria, what proportion of the population has a length of stay

beyond one, two or three days? Look at each threshold.) These generally represent

people who did not qualify for pretrial release or could have been released earlier.
What proportion of the unsentenced population do these people represent? What

proportion of the total detention population?

Triggers for Additional Analysis

Considering the cost of Type Ii (pretrial) detention facility beds in terms of new
construction (over $60,000 per bed), is it cost-effective to hold these people in pretrial
custody?

Can the county’s pretrial release program be expanded without compromising the
adjudication process or endangering public safety?

An evaluation of pretrial release options comparable to that described above can be
accomplished using the longitudinal profile data. The following are analyses you may
want to accomplish employing the techniques shown above:

» Compare those released with those who are not released and identify differ-
ences.

Analyze length of stay for those who receive pretrial releases compared to those
who are held in custody until disposition. Note differences in criminal history,
current charges, and behavior characteristics.

Document the proportion of total pretrial bookings that are held in custody until
trial is completed.

o Analyze the characteristics of individuals held in custody during the pretrial
period (using criminal history and behavior characteristics) to assess potential
for expanding or accelerating pretrial releases.

Analyze the unsentenced population with warrants or holds. identify opportuni-
ties to reduce this population by clearing warrants or holds or by accelerating
transfers of selected inmates to other jurisdictions that have placed warrants,
» Document average elapsed time required to grant pretrial release. ldentify poten-
tial to accelerate decision-making and estimate the impact of reduced lengths
of stay on the in-custody population,

Analyze misdemeanor citation practices by considering these as a proportion of
total misdemeanor arrests, Analyze characteristics of arrestees who are not
accorded pretrial releases through misdemeanor citations by the arresting

-]
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| Figure 3.4-7: Example of the Analysis of The Impact of
; Court Processing Improvements, continued

agency. Finally, determine if opportunities exist to increase use of mlsdedmgz?tz:
citations through coordination among law enforcement agencies an

officer training. . 3
Identify the proportion of arrestees released as a result of the various provisions
of PC 849 as follows:

e t
PC 849(a): no complaint filed, release at court. g . {
PC 849(b) (1): jail release because no complaint filed/decision not to file com- f

Required Change:

If staffing were increased, how much would dispositions be accelerated?

Implementation Process:

Review elapsed processing time in the criminal justice system. Analyze impact of staffing increases
on caseload distribution and potential readiness of trial staff in both offices. Based on the analysis,

develop (and review with managers from both offices) potential dispasition acceleration as an
estimated number of days.

plaint.

. icati no complaint filed. ! Task 3. Estimate the Impact of Processing im- Display the felony unsentenced population (documented in the jail profile) in a table which arrays

PC 849(b) (2): release after arrest for intoxication, ol g provements on Population Levels the population by length of stay versus charge. If you have previously determined that the felony

PC 849(b) (3): arrest for under influence of drugs, and person taken to hospita ; ,‘ unsentenced population can be reduced through expansion of pretrial release activities, make sure

. o j that you do not include in the table those who will be released. For example, if analysis resulted

rather than comp!alnt filed. | e granted : ‘ in plans to expand pretrial release, the portion of the unsentenced population analyzed in this table

Determine average length of stay in custody before PC 8‘%9 releases tal'd egtermine' ‘y would exclude all of population cowpongnt‘which could qualify for expanded pretrial release. To
Analyze PC 849 releases by primary arresting charge and arresting agency to i Structure a table, reverse the selection criteria used to select pretrial release candidates,

if any local law enforcement agencies appear to carry out a higher proportion of arrests v
resulting in PC 849 releases.

Analyze the appearance performance of individualsrfwho wereij irf?::?ida |:n::;:| 3;2 ; i SR
. e , i
i ial release mechanisms. If you observe performanc naly |
varlousarrcit:::s\lcrt;istics of those who appeared and did not appear (offense, criminal ; e
P e i d family ties) and attempt i
icti i i tatus, and family ties) al |
conviction history, refldence, employment, marital s A y — T
" By ey choree o tees formally | ry Charg 20 128 135 142 |49 |56 |63 |70 |77 |Total
By primary charge and conviction history, analyze the type of arrestees \ |
diverted during the adjudication process. Identify and analyze' differences et_weer; | | -~
those diverted and those formally adjudicated. Document diversion asfe:hprop(t;ir\tll(;:)rr:e?j :,1‘ ] Fomy A LG ETT 3
ose . ; j
total dispositions for the study sample, and analyze the custody statt:)so vered : | e ARRRRARREE
i i en ar ]
Construct a set of tables to display the progression of charges etvs(/ie e : | Qe el bl o]
i i nt and preliminary hearings (for felonies), and arraign . ! j
arraignment, arraignme o . ; f charging practices i Sox Offone N MR R
limi hearing and ultimate disposition. Display the impact of charging es, ; | N
pre Tmary a gd st practices on overall charge and/or deterioration in charging i : e oo ANRNNRENE :
argaining, and arre gea ; H |
E:S:Is fri(;)m argr,est until disposition. Consider impliications of the results in terms of | | Weapons afrfolal1ols |1 ]slqe
pretrial release policies. i l e SR ENEENnE
‘i : Other Property 70t jo )2 103|414 19
ﬂ ° ﬂ ﬂ sue 2“ The second major analysis issue concerns how effectivgly the.cc_Jurt sys‘tem| (anhd rfli“ig } on Lol le] e
Ana yhca S ) services) can process the individuals held in custody in the jail. Obvnoui y, the le tf'al |
i i i i ong a pretri |
COUV& Pmcessng of time taken for each court proceeding will have a direct effect on how long a p 3}

Review the data displayed in the table and attempt to assess the impact of disposition time accelera-
tion on the unsentenced jail population. Follow t-sse three steps,

First, determine what proportion of the population would be affected by accelerated court process-
ing. In the example above, assume that only those inmates who have been in custody more than
21 days would be impacted. In this example, it is assumed that people in this category would have

or presentenced individual spends in jail and, therefore, on the jail’s required capacity.

Improvements

Figure 3.4-7: Example of the Analysis of The Impact of

their cases in process at the superior court level, and that disposition acceleration would impact that
Court Processing Improvements i group. From the table above, the inmates affected would total 99 (the 124 total less the 25 whose
i length of stay is less than three weeks),
Second, calculate the average length of stay of the population using the weighted average technique.
" isposition ti | id-poi f stay range for computational purposes (e.g., 29 to 35 days would
. - blic Defender, disposition time Use the mid-point of each length of stay )
. hesi By increasing staff resources available to the district at‘u?rney and.pu u; e r ) be treated as 32 days; 29 +35 = 64divided by 2 = 3 days).
Task 1. Establish 2 Hypothesis for in-custody defendants could be accelerated and jail population reduced. ; }
: Total inmates . Mid-point
ired Ch ) ‘ in the Category Length of Stay Jail Days
. hanges Required to Require ange: N . be required to ‘ ‘, —
r:is[:(iezr;l[e)rﬁh;;: (éour% System Processing How many additional deputy district attorneys and deputy public defenders would be req : ; 6 X 245 = 147
Improvement acceler.ite disposition time? ! 10 X 32 - 320
Implementation Process: 3 . : =
Do::ument current workload of district attorney and public defender staff assigned responsibility for ! 1 X 39 429
! ; 12 X 46 = 552
superior court cases. . X . i
Meet with managers from the district attorney’s and public c'iefender s ofﬁcgs. Review Evorkl:::la g_::: ; \« a X 53 - 424
and reach a consensus on number of additional staff requnre(;:l t:) spe;zd dl'stPosmon. nsur ‘. : ; X " _ 1020
: ical positions. : -
irements are documented in terms of both attorney and cleric j X ;
requirem i : d 13 X 67 = 871
! i
' i o 22 X 74 = 1628
/ : z ’\ H Total 99 5391
i
|
, —
= H
;
5
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Figure 3.4-7: Example of the Analysis of The Impact of
Court Processing Improvements, continued

Then, divide the weighted days by the total inmates to estimate average length of stay (5391 divided
by 99 = 54.5 days).

Third, calculate the impact on the in-custody sentenced population. For illustrative purposes, assume
that staffing increases for the public defender and district attorney would reduce disposition time
by ten calendar days. To convert that reduction to impact on in-custody population, conduct the
following calculations:

Subtract the reduction from the documented average length of stay (54.5 days — 10 days = 44.5
days).

Multiply 44,5 days by the number of inmates above (99 X 44.5 = 4405.5).

Divide that result by the total jail days represented by the population (5391). The calculation would
be:

4405.5 divided by 5391 = .817

Multiply the number of inmates by that result.

99 inmates X .817 = 81

Subtract the result from the current number of inmates to document the expected population
reduction:

99 — 81 = 17 beds
Divide the result by the facility population on the day the profile was taken:

Total Population Percent
Population Facility Population  Reduction From Population
Component on Profile Day Program Adjustment Reduction
Sentenced 68 0 0
Unsentenced 314 —17 —5.4
Total 382 -17 —4,4%

These percentages would subsequently be employed to analyze and project detention facility bed
space needs later in this process.

Task 4. Analyze Cost Impact of Program Im-
plementation

First, estimate the cost of implementing the adjustment. In this example, assume that achievement
of disposition time reduction would require the addition of two staff attorneys to both the public
defender's and district attorney's office. In addition, increase in attorney staff would require one
additional clerical support position in each office.

Position Number Salary Total
Deputy District Attorney 2 $30,000 $60,000
Deputy Public Defender 2 30,000 60,000
Clerical 2 11,000 22,000
Salary Cost Total $142,000
Fringe Benefits @ 25% 35,000
Total Annual Cost Increase $177,500

Then, following procedures comparable to those shown in Figure 3.4-6, compute capital cost and
operating cost avoidance impact. For illustrative purposes, assume that average daily population is
415; and recall that this adjustment has the potential to reduce facility population by 4.4%. Thus,
it reduces bed space requirements by (415 X 4.4%) 18 beds.

If this reduction avoids expanding the facility or building a new facility, estimate the construction
cost of the facilities which would not need to be built. For illustrative purposes assume the accelera-
tion of disposition eliminates the need to build 18 Type Il beds at a per bed cost of $60,000.
Construction cost avoidance would total $1,080,000. To fully evaluate construction cost avoidance,
vou should also incorporate the cost of financing additicnal beds, In the example, assume 10% per
year for 30 years, Estimated annual debt service would then be $108,000.

e

P
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Figure 3.4-7: Example of the Analysis of The Impact of
Court Processing Improvements, continued

In the illustration, assume that the bed space reduction is insufficient to lead to either a reduction
in current custodial staffing levels to avoid the addition of new custodial staff positions in future years,

Compute the reduction in direct inmate support costs (food, laundry, medicine, etc.). Estimate per
day, per inmate support costs at $5.75; total yearly savings are ($5.75 X 18 X 365 =) $37,777.50
per year. The total impact of program implementation is as follows.

Annual Operating Costs:

Item A t

Cost Increase: Increase District Attorney and Public Defender staff  $177,000

Cost Decrease; Inmate support costs (37,777)

Annual Cost Increase (Savings): $139,723

Annual Operating Costs Plus Construction Costs:

If analysis indicates that construction will be averted, include these savings in the analysis,

Item Amount

Cost Increase: - Increase District Attorney and Public Defender Staff ~ $177,500

Cost Decrease: Inmate support costs (37,777)
Amortized Construction (36,000)
Construction financing (108,000)
Annual Cost Increase (Savings) (4,277)

Task 5. Consider the Quantitative Impacts of
Program Implementation

Are there sufficient courts and judges available to accelerate processing if prosecution and defense
resources are expanded? Would staffing resource increases really achieve disposition acceleration
estimated, or would selected defense tactics (e.g, delay to influence deterioration of prosecution’s
case) offset all or a portion of the expected impact?

Figure 3.4-7 displays an analytical sequence for evaluating how court processing
improvements might affect jail population levels. To conduct the analysis of potential
court processing improvements, you will want to use a variety of resources, including
the following:

« The jail population profile developed in Step 1 (Chapter 3.1).

o The results of the analysis of criminal justice system operations carried out in
Step 3 (Chapter 3.3),

o Special studies done to resolve issues identified during the criminal justice system
analysis in Step 3 (Chapter 3.3).

When using these data to evaluate the impact of court system processing improve-
ments, investigate issues such as these:

« Profile the unsentenced population by length of stay versus adjudication status
and determine the proportion of disposed cases at the various key points in the
adjudication process. Analyze results to assess how much court processing
backlogs contribute to the jail’s unsentenced population. Identify convicted
population groups that are awaiting sentence. If the elapsed time is significant,
conduct further analysis to determire if probation department pre-sentence
report services are backlogged and if this backiog is impacting in-custody popu-
lation levels,

» Similarly, profile the unsentenced population by length of stay versus adjudica-
tion status. Identify sentenced population groups that are awaiting transfer to the
state correctional system. Conduct further analysis to determine ways to acceler-

ate transfer to reduce local facility populations and moderate future facility
expansion needs.
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Analytical Issue 3: Use
of Sentencing and
Housing Options

Figure 3.4-8: Example of the Analysis of Custody and
Security Requirements

The final analysis issue is the potential impact of sentencing alternatives on the jail

population. A closely related issue is the potential to adjust housing patterns to alter the
security level used for sentenced inmates (and, therefore, to reduce the cost of facilities
needed by your county, now and in the future).

Figure 3.4-8, “Example of the Analysis of Custody and Security Requirements,”
presents a case study of the potential impact of adjusting classification criteria to
improve the cost-effectiveness of in-facility housing practices.

Task 1. Establish a Hypothesis

There are inmates who can be held in less than a high cost, maximum security bed without adversely
affecting their safety, or the safety of other inmates or custodial staff.
Many pretrial inmates are held in maximum security during the pretrial period but if convicted, will
be housed in lower security sentenced facilities. Is this cost effective?

Task 2. Define Changes Required to Improve
the Cost-Effectiveness of Housing Practices

Required Change:

Are there pretrial inmates likely to be sentenced to time in county facilities?
imgplementation Process:

Analyze the previous conviction history of sentenced inmates. Identify common threads.

Required Change:

How would existing classification practices have to be changed to incorporate “predicting’ sent-
ences for inmates if convicted.

Implementation Process:;

Contact probation department and document criteria employed to make sentencing recommenda-

tions in pre-sentence investigation reports, Identify ways to incorporate these criteria into existing
classification practices.

Task 3. Estimate the Impact of Housing Pro-
gram Adjustments on Bed Type Requirements

As the first step, structure a table which shows the criminal history of sentenced inmates using the
jail population profile data as a base,

Previous Conviction History of Sentenced Inmates

More than
N Prev, | More than | Two Fel, | One Fel. |3 Misd. {Two Misd.{One Misd.
Charge Conv. 3 Fel. Conv. | Conv. Conv. Conv. Conv, Conv.

Felony

Analyze results and identify criminal history/conviction records that appear to be closely associated
with a local rather than a state prison sentence, Then, construct a second set of tables to determine
where sentenced inmates and unsentenced inmates are currently housed.

[
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Figure 3.4-8: Example of the Analysis of Custody and
Security Requirements, continued

Sentenced fnmates Unsentenced Inmates

Charge Housing Assignment Charge Housing Assignment
Main Jail { Main Jail Main Jail | Main Jail
Felony Cell Dorm Jail Farm Felony Cell Dorm Jail Farm

Comeare the tables and see if the hypothesis that sentenced prisoners are generally held at lower
security levels holds true. !f so; construct a third table to determine what proportion of the unsen-
tenced population could be considered as candidates for housing in a lower security facility,

Ap?Iy the following criteria to select the potential population component: no custody problems
which would influence housing; currently housed in maximum security setting; length of stay over
seven days (need to allow sufficient time to enable custodial staff to monitor behavior to ensure

there are no custody problems associated with individual inmates); and other selection criteria as
you deem appropriate,

Selected Unsentenced Inmates

Charge Housing Assignment

Felony Main Jail—Cell Main Jail—Dorm Jail Farm
Murder 1] 0
Other Violent 4 8 ]
Burglary @k Gsb-\zh
Other Property 0 8 ——/_3_‘__’4
Misc. 0 1

Analyze the results and identify rehousing candidates. For this example, assume all non-violent felons
who meet the selection criteria can be transferred to a lower security housing situation.

:rhe next step would involve comparing the results of program expansion or modification to total
jail population (at the time the sample was taken) to develop an impact indicator. In developing

this indisator, analyze the impact only on the facility where population will be reduced, Assume
the maximum security main jail in this instance,
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Figure 3.4-8: Example of the Analysis of Custody and
Security Requirements, continued

Total Main Percent

Jail Population Population Population
Population on Profile Day Reduction Reduction
Sentenced 38 0 0
Unsentenced 291 —38 —-13.1%
Total 329 -38 —11.5%

In this example, it must be remembered that this step does not involve a population reduction, but
rather a transfer within the detention system. As a result, increasing lower security facilities’ popula-
tion resulting from population transfer must be quantified. For illustrative purposes, assume that
inmates when reclassified would be transferred to the jail farm,

Compute the average daily population of both the main jail and jail farm, Then multiply main jail
average daily population by the percentage reduction noted above and add the result to the jail farm
population.

Average

Daily
Facility Population X % = Number
Mail Jail 316 11.5 36
Jail Farm 214+36 = 250 Revised ADP.

Task 4, Analyze the Cost Impact of Housing
Program Changes

The cost impact of reclassification and intra-system transfer depends on the status of existing facility
overcrowding. If existing facilities are not overcrowded, the transfer is unlikely to have either major
operating capital cost avoidance impact.

On the other hand, if both the main jail and jail farmv have populations which exceed capacities,
the transfer would have impact of reducing the additional higher security beds required to be built
and increasing the number of lower security beds. Analysis of the cost impact would be the
differential between constiuction and financing costs as follows (assume 30 year financing at 10%).

Cost Component Amount

Main Jail Expansion

Construct 36 beds @ $60,000 $2,160,000
Financing costs (10% for 30 years) 6,480,000
Subtotal $8,640,000

Jail Farm Expansion

Construct 36 beds @ $25,000 $ 900,000
Financing costs (10% for 30 years) . 2,700,000
Subtotal £3,600,000

Cost Avoidance Differential $5,040,000

If the main jail is overcrowded, but the jail farm has excess capacity and could absorb tha population
without constructing additional beds, then the cost differential would be the totai amount required
to build the higher security, main jail beds.

#
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Present Results to the
Advisory Committee

Summary and
Conclusion

Jail profile data may also help determine other potential opportunities to control
facility populations by providing sentencing alternatives, using programs such as court
parole, or using alternative facilities like work-furlough facilities, community-based re-
entry residences or other approaches.

Summarize the results of the analysis of alternatives for the Advisory Committee and
decision-makers so that policy and cost issues can be resolved. In presenting results,
prepare narrative and statistical profiles which describe each alternative.

Open the discussion of each alternative with a section describing the program adjust-
ment and how it could impact the jail population.

Provide a second section showing the requirements to implement the program in-
cluding organizational changes, staffing increases, policy and procedural changes. Show
the costs of implementing these changes. Where other pros and cons are identifiable,
list them.

Show the impact of the program on the jail population, including a detailed descrip-
tion of the assumptions underlying your assessment of the impact. Support your analysis
of each alternative with enough data to justify your findings, but be careful not to
overwhelm the committee.

Finally, prepare a summary table comparing the cost, risk and benefit of each alterna-
tive.

By following the techniques outlined in this section, you can quantify the impact of
specific alternative programs and processing improvements on both current jail over-
crowding and likely future capital requirements. Remember, however, that you can only
release each individual once and that cumulative programs or policies may show
diminishing returns.

Once you have evaluated all the potential alternative programs, project future deten-
tion facility population and capacity requirements in the next steps.
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3.5 Step 5:
Document Trends
and Project Future
Volumes

Accuracy of Projections

The purpocse of Step 5 is to develop projections of the jail population given current
incarceration strategies (including existiig pretrial release programs and services,
court processing procedures, sentencing alternatives, and jail management techniques).

While it is recognized that this is only a temporary step, the projection that results
from this step assumes that no adjustments are made in policies or programs. Once
this prajection has been developed, you must examine and test the impact of alternative
courses of action on adjusting the projecticn. This will be done by varying pretrial
release policies, improving court operations, adjusting sentencing practices and the like.

These adjustments produce the final projection and are covered in Step 6 of this
handbook.

When projeciing future population and facility needs, it is well to bear in mind that there
is no ““magic” approach to making projections, Mo one can predict the future. At best,
you can make intelligent use of information on past practices, look at recent develop-
ments, make reasonable assumptions, and decide how, in the future, you will treat the
factors over which you can exert some control. These principles form the basis for the
methods presented here and in Step 6. But, how accurate can you expect a projection
to be?

it is possible to use complex mathematical models or relatively simple projection
methodologies. Perhaps surprisingly, jurisdictions using both types have experienced
about the same range in accuracy. Some developed projections that closely paralleled
actual needs, while others missed by substantial factors. Since so many issues can
influence future jail populations, the projection method chosen may be less important
than other aspects of planning, coordination among agencies and the regular updating
of data and projections.

Obviously, it is more difficult to project further into the future. The 20-year projection
period in these handbooks is used so that a jail system can obtain a perspective that
relates to the useful life of projected construction. However, greater emphasis is'placed
upen the next 10 years and more devailed projections are developed for that period.
In fact, once projections are developed, they should be updated annually {or even more
frequently), considering and quantifying changes in the assumptions upon which the
initi?) projections were based.
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Overview of the
Projection Process

Figure 3.5-1: Projecting Detention System Needs

Obtain and Analyze
Background Data

No matter how comiplex the projection met
Figure 3.5-1 provides a graphic illustration o e pr
Tﬁe paragraphs which follow introduce you to the overall projections sequence and

provide two alternative methodologies that you can use to project likely detention

population levels in your county.

hodology, the sarne basic steps are required.
f the main steps in the projection sequence.

Cof'ect Collect Col!(?ct
Arrest & & Project Facility
Population County Avc.erage
Trend Data Population Danl:y Pop-
For Last By Age & ulation Data
10 Years Gender For Last
10 Years

identify |
Analyze impacts To Analyze
ArreZt Rates C.J. System: Growt.h' Rates
For Last Changes In In Facull.ty
10 Years Age, Socio- Population

' Economic,
Geographic

TS

Compare Past Growth
Trends & identify
Key Differences

Establish Projection
Assumptions For
Future Growth Rates

v

Select A
Projection Method

v

Project Range Of
Average Daily
Population With
Current Strategy

Any projection approach re . - you to review and analyze key trends in your county

over the last five (or preferabiy ten) years in both the general county population an

d

the criminal justice system, Four important types of available historical and future

projection information include the following:
» Historical arrest data for your county for at least the last ten years.
o Average daily population data and bookings (by facility) for the last ten year
o Historical county population data for the past ten to 20 years.. .
« County population projections which cover the 20-year planning period.
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Historical Arrest Data

Average Daily Population Data

Figure 3.5-2: Example of Historical Population Data

'

Obtain the most recent available copy of your county’s annual Crimir. | Justice Pro-
file, published by the Bureau of Criminal Statistics and Special Services of the California
Department of justice. Extract your county’s adult felony and adult misdemeanor arrest
data for the last ten years. Array these data on a chart (or set of charts) depicting
volume of arrests by offense class for each year over the ten-year period. (Usz caution
in interpreting these data, however, since the Bureau’s reporting base has changed
within the last ten years.)

Then, compute the average annual percentage changes for total adult misdemeanor
arrests and total felony arrests, and then by specific offenses within those categories.
Do this separately for male and females.

Review jail records and extract average daily population data for the last ten years.
Compute average daily population for each year over the ten-year period and, to the
extent possible, determine what proportion was comprised of sentenced and unsen-
tenced individuals. If your county has more than one detention facility, collect and
display these data for the whole system and for each facility. Where appropriate, break
down average daily popuiation data into males and females. At the same time, collect
annual booking data for the same period.

162
146 152 150 18
130 134 139 137 41
-]
W
2
sl e 7 76 77 83 89 £9 88 94 101
< &| G2 (54%) (55%) {56%) (59%) (61%) {59%) {59%) (59%) {629%)
b= -
sl =& 61 63 60 58 57 63 62 64 e
S| (a89%) (46%} - (45%) {44%) (41%) {39%) | (41%) (41%) {41%) - 138%)
3 . ] o i i
_10YR.  —9YR. -8 YR, —7YR. —6YR. —~5 YR, —4 YR, —~3YR. —2 YR, —1YR

Historical County Population

Data

County Population Projections

Obtain historical county population data for the same period. Your county planning
department should be able to provide you with relatively detailed population data based
on the 1960, 1970 and 1980 United States Censuses. Array these data on a second chart

and show annual percent increases in total county population and for males and
females,

Colfect and evaluate all availahle projections of future county population. Sources that
you may wish to investigate include the Population Research Unit of California Depart-
ment of Finance; your county’s general plan; and multi-jurisdictional agencies including
school districts, metropclitan transportation commissions, associations of government,
and the like. Many of these institutions develop and maintain up-to-date population
projections as part of their planning services. Local sources can also identify key plan-
ning assumptions which need to be incorporated in your projections.

Select a Population Projection. Once you have collected available population
projections, review them in detail and select the one that will be most useful in correc-
tions planning. Thus, select the forecast that appears to be most consistent with existing
and likely future political trends in the county—including assumptions about land use,
in-migration, and the like.

Rely on the projection which takes into account the most recently documented and
validated trends in county historical population. The 1980 U.S. Census will change many
older population projections.
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Compare Various
Growth Trends and
Identify Key
Differences

Identify High Impact Population Groups. Once you have selected a population
projection, analyze it thoroughly to identify county population components which are
likely to have special impact on the nature and scope of criminal justice system growth.
Consider such questions as location of the growth and probable composition by age
and socio-economic characteristics.

o Where in the county is growth expected to occur? What implications does this
have for future facility location?

o What do projections say about the expected age composition of the overall
county population? Are the age groups generally associated with high levels of
criminal activity (18 to 30 years old) expected to grow at rates faster, slower
or the same as general county population? If this age group grows at a rate
different than overall county population, criminal justice system trends could be
expected to grow at differing rates too.

o What do projections say about the general socio-economic composition of the
population? Are unemployment rates projected to increase or decrease? What
implications do shifts in socio-economic trends have for the criminal justice
system?

Once you have completed an analysis of expected trends, the next step is to review
information about the past to determine relationships between trends in general popula-
tion, detention population, and general justice system volume.

Conduct a comparative analysis of past trends in felony and misdemeanor arrests,
general county population and average detention facility population for the last ten
years. As you review these data, compare general population growth and increases in
arrest volume. Have arrests grown faster, at the same rate, or slower than general county
population?

In conducting this analysis, you will find it useful to convert total arrests into the
“arrest rate’”’ or number of arrests per hundred thousand population for each year under
analysis. Using annual changes in arrest rates for each of the offense cate jarizs, you
can compare change in criminal justice system activity to change in overall county
population.

In analyzing arrests, you will need to look beyond changes in overall arrests or arrest
rates. Analyze changes for each class of offense and note differences between patterns
of change in total arrests and changes in specific types of arrest. If you observe different
rates of change by offense class, ask the following questions:

» Which offenses seem to be growing at a faster rate? Are these high growth rates
uniform over the entire ten-year period? Have they. been growing at a faster rate
in more recent years? Or, was higher growth registered at the beginning of the
ten-year period?

» What specific factors can you relate to observed changes in rates of growth or
decline for the various offense classes? For example, if the data indicate that
felony drug arrests have generally declined or grown slowly over the ten-year
period, consider the following issue. In many areas, decriminalization of certain
substance abuse offenses in the early and mid-1970s resulted in significant de-
clines in arrest rates for these offenses. To a great extent, this decline has leveled
out in recent years. Given this pattern, can a future decline be expected?

Compare trends in general county population (and its composition) with trends in
arrest rates over the past ten years. Attempt to identify relationships between shifts in
county population composition and trends in arrests and arrest rates.

Review trends in average daily population in county detention facilities (both for total
and for unsentenced and sentenced components) and compare them to trends in bath
general county population and overall arrests and arrest rates. Again, atte:npt to identify
relationships. Ask such questions as:

» Have detention populations grown at approximately the same rate that arrests
have grown during the ten-year period?

¢ Is there consistency between general population growth, arrest growth and i o
growth in average daily detention population? If not, are there proportional
differences between these factors?

',
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Formulate Projection
Assumptions

Select the Projection
Methodology and
Project Average Daily
Population Given
Current Incarceration
Strategies

Method One: Projection Based
on Arrests and Pretrial Release
Practices

Once you have completed these comparative analyses, identify past growth trends
which appear to relate directly to growth and detention facility popufation. In addition,
identify key factors in recent trends in overall growth in adult arrests. Specifically, draw
conclusions about the following issues:

o Is there a direct relationship between detention system population and criminal
justice system volume? Has that relationship generally held over the last ten
years?

» What relationships can be found between arrest volume, average daily popula-
tion, length of stay, and growth in general county population? Have these rela-
tionships held constant over the past ten years?

o Are there recent changes that are likely to affect these relationships? Are local
political decisions or law enforcement emphases likely to adjust these trends in
coming years? How?

« Therefore, what recent trends can be observed which you can use in projecting
future detention populations?

Once you have answered these questions, you are ready to define some specific
assumptions which will form a basis for projecting future growth rates.

The analysis of trends in general population and criminal justice system indicators
culminates in defining specific projection assumptions that should incorporate the
following:

« Whether you expect criminal justice system activity in the county to grow at a
rate faster than, equal to, or less than general county population.

« Whether you expect arrests for all types of offenses to grow at comparable rates.
Are rates of growth for arrests that generally result in detention likely to grow
faster or more slowly than more minor offenses?

Whether projected shifts in the age composition of the population are likely to have
major impact on the growth of criminal justice system volume and future detention
populations? If so, how?

Once your projection assumptions have been formulated, write them down, review

them with the Advisory Committee, revise them as appropriate, and proceed with the
selection of a specific projection techniqua.

As noted earlier in this section, you can use a variety of accepted techniques to project
facility population. All involve studying changes in average daily detention population,
general county popuiation and arrest volume to determine future detention facility
needs. Two methods are provided in this handbook.

Method One is preferred if adequate data and staff time are available. it is preferred
because it involves thorough analysis of the trends and performance factors which
impact jail population: Additionally, it requires you to develop planning assumptions
incorporating local law enforcement policies, political developments, external influ-
ences such as state legislative trends, and shifts in population composition. Method
Two, which is described in Appendix |, is a simpler approach which relies primarily on
lavailable historical data. Principal components of the two methods are described be-
ow.

Method Cne is a more involved approach based upon arrest data and specific assump-
tions about growth rates which reflect analysis of a variety of community and population
characteristics that are likely to influence future changes.

Future projected arrest volumes are converted into inmate populations by studying
the average length of stay in terms of current pretrial release and disposition practices.
These include the current proportion of booked inmates who are released on bail,
released on OR, held in custody until disposition, and the like.
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Method Two: Projection Based
on Average Daily Population

Making the Projections

Method One:
Projection Based on
Assumed ‘Shifts in
Criminal Justice System
Activity and Trends in
Average Length of Stay

Figure 3.5-3;
Tasks in Projecting F..ture Capacity Requirements

Method Two involves projecting detention populations based on observed trends in
average daily population and length of stay. It primarily involves reviewing historical
trends, identifying relationships between these factors, and projecting the relationships
into future years, Differing projection assumptions can be employed to forecast ranges
of populations, While Method Two may be somewhat less reliable than Method One,
it is worthwhile using it as a crosscheck.

Both methods include suggested procedures to break down gross population projec-
tions into sentenced and unsentenced compenents of the population. The two methods
also project both male and female population components. This means that, if possible,
arrest, average daily population and, preferably, county population data ail need to be
recorded separately for males and females.

In applying either method, the techniques that can be used to project the trend
include simpler “straight line’’ techniques or more sophisticated mathematical tech-
niques such as linear regression analysis.

Thoroughly document each step in the projection exercise. It will be important in
subsequent steps to be able to defend and explain potentially controversial points.
Likewise, as you formulate projection assumptions, review them with the Advisory
Committee to ensure that these critical foundations to your work reflect a consensus.

With either method, the next chapter (3.6) will show how to adjust the projections
for future changes in incarceration strategy—a crucial step in preventing the error of
simple projection of current practices into the future,

The section which follows presents illustrative examples of Method One’s application
along with blank forms to use in developing your county’s projections. Appendix 1
describes Method Two and provides similar illustrative examples and blank forms.

Method One involves several basic steps, divided into 15 specific tasks. Figure 3.5-3,
““Tasks in Projecting Future Capacity Requirements,” shows the relationship between
the basic steps and the specific tasks.

Tasks

1-8 Project Future Arrest Volumes

4

Task Project Misdemeanor Bookings

¢

Task Calculate Average Length of Stay

Project Average Daily Population

Calculate Peaking Factor

Task Project Required Future Capacity
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Task 1: Document Historical
Arrest Trends

.Figure 3.5-4: Example of Historical Trends
in Arrest Volumes

Figure 3.5-4a;
Your Computation of Historic Arrest Trends

Document historical trends in the volume of annual felony and misdemeanor arrests fo
males and females over the past ten years. Review trend data by specif-ic offense classr
and compute average annual increases for both telony and misdemeanor arrests Us
the Bureau of Criminal Statistics’ County Criminal Justice Profiles as your sourc'e foe
the data. Then, calculate the trends in arrest data as displayed in the following exampler

Annual Rate Annual Rate
of Change of Change
Offense Category Last 10 Years Last 5 Years
Felony Arrests
Crimes Against Persons 2.4% 3.1%
Crimes Against Property 1.8% 2‘9°/°
Drug Violations 2.8% 1'3°/°
o " 0
All Other 1.5% 1.6%
TOTAL FELONIES 2.6% 1.5%
. 2770
Misdemeanor Arrests
Assault and Battery 1.2% 2.6%
». o (]
Property 1.4% 13%
Drug Law Violations 1.9% 3.4%
Sex Offenses 8% ' 0/°
Prostitution 6% 1 ‘9" .
Public Drunk 1.9% .50;0
Drunk Driving 2.8% 3'9‘;
. . 0
Other Auto 1.6% 2.8%
All Other 3.6% 2.1%
TOTAL MISDEMEANORS 2.9% 3.6%
. o (]
Annual Rate Annual Rate
of Change of Chan
ge
Offense Category Last 10 Years Last 5 Years

Felony Arrests

Crimes Against Persons
Crimes Against Property
Drug Violations

All Other

TOTAL FELONIES

Misdemeanor Arrests
Assault and Battery
Property

Drug Law Violations
Sex Offenses
Prostitution

Public Drunk

Drunk Driving

Other Auto

All Other

TOTAL MISDEMEANORS
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Task 2: Compute Arrest Rates

Figure 3.5-5: Example of Computation of Arrest Rates

Once you have computed rates of change by offense class and displayed them in the
format shown above, compare growth rates for the entire ten year period and for the
last five years for each offense class. !dentify which offenses appear to be growing at
faster rates and slower rates over the last five years than over the entire decade. Then,
identify factors contributing to recent trends and determine whether or not these are
likely to continue in future years.

Given the data you have developed, consider the following questions:

» To what extent do local enforcement strategies (anti-drunk driving campaigns;
clearing the streets of public drunks; anti-prostitution campaigns and others)
contribute to acceleration of arrests in certain categories? Are they likely to be
maintained in future years?

» Can changes in legislative mandates that affect arrests and sentences (such as
decriminalization of drug offenses) be identified with shifting trends? Are they
likely to be maintained in future years?

Document population growth trends over the same period. Compute felony and misde-
meanor arrest rates per 100,000 population for the period. Convert arrests to arrest rates
by offense class by arraying arrest and population data for each year over the last 10
years.
« Divide population by 100,000 to get the percentage factor. In the example (for
1976), the population of 250,748, divided by 100,000 results in a factor of 2.51.
» Divide total arrests in each category by the factor to obtain the rate per 100,000
population. For examgle, in 1976, the 751 felony crimes against rates yields a rate
per 100,000 population of 299.2. )
The illustration below shows the calculation for a two-year period. You will need to
make this calculation for each year included in your analysis.

1976
County
Offense Number of Population Arrest Rate
Category Arrests = (000,000) = Per 100,000
Feiony
Crimes Against Persons 751 <+ 2,51 = 299.2
Crimes Against Property 1,268 =+ 2.51 = 505.2
Drug Violations 598 -+ 2.51 = 2382
All Other 486 + 2.51 = 193.6
TOTAL FELONIES 3,103 <+ 2,51 = 1,230.2
Misdemeanor
Assault and Battery 1,380 ES 2.51 = 549.8
Property 1,428 =+ 2.51 = 568.9
Drug Law Violation 1,850 -+ 2.51 = 737.1
Sex Offense 628 - 2,51 = 251.2
Prostitution 751 = 251 = 299.2
Public Drunk 4,821 S 2.51 = 1,920.7
Drunk Driving 3,968 - 2,51 = 1,580.9
Other Auto 2,175 + 2,51 = 866.5
All Other 1,182 =+ 2.51 470.9
TOTAL MISDEMEANORS 18,183 + 2,51 = 7,244.2

S
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Figure 3.5-52: Your Computation of Arrest Rates

1977
of County

ense Number of Population Arrest Rate
Category Arrests -+ (000,000) = Per 100,000
Felony
Crimes Against Persons 805 -+ 2,53 = 318.2
Crimes Against Property 1,398 + 2,53 = 552.6
Drug Violations 478 - 2,53 = 188.9
All Other 504 =+ 2,53 = 199.2
TOTAL FELONIES 3,185 < 2,53 = 1,258.9
Misdemeanor
Assault and Battery 1,396 + 2.53 = 551.8
Property 1,301 - 2,53 = 593.3
Drug Law Violation 1,728 = 2.53 = 683.0
Sex Offense 711 -+ 2,53 = 281.0
Prostitution 1,186 + 253 = 468.8
Public Drunk 4,810 ES 2,53 = 1,901.2
Drunk Driving 4,264 - 2.53 = 1,685.4
Other Auto 1,813 + 2,53 == 716.6
All Other 1,204 -+ 2.53 = 4759
TOTAL MISDEMEANORS 18,613 + 2.53 = 7,356.9

,356.
Year
County

Offense Number of Population Arrest Rate
Category Arrests - (000,000) = Per 100,000
Felony

Crimes Against Persons
Crimes Against Property
Drug Violations

Ali Other

TOTAL FELONIES

Misdemeanor
Assault and Battery
Property

Drug Violation

Sex Offense
Prostitution

Public Drunk
Drunk Driving
Other Auto

All Other

TOTAL MISDEMEANORS

(Repeat for each year.)
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. . !
Task 3: Compute Rate of Compute the annual percent change in arrest rates per 100,000 population by the same Task 4: Calculate A
Change in Arrest Rates offense classes used above. ‘ A ‘ ch cuiate Average Once you have calculated annual percent changes in rates for each offense category,
{ ; Y "(;llxi l angRes in Arrest Rates c?flculate averages for the last 10 years and the last five years. The example shows one
fF 0 an nalyze Res offense category, felony crimes agai
Figure 3.5-6: Example of Rate of Change in Arrest Rates ' \ 4 ll“IS gorys Y S against persons.
" | Figure 3.5-7:
Arrest Rate Change Example of Average Annual Change in Arrest Rates
|
Offense Category 1976 1977 Number % |
| Offense Category: Felony Crimes Against Persons
Felony . !

. R o Cumulative
Crimes Against Persons 299.2 318.2 19.0 6.3% ] ‘ Percent Tou
Crimes Against Property 505.2 552.6 474 9.4% | Pesiod Change % Change

{
- _ o070 | ;
Drug Violations 238.2 188.9 49.3 20.7% ! 197172 2 1
All Other 193.6 199.2 56 2.9% ‘ t 1972-73 : 2
; /o (1.5) (3)
TOTAL FELONIES 1,226.2 1,258.9 22.7 1.8% H 1973-74 38 35
Misdemeanor ' 197475 4.2 77
Assault and Battery 549.8 551.8 20 A% 3 1975-76 (5 72
Property 568.9 593.3 24 43% » 1976-77 63 135
Drug Law Violation 7371 683.0 —54.1 ~7.3% ; ; 1977-78 (1.7 18
Sex Offense 251.2 281.0 298 11.9% ' ; 1978-79 (1.3) 105
Prostitution 299.2 468.8 169.6 56.7% 1979-80 3 108
Public Drunk 1,920.7 1,901.2 —19.5 —~1.0% Average annual change last 10 (1971-80): 1
s ! € years : 108+ 9=12%
Drunk Driving 1,580.9 1,685.4 1045 6.6% : ; Average annual change last 5 years (1976-80): 3.6 < 4 = 9%
Other Auto 866.5 716.6 —149.9 —17.3% !
Other Misdemeanors 4709 4759 5.0 1.1%
TOTAL MISDEMEANORS 7,244.2 7,356.9 1127 1.6% ’
Repeat the calculation shown above for each offense category. If your county’s
s ; o results are erratic or exhibit sudden changes over the past few years, try to determine
Figure 3.5-6a: i Y the cause of these changes.
Your Computation of Rate of Change in Arrest Rates z‘ !
1 ,
%} ‘ Figure 35-7a: Your Calculztion of Average Annual
Arrest Rate Change i i Change in Arrest Rates
Offense Category 19 19 Number % ¥ !
Felony Offense Category
Crimes Against Persons ; Cmulative
Crimes Against Property ‘ Period Percent Total
: Change )
Drug Violations ang % Change
All Other G ’ 19 to19
| 19 to19
TOTAL FELONIES :
i 19 to19
Misdemeanor ‘ 19 to19
Assault and Battery ‘ 19 to19
Property i 19 to19
Drug Law Violation ; 19 to19
Sex Offenses { 19 19
Prostitution : 19 to 19
Public Drunk
Drunk Driving Average annual change last 10 years 9= %
Other Auto Average annual change last 5 years -4 = %
Other Misdemeanors Array the results of your calculation in a table like the following:
TGTAL MISDEMEANORS
(Repeat the calculation for each year over the last ten years.}
T
(I \t i
F
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Figure 3.5-8: Summary Table of Average Changes
In Arrest Rates

Task 5: Make Projection
Assumptions

Figure 3.5-9: Example of Assumptions

Average Annual Average Annual
% Change Last % Change Last

Offense Category 10 Years 5 Years

Felonies

Crimes Against Persons
Crimes Against Property
Drug Violations

All Other

TOTAL FELONIES

Misdemzanors
Assault and Battery
Property

Drug Law Violation
Sex. Offenses
Proostitution

Public Drunk
Drunk Driving
Other Auto

All Other

TOTAL MISDEMEANORS

Analyze the contents of the table and identify differing growth rates among and with
in offense categories for both the total ten year period and the most recent five years.

Review population forecasts and identify projected growth rates for the 20-year plan-
ning period. Analyze trends in terms of absolute growth, age distribution of the popula-
tion, and economic composition. Isolate those factors which are likely to affect criminal
justice system volume.

Population Growth. Data indicate that annual population growth in the county is projected to be
about one percent for the next 10 years, slowing to .5 percent for the remaining 10 years of the
planning period. This, in part, refiects the political assumption that land use policies limiting growth
to current urban areas will be-maintained.

Age Distribution. Moderate aging in population, with limited growth in the crime-prone 18-t0-30-
year-old age group. Projections indicate that this group should grow at half the rate of the overall
population,

Economic Coemposition. Projections suggest an increase in the lower income population resulting
from immigration.

Summary Conclusions. Growth in lower income groups may cancel out the benefits of the age shift.
Assume that recent trends (last 5 years) in arrest rate increases may be experienced over the
planning period in some offense categories.

3.5 Step 5: Document Trends and Project Future Volumes
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Figure 3.5-9a: Your Assumptions

Task 6: Convert Assumptions to
Estimated Annual Arrest Rate
Changes for Fach Offense
Category

Figure 3.5-10; Example of Assumed Changes in Arrest Rates

Popufation Growth

Age Distribution

Economic Composition

Summary Conclusion

Combine your analysis of future population trends with your analysis of arrest rate
frends completed in Task 5. Make specific estimates of the impact of your assumptions
in terr:ns of their magnitude. Project changes in arrest rates by offense category over the
planning period. Analyze potential changes on an offense-by-offense basis and select
rates .of change for arrest rates that could be expected to be maintained over the
planning pericd. Use statistical techniques or intuition o make growth assumptions.

Annual Change i
Offense Gi In Rate Per 100,000 gl:?:gc;i:
ass
5 Years 10 Years Planning Assumption Arrest Rate
Feloay
Crimes Against P ift i
Ag ersons 1.2% 9% shift in age distribution of population indicates ac- +6%
celerating growth unlikely to be maintained. Assume
will still increase at faster rate than population but only
. at half the recent rate.
rug Violations
3 —-0.7 1.1 Recent decrease over last five years reflects decriminal- no
ization of some drug offenses. Impact largely felt, and change
decrease in rate unlikely to be maintained. Will grow
with population,
Misdemeanor
Drunk Drivin
g 1.9 8 Enforcement emphasis last five years has accelerated +1.9%
growth rate. Public pressure suggests increase faster
than population will be maintained,
(Complete assumptions for each offense on the list.)
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Figure 3.5-11: Example of Overall List of
Assumed Changes in Arrest Rates

Figure 3.5-11a: Your Listing of Overall
Assumed Changes in Arrest Rates

Task 7: Project Future Arrest
Rates

Assumed Annual

Offense Category Change
Felony

0,
Crimes Against Persons 6%
Crimes Against Property 5%
Drug Violations NC
All Other NC
TOTAL FELONIES
Misdemeanor

0,
Assault and Battery 6%
Property 1.0%
Drug Law Violation NC
Sex Offense NC
Prostitution NC
Drunk Driving 8%
Other Auto NC

0,
Other Misdemeanors T5 %
TOTAL MISDEMEANORS

Assumed Annual
Offense Category Change
Felony

Crimes Against Persons
Cnmes Against Property
Drug Violations

All Other

TOTAL FELONIES

Misdemeanor
Assault and Battery
Property

Drug Law Violatior.
Sex Offenses
Prostitution

Drunk Driving
Other Auto

All Cther

TOTAL MISDEMEANORS

Use your county’s most recent 12 months of data to convert .arrest ratfa growth into
anticipated future arrest rates (Task 7.1) and annual rates of increase in arrest rates
(Task 7.2). These factors will be used in Task 8 to project the arrest rates and volumes
expected for the 20 year planning period.

@
i

Rl

RO s oot

§
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Task 7.1 Convert Arrest Rate Convert arrest rate change assumptions to revised arrest rates for felonies and mis-
Change Assumptions Into demeanors by using the last twelve months’ arrest rate data calculated from BCS
proiecﬁon Factors for Future County Criminal justice Profile reports in Step 2 to develop weighted average factors.

Arrest Rates

Figure 3.5-12: Example of Revised Arrest Rates

Projected * Arrest Revised
Growth Rate Rate Last Arrest

Offense Category From Task 6 X 12 months = Rate
Felony
Crimes Agait Persons 1.005 X 319.1 = 3210
Crimes Against Property 1.005 X 560.6 = 563.4
Drug Violations 1.000 X 182.5 = 1825
All Other 1.000 X 204.3 = 2043
TOTAL FELONIES 1,266.5 1,271.2
Misdemeanor
Assault and Battery 1.006 X 563.9 = 567.3
Property 1.010 X 580.1 = 596.0
Drug Law Violation 1.000 X 685.0 = 685.0
Sex Offense 1.000 X 2834 = 283.4
Prostitution 1.000 X 470.1 = 470.1
Public Drunk 1.000 X 1,904.5 = 1,504.5
Drunk Driving 1.008 X 1,665.3 = 1,699.8
Other Auto 1.000 X 7204 = 720.4
All Other 1.005 X 478.6 == 481.0
TOTAL MISDEMEANORS 7,382.3 7,407.5

(* Add 1.0 to percent growth estimates for calculation purposes. Note that rates can also decline, in which case the factor would be less than 1.0.)

Figure 3.5-12a: Your Computation of Revised Arrest Rates

Projected Arrest Revised
Growth Rate Rate Last Arrest
Offense Category From Task 6 X 12 Morths = Rate

Felony

Crimes Against Persons
Crimes Against Property
Drug Violations

All Other

X X X
[l

X
I

TOTAL FELONIES

Misdemeanor
Assault and Battery
Property

Drug Law Violation
Sex Offense

Prostitution

Public Drunk
Drunk Driving
Gther Auto

Other Misdemeanor

X X X X X X X X X

I

I

TOTAL MISDEMEANORS
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Task 7.2: Compute Annual
Arrest Rate Increase

Then, compute the composite arrest rate increase factors to use for projection purposes
by subtracting the total rate for felonies and misdemeanors for the !a§t twelve months
from the revised arrest rate for felonies and misdemeanors, Then, divide the results by
the felony arrest rate and the misdemeanor arrest rate for the last twelve months to
calculate the annual arrest rate increases you will use to project future arrests.

3.5 Step 5: Document Trends and Project Future Volumes Page 17

Task 8: Project Arrest Rates and
Volumes

Project arrest volume for the 20-year planning period by using the annual weighted
average arrest rate increase to project felony and misdemeanor arrest rates. Use the
felony and misdemeanor arrest rates for the last 12 months as the projection base and
expand by year for 10 years and then at five-year intervals for the 20-year planning

period.
Figure 35-13: Example of Arrest Rate Increase
- Figure 3.5-14: Example of Arrest Rate Project;
Felony Arrest Annual Growth Rate: Jid pl jections
Annual Arrest Annual
i Arrest .
ieV;:fd Rat: st Rate Last = Change in Felony Misdemeanor
R" - 12 Months Remainder 12 Months Arrest Rate Arrest Arrest
ate 12665 _ 37% : Factor and Operation Rate Rate
1,271.2 - 1,266.5 = 47 * +£65- - )
Last 12 Months’ Base Rate 1,266.5 7,382.3
X X X
Annual Projected Change 1.004 1.002
i - - -
1st Projection Year Arrest Rate 1,272 7,397
X X X
Annual Projected Change 1.004 1.002
Misdemeaior Arzest Annual Growth Rate: = - -
Revised Arrest Annual Arrest Annual‘ 2 2nd Projection Year Arrest Rate 1,277 7,411
Arrét Rate Last Rate Last o rat ‘ .
Rate - 12 Months = Remainder = 12 Months = Arrest Rate :
— 0,
7,407.5 - 7,382.3 = 25.2 - 7,3823 = 34% )
(Continue calculation process for 20-year planning period.)
: i
i i
ﬁ |
4 ; ; «~  Figure 3.5-14a: Your Projection of Arrest Rates
] Coy
! Felony Misdemeanor
i Arrest Arrest
k |
Figure 3.5-13a: Your Computation of Arrest Rate Increase ;f 3 Factor and Operation Rate Rate
Felony Arrest Annual Growth Rate: p’ { Last 12 Months Base Rate
fl
. Annual Arrest Annual y %
Revised Arrest . i
Arrest Rate Last Rate Last Change in i Annual Projected Change
Rate - 12 Months = Remainder + 12 Months = Arrest Rate ,;, | :
st Year Projected Arrest Rate
! X
i Annual Projected Change
; 2nd Year Projected Arrest Rate
'; (Continue for 20-Year Planning Period,)
Misdemeanor Arrest Annual Growth Rate: :
Annual Arrest Annual i |
i Arrest 3 H {
i:::ted Ratg Last Rate Last Change in | i
Rate - 12 Months = Remainder = 12 Months = Arrest Rate
: Convert the arrest rate projections into estimated arrest volume by muitiplying the
; arrest rate calculated above by total county population projections (converted by
_ dividing each year's population projection by 100,000 and multiplying the result times
. the projected felony and misdemeanor arrest rate for the year) to project total annual
o arrest volume. The examples which follow show calculations for projecting felony
€3 arrests. Use the same techniques to project felony and misdemeanor arrests.
f
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Figure 3.5-15: Example of Projected Felony Arrests . -
: ) ° rmglly, add up the results and develop an average for the period analyzed.
Jo 1y Deduct these arrests from the total arrest volume projected in Task 8.
y :mlelctf!d  iwwe = 'gfesl _ Pflecid 1 o In using the alternative method, considerable care should be taken because the
ear opulation <+ 100 = Factor X Rate = Ames | Criminal Justice Profiles may under-report arrests. This would lead to an erroneously
ist Year wor2 & 100000 = 25 X 12 = 325 « :;:ghdestlma}tﬁ of bookings. Therefore, if the alternative method is used, attempt to verify
2nd Year 258744 = 100000 = 259 X 1277 = 3307 ,’ | th:y ‘;‘;Z[“’:"tre;ggs' LaIW en(l;orcen?ent agencies. The data should not be accepted unless
3rd Year 61331+ 100000 = 261 X 1282 = 334 “ ! avle and consistent.
° ‘ Figure 3.5-16; Converting Misdemeanor Arrests
o ‘ to Bocekings
° | ;
.‘ Results of Step 3 (Chapter 3.3) indicate that 14.8 i dted i
(etc.) field. Subtract this factor from 1.00 (1.00 i. _1;13 p:rc;;;;: ft;n Lﬁ:::l‘:;:n:::gee:i:: ggltefd " :jhe
: : meanor arrests that are booked. Then multipi ect : @ of misde-
caleulate misdemeanor bookings. iply projected misdemeanor arrests by this factor to
Tot.al Projected Cite Release
Yea Misdemeanor X Adjustment =  Misdemeanor
Arrests Factor Bookings
Figure 3.5-15a: Your Projection of Felony Arrests
: : 1st Year 18,936 X 852 - 16,133
2nd Year 19,194 ’
Projected Arrest Projected ! : ’ X 852 = 16,354
Year Population =+ 100,000 = Factor X Rate = Arrests ! °
-]
1st Year -+ 100,000 = X = ¢
2nd Year <+ 100,000 = X = ' (et )°
etc.
3rd Year £ 100000 = X = j <
4th Year -+ 100,000 = X = .
5th Year + 100000 = X = ! q 1% Figure 35-t6a:
6th Year =< 100000 = X = {1 ‘ Your Projection of Misdemeanor Bookings
7th Year <« 100,000 = X = %} !
8th Year + 100000 = X = i | Total Projected . [
: = = i : - ite Release
9th Year -+ 100,000 = X ;‘[ : v Misdemeanor X Adjustment - Misdemeanor
10th Year + 100000 = X = 4} | ear Arrests Factor Bookings
15th Year <. 100000 = X = i 1st Year
20th Year £ 100000 = X = | 2nd Year 9 -
1 i X =
! 3rd Year % -
'f 4th Year X _
Task 9: Convert Projected Convert projected misdemeanor arrest volumes into projected misdemeanor bookings i 5th Year X -
Misdemeanor Arrest Volumes for the 20-year planning period. A two-stage analysis is required to accomplish this task. 6th Year X =
to Projected Misdemeanor The first is to develop an indicator of the proportion of misdemeanor arrests actually 7th Year x -
Rockings result in bookings at the jail. Second, projected misdemeanor arrests are adjusted by | 8th Year % _
& this factor to estimate future bookings. Once misdemeanor bookings are projected, they oth Year % _
will be used in combination with projected lengths of stay to estimate the average daily : 10th Year « h
presentenced population. : 15th Year % =
. . 20th Year x h
To accomplish Task 9, review the results of Step 3 (Chapter 3.3) and document the
proportion of misdemeanor arrests cited and field-released by law enforcement agen-
cies. If these data are unavailable from your jocal law enforcement agencies, an alterna-
tive way to develop estimates of field citation volume includes the following: ; Th .
o j | e next step in the projections sequ is to i
o Extract misdemeanorfalrrest data from Bureau of Criminal Statistics County :_ presentenced stay. Tf?is ijs frst recorqcie?ingj Sff:a(;::t?glssl?1t:$)?:; ixzfggnlsirll'gdtht:;
. . . . ] . ida
Criminal Justice Profiles o - s for all misdemenants and all felons using weighted averages (Tasks 10.2 and 10.3)
o For each year over the last five years, compare pretrial misdemeanor bookings ! . ikl
at the jail to total, reported misdemeanor arrests and calculate the difference ! ‘
(bookings should be lower than arrests). {'/ IR { ‘;,

o Then, for each year divide the result by total misdemeanor arrests. The calculat-
ed percentage will approximate misdemeanor pre-booking releases.

o e e v i, o ST S TR AT - - — SR + T T SR AN A A T G e
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Compute current average length of presentenced stay for an:estees iq egf:h loffer;.sls
category. Use data from the jail profile (snapshot release analysis or longitudinal profi

Task 10.1: Compute Current

Average Length of from Chapter 3.1) for this computation. !

Presentenced Stay By Offense

Figure 3.5-17: Example of Average Length of
Presentenced Stay by Offense

Average Length

of Stay (days)
Offense Category

Felony 18.1
Crimes Against Persons 76
Crimes Against Property 9.4
Drug Violations 83
All Other
TOTAL FELONIES
Misdemeanor 17
Assault and Battery 1.8
Property 13
Drug Law Violation 48
Sex Offense 12
Prostitution 28
Public Drunk 5
Drunk Driving 2
Other Auto 8
All Other

TOTAL MISDEMEANORS

Figure 3.5-17a: Your Computation of Average Length of
Presentenced Stay by Offense

Average Length

of Stay (days)
Offense Category

Felony

Crimes Against Persons
Crimes Against Property
Drug Violations

All Other,

TOTAL FELCNIES -

Misdemeanor
Assault and Battery
Property

Drug Law Violation
Sex Offenses
Prostitution

Public Drunk
Drunk Driving
Other Auto

All Other

TOTAL MISDEMEANORS

T T R T RN L S R A 57
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Figure 35

Task 10.2: Calculate
“Weighted” Length of
Presentenced Stay By Offense

Calculate the “weighted"’ length of presentenced stay (ALS) factor for each category
of misdemeanor and felony offense. This is done by multiplying the average length of

stay related to a given offense (from Task 10.1) by the past twelve months’ volume of
arrests for that offense.

~18: Example of Weighted Length of Presentenced Stay by Offense

o

Average Last 12 Total
Length Months Weighted

Offense Category of Stay X Volume = Factor
Felony

Crimes Against Persons 18.1 X 807 = 14,607
Crimes Against Property 76 X 1,418 = 10,777
Drug Violations 9.4 X 462 = 4,343
All Other 8.3 X 517 = 4,291
TOTAL FELONIES %204 = 34,018
Misdemeanor

Assault and Battery 1.7 X 1,427 = 2,426
Property 1.8 X 1,493 = 2,687
Drug Law Violation 13 X 1,733 = 2,253
Sex Offense 4.8 X 717 = 3,442
Prostitution 1.2 X 1,189 = 1,427
Public Drunk 2.8 X 4,818 = 13,490
Drunk Driving 5 X 4,266 = 2,133
Other Auto 2 X 1,823 = 365
Other Misdemeanor .8 X 1,211 = 969
TOTAL MISDEMEANORS 18,677 29,192

Figure 3.5-18a:

Your Calculation of Weighted Length of Presentenced Stay by Offense

Offense Category

Average Last 12 Total
Length Months Weighted
of Stay X Volume = Factor

Felony

Crimes Against Persons
Crimes Against Property
Drug Violations

All Other

X X X X
1

TOTAL FELONIES

Misdemeanor
Assault and Battery
Property

Drug Law Violation
Sex Offense
Prostitution

Public Drunk
Drunk Driving
Other Auto

Other Misdemeanor

]

i

TOTAL MISDEMEANORS

XX XXX X X X %X X
i
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Task 10.3: Calculate

Consolidated Average Length of

Presentenced Stay for
Misdemeanants and Felons

Figure 3.5-19: Example of Consolidated Average

Length of Stay

Figure 3.5-19a: Your Computation of Consolidated

Average Length of Stay

Task 11: Project Average Daily

Presentenced Population

For bot!

\ misdemeanants and felons, divide the total weighted factor by the sum of the
last 12 months’ arrests to develop the consolidated average length of stay for these two
major offense categories.

Felony Arrest Average fLength of Stay

Total Total Last VXeigh:::
ighti + 12 Months’ = vera
ralzgrmng Arrests Length of Stay
34,018 + 3,204 = 10.6 days
Misdemeanor Arrest Average Length of Stay
Total Total Last Weighted
Weighting -+ 12 Months’ = Average
Factor Arrests Length of Stay
29,192 =+ 18,677 = 1.6 days
Felony Arrest Average Length of Stay
Total Total Last VXeig:tse: .
! = ver;
Weighting + 12 months =
Factor Arrests Length of Stay
- = days
Misdemeanor Arrest Average Length of Stay
Total Total Last Weighted
Weighting + 12 Months’ = Average
Factor Arrests Length of Stay
< = days

Note that adjustments to average. fength of stay due to program of processingf improvements (which
can have considerable impact on the jail population) are taken into acct.zunt in Step 6 (ghapter 3.6).
Projection Method Two (in Appendix I} builds part of this adjustment into its calculation of length
of stay (Method Two, Task 8) and, if desired, a similar adjustment could be incorporated here.

Convert projected arrest volumes into average daily unsentenced popu|atior.1 by multi-
plying the consolidated average length of stay calculated in Task 10.2 by projected and

adjusted arrest volumes,

and dividing the results for each year by 365.

=

I
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Figure 3.5-20:
Example of Average Daily Presentenced Population
Projected Avg.
Year Arrests X LOS - 365 = ADP
st Year Misdemeanors 16,133 X 1.6 - 365 = 71
Felonies 1,272 X 106 =+ 365 = 95
1st Year Total Presentenced ADP = 166
2nd Year Misdemeancrs 16,354 X 1.6 -+ 365 = 72
Felonies 3,307 X 10.6 = 365 = _9§
2nd Year Total Presentenced ADP = 168
-]
L]
°
(Continue for each year of the 20-year planning period.)
Figure 3.5-20a: Your Computation ef Average Daily
Presentenced Population
Projected Avg.
Year Arrests X LOSs + 365 = ADP
1st Year Misdemeanors X -+ 365 =
Felonies X + 365 == .
1st Year Total Presentenced ADP =
2nd Year . Misdemeanors ped + 365 =
Felonies X + 365 =

Task 12: Project Sentenced

Population

2nd Year Total Presentenced ADP

(Continue for each year of the 20-year planning period.)

There are two approaches to estimating sentenced population for the planning period.
Each is described and illustrated below.

Method 12.1: Base Sentenced Population Projection on Proportionate Relation-
ship with Unsentenced Population. Review historical population data and document
the percentages of sentenced and unsentenced inmates in the average daily population.
if .proportions are relatively constant, use them to extrapolate the projected unsen-
tenced population to the total average daily population.
Method 12.2: Base Sentenced Population Projections on Average Length of Stay
of Sentenced Inmates. This information comes from from the jail profile and process-
ing performance data (Chapter 3.1). Tasks required to complete this method involve:

o For the last several years, document the number of individuals sentenced to

county jail time (12.2a).

o Calculate the number of sentenced individuals as a percentage of felony and
misdemeanor arrests (adjusted with citation releases removed) for tha period
analyzed (12.2a).

o Analyze the sentenced component of the jail population profile to calculate
average sentence, using weighted average techniques described earlier in this
handbook (12.2b).

o Muiltiply the average sentence length by the number of sentences each year and
divide by 365 to estimate average daily population for each year over the

planning period (12.2c).
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| | igure 3.5-22a:
Method 12.1: Base .Sentenced : § Your Projection of Average Daily Population
Population Projection on . | \ T
. . . - a i S
Proportionate Relationship with R Year urected e Projected
Unsentenced Population F | sl = enienced = AP
; 1st Year - -
Figure 3.5-21: Calculation of Percent ; 2nd Y .
of Population Unsentenced ‘ nd Year - -
! 3rd Year = =
Average Daily Percent i 4th Year + =
Unsentenced erce
Year Population - Total ADP = Unsentenced Sth Year + =
6th Year = =
1976 136 + 21 = 64.4 : ; 7th Year - =
1977 142 + 214 = 66.3 ; 8th Year + e
1978 145 + 220 = 65.9 9th Year + =
1979 139 =+ 21 = 62.9 : 10th Year - =
1980 148 -+ 215 = 68.8 ( ] 15th Year + =
TOTAL 3283 ! { 20th Vear - _
Then, divide the total percentage by 5 to develop 5-year average: !
3283 + 5 = 65.7% Unsentenced, i . . .
| Method_ 12.2: Bflse .Sentenced Use the jail profile completed in Step 1 (Chapter 3.1) to calculate average length of
% Population Projections on sentence actually served. Then, review criminal justice system data collected in Step
' . i Avemge Length of Stay of 3 (Chapter 3.3) to document how many people were sentenced to iocal time over the
F;g:re 3|5;'21a: Journf::lr::;tahon of Percent P Sentenced Inmates last full calendar year, Calculate this number as a percent of total felony and misde-
of Popufation Unse i meanor arrests reported in the Bureau of Criminal Statistics County Criminal Justice
Average Daily : | Profile ‘and apply this percentage to projected arrests o calculate total sentenced
Unsentenced Percent , pp;?ulatxon by year. Then, for each year, multiply by the average length of stay data and
Year Population - Total ADP = Unsentenced ; ] divide by 365 to calculate average sentenced daily population,
5 Yrs Ago + = ; j .
4Vrs Ago - = Sub-task 12.2a: Estimate Proportion of Arrests Resulting in Local Sentences
Y + = ;
3 Yrs Ago i _ Last 12 Months’ Felony and Misdemeanor Arrests Sentenqed
2 Yrs Ago + = : - = Population
) Yr Ago - = f Number Sentenced to Local Time Last 12 Months Factor
TOTAL: f :
Figure 3.5-23:
Total 5= 9% Unsentenced. i Computation of Sentenced Population Factor
j 1,045
[ = .054
19,458
For each year of the projection period, divide projected unsentenced populati(.m by the ‘
percentage computed above to calculate total, projected average daily population, Figure 3.5-23a;
‘ ’ Your Computation of Sentenced Population Factor
Total Progect'ed Projected Unsentenced Pcpulation
Average Dai = . ; ! - =
Populgtion Y Percent Unsentenced Population :
i
Figure 3.5-22: Example of : o U od)
P ted Average Daily Population (This example uses 65.7% Unsentenced. , . .
rojecte: I Sub-task 12.2b: Project Sentenced Population
Projected ‘ ' e:{: L _ Prc:gc;ed { | Multiply the projected felony and misdemeanor arrests calculated in Task 9 to calculate
Year Unsentenced - ns ' | projected sentenced people per year.
- 657 = 253 ; ! .
1st Year 166 . gl - 26 | Total Projected X Sentenced = Total
2nd Year 168 — ‘ - . Felony and Population Sentenced
. - = . t Misdermeanor Factor People
. - = | | ‘ - Arrests
(etc.) il = : B
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Figure 3.5-24: Example of Total Sentenced People
Total Projected Sentenced Total
Projection Felony & Misde- Population Sentenced
Year meanor Arrests X Factor = People
1st Year 18,936 X .054 = 1,022
2nd Year 19,194 X 054 = 1,036
L]
L]
L]
(Continue calculation through the 20-year planning period.)
Figure 3.5-24a: Your Computation of
Total Sentenced People
Total Projected Sentenced Total
Projection Felony & Misde- Population Sentenced
Year meanor Arrests X Factor = People
1st Year X =
2nd Year X =
3rd Year X =
4th Year X =
5th Year X =
6th Year X =
7th Year X =
8th Year X =
gth Year X =
10th Year X =
15th Year X =
20th Year X =

Figure 3.5-25: Computation of
Average Daily Sentenced Population

Sub-task 12.2c: Calculate Projected Average Daily Sentenced Population
Multiply the total sentenced population calculated above by average length of sen-

tenced stay and divide by 365
projected average daily sentenced population.

for each year over the planning period to calculate

Total X Average = 365 = Average Daily

Sentenced Length of Sentenced

Population Stay {"opulation

Total Average Avg. Daily

Projection Sentenced Length Sentenced
Year Population X of Stay <+ 365 days =  Population
1st Year 1,022 X 304 -+ 365 = 85
2nd Year 1,036 X 304 + 365 = 86

(Continue calculation through the 20-year planning period.)

‘_4’ o e . e
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Figure 3.5-25a: Your Computation of
Average Daily Sentenced Population
o Total Average Avg. Daily
Projection Sentenced Length Sentenced
Year Population X of Stay + 365 days =  Population
st Year X -+ 365 =
2nd Year X + 365 =
3rd Year X =+ 365 =
4th Year X -+ 365 =
5th Year X = 365 =
6th Year X -+ 365 =
7th Year X = 365 =
8th Year X + 365 =
9th Year X = 365 =
10th Year X -+ 365 =
15th Year X = 365 =
20th Year X + 365 =

Task 13: Combine Unsentenced
and Sentenced Projections

Figure 3.5-26: Projecting Total Average Daily Population

i

Figure 3.5-26a: Your Projection of
Total Average Daily Population

This step involves combining unsentenced and sentenced population projections.

(From {From
Task 11) Task 12.2¢) Total
o Projected Projected Projected
Projection Unsentenced + Sentenced = Avg. Daily
Year Population Population Population
1st Year + 85 = 251
2nd Year + 86 = 254
®
L ]
(Continue calculations through the 20-year planning period.)
(From (From
Task 11) Task 12.2¢c) Total
L Projected Projected Projected
Projection Unsentenced + Sentenced = Avg. Daily
Year Population Population Population
1st Year +
2nd Year + =
3rd Year + =
4th Year + =
5th Year + =
6th Year + —
7th Year + =
8th Year + =
9th Year + -
10th Year + =
15th Year + =
20th Year + =

TR S EERILART e AL Sm e e e e -



]
i 3.5 Step 5: Document Trends and Project Future Volumes Page 29
Handbook Three: Assessing Current and Future Corrections Needs Page 28 %
. i Figure 3.5-28a: Your Computation of Capacity Needs
Task 14: Calculate Factor for This step involves adjusting the projections to reflect periodic peaks above average daily 1
Adjusting Projections to POpU!E}tionc-j il lation data for the last six to twel ths. Compute “‘average’” i \ , u d s ed
, * el ks Review daily population data for the last six to twelve months. Co erag S ; { o nsentence entenc
Accommodate Periodic Pea high or peak population by noting high or peak population each month and dividing | k 5"0]9(3"0" AP FPeak UTotal rop Peak Total  Total
by the number of months included. To calculate the adjustment factor, compare to the : l ear X actor = nsent, X Factor = Sent. Peak Pop.
average daily population for the same period and divide by the number of mqnths \ { 1st Year % - x -
analyzed. I f 2nd Year X = X =
| [ 3cd Year X = X =
Figure 3.5-27: Example of Peak Population Factor ] ' 4th Year % = x =
. ; i 5th Year X = X =
Figure 3.5-27a: Your Computation of ! h
Peak Population Factor Average Avetage . : § 6th Year X = X =
Daily Monthly Dally. Mot\th|y [ ] 7th Year X = X =
Month Population High Month Population High i ': ath Year x _ % =
Dec. 243 258 One ? Sth Year X = % =
Jan. 241 260 Two 10th Year X = X =
Feb. 249 258 Three | 15th Year X = X =
Mar. 236 249 Four ; 20th Year X = % -
Apr. 242 258 Five
May 240 253 Six :
o L]
TOTAL: 1,442 1,536 TOTAL: Update PWOB@C&IO“S Regardless of the projection method you used, the validity of your projections rests
AVERAGE: 240 256 AVERAGE: PEE‘E o di C a”y upon the validity of the data and assumptions developed in making the projections. As
time passes, conditions will change and new data will be available to test your projec-
Then, compute the peak adjustment factor as fol- Compute the peak adjustment factor: ‘ ! tions against. Therefore, it is critical to the continued success of your planning effort that
lows: Six-month average high population = ( ) you periodically (at least annually) review projections and assess the extent to which
Six month average high popufation = 256 Less average daily population = o SR i changing local conditions require adjustment of your assumptions. If your projections
Less average daily population = 0 Difference = _L ; need to be modified to reflect changing conditions, adjust your assumptions and make
Difference = - 16 Difference ( ) I;Etstmem ! i the related changes in your projections.
. ea e = i
D:_ffer_tﬂejf = Adjustment Average Daily Factor S i |
’;“’e'?g‘?ooaz"}o Factor Population () ) ] Summaﬂ’y and Completion of Step 5 provides projections of capacity requirements for the next 20
opuiation 067 ‘ﬁ Cﬂn CEUSE on years. However, remember that these projections reflect existing release, court
i processing and sentencing practices. They do not yet take into account the potential
. . . L i reduction in bed space needs which can be realized through the use of alternative
Task 15: Adjust Population Use the adjustment factor calculated in Task 14 to increase the population projections i programs or processing improvements, .
Projections to Account for Peak developed in Task 13. The resulting figure represents future capacity needs including ! The next step in the analysis will be to convert these general projections into specific
Periocds population fluctuations. i facility requirements and to examine the potential moderating influence of alternative
: programs and processing improvements. Step 6 carries the projection exercise to its
. : conclusion.
Figure 3.5-28: Computation of Capacity Needs s
g .
Unsentenced Sentenced !
Projection Peak Total Peak Total Total
Year ADP X Factor = Unsent. ADP X Factor = Sent. Peak Pop.
1st Year 166 X 1,067 = 177 85 X 1.067 = 91 268
2nd Year 168 X 1.067 = 179 86 X 1.067 = 92 271
S
L]
-1
{Continue calculations through the 20-vear planning period.) ‘ ‘
o )
|
?
!

i
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ti
\ 3.6 Step 6: Forecast
| *  Capacity and
Program Needs
|
|
IntrOdUCtiOn Three major tasks are necessary to complete the projections of needed capacity and
programs:

» Convert the general population projections completed at the end of Step 5
(Chapter 3.5) into bed space needs by security level. :
o Calculate the potential impact of alternative programs and court processing
improvements on the reduction of projected jail capacity needs.
o Assess the impact of alternative programs and processing improvements on
costs of future jail construction and operations.

The sections which follow demonstrate the tasks required to develop information in
each of these areas.

Convert POpUlahOn Completion of Step 5 provides a forecast of the general detention population for the
‘ H H 20-year planning period. Before costs can be calculated or facilities planned, these
: PrOIECtlonS to Bed general projections need to be broken down by security levels so that facility types as
Space Needs by well as total bed space needs can be specified. This section provides a task-by-task
. process for the conversion. The population will be divided into the following compo-

Security Level nents:

« The proportion of the sentenced and unsentenced population requiring housing
in a high-security facility.

« The proportion of the sentenced population that can be housed in a lower
security facility.

o The proportion of the sentenced population that could be housed in a work
furlough facility.

« The proportion of the population with special service needs that could be housed
in a correctional medical facility, mental health facility, or the like, if one were
available,

While this breakdown of the population will allow more accurate cost and facility
projections, it will be necessary to study this further as detailed facility planning pro-

} gresses. At that time, questions of living unit size and staffing will be considered and
L flexibility for classification taken into account.




- —— -

Handbook Three: Assessing Current and Future Corrections Needs Page 2

3.6  Step 6: Convert Projections to Capacity and Program Needs

Page 3

Figure 3.6-1: Security Level by Sentence Status

Refining general facility population forecasts into more detailed projections of likely ] ‘\ )
bed space needs by security level will require you to accomplish three main tasks. Each i
task, inclyding an illu'strative example e.md forms you may use to accomplish your '{ _7 Security
analysis, is described in the sections which follow. Complete the task sequence sepa- | : Level Unsentenced  Sentenced Total
rately for male and female inmates. B! i ]
| High 312 87 399
i d Lower 149 291 440
Work Furlough 86 86
Medical 9 17
Mental Health -
°! 7 14
- TOTAL
! 476 480 956
. . spe, y » F o,
High Security Facility Lower Security Facility : Figure 3.6-1a: Your Listing of Security Level
i by Sentence Status
,,‘ Security
4 { Level Unsentenced Sentenced Total
High
il Lower
Work Furlough
Work Furlough Facility Medical Facility “ Medical
: Mental Health
Task 1: Document Analyze the resuits of the jail profile to develop estimates of the numbers of each type }
Req uirements for Various of bed required to meet current and projected needs. Use the same techniques as those | TOTAL
Security Levels in Step 1 (Chapter 3.1) to define criteria for which sentenced and unsentenced inmates : }
- will require varying levels of security. These security levels are generalized here as high
security, lower security, work furlough and special use facilities. Selection criteria could Use the data contained in the table to calculate the percent of the total population

. that each component represents. Transfer your calculations to a table like Figure 3.6-2.

\

include:
o Unsentenced, high security: Violent felony offense, behavior problems, escape @ :

1

Figure 3.6-2: Percent of Population by Housing Need

history, gang member, enemies.
« Unsentenced, lower security: Non-violent felony or misdemeanor, no behav-

% of Jail

jor problems, no escape history, no characteristics requiring segregation (not a £ i Component
gang member, no enemies, and so forth). ! | Number Profile
« Sentenced, high security: Any behavior problems or problems requiring segre- ‘; } Meet Unsentenced High Security Criteria 312 32.6%
gation. Meet Unsentenced Lower Security Criteria 149 15.6
» Sentenced, lower security: No behavior problems or problems requiring segre- Meet Sentenced High Security Criteria 87 9.1
gation. Meet Sentenced Lower Security Criteria 291 30.4
« Work furlough: People on work furlough, or people who could qualify for Meet Sentenced Work Furlough Criteria 86 9.0
housing in a work furlough facility if one were available. : Mental Health Prablem—Segregation Required 17 18
« Special service needs: Mental health problems—inmates requiring individual ; Medical Problem—Medical Housing Required 14 15
housing, and/or those who could function in group housing with service/treat- i JAIL PROFILE TOTAL
ment. Medical problems—inmates requiring housing in a medical unit within a 956 1000
dotention facility.
A further refinement that your county may wish to consider is the separate classifica- Figure 3.6-2a: Your Listing of Percent of Population
tion of short stay inmates. For individuals who are released in less than 24 hours, a , by Housing Need
waiting room may be more appropriate (and less expensive) than a cell. Some jurisdic- ;
tions also provide a separate intake unit for initial screening and classification, These Component N % Ofc Jait
approaches can be built into the following calculations. umber Profile

Use your county’s selection criteria and the table-producing techniques described in
Step 1 (Chapter 3.1) to analyze the iail population profile. Produce a table comparable
to Figure 3.6-1.

Meet Unsentenced High Security Criteria
Meet Unsentenced Lower Sectirity Criteria
Meet Sentenced High Security Criteria

Meet Sentenced Lower Security Criteria

Meet Sentenced Work Furlough Criteria
Mentat Health Problem—Segregation Required
Medical Problem—Medical Housing Required

JAIL PROFILE TOTAL
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Task 2: Calculate Type of Beds
Required Over the Planning
Period

Figure 3.6-3: Number of Beds Needed by Bed Type

Apply the percentages developed above to projections of the peak inmate population
developed in Step 5 (Chapter 3.5, Task 14) ) to refine estimates of bed needs by facility
type over the planning period. For illustrative purposes, only two years are shown in

the example.

Year 1981 1982 (Etc.)
Bed Type Projected Projected
Average Bed Average Bed
% of Jail Peak Space Peak Space
Description Profile Population Needs Population Needs
High Security, Unsentenced 326 1,039 339 1,119 365
High Security, Sentenced 9.1 1,039 94 1,119 102
Lower Security, Unsentenced 15.6 1,039 162 1,119 175
Lower Security, Sentenced 304 1,039 316 1,119 339
Work Furlough 9.0 1,039 93 1,119 101
Medical 1.8 1,039 19 1,119 20
Mental Health 1.5 1,039 16 1,119 17
TOTAL 1,039 1,119
Figure 3.6-3a: Your Computation of Number of Beds Needed by Bed Type
Year 1st Year 2nd Year (Etc.)
Bed Type Frojected Projected
Average Bed Average Bed
% of ail Peak Space Peak Space
Description Profile Population Needs Population Needs
High Security, Unsentenced
High Security, Sentenced
Lower Security, Unsentenced
Lower Security, Sentenced
work Furlough
Medical
Mental Health
TOTAL
(Calculate bed space needs for each year of the planning period.)

Task 3: 1dentify Bed Space
Deficiencies Over the Planning
Pariod

Develop a chart that compares projected facility needs with available resources. When
displaying the capacity of existing facilities, use Board of Corrections rated capacities
adjusted to reflect any potential reduction in capacity that might result from remodeling

or changes in use.

EA v
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Figure 3.6-4: Example of Bed Space Deficiency Computation®

Planning Year

Facility Type 1981 1982

1983 1984 198
High Security 5 =
Available
450 450 450
‘ 450 450
Required 433 467 504 543 584
Excess (Deficiency) 17 (17) (54) (93)
) 13
Lower Security =
Available
575 575 575
- 575 575
equire 478 514 553 596 643
Excess (Deficiency) 97 61 22
(21)
Work Furlough =
Available
100 100 100
Required b o
eq 93 101 110 121 132
Excess (Deficiency) 7 B )] (10) (21)
Mental Health Beds - =
Available 5 5
. 5 5 5
Required 16 17 19 20 21
Excess (Deficiency) : (11) ) (12) (14) (15) (1
Medical Beds -
Available
15 15 15
: 15 1
Required 19 20 22 23 2151
Excess {Deficiency)
4) (5) (7)
\ (8) (9
¥
Figure 3.6-4a: Your Computation of Bed Space Deficiencies
Planning Year
Facility T
y Type st 2nd 3rd 4th 5th (Et
High Security .
Available
Required

Excess (Deficiency)

Lower Security
Available
Required

Excess (Deficiency)

Work Furlough
Available
Required

Excess {Deficiency)

Mental Health Beds
Available
Required

Excess (Deficiency)

Medical Beds
Available
Required

s

<

Excess {Deficiency)

AT S T BT IR R
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Upon completion of Task 3, you will have detailed information indicating facility
deficiencies by year and by type of facility for the 20-year period. The results will
indicate the county’s facility expansion requirements if existing incarceration and sys-
tem processing strategies are followed.

Figure 3.6-5a: Your Projection of
Unsentenced Population

Projected Unsentenced Population Year

1981 1982 1983 {etc.)

High Security

|
?
Assess the ﬂmpﬂf& Of Projections developed to this point are still based on the assumption that no changes | Lower Security
H will be made in existing county pretrial release policies, court processing performance, i
Alternative ngrams or use of sentencing alternatives. These projections display facility requirements if your ; TOTAL PROJECTED UNSENTENCED POPULATION
and Prgcesging county continues “‘business as usual.” For policy makers and the Advisory Committee ;
to make informed planning decisions, the potential impacts of alternative programs and i !
ﬁmm'ﬂvem@ﬂﬁs on processes need to be clearly displayed. : { Task 1.2:
Proiect dC it The following sactions demonstrate how to assess the potential impact of program i as :2’ Develop Factors for Statement of Program Improvement Changes
rojecie apacity ; . " . ; : ! Assessing | tof P i
) adjustments on moderating future facility requirements. For illustrative purposes, two ‘r ng mpact of rrogram From the Step 4 analysis (Chapter 3.4), you have determined that expansion of the
Requwemenﬁs potential program adjustments are shown: expansion of pretrial release and acceleration ! ‘ and Processing Adjustments on pretrial release program to include unsentenced, low risk felony defendants could
of court processing of in-custady cases. The discussion includes general instructions on : ; Population Projections reduce the unsentenced population by 15.2 percent. The impact factor for calculation
how to complete each task and an example of its application. While these examples ’ , purposes will be 0.152.
result in shorter lengths of stay—and therefore reductions in required capacity—other ' in addition, increasing prosecution and deferise services could accelerate disposition
changes which could result in longer stays for sentenced or unsentenced inmates | for in-custody defendants whose cases are dealt with in superior court. Accglerated
should also be taken into account. disposition was estimated to have the potential of reducing unsentenced population by
5.4 percent. The impact factor for calculation purposes will be 0.054.
Task 1: Estimate the impact of General Instructions ,
Program Alternatives on As the first step, array population projections and facility requirements for the 20-year t Figure 3.6-6: Example of Impact of Program Adjustments
Forecasted Space Needs planning period. Display population projections and facility requirements by type of $
facility. 5 Program Adjustme i ;
Review the results of your analysis in Chapter 3.4, and select those program alterna- ! : P Copopum:m Reducuozdlmp.m -
tives and processing improvements which analysis has indicated may have major ,‘ ,m";‘;g’e? le:ii‘t’" Ca:_.:‘i‘;':""
impacts on detention population levels and future facility requirements, Apply the. L
percentage reductions in population computed in Step 4 to the detention system popu- f 1.-Modify pretrial release program Unsentenced 15.2% 0.152
lation projections developed in Step 5. Follow the analytical sequence outlined in the ’w : 2. Accelerate dispasition of in-custody Unsentenced 5.4% 0.054
following pages. ‘ [ defendants
When applying the potential population reduction impact of various alternative pro- :
grams, certain cautions need to be observed. First be sure that population reductions :
are applied to the proper type of detention population. For example, if previous analysis : ;
has suggested tf.lat expansion of pretrial release programs could substantially reduce the : Figure 3.662: Your Computation of
inmate populations, reduce unsentenced populations only. ; ! Impact of Program Adjustments
Second, if you are estimating the impact of more than one alternative program, do ‘ .
not “double count’’ potential impacts of each one. For example, if your initial program ; Program Adjustment Population Reduction Impact
involves expanding OR to include low-risk felons held in pretrial custody, compute this 5 Component Reduction  Calculation
population reduction impact first. Then, if you are considering the potential impact of l Impacted Impact Factor
other programs that affect pretrial population, apply these percentage reductions to the ! 1
reduced population computed after the potential impact of the expanded pretrial ; 2
service program has been considered. ‘ (Ete)
No matter what mix of programs you are considering, examine them in priority order -
and isolate specific components of the jail population that are likely to be affected by 5 !
each one. Eliminate overlaps as you compute potential population reductions. 1 !
Task 1.1: Array Population Record the population projections from Task 1 as divided into facility types noted earlier é . .
Proiections y Fop in this chap‘zes pro) ylypes no ’K ; Task 1.3 A.pply impact Factors Apply t.he estimates developed in Task 1.2 to the population and space projections to
i ] to Population and Space determine their impact on capacity needs. Do not “double count”” reductions when
; Proiections more than one program is being considered.
Figure 3.6-5: Example of Projected ] . For example, if pretrial release program activities are expanded, some of the inmates

Unsentenced Population whose lengths of stays might be reduced if court processing were accelerated would

be released on OR. To apply both programs’ population reduction potential to the total
» ) unsentenced population would overstate their impact. As a result, consider the impact
T " - - of alternatives you are considering and apply them sequentially.

Lower Security 162 175 187

Projected Unsentenced Population Year
1981 1982 1983 (etc.)

TOTAL PROJECTED UNSENTENCED POPULATION 501 540 580 ’
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Figure 3.6-7; Example of Reduction of Population
Projections
Year
1981 1982 1983 {Etc.)

Projected Unsentenced Population 501 540 580

(times) X X X

Population Reduction Factor for

Expanding Pretrial Release 152 152 152

{equals)

Resulting Reduction 76 82 88

Revised Population Projection 425 458 492

(times) X X X

Population Reduction Factor for

Accelerated Disposition 054 054 .054

(equals)

Resulting Reduction 23 25 27

Net Population 402 433 465
Figure 3.6-7a: Your Reduction of Population Projections

Year
st Yr. 2nd Yr. 3rd Yr. (Etc.)

Projected Unsentenced Population

(times) X x X

Population Reduction Factor for

Expanding Pretrial Release

(equals)

Resulting Reduction

Revised Population Projection

(times) X X X

Task 1.4: Divide Total Adjusted
Unsentenced Population Among
Facility Types

Population Reduction Factor for
Accelerated Disposition

(equals)
Resulting Reduction

Net Population

gram impact has been considered.

« Second, use the resulting percentages to divide your adjusted popufation by
security level. In dividing the adjusted population, be aware that certain reduc-
tions may affect one security level more or less than the other. While the division
is shown as proportional here, you may wish to weight the reductions toward

higher or lower security beds.

After program impact has been calculated, convert the total adjusted population to

population by security type. Two steps will be required:

« First, review projections developed in Step 5 (Chapter 3.5) and calculate the
proportion of the relevant population component by security level before pro-

et AT T
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Figure 3.6-8: Example of Division
of Unsentenced Population
1st Year
Population Projection from
Component Step 5 Percentage
High Security, Unsentenced 339 67.7
tower Security, Unsentenced 162 323
TOTAL 501 100.0
Figure 3.6-8a: Your Division of Unsentenced Population
1st Year
Population Projection from
Component Step 5 Percentage

Figure 3.6-9: Example of Projection
Considering Program Impact

Figure 3.6-9a: Your Computation of
Projection Considering Program Impact

Task 2: Compare Prejected Bed
Space Needs Under Current
Incarceration Strategies to
Requirements When Program
Adjustments Are Considered

High Security, Unsentenced
Lower Security, Unsentenced

TOTAL

Then, apply these percentages to the adjusted population calculated in Figure 3.6-7a
above for each year over the planning period.

1981

1982

Population Allocation  Projected Division by Projected  Division by
Component Percentage Total  Security Level  Total  Security Level  Etc.
High Security, .

Unsentenced 677 402 272 433 293
Lower Security,

Unsentenced 323 402 130 433 140

1981 1982

Population Allocation  Projected Division by  Projected  Division by
Component Percentage Total - Security Level  Total  Security Level  Etc.

General Instructions

Array future facility needs in terms of total beds required by facility type compared to
total beds available by facility type without consideration of the impact of potential
programs. Show bed space deficiencies by year over the planning period under this
option. Then, develop a similar projection of bed space requirements by facility type
incorporating the bed space reduction poteitial of aiternative programs and proc-

essing improvements.

Once you have arrayed both options, compare bed space requirements, Clearly
identify bed space differentials by year and by facility type.




! {
] }
: |
Handbook Three: Assessing Current and Future Corrections Needs Page 10 \ 3.6 Step 6: Convert Projections to Capacity and Program Needs page 11
age
Figure 3.6-10: Comparison of Facility Needs With and Without Adjustments § Figure 3,6-10a: Your Comparison of Facility Needs With and Without Adjustments
1 [ )
; H
. . | :
Pr-ncted Needs Without Program Adjustments Projected iNeeds Without Program Adjustments
Facility Type 1981 1982 1983 1984 1985 (Etc.) ~cility Type 15t Year
High Security Beds High Security Beds
Available 450 450 450 450 450 Available
Required 433 457 504 543 584 [ Required
Excess (Deficiency) 17 (17) (54) (93) (134) ! Excess (Deficiency)
Lower Security Beds Lower Security Beds
Avaifable 575 575 575 575 575 Available
Required 478 514 553 596 643 Required
Excass (Deficiency) 97 61 2 (21) (68) Excess (Deficiency)
Work Furlough Beds Wosk Furlough
Available 100 100 100 100 100 Available
Required 93 101 110 121 133 : Required
xcess (Deficiency) 7 M (10) @n (33) Excess (Deficiency)
. - .
Projected Needs With Program Adjustments Projected Needs With Program Adjustments
Facility T 1981 1962 1983 1984 1985 {Etc.) ! .
y Type ‘f Facility Type 1st Year
Hi ity Bed i
igh Security Beds | High Security Beds
Available 450 450 450 450 450 | .
; Available
Required 366 395 425 457 492 i .
. Required
Excess (Deficie 84 55 25 7) 42)
cess (Deficiency) { Excess (Deficiency)
Lower Security Beds .
Lower Security Beds
Available 575 575 575 575 575 .
Available
Required 446 477 511 546 585 .
Required
Excess (Deficie 129 98 64 29 10)
s (Deficiency) ( Excess (Deficiency)
W rl
05 urlough Work Furlough
Avdilable 100 100 100 100 100 ;
Required 93 101 110 121 133 Avaitzble
equi Required
Excess (Defici 7 1 10 21 33 ’
cess (Deficiency) m (10) (21) (33) Excess (Deficiency)
“y £

1
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Task 3: Analyze the Cost
Impact of Alternative Strategies

Figure 3.6-11: Example of Cost Differential Calculations

Once bed space differentials have been identified, develop cost estimates for both
potential courses of action. Assess the incremental cost to your county of pursuing
existing incarceration strategies. This involves developing estimates for construction to
expand facilities for projected population requirements, incremental prisoner support
costs related to increased populations, and costs related to expansion of custodial staff
to deal with more inmates. A number of relevant factors need to be considered in your
cost analysis.

Staffing. Since staffing is critical to the operation and cost of a jail, it is important to
estimate the impact of changes in programs, capacity and operations on staff require-
ments. For a new or renovated facility, all three of these factors can be expected to
change in relation to current staffing levels—often dramatically. Chapter 5.2 and Appen-
dix J provide methods for estimating future staffing requirements under various facility
population assumptions.

In using the staffing estimation techniques, you will have to make a number of
assumptions. An important one concerns estimating the number of continuously staffed
posts for custody and control functions. The number needed depends on philosophy
(desired level of staff-inmate contact), operations, design and economics. The most
direct reflection of this complex decision is the nu- * 2r of beds per staff station. This
may range from a low of 12 or 18 to a high of around 100. Clearly, the cost and level
of services provided at these extremes are very different. Your county must begin to
determine how it will approach staffing in order to make an initial estimate that has some
degree of validity. .

Construction Costs. Estimate construction costs for facility expansion. You may use
the present day costs shown in this chapter’s examples, or develop more detail using
the techniques expiained in Chapter 4.5. In any case, figures shown in the Handbooks
must be adjusted for inflation and conditions in your area.

Operating Costs. Similarly, estimate direct inmate support costs including staffing
costs associated with population growth in detention facilities.

Program Cost Comparison. Portray the costs to the county of implementing pro-
gram adjustments and processing improvements over the same 20-year planning period.

Total the 20-year costs under both alternatives and compare them. In addition,
discuss other potential subjective advantages or disadvantages related to implementing
alternative programs and operating adjustments.

This example compares construction of 235 beds with construction of 185 beds along with im-
plementation of certain programs. The beds that are saved include both high and lower security
facilities and result in saving about a million dollars per year. While certain assumptions are made
here, you will have to make your own assumptions or calculations concerning staffing and costs
(using the chapters cited above). In this example, average staff costs are taken at $25,000 per year.
It is assumed that one staff post will be required for each 30 inmates (o fraction thereof) and that
each post will need five persons to staff it.

For illustrative purposes, the analysis shown covers only a five year period. As you prepare your
plan, expand comparative cost analysis to the full 20-year planning period,

Costs Associated With Existing Strategies (235 beds)

Average Total for Five-
Cost Element Per Year Year Period
Construct 135 High Security Beds @ $60,000/bed - $8,040,000
Construct 68 Lower Security Beds @ $40,000/bed - 2,720,000
Construct 33 Work Furlough Beds @ $25,000/bed - 825,000
Inmate Care Costs @ $5.75/day (x 365 days/yr) $477,000 2,385,000
Plant Maintenance and Utility Costs @ $9.50/day
{x 365 days) $815,000 4,075,000
Security staff costs (for 8 posts or 40 staff) $1,000,000 5,000,000
TOTAL $23,045,000

1 3.6 . Step 6: Convert Projections to Capacity and Program Needs
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Summary and
Conclusion

Figure 3.6-11a Your Computation of Cost Differentials

Costs if Alternative Strategies Are Implemented (180 beds)

Total for Five-

Cost Element Per Year Year Period
Construct 97 High Security Beds @ $60,000/bed - $5,820,000
Construct 50 Lower Security Beds @ $40,000/bed - 2,000,000
Construct 33 Work Furlough Beds @ $25,000/bed - 825,000
Inmate Care Costs @ $5.75/day (x 365 days/yr) $377,775 1,888,875
Piant Maintenance and Utility Costs @ $9.50/day

(x 365 days) $624,150 3,120,750
Security staff costs (for 6 posts or 30 staff $750,000 3,750,000
Expand pretrial interview staff $38,300 191,500
Expand District Attorney and Public Defender Staff $88,500 442,500
TOTAL $18,038,625

Costs Associated With Existing Strategies ( beds)
Average Total for
Cost Element Per Year Five-Year Period
Construct ( ) High Security Beds @ $ ( ) /bed -
Construct ( ) Lower Security Beds @ $( ) /bed -
Construct { ) Work Furlough Beds @ $( ) /bed -
Inmate Care Costs @ $( )/day (x 365 days/yr)
Plant Maintenance and Utility Costs @ $( )/day
(x 365 days)
Security staff costs (for ( ) posts or ( ) staff)
TOTAL
Costs if Alternative Strategies Are Implemented (_____ beds)
Average Total for
Cost Element Per Year Five-Year Period

Construct { )} High Security Beds @ $( ( )/bed -
Construct { ) Lower Security Beds @ $( )/bed -
Construct { ) Work Furlough Beds @ ${ )/bed -
inmate Care Costs @ $( )/day (x 365 days/yr)
Plant Maintenance and Utility Costs @ $( )/day

(x 365 days)
Security staff costs (for { ) posts or ( ) staff)
Expand program staff
Expand District Attorney and Public Defender Staff

TOTAL

By following the techniques outlined in this chapter, you will have quantified the cost
impact of following existing incarceration sirategies in future years as well as the
potential to reduce future capital and operations costs by implementing alternative
programs and/or system operating improvements.

Once these differentials have been quantified, you should review them in detail with
the Advisory Committee to develop recommendations covering program and facility
strategies for your county’s decision makers.

The next, a.-d final, chapter in this handbook outlines the content, organization, and
presentation of the results of your entire analysis of corrections needs.
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3.7 Step 7:

1 Document
Corrections Needs
in a Final Report

Introduction

Contents of the Report

Executive Summary

County Corrections
Meeds Assessment
Final Report

Chapter 1: How Have County
Population and the Cerrections
System Been Changing?

The product of Handbook Three is a report to the Advisory Committee and policy
makers regarding the choices that must be made before county detention facility plans
can be finalized. The report identifies directions for the corrections system for years to
come. Thus, it needs the review and approval of the corrections system, the Advisory
Committee and the Board of Supervisors.

In organizing this report, lead readers through the six major steps which you took to
determine facility needs and impacts of alternative programs. To make your report
easier to understand, include graphic or tabular representations of major trends, needs
and options. You may wish to organize the chapters to answer a series of questions as
suggested in the following topical outline.

Start the report with an executive summary focusing on major findings and policy
decisions. Include the “mission statement’’ developed by the Advisory Committee (see
Chapter 2.3) and one or two paragraphs on each of the six main steps.

In the first chapter of the report, describe the results of your analysis of county and
corrections system trends and characteristics which have influenced planning assump-
tions about future change. Trace these trends over the preceding ten years. Include the
following information;

« General county population growth over the past ten years.
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Chapter 2: Who Is
Incarcerated?

Chapter 3: How Extensively Are
Programs Used to Limit Jail
Population?

Chapter 4: If the County
Continues Current Policies,
How Can We Expect the
inmate Population to Grow?

o Observed changes in population composition and trends that could relate to
increases or decreases in criminal activity.

« Major trends in felony and misdemeanor arrests over the past ten years. Show

changes in the pattern of offenses that might affect projections of either criminal

activity or detention facility requirements.

Trends in average daily population in each county detention facility and overall,

Indicators of shifts in the composition of the inmate population. These could

include comparisons of sentenced to unsentenced inmates as proportions of the

total inmate population, comparative increases in male or female inmates,

changes in length of stay, and the like.

Provide a detailed description of individuals who are currently incarcerated in the
county. Draw on the results of the jail profile to portray these characteristics. Include
the following:
o Offense characteristics, sentence status, length of stay, use of release mech-
anisms and the like.
o A perspective on inmates’ criminal sophistication in terms of current charges as
well as previous conviction and incarceration history.
o Special service needs of the inmates, as drawn from both the jail profile and the
inmate survey.
In describing the inmate population, focus on those elements that are directly related
to potential alternative programs and processing improvements that you are going to
ask policy makers and the Advisory Committee to consider.

Review county performance in using programs which can reduce detention facility
requirements. At a minimum, discuss the extent to which misdemeanor citation policies
have been implemented on a uniform basis in the county and the specific steps taken
to implement pretrial release programs including bail, 10 percent bail, OR release,

supervised release, and diversion.
Trace the performance of pretrial release programs in the recent past. Show the extent

to which county policies have expanded or restricted in response to changes in number

of arrests or types of offense.
Provide indicators of current performance in court processing and sentencing alterna-

tives in light of the analysis completed in Step 4 (Chapter 3.4).
Conclude this chapter with a review of findings about overall county response to
growth in both population and criminal activity. Answer such questions as these:
» Have pretrial release programs expanded at a pace consistent with, greater than,
or less than changes in arrests and bookings?
o As volume has increased, have court processes kept pace with demand for
timely adjudication of individuals in custody? -
o As criminal justice system volume has grown, have sentencing alternatives been
available to provide adequate alternatives to incarceration for selected convict-
ed offenders?

Present the inmate population projections that were based on the assumption that
existing incarceration strategies would continue. Provide information on the following:
« Major assumptions underlying the projections.
» Methadology employed in the projections.
o Projected inmate populations during the planning period.
Convert those population projections into specific requirements by type of facility,
compare them to available facility resources, and note deficiencies over the planning
period.

snimam

e et ot sy

g i e

T

3.7 Step 7: Document Needs in a Final Report

Page 3
a

Chaptei: 5: How Will the Inmate
Population Grow If the County
Changes Certain Practices?

Chapter 6: What Are the

Planning Issues Which Need To
Be Resolved?

Appendices

Summary and
Conclusion

ili;);trr;)lfe::e;czsme dtitai! the potential impact of alternative programs and processing
on the inmate po i i
ol population expansion faced by the county. Include the
o The potential impaq of gach alternative program on facility requirements oper-
a::ng costs, and capital improvement cost-saving opportunities '
o The costs, both quantitative and subiecti insti .
jective, related to institutin i
program or operating improvement, ’ B each potenta
!n presenting your analysis, follow the same steps you covered in Chapter 3.6 and
point out the potential benefits and drawbacks of implementing various progra.ms

tl; eﬂj: J\I[I::(I) rs;atgion of tz/our re[::’ort, list the key planning issues which policy makers and
ommittee nee i ing i
ine Adi to consider. In general, the following issues should be
o Resolving trade-offs between facilities and programs.

o Settlmg ona spfeciffc set of facility projections for the planning period—either
accepting or rejecting the program adjustments and operating improvements
that you have evaluated,

o S:ttlng up a continuing mechanism to insure implementation and monitoring of
chosen program changes (such as a permanent Advisory Committee)

_lrrz)clixde a ;election of the back-}lp data which support the conclusions you have drawn
eep the reader from bogging down, put most of this material in appendices. ‘

;Teflltsll tf:gj;;r :ogionka thg needs assessment process concludes with reporting on the
: —and making decisions — i jecti iderati
o an g about—your analysis, projections and consideration
o Tlhte rc;ext lsteps, presentfed .in Handbook Four, involve assessing the feasibility of
cliity development and finding the best facility option for your county to pursue
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Handbook Four:

Determining the Feasibility of

Developing a Correctional Facility

4.0 Introduction to Handbook Four

4.1 Step 1: Establish the Need for Facilities: The Preliminary Program

42 Step 2: Evaluate Existing Facilities for Continued Use,

Remodeling or Expansion

4.3 Step 3: Develop and Consider Facility Options

4.4 Step 4: Consider Consolidated Correctional Facilities

4.5 Step 5: Calculate Construction and Operating Costs

4.6 Step 6: Pursue Funding Sources and Strategies

4.7 Step 7: Select the Most Feasible Option
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Who Will Use
- Handbook Four

4.0 Introduction to

ook Four

Primary Users
Project Manager
Planning Team
Task Forces

Secondary Users

Advisory Committee
Board of Supervisors

Handbook Four will help to determine whether or not it is feasible for your county to
build the facilities it needs. Now that you have examined the operation of your county’s
corrections system, studied the impacts of justice system programs, and projected

needed capacity in light of possible alternatives, it is time to figure out how and where
to accommodate identified needs.

Handbook Four will help to:

o Establish how much space is required in a new or renovated facility (Chapter
4.1).

» Evaluate existing facilities to determine whether they are adequate for con-
tinued use or capable of being remodeled or expanded (Chapter 4.2).

Consider the options that may be available for correctional facilities (Chapter
4.3).

* Determine whether a consolidated (or regional) correctional facility would
make sense (Chapter 4.4),

Calculate the costs of building and operating a correctional facility (Chapter
4.5). ‘

o Explore the sources of funding that may be available and develop a strategy
for obtaining both money and community support for the project (Ch_apter 4.6).

+ Select the most feasible option for accommodating corrections needs,
whether that entails a new, expanded or renovated facility (Chapter 4.7).

This handbook will help you to structure your analysis of the options available for
accommodating corrections needs in effective and affordable facilities.
These options include:

» No major changes required.
« Renovation of an existing facility.
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» Addition to an existing facility. , 401 Step 1 . EStabiiSh

o Construction on a new site.

» Construction of a consolidated or regional facility. " i | the Need fOE“
An early step in the feasibility study will be to develop an estimate of how much space ‘
will be needed in detention facilities in the near and longer term future. This will be a , F aciiiti es

preliminary estimate for the purpose of exploring various options and will be refined ‘ '
greatly during the facility programming phase (see Chapter 5.2). i

Once space needs are established, the next step will be to evaluate existing county ;
jail facilities in terms of their physical condition and capabilities. This effort will benefit
from some expertise in construction, engineering and/or architecture. Help may be
obtained from the county’s public works or building department, a building inspector,
the fire marshal, and/or a consultant.

Another aspect of the evaluation of your jail is its ability to satisfy state and national
standards as well as the county’s goals. Here, it is important to be familiar with standards
and trends in correctional practices and designs (¢afer to Chapters 1.2 and 1.3). Help
in determining how your jail does—or could, if renovated—perform in terms of stand-
ards and goals can be obtained from the Board of Corrections’ jail inspectors (or the
Nationa! Sheriffs’ Association audit system or ACA Commission on Accreditation’s
evaluation process; (see Chapter 1.2). )

Arrange to visit other jails which have been recently built or renovated, if you haven't
already done so as part of your exploration of advanced practices. These may stimulate
ideas about what can be done. (See Chapter 1.3 for recommendations of jails to visit,
or ask the Board of Corrections).

If your early assessment of the possibility of consolidated (regional) operations and
facilities between your county and another city or county was positive or promising,
a special task force should study this option. Help with legal and organizational issues

will come from the county legal counsel and administrator, with advice on intergovern- ‘ R
mental relations available from intergovernmental bodies such as a council of govern- ' WhO WI” Use Primary Users
ments (COG) or local agency formation council (LAFCO). ' Tﬁ‘iis Ch t bro

To properly evaluate options, it is necessary to assess their immediate and long-term - : ap er PerJEFt Manager
costs. For construction costs, seek help from the public works department and a con- ' Taas"’(“:c‘ﬁ;eé(‘;;

struction contractor or architect who is familiar with current correctional facility costs
as well as local conditions. For operating costs, assistance will be available from the
county administrative office or budget analyst, working in coodination with the jail
administrator. ' ’ s

A Finance Task Force may be required to explore avenues of funding. Again, county | nﬁ‘@d uction To select an effective and feasible option for facility development, th
administrators, budget analysts and legal counsel can be of help. Since the acceptability a clear, if preliminary, picture of its needs and the dem : it "n tlacounty must ha}ve
of certain options may depend on official and public support, the Board of Supervisors i This entails the development of a preliminary pro raanr: ;' tW| place on th.e facl::l!ty.
as well as members of the Advisory Committee should be involved. You may wish to pass’ at the programming process detailed in Chaster 5.2 atement, which s a “first
form a Community Relations Task Force, as mentioned in Chapter 2.1 to handle media The preliminary program should briefl " 2. '
relations and develop community support. Review of zoal o y cover the following topics:

The final result of the work done in this handbook will be an evaluation of the v of goais and objectives.
feasibility of your project. This will be done by the Planning Team and presented to the (Eapacnty projections (by facility type) over the planning period.
Advisory Committee for deliberation. Their recommendation will be passed to the List of programs and services the jail runs or wishes to run.
Board of Supervisors for a final determination. : 1{ g:s:lnn;ir;)z:geeiti?z'netﬁf sp;ce nt;eds for each function (based on the rules of
: nted in this chapter).
If the county is considering including related justice or administrative facilities, such

; as courts, law enforcement, district attorney’ i i
{ y’s offices or the like
B o like, their needs must be

Review is
| of GO&IS and This is one of the times when the mission statement, developed in Chapter 2.3, should

. L 3
‘ Ob ! ectives be .rewewed. From the mission statement and list of correctional goals, review those
; J which relate Eo operations and conditions in the jail, If little was said aboult these factors,
: use t!\e techniques presented in that chapter (along with a review of standards and Iegall
) reqmre.zments from Chapter 1.2) to develop a concise statement of the major goals and
ObjeC.tIVES for the jail. These will form a basis for evaluating the existing facility and f
: | planning any needed new facilities. yanaer

i ¢ [ List the goals and objectives in the followi i
! . ing spaces in orde fori i
impo t first. 8 sp rder of priority with the most

| Corrections Staff
‘ Planning Consultant (2)

I

=
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Figure 4,1-1: List of Major Goals and Objectives

Review Capacity
Projectings

10.

(Etc.)

i jecti j i dified by the use of alternative
Capacity projections for the plarning period (as mo the
pr(f:;rarrz's)pwere one of the products of Chapter 3.6, Those projections, broken down
by facility type, should be recorded here,
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Figure 4.1-2: Jail Capacity Projections

List Jail Programs and
- Services

H
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Bed Space Needs by Year
Facility Type 1st 2nd 3rd 4th (Etc.)

High Security
Lower Security
Work Furlough
Medical Service
Mental Health

TOTAL

Programs and services to be offered in the jail will have considerable impact on the
space that must be provided. Refer to Chapter 3.2 which discussed programs and
services and review California minimum standards and other national standards for
programs to consider. In addition, consider the list of possible programs presented in
Chapter 5.2.

List on the following chart those programs which will probably be offered in the jail
during the period covered by this planning project.
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Figure 4.1-3: List of Jail Programs and Services

Estimate Space Needs

10.

(Etc.)

This section offers rules of thumb for preparing preliminary space needs estimates. The
rules of thumb are based upon state and national standards together with studies of a
number of recently constructed facilities, Ranges of space provision are presented and
guidance provided in choosing where in the range your future facility may fit. This will
allow you to develop a reasonable picture of space needs for functions to be accom-
modated in the jail.

Your estimate of jail space needs will provide you with a means to test how usable
existing facilities and sites are, and also to establish budgets or identify potential areas
for cost savings. .

If you are considering renovating your jail, some spaces may have to be compromised
tosmaller areas than standards require or than are really workable. While variances may
be requested in relation to standards, loss of operational efficiency or effectiveness can
be one of the drawbacks of jail renovation. However, do not siart by compromising.
Develop a picture of needed space and compare the possibilities offered by renovation
(see Chapter 4.2 for facility evaluation methods).

Before presenting the space needs calculations, concepts of “net” and ‘‘gross’’ area
and space “efficiency” are explained.

e
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Net and Gross Area

Efficiency Factors

Preliminary Estimates

Figure 4.1-4: Relationship Between Capacity and Space
per Bed®
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Each Letter Represents a Surveyed Facility Program
*From Surveyed Facility Programs

Area calculations start in “/net”—or usable—square feet. Net area includes that space
actually available inside of the walls. People who use various spaces in a building
perceive their usable area. A calculation of net area, however, makes no alfowance for
general circulation space, wall thicknesses or mechanical rooms, all of which need to
be included when estimating the actual area required. That total is called "‘gross’’ square
footage and represents the actual area to be constructed.

The ratic (or percentage) of net area divided by gross area is called the “efficiency”
of the building. The higher the number, the more efficient the building. If the building
were 100 percent usable, which is, of course, impossible, the net and gross areas would
be equal and the efficiency factor would be 1.0. Even well-designed jails are not
“efficient’” compared to other buildings because of jails’ generous corridors, special
surveillance spaces, thick walls, special mechanical areas and so forth.

While your jail building’s actual proportion of usable and gross area depends on its
design (and cannot be determined until that stage), a reasonable goal to aim for is
efficiency in the range of 60 percent (or a factor of .60). Actual efficiency may vary
from 55 to 65 percent, with the higher number more efficient. To obtain the gross area
which represents 60 percent efficiency, the net area is divided by .60 (or multiplied by
1.67, the figure used in the space needs calculations which follow).

As you will see in the calculations, the range of net areas runs from a minimum of
148 to a maximum of 328 net square feet, depending on what is included. When these
figures are translated into gross area, the range runs from 247 to 548 square feet. (This
range is broader than occurs in real life, since no jails have either the minimum or the
maximum provision of all types of space. More realistic ranges run from 356 to 450 gross
square feet per bed.)

The figures provided here are for preliminary estimates only. Final space needs cannot
be determined until a detailed program is completed (see “Facility Programming"’,
Chapter 5.2).

The rules of thumb are based upon square feet per bed (SF/bed) in the facility. The
footnotes provided for each of the types of space explain the basis of the ranges of
square feet per bed and allow you to choose a figure or range responding to conditions
faced at your facility. You may not need to provide certain types of space if those
functions are already housed or can be accommodated elsewhere. For example, if
administrative offices are in the sheriff's office, little space need be planned here.

Note that there are economies of scale for some types of spaces but not for others,
That is to say, some areas are not directly dependent on capacity while others are
proportional to capacity. For instance, while each inmate will require the same space
for sleeping and dayroom activities, laundry or food service may need to grow by only
one-third or one-half for a jail capacity of 200 compared to one with 100. Generally,
there appears to be a moderately clear refationship between a jail’s capacity and its total
area per bed, as illustrated in the accompanying diagram.

Use Figure 4.1-5, “Space Needs: Preliminary Calculations,” to obtain a rough idea of
how much area will be needed in the jail. For each type of space, there is a range of
"area per bed"’; this is the number of net square feet (SF) for each inmate that your
facility will be designed to accommodate. Before you fill in the part of the chart for each
type of space, read the corresponding footnotes. These explain what the ranges are
based on. In cases where the footnote indicates that the space per bed is more or less
for certain types or sizes of facilities, you should use a narrower range than the one in
the columns. In determining ranges of space provision, be certain to involve representa-
tives of the various operations accommodated within the jail.
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Figure 4.1-5: Space Needs: Preliminary Calculations

{Note that the “number of beds" for each kind of

residential sleeping room will, when added together,
total will then apply to all types of spaces other than sleeping rooms.}

equal the total number of beds in the facility. The

NET SF/BED NO, OF RA:S;—C:_Z SF
TYPE OF SPACE (notes) BEDS
Sleeping Rooms: i
60-80 (1)
Single Occupancy Cels: S i
Beds in Multi-Occup. Cells: : " -
Beds in Multi-Occup. Rooms: 0-60
Day R S: 35-70 (4) -
ay Rooms:
i 8-30 (5) -
Intake/Release/Processing: 3
83 (6) -
Central Control:
3-10 (7) -
Administration:
7-2 (8) -
Staff Stations:
612 (9) -
Visiting/Lobby:
16-50 (10) -
Program Space:
3-10 (11) -
Indoor Recreation:
5-12 (12} -
Medical Services:
i 6-22 (13) -
Kitchen/Food Service:
Laund 1.5~ 8 (14) -
aundry:
i 8-19 (15) -
Receiving/Storage/Maint.:
TOTAL NET SQUARE FEET: s (16 i
For facility with all single cells: 1
For facility with 50% single cells, 50% mult, rms.: 148-318 (16)
» Notes following Figure 4.1-5 clarify the basis for the net sf/bed ranges.
Multiply total net square feet times “efficiency factor'’:
All Single Cells . 167 _
Low Ran: net square ft. efficiency factor gross square ft.
X 1.67 _
High Range: net square ft. efficiency factor gross square ft.
50% Single Cells . 167 ) |
Low Renge: net square ft. efficiency factor gross square ft.
X 1.67 -
High Range:

RANGE OF TOTAL GROSS SQUARE FEET:

net square ft.

To

From

efficiency factor

gross square ft.

Notes for Figure 4.1-5

(1) The California “Minimurm Standards for Local Deu?n.ﬁo
(pre-arraignment, safekeeping, inmate workers) and minimu

on Accreditation for Corrections (referred to as

n Facilities” (referred to as “CA Min.

“#CAC") recommends a minimum of 80 SF when con

# below) mandates a minimum of 60 SF in Type | fac.ilit‘ies
m of 70 SF for Types I} & li! (post-arraignment, during trial, serving sentence). The Commission

finement exceeds 10 hours per day.
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Figure 4.1-5: Space Needs:
Preliminary Calculations, continued

(2) CA Min. mandates a minimum of 35 SF per person and no more than 8 people per cell. CAC recommends 50 SF per person but allows multiple occupancy
only in existing facilities.

{3) CA Min. allows rooms to accommodate up to 16 sentenced inmates with at feast 50 SF each,

(4) Ca Min. requires dayrooms in all Type Il & iit facilities with at least 35 SF per person; this may be part of cells or rooms. American Public Health Association
{APHA) calls for at least 39 SF per person for dining and dayroom activities. Many recent facilities have more generous dayrooms (some of which
accommodate other activities) which may have as much as 100 SF per person,

{5) SF standards do not exist. Most facilities surveyed have between 13 and 30 SF per jail bed, with no clear relationship between total capacity and amount
of intake area per bed. The variation may be due to the number of halding cells, related services or amount of storage provided at that location.

(6) Based on surveyed facilities, there is no apparent correlation with capacity. Variation can be due to numbéer of functions handled at central control versus
unit or floor control rooms,

(7) Surveyed facilities and Washington State Jail Commission (WSJC) standards suggest that more administrative space per bed is needed for small jails (10
SF/bed for capacity of 25) than large jails (2.9 SF/bed for capacity of 1200). This can also vary depending on whether the jail shares administrative space
with the rest of the sheriff’s department.

(8) Most surveyed facilities have 48 to 96 beds per staff station.

(9) Surveyed facilities and WSJC standards suggest more visiting space per bed for smaller jails (10 SF/bed for capacity of 25) than larger jails (6.1 SF/bed
for capacity of 25). Variation can be due to provision of contact visiting space or scheduling of visiting hours (more hours of operation, fewer spaces needed
to provide same number of visits).

(10) Most surveyed facilities have 16 to 25 SF/bed; one has 54 SF/bed. These are rather highly programmed facilities. The list of programs created earlier
in this chapter should be reviewed to determine how much space is needed to accommodate them.

(11) This range is for indoor recreation and is based on only a few facilities. How much indoor recreation space is needed for your county depends upon
climatic conditions, outdoor provisions, and the number of post-arraignment inmates, CAC recommends at least 1500 SF for outdoer recreation with more
for jails with a capacity greater than 1. inmates.

(12) Surveyed facilities and WSJC standards recommend more space for smaller facilities (10 SF/bed for capacity of 25) than larger facilities (6.43 SF/bed
for 1200 capacity). CA Min, mandates provision of an infirmary and a medical exam room with at least 100 net SF.

(13) Most surveyed facilities are at the lower end of the range, less than 13 SF/bed. Smaller jails tend to have more food service space per bed. The American
Public Health Association recommends 7 to 9 SF/bed. The National Sheriffs’ Association recommends 10 SF/bed for small jails, less for large jails. This will

vary considerably depending on local conditions, with possibilities for the jail either to be serviced from another 24-hour, 7-day-per-week-kitchen (which would
eliminate much of the space requirement) or to serve other institutions (which would require more space).

(14) Surveyed facilities range from 1.4 to 7.6, with most in the middle of the range. WSJC standards recommend a range from 7 SF/bed for capacity of 25
to 1.66 SF/bed for capacity of 1200. As for food service, this depends on the possibility of shared services.

(15) CA Min. mandates 80 cubic feet of storage space per inmate (excluding receiving and maintenance). Actual provisitn depends on supply logistics and
reserve stocks to be held.

(16) These ranges are very wide since no facility has the minimum or maximum area/bed for all or even most types of space. A more realistic net SF rarige
is from 210 to 279, with gross SF ranging from 350 to 450 SF per bed.

Preliminary Estimate of Parking
Needs

Summary and
Conclusion

Numerous factors will determine how many parking spaces your facility will need.

These are detailed in Chapter 5.2. While there are no formulas for deriving a preliminary
estimate of the required number of spaces, the following vehicles or users should be

anticipated:
¢ Number of staff on the two largest consecutive shifts.

o Number of visitors anticipated at one time (depends on number of inmates and

extent of visiting hours).
Access to and ardequacy of public transportation.
Other departments housed on the site.

o

port).

of existing facilities to meet these needs, with or without renovation.

Provision for service vehicles (law enforcement, trash, delivery, court trans-

Having completed the tasks in this chapter, you have developed a preliminary descrip-
tion of county needs for jail facilities. The next chapter allows you to assess the ability
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4.2 Step 2: Evaluate
Existing Facilities
for Continued Use,
Remodeling and
Expansion

Who Will Use
This Chapter

Introduction

K

Purpose of the Evaluation

Primary Users

Project Manager
Planning Team and/or
Evaluation Task Force

There are several options your county can consider for use of its existing jail:
o Use the facility as is.
s Make minor or major renovations.
o Build minor or major additions.
¢+ Use it along with another existing or new building.

Although your county may believe it cannot continue to use its detention and correc-
tional facility, an evaluation of the facility may prove otherwise, particularly if justice
system changes developed in Handbaok Three limit or change the detention popula-
tion.

This chapter takes your county through the building evaluation process. First, it spells
out the purpose of an evaluation and describes which people should do the evaluating
and what general and focal issues they should address. Then, it spells out evaluation
methods: taking charge, reviewing other evaluations, determining criteria, reaching
agreement and prioritizing needs, estimating costs, and reporting back to the project
manager. A “Facility Problem and Solution Checklist’’ is provided to use in the evalua-
tion.

The primary purpose of evaluating your existing detention and correctional facility is
to determine whether or not it has potential for some level of continued use. This
potential depends on whether or not it can satisfy correctional standards and legal
requirements (Chapter 1.2), your county’s goals (Chapter 2.3), and your county’s
program objectives and needs (Chapter 4.1),

Although your county may have a good idea of what it will learn from the evaluation,
there can be surprises which may help you decide whether to renovate, construct
additions, or replace the facility. Therefore, the evaluation must be objective and
comprehensive,
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The Evaluators To evaluate your facility, your county has three choices. You can charge the Planning
Team with this task, commission consuitants with expertise in engineering, architecture .
and corrections, or form an Evaluation Task Force. Factors to consider in deciding who
should conduct the evaluation include how thorough an evaluation you want, the
availability of appropriate personnel, financial resources and time.

Regardless of which group conducts the evaluation, select its members carefully.
Choose people with expertise in different areas, including day-to-day operatior of the
jail, construction, architecture, engineering, fife safety, and cost analysis. The group
should be small enough to function as a working team but large enough to include at F f th E I
least one person who is well informed about each prime area. ! oCus o e { . .

The evaluators might be chosen from among the following: correctional officer and : va uatlon Ir} ad;i ltloln to the general ssues described above,
administrator (who work ir: the facility), budget analyst, planner, public works official, ‘ nine focal areas. These are derived from state law
county health or sanitation official, local fire marshal, engineer, architect, an interested
citizen or community leader, and, if possible, an inmate or former inmate. Additionally,

\\ your county may request assistance from a Board of Corrections field representative. Buildin

; g Soundness and

I'n' considering future needs, many variables must be examined. Can the existin
facu.llty grow or change? Although multi-person cells are permissible now they may n %
be.ln. the futL{re. Could the facility adapt to such a change? Are site or’ientationyan%
building configuration compatible with conversion to passive or acltive solar er’ue
systems? Could air conditioning be added by using the existing duct system or woLglzil

J Cti p y- y
major constru tion WOlk a“d expense be necessar ? Could ou add to |”take, VISItlllg,

e e o et et

the evaluation should concentrate on

f hese s and national standards together with
furxctxonal and design issues which are likely to reflect vour county’s concerni You may
. wish to add other focal areas that respond to the local situation.

Consider how adequate, safe and sound are the facility’s structural, mechanical, electri-

If the Planning Team will conduct the evaluation, it may choose to invite some of the ‘ Adaptabilit

i i i : a0il R
pzzp(l)t; ltlﬁteez \t:hfllaetli%no(r;uycc;‘u ;:a:zvce:zozﬁ r:o m;e ;rﬁz?jf;:a::d e;i;irh?ngrlfc;rr;eﬂsr Y Zc\::ld ang_ pr:umbmg (sewage and water supply) systems, Which walls are load bearing
p gating y: . ! which are partitions that could be more easily moved? Can appropriately sized

spaces be created within existing physical constraints {for example, load bearin

walls' ).? Is the facility adequately braced to withstand earthquakes? Is the’re easy accesi
Fo critical parts of the plumbing system? Can the electrical system be added to so that
it can support future equipment requirements? Engineers and architects should have

Alternatively, the consultant could develop the evaluation instruments, the county couid
collect the data, and then the consultant could analyze and interpret the data.

General issues for While some evaluation issues will be of special concern to your county, others should chiof e :
E H f n be addressed by every county. Every evaluation should address compliance with state tet responsibility for answering these questions.
vaiuatio laws and respond to capacity projections, goals, objectives, and future needs. Each of

these topics is discussed below.

Standards and Legal Your county must comply with state standards and faws that prescribe practices, condi-
tions, types and amounts of space. For instance, although there may be enough beds

Requirements
for all projected inmates, the renovated facility may have too little space per person to ‘
meet minimum legal requirements. Or, while your county may not view as a problem : |
extremely low light levels in residential areas, the law prescribes minimum light levels. ; !
{See Chapter 1.2.) : ' : .
P f% ; Fire and Life Safety Are all building materials and furnishings in i o .
‘ | oo, & materials and furnishings in inmate areas fire resistant? Does the facility
Capacity Projections Can the existing facility house the projected number of inmates of each type (for : alaremso e; conckernmg the number and locations of points of egress, fire extinguishers,
eéxample, presentenced adult females)? If the answer is no, the task force should attempt ‘ exam 'I:n 5':;10 e removal systems? If not, what is necessary to meet the codes? For
to determine what combination of renovation and new construction would meet pro- f exits l;))e ;;:iid?e‘;ﬁ at| IeaslthWO means of egress from all occupied areas? Could secure
jections. oo ¢ The local fire marshal should help explore these fire and safety ques-
Goals and Objectives Goals and objectives, including those identified in the mission statement, should be \ >
reviewed to determine which ones the facility currently accommodates and which ones ;
could be satisfied by renovations or additions. i
For instance, one goal may be to provide surveillance from a single control point. To ‘
assess the facility’s current performance, determine whether all the cells in the existing
facility are visible from a guard post. If not, would surveillance be possible with renova-
tions to an existing post or by relocating a post within the existing structure?
Or, while total square feet and number of beds indicate enough space per person,
sleeping areas for sentenced offenders may house more than one person. If the county , Secuy rity and Safety
wishes to follow the recommendations of many criminologists, it will look to see To what extent does the building facilitate order and control; prevent escapes, break
whether or not the existing facility could be made to provide single cells for all inmates, tns (to break inmates out) and mass riots; and minimize attacks on inmates and staff?
Is there now or is the building amenable to incorporating an adequate communications
o . . - = s'ystem, an electronic surveillance system, and a mechanical locki f i
Future Needs Future needs and flexibility must be considered since a renovation or addition can add tial areas? Can “problem*’ inmates, such as those prone to violenncgeszﬁiecr'rc‘i or residen-
, suicide or escape

many years to the life of the facility. Correctional programs and populations, laws, and
judicial practices are likely to change considerably. Hence, the facility should accom-
modate desired programs and projected populations for a defined period after present
changes are made. If the investment is to be large, the facility should serve as more than
an interim solution.

" be kept in separate, more secure areas? Are all intake, residential, activity and circulatio
areas secure an.d easily observable? Is there a secure perimeter around all inmate areasr;
Are Itgu;re provisions for physit_:ally handicapped inmates and visitors? What changes;
,‘ } — : wou d ave to bg n:lade t(? satisfy these concerns? Architects, security staff, electrical
a . ¢ the Handicapped engineers, and criminologists can make these safety and security determinations.
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Separation

R Y
\,(Erdsenlented N
—~ Females

Comfort and Humane
Conditions

Appropriate Spaces for
Programs and Services

Does or can the facility enable a classification plan to be carrieq out? Can d|fft(ejrgnt
population types—males, females, juveniles, adu|t§, presuntenced and sente‘nced. in-
mates—be kept separated? Can special classes of inmates, suf:h as th9se being };sa-
plined or the mentally disturbed, be separated? s the facnllty. flexible erough to
accommodate increases and decreases of each of these populatl.on types?

How many inmates share each sleeping, dining, living and bathing area? How m;ny
residential units are there? Can “small” units (of eight to twenty-fou!') be accommodat-
ed within the existing facility? Are physical and acoustical sepa.rapons be}ween areas
adequate to facilitate management and control as well as.tc? limit interaction l?e:twgen
residential units in case of a disturbance? Jail staff, admlplstrfitors, and classification
officers, along with architects, should study these separation issues.

How adequate is the heating, air conditioning, anq Yentilation (air flow, fre.sh air, allr
quality)? How is the artificial lighting—is there a minimum of g}arg anc.:l are hgh‘td |evg si
appropriate for work, sleep, or surveillance? Is there natfxral lighting in all resi entla2
areas? Is there too much noise in staff work areas, residential areas, and program areas?
How much space is there per inmate for sleeping and living (dlm.ng,'TV) in each typ:
of cell, room, or dorm? s there enough space to accommodatg aFthltIES, programs, an

recreation? What are the conditions of the materials and furnlshl.ngs of the spaces used
by inmates? Is there adequate separation between eating and .todgt areas? These issues
should be evaluated by engineers, architects, and jail staff, with input from other staff

and inmates,

Is there adequate space for jail functions (intake, booking, holding, ad.n.ﬂnistrati(.)n, food
service, laundry, storage, sleeping, activities, and programs)? if the facility must lqcrgas?
the residential area to accommodate more inmates, will other areas be adeguate in size?
Are the spaces appropriate, or can they be remodeled so that they are suitable for an.d
supportive of their functions? (For instance, there may be adequate square foo.ta‘ge. in
dayrooms, but if they are very long and narrow, they will noF be conducive to socializing
and shared activities.) Can acoustical privacy be obtained in spaces used fo_r interview
or counseling? Do the residential areas allow for a degree of privacy? Jail staff and
architects should respond to these questions.

S A B

From National Clearinghouse for Criminal Justice and Architecture, Harris County Corrections Plan.

T PN UM postimeverm
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Sanitation

L g vy e .

Configuration Not Conducive to Sanitation

Efficiency

tobby s==+  Visiting o-i- Residential

Efficient Relationship

; =
Lobby Residential Visiting
! bl
L )
Inefficient Relationship
Scale

Other Issues

Method

Choose a Leader

Review Previous Evaluations

Evaiuate Your Facility

Are there adequate provisions for staff and inmate toilets in residential, intake, program,
activity, and recreation areas? What provisions are there for bathing in intake and
residential areas? Can inmates obtain privacy for hygiene? Can residential, intake, din-
ing, food service and preparation areas be thoroughly cleaned? Can vermin be prevent-
ed from infiltrating residential, intake, food preparation, storage and dining areas? The
evaluators should consult inmates and appropriate jail staff about these sanitation
concerns.

Are the relationships and circulation paths between areas logical and efficient (for
example, lobby near visiting, dayrooms near cells)? Are the most frequently traveled
routes relatively short? Could the facility make do with fewer staff if the layout were
more efficient? Jail siaff, administrators and architects should help answer these ques-
tions.

Is the scale of the residential areas oppressive and instituyonal? If so, could large areas
be subdivided to better accommodate individuals and small groups? Can different areas
reflect different security levels by using a variety of building materials or configurations?
(See the section on “Normalized Environment" in Chapter 1.3.) An architect can help
with these questions of scale,

If there are other issues and concerns that have been identified during the planning
process that are not covered above, you may wish to ask questions about them in your
facility evaluation.

To begin, the evaluators should select a leader—perhaps the project manager—who
will ensure that an evaluation plan and timetable are established and followed.

Before conducting your county’s evaluation, the evaluators should review previous
audits and evaluations to learn of problems that have already been identified. These
records may consist of Board of Corrections jail inspection reports, grand jury reports,
and those from the state or county fire marshal and county building inspector. If your
county has gone through an evaluation using the National Sheriff's Association (NSA)
audit system or if the Commission on Accreditation for Corrections has conducted an
accreditation visit, study these, too, If not already used, audit system materials may be
ordered from NSA (see Chapter 1.5).

Your facility should be examined to determine how well it responds to relevant laws,
capaciiy projections, goals, objectives, standards, and future needs, as described above,
While you are only compelled to deal with issues and concerns mandated by law, you
will undoubtedly identify additional functional objectives and concerns to evaluate.
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Reach Agreement, Establish
Priorities and Summarize Needs

Estimate Costs

Prepare and Submit Report

Questions should be developed for evaluating each area of the facility. The questions
can be of two types.

o Does the area presently support desired functions? For example, does the recrea-
tion area facilitate exercise and serve as an outlet for tension? Is it secure and
easy to supervise?

e If not, could the area be effective if modified?

The “Facility Problem and Solution Checklist”’ (Figure 4.2-1) may be used as the basis
for your evaluation. You may use it as is, or modify it to correspond better to the issues
at your facility, or you may develop your own form. In any case, all evaluators should
use the same form so that all will be clear on what to look for. However, since some
evaluators will not be able to answer some questions, the evaluation leader should
assign sections of the form to evaluators (including consultants, if necessary) who can
answer them. For example, engineers should be assigned questions about structure but
not necessarily about convenience. Advice from appropriate resources should also be
obtained. For example, in evaluating the kitchen, the cook should be questioned.

Each area should be independently evaluated by more than one person and, when
possible, by people with different perspectives to ensure that questions are answered-
fairly. For example, the adequacy of dayrooms for specific activities could be studied
by a correctional officer, an architect, and an ex-offender.

Going from one part of the facility to another with the checklist, the evaluators should
independently consider each problem, identifying its presence, describing it, noting
potential solutions and ranking its priority on a scale from 1" to 5,” follows:

1 = lowest priority: not necessary to alleviate.

2 = low priority: would like to solve, after others.

3 = medium priority: try to solve.

4 = high priority: make considerable effort to solve.
5 = highest priority: vital to solve this problem.

After the individual evaluations are done, the entire task force should discuss and agree
upon the presence and relative importance of the problems. To accomplish this for each
area and concern, add together all rankings, then divide by the number of raters, List
the problems in descending order, with the most important first. Then, the evaluators
should discuss possible solutions to these most important problems, reach a consensus,
and develop a statement of the identified problems and needs, dividing them into
priority groupings. Depending on the nature of the solutions, some may be implemented
immediately. More extensive remedies should have their costs assessed and be held for
consideration along with other potantial solutions that go beyond the existing facility
(these are discussed in Chapter 4.3).

If after the evaluation continued use of the facility appears at least somewhat feasible;
roughly estimate costs. If several different approaches are possible, such as a major
renovation or a minor renovation plus additions, each of their costs should be figured
and compared with other options. Mare thorough and accurate cost estimates can be
conducted later (see Chapter 4.5).

The major problems with the existing facility, their possible solutions, and the rough
estimate of their construction costs should be briefiy discussed, Submit the report to the

Advisory Committee and the Board of Supervisors.
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Figure 4.2-1: Facility Problem and Solution Checklist

if your county has more than one type of an

area can be evaluated.

y area (such as two differently configured inmate sleeping areas),

make extra copies of this form so that each

II;?S: & EXISTING PROBLEMS POTENTIAL SOLUTIONS
Yes? Rank Description Description
INMATE SLEEPING AREAS
Enough beds {1 []
Size, potential for relocating walls [ ] [ 1]
Access to plumbing chases [1 [1]
Fire resistant materials [1 [1
Fire resistant furnishings [] []
Fire escapes [1] [1
Smoke alarms {1 {1
Smoke removal [ 1 [1
Control aver entry [] [1]
Secure from other inmates [] [
Handicapped provisions [] [}
Heating, ventilation [1 [1
Lighting
-quantity [ [
-quality (glare, etc.) {1 [1
Natural fight (sun) [1 [1
Noise [] {1
Toilets {] [1
-enough {1 [1
~condition [ ] [1
-privacy [ [
-furniture [1 [1 .
-equipment [] [
SHARED INMATE AREAS
Dayrooms
-existence [] ()
-no. shared by each [ [
-size (per person) [} []
-fire safety [] []
-adequate for dining [1] [}
-adequate for activities [} [1
-light [] []
-noise [1 []
-heating, ventilation [] (3
-proximity to cells [1 {1
~furniture (1] (1
Sailyport
-ample size {1 [1
-secure [1 [1
-surveillance {1 (1]
STAFF AREAS
Surveillance of;
—cells [1 []
-dayrooms [1] {1
~corridors [] [1]
-program areas {1 [




Handbook Four: Determining the Feasibility of Developing a Correctional Facility Page 8 Page 9

Figure 4.2-1 Facility Problem and Solution

i‘ 4.2 Step 2: Evaluate Existing Facilities for Continued Use, Remodeling or Expansion
i
1 Checklist, continued

Figure 4,2-1 Facility Problem and Solution
Checklist, continued ! ,

f AREA &
AREA & EXISTING PROBLEMS POTENTIAL _SOLUTIONS i ISSUE Yest EXISTING PROBLEMS ) POTENTIAL SOLUTIONS
ISSUE Yes? Rank Description Description ; es Rank Description Description
VISITING AREAS

Control of:
-cells
-dayrooms
-corridors
-fire escapes
-outside spaces
Secure control areas
Provisions for;
-breaks
-meals
-training
Restroom
Lockers
ADMINISTRATIVE AREAS
Sufficient office space
Appropriate spaces
Security
Staff training
Access (public lobby, etc,)
SUPPORT AREAS
Food Service
-fire safety provisions
-surveillance of inmate workers
-ventilation
-cold and dry storage
-cleanliness
-vermin control
-convenience to dining
Showers
-quantity
-privacy
~condition
-location
Residential units
-no. inmates in each
-no, of units
-provisions for separating population types
PROGRAM AREAS
Recreation
-indoor provisions, for what activities
-outdoor provisions, for what activities
Activity areas for:
~counseling
-group programs
-classes
-library
-vocational/crafts

P~ e e e
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Non-contact visits
Contact visits
Lawyer visits
Public parking
Public reception
Public waiting
INTAKE AREA
Adequacy for:
-search
-booking
-holding

-storing
-surveillance
-alcohol recovery
-OR program
-interviewing

-court assembly
Medical Service
-outpatient provisions
-inpatient provisions
Laundry

-adequate space
~ventilation

Trash Disposal

FACILITY-WIDE CONCERNS
Circulation

-efficiency

-security of routes
-convenience
-adjacencies among areas
Structural soundness
Adequacy of plumbing
Electrical system

-safety

-adequacy

Fire safety

-materials

-exits, egress

-alarms

-smoke removal
Security
-from within
-from outside
-communications
-pravisions for violent inmates

-processing (fingerprint, photo, shower, clothing issue)

[1 []
[] [1
{1 [
[] [ ]
[1 [
[1 [1]
[1 [
[] [1]
[1 [}
{1 (1]
L1 []
L] (1]
[1 (1
(1 [1
L] 11
[l [1
[1] [1]
[1 (1
[] [1
[1 [ ]
[ (1
[ 1 {1
[1 [1
{1 [
[1 [
[ {1
[1 ['1
[1 [}
[} [
[1] [
[ [
i1 []
[1 [1]
[] [
[] (1
[ [1
[] [}
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4.2 Step 2: Evaluate Existing Facilities for Continued Use, Remodeling or Expansion

Figure 4.2-1 Facility Problem and Solution
Checklist, continued
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Handicapped provisions
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4.3 Step 3: Develop
+ and Consider
Facility Options

Contoizdition &
Eher Uptumn

Determine € oty
& burdea.

Who Will Use

- This Chapter

introduction

Criteria for Evaluating
Options

The Options

Primary Users Secondary Users
Project Manager Advisory Committee
Planning Team and/or Board of Supervisors
Evaluation Task Force

Once the Evaluation Task Force has evaluated your existing facilities, your county will
want to look at many building-related options. Some of these involve continued use of
the existing facility (as is, with renovations and/or additions, or with another facility)
while others involve replacing the existing facility with a new one.

The criteria for evaluating the options are the same as those used for the existing facility
(refer to “General Issues For Evaluation” in Chapter 4.2). These criteria include compli-
ance with laws and standards, ability to accommodate your county’s capacity projec-
tions, goals and objectives, and flexibility for possible future change.

In addition to the criteria previously discussed, consider the initial and life cycle costs
of each alternative {see Chapter 4.5 on costs). The team will use cost comparisons to
help choose among options. To make these estimates, they may seek help from people
with expertise in cost estimation, construction, and design of correctional facilities.

There are a rumber of building-related options to consider at least briefly before
concentrating on the ones which appear promising. The options include:

o No construction.

e Minor renovation,

» Major renovation.

o Minor addition.

o Major addition.

Re-using another existing building.
Constructing a satellite facility.

o Constructing a new (replacement) facility.

a
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Of course, there are many combinations and permutations of thase options which
may deserve consideration. Some may provide interim solutions while longer range
plans are being developed. Each generic option is discussed below.

= m

5 ol ] Fmrn’

Bl B B , RH E EN R =
No Change Renovation Addition ’ Satellite

No Construction

Minor Renovation

Major Renovation

Minor Addition

Major Addition

Re-using Another Existing
Building

Replacement Facility

It is assumed that if you are reading this chapter, your county has some need for
construction or renovation.

If your facility evaluation indicates a close but not perfect fit between the existing
building and county needs, consider minor renovation. This entails relatively inexpen-
sive changes that can be implemented with a minimum of disruption. Included are such
alterations as covering “hard’’ surfaces (metal, concrete) in minimum security residen-
tial areas with “’soft’’ materials (carpet, acoustical tile, treated wood), adding fire exits,
and subdividing a large space into several small spaces.

If the findings from your evaluation disclose that much of your facility is sufficient, but
rather considerable changes are needed to meet present criteria, then your county
should consider a major renovation. This involves substantial (and often expensive)
alterations, such as inserting windows in load-bearing walls, constructing fire stairs
within an existing space, tearing out steel ‘“cage’ cells, or installing & new plumbing
system,

if there is a need for more space and the correctional facility is within a building that
houses other functions, your county could consider moving the other departments and
expanding the jail into that space. Existing attics and basements may also be renovated
to accommodate certain functions.

If your correctional facility is adequate except for some relatively small areas that cannot
fit within the existing building, your county may want to consider one or more minor
additions. Examples of minor additions are adding fire stairs next to existing residential
areas and expanding the lobby, ‘

If your building as a whole is adequate even though one or more of its areas needs more
space to accommodate specific functions, your county should consider major addi-
tions. For instance, this may involve adding a wing of residential units or a program area.

Another criterion must be considered for additions: how much room is there for
expansion where you need it on the site? When looking at the possibility of major
additions, currently occupied land should be considered as well as open space. Demoli-
tion and reconstruction may be cost-effective.

Furthermore, many government buildings are constructed to support future additional
Jevels. Study the building’s plans and structure to determine whether this is a possibility.

Explore the possibility of moving some functions that currently take place within the
correctional facility to another existing building. Necessary adjacencies must be consid-
ered since it is not wise to separate such functions as residential, programs, recreation,
and visiting. However, other functions can operate relatively independently; for in-
stance, intake services (in a large system), long-term storage or work furlough might
be relocated to other buildings. This would free space for remaining functions to
expand. For example, the residential area may take over the work furlough area, or the
kitchen may use the long-term storage area.
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Constructing Satellite Facilities

Constructing New Facilities

Combinations of Options

Interim Solutions

Sometimes, there are other advantages of relocating a function. For example, moving
work furlough to a separate facility can reduce the possibility of contraband being
brought to the general population. Furthermore, living in a more “normal’ environment
can facilitate adjustment to living in society after release.

Another option is to continue using the existing jail and add one or more additional
buildings. Satellites generally work best if they are designed for inmate sub-groups who
should be housed separately, such as pre-sentenced men, women, the mentally ill or
work releasees. Satellite buildings may be located on the same site, on an adjacent site,
or in a more remote location.

For more populous counties, a side benefit of using satellite buildings for residential
purposes is that these smaller facilities help keep down institution size, thus reducing
the possibility of the jail becoming unmanageable, impersonal, overwhelming, or dehu-
manizing. Furthermore, for minimum security and work furlough satellite units, con-
struction costs can be considerably lower than for maximum security housing. On the
other hand, operational costs of staffing, food service and so on must be evaluated as
some of these costs may be greater when operating more than one facility.

Transportation costs should be studied before deciding to construct satellite facilities,
particularly on outlying sites, since moving inmates between facilities can be expensive,
Because of transportion costs between detention and court, it may make more sense
for outlying satellites to accommodate sentenced offenders.

The most obvious option may be completely replacing the existing facility. This also may
be the best choice if other options are unfeasible. For example, a new facility may be
preferred if there is not enough space for necessary additions, if renovation costs exceed
new construction costs—or would not be worth the relative savings in terms of quality.

When considering a new facility, your county should look at two options: building
on the same site (with or without demolition of the existing facility) or building on a
different site. The direct and indirect costs of building on a different site should be
weighed, including transportation between the courts and the new facility as well as
ease of access for visitors and staff.

If you may be building on the same site, study interim housing arrangements to
accommodate the affected jail population. These include the use of portable buildings,
temporarily housing inmates in other jurisdictions, or building in stages.

Besides considering each of the options on its own, your county should review combi-
nations of options. Workable combinations include a minor renovation with a major
addition, and a major renovation plus constructing a satellite facility.

Your county may find that it needs to make some changes in its present facility before
a new facility is completed. Or, what is needed may be too costly or politically unfeasi-
ble at the present time. If any of these are the case, reconsider renovations, minor
additions, and using existing facilities as temporary solutions, Then, when the necessary
political and financial support is available, a new facility can be built.

Interim solutions should concentrate on remedying the worst physical aspects of the
most highly used areas such as overcrowded living spaces. Obviously, since these
solutions are intended to be temporary, they should be either as inexpensive as possible
or include elements that can be used in the eventual new facility. An example of a
relatively inexpensive remedy is taking out added beds from single cells and making up
for the diminished capacity by leasing an existing apartment house for work furlough
or pre-release programs. An example of moveable elements is buying dayroom furniture
that can also be used in an eventual new facility.

When exploring an interim solution, recognize that many planned “short-range”
renovations last much longer than intended. Therefore, find temporary solutions that
the county can live with.
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Examine the
Implications of
Renovations or
Additions

Ramifications of Changes

Expense of Changes

Generate and Evaluate
Options

Renovation and
Addition Possibilities in
Typical Jail Layouts
Single Cells Too Small

if it appears that your current facility can meet basic criteria if it is renovated, consider
the following additional factors.

Be careful that the solution to one problem does not create others. View prospective
changes individually and as a whole to insure that they do not negatively affect other
areas of the facility. For instance, surveillance may be compromised by creating smaller,
shared activity spaces. Or, the ideal place to add a program area may be the same
limited space in which you need to add a residential unit.

Besides the ““usual’* costs of construction, maintenance and staffing, consider two other
factors which impact costs.

First, construction may disrupt the operation of a facility. It may create noise, debris
and confusion, which can increase staff and inmate tension. Inmates must be shuffled
around, possibly to other facilities. Costs incurred by paying another jurisdiction to keep
inmates, extra staffing, and transportation between the courts and remote, temporary
facilities can be extensive.

Permanence is the second factor that should be considered. Your county should
estimate how long the renovated facility will serve compared to a new facility. If the
renovations and additions are relatively inexpensive, then a short new life for the facility
may be acceptable. If a new facility costs more but its crticipated life is much longer,
then a new facility may be the more cost-effective option in the long run.

To ascertain which of the previously discussed options are more feasible for your
county, briefly review each one. For those that seem most practical, a more. careful
study should be conducted.

Figure 4.3-1: ““Facility Options Checklist”” can be used to summarize the positive and
negative attributes of each option. This should help screen out the options that are less
appropriate. Then, a more thorough evaluation of the “surviving options should be
undertaken. This will include an analysis of costs (See Chapter 4.5) and the selection
of the most feasible option (See Chapter 4.7).

Here are some solutions to typical problems in jails. They may or may not be realistic
given conditions in your facility but are offered to show some possibilities.

If your facility has single cells that do not provide aderjuate space and do not meet
minimum standards, you may wish to consider severai possible solutions. If cells run
along a corridor with an outside wall, build a new corridor beyond the wall and add
space from the old corridor to each cell. Or, walls between each pair of cells can be
removed, providing the walls are not structural. More extensively, the interior of the
residential area can be gutted and fewer, larger celis constructed.
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Housing in Large Dormitories

To meet national standards and to facilitate inmate control, eliminate {arge dormitories
You could construct walls and create units comprised of single ceils and a shareci
dayroom. A'Iternatively, you could change dormitories into a medical unit, program
space or offices. Or, with minor renovation, a dormitory could support otherl fﬁnc%'

that are suitable for large spaces, such as recreation or dining. o
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Planning and Architecture, Clearinghouse Transfer: Cell-
house Renovation Potentials,

If cel{s are about the right size but there are no dayrooms, several cells could be
combined to' become a dayroom. Or, if ceilings are very high or the jail contains more
than one residential floor, two-story units could be created by combining cells on one
level to become a dayroom space for the inmates whose cells are above or below it
if cells are near an outside wall and if the site permits, dayrooms can be added. .
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Program Space Inadequate

desired activities, there are two approaches your county can take. The first approach
might be to move some activities, such as dining (for minimum security inmates), to

SH. Dayroom
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iy | oL another part of the building. The second approach is to add on to the dayrooms by
1 Y o2 3 Y - combining one or more cells into the dayroom. Or, these cells could be kept as separate
- rooms to provide a variety of dayroom spaces. This will keep groups small and minimize
noise transference from one area to another.
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If visiting areas are deficient, consider these remedies. If there is no place for contact
visiting, adjacent space near the lobby could be converted or could “moonlight” for
this purpose. For example, your facility may contain an underutilized chapel. During
specified hours it could become a contact visiting room. You could convert cells into
attorney visiting rooms. If visiting booths are too small and do not provide adequate
privacy, partitions can be upgraded and faced with sound absorbent materials. If this
results in too few booths (and additional booths cannot be added elsewhere), visiting

hours can be increased.

Long straight corridors may be noisy, difficult to manage, or dehumanizing. A partial
solution is to make corridors appear shorter by using graphics on the walls, ceiling or
floor. For noise control, sound absorbent materials can be added.

Sand iy
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PEADING - GROUP 2
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Examples of
Renovations and
Additions

(A Portion)
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If the space allocated for education, library, counseling, and similar activities is inade-
quate, consider adding space, if the site allows. Or, if the site is too tight, convert
program space in another area that is easily accessible to residential areas. As stated
previously, dormitories can be converted to multi-purpose rooms, libraries, and so forth.
Another alternative calls for management rather than construction. Programs can be
sequenced more efficiently using an existing program area more intensively (for exam-
ple, twelve hours per day instead of eight).

Riverside County Jail, California

=2 Cells

District Attorneys Offices

Before

Dayroom

Ir

After 8rown + Rawdon Architects

Problem

Crowded cells; as little as 13 sq.

ft. per person. Too many
inmates per cell.

Lack of detoxification unit.

Too few fire exits.

Solution

As an interim solution, public
defenders vacated adjoining
space within same building.
Offices were gutted, women’s
unit built with single cells,
dayrooms, control station,
visiting rooms, medical exam
room, showers.

Part of existing residential area
became detoxification unit.

Added fire exits.
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San Luis Obispo County Jail, California Manhattan House of Detention for Men (The Tombs), New York

Problem

The jail, including the women's
and medical units were
overcrowded. During intake,
women were verbally abused
by male inmates.

Using the same recreation area
for men and women caused
scheduling and access
problems.

Proposed Solution r
Added a self-contained larger,
female unit which has its own
intake area, Converted former
women’s unit to medical unit,

New unit was placed so that a
seldom used partially enclosed
courtyard became a recreation
area. It is accessible from the
women’s dayroom.

CTIIT;

Visiting

Dayroom |

-

Kitchenette

{Outdoor)
Recreation

Hennepin County Jail

Clean and Soiled Dish Receiving Area

Problem

At 54 sq. ft,, single cells were
too small, but defined by
service and concrete walls,

Lack of hot water in cells.

Distant and unsuitable dining
space (in gym).

oL

Existing Facility

. i;}l e

1

Proposed Solution

Too expensive to create larger
cells; replacement facility
planned for future.

Added hot water.,
Moved dining to dayrooms;
converted one cell per

residential unit to food
dispensing and receiving room.

Portable Dining Tables

Men’s Section Existing Housing -
Short Tersn Recommendations

Adapted from National Clearinghouse For Criminal lustice Planning And Architecture, Hennepin County

Corrections Plan.
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Shower
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New York State & City Courts
The Tombs

Three new unils created within existing shell

Gruzen & Partners

Problem

Very large and institutional
facility. No spaces for small
groups and few activity spaces.

Preposed Solution

Gutted interior, removed some
floors. Designed split-level
residential areas with single cells
along perimeter and activity and
dining areas for small groups,
plus staff stations, in center.
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El Paso County Jail, Texas

Problem

Most housing was in dorms,
each with approximately 26
beds.

intake functions were isolated
from each other and their
spaces insufficient. Intake
population consisted of large
numbers of low security risk
people for less than six hours.

Proposed Solution i
Created residential units with

about 14 single rooms,
dayroom/dining room and

visiting room.

Relocated booking, holding, and
medical exam to one location.
Planned informal intake lounges.
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From: National Clearinghouse for Criminal Justice Planning and Architecture, El Paso County Corrections Plan. i

Conclusien

Counly
\ 1} Offices
Visiting Room \ y Medical Station
n Supervision Slalions—\\ Immediate Intake Lounge 3]

s "

There are many options for correctional facility development. In assessing potential

solutions to your county’s facility needs, consider the range of possibilities before
deciding on how to proceed. If new construction is anticipated, be sure that plans for
existing facilities (including, perhaps, decommissioning or demolition) are formulated.

One “option” deserves special consideration. The next chapter covers the possibility
of sharing or consolidating facilities with another jurisdiction.
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e TR o T

4.3 Step 3: Develop and Consider Facility Options

Page 11

Figure 4.3-1: Facility Options Checklist

Complete this form for each reasonable facility option,

Option;

Focal Concern

Pasitive Attributes
of this Option

Negative Attributes
of this Option

Building Soundness and Adaptability

Fire and Life Safety

Security and Safety

Separation

Scale

Comfort and Humane Conditions

Appropriate and Adequate Spaces for Programs, Services

Sanitation

Efficiency

Other concerns—
indicate

Ramifications of the Change

Summary
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i ; Facility Consolidation Task Force Affected Agencies and Departments

i Facility Consolidation Task Force consolidation appears to have some merit, a task force should be formed to study

the question. It should include representatives of each jurisdiction which might be
involved, such as county supervisors, city or town council members, and county and/or
city attorneys. The sheriff or other law enforcement agency representatives may also
be involved, but, for obvious reasons, representatives of corrections-related agencies
which might be abolished because of a consolidation should not be involved at this
stage. If consolidation appears likely, care should be taken to coordinate data gathering
and analysis as well as feasibility study efforts between the jurisdictions—you may even
wish to combine efforts from the outset,

introduction

More and more communities are seriously considering consolidating their correctional
facilities. This emerging trend . follows closely on the heels of increasing demands to
upgrade or replace antiquated facilities, more difficulty by smaller communities to hire
and retain qualified personnel, increasing constitutional requirements for more and
better services and programs, and significantly higher costs to build and maintain these
facilities and services.

This chapter is designed to assist communities considering mergers to properly plan
and implement such systeas. Key aspecis of this chapter describe the subjects that
should be examined when studying the feasibility of consolidation, the legal basis for

joint operation of facilities, financing of consolidated systems, and administering the jail,
,1 Before examining these subjects, however, let us first define what a consolidated
: correctional facility is and show why some communities use them. In this manner, you
may be able to assess whether your community should consider consolidating with a
neighbor(s) for all or part of your correctional facility needs.

ez,
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Types of Consolidated
Jails

Figure 4.4-1:
Possible Compositions of Consolidated Jails

The Impetus to
Consolidate

Small, Rural Communities

The regional, multijurisdictional, multicounty or consolidated jail is “a facility with a
joint agreement by two or more units of governments to organize, adrinister, and
operate a jail facility (ies) to be used exclusively by participating governments for all
pretrial and sentenced inmates.” (Price and Newman)

Within this definition, several types of organizational arrangements are possible. Full
consolidation would involve sharing one or more facilities which jointly accommodate
all detainees. Alternatively, jurisdictions may maintain separate pretrial (or sentenced)
facilities. The lowest degree of sharing is where one jurisdiction controls all operations
while accepting certain inmates from another jurisdiction on a fee-for-service basis.

The range of merger options is quite extensive. You may consider a merger for
housing a special inmate population group such as females, or to provide a special
program, such as work release. Or, you may be looking to better utilize a facility that
is underpopulated or better suited to a different security level than it currently houses.
The consolidation may involve another community, a city, a county, or another jurisdic-
tion in the same community, a city-county, or several city jurisdictions.

City or County
A’s Facility

O @

City or County
B’s Facility

@ O

Regional Facility

No consolidation

@880
@® O
DO | @

Complete Consolidation

Sentenced Only O

Partial Consolidation G q

Key: C—)
®

Pretrial inmiates

Sentenced Inmates

In many cases, communities consider consolidating their facilities either because fund-
ing is available from federal or state sources or because day-to-day use is so light that
a single jurisdiction operating its own facility is uneconomical {Price and Newman).
Yet, other factors may certainly contribute to a community’s decision to consolidate.

Current mandates from the courts, prisoner rights groups, professional coalitions for
jail reform, and others call for changes in the design and operation of correctional
facilities (See Chapter 1.3 on legal issues). Most significant among these mandates are
the introduction of health care provisions and the requirement to deliver separate
services to those awaiting trial and those serving sentences.

The provision of such specialized services is expensive, not only in terms of building
costs, but in equipment and staffing. To provide them for special populations such as
maximum security inmates or to isolate male from female or sentenced from pretrial
inmates in service, program and residential areas further escalates the costs,

Consider, for example, the problems of a small or rural community whose resources
are limited and whose inmate population is also small, but varies considerably through-
out the year, First, facilities built to comply with regulations are often under-utilized (for
instance, medical examination rooms). Second, staff for these special functions (medi-
cal, counseling, and others) may not be readily available in the area. However, bringing
in someone to fill such positions is not justified because of limited demand. Third,
flexibility in the utilization of a particular type of space is limited because of require-

ments for housing certain special populations {such as maximum security, female, or .

work-release prisoners).

Because of problems such as these, the National Advisory Commission on Criminal
Justice Standards and Goals stated that ““A regionalized service delivery system should
be developed for service areas that are sparsely populated and include a number of
cities, towns, or villages. Such a system may be city-county or multi-county in composi-

{
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Other Conditions Indicating
Consolidation

Reasons to Consolidate

Formally Assess the
Feasibility of
Consolidation

tion and scope . : J (S.tandard 9.1.1). Some small jurisdictions have even found that,
.by cqmbmmg their requirements, a smaller total capacity could serve their needs. This
is mainly due to reduced allowances for peak periods.

However, a consolidation approach is not limited to small or rural communities nor
called for only because of increased mandates or fiscal belt-tightening. Other conditions

may exist that would influence a community to consid idati i
: er consolidation regardless of size
or location. These include the following: ®

o Crises or problems (for example, financial or manpower shortages, union pres-
sures, charges 'o.f racial discrimination or corruption) that raise questions regard-
ing the desirability and/or ability of the current single-jurisdiction system to meet
future community needs.

e The existence of and confidence in a nearby provider agency, be it a public
agency or a community resource with services attainable through coordination
rather than competition.

A history of interjurisdictional Ccooperation which serves as a precedent for
merger.

o Desired detachment from local administrative efforts such as the maintenance

of Ipersonnel and payroll, or from the recruiting, training and retraining of person-
nel.

!n _aI.I, your community should consider the possibility of consolidating with other
juridictions for one or more of the following reasons;

o If consolidation would mitigate conditions which, limit or reduce the effective-
ness of COI:I"t‘i‘CtIOHEﬂ services, such as jurisdictional overlap, disputes, jealousies,
or competition for either public or private resources.

o If con'sol.idatio.n would permit a kroader range and level of programs and services
than is financially possible through small independent facilities and operations
{for example, work relez e, psychiatric care, juvenile detention).

o If consoli.d?tion would result in higher quality personnel or services through
better training, supervision, organization and working conditions.
o If consolidation wouid tend to reduce per-inmate costs or would result in the

provisi(:in of more or better quality programs and facilities for the same dollar
invested.

o if consolit;lzftion would mitigate conditions which do not comply with various
court decisions and applicable statutes.

Decisions to consolidate should be based on careful planning and study, not on a
general review of needs by local correctional facility administrators. The Ilatter route
may too easily lead to system financing problems such as one jurisdiction going ““bank-
rupt” from poor financial planning or discrepancies in expected services and programs

suc.h. as mi.sunderstandings as to what programs or what capacity the consolidated
facility is either intended or able to provide.

At the minimum, the task force considering consolidation should:

o List corret.:tfonal services which are currently required by applicable statutes or
court decisions in the area(s) to be served.

« List additional services which are necessary to comply with your juridiction’s
goals and philosophy.

o List present deficiencies in the delivery of required correctional services.
Analyze the contribution of consolidation to alieviating those deficiencies.

bOuC;!ine the possible formal relationships between the participating governmental
odies.

Ir}vite representatives of the candidate agencies to discuss consolidation plans
(if they are not already involved).

» Develop and consider a formal plan before committing the jurisdiction to any
long-range course of action.
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Location

Figure 4.4-2:
Possible Locations For a Facility Shared By Two
Counties and a City

Financing a
Consolidated System

Administrating a
Consolidated }ail

In some cases, a relatively quick, informal study is sufficient—especially if it is the
intention to contract on a fee-for-services basis for minimal services. However, a more
formal study can be beneficial for several other reasons:

« A formal study can thoroughly assess the benefits and costs of consolidation.

o If a merger is found to be feasible, the resuiting information can bg useful in
promoting implementation, since the documentation offers an objective assess-
ment of available alternatives.

o Such planning also produces baseline data necessary for subsequent monitoring
and evaluation.

A formal study should not only include the full data collection and analysis process
discussed in Handbook Three, but additional information on issues of compatibility
between jurisdictions and the specific impacts of consolidation on other components
of the criminal justice system in each jurisdiction. Because the data should be coIIectgd
and analyzed in all jurisdictions involved, it is best to coordinate all eﬁor§ as early in
the process as possible, even if a single jurisdiction’s independent survey first proposes
the consolidation option.

The differences, therefore, between studying the feasibility of any option and that of
consolidation involve coordination between jurisdictions and additional attention to a
few critical issues. These issues include facility location, financing, jail adminis.tration,
management and staffing standards and procedures, and the legality of consolidation.
Each of these issues is briefly addressed in the following sections.

The location of consolidated facilities can be beneficial or costly to a jurisdiction.
Benefits might include proximity to better community services (such as health-care or
work release jobs), qualified personnel (such as psychiatrists), or major components
of the criminal justice system (such as courts).

On the other hand, a specific location can cause increased transportation costs and
times for a remotely located participating jurisdiction. These costs would result fr9m
issues such as long distances to transport detainees for court appearances and taking
personnel and equipment away from patrols and other police duties for extended
periods of time.

A remote location can also mean inconvenience and added costs to follow-up
investigations for the jurisdictions as well as for private attorneys, family and friends who
must travel longer distances for visits. A distant location may also affect comr:nunlt}l
attitudes and inmate behavior 1f accessibility to the facility for visits and services is
hampered. .

Therefore, consolidation functions best when central sites can be'founc'i wi.nc'h are
relatively close to the population and administrative centers of participating jurisdic-
tions.

There are two choices for financing consolidated services: pro rata and fee-for-services.
The pro rata method allocates a predetermined percentage of the annual opgrating
budget to each participating jurisdiction. The fee-for-services arrangement entails pay-
ment of a pre-established per diem charge to the receiving institution based upon the
number of inmates housed. ' ‘
The pro rata arrangement tends to encourage a fuller regionfll commitment, w}nle
participating jurisdictions tend to operate more as consumers in the: fee-for-services
arrangement. However, in California the latter has proven easier to implement.

Three basic models of jail administration are used in consolidated correctional institu-
tions:
« Administration by the sheriff or chief of police.
o Administration by civilians.
« Either or both of the above with a joint powers board.
The first model is used by about 75 percent of all jails in the U.S,, although a civilian

jail administrator or director administering with the advice or consent of the joint
powers board may be more common in a regional arrangement (Price and Newman).
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Management, Staffing and
Equipment Compatibility

The Legal Basis for Joint
Operation of Facilities

Comparing the
Advantages and
Disadvantages of
Consolidation

Facility Consolidation
Checklist

Generally, the joint powers board consists of elected officials who are responsible
for policy formulation, budget development, fiscal control, and/or direct jail operation.
Such boards, especially in pro rata arrangements, can help ensure participating jurisdic-
tions a means of control. In general, they help maintain the necessary coordination and
on-going working relationship between juridictions. The director, in most cases, is
responsible for day-to-day operations and, though advised or directed by the board, is
ultimately responsible to a sheriff. It is possible, however, to operate the jail directly
through the sheriff without a director.

Regardless of the administrative structure chosen, it will probably alter the organiza-
tional structure of all or some of the correctional agencies in each jurisdiction. This
means changes in the power and authority of some individuals, perhaps even their jobs.
Therefore, such “turf” issues must be handled with sensitivity and prudence to avoid
alienating participants and to ensure fair aflocation of control.

The current compatibility or the cost to make compatible records, procedures, salaries,
benefits, and equipment (from radios to word processors) are important considerations
when assessing the feasibility of consolidation. Varying management procedures may
require retraining of staff. You may have to balance salary and benefit differences if staff
are merged from several locations. Equipment for basic operations, communications,
personnel and offices may be needed, may need to be made interactive, or may need
to be salvaged.

The consolidation of correctional facilities is aided in California because state legislation
facilitates interlocal cooperation agreements (Advisory Commission on Intergovern-
mental Relations). Thus, consolidation must be sanctioned only at the local level by
ordinance, resolution or local referendum.

Ordinances or resolutions are the simpler and more common approach, requiring
action only by legislative councils (Board of Supervisors or City Council) of participat-
ing local governments. Usually such ordinances or resolutions articulate the need for
consolidation and serve to officaily approve a previously negotiated contract.

The time-consuming local referendum is bv-passed by this approach and the action
can generally be revoked easily if the arrangement proves unsatisfactory. Public hear-
ings are recommended before such action occurs to air and resolve conflict or opposi-
tion, particularly in relation to location.

The use of a referendum to mandate consolidation is a much more involved process
—similar to a political campaign. Usually passage of a referendum requires affirmation
by either a majority of all voters or a majority of all voters in each participating locality.

The advantages and disadvantages of consolidating correctional systems must be con-
sidered in order to make an informed decision. Essentially, the test is to compare a
proposed consolidated system to another system—consolidated or not.

One such method of comparison is the cost-benefit analysis. Compare the ratio of
costs to benefits for one option to the ratios for other options. The objective is for
benefits to outweigh costs as much as possible. A cost/benefit ratio greater than one
indicates the feasibility of an option. Values less than one can also be used to compare
the effectiveness of options.

A final decision should not be based solely on a cost-benefit analysis. While many
costs and benefits are clear (construction, operations, and so forth), others are not so
easily assessed. For example, how do you assess the costs of a family traveling a long
distance to visit a detainee? To the extent that such intangible costs and benefits are
estimated, the analysis becomes more sophisticated, but potentially less objective. Thus,
judgement is needed to interpret the value of intangibles.

The following checklist summarizes the issues which should be considered in assessing
the consolidation option.
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Figure 4.4-3; Consolidation Checklist

Summary and
Conclusion

Impact on Jurisdictions and the Justice System?

« Time and transportation costs to the system, staff and visitors.
o Re-use of vacated facilities.

« Access to community services and programs,

« Availability of qualified personnel.

How Will the Consolidation Be Financed?

« Availability of outside funds.

« Type of financing (fee-for-services, pro rata).

« Type of service to be bought or sold.

« Control over or through financing (by participating jurisdictions).

How Will the Consolidated }Jail Be Administered?
« Type of administration.

» Degree of participation/control by each jurisdiction.
o Effects on power and authority—""turf.”

Compatibility of Systems Being Merged?
« job classifications and descriptions.

o Salaries, benefits, etc.

o Record keeping.

« Training, manuals, etc.

Compatibility of Equipment?

o Operations equipment (cameras, fingerprinting kits, medical).
o Vehicles.

» Communications equipment (radios, teletype).

« Personal equipment (uniforms, leathers).

« Office equipment (furniture, typewriters, reproduction).

Public and Pelitical Acceptability?

» Current relationships between jurisdictions.

o Attitudes about correctional services.

« Afiiudes about consolidation.

» Elected officials.

» Sheriff, Chief of Police, corrections administrators.
o Press and media.

« Community groups.

o Prisoners and families
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Correctional facility consolidation is not a cure-all for correctional problems. Consolida-
tion, however, may represent a viable option which warrants your consideration if it
can do the following:
o Improve the overall effectiveness of correctional services.
o Permit more or better quality programs.
o Provide better quality personnel.
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Regardless of the type of consolidation, formally plan and study the feasibility of such
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tion options include managerment by a sheriff or civilian director and/or a board. The
agreement should insure the proper balance of control for each jurisdiction.
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4.5 Step 5:
Calculate
Construction and
Operating Costs

Who Will Use
This Chapter

introduction

Figure 4.5-1: Relative Costs

Primary Users
Project Manager
Planning Team

Cost Estimator
Administrative Analyst

Secondary Users

Advisory Committee
Board of Supervisors

The cost analysis will be one of the most crucial parts of the feasibility study since it
wili delineate the relative affordability of various alternative project cptions.
Several cost categories need to be understood and estimated during jail planning:
» First costs; or project costs, including construction.
o Operating costs: recurrent costs associated with running the facility.

o Life cycle costs: first costs plus operating costs, considered over the economic
life of the building.

s$$$$$$$$ $

First Costs Operating Costs Future

To properly comparz-first costs with operating costs of a proposed correctional
facility, it is necessary to consider life cycle costs over about 30 years,

These types of costs are discussed in detail in Chapter 1.4. This chapter tells how to
estimate and limit the three types of costs for your project.
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How to Estimate First

First costs for corrections facilities vary consit‘derabl)./, t.-iependlng on hthe'requ:rig s:git;
rity level, the cost of building in different regions Yvuthln the statéa, I: et size c;conp;truc-
.of the facility, the kinds of building systems and finishes u§ed, and the type 0t Sonsinc
tion (steel frame, pre-fabricated, concrete blf)ck., poured in place.or pr(.el-lc:dastermine )
and other variables. In addition, the dfatc;1 of bt‘:‘dm}g\ antd rconstructmn will de
inflation over costs specified in this chapter. . N

arg(;‘:/ztacl)fr:ar;ﬂ?arly published construction cost .estir?\ates for various facllllty:htyp&sJ :r:
available from companies serving the construction l.ndustry ‘(for example, the o fogo t
Building Index). These provide a valuable source of information abou:1 per sc:;xa:o oot
construction costs for comparable facilities and allow you to adapt the cos y
region and date of construction. .

4.5 Step 5: Calculate Construction and Operating Costs

Page 3

Correctional Facility
Construction Cost Estimation:

o Contingency. Allow 5 to 15 percent, depending on how far planning and design
have progressed and how many unknowns can be identified (the further the
progress, the lower the contingency allowance),

{Note: these percentages are adapted from Pefia, 1977.)

To develop the total first cost of the project, assumptions are made about the range
of each of these line items and all except site acquisition are multiplied times the inflated
construction cost (ICC). This process is illustrated in the example which follows,

This example of the use of the construction cost formula is developed for a county
which is about to start architectural design on a 300 bed jail. The site is county-owned

) An Example land that is essentially flat and has all needed utilities.
A five step formula for estimating the first costs of a new facility is p[rjes:entefi hetr:(.3 Step 1. Look up cost per SF — $125 per SF (from Dodge Index for the county’s region).
. : re Foot Construction Costs. Determine Step 2. Estimate facility size (from Chapter 4.1) = 120 089 gross SF (about 400 square
Cutent consirction cost pet scquare foo fr this type of correctional facity. This iy oo o malte facily P /080 gross SF ( 9
cur L - inflation t
be done by surveying other recent local pro;ect§ an.d then adJL'lStlng for inflation to a Step 3. Calculate current construction cost. $125 per square foot (times) 120,000 square
current cost or by consulting an estimating publication or service. feet = $15,600,000 current construction cost.
Current per square foot (SF) construction cost =|$——_—R dp:: S:;ta[ 4ross area of Step : Adj,ust construchtion cost for inflation. Assume construction will start in 12
the Facility. Record the months and last 36 months (mid-point of ¢ nstruction is 24 months from now). Assume
fgz‘}azcziﬁ:c;rgggﬂg;ﬂ i(:rgiig?t:aﬁf If a detaile);l estimate of space needs ::’_SOt 1 percent per month inflaticgn. Ingatir:)n fac(t)or =24 mlonths (t?mess) 1rgercv;/r1t (tifrl:g;)
available, you may estimate from 350 to 450 square feet per inmate bed for a rough idea 100 = 1.24. Multiply current construction cost ( times) 1.24 to obtain inflated construc-
! »
i iti tion cost= $18,600,000.
of space for a detention facility. /600,
Total facility area (gross square feet) = gross SF. Step 5. Add other first costs:
(Gr number of beds (capacity) — (times) about 400 SF/bed = Bross Professional fees (7%): $1,302,000.
SF.) Testing and expenses (1%): $186,000,
. . t
Step 3: Calculate Current Total Construction Cost. Multlpl:/. theccoc;it (pce(r: scq)uare foo Furnishings and movable equipment (8%): $1,88,000.
by the size in square feet to determine the current construction A tc.)ta| e Administrative costs (0.2%): $37,000.
Current construction cost (CCC) = cost per SF ($) Site acquisition (no cost): $0090,
(SF) =6 — . . Site devel t:
. . 2 i listic picture of the ; e development:
Step 4: Adjust Construction Cost for |nﬂat.|on. To gain a rE%'e rﬁa cons‘:ruction cost Parking (80 cars on grade at $1,000 each): $80,000.
i i st of your jail when it goes out to bid, the ‘ h o\
likely construction co . . 1 to 1.5 percent per i Other (2%): $372,009.
i t be adjusted to include inflation. This has run from 1 to 1.5 p i i
estlmﬁte o t Jrs Since the construction contractor will estimate costs over the i Contingency (10%): $1,860,000.
in recent years. . : 4
g:inotd (l)r; éonstruZtion, identify the number of months from the time of the estimate to I Total added costs: $5,325,000,
: : i i TOTAL FIRST COSTS: $23,925 030.
the mid-point of construction. 7925,
Months to migd-noint of construction = _______months. The results is a rather high total per bed cost of $79,750 at the assumed future date
o _ % per month. (if all the contingency is used).
Assur-ned inflation rate ——————th (t?n:)eS) inflation rate % /mo. (times) 100 This kind of estimate is, of course, very rough and must be refined when the precise
Inflation factor = months : facility size, site and type of construction are known. It will, however, allow planners
= P : rrent construction : to develop an early cost figure to help determine feasibility and to compare alternatives,
Inflated construction cost (ICC) = inflation factor 1. (times) cu ; At a later stage, detailed “take offs’’ will be done from the plans to develop a more
cost (CCC) $ =$

Step 5: Calculate Toftal First Costs. Total first costs include the following in addition
to contruction: .
o Professional fees, ranging from 6 to 8.5 percent of constructl.or\. '
o Testing and expenses including printing documents and advertising bids. About
1 io0 1.5 percent.

accuiate estimate. It is important to remember, however, that the actual cost will only
be known when you receive a firm bid for construction and a contractor commits to
that price. And even then, the final cost is subject to changes during construction,

Strategies for Limiting First

if you wish to limit or reduce first costs, it makes sense to focus attention upon the

) . . h and what qual- ’I Costs components that contribute the most to those costs. These components will reflect the
o Furnishings and moveable equipment. Depending on how muc | most significant differences when adjusted up or down.
ity, about 8 to 15 percent. ) . Probably the most obvious potential way to cut costs is to reduce the capacity of the
o Administrative costs (project representative, legal, accounting), about 1 [:;erce;r}:é facility. We stated in Chapter 1.4 that per bed first costs are currently as high as $60,000.
(These may be absorbed as genera! overhead rather than being assigned to 3 While each eliminated bed will not necessarily save this amount, the reduction can be
project.) sgbst'antia!. This i_s because when Sl{btracting a sing!e cell, you acilieve only a “mar-
« Site acquisition. Depends on actual cost. ) ‘ gln‘al " reduction in <-:ost—less than its f.ull proportlo? of the total first cost—because
ite development including parking, landscaping, lights, fences, and signage. ; taking out one cell will ngt allow proportionate reduction ost?ared systems and spaces,
*. i Cavs 0P t or more, depending on slopes, soils and number Thus, the first cost to build one more or less cell or room will be less than the ov