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The Hcnorable William J. Sheffield
Governor

State of Alaska

Pouch A

Juneau, Alaska 99811

January 3, 1983

Dear Governor Sheffield:

It is my pleasure to present to vou the following
report of the Task Force on Corrections. We have evaluated
the issues and problem areas of correctional administration
and management in Alaska as directed in your charge.

It is our hope that you will find the report of this
Task Force and its policy recommendations useful to the
future administration of a sound correctional system. We
believe that it is not only possible but also mandatory that
. the executive, legislative and judicial branches of state
government work diligently and harmoniously to carry out the
directive of the Constitution of the State of Alaska fcr
protection of the public and reformation of the offender.

We hope that this report will provide you with, at
least, one tool toward that end.

¢

We are pleased that we have had the opportunity to
assist you.

Sincerely yours,

é;%oéer Ende.

“Chairman
Task Force on Corrections
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INTRODUCTION

b Governor's Charge

Governor William Sheffield’s transition Task Force on
Human Services identified the management and operation of
the Alaska Division of Corrections as a "dominating problem"
within the Alaska Department of Health and Sccial Services.
The Task Force on Human Services recommended the appointment
of a "Blue Ribbon Task Force on Ccrrections" to address the

following issues and relevant policy and procedural

concerns:

1. Prison overcrowding and examination of current
capital improvement prograns.

Z. Rehabilitation and alternatives to institutional-
ization.

3. Administrative organization and staffing problems.

4. Communications and coordination among justice
agencies. ,

5. Municipal assumption of pretrial detention .
responsibilities.

6. Institutional location of juvenile
corrections in state government.

7. Institutional placement of Ccrrections in state

government.
The Task Force on Corrections was directed to ccmmence
an investigation of these identified issues immediately and
to prepare and submit a report and policy recommendations to

the Governor in early January, 1983.




To carry out its mission, members of the Task Force
used two principal investigative methods which provided
sources of information. These methods included: 1) the
review of a multitude of reports and planning documents
written by both in-state and out-of-state correctional
practitioners and consultants since 1976; and 2). a statewide
and systematic series of interviews with persons from
municipal and state governments and leocal communities who
were both knowledgeable about correctional problems and
issues, and who were capable of making sound recommendations
which would address these problems and issues.

It was not the intent of this Task Force to accumulate
all of the voluminous materials and information already
existent on this subject and incorporate it into yet one
more burdenscme volume. We believe that the nearly one
million ccllars spent on a variety of correctional reports
and plans over the past six vears provides but one example
of the crisis in correctional management. The division has
been managed by four different directors in the past
six-year period. The most recent director as well és the
current director were both hired by the previous
administration to move the Division of Correction toward a
more stable management situation. Their task was made more
difficult because of their lack of knowledge of the unique

problems and potential advantages of Alaskan correcticns.




Alaska need neither to continue to hire out-of-state
.leadership nor to contract with out of state consultants.

We are not convinced that the other states have developed
correctional systems superior to that of Alaska in

spite of our current and temporary crisis. We are convinced
that knowledgeable and capable leadership should be sought
from within our population to manage corrections just as
talented and capable Alaskans are found to direct and manage
the other departments and divisions within the executive,
judicial and legislative branches of state government.

It is clear that there is a crisis in corrections. It
is alsc clear that with sound, long term, and professional
management, most of the current problems can and will be
resolved. The resolution of these problems will require —-
full cooperation as well as coordination between and amocng
all three branches of Alaska's government--executive,

judicial and legislative.
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SUMMARY OF RECOMMENDATIONS

The following represents an abbreviated listing of the
major policy recommendations to be found in this report.
These statements are not comprehensive and are extracted out
of context as an aid to the discussion of issues contained

in the charge to the Task Force on Corrections.

Prison Overcrowding

1.

10.

Except for the Anchorage Careage House, no
correctional facilities should be closed until
adequate new correctional space has been
prepared. (p.9)

The Careage House should be utilized as
corrections' Southcentral Alaska headquarters
and as a correctional training center. (p.9)

The new Cook Inlet pre-trial facility should not
be opened to inmate populations until the facility
is ready for secure occupancy and the staff has
been properly trained. (p.?9)

The Third Avenue and 6th & C correcticnal centers
in Anchorage should be utilized to hold short term
offenders and those incarcerated for alcohol
related offenses. (p.10) )

The continued use of Ridgeview should be
re-evaluated for potential correctional use in
light of economic costs and public benefits. (p.11)

.land Mountain correctional center near.Eagle
LLiver must be permitted to return to its original
mission. (p.11)

Mentally disturbed offenders should cornitinue to be
housed temporarily at the Alaska Psychiatric
Hospital. (p.12)

Sentenced adult female housing space at !Meadow
Creek (Eagle River) should be added as necessary
with much less expensive architecture than past
practice. (p.12)

The type and methods of contruction of the two
institutions at Palmer should be copied elsewhere
as needed in the state. (p.13)

-4-




11. The state should move immediately to evaluate
and obtain additional available sites for
expansion of correctional operations in the
Kenai and Matanuska-Susitna Boroughs. (p.13)

12. Comprehensive correctional services regicnal
centers should be constructed in both Nome and
Bethel utilizing either "stick built" or prebuilt
modular units or a combination of both. (p.14)

13. All new correctional construction proposals should
be evaulated in relationship to the need for
increased bed capacity statewide. (p.14)

1l4. The state should continue to maintain a number of
dangerously violent Alaska offenders within the
Federal Bureau of Prisons system. (p.1l5)

15. Either a Matanuska-Sustina or Kenai Borough site
should be developed and utilized to provide
maximum security prison space. (p.1l5)

16. Correctional construction should be recognized as
a high priority among all units of state govern-—
ment. (p.1l6)

17. A maximum security institution is needed to
securely house a portion of the Alaska orffender
population. (p.17)

Administrative Organization

18. The recently completed management plan Zor
corrections should not be fully implemented.
) (p‘lg)

19. The revised classification system should be
implemented in concert with correctional reorgan—
ization and development. (p.19)

20. Corrections should be menaged on a decentralized
regional basis. (p.20)

21. All jail contracts should be managed by the
Department of Corrections. (p.21)

22. A well trained correctional staff is mandatory
and critical to efficient management. (p.22)
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Institutional Placement of Corrections in Government

23. The Division of Corrections should be moved
quickly and decisively in toto by immediate .
executive order to Departmental status. (p.24) ‘

24, A Commissioner of Corrections should be appointed
by the Governor as soon as possible. (p.24)

Communication and Coordination Among Justice Agencies

25. A cabinet level body should be directed to coor-
dinate policy and law implementation for the
effective administration of justice. (p.26)

26. Management personnel of the agencies of justice
(state and local) should coordinate the activities
of these agencies at the local and regional level.
(p.26)

27. The present partial settlement agreement efforts
in the Clearv et al. case should be halted and
reviewed immediately. (p.26)

Municipal Responsibilities

28. lMunicipalities should not be made responsible for
the costs of pre-trial incarceration of offenders
held on state criminal charges, but municipal-
state coordination is essential. (p.28)

29. The state should move immediately to address the
law, policies and procedures with regard to publlc
drunkeness and drunk driving. (p.29)

30. The state Office of Alcchol and Drug Abuse should
provide comprehensive program services to
correctional populations in cooperation w1th local
municipalities. (p.29)

Juvenile Corrections

31. All youth correctional functions should be
organized as a separate division within the
Department of Corrections when reorganization is
completed and functional. (p.21)

Rehabilitation and Alternatives to Incarceration

32. The prisoner pcpulation of the State of Alaska i
should be put to work. (p.33)




33.

34,

35.

Offender education and recreaticnal programs
should be made available to prison populations

during the ncn-work hours of those prisoners.
(p.234)

A svstematic evaluation of approximately 150

parole eligible offenders should be conducted
immediately. (p.35)

Corrections should provide the cpportunity to
every offender the resources of a halfway house
program for those about to be released --
corrections must correct,. (p.35)




PRISON OVERCROWDING

Class acticn suits, media accounts, and expert.as well
as lay opinion have confirmed beyond all doubt that Alaska's
statewide system of correctional centers is overcrowded
beyond any reasonable margin of safety and security. The
Task Force is well aware that the Constitution of the State
of Alaska mandates that the state's correctional system must
reform offenders and protect the public. In cur judgment,
the current crisis in corrections only insures that the
state cannot carry out its Constitutional mandate. The
State of Alaska must move immediately and with diligence to
resolve overcrowding in the correctional system.

The members ¢f the Task Force on Corrections are
cognizant that the public has demanded that state and local
officials "get tough on crime," that the public'é attitude
is abpropriate, but that it is also extremely costly.
Therefore, we have developed a series of recommendations
which will alleviate the overcrowded conditions in our.
correctional svstem at lower ccsts than proposed by the
previcus administration which will, at the same time, we
believe, provide adequately for protecting the public and

reforming offenders.




Recommendation 1:

With the exception of the Anchorage Car=zage iicuse, no
facilities currently holding incarcerated accused or
sentenced offenders should be closed until and
unless adequate new correctional ‘space has been fully
prepared and readied for occupancy.

Recommendation 2:

The Careage House in Anchorage should be utilized
immediately as the Division of Correcticns' headauarters.
All Anchorage area central office, institutional, Zield
services and training employees should be moved immediately
from the Frontier Building in Anchorage to this new lccation

for greater cost and operating efficiency. This Zacility is

o3

1.

now owned by the state so that only the costs of utiiities
and minor necessary rencvations need be incurred IZcr the
Division of Corrections to operate efficiently from this

site.

Recommendation 3:

In spite of the tremendous preséure cn the managers of
the correctional system, the transfer of offenders into the
new Cook Inlet Pretrial Facility in Anchorage should not
take place until the institutional staff has been hired,
fully trained, and the facility has been completed. To do
otherwise will almost assuredly result ih maior management
problems and raise the risks of difficulties within the

offender population. When completed, this facility could




operate, as designed, to book and hold all Anchorage area
pre—trial detainees, and cculd have, again as designed,
full-time on site magistrate services. This latter procedure
would save police man hours and the great expense of prisoner
transportation and prevent the unnecessary incarceration of
persons able to be released on their own recognizance or to
make bail. Use of video equipment would appear to be

practical in both Anchorage and Fairbanks at the present

time.

Reccmmendation 4:

The Third Avenue Correctional Center should be utilized
to hold short-term offenders, and especially those
incarcerated for alcohol-related offenses. It is
inappropriate to utilize the facility for booking of new
arrestees, for long term offenders, or for the purposes of
classification of offenders as was proposed to the Task

Force during our discussicn with the current director.

Recommendation 5:

The Correctional Center Annex at 6th and C in Anchorage
recently received approximately $1.4 million of renovations
in cxder to comply with a judgment of the cocurt to make it
constitutionally sound. It should continue to be fully
utilized as a booking facility until the new Cook Inlet
institution is operationally ready. Even after Ccok Inlet
comes on line, the Annex can and shculd continue to serve as

an adequate facility to house short term offenders.
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Reccmmendation 6:

The Ridgeview facility should also continue to be
utilized until the Cook Inlet institution is ready. With
the cpening of Cook Inlet, use of the Ridgeview correctional
center should be re-evaluated for potential correctional use
in light of economic costs and public benefits. It is
possible that Ridgeview could be converted for use as a
regional halfway house/community services facility for
offenders about to be released and for offenders whem the
courts wish to sentence‘to short term and/or pretrial
incarceration (usually followed by probationary
supervision). There is a drastic need for this type of less
costly facility in the Anchorage area and public opinion
should support a "lower risk" use of this present site.
Structural and design improvements may be borne bv present
Division of Corrections expertise and prison labor.

¢

Reccemmendation 7:

The Hiland Mountain Correctional Center near Eagle
River must be relieved as quickly as possible of the burden
of too many inmates in the available space. This facility
must return to its original mission as a rehabilitation
center for first offenders and those of low security risk.
This institution has, in the past, been recognized
nationally and even internationally as the model
correctional center in which offenders might be reformed.

The state must insure that the institution performs its task

-11-




as it was intended to perform. Mentally disturbed offenders
should not, under none but the most unusual of
circumstances, be permitted to ke housed at this
institution.

Recommendation 8:

Mentally disturbed offenders should continue to be
housed temporarily at the Alaska Psychiatric Hospital until
a special unit can be designed to treat these offenders
within apprcpriate security facilities to be determined by
the Division of Mental Health. The Task Force is cognizant
of the June 20, 1980 Task Force Report which specifically
addresses these issues. We recommend that the report be
carefully re-evaluated.

We believe that the Division of Mental Health must
assume responsibility for the security and treatment of
mentally disturbed offenders. We have ‘found that the
previous administration had gone "full circle" iﬁ periodic
changes of policy with regard to those offenders. This lack
of consistency inbmanagement decisicns has contributed to
the current confusion and jeopardizes offender, as well as
public, safety.

Recommendation 9:

The Meadow Creek (Women's) Correctional Center near
Eagle River and adjacent to the male facility is an example
of architectural extravagance where simplicity and a more

spartan environment would have sufficed. It now houses 28

-12-




adult women and has a capacity of 30. If expansion becomes
necessary, less expensive units can be utilized to extend
existing capacity.

Reccmmendation 10:

The two correctional institutions at Palmer (actually
near Sutton) provide good examples of the appropriate mix of
tax dollars and inmate labor. The original Palmer Camp
(minimum security) was built from the ground up by inmate
labor (capacity is now approximately 100 offenders). We
recommend that this practice be encouraged and continued.
The new, nearly $5‘million medium security facility on the
same grounds alsoc houses approximately 100 male oifenders.
Both facilities are fully utilized but there is a clear need
for a full range of prison work programs which would keep
all offenders busy for at least 40 hours per week.

Recommendation 11:

The State of Alaska should move immediatelf to evaluate
and to ob£ain available sites which could be utilized to
house correctional operations. Site selection should insure
provision for rapid availability.of housing for up to 100
offenders. Capacities at these sites should have the
potential to be increased. The Task Force recommends that
one site be located within the Matanuska-Susitna Borough and
the other in the Kenai Borough. Sites which have the
advantage of existing grounds, utilities and buildings, and

which could have security modules added at relative low cost

-13-
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and high benefit, should be of priority concern. With rapid
site acquisitions, this Task Force believes that
overcrowding in the Division of Corrections could be
addressed dramatically within nine months to one year.

Recommendation 12:

Institutions have previously been approved for
construction at both Bethel and Nome. Apparéntly the
availability of funds for the Nome institution are currently
in doubt. The Bethel funds have deteriorated in value due
to mismanagement of site selection and building design
delays. We strongly recommend that either the new Palmer
institutional model ("stick built") or prebuilt modular
units or any combination be incorporated for sites at both
Nome and Bethel as quickly as possible. These facilities
should serve as comprehensive correctional services regional
centers. They would meet the needs of the southwestern
Bethel area and the needs of the Seward Peninsulé and
Vlestern Alaska regions for short term offenders (up to one
year), probation and parole services, communitv supervision,
halfway house, and other correctional related services.
These institutions would help tovrelieve the pressure on the
existing state facilities, provide regional treatment and
incarceration capabilities, and provide state correctional
services where very little now exists.

Recommendaticn 13:

The Task Force is aware of expansion work at the

-14~
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Fairbanks and Juneau Correctional Centers and of a new
replacement facility in Ketchikan. Ironically, while these
modifications are essential, they will not add
substantially, if at all, to the overall correctional system
bed capacity. With new facilities to be developed rapidly
in the Matanuska-Susitna and Kenai Boroughs, these cther
state regional correctiomal centers can return to a more
efficient operational posture. It may be necessary and
advisable to add a pretrial capability to the Fairbanks
institution but this should be re-evaluated in light of our
other recommendations. We recommend that all new
censtruction proposals be evaluated in relationship to the
need for increased bed capacity statewide. The potential
for utilizing prison labcr should also be evaluated.

Recommendation 14:

The 188 Alaska priscners currently being held within
the Federal Bureau of Prisons need not all be returned to
Alaska. This Task Force recommends that the out-of-state
population of offenders be carefully screened so that thcse
who might be ready to be returned to Alaska could bé brought
back in small numbers as new space 1s readied for them in
both new and existing facillties. It should be possible to
continue to maintain a number of dangerously violent Alaska
offenders within the FBP system.

Recommendation 15:

Related to #14 immediately above, this Task Force

-15-




recommends that either the Matanuska-Susitna or Kenai
Borough site, or both, should be utilized to provide maximum
security space potential to house Alaska's mcre serious
offenders through the use of maximum security units. Such
facilities holding up to 300 cffenders have been built in
the outside states using modular units and are apparently
functioning well at low cost relative to pouréd concrete and
steel institutions and have ample security provisions. Only
Butler buildings (cr similar) need be added for industrial
work and/or recreational space.

Recommendation 16:

The Task Force recommends that new site acquisitions,
construction additions and building renovations be completed
expeditiously as the highest priority through the channels
of state government while minimizing both hindrances and
costs. The Department of Transportation and Public
Facilities should recognize prison construction as a high
priority. Building supplies and prisoner lébor should be
utilized in building renovations and in the construction of
non-secure buildings. Security buildings should be built
expeditiously by contract labor from the private sectér and
full service warranties on;all new construction should be
mandatory. Corrections should have its own facility
planners who can expedite construction and renovation work
statewide. We recommend that a project evaluaticn be

required upon completion of all major construction.
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Recommendation 17:

Finally, in regard to the need for a maximum security
facility in Alaska, the Task Force received clear and
compelling testimony from state and local police
representatives, the court system, knowledgeable citizens,
and correctional professionals that Alaska now needs a
maximum security institution. Our recommendaﬁion is that
the Cook Inlet building design and/or modular security units

be constructed in a Southcentral location.




ADMINISTRATIVE ORGANIZATION AND

STAFFING PROBLEMS

A clear and consistent pattern of evidence and opinion
has been presented to this Task Force that the Division of
Corrections has suffered, and is suffering froﬁ, a lack of
clear leadership from within the Division and from within
the Department of Health and Social Services. We earlier
identified the fact that the Division of Corrections has
been headed by four directors over the past six-year period,
and that the most recent past director and the current
director were employed bv the previous administration frecm
positions they held in the lower contiguous states. They
came tc Alaska with the disadvantages of not knowing the
"territory" and those within the system who were weak frcm
those who had/have strong potential leadership and
management ability.

7e believe that strong, decisive and professional
leadership and management is essential to successful
correctional operations in this state. Further, a sense of
history, of past failures énd accomplishments, of goals and
objectives peculiar to the unique strengths and weaknesses
of Alaska and Alaskans is essential for state correctional

managers.
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The multitude of reports, plans and recommendations
from experts and practitioners from within the state and
beyond have repeatedly stated that we need not transfer and
repeat the mistakes of correctional systems elsewhere. We
have found, as one interviewee stated, that too often
divisional and departmental management decisions have been
based, not on merit, but on perceptions. Interrelationships
and coordination of services within the Department of Social
Services have proven to be complex and perhaps impossible
under the current umbrella structure of the Department. We
will address the institutional placement of corrections
within state government in a separate section.

We make the following recommendations with regard to
the elimination of organization and staffing problems within
the current organization of corrections.

Recommendation 18:

The management plan recently completed at & cost of
over $100,000 by the Touche-Ross manégementAand accounting
firm should not be implemented until it has been reviewed by
the new Department of Corrections. Portions of thé’plan
appear to be unrealistic and unworkable.

Recommendation 19:

While the division managers may be commended Zor their
efforts to develop an improved classification system for the
division, we believe that even a superlative classification

system will be of little use when bed space alternatives are
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not yet available to which offenders might be classified.
In order for a corrcectional classification system to work
effectively, there must exist a range of correctional

institutional and community placement alternatives with

available space in each, to which offenders may be directed.
A range of facilities from maximum, medium, minimum, to and
including, community halfway houses must first be available.
While a sophisticated matrix classification system will be
useful eventually, we feel it ironic that the basis for the
management structure of the system can be found in a report
to the Alaska Legislature written five years ago in 1978.

We recommend that the revised classification system be
implemented in concert with division reorganizaticn and
development.

Recommendation 20:

We have examined the potential reorcanization of the
organizational and management structure of the division
along beth functional and regional lines. This Task Force
stronglyv recommends that the division be reorganized
immediately upon a decentralized regional concept. It is
our opinion, and the opinion of the majoritv of the
interviewees within and ou£side of corrections, that a
regionalized management structure would bring increased
efficiency and accountability to correctional operations
statewide. While a specific plan is inappropriate for this

Task Force, our preliminary findings are that regicnal

-20-
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directors should be appointed for each of the geographic
regions - southeast, southcentral, and interior. A fourth
regional director should be appcinted to manage correctional
services in rural Alaska - an area that has suffered from a
policy of "benign neglect." Regional Directors should be
partially-exempt positions. Each regional director should
have full responsibility and authority for managing all
correctional services in the region. These responsibilities
should include but not be limited to the surpervision of
institutions, probation and parole, other field services and
personnel and budget, and should include cocrdination with
the presiding superior court judges, trcoper cdetachment
commanders, district attorneys, public defenders, local
chiefs of pclice and peripheral service agencies. Each
regional director should be encouraged tc establish leocal
citicen advisory groups to advise him or her on ‘correctional
programs in the area. Communications between the state's
citizens and correctional managers will be enhanced via this
mechanismn.

Recommendation 21:

The members of this Task Force recommend that the
agreement for administration of local jail contracts should
transfer, under a new agreement, from the Department of
Public Safety to a new Department of Corrections and that

both governmental units should prepare their FY €4 budgets
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accordingly. We believe that all correctional operations
administered in part, or totallyv, by the State of Alaska
should be housed in only one administrative unit.

Recommendation 22:

Professionalism in the ranks of the correctional
system and in the management structure is of c;itical
concern to this Task Force. Formal educaticnal standards
should be established, in addition to agency in-~house
training for all correctional and field service positions.
A uniformed, neat and well-groomed correctional officer
staff within the institutions with a well-trained, and
professional demeanor would do much to enhance the morale
and credibility of correctional staffs. The need for
initial and periodic formal education and training is
critical. Training can be physically conducted at the
Careage House in Anchorage where board and rcom can be

I3

provided at low relative cost.
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INSTITUTIONAL PLACEMENT OF CORRECTIONS

IN STATE GOVERMNMENT

As stated previously by the transition Task Force on
Human Services, the management and operation of the Division
of Corrections is a "dominating problem" within the Alaska
Department of Health and Social Services and is of critical
concern. Several factors were identified bv that Task Force
which contributed to that assessment. OCur Task Force on
Corrections, in re-examining those previous conclusions, and
in conducting our own independent investigaticn has found
agreement that it is essential to move Correc+tions to
departmental status.

The three guiding factors of greatest relcvance are: 1)
that the Division has suffered from lack of continuously
stable and professional management within the Division and
within the Department of Heal*h and Social Services; 2) the
fiscal and management needs of the Division of Corrections
has placed tremendous demands on the resources of thg
Department of Health and Social Services; and 3) the primary
factor and mission of the bepartment of Health and Social
Services has been oriented toward community health, public

assistance, mental health and family services and is neither
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efficiently organized nor properly prepared to address the
problems of corrections within the criminal justice system.
Therefore, the Task Force on Corrections recommends the
following:

Recommendation 23:

The Division of Corrections should be moved quickly and
decisively in toto by immediate executive order to
departmental status. We have found unanimous agreement from
virtually all persons interviewed, from all regions of the
state, and from all segments of the criminal justice system
- police, courts, corrections, law - and from the citizen
sector that departmental status is not only justified but
necessary. The Task Force has considered previous proposals
which discussed a transitional phasing-in of the division
tcward a cabinet level position. We have ccncluded that a
transitionary movement will cause undue delays and probably
result in a less efficient and more burdensome
administrative process. We recommend a "quick'and clean"
transfer by executive decree.

Recommendation 24:

A Commissioner of Corrections should be appointed by
the Governor as soon as péssible. A deputy commissioner and
four regional directors (the latter explained in a recommendation
elsewhere in this report) should be appointed by the commissioner

to manage the new Department of Corrections.
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COMMUNICATION AND COORDINATION AMONG

JUSTICE AGENCIES

This Task Force and the practitioners in the justice
system from both the previocus and present state
administrations, and those from municipal law enforcement
departments whom we interviewed, are clear in their reguest
fcr statewide coordination of criminal justice policy and
law. The activities of the Governor's Commission on the
Administration of Justice under the direction of the
previcus administration were primarily oriented toward the
dispersion of federal dollars which emanated from the Law
Enforcement Assistance Administration (LEAA). With the
demise of the federal program, the Governor's Commission
(GCATJ) ceased to function.

New criminal laws and new policies and.procedures
emanating from one department or sector of the government
can have a serious impact on the management and
administration of other governmental units. For this reason
alone, it is critical to iﬁsure that clear communication ané
sound ccordination take place among the managers of the

justice system statewide. We recommend the following:
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Recommendation 25:

The Governor should empanel members cof his administration
who have justice administration respcnsibilities, invite
representatives of appropriate related agencies, and appoint
lay citizens to coordinate policy and law implementation for
the effective administration of justice.

Recommendaticn 26:

Appropriate management level personnel of the agencies
of justice should meet regularly for the purpose of coordinating
the activities cf the justice agencies at the local and
regional level. These groups should be made up of the
regional director of corrections, the presiding superior
court judge, the local chief (or chiefs) of police, the
local trooper detachment commander, the district attorney,
the public defender, a municipal attorney and a lay citizen.
We found at least one excellent example of this tvpe of
coordination and reccmmend that this management’ technigque be
emulated at least regionally across the state.

Recommendation 27:

We believe there are serious potential ramifications
frem the current effort at pre-settlement in the Clearv
case. We strongly recommeﬁd that the present partial
settlement agreement effort between the State of Alaska arnd

1ichael Cleary et al be halted and reviewed immediately and

that the state proceed to trial, if necessary, in defense of

the State.
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MUNICIPAL RESPONSIBILITIES

The Task Force has exaﬁined the potential for municipal
assumption of pre-trial detention responsibilities. This
issue has been of concern because of the differences which
exist between the larger urban population centers of the

state and the smaller municipalities. That is, within the

larger cities, no municipal facilities exist to hold
prisoners while they await trial. The burden of pre-trial
detention is assumed by the state. On the other hand, the
small town police chief must be administratively responsible
for hcusing the arrestee until trial or other disposition is
reached. The state has therefore developed contractual
arrangements with local municipalities to reimburse or
otherwise pay for the maintenance of prisonersz held on state
charges.

It can cost approximately $50 per day to book and hold
a minor criminal offender in a jail bed which mav have cost
up to $125,000 per bed to construct. It is clear that
relatively minor offenders should be held in less costly
prison or jail space. |

There should be an incentive for local municipalities
to increase their crime prevention and criminal diversion

programs at least for minor offenders who potentially take
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up expensive bed space needed for the sericus criminal

predator. It has been argued that if the municirpalities
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were paying all costs of pre-trial incarceration related to

crime at the local level, a substantial incentive (because

of the high costs of incarceration) would exist for the
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cities to develop substantial prevention and diversion
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programs.
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Reccmmendation 28:

- R

The Task Force on Corrections recommends that

municipalities not be made responsible for the costs of the

1 L T

pre-trial incarceration of offenders held on state criminal
charges. The impact of such a requirement would be that
very costly expenditures would be incurred immediately by

every municipality statewide. We bkelieve that the

-

state can

and should be responsible for the management and
administration of criminal defendents being tried under
state statutes. We do believe and strongly reconmend

however, that careful coordination between and among the

criminal justice professionals in both state and lccal

governments is essential to scund management of the system.
Corrections managers do not and cannot select their

prison population. The gaﬁekeepers at the front door of the

state system of corrections are the local police, trocpers,

prosecution and court personnel. They should work coopera-
tively to insure that offenders are held in space

appropriate to the level and nature of their offense.

-28-




Corrections has an obligation to insure that a variety of
types and levels of securitv is available to the law
enforcement commmunity.

Recommendation 29:

While we are reluctant to recommend that still other
task forces be formed to investigate and resolve other
issues, it is clear that there is a compelling need to
address the law, policies and procedures with regard to
public drunkeness and drunk driving. The issue has
appropriately been identified by the public and in the media
as one which demands specific attention. We therefore
recommend immediate attenticn to this issuec.

Recommendation 30:

We recognize the high statistical correlation between
alcchol abuse and crime. We reccrmend that the State Office
of Alcohol and Drug Abuse (SORDA) should provide alcochol and
drug abuse program services in cooperaticn with 'local
municipalities to correctional centers and ccmmunity service
offices statewide. There is a crucial need for a
comprehensive approach to the problem of substance abuse,
including "in-house", after care and fcllow-up program

services to ofIenders.



JUVENILE CORRECTIONS

Following completion of the Correctional Master Plan
for the State of Alaska in 1979, the previcus Commissicner
of the Department of Health and Social Services moved the
juvenile corrections segment of the Division of Corrections
to the Division of Family and Children's Services. The
argument for this move was primarily that the juvenile side
of the corrections organization always would receive
secondary prioritization in relationship to the demands of
adult confinement. The benefits were to be that greater
attention to juvenile needs would be the result of the
transfer of juvenile institutions and probation supervision
services to the family services division.

We have heard ample and persuasive testimony that all
persons who have been adjudicated as delinquent or criminal
should be managed organizationally within the same
governmental unit. We are convinced that the age of the
offender separates juvenile crime from adult crime énd that
many oif the most serious crimes are being committed by young
offenders. \

We have also found duplication of effort within the

Department of Health and Social Services. Where previously
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a probation officer in Nome, Barrow or Haines, for example,
could supervise and direct both adults and juveniles, it now
seems that these services mav require both and adult and
juvenile cspecialists.

It is also clear that serious juvenile offenders
require strong and decisive management by both the courts
and corrections. Violent juvenile offenders require secure
supervision and incarceration.

Related to the preceding discussion, we make the
follcwing recommendations.

kzcommendation 31:

The entire present organization of youth corrections
should be moved as & Divisicn of Juvenile Correctiocns, to
the new Department of Corrections when reorganization is
completed and functiocnal. Management of this division
should be decentralized to f£it the regional organization of
the Department. For example, the juvenile institutution in
Fairbanks and the juvenile probation and field services
operations should be accountable to the regional director of
corrections in Fairbanks. There is no apparent need to add
additional staff to juvenile correcticns as a result of this
transfer, although there méy be a need for additional
juvenile staff for other reascns to be defined at a later

date.
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REHABILITATION AND ALTERNATIVES

TO INCARCERATION

The public has a right to demand a positive return for
its investment in corrections. While protection of the
public from the offenders who are sent to jail or prison is
reasonably assured, that prctection exists primarily during
the length of the prisoner's incarceration. Long term
protection can only be brought about by the reformation of
the offender as mandated by the Constituticn of the State of
Alaska. Prisoners can return to the state's population as
better persons or more bitter as a result of their prison
experiences.

Idleness in our prison system, mixed with overcrowding
can and will produce chaos and perhaps result in violence to
both property and perscns. There is a dearth of meaningful
work opportunities for the prison population. Make-work
institutional maintenance is the routine alternative for
even a minority of prisoners. Prison industries aﬁd public
works projects shculd be implemented in all long term
correctional centers. Res%itution and community services
opportunities for individual prisoners who are not security
risks should be made available and taken into consideratiocon

by parole authorities for thcse prisoners who are eligible.
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A system of relatively inexpensive community treatment
halfway houses should be available within the Department of
Corrections range of institutions. Offenders who fail or
who are not yet ready for release should not be eligible for
these lesser security facilities. However, all offenders
nearing eventual release should be placed under the
carefully coordinated and supervised system of halfway house
resources. A full range of maximum to halfway house
security level institutions is essential to the reformation
of offenders and the efficient management of oifender
populations. We recommend the following:

Recommendation 32:

The prisoner population in the State of Alaska should
be put to work. While the unemplcyment rate in Alaska is
seasonally and regionally high, the citizens of the state
can no longer endure an idle segment of otherwise able
bodied prisoners. Prison industries and public'works
projects have been adequately addressed in the Correctional
Master Plan. It is not cur intent here to review those
already voluminous plans. We intend to emphasize éhe need
for a halt to planning and the commencement of activity.
Corrections must be given the resources to provide
meaningful work opportunities for the offender population.
Cutting and clearing of land, stream rehabilitation, trail
building, and parks maintenance and construction are but a

few examples of public works projects which would benefit

~33=-




the citizens of the state as well as the'non—violent
offender population. Eight hour a day work habits can be
learned and law abiding skills can be developed. Adequate
pay to prisoners can and should be permitted with the
responsibility that the working offender repay the state
and/or the victim for at least the partial cost of his
crime. His or her family can be partially supported as a
result of prison labor, board and room can be at least
partially paid, and small amounts can be set aside in
savings toward release. The non-working offender should not
be entitled to the same privileges granted to the workin:
population.

Recommendation 33:

We agree with current correctional policy that any
offender who does not possess a high school diploma or its
equivalent should be required to complete a G.E.D. program
if feasible within the length of his or her incarceration.

We feel strongly however, that these offenders and
those who alreadv possess a high school diploma and who wish
to take part in educational and recreational prograﬁs'should
do so in their non-working hours - the same as working
citizens of the state outside of the prison system. Higher
education courses, arts and crafts and other culturally
oriented programs should be encouraged and funded. But
prisoners pursuing ccllege educations should seek out and

apply for Alaska Student Loans the same as "freeworld"
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students. The Department of Corrections should coordinate
and contract with local school districts, the Department of
Education, and the University of Alaska Statewide Systems
for teaching resources.

Recommendation 34:

This Task Force has learned that there are
approximately 150 parole eligible offenders within the
corrections' institutional population. These offenders
apparently meet all of the current qualifications for
eligibility for parole consideration but have not applied.
In relationship to the very high cost oif prison bed space
and the current crisis in overcrowding, we strongly
recommend that a systematic evaluation of these offender
eligibles be conducted immediately.

Recommendation 35:

The Department of Corrections should provide the
opportunity tc every offender the resources of a'halfway
house program for those about to be released. Offenders
should be encouraged to be self-sufficient, apply for jobs,
seek out community treatment resources and renew tﬁe_ties
with the law abiding community including family and friends.
Close coordination and carefully organized transitions
should be mandatorv as the offender moves from secure
institutions to halfway houses and finally to the community.
Probation and parole field staffs should develop community

resources and a system of community volunteers to assist
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offenders in making the transition. Community service
halfway houses should alsc be available to probationers,
parolees, and ex-offenders who are in need of assistance.
The use of university and community college interns should
be encouraged in these facilities. Finally, the Department
of Corrections should assure that alcohol, mental health and
vocational rehabilitation services provided through other
departments and divisions of state and local governments are
heavily utilized. These offenders should not receive
treatment not otherwise available to "ordinary" citizens.

However, corrections must correct.
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GOVERNOR' S TASK FORCE ON CORRECTIONS
ACKNOWLEDGEMENTS
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Anchorage

Fred McGinnis
Dep. Comm.
DHSS

Bob Hatrack
Dir., Div. of Adult
Corrections

Brian Porter
Chief of Anch. Police

Mark Rowland
Pres. Judge
Supericr Court
3rd District

Jim Vaden, Lt. Col.
AK State Trocpers

Jerry Watkins, Design Mgr.
Richard Armstrong,
Dir., DOT/PF

Pave Arnold
Youth Svcs, Div. of Family
and Youth Services

Dick Schoffel, Meadow-
Creek Women's Corr. Ctr.

Frank Saucser
Supt., Hiland Mtn. Corr.
Ctr.

Charles Moses, Supt.
Judy Levar and Mr. Gage,
Baugh Const., Cook Iniet
Corr. Ctr.

Ted Corey
Div. of Corr., Careage
House

Terry Jorgenson
Chair., cit. Adv. Group,
Hiland Mtn. Corr. Ctr.
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Matalie Brooks
Member, Cit. Adv. Group
Hiland Mtn. Corr. Ctr.

Walt Jones '
Prob./Parcle,

Prog. and Svecs, Asst. Dir.
AK Div. of Adult Corr.

Art Snowden
Dir., AK Court System

Phil Briggs
Asst. Supt., 3rd Ave. Corr.
Ctr., and Messrs. Phillips
and Schaffer

Tony Knowles, Maycr, Muni.
of Anchorage and Ray Mann,
John Franklin.

Ray Clements, Chair.
Anch. Crime Comm.
Comm. on Corrections
Bob Swanson, Pres,
August Corp.

John Havelock, Justice
Ctr., UAA

John 2ngell, Dir.
Justice Ctr., UAA

Vern Caulkins
Supt., 3rd Ave. Corr. Ctr.

Russ Moody, Supt., Corr.
Ctr. Annex

Bernie Segal, Dir.
Ctr for Alc. g Drug Abuse,
UAA

Dana Fabe, Pub. Def.
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Barrow

John Winjum, Dir.
No. Slope Bor., Dept.
of Public Safety

Mike Jeffery, Judge
Sup. Ct. 2nd Dist.

Jeanne Crcss
Magistrate

Eugene Brower, Mayor
Ne. Slope Borough

Elise Patkotak, Dir.
Dept. of H & S3, MNo.
Slope Bor.

Tom Drake, Supt. Corr.,
Dept. of Pub. Safety, No.
Slope Borough

Bethel

Dan Carothers, Prob. Cff.
Div. Adult Corr.

Mary Triebers, Asst,

Pub. Def.

Christopher Cooke, Judge
Sup. Ct.

Dale Curda, !lagistrate
Laurie Otto

Dist. Atty.

Bob Ruttcane

Juv. Cerr., Prob. Ct{icer
Youth Corrections

Glen Godfrev, Lt. Comdr.
West. Det., AK St. Troop.
Joe ilildrech, lst Sqgt.,
Bethel, Cetach., asgT

Tom Varrell, Chic

‘Bethel Poiice Dept.

Fairbanks

Mathew Xiernan, Chief
Fbx Police Dept.

Gene Schaefer,
Youth Corr.

Reg. Admin.

Larry Caldercne
Supt., and Vern Oxandine,
Asst. Supt., Fbx Corr. Ctr.

John Cain, Reg. Admin.
Prob./Parole Field Svcs,
Div. of Corrections

Harry Davis, Dist. Atty.,
Dept. of Law

Cerald Van Hoomisen,
Judge, Sup. Ct.,

Pres,
4th Dist.
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Lewis Reith, Outbost Supv.,
Ak State Troopers

Glenallen

Shelcon Sprecker, Magistrate

Corp. Bachman, AST




Juneau

Wally Roman, Corr. William Ladwig, Adult
Ind., Adult Corr. Corr.
Joe Ciraulo Keith Stell, Reg. Admin.
Chief, Jnu Police Dept. Adult Corr.
Sheila Nickerson, formerly - John Pugh, Dir.
Univ.Within Walls project Fam. & Youth Svcs.
Margaret Pugh Dick Branton
Admin., Johnson Ctr Dept. Dir., Div. of

Mental Health & DD
Terry Hanson
Spec. Asst. to Comm. of Norman Gorsuch, Atty.
Public Safety Gen., Dept. of Law
Dan Hickey Allen Korhonen
Chief Pros., Dept. of Acting Comm., H & SS

Law, Pat Conheady, Asst. AG
Bob Sundberg, Comm. of

Bill Huston Pub. Safety

Supt., Jdnu Corr. Ctr.,

former Dir. AK Div. of Corr. John Scribner, Dep. Commn.
DOTPF

Sam Trivette, Exec. Dir.

Parole Board Janice Cole, Div. of
Policy Dev. & Planning,

Lew Reece Office of Governor

Reg. Admin., Youth Corr.
Div. of Fam. & Youth Svcs.

Kenai Peninsula

Wm. Kaufman, Lt. Dep. Walt Koenol, Corr. Supv.
Cmdr., C Det., AST City of Kenail

C. E. Swackhammer, Det. Cmdr. Rick Ross, Chief

Det. C, AST Kenai Police Dept.

Lou Bencardino, Chief Mike Daugherty, Chief
Seward Police Dept. Homer Police Dept.

Duane Udland, Chief
Soldotna Police Dept.
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Ketchikan

Robert Andrews

Asst. Supt. Corr. Ctr
Nome

Bob Lewis, Dist. Atty.

Gail Frank, Supt.
Nome Corr. Ctr.

Charles Tunley, Pres. Judge

2nd Jud. Dist.

Valdez

Don Wagner, Valdez
Police Dept.

Correctional

Kediak

Ed Martin, Chief
Kodiak Police Dept.

Palmer

Dick Giles, Asst. Supt.
Pgms. and Dennis Vincent,
Asst. Supt., Security,
Palmer Corr. Ctr.

Stan Zaborac, Supt.
Palmer Corr. Ctr.

Red Henderson, Chief
Palmer Police Dept. and
Pres., Ak Chiefs of Pol.
Asesn.

Beverly Cutler, Judce
Sup. Ct., 3rd Dist.

Center Site Visits

Anchorage, 3rd Avenue

Ridgeview

Cocok Inlet (under const.)

Meadow Creek (Eagle River,
women)

Palmer Med. Security

Palmer Jail - new (under
const.)

Fairbanks Youth Facility

Bethel

Juneau Johnscon Center

Anchorage, 6th Avenue

Careage House

Hiland Mountain (Eagle
River, men)

Palmer Min. Security

Palmer Jail - Police
Dept. (old)

Fairbanks Corr. Ctr.

Barrow

Kenai City Jail





