
Inventory/Needs Subcommittee

Progress Report Oxford County

Meeting with Oxford County to Continue Work on

Mission Change
At the Oxford County Sheriffs’ Department, February 13, 2009

Attending: Attending the work session were Sheriff Gallant, Ernie Martin, Lt. Sandborn, Judith Haas, Ralph Nichols, Lt. Sandborn and Lt. Daley Hart. Sheriff Todd Brackett from the CWG also was present at the end of our session.
During our work session we discussed the progress on data collection, further development of staffing requirements, discussion on redistribution of Oxford inmates +72 hours to Androscoggin, transportation, pretrial services and alternative sentencing, medical and food services, and the work needed to develop a line item FY10/11 budget for a 72 hour holding facility and related cost .

Collection of Admissions Data to and Findings: Pretrial Data collection for 2008 has been completed and analysis of this data is listed below. Jail staff are continuing to collect data on their sentenced admissions and length of stay. This will be completed by Tuesday, February 17.  
2008 Pretrial Admission by and Detention Days: Of Oxford total 1559 admissions, 1218 were for Pretrial and 341 were sentenced. Of the 1218 pretrial admissions, 972 admissions (80%) were released within 72 hours.  This represents a total of 1,301 detention day or an average daily population of 4 pretrial offenders.  Considering a peaking factor of 25%, the project pear ADP for 72 hour holding would be 4 male inmates and 1 female for a total of 5 ADP.
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The total detention days for inmates held less than 72 hours represents a reduction in the peak ADP of Pre-trial inmates needing to be redistributed by 5. (1825/356=5), 4 males 1 female. This represents the need to redistribute 19 of the 24 ADP of Oxfords pre-trial inmates to host a county. The host county being considered for pretrial inmates from Oxford County is Androscoggin which has a capacity of 160 inmates with an average daily in-house population of 130 inmates in 2008. Additionally, this data implies that Oxford County would need to make transport to the host county(s) at least once every 3 days. 

The classification levels of the ADP to be redistributed (19 pretrial) are as follows: 11 Minimum security, 7.9 medium security and .1 maximum security pretrial inmates.

Once sentencing data collection has been completed we will be able to determine its impact on the redistribution of Oxfords population greater than 72 hours
Staffing Requirements for 72 hour Holding and Related Transports: After much discussion the following staffing levels were established for 72 hour holding and transport:
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Position Descriptions & Responsibilities
Detention Manager: The Detention Manager would be responsible for the day to day management and coordination of the holding facility budgeting, staffing, agreement with the host county, operations of the holding facility in compliance with standards, booking, food services, emergency medical services, inmate transports and pretrial/alternative sentencing programs.  In estimating the salary level for this position, we reviewed several county and state positions with similar management responsibilities and found the position entitled Unit Manager used by state facilities was the most comparable with an entry level salary of $51,900 not including benefits. Assistance County Manager Haas will determine what the cost of benefits for this position would be based on Oxford Counties benefit package in order to estimate the full cost of this position. 
Senior Detention Officer: In later discussions of the proposed staffing plan for 72 hour holding facilities with the Co-chair of NI Subcommittee, Mike Vitiello, he expressed the concern that the staffing plan did not provide any supervisory over sight on the 2nd shift raising the issue of vicarious liability that would exist from failure to supervise detention officers on of the on the 2nd shift. Based on this concern,  we are recommending that one of the second detention officers on the 2nd shift, in addition to having detention officer responsibilities, be a working senior officer providing supervisory oversight on the 2nd shift. The salary level for such a position should be 20% to 25% higher than that of a Detention Officer to compensate the Senior Detention Officer for the added supervisory responsibilities.
Detention Officers: Detention Officers are the direct care line officers responsibly for booking, supervising inmates, maintain facility security and control, and maintain shift documentation and logs, all in compliance with established practices and post orders. These officers would be required to maintain officer certification from the MCJA and would be compensated based on the existing salaries and benefits of Oxford County for Correctional Officers.  Detention Officer levels would supplement by trained part-time staff on an as needed bases for one on one supervision as determined by supervisory staff.
Transportation/Escort  Officers: Transportation/Escort  Officers are for the safe and secure  transport or escort all inmate outside the facility to the host county facility, the courts, or other related inmate transports that are the responsibility of Oxford County. Transports, are defined here, refers to any movement of inmates outside of the facility by vehicle.  In addition, these Officers are responsible for escorting/walking inmates from the facility, across the parking lot to the So. Paris District Court and remaining with the inmates to supervise them in the court until the officer escorts them to the facility. The salary and benefits for these officers would continue be at the present rates established by Oxford County. Transport/Escort Officer staffing levels would be supplemented by trained part-time officers on an as needed bases determined by supervisory staff.
Vehicle and gas cost included the FY10/11 budget will need to increased to cover the addition 125 round trip transports to the host county. 
Presently Oxford County transport officer transport/escort pretrial inmates to four different courts weekly: Bridgton District Court, So. Paris District Court, Rumford District Court and the Oxford Superior Court located in So. Paris. 
Video Arraignment: Oxford County courts have had the capability for video arraignment for the last 4 or 5 years but it is not been utilized as the final connect/line to the jail facility, a $2,100 investment,  has not been installed. Implementation of VA in the Oxford County courts as a routine practice would go a long way to reduce transport and personnel cost to the holding facility. I would suggest that we include this investment in the holding facility budget making VA possible between the holding facility and court facilities and strongly encourage the court to begin to utilize this technology. This would also provide the capability for video visitation and conferencing between the inmates held in the host county, their families and attorneys. 
Based on the information developed during our work session, Judith Haas and Ernie Martin will establish a Personnel Line item budget for staffing as a 72 hour holding facility for review at our next work session.

Food Services: The group discussed several options to provide food services for inmates held during meal times. This included contracting with a private food service company, through an agreement with a local restaurant or by maintaining a reduced level of the jails existing food services. We estimate that the facility would need to provide an average of about 15 meals a day of which 1 meal a day would be a hot meal.  Disposable eating utensils, plates, bowls and cups would be utilized to minimize cleaning up after meals. Based on Oxfords FY10/11 budget proposal the average meal cost per day including the cooks’ salary is $8.80 per meal. Based on food only, the cost per meal is $2.85. 
Breakfast could consist of dry cereal, milk, coffee and a fruit. A stock of these food items would be maintained by the food service provider at the facility and would put up on trays and delivered by Detention Officer to inmates each morning eliminating the need for a food service person to be at the facility for the breakfast meal. 

Lunch: The noon meal would consist of a brown bag type lunches and drinks which could be put up in advance by the food service provider and refrigerated for distributed by detention officer at noon. Again this would also eliminate the need for the food service provider to be on site for the noon meal.

Evening Meal: The food service provider would be on site at the jail to provide a hot evening meal for inmates, stock food supplies, prepare noon bag lunches and complete daily kitchen cleaning.
As mentioned above, three different options were discussed for providing food services to the inmates being held: A contract with private company specializing in providing food service to institutions; a contact with a local restaurant for catering services, or continue a downsized version of the jails existing food services
Private Provider: Ernie Martin contacted the major food service vendor for jail in Maine and discussed the possibility of providing food service to a holding facility in Oxford County. Based on his discussions with the company, the company believed that they would not pursue providing their services to Oxford County because of the low number of meals they would be expected to provide.  Based on this information, we decided this option was not worth pursuing any further.

Daily Catering Services from a Local Restaurant: The working group feels that this option may provide the most cost effective way to provided food service based on a cost per meal bases for the evening meals, bag lunches and maintaining food supplies for the breakfast meal. The evening meal could also be prepared at the local restaurant, packaged to keep it warm and delivered to the jail. The Sheriff and jail staff will discuss this option with local restaurants owners to determine if there is any interested in providing this service to Oxford County and what the estimate annual cost would be. The Sheriff and his staff will have this information avail for our next work session.
 Continue a Downsized Version of Existing Food Services:  This option would require Oxford County to maintain its kitchen, retain a cook on an hourly, part-time bases, (4 hours a day, 7 days a week) and continue purchasing and storing food supply, but a much reduced level. Oxfords present meal cost, not including the salary for cooks is $2.85 per meal. The addition of a cook ( 4 hours a day, 7 days a week at $18 an hour) would add an additional cost of $26,280 for a total per meal cost of $7.65 or a total cost of $41,885 in each year of FY 10/11. The cost of this option will also provide us with the information we need to compare cost to the Local Restaurant Catering option.   
Medical & Mental Health Screening and Emergency Services: Holding facility standards require that trained detention staff complete a medical/ mental health screen on all inmates as a part of the booking process. The existing screening form, which has been in use since 1996 for holding facilities, has been provided to the Medical/Mental Subcommittee to determine if revision or additions are needed. Standards also require, at a minimum, that the holding facility have emergency medical and mental health service available to them on an as needed through a local hospital emergency room or local provider. This is a difficult area for us to estimate cost giving the infrequent use and unanticipated nature of emergency medical services. Oxford has budgeted $100,192 in each year for FY 10/11 for medical services and medication, or $6.24 per day per inmate. Based on the cost per day, we are including an emergency medical contingency line item estimate of $11,400 (5 inmates at $6.24x365) in the holding facility budget for FY10/11. Medication cost would be reduced in the FY10/11 budget from $64,890 ($4.04 per day per inmates) to $7,400 for inmates held in the holding facility. 
Pretrial and Alternative Sentencing Programs:  The NIS asked Scott Landry, Co-chairman of the Pretrial/Alternative Sentencing if his group could review the use of PTSA in Oxford County to determine if these services were sufficient or they could be enhanced to divert additional inmates. Given the high number of minimum security offenders(56%) being incarcerated in Oxford County, both pretrial and sentenced, it would appear that it may be possible to divert more offenders and reduce the use of incarceration for these lower risk offenders. 

The PTAS Subcommittee reviewed the existing PTAS Programs in Oxford County which are provided by Maine Pretrial Services at a cost of about $2,500 a month. Maine Pretrial Services provides Oxford County and Franklin with 1 caseworker which is shared between the two counties. According to PTAS Subcommittee, Oxford County has one of the lowest utilization rates of these programs (29%) as compared to other counties. The PTAS Subcommittee recommended that funding be provided in FY10/11 to provide a full time caseworker from Maine Pretrial Services to enhance the use of these services for Oxford County offender held at their holding facility and in the host county.  This would require an additional investment of $32,000, totaling $64,000 in each year of FY10/11 which we have included. The return on this investment, both in terms of the diversion of lower risk offenders from incarceration (best practice) and the resulting reduction in cost, speaks for itself. 
Utilities, Maintenance, Repairs, Fixed Cost & Fuel Oil: The Oxford County Sheriffs Facility is a two story structure which houses the departments administration and law enforcement division on the first floor and the jail on the second floor.  The total cost of utilities, maintenance, repairs, fixed cost and fuel oil for this shared building is included in the jails FY10/11 budget ($105,441) and not prorated. A prorating of this cost is suggested at a percentage rate of 30%, ($31,632) Administration and Law Enforcement, and 70% ($73,818) for the holding facility for FY10/11. In FY12/13 we would revisit this cost to determine the cost impact resulting from the downsizing of the jail facility to a holding facility during FY10/11in these categories.
Work Still Needed to Be Completed With Oxford County for Presentation to the Board of Corrections at 
Their Meeting on February 27, 2009

72 Hour Holding Facility, Line Item Budget For FY10/11: Mrs. Haas and Mr. Martin will develop a detail FY10/11 line item budget for a 72 hour holding facility based on the work we have done to date for our next work session and for review with/by Scott Ferguson, Cochairman of the Budget Subcommittee. One major decision that needs to be decided is the method that will be applied to address the increased cost to the host county housing Oxfords inmate population beyond 72 hours. For this analysis we are using the marginal cost of $22 a day.
Sentencing Data:  Data collection of 2008 admissions on the LOS for Oxfords sentenced population still needs to be completed. Mr. Martin hopes to have this completed to me and emailed out by Tuesday, February 17. This information is critical in continuing to develop cost and to meet with the anticipated host county, Androscoggin.

Meetings With Potential Host Counties: Sheriff Gallant and I have both spoken with Sheriff Desjardins and he is willing to meet with us along with his Jail Administrator John Label, to begin discussions of the possibility of Androscoggin housing Oxfords pretrial population. We hope to be able to meet during the week of 2/23/09.
Inventory/Needs Subcommittee
Report & Recommendation

Initial Meeting with Oxford County to Discuss Change in Mission

Date: Tuesday, February 4, 2009

Attending: Sheriff Wayne Gallant, County Commissioner Merrill, Jail Administrator Ernie Martin, Lt. Sandborn, Lt. Quinn, Assistant County Manager Judith Haas, Mike Vitiello & Ralph Nichols.

Concept Presented: Oxford County would like to explore a change in their existing mission from a full service jail/detention facility to a 72 hour holding facility located in the existing jail facility in South Paris providing booking, holding, pretrial and transport services of offenders arrested by law enforcement agencies they served in Oxford County.
 Proposed Mission Change being Considered:  Sheriff Gallant and his staff, faced with a uncertain future and budget concerns, believe that it would be in the best interest of Oxford County to initiate and participate in a process of exploring the feasibility of a change in their facility mission to determine the role there facility and staff would play in the new Unified Correctional System. The existing Oxford County Jail, opened in 1979, is a small 44 bed, linear, Tier 3, facility, which suggests that the facility, under a UCS, would be considered for downsizing to a holding facility to reduce cost and gain efficiencies. Understandably, Sheriff Gallant has a very genuine concern of what the impact would be on his jail employees of a mission change downsizing his facility to a 72 hour holding facility as well as the services they provide in Oxford County.

After a lengthy discussion of these concerns and the process to be used working with them to determine the feasibility of a new mission, we began our work by touring the jail with the Sheriff and his staff to get an idea how the jail layout could be reconfigured for 72 hour holding. After the tour, we reconvened to continue our discussions and agree on a process to move forward to determine the feasibility of a new mission as a 72 hour holding facility for Oxford County. Our discussions included the following:  
· The mission of the  72 hour holding facility would be  to provide holding services for offenders arrested or ordered held in Oxford County by Federal, State, County and Local law enforcement agencies, the courts, and probation and parole;

· The facility would provide or have access to four service components: 1. Pretrial and alternative sentencing, booking, holding, and transportation services; 
· The holding facility, its  operations and staffing would be based on Maine Standards for Holding Facilities as required by MRSA 34-A, Section 1208;

· The 12 to 72 hour holding facility, booking and transport services would be staffed by existing Oxford employee. The number of hours of operations would be determined based on the average length of stay data. A Detention Manager position would need to be established to coordinator services including holding, transports, pretrial services and alternative sentencing programs: 

· Oxfords detention and sentenced population held more then 12-72 hours would be redistributed to other county jails with capacity within the same prosecutor district first, and as close as possible second. How the cost of redistributing Oxfords population would be determined by the MBOC for FY 10/11.

· Booking services would include initial screening of offenders by trained facility staff for medical, mental health, substance abuse based on the screening form required by standards and approved for use by medical professionals.

· Medical services would be provided on an as needed emergency bases at a local hospital emergency room.

Our discussions also what information and data was needed that would be necessary to determine the feasibility, benefits and efficiencies of a mission change. We also review the existing population data and facility information listed below:
Existing Facility and Population Data: The existing Oxford County Jail was opened in 1979 operating as a fully service adult male and female detention facility located in South Paris, Maine with a rated capacity of 44 pretrial/sentence beds (43 male, 1 female) & 1, 48 hour holding cells:

 Jail Population data for calendar year 2008: (Source: MDOC 2008 Jail Population Reports, Oxford County Jail)

· Admissions In 2008, Oxford  averaged of 5 admissions daily, (4 males & 1 female) for a total 1,549 admissions (1253 males 296 females);

· Average Daily Population The jails average daily population for 2008 was 43 inmates of which 4 were females and 39 were males.

· Status of ADP Of the total ADP of 43, 24 were pretrial (70%) and 19 were sentenced (30%);

· Average Length of Stay The average length of stay at the Oxford jail for 2008 was 11.6 days, (10.5 days for males and 5 days for females);

·   Classification of ADP The security classification of the ADP in 2008 was: 30 minimum security (56%), 13 medium security (43.1%) and .3 maximum security (.9%).
·  Programs The existing jail provides several programs for offenders including pretrial diversion, alternative sentencing and public service works;

· Budget There proposed for FY 10 budget is $1,749,617 million or an average daily per diem cost of about $111.48 a day per inmate. 

Additional information and data determine necessary to plan and assess the feasibility of the proposed mission change were discussed and included:

· Analyze Oxford County 2008 admissions and release data to identify more specific length of stay for pre-trial and sentenced inmates. (Ernie Martin Oxford County)
· LOS of Pretrial


LOS of Sentenced
· 6 hours or less


1 to 3 days


· 7 to 12 hours


4 to 30 days

· 13 to 24 hours


31 to 60 days

· 25 to 48 hours


61 to 90 days

· 49 to 72 hours


91 to 180 days

· Greater 72 hours

181 to 9 months

This information is critical in determining the average holding within the first 72 hours and the number of transportation trips needed to transport offenders to longer term facilities.

· An initial inspection of the Oxford County jail physical plant found that with very minimal modifications, Units A & B could be converted and operated as a 72 hour holding with a capacity of 12, single occupancy cells and dayrooms, (6 male, 6 female). An officer post could be relocated to either the existing office or the control room which provides visual observation into the corridor area of Units A & B. A door, separating Units A & B from the remaining general population units should be installed to establish a secure internal perimeter limiting access. The existing booking area could continue to be used as is. Door controls would be converted to key operation by staff supervising detainees. Further work needs to be done to cost out door installation;
· Review and establish minimum staffing requirements to operating a Oxford County holding facility and to provide transport services based on Maine Standards for Holding Facilities; (MDOC Inspections Division, Oxford County, Needs & Inventory and Transportation Working Subcommittees)
·  Review jail population data and facility capacities of jail facilities within the same prosecutor district and other facilities to determine where Oxford County pretrial inmates held more than 72 hours and sentenced could be redistributed; (Sheriff Gallant, Needs/Inventory Subcommittee, and potential Counties) Androscoggin County was identified as a possible location for Pretrial and Cumberland County for sentenced inmates as potential sites. Sheriff Gallant and Ralph Nichols would initiate discussion with these counties; 

· Develop cost estimates and analysis, including savings, resulting from Oxford County’s proposed change in mission. (Director Finances MDOC, Oxford County & Counties being impacted, Pretrial/Alternative Sentencing Subcommittee)

· Holding Facility, Booking & Transportation staffing and Operational cost;
· Pretrial and alternative programs;

· Cost to redistribute Oxford inmates to other counties
· Savings and efficiencies if any.
Review and Approval Process The following review and approval process was discussed:
· Present proposed plan to change mission to the BOC Needs/Inventory Subcommittee (Oxford County & Needs/Inventory Subcommittee)

· Present proposed plan to change mission to the BOC Corrections Working Group (Oxford County & Needs/Inventory Subcommittee)

· Submit proposed change in mission and plan pursuant to Board administrative rules process; (Oxford County)

· Present proposed mission change and plan to BOC. (Oxford County, CWG & INS chairs Committee)

Recommendation: Based on our meeting with Oxford County, the Co-chairs of the Needs/Inventory Subcommittee recommends that the Needs/Inventory chairs more forward with Oxford to explore the feasibility of a proposed change in Oxfords mission. If found to be feasible, Oxford will develop a detail plans to be presented to you, submit their proposal pursuant to the boards administrative rule and present to the board for their consideration. 
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