
Inventory/Needs Subcommittee

Progress Report

Meeting with Waldo County to Continue Work on Change in Mission

Date: Thursday, February 12, 2009

Attending:  Jason Trundy, Jail Administrator & his staff, & Ralph Nichols.

 I met with Waldo County jail staff to check on the progress of the work we had outlined with them at our last meeting. Toured the jail and holding area to determine how the jail facility could be reconfiguring for use as Reentry and 72 hour holding. We also discuss staffing requirement and developed a staffing plan. Additionally we explored options for providing food and medical services.

Review of Jail Facility for Use as 72 Holding & a Reentry Center:    A tour of the jail facility was conducted to inspect all areas of the facility based on Maine Standards for Holding Facilities and standards for Community Based Residential Standards which would be applicable to a reentry center.
· 72 hour holding: They existing holding facility is located in the north wing of the jail facility separate from the main jail housing area yet still within the facility perimeter. This layout is ideal for maintaining separation from the main jail proposed to be used for reentry and for providing a security staff configuration allowing a team approach for sharing the responsibility of maintaining two security staff post on each shift, one in holding and one in the reentry center supervising inmates/residents and maintaining security for both areas.

The holding facility area consist of a vehicle sally port for delivery of inmates, officers booking work station with a desk and video monitors, a  shower/search area, and two separate holding area, one observation cell with a capacity of 1, and a second unit with a capacity of 3 single cells. These units meet separation requirement of males from females. This area also has the capacity to hold up to 3 male not requiring placement in secure cells, in their non-secure waiting area for up to 6 hours.

· Reentry Center: The existing long term housing area of the jail is located in the south wing of the facility. It has a rated capacity of 32 inmates with the ability to house medium security and minimum security inmates in several separate units. The exiting use of the long term housing and support/program areas as reentry is not the ideal design for use a reentry center given the harden/secure nature of this area and cell design. However, by removing detention grade hardware and door, replacing existing detention furnishing with residential furnishing, reconfigure open area , such as the facility lower multi-purpose area as a large group/lounge area, carping floors and additional cosmetic improvements, this area could be use in the immediate future as a Reentry Center. Ideally, on the long term, architectural service should be pursued through the certificate of needs process with the Board to redesign and renovate this area as a community based residential unit within a unified system. 
Mr. Trundy is, with our assistance, beginning the process of costing out the use of this area for reentry use in the immediate future, while Sheriff Story is pursuing consultant service to develop a reentry program based on best practice and develop a certificate of needs to redesign and renovation this unit for long term us as a residential community based reentry center for the boards consideration.
  Progress on Data Collection: Mr. Trundy provided me with a copy of the data they have collected to date which included all admissions by the length of stay for 2008. He is continuing his work to break admission data by length of stay, by pretrial, sentenced and gender. An analysis of this data is critical in determining the holding facility ADP, transports and redistribution of their inmate population to other host county facilities. Mr. Trundy completed data collection and emailed to me on February 13. The following analysis is based on the 2008 admissions data collected by jail staff and the  2008 and is as follows:

2008 Admissions Data and Findings Waldo had a total of 1322 admissions in 2008. Of the total admissions 983 were pretrial and 339 were sentenced. Of the 983 pretrial admissions, 218 were female and 765 were male. Of the sentenced admission 339, 56 were female & 283 were male.
Pretrial Admissions Of the 983 pretrial admissions, 736 admissions (75%) were released within the first 72 hours.  This represents a total of 734 detention day or an average daily population of 2 pretrial offenders.
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Sentenced Admissions:  Of the 339 sentenced admissions, 135 inmates (40%) served sentences of 1 to 3 days and were release.  This represents a total of 192 days served or an average daily population of .5 

  1 day
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Holding Facility Capacity: Based on this admissions data, Waldo County would require a 72 hour holding capacity of 4 single occupancy cells, 3 males and 1 female. The present 72 hour holding capacity for Waldo County is 4 and meets required gender separation requirements.  Waldo’s holding area also includes an additional capacity for non-secure waiting area, (up to six hours for inmates waiting processing or transport) of 3 males. 
In Summary, the existing Waldo facility has the capacity to meet the need require to change its mission from a full service jail to a 72 hour holding facility. 
Population to be Redistributed to a Host County(s): Based on the population and admission data,(ADP of 24 sentenced & 24 pretrial, total 48 in 2008) Waldo County would need to acquire housing in host counties for an average daily population of  20 pretrial and 15 sentenced inmates or a total of 35 beds when fully operational as a 72 hour holding facility and 32 bed reentry center. This is based on a holding facility capacity of 4 inmates and 8 sentenced Waldo inmates participating in reentry. During the transition to a reentry center, a total of 44 beds, 20 pretrial and 24 sentenced would be required. The cost of redistributing this population to host counties, based on a marginal cost of $22 a day would be $281,050 when fully operational, or during the transition period to a reentry center$353,320. Waldo’s FY10/11 budget for boarding inmates is $912,000 in FY10 and $600,000 in FY11. A potential cost saving of $558,680 during the transition year and $318,950 when fully operating as a reentry center for a total of $877,603 in FY10/11 after all marginal cost are paid.  

 Transports: Additionally, this data, in conjunction with release data (An average of 3 releases daily) indicates that Waldo County would have to conduct, at a minimum, 1 transport every three days to the host county(s) housing Waldo’s inmate population held/sentenced more than 72 hours. A total of about 125 transports annually is anticipated. The two counties mostly likely to house Waldo’s population are Knox County for pretrial inmates and Two Bridges for sentenced inmates.  Somerset County may also be an option. The door to door mileage and time one way to the Knox County Jail in Rockland from the Waldo facility in Belfast is 29 miles and takes 42 minutes traveling on Rt. 1. Adding a 30 minute processing time to release and 30 minutes time to book in, the total round trip transport distance is 58 miles taking 2 hours and 24 minutes to complete including processing time. A round trip transport to the Two Bridges Jail located in Wiscasset is a distance of 132 miles (66 miles one way) and takes, including processing time,  a total of 5 hours and 28 minutes (2 hours, 46 minutes 1 way) using Rt 1. 
The cost resulting from these trips (125 total) needs to estimated. Presently Waldo County is transporting their inmate population in excess of their rated capacity to the York County Jail located in Alfred, Maine.

Security Staffing Requirements for 72 hour Holding, Reentry and Related Transports: After much discussion the following minimum staffing levels were established for 72 hour holding and transport:





Shifts
Positions


A     B      Total
   SRF
Total FTE
Detention Manager

1
       1
      0
     1  
5 days week, 8 hours

Senior Detention Officer
0      1
       1        2.5
     3    Shift Leader 2nd Shift

Detention Officers

2      1          3
    2.5         8   12 hour Shifts 7/24

Cooks



2
        2         0          2    7 day week
Transport/Escort Officers
1.5               1.5                   1.5*
   *5 days week, 8 hours,  
 All



6       2          8.5                  15.5     Supplemented by Part-time

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. The cost of benefits for this position would be based on Waldo 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 Waldo County for Correctional Officers.  Detention Officer staffing levels would be supplement by trained part-time staff on an as needed basis such as one on one supervision as determined by supervisory staff.

Cooks: Cooks would work seven days a week alternating days off to prepare meals for the holding facility and reentry center, ordering and stocking food supplies, supervising reentry center residents in meal preparation and kitchen cleaning and maintain DHHS licensing. 
Transportation Officers: Transportation Officers are for the safe and secure transport of all inmates outside the facility to the host county facility, the courts, or other related inmate transports that are the responsibility of Waldo County. The salary and benefits for these officers would continue be at the present rates established by Waldo County. Transport Officer staffing levels would be supplemented by trained part-time officers on an as needed basis determined by supervisory staff. Additional transports 
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 Waldo County transport officer transport pretrial inmates to two different courts weekly: Belfast District Court, and the Waldo Superior Court also located in Belfast. 

Video Arraignment: Waldo County courts presently do not have the capability for video arraignments.  This capability between the holding facility and the courts, used on a routine basis would go a long way to reduce transport and personnel cost to Waldo County. We would suggest that we include the cost of this investment in the holding facility budget strongly encourage the court 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. The cost of VA capability at Waldo’s holding facility will need to be determined for inclusion in their FY10/11 budget.
Food Services: Full time food services staff used to provide meals to both the holding facility and reentry center provides the most efficient means to provide meal. The Cooks would provide meals for the 4 inmates held during meal times and the 32 residents at reentry center for a total of 39,420 meals annually. Based on Waldo’s FY10/11 food budget of $58,000, the cost of each meal would be $1.48. Additionally, the two cook’s salaries total $70,627 for FY11. Per meal cost including salaries would be $3.26.  
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. Waldo has budgeted $40,000 in FY 11 for medical services or $3.42 per day per inmate. Given the continued use of this facility at its capacity, the existing budget for medical services should be kept at the FY 11 budget figure of FY11. After the full cost impact of this proposed change in mission is realized, medical service costs will need to be reevaluated. Given the reduced level of medical services required by standards holding facilities(emergency medical on an as needed bases at a local emergency room) and the requirement that residency in a reentry center share in the expense of their medical care, we anticipate that medical services cost could be reduced substantially in FY12.  

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 Waldo County to determine if these services were sufficient or they could be enhanced to divert additional inmates. 
The PTAS Subcommittee reviewed the existing PTAS & RJC Programs in Waldo County which are provided by VOA and RJC. Based on their review, Waldo County is at or near its full potential and additional funding may not be necessary in FY10/11. The FY11 funding level for these programs should continue at the FY11 level of $69,845 (VOA) and $37,856 (RJC). The total budgeted amount for these two programs is $107,701 in each fiscal year.
Utilities, Maintenance, Repairs, Improvements, Fixed Cost & Fuel Oil: The Waldo County Jail facility consist of two levels, the ground level which is the jails main housing area,  jail administration space, control room and holding area. The lower basement level includes the county’s Civil Emergency Preparedness Agency, the jail kitchen and jail multi-purpose commons area with access from the upper main jail facility. There is some discussion that EPA maybe moving out of the building if homeland security funds becomes available. The question remains if there use of this facility is or should be based on a prorated use of the jails FY10/11 budget? The total cost of utilities, maintenance, repairs, fixed cost and fuel oil for this shared building is included in the jails FY11 budget is $233,448. We suggest that this level of funding continue as is and be reevaluated based on a prorated rate if the EPA remains in the building.

Work Still Needed to Be Completed With Waldo County for Presentation to the Board of Corrections 
72 Hour Holding Facility and Reentry Center, Line Item Budget For FY10/11: Mr. Trundy and Sheriff Story need to continue to work with us and Scott Ferguson, Co-Chairman of the Budget Subcommittee, to begin to develop a detail FY10/11 line item budget for a 72 hour holding facility, the cost of redistributing their inmates held/sentence beyond 72 hours to a host county(s), and the cost to developing and operating a reentry center with a capacity of 32 residents.   One major decision that still needs to be decided by the BOC is the method that will be applied to address the increased cost to the host county housing Waldo’s inmate population beyond 72 hours. For this analysis we are using the marginal cost of $22 a day.

Meetings With Potential Host Counties: We now have the data necessary to begin discussion with potential host counties. Sheriff Story, Mr. Trundy and I need to schedule meeting with these counties (Knox, Two Bridges & Somerset) to discussions the redistribution of Waldo’s population to their facilities.

Consultant Services to Plan and Design a Reentry Program and Reentry Center Sheriff Story is in the process of obtaining these services. Data collection needs to be collected to identify if the proposed service area will support the need for a Reentry Center in Belfast.
Inventory/Needs Subcommittee
Report & Recommendation

Initial Meeting with Waldo County to Discuss Change in Mission

Date: Friday January 23, 2009

Attending: Sheriff Scott Story, Jason Trundy Jail Administrator, Richard Snyder, Mid-Coast Restorative Justice, Co-chairs Mike Vitiello & Ralph Nichols.

Concept Presented: Waldo County is exploring the idea of changing their mission from a jail/detention facility serving Waldo County to a regional Re-entry Center serving mid and northeastern coastal correctional facilities and jails.

 Proposed Mission Change being Considered:  Sheriff Story and his staff strongly believe that a change in their facility mission would be in their best interest of Waldo County and the unified correctional system. They are committed to playing a key role in providing an evidenced based program focused at meeting the needs of Maine’s unified correctional system. Over the past few months, after much through and discussions with county, state and private correctional professionals, law enforcement, the District Attorney’s Office and the Judiciary, Sheriff Story and his staff believe it is time for Waldo County to explore a mission change from a detention facility to a community based re-entry center as a key component within Maine’s unified correctional system.
In our meeting with Sheriff Story and his staff we discussed what they envisioned and brainstormed the concept in more detail. This resulted in the following concepts:

· The change in mission to a community based re-entry center could be utilized to provide evidence based programs envisioned to including re-entry services, intermediate sanctions as an alternative to probation revocation, restorative justice and day reporting;
· The center was envisioned to serve minimum and community security male offenders with 6 to 18 months remaining on their sentence from both MDOC correctional facilities and the counties of Knox, Waldo, Hancock, Washington and south eastern Penobscot counties;

· The center maybe able to be located in the existing jail facility with a minimum capacity of 32 residents. The jail facility would have to be renovated/modified to comply with Community Residential Facility Standards. Existing jail detention furnishings would need to be replaced with residential furnishings. Renovations of the facility would require submitting a Certificate of Need to the board;
·  The Center would be staffed by a combination of existing jail staff providing 24/7 resident supervision with programming and management staffing being provided under a contract with a private provider. Existing jail employees would receive training to transition from detention to community based practices;

· Waldo county would operate a 12 to 72 hour holding facility and pretrial/alternative sentencing  programs to serve local law enforcement, minimize transports, and provide diversions services. The existing jails holding area is ideally located  in a separate area of the facility allowing it to be operated independently of the re-entry center;

· Waldo counties existing detention and sentenced population would be redistributed to other county jails with capacity within the same prosecutor district first, and as close as possible second. The cost to house Waldo Counties redistribute population would be based on a marginal cost of $22 during FY10/11;

 Based on the new mission envisioned for Waldo County, we discussed what research, 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 Waldo County Jail is an adult male and female detention facility located in Belfast, Maine with a rated capacity of 32 pretrial/sentence beds (28 male, 4 female) & 4, 72 hour holding cells based on Maine Detention Standards for County Jails. 

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

· Admissions In 2008, Waldo averaged 4 admissions daily, (3 males & 1 female) for a total 1,004 admissions (776 males 228 females);

· Average Daily Population The jails average daily population for 2008 was 49 inmates of which 6 were females and 43 were males.

· In-House ADP and Boarders Of the 49 ADP, Waldo’s in-house ADP was 33, (29 males, 4 females). An additional  average of 12 inmates a day (10 males, 2 females) were boarded out in other county jails as a result of the jails limited capacity;

· Status of ADP Of the total ADP of 49, 25 were pretrial and 24 were sentenced;

· Average Length of Stay The average length of stay at the Waldo Jail for 2008 was 13.4 days, (15.2 days for males and 7 days for females);

·   Classification of ADP The security classification of the ADP  in 2008 was: 30 minimum security (60%), 18.7 medium security (39%) and .2 maximum security (.3%).
·  Programs The existing jail provides several programs for offenders including pretrial diversion, alternative sentencing, restorative justice, and community programs.
· Budget There proposed for FY 10 budget is $2.8 million or an average daily per diem cost of about $156.60 a day per inmate. 

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

· Analyze MDOC and county jail population data to determine the number of potential sentenced minimum/community security candidates with 18 months or less remaining on their sentences that are from the proposed service area to be served; (Ralph Nichols via CORIS, Waldo with Counties)
· Research evidence based practices to identify program components and concepts that have been found to be best practices that work in re-entry programs; (Waldo County & Consultant)
·  Analyze Waldo County 2008 admissions and release data to identify more specific length of stay for pre-trial and sentenced inmates. (Ralph Nichols & Waldo 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

· Analyze probation revocation data to identify the number of potential clients from the proposed service who may be eligible for placement in an intermediate sanction program rather than incarceration; (Adult Community, Region #4 CORIS, Waldo County, Consultant)
· Evaluate the Waldo County jail physical plan to identify renovations or modifications necessary to comply with Community Residential Facility standards and establish capacity. (MDOC Inspections Division)
· Reentry Center: Conduct an organizational and staffing analysis to determine minimum staffing levels for: (MDOC Inspections Division, Waldo County & Consultant)
· Administration/Management

·  Support staff

· Program/Treatment staff, and

· Resident Supervisory staff
· Review and establish minimum staffing requirements to operating a Waldo County holding facility and provide transport services. Facility evaluation to be based on Maine Standards for Holding Facilities; (MDOC Inspections Division, Waldo County & Transportation Working Subcommittee)
·  Review jail population data and facility capacities of jail facilities within the same prosecutor district and other facilities to determine where Waldo County pretrial inmates held more than 72 hours and sentenced could be redistributed; (Ralph Nichols, Waldo and potential Counties)
· Develop Reentry Center concept Organizational, Program and Operational Plans ( 

· Develop and Issue  a Request of Interest  to identify service providers available, qualified and interested in providing re-entry program services;  (MDOC, Waldo County & Consultant)
· Develop cost estimates and analysis, including savings, resulting from Waldo County’s proposed change in mission. Director Finances MDOC, Waldo County, Affected Counties & Consultant)

· Re-entry Center Transitional cost

· Re-entry Center FY Budget, Operational, Personnel and All Other
· Holding Facility & Transportation Operational cost

· Marginal Cost to redistribute Waldo inmates to other counties
· Savings and efficiencies

Review and Approval Process

· Present proposed change in mission and plan to boards Needs/Inventory Subcommittee (Waldo County& Consultant)

·  Present proposed change in mission and plan to boards Working Committee; (Waldo County, Consultant & Needs/Inventory Subcommittee)
· Submit proposed change in mission and plan pursuant to Board administrative rules process; (Waldo County & Consultant)

· Present proposed mission change and plan to BOC. (Waldo County, Consultant & Working Committee)

Recommendation: Based on our meeting with Waldo County, the Co-chairs of the Needs/Inventory Subcommittee recommends that the Needs/Inventory chairs more forward with Waldo to explore the feasibility of their proposed change in mission and secure consultant services to assist them in with this study. If found to be feasible, Waldo 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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