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January 18, 2020

Superintendent Bob Redmond
Winnebago County Jail
650 W, State Street

Rockford, IL. 61102
Re: Staffing Analysis Report

Dear Superintendent Redmond:

Enclosed please find the Staffing Analysis Report for the Winnebago County Jail conducted last
week.  We hope the information proves valuable to you.

We would like to thank you for your hospitality during our visit and tell you just how impressed
we were with the professionalism of your staff, particularly Sgt. Ponte who was so helpful and
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Executive Summary

The staffing problems we observed at the Winnebago County Jail are not unique from
corrections staffing issues nationally. They do, however, differ in cause. While most
agencies are struggling to recruit officers from a diminishing pool of interested
applicants, understaffing at the Winnebago County Jail is the result of cutbacks over the
years that reduced the number of employees at the jail absent a commensurate reduction
in population or functions.

As a result of cutbacks, the jail operates with no civilian support. Duties such as records,
clerical, administrative services, warehouse, laundry, janitorial, programs, classification,
contract oversight, or even telephone operator or receptionist have shifted to corrections
officers and supervisors whose positions intended to carry out security and custody-
related duties.

Because there is no relief for lieutenants or sergeants, a single supervisor is often
responsible for the entire jail with virtually no ability to spend meaningful time with any
of the staff they are supposed to be supervising. And these officers are repeatedly pulled
trom duties supervising inmate living areas to perform civilian functions in the dead of

night.

Demands for performance have increased. Bookings, releases, and court duties require
more escorts, supervision, paperwork, and coordination, all done in tight timeframes and

all without additional staff.

A logical assumption would be that other visible indicators of the lack of staffing would
be apparent when entering the facility. Reasonably you could expect the officers to be
abusive and have poor attitudes, observe deferred maintenance, supervisors would be
visibly discouraged and hostile to administration, and inmates would be out of control
with disrespect, violence, and posing a serious threat to the security of the facility.

We found none of the negatives. Instead, we found a clean facility that was well
operated. Inmates were respectful and well-behaved. The staff are professional,
welcoming, aware of their duties, and prideful of their facility and work.

Upon observation and consideration, we believe that the Winnebago County Jail is a
facility on edge. WCIJ has great administration, supervisors, and officers, all of whom are
doing their best to do a good job, but they all know that despite their best efforts, they
may not be able to save the facility.

We believe our recommendations for staffing are minimal. Each position is critical to the
continued successful operation of the facility.
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Background and Description of the Problem

On August 28, 2019, we received an inquiry via Gene Atherton, Corrections Consultant,
regarding conducting a staffing analysis for the Winnebago County Jail. Subsequent
contact with Sgt. Anthony Ponte outlined the particulars of the potential projcct. Sgt.
Ponte indicated that his facility had undergone staffing cuts in recent years since its
opening and needed a review of staffing levels based on a national model. After a series
of discussions on October 18, 2019, the scope of work was approved, and the dates of
January 6-7, 2020, were agreed upon as the dates for the onsite analysis.

The Winnebago County Jail is located at the Winnebago County Justice Center

650 W. State Street, Rockford, IL 61102. It is a 1,324-bed, direct-supervision facility,
with 159 corrections officers and 385,000 square feet of space. The jail is designed to
accommodate the anticipated growth in population and arrest trends for the next 15 to 20
years. There currently are several housing locations unoccupied should the need for beds

increase.

In addition to ensuring the safety and security of the facility, the staff and its inmates, a
large part of the jail operations includes programming, with a total of eight classrooms,
arc available throughout the third and fourth floors where classes such as GED, life skills,
religious education and substance abuse education ,. Numerous community-based social
service organizations participate in these programs which are funded annually by the one
percent public safety sales tax. Other functions of the Corrections Division include the
Corrections Emergency Response Team, food services, medical programs, and court
services.

The original statfing plan for the facility submitted by Andrea S. Tack is based on 800
prisoners. The total staffing level was 236, as reflected in a phased proposal dated
February 14, 2007.

Staffing Analysis Activities

The analysis involved gathering information in three ways:
e Review of documents provided by jail officials;
e Interview of staff and inmates on-site, and;
¢ Observation of facility activities and practices while on site.

On January 6, 2020, we arrived at the facility and met with Jail Superintendent Bob
Richmond before touring the facility and gather documentation. We spent the day
observing day shift A-Team activities, interviewing staff and inmates, and reviewing

documentation.

On January 7, 2020, we arrived at 11:30 am and reviewed afternoon activities and met
with the B-Team night shift and observed activities.

=== — — T e S = —
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On January 8, 2020, we returned for the day shift and met with Chief Judge Eugene
Doherty to discuss what issues he had with the court-related correctional security
staffing. We also had a teleconference with Sheriff Gary Caruana, Chief Deputy Mark
Karner, and Superintendent Redmond. We continued on-site review and observation.

Staffing Analysis Process

As a primary resource, we utilized the publication entitled “Prison Staffing Analysis,”
which was published by the Department of Justice National Institute of Corrections in

December 2008 for the analysis conducted at the Winnebago County Jail. In summary,
the manual provides a step-by-step methodology for a staffing analysis program as:

“Prison Staffing Analysis presents achievable models for establishing a staffing
Sunction at both the agency and the facility levels. It demonstrates a thorough
staffing analysis process built on sound policy and procedure and structured
analylical methods. The manual also offers detailed guidelines for developing and
evaluating posts and special guidelines for staffing housing units. It will serve as
a substantive training tool and valuable reference for prison administrators and
officials who are responsible for assessing and analyzing their facilities " or
systems’ staffing requirements. !

A copy of this manual is available from the NIC Library http:/nicic.gov/Library/022667.

Additionally, a resource entitled “Staffing Analysis Workbook for Jails,” published in
2001 by NIC, was utilized for the Facility Profile and principles surrounding jail analysis.
According to the preface,

“The publication was developed to help improve jail operations by improving jail
staffing practices. It identifies a series of steps that build on one another to
produce a comprehensive and innovative staffing plan. Users will find the
workbook helpful in the following situations: m Creating an initial staffing plan
Jor a new facility or conducting a comprehensive staffing analysis for the first
time. m Reviewing and evaluating an existing staffing plan. m Revising an existing
plan in response to changes at the facility or in policy.””

This workbook is also available from the National Institute of Corrections website at
https:/nicic.gov/library/016827.

Our approach focused on three factors central to staffing decisions. The first is the
profile of the facility, collected on a document called a Facility Profile. Next, the
routinely scheduled activities conducted within the facility are recorded on an Activities
Chart, which identifies when general activities occur over a 24-hour period. These two

! Camille Graham Camp, “Prison Staffing Analysis: A Training Manual,” U.S. Department of Justice
National Institute of Corrections, December 2008.

* Dennis R. Liebert and Rod Miller, “Staffing Analysis Workbook for Jails,” U.S. Department of Justice,
National Institute of Corrections, 2001,
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documents provide a facility-specific context for a reconciliation of the actual staffing
roster and the development of a Post Plan and Post Chart.

A summary of the components of these instruments follows, and completed instruments
for the jail’s Facility Profile, Activity Chart, and Post Plan are included as Attachments 1-

3.

Facility Profile Document

According to the NIC jails workbook, “The first step is to collect jail inmate population
data, operational philosophy information (mission statement), floor plans of the facility,
operational budgets, State and professional standards, and relevant case law. These
materials need to be analyzed to describe the physical, operational, and human context of
the jail at the time of the staffing analysis. A detailed profile of the jail setting is an
essential starting point in a comprehensive staffing analysis for either a new facility or an
existing facility for which a staffing analysis has never been done.”

The profile examines and records the key features and characteristics of the jail setting,
including:

m Facility rated capacity.

m Average daily population for the past several years.

m The numbcer of admissions and releases.

m Inmate profiles (age, race, sex, residence, charge, status—pretrial, presentencing,
sentenced, hold).

m Type of charges (traffic, misdemeanor, felony, violent, nonviolent).
m Number and types of classifications and housing separations.

m Mission statement,

m Facility design (floor plan).

m Organizational chart, span of control, management philosophy.

m Current staffing plan, schedule, shift rosters.

m Current staff work-hour information.

= Number and types of critical incidents.

m Personnel agreements, union contracts.

m State and professional standards.

m Applicable court decisions.

m Latest inspection reports.

m Service contracts in effect.

m Problems experienced with facility operations in the past year.

Facility Activities Chart

An activity schedule displays the most important daily activities taking place at the
institution briefly. Contrary to the title, the Activities Chart is not intended to manage the

? Dennis R. Liebert and Rod Miller, “Staffing Analysis Workbook for Jails,” U.S. Department of Justice,
National Institute of CorreclionﬁOOI. p. 7
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daily activities of an institution. As a snapshot of the operation, it can give a view of
where employees should be located twenty-four hours in the day.

The activities schedule shows the impact of schedule choices on employees, and proper
staff scheduling avoids the concentration of activities on a single shift or at a time of the
day or day of the week. It may be utilized to enhance efficiency either by rescheduling

activities or redeploying staff to ensure maximum resource management.

Post Plan and Shift Relief Factor

Post plans identify the number of posts necessary to operate a facility by title, function,
and shift. The post plan and chart included in this report are generated through an
examination of documents, interviews with staff, and observation of activities.

A post plan is a dynamic document and should be reviewed for changes any time
additional posts are added or functions changed. It is important to note that the chart
does not reflect the total number of positions necessary to operate the facility until the
relief factor is added. A primary component of the post plan is to generate an accurate
relief factor.

The relief factor is calculated using all available leave data relating to employees using
actual time taken, not the amount of time earned, and over a statistically significant
period.

The individual categories should include at a minimum the following:

Sick Leave

Annual Leave
Compensation Time Taken
Military Leave

FMLA Leave

Leave without Pay
Administrative Leave
Holiday Leave

NN

The nationally recognized standard uses at a minimum the categories above; however, the
debate over using Net Annual Work Hours (NAWH) versus Shift Relief Factor (SRF)
calculations is one that continues in the corrections community. Consultants determined
to use the Shift Relief Factor methodology not only due to its straightforward,
understandable approach but also because the operation of the Winnebago County Jail
most closely aligns with the model.

“The term “relief factor” or “shift relief factor” (SRF) may be familiar. These
terms have traditionally described the number of full-time-equivalent staff (FTE)
needed 1o fill a post or position that is relieved (covered on a continuous basis).
For example, a jail might report that the SRF is 1.7 and that for a single 24-hour,
7-day post (24/ 7), 5.1 staff are needed for caverage This is another way of saying
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that it would require 5.1 full-time officers (or FTEs) to be hired to staff the post
24/7. This calculation (5.1) is derived by multiplying the 1.7 times 3, which
represents one officer on all three 8-hour shifis in a day for the one post. "

The 2008 Staffing Manual addresses this issue thusly:

“It may be difficult to decide which method to use. Using NAWH may be more
precise, in that the unit of analysis is hours rather than days, but the traditional
SRF formula calculated in days may be more familiar to the agency and can be
applied with little loss in precision. As can be seen by comparing the shift relief
Jactors in exhibits 5 and 6, the numbers are identical, demonstrating that either
method is reliable as long as all types of leave and absence are included in the
calculation and the data used are accurate.””

Winnebago County Facility Profile Overview

The environmental information gleaned from the data contained in the profile document
are outlined here and discussed in greater detail in the observations and recommendations
section of this report.

1. The jail was built in 2007 to replace an outdated facility. However, the design intent of
decreasing the movement of inmates for court appearances never materialized. Because
now both courts are being used, the workforce needed for this function has doubled.

2. Due to fluctuations in populations, housing areas are being continuously re-designated
to accommodate current issues. For instance, the Female Classification housing unit (1B)
is currently not used for that purpose due to the low numbers of female intakes. The area
houses tenders or inmate workers. Additionally, half of the fourth-floor housing (4E-H)
is currently unoccupied. These adjustments make good use of scarce resources while
providing the physical space for expansion if needed in the future.

3. The physical plant is not only one of the better designs that consultants have seen, but
also appears to be well maintained.

4. Span of control and organization issues have been severely impacted by the
elimination of all administrative and civilian positions.

5. While the number of officer positions has steadily declined over the years from 196 to
159 since 2007, the number of inmates has gone from a low of 435 in 2007, peaking in
2012 at 1019. For 2019 the ADP was 787.

# Dennis R. Liebert and Rod Miller, “Staffing Analysis Workbook for Jails,” U.S. Department of Justice,

National Institute of Corrections, 2001, p.8.
* Camille Graham Camp, “Prison Staffing Analysis: A Training Manual,” U.S. Department of Justice
National Institute of Corrections, December 2008, p 46.

Winnebagb Cour{fy Jai Staffing An;ysis_rgﬁort- Page 6 of 22



6. Consultants believe that the use of Average Daily Population numbers of resident
inmates in the jail does not adequately depict the workload experienced in the facility.
The number of bookings and releases are a primary mission and drive much of the staff
utilization. The numbers included in the Facility Profile only reflect the Average Daily
population and does not include the “churn” of inmates in and out of booking and release.
We consulted the National Institute of Corrections manual Jail Capacity Planning Guide
Jail Population Management.

The NIC jail capacity manual identifies a series of necessary factors that provide a jail
with an accurate assessment of the inmate population to predict population and used to
report statistics to the funding source. Using the approaches in this manual should help
improve forecasting and explaining the occupation of the jail. A summary of the process
is included in Attachment 4.

Winnebago County Facility Activity Chart Overview

The most interesting trend exhibited by the Activity Chart is that activities are distributed
evenly throughout the 24 hours. While it is a creative response to understaffing to level
the activities in this way, the operational problem noted was that to accomplish these
tasks at 10:30 p.m. every night, officers are pulled from the housing units resulting in
officers sharing two housing units for security checks, counts and supervision purposes.

While the chart reflects an absence of programming activities, consultants note that the
extensive use of GTL tablets by the population for educational, entertainment, and
vocational activities occur in their cells, not requiring movement or staff supervision.

Winnebago County Post Plan Overview

In 2006 Winnebago County Sheriff Richard A. Meyers created a staffing plan in
anticipation of the opening of the new Criminal Justice Center, This plan included a
hiring plan for corrections and civilian positions and a shift relief factor of sorts labeled
“Additional staff/relief.” In reviewing this document, consultants found that the overall
numbers presented without detail are close to the numbers that we present in this
document,

The similarity in numbers is a strong indication that the former Sheriff did a good job in
his staffing plan; however, it is important to note that they were not a baseline for our
work. Instead, we validated the need for each post included in the plan from a zero-based

perspective.

6 U.S. Department of Justice, National Institute of Corrections manual: Jail Capacity Planning Guide Jail
Papulation Manapement; A Syslems Approach, By: David M. Bennelt and Dunna Taltin, Nuveniber 2009.
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Winnebago County Shift Relief Factor

As indicated above, for this review, consultants used the Shift Relief Factor method. The
determination of how many employees are needed to staff a single relievable post
consists of three factors:

1. Obtaining historical documents for at least three years, which provides the actual
time taken by the employees in the class identified which in this case is
Correctional Officer.

2. Validating that all data reflects legitimate leave categories established by the
agency policy, administrative law, or state statute.

3. Determining the average number of persons filling the positions being examined.

In the staffing analysis completed by consultants, we asked for and received a listing of
all leave taken during the last three years. The Winnebago Sheriff’s office had no
problem providing all the data on leave requested.

Below is a breakdown regarding leave for the years 2017-2019.

Total Days /151 Average 8-hour

Type of Leave 2019 2018 2017  Used employees  days days
Admin Leave 228 228 52.54 508.54 169.51 1.12 | 0.014
Bereavement 421.12 814.12 543.36 1778.6 1778.6 11.77 1.14
FML; : 6953.65 8083.28 75434 | 22580.33 7526.77 49.84 6.23
Leave of Absence 395.6 1898.96 931.83 3226.39 1075.46 7.12 0.89
Military Leave 8782.39 5797 5190.38 | 19769.77 6589.92 43.64 5.45
’_L_eqave w/o Pay 296.27 143.1 91.08 530.45 176.81 1.17 0.14
- Personal Days 3874.6 4069.6 3619.78 | 11563.98 3854 25.52 3.19
| ;i_ck Time 7502.58 | 7942.49 6215.35 | 21660.42 7220.14 47.81 5.97
Comp Time (TC) 3946.54 | 3286.07 3363.59 10596.2 3532.06 23.39 2.93
Union Business 56.15 179.3 83 318.45 106.15 0.7 0.08
Vacation 19500.33 | 20234.72 | 19221.34 | 58956.39 | 19652.13 | 130.14 | 16.26
(\?::Y:';Z':sation 3124.12 3315.36 2542.36 8981.84 2993.94 19.82 2.47

55081.35 55992 | 49398.01 | 160471.36 44.764

The total number of days that an average employee is unavailable to fill a post due to
leave according to our calculations at the Winnebago County Jail is 45.

To calculate the relief factor with the days unavailable, start with the number of days in a
year and subtract the regular days off and the leave liability number to obtain the number
of days the employee is available for work. When this number is divided into the number

Winnebago County Jai Sta_ffing Analysis ﬁepbrt Page 8 of 2



of days in a year, the result is the relief factor. This number is expressed as a whole
number extended to two decimals. From our calculation, we have determined the
following:

Days negd_et_:l to staff post per year - I 365
Less the number of days off per year 104
Less the days unavailable due to leave 45
Total Days Available 216
Days needed to staff post/total days available (365/216) 1.68
Total number of staff needed for one 7-day post (1.68x3) 5.06
Shift Relief Factor for 12-hour shift (1.69 x 3/2) 2.53

Accounting for regular days off and leave reported, to fill each 7-day post 365 days per
year at the Winnebago County Jail, 5.06 employees are required.

It appears that the shift relief factor calculated is well within national standards and can
be continually updated by ongoing data collection and monitoring. As you can see from
the attached charts, even a minor change in leave usage can influence personnel needs;
therefore, it is recommended recalculating SRF regularly and after any major changes
alfecting staffing.

Historically, the jail has never had a calculated shift relief factor, which has resulted in
shifts without proper statfing since the beginning of the operation. The jail must make up
about a 13% vacancy rate even when all their allocated positions are filled based on
overtime usage.

Other non-traditional factors may affect the relief factor not included in this calculation.
New hircs dedicate nine weeks of the first six months to FTO training and state-required
basic officer training (PTT) discussed in the observation section. Further, union mandated
breaks of one-hour per are not calculated into relief but rather have been managed on an
hour by hour basis by lockdowns and shuffling of staff.

Staffing Analysis Observations and Recommendations

Post Plans: While WCJ has survived with a diminished workforce for years, it may
seem than additional staffing is not required. The post plan included in this report
includes coverage in what may appear to be “downtime” but serve a very important
correctional purpose. Two concepts in staffing analysis describe the less quantifiable
duties involved in corrections, those of deterrence and response.

Deterrence speaks to the concept that the mere presence of staff in an area serves to deter
inmates from carrying out misdeeds that they may otherwise attempt. Casual observation
may presume that an officer not actively engaged in a task makes their presence
unnecessary. In every correctional setting, the mere presence of a correctional officer in
inmate activities areas is the very reason many inmates do not attempt to commit
infractions. While camera observation provides documentatlon of events and may allow
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for tuture prosecution of infractions, it does not replace the importance of physical
presence, especially in inmate housing units. Perhaps the biggest role of deterrence in a
jail setting is suicide and assault prevention. The post plan provided includes continuous
coverage for all inmate housing locations throughout both shifts.

Response is the availability of rapid and capable response to areas in which events are
most likely, such as housing units. That is the only reason a single officer in any arca
would be enough against dozens of inmates; that there is always able assistance available
close to all posts. During our review, we observed one emergency response, which we
found to be both rapid and capable. However, in interviewing the responders after the
incident, it was apparent that the responders came from vital posts that remained
unoccupied for the period they were involved in the response. It is our experience that
inmates may use just such diversions to carry out the most serious of incidents such as
assaults and escapes. The post plan provided includes provision for “utility: posts to help
improve the availability of responders without the necessity of stripping coverage from
housing units.

There is one caveat; posts that we recommend in the Post Plan are for the entirety of the
shift with the recognition that there may be occasions at the discretion of the shift
supervisors that some posts may need to be “collapsed.” However, this should be only
due to exigent circumstances and not established as a part of the posting plan. It is not
optimal to pull the only officer in a housing unit out at 10:30 p.m. to supervise crews
doing laundry, sorting mail, supervise the kitchen crew, trash detail, and other sanitation
details. While it makes sense to do some of the activities at night, it should not be at the
expense of supervising housing units.

The bottom line is that this post plan includes the staffing levels needed to provide
coverage for the most important posts and providing support in the event of emergencies,
thus considering both principles of deterrence and response.

Training: Consultants were impressed with the locally provided training to new
officers, most notably the Field Training Officer (FTO) program. It no doubt serves the
jail well in providing confident, well-trained recruits. However, it is a factor regarding
shift relief factor calculations.

New employees are assigned to a six (6) week FTO program where for four weeks new
hire is not allowed to work independently and works under the direct supervision of an
FTO Officer. During the fifth and sixth week, the new hire can work a post, with some
diminishing level of supervision. Upon completion of the FTO program, the officer is
put to work in the facility. With an officer in an FTO program, another officer must take
the trainee's post, and the roster would reflect better posting than is being experienced in
the facility.

Sometime during the employee’s first six months, they are also required to leave the
facility for five (5) weeks of state-mandated training at the Corrections (Policc Training
Institute) PTI School and the post which would be covered by the new employee needs to
be covered by existing employees. The pulling of the officer from post to participate in
training has the same eftect as an officer going on five weeks' leave.

* Page 10 of 22
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It is becoming increasingly common that when employees are required to attend pre-
service training after being posted in the facility, the absence may be included in the SRF.
Consultants have chosen not to include the PTI school in the relief factor proposed. We
do this not with the intent to short the staff and not because we failed to recognize this
issue. Rather this relief is potentially controversial, and while we believe that it can be
supported and have recommended the inclusion of this type of training in other locations,
the level of detail and potential for argument to reject it could reflect on the larger aspect
of the SRF that we have proposed.

As for in-service training, typically, a mandatory number of in-service training hours is
set locally, by statute or by state certifying agency. The training often includes weapons
requalification, PREA, first aid, new policies, and other locally needed training. While it
was clear that in-service training was being completed at some level, we were unable to
determine the exact requirement or any data on the actual number of hours trained. If, by
the next staffing analysis, the number is established and identified as mandatory (even at
the Sheriff level), the data should be included in the SRF.

Elimination of all Civilian Positions: The original posting plan for the jail
included eight civilian support positions. There currently are none, resulting in the
correctional security supervisors and officers having to assume the tasks of mail sorting,
filing, data processing, warehouse supervision, and contract monitoring, to name just a
few.

Consultants have never encountered a correctional facility with no administrative,
clerical, trades, or civilian employees.

It is uncommon that critical civilian jobs in a facility are abolished, and the duties of the
civilian posts shifted to correctional officers and supervisors. The more commonplace
occurrence is that any duties that can be accomplished safely by non-uniformed personnel
are removed from correctional officers and assigned to civilians. Here, the county is
paying a significantly higher wage for correctional staff to do the work that could be done
by civilians

During our fieldwork at WCJ, we observed officers, sergeants, lieutenants, and captain
doing work that should be done by civilian workers. We observed:
o the facility’s only captain sorting mail during his first hour’s work;
e classification interviews being conducted by a housing unit officer within earshot
of other inmates;
 visitors in the administration area wandering the halls looking for assistance;
e the Control Room Officer on the 4" Floor serving as the facility’s switchboard
operator;
e Night shit officers are now being pulled from housing units to supervise the
laundry operation overnight.
¢ the administrative sergeant acting as the facility receptionist and warehouse clerk.

Operational ramifications of eliminating civilian workers and shifting duties to
correctional officers and supervisors have many consequences, It is reasonable to
estimate the critical core work of each of the eight employees consisted of at least 4 hours
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per day, 5 days per week for 50 weeks per year, translating to 8,000 hours of work added
to correctional employees and supervisors.

Abolishing all program caseworker posts relegates an important function to the lowest
priority in the facility. Typically, these are the staff who normally oversee classification,
coordinate programs, handle inmate issues, or monitor volunteers. As a result,
programming at the jail is either catch-as-catch-can or provided electronically through
GTL tablets.

Finally, eliminating these positions makes the jail less safe. It requires employees to be in
two places at the same time; thus, one duty must be subsumed to accomplish the other.
The officer answering the phone is not monitoring the sole officers in the four housing
units they are supposed to support. The captain sorting mail is not attending to ensuring
shifts are posted properly. The sergeant acting as receptionist is not ensuring PREA
compliance.

Consultants recommend that the following civilian positions at minimum be restored:
» Administration Clerical Support:
e Case Manager/Case Worker
o Warehouse/Mailroom/Laundry:

Lockdowns: We have been greatly impressed with the WCJ’s ability to provide data.
When the issue of locking down the facility to provide staff for other duties arose, we
asked how often lockdowns occurred, which units were affected, the length of the
lockdown, the reason for the lockdown, and which supervisor made the lockdown
decision. Within minutes the facility provided us a report going back years providing the
data requested.

In most correctional operations, the most often cited reason for lockdowns relates to staff
shortage. Other reasons for lockdowns often relate to security issues such as searches,
response to emergencies, including hospital transports. In WCI, the most frequent reason
for lockdown is also staff shortage, but unlike other operations, the staff shortage is not
based on the number of officers reporting but rather the need to do non-correctional work
such as laundry. Supplying court services is the next most frequent reason to lockdown
meaning the inmates are locked down, and officers are pulled to satisfy the requirements
of the court.

Generally, when lockdowns of the population are frequent, it can almost always be traced
to two issues in the operation. The first is a failure to fill existing vacant positions, but
WIJC does not have many vacancies. The second cause of lockdown is roster
management, or failure to properly manage employees in the leave they take and on-site
placement of staff. WCJ has an excellent system of managing employee leave; roster
management is competent at balancing the need of the employee and administration.
Finally, on-site placement of employees is not just well-thought-out and documented; the
placement is also sensitive to inmates.

P_a_ge 12 of 22
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We conclude that the routine lockdowns are the tangible manifestations of staff shortages
caused by the staffing cuts reducing the number of officer positions from 200 to 159.
This is also apparent to inmates and the media, as described in an article published in
February 2019, which summarizes the problem and puts funding sources on notice
concerning the issues.’

Inmates spent 2,356 hours on lockdown in October 2018, the highest total to date,

Long hours on lockdown

The time that Winnebago County Jail inmates spent on lockdown surged in November 2017 after 10 corrections
officers were laid off. Lockdown time peaked in October 2018 as the jall struggled with turnover and staffing
shortages.
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Frequent lockdowns are always a serious issue. Lockdowns affect not just the attitude of
inmates and staff, but often change the culture of the employees. Lockdowns are also
dangerous because hours of confinement often translate into conflict between double-
bunked inmates and between staff and inmates because staff are often blamed for the
lockdowns. Resentment builds when inmates are locked down due to no obvious reasons
and bursts into fights, disturbances, riots, and staff assaults.

Inmate Supervision: Winnebago County Jail is constructed as a direct supervision jail,
and while cameras add security, they do not replace the type of sight and sound
supervision that must be done by an officer in the living area. To add confidence in the
officer “rounds” where inmates are observed at least once every 30 minutes, (15 minutes

4 Haas, Kevin, www.ristar.com/news/20190223/winnebago-county-jail-staffing-shortage-hits-both-
officers-and-inmates February, 23, 2019,
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under some watches) an electronic device called the “Pipe” is used in the cell area to
record the round

In 2017 and 2018, the Winnebago County Jail was cited by State Inspectors for not
making required 30-minute rounds. It was the only deficiency cited in the annual
inspection. However, the importance of providing continuing inmate supervision extends
beyond just observing inmates at regular intervals. Effective supervision demands contact
between jail staff and inmates; jail staff must be able to “interact” and “act.””®

To be clear, the once per 30-minute round is the minimum standard. In this basic
correctional duty, the jail has failed expectations for the last two years. The 2018 Illinois
Department of Corrections Inspection report cites:

“Inadequate supervision of detainees: Documentation of personal observation
checks performed by staft routinely exceeded the 30-minute threshold set forth by
section 701.130 of the Standards. Jail officials should either increase jail staff
to meet this requirement or enact other measures to ensure jail officers
adequately supervise the detainec population as required by the Standards.”®

Consultants believe that there is, in fact, an even greater requirement within the jail
standards. Illinois Administrative Code, Title 20, Section 701.130, states, “Dormitories
housing more than 25 detainees must provide personal continuous observation by staff,
not including observation by a monitoring device.”"” Depending upon the interpretation
of the term dormitory, this could mean that all general population housing units at the jail
are routinely out of compliance with this standard.

The staffing reports for the last two years indicate frequent times when staff are pulled
from housing resulting in a single officer being responsible for two housing units. In
addition to interviews and document review, to verify the ability of an officer conducting
rounds for two buildings in the required timeframes, consultants conducted a simulation.

On January 8, 2020, at approximately 7:00 p.m., consultants attempted to verify that an
officer could conduct the necessary 30-minute checks on two (2) living areas. The empty
living areas on the fourth floor G-H were selected and to give a realistic timeframe of a
locked-down building. An assumed level of interruption was simulated. The method
used to make the rounds was the same as described in the FTO program, and the
escorting Sergeant recorded the rounds electronically with a “Pipe” device.

The rounds started in at the sally port door to the first living area, and we moved between
the living areas through the security chase on the second floor of the living area.

It took 16 minutes to complete rounds in both housing areas. This means that an officer
tasked with doing two housing units’ rounds would need to begin the next series of

¥ Dennis R. Liebert and Rod Miller, “Staffing Analysis Workbook for Jails,” U.S. Department of Justicc,
National Institute of Corrections, 2001.

* Leathers, Michael, Winnebagy County Fail Inspection Report, Tinois Deparimen( of Corrections
December18, 2018, p.1.

19 111. Admin Code, Title 20, Section 701.130
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rounds at a maximum of 29 minutes after finishing the first round. Rounds could be
completed in these time frames, but this was not a living area with inmates, there were no
existing issues, and it was carly in the evening. If the inmates were up, if inmates had
questions or issues to discuss, if there was trouble seeing living breathing flesh or if any
other distraction occurred, these rounds would not be completed as required.

There are times when it is in the best interest of security to lock inmates down and reduce
supervision of inmates in cells. Riots, disturbances, staff assaults, medical emergencies,
or issues with the security of the facility area all seen as legitimate reasons to reduce
security in cell living areas. At the same time, failure to make rounds and supervise
inmates risks undetected suicide attempts, medical emergencies, fights, or sexual abuse.

When a serious incident occurs and the investigation targets staffing levels, concerns
arise not when staff are pulled to deal with critical incidents, but rather when staff are
routinely and continuously pulled from the post to do less important functions such as
laundry, sort mail, or take out the trash.

Restrictive Housing: Winnebago County Jail has several categories of restrictive
housing, all housed in single and double cells on the second floor. The populations
include Medical, Mental Health, Segregation and Max. These populations include
inmates in categories such as protective custody, investigatory, medical, mental health,
disciplinary, and close custody — all categories of inmates who need greater security or
separation within the facility.

Segregation inherently means fewer privileges than experienced by inmates in the gencral
population. Certainly, there is restricted movement and limited access to other inmates.
The question is which categories of restrictive housing warrant limitation on privileges
afforded to the general population. By collapsing all types of restrictive housing to
include mental health, investigative and protective custody with disciplinary and
maximum custody, all segregation beds may, even if inadvertently, become punitive.

In January 2016, the U.S. Department of Justice issued Guiding principles for what they
term Restrictive Housing. As stated in the document, “The Guiding Principles were
developed for correctional systems that detain or incarcerate inmates in connection with
criminal proceedings in civilian courts.” !’

In keeping with these principles, consultants have used the term Restrictive Housing to
refer to all the cells and placements in these categories. While this reference to the
Guiding Principles is intended as a rationale for the use of the term, it is also strongly
recommended that the guidelines be reviewed and incorporated into operational protocols
regarding these high-profile populations. For the past several years, the DOJ has focused
on major facilities housing thousands of prisoners, but like PREA before it, these

""U.S. Depaitment of Justice, Guiding Principles Repuil and Recununendations Cuncerning the Use ol
Restrictive Housing, January 2016. hups:/www.justice, goviarchives/dag/file/815356/down load
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guidelines have the potential of being adopted nationally, impacting all corrections
operations.

Supervisory Compression: Lieutenants not only supervise shifts and operations
but also are responsible for discipline, classification, programming, training, and other
assignments. Because there are no relief shift lieutenants, the sergeants on shifts take the
place of the lieutenant whenever they are unavailable. Additionally, when one of the
sergeants is on leave, the other sergeant assumes the duties of the absent sergeant as well
as his/her own. It is important to understand that the corrections facility operates on five
levels from the basement to the fourth floor, leaving levels (floors) of the jail with no
supervision for extended periods.

Command staff is at will and have had no pay increases in several years. Officers have
received regular increases from union contracts. WCJ has a significant advantage over
other correctional operations in that many officers and supervisors have more than 10
years’ experience. This experience is one of the factors that allow for a successtul
operation while being seriously understaffed.

The result of not keeping pay consistent with responsibilities is that supervisors
eventually realize that their work is not appreciated or properly compensated. There are
typically three responses to pay compression,

1. Supervisors take voluntary demotions to make more money and work less.
Supervisors seek employment at other locations.

Supervisors’ duties ancillary duties become primary, and officer/operation
supervision becomes a low priority.

i

At present, supervisors at WJC are holding the operation together on a shift to shift basis.
Any additional loss of supervisors, additional imposed duties, or disruption of operations
where supervisors reduce their current level of supervision will have a dramatic impact
on the operation.

PREA/Classification: Consultants are aware that WCJ has recently passed a PREA
audit. We have reviewed the classification interview process and acknowledge that many
similar facilities have a similar approach. At the same time, we have noted a major flaw
in the PREA interview and classification process.

Currently, the staff member assigned to do the classification/PREA interview is the
correctional officer assigned to the housing unit. This interview involves asking the
inmate questions about numerous sensitive issues, including suicidal thoughts, medical
issues, sexual orientation, sex offenses, gang affiliation, informant status, vulnerability,
sexual victimization.

Since their post is the only one in the housing unit, this officer is not able to call inmates
to a safe location for the interview. As a result, PREA interviews and classification
actions are conducted at the officer’s station, which is a desk in the middle of the housing
unit dayroom. This station is not private, and inmates are continuously watching the

officers and inmates at the workstation. The inmate phones are located no more than ten
_ _’
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feet away from the desk. So, while issues critical to the operation of the facility arc being
discussed with the newly received inmate, it is unlikely that the inmate is answering the
questions truthfully. Of greater concern is if the answers are truthful and the inmate is
truly vulnerable or predatory, the inmate is likely being placed at risk.

Additionally, classification is part of the same form and conducted at the same time as the
PREA interview completed within hours after the arrival of the inmate in housing. The
problem with this is that there is no time to observe the inmate to determine if the self-
report in the classification interview is truthful. This rush to completion is unlikely to
serve the inmate or the security of the facility. The officer who is supervising a housing
unit does not have the time or ability to check answers review records or validate
declarations.

Courts: One of the most important functions of the jail is the transportation,
supervision, and security of the inmates during hearings and trials. The jail design is
based on the use of courtrooms in the building. Jail personnel are required to transport to
these buildings as well as to the old building, the federal courthouse as well as juvenile.

There are four courtrooms in the new building (CSC) with two holding areas, and seven
courtrooms in the old courthouse (PSB) with three holding areas on three separate floors.
Additionally, the jail has assumed the responsibility to transport juveniles and federal
inmates to two additional courtrooms off-site.

According to the following Court-Prisoner Summary, in the past three years, the jail has
averaged 21,832 hours of overtime per year in court related transport, supervision, and
security. Since the budget cuts, there are currently ten (10) officers assigned to this duty.
Considering an annual work hour for one person is 2080, these numbers alonc would
require a minimum of 10 additional officers to perform these functions without overtime.
We have recommended adding six officers bringing the staffing up to 16, understanding
that there will always be overtime associated with court-related duties.

The problem is court coverage does not exist in a vacuum. Reacting to the shortages and
problems with the court, WJC has addressed the problem in the only way possible - by
locking down inmates and reducing staff coverage in the housing units — which in turn
resulted in litigation filed by inmates.

After much consideration, and after consultation with Chief Judge Doherty, we have
identified the posts currently identified as Court as “Court Transport/Security” for each
court location. Due to the incredibly complex choreography needed to supply the right
number of officers in each location for the transport, holding cell, and courtroom security
function every day, maximum flexibility to make assignments is essential. The postings
should continue to be scheduled by the assigned sergeants to ensure responsiveness to the
courts’ needs.

Winnebagb County Jai Staffi‘nngalysis }_lep_ort |
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Court - Prisoner Summary

Yoar Month ps8 cJc JuC ARRM TOTAL Total Hours
2017
January i LY Ja 457 1994 33496 20
Fobruary £76 10 12 423 1777 25 853 60
March H7 B0 RIE 5655 1862 3128140
Aprit Hh% (54 a5 402 1751 29 415 BO
May Gazy G4 36 514 2213 17178 40
Juna T UL 2 5068 1937 37 457 60
Suly 784 44 37 506 1971 ERI AV
Augusi aip GGt 34 4449 112 3548160
Septamber RER 341 24 477 2007 A3 LG40
October Fed G5 24 376 1770 29 748
MNovember 760 435 Ay 343 1574 26 443 20
Decomber 583 503 28 366 1540 25 544 40
totals 8301 7435 348 5438 22539 378,856 20
Yoar Month PSB cJC JJC ARRM  TOTAL Totaf Hours
2018
January G658 374 t787
February 810 423 177y 3
March 638 568 18682 BNV RIS
Aprif 599 402 1754 4ot AL
May 684 519 2213 LR A4
June 360 775 17674
July 844 506 147 1
Adguss 01y 661 499 2112
September 84 GH 1 477 2003 b
Oclober 683 45 G62 2151 36 1kE an
Movambaor 440 G 544 1667 29200
Oecember 552 21 343 1485 24 uag
totais 8838 7248 358 803% 22527 178.483.60
Yoar Month PSB cJc JJC ARRMN  TOTAL Tota) Houre
2iG Janoary ol 6839 0 424 1721 2891280
Febtuary b7 643 25 i8e 1707 28677 50
March 6248 631 49 150 RGO 28 541 20
Apu 876 561 8% 489 e 29926 80
Aay 715 633 A1} 474 1862 3128160
June o681 504 RY 491 1798 30 206 40
July 730 583 jr 522 18659 31.399 20
Algust G8G 530 5 509 1775 24 820 00
Septembar 642 582 26 482 1883 28 274 40
Oriobaor 675 816 34 a7 1752 2943360
Novembser 572 514 29 47 1457 24 477 GO
Docombar 488 441 ass 174 1328 22310 4
tolais 4738 4284 28% 3182 20432 343,257 80

Understaffing in court transport and supervision has already been publicly noted by the
media in a recent article in which Judge McGraw stated, “...the County Board members
need to pay up...Ignore this advice at your peril.”!?

12 Zambo, Kristen “Winnebago County Jail Staff Shortages Cause ‘Recurrent and Pervasive’ Delays in
Court” rrstar.com, Rockford Illinois, Posted May |, 2019.
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Bed Space: Jails traditionally have a problem calculating how many beds are needed
and inaccurate calculating results in either overcrowding or empty beds.

The reason calculations are rarely precise is the vacillating nature of the criminal justice
system and local politics. New or newly interpreted local, state and federal laws can
cause empty beds. Policy decisions, including diverting persons from jail to some other
type of supervision or program or eliminating such diversion or programs, have a
dramatic effect downward effcct on the jail population. New laws may increase jail
populations. Discontinuing programs intended to divert inmates from the criminal justice
system increase population, thereby filling beds. When budgets reduce the number of
police in the community, the number of arrests decrease, sending fewer persons to jail,
increasing empty beds. Community unrest or violent reactions to public decisions or the
result of a sporting or entertainment event translate directly into more inmate jail and less
empty beds.

The number of empty beds can also be a function of speedy processing. When the court
determines that they want to move inmates thorough the system with minimal delay, the
jail bed usage decreases. When the jail staff at booking and bonding work quickly and
helpfully, persons who can be released get the opportunity to affect their release from jail,
the result is more empty beds.

Empty beds managed properly are not necessarily a problem. As discussed above, a
variety of impacts beyond the control of the jail serves the purpose of responding to
extreme events in the community while allowing jail staff to separate populations to
reduce instances of violence.

It is important to understand that empty beds in a living area do not translate into
available staff. For example, the area known as Periodic Imprisonment (PT) houses very
few inmates (one when we were on site), but when inmates are present - even one inmate
- jail staff must be assigned. And as if to make this exact point, just as we were asking
about having only one inmate in residence, we were informed that over the weekend, the
PI unit was receiving 14 new inmates who would fill all the cells in the housing unit.

The bottom line is that if even one inmate is in a housing unit, it must be supervised.

In situations like the PI program, budget savings may be realized by using technology-
based monitoring rather than having inmates return to the jail regularly. If, however, it is
intended that the program continues, it must be staffed.

In this analysis, we have not asked to fill posts that vacant in housing areas that are
closed, but the staff we propose in an emergency could man the empty housing areas for
a limited time.

Overtime: Officers are required to work overtime regularly to fill critical posts, borne
out by the expenditure of nearly $1 million in FY19 for overtime. Overtime has been paid
in lieu of hiring morc officers. Filling needed posts with overtime rather than hiring staff
comes at another price. Officers working 12-hour shifts working overtime quickly
become exhausted, making them more prone to errors and less satisfied with their jobs.
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According to the jail manual,

“When viewed as a symptom of a staffing problem, the underlying causes of
overtime can be diagnosed. Excessive overtime is often caused by one or more of
the following conditions.:

w Insufficient full-time staff positions authorized in the budget to cover basic posts
and positions (minimum staffing levels).

m [nability to hire enough staff to fill all authorized staff positions, which may be
related to difficulties in recruiting enough qualified applicants, filling positions in
a timely manner, or retaining staff.

W [naccurate staff coverage plan for the jail (an inefficient shift schedule), which
produce;g unexpected demands for additional staff to address basic problems and
needs.”

We did not recognize an inability to hire staff or problems with the coverage plan
currently in place at the jail. However, in conducting a zero-based staffing analysis based
on the current needs at the jail, we saw the reduction of personnel since the opening of
the jail in 2008 as the proximate cause of the dramatic increase in overtime costs.

Conclusion

The information provided in this report are the opinions and observations of the
consultants and by no means are an indication of issues of significance at the Winnebago
County Jail. We found the facility well operated, clean, and organized.

As indicated in the report, the facility may be just one serious incident or court ruling
away from imploding. What will push the facility over the edge is unknown. The
potentials arc both grim and mundane. It could be a high-profile suicide, sexual assault,
an escape, riot, homicide or serious assault on staff or it could be something as
understated as supervisors quitting because of overwork or officers moving to other jobs
that are safer and that do not make them do the laundry every night or do the work of two
officers in multiple housing units. It will not take much.

In addition to the lockdowns, the staff take risks daily by doing PREA interviews in the
housing unit and consolidating management populations into segregation that could result
in court cases or Department of Justice investigations. Add to this the fact that the
oversight inspection by the Illinois Department of Corrections has found that for the last
two years, the statutorily required 30-minute welfare checks are not being done as

required.

Staffing a facility is all about risk. Spending money on corrections is never popular.
Correctional agencies are mandated to operate effectively and responsibly on a razor’s

¥ Dennis R, Liebert and Rod Miller, “SialMing Analysis Workbook for Jails,” 11.8. Departinent ol Justice,
National Institute of Correclions, 2001, p.1.

e
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edge of funding. Correctional agencies perpetually seek more funding, especially for
staff, and are always asked by the funding source to do more with less.

Somewhere between the needs of the jail operation and the funding supplied is where risk
management occurs. The negative impact of spending too much on corrections must be
balanced by the ever-increasing response of the DOJ and federal courts over the issue of

conditions of confinement.

The number of employees needed by the Winnebago County Jail today is very similar to
what was recommended in the original staffing. The reality is that for the second-largest
Jail in Illinois, the number of posts and civilian positions needed are minimal compared to
the cost that may be incurred in litigation. From a purely monetary standpoint, the cost to
cover the needed posts through overtime severely offsets any savings the county has
attempted through staffing cuts. Most importantly, it is the right thing to do in the
interest of the safety, accountability, and welfare of the public, staff, and inmates.

Thank you for the opportunity to visit with your staff and to hopefully provide some
ideas for the future.

— e __ — R
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Winnebago County Jail

January 18, 2020

Facility Profile

Facility rated

several vears

p 1324 1024 Male/300 Female
capacity
Average daily | The average daily population in 2007 was 665, increased to a high of 1019 in 2012,
population for | and is currently 781.5. On one day of our review, the count was 768, and the jail
the past experienced 26 bookings and 46 releases.
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