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I.

INTRODUCTION

In order to assist juvenile justice practitioners
in the planning and construction of juvenile jus-
tice facilities, the American Correctional Asso-
ciation (ACA), under a Training and Technical
Assistance grant from the Office of Juvenile
Justice and Delinquency Prevention, has devel-
oped this Handbook on Facility Planning and Design
for Juvenile Corrections.

The purpose of this handbook is to describe
the process of facility planning, to encourage con-
sideration of planning alternatives, and to help
avoid costly mistakes. The process described in
this manual is generic and can be adapted to meet
the needs of each specific locale.

Although the primary purpose of this hand-
book is to assist juvenile facility administrators,
it is apparent that it could be beneficial to other

groups. As a result, this publication was prepared
to answer questions regarding juvenile detention
and corrections facility planning and design that
might arise from each of four different groups:

® Facility Managers

® Funding and Policy Sources

® Planning and Design Architects
B Community Citizens’ Groups

ACA established an Advisory Committee,
consisting of juvenile justice practitioners and ar-
chitects with experience in juvenile facility plan-
ning, design, and development, to assist with the
development of this handbook.
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Juvenile Justice Facilities

For the purpose of this handbook, juvenile

justice facilities fall into one of three major cat-
egories. They are:

® Long-term Secure facilities, commonly called

Training Schools. These facilities often have
larger populations in a campus-style setting
and offer an array of treatment services to
committed juveniles. They may be staff and
program intensive and/or hardware secure
with locks and fences.

Short-term Secure facilities, commonly called De-
tention Centers, may vary in size. These facil-
ities are primarily for preadjudicated juve-
niles. They also hold juveniles who may have
been adjudicated but are awaiting disposition
and placement. In most instances, detention
centers are secure facilities with locks/fences
and proportionate staffing. These facilities

also provide varied levels of programming on
the premises.

® Community Residential facilities are non-secure,
small facilities in community settings. These
facilities are group homes, half-way houses,
reintegration centers, shelter care, and atten-
tion centers. They may house juveniles for
both short-term and long-term care who do
not need a secure facility. Staff supervision and
programming provide the core of control as
opposed to physical security measures. Pro-
gramming is offered both at the facility and
in the community.

There are other variations of juvenile care
facilities differing in size, security, and program
operations. This publication, however, describes
the most used, general types of facilities. Facility
planners may use a combination of program and
physical plant ideas to meet their specific needs.

INTRODUCTION
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11.

JUVENILE STANDARDS

Historically, many juvenile facilities have
been designed based on architectural plans
rather than a philosophy of juvenile care. In some
cases, juvenile facilities have been designed as a
smaller version of an adult jail or prison at one
extreme; or as a shelter home with little or no
attention to security at the other extreme. Ideally,
juvenile justice facilities should be designed to
meet the needs of the juvenile population they
serve. Buildings should be constructed to assist
staff in implementing this philosophy and to
avoid forcing staff to work around the design of
the building.

For many years, there were no standards for
juvenile justice facilities; however, there have
been four sets of standards developed during the
last 20 years. These have come from the National
Advisory Committee, National Task Force on Ju-
venile Justice Standards, American Bar Associ-
ation, and American Correctional Association/
Commission on Accreditation for Corrections.
Besides giving more time and attention to phys-
ical plant design, construction, and operation
than the other standards, ACA Standards have
been continuously reviewed and updated.

There are presently six sets of ACA Standards
for Juvenile Facilities:

® Training Schools
B Detention
8 Small Detention

B Community Residential

Probation and Aftercare

® Day Treatment Programs

Before planning for facility remodeling or
construction, the appropriate standards must be
reviewed. These standards represent minimum
levels of care necessary, and they should be con-
sidered the minimum requirements for the safe,
secure, and humane treatment for juveniles.
Consultation on the development of juvenile fa-
cility plans, as they relate to standards, can be
obtained from the ACA Staff.

The physical plant section of any standards
is a vital component of planning or designing a
facility. However, it must only be considered in
conjunction with the program purpose and phi-
losophy. The program should not be forced into
the building.
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I11.

PLANNING PROCESS

PrAses or PLANNING

The entire facility planning process is de-
signed to assemble the maximum amount of
background information available and to identify
all feasible alternatives, so that the agencies in-
volved and elected bodies can make competent
decisions based on the best available information.
Planning must be a detailed and comprehensive
process, and close attention must be given to
every step. The phases of the planning process
are summarized as follows:

W Task Group I—Organizational Planning

— Establish a working Planning Advisory
Group.

— Establish sub-committees and define du-
ties.

— Outline assignments; establish meeting
dates and agendas.

— Present an overview of current issues in
juvenile facilities—past, present, and fu-
ture trends.

— Provide a list of knowledgeable informa-
tion sources.

B Tuask Growp II—Information Gathering, Analysis,
and Interpretation

— Develop a profile of the juvenile popula-
tions to be served.

— Write or review the institution’s policies,
procedures, and practices.

— Determine the system’s security and pro-
gram needs.

— Develop a mission statement to articulate
why an institution needs to be constructed
or remodeled for this population at this
time. ‘

— Establish project goals and objectives.

W Task Group III— Feasibility Studies and Develop-
ment Options

— Perform a preliminary spatial needs anal-
ysis.

— Consider the use of existing facilities and
potential remodeling strategies (relocation
of programs, diversion, etc. vs. new con-
struction).

PLANNING PROCESS
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— Conduct a needs assessment which can pro-
vide immediate and/or long range solu-
tions.

— Review the potential of sharing, consoli-
dating, or regionalizing facilities with other
jurisdictions.

B Task Group IV— Facility Programming, Site Selec-
tion, Project Design, and Constry-tion

- Upon completion and validation of the
needs assessment, the next planning phase
can begin. Consultants may be necessary
during this phase, including architects, en-
gineers, kitchen specialists, cost estimators,
interior designers, landscape designers,
etc. Experienced architects should be
brought in at an early stage and other con-
sultants on an as needed basis. During this
phase, the following tasks should be accom-
plished:

* Develop a facility architectural program
philosophy (a statement of physical
requirements and functional planning
that states what should and will happen
in the new building).

* Establish site selection criteria.
» Complete environmental impact studies.

* Prepare architectural and engineering
design (schematic, design development,
construction documents, bidding, and
construction administration).

* Explore potential funding sources.

* Supervise construction (project monitor-
ing, materials review and testing, and final
inspection).

* Proceed with occupancy (move-in, staff/
user orientation, operational, and tech-
nical manuals).

* Evaluate and monitor project (staff train-
ing, modifications, and fine tuning).

Planning of a new or remodeled facility
must satisfy its immediate needs, while an-
ticipating the future five-, ten-, and twenty-
year demands, as well as itemized and life
cycle costs. The final report should estab-
lish a basis for review for all aspects of the
system, including architectural, manage-
rial, organizational, and programmatic
points.

PLANNING ADVISORY GROUP

The major role of a Planning Advisory Group
is to recommend activities without the power to
make decisions. Their contributions are intended
to influence the decisions of those in authority
and influence community acceptance.

Determining the need for and planning the
construction of a facility is a long and complex
process involving a number of activities and many
individuals with diverse interests. Successful
planning requires active participation from all
involved parties. Members of the executive, ju-
dicial, and legislative branches of government;
community representatives; juvenile advocacy
groups; facility staff on all levels; and others who
have an interest in juvenile justice issues, must
have an opportunity to provide input for the
planning. Selection of the Planning Advisory
Group must be done with utmost care, so that
representation from all interested parties is in-
cluded. The chairperson should be a skilled fa-
cilitator. Thus the process will be more successful,
and decisions will gain broader support from the
community and those involved in the planning,
design, and construction process. This includes
the governing body, practitioners, and consult-
ants.

Elected officials and executives come and go
during the planning and construction phases of
a project. However, an Advisory Group that in-
cludes correctional, administrative, and public
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works staff must remain with the project to main-
tain accountability. In any project of this size,
continuity is vital.

Governing Body

The governing body of the juvenile justice
agency, whether at the state or local level, plays
a crucial role in any successful planning effort.
Its involvement should include a position on the
planning team and approving its members, is-
suing the directive to carry out the planning
study, and funding the study and related ex-
penses. It also is important that the governing
body review policy issues, review/approve re-
ports, and authorize capital and operating costs
for facilities and programs.

Juvenile Justice Administrators (Practitioners)

The juvenile justice administrators and
staff —“practitioners”—play a critical, important
role in the planning process. The process can
succeed only with their support and active in-
volvement. The staff has a great deal to contrib-
ute both in time and ideas. Staff will implement
new ideas more enthusiastically, if they are part
of the development process.

Consultants

The juvenile justice system may hire con-
sultant(s) to do specific tasks. These juvenile jus-
tice planners can be helpful for the early stages
of the process. They generally possess greater
knowledge that may not be available at the local
level. When it comes to actually guiding and di-
recting the process, the facility administration, or
a project director with extensive experience in
the field, can best handle the primary responsi-
bilities.

Planning Advisory Group Check List

Current problems in the existing facility must
be identified when possible. The Planning Ad-

visory Group’s role is to facilitate a close working
collaboration among local residents, administra-
tors, and agency officials. In order to organize
the Planning Advisory Group’s efforts, a check
list must be developed. Planners can use this list
to ensure that the process will address all the
necessary issues. An example is included below:

® Outline planning process citing milestones.
B Anticipate major activities and tasks.

B Assign a project manager.
n

Formi a project team: Correctional analyst;
staff (correctional, admidistrative, planning,
public works); advisory representation (juve-
nile justice); elected officials.

B Assign consultants: Planners, architects, pro-
grammers and specialists concerning security,
food service, operations, program, education,
and vocation.

® Planning documents: Strategic plan, needs as-
sessment, architectural program, site analysis,
master plan, design.

® Anticipated products: Report format, review
procedures, approval process.

m Agency review and approvals.

W Implementation strategies.

MissION STATEMENT AND GOALS

Defining the mission for a juvenile justice sys-
tem within a particular setting is paramount to
providing the direction for care and treatment
of juveniles. A mission statement is a general
statement describing the philosophy by which the
juvenile justice system will operate, and it should
consider the local community. Mission statements
must include the purpose of the juvenile facility,
legal mandates, and its role in the juvenile justice
system. Determining the philosophical direction
of the juvenile facility requires approaching the
task with an open mind and envisioning its mis-
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sion into the future. Direction should be based
on community expectations, juvenile justice stan-
dards, court decisions, and most of all, the needs

of the juvenile population in confinement. The
format for a mission statement must be concise,
clear, attainable, and positive in tone.

of safety, security, and programs.”

SAMPLE MISSION STATEMENT

“To create through example, policy, programs, and environment, a safe and secure setting
that advocates good mental and physical health.”

SampLE GOAL

“To construct or remodel a facility that meets the needs of the juveniles it serves in terms

SamMpLE OBJECTIVE
“To conduct a needs assessment of the juvenile population that will be served in the
facility to determine the level of security that will be necessary to ensure safety.”

Additional examples of mission statements, goals, and objectives
are contained in Appendix B.

- Selection of Goals and Objectives

Before the planning process can continue,
goals and objectives for the operation of the fa-
cility must be developed. This phase should in-
volve the following steps:

® Identify goals and objectives.
® Develop methods of measuring progress.

®m Combine goals and objectives into an overall
measire of performance; a criterion of pro-
gress.

A goalisaresult that is defined in broad terms
and is typically long term. An objective defines
a specific result. The time frame for an objective
is usually short; meaning that administrators are
thinking in terms of the near future. The objec-
tive relates to one aspect of operations and is
narrow in its focus.

Implementation of Goals and Objectives

The methods used to attain goals and objec-
tives vary from a specific, one-shot course of ac-
tion to practices (repeated courses of action) to
policies (rules for selecting alternatives) and,
more importantly, to discover or develop alter-
natives not previously realized. Goals and objec-
tives should be written to create an ideal design
of the proposed facility—what one would con-
struct if the only constraints were technological.
The decision makers can then determine the
smallest number of departures from the ideal
that are required to build an acceptable facility.

Development of Policies and Procedures

The development of good policies and pro-
cedures is one of the most fundamental tasks
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facility managers should complete before build-
ing a new institution. Operational procedures
guide the day-to-day operation of the institutions
and programs to provide safety, security, and
stability for both staff and the juveniles. The
“Guide To Developing A Policy And Procedure
Manual” (see Appendix C), taken from Guidelines
for the Development of Policies and Procedures— Ju-
venile Detention Facilities, produced by ACA in Jan-
uary 1992, could serve as a useful tool in this
area.

NEEDS ASSESSMENT

All aspects of the local juvenile justice system
must be examined before a determination is
made regarding building or remodeling a facility.
This examination will concern itself with risk to
public safety, population characteristics, leader-
ship philosophy, and program requirements for
this juvenile population.

Data collection and analysis will assist in de-
fining trends, composition, and other useful in-
formation for the purpose of planning. This in-
formation also can help document and evaluate
current performance in areas of critical impor-
tance, as well as assess cost impact and projected
facility needs.

Public Safety

A juvenile facility should be designed to meet
the needs of the population it serves within the
context of the facility’s obligation to protect the
community. Without community protection, the
best programs for juveniles will inevitably fail.

Facility security is a combination of physical
plant design, programming, and supervision.
Planning one without the other will result in fail-
ure. Over-dependence on one over the other is
also problematic; for example, over-dependence
on electronic monitoring often makes staff over-
confident and less security conscious. As another
example, a poorly trained staff will not be able

to contain troubled juveniles no matter how well
the physical plan is designed.

Juvenile Population Description

Developing a profile of the “typical” juvenile
involved in the juvenile court system is a difficult
exercise. An analysis of the juvenile justice sys-
tem’s clientele will reveal a diverse range of young
people. Clearly, no single picture can accurately
portray all, or even most, juveniles involved in
the juvenile system. The picture changes de-
pending on what part of the system is seen and
where that system is located. The following in-
formation, obtained from the U.S. Department
of Justice, Bureau of Justice Statistics’, Survey of
Youth in Custody 1989, is an effort to give a snap-
shot of juveniles within the juvenile justice system
today.

About 15.3% of juveniles incarcerated in pub-
lic facilities (under 18 years of age) are charged
with violent offenses as defined by the Crime
Index (murder, forcible rape, robbery and ag-
gravated assault). Index property offenses (bur-
glary, larceny-theft, motor vehicle theft, and ar-
son) are more common in juvenile justice facilities
(27.0%). In 1989, there was a daily count of
56,123 juveniles in public facilities. On any given
day, 49,443 residents were male and 6,680 were.
female.

The Bureau of Justice Statistics’ Survey of
Youth in Custody 1989 provides a detailed look at
juveniles held in long-term, state-operated ju-
venile institutions, i.e., training schools and sim-
ilar facilities. Some general trends are significant.
For example, if a juvenile is in a long-term, state-
operated facility, there is a good chance that at
some point he/she committed a violent offense
(murder, negligent, manslaughter, kidnapping,
rape, other sexual assault, robbery, assault, or
other violent offense). It also is likely that the
juvenile has been arrested more than three times.
More disturbing is that there is a 50% chance the
juvenile has been arrested more than six times.

PLANNING PROCESS
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Often, the juvenile has been on probation at least
once and has been previously admitted to a ju-
venile facility.

Historically, placing juveniles in confinement
settings is a standard part of every juvenile justice
system. In the instance of secure detention, it
represents the government’s responsibility to
hold juveniles in custody, often in physically-
restrictive facilities, pending judicial disposition
of their cases.

The demand on governments to meet the
responsibility of providing a safe and secure set-
ting for juveniles who require secure placement
has increased in recent years. Various laws and
national standards require that facility programs
meet each individual’s nutritional, spiritual, ed-
ucational, emotional, recreational, hygienic,
physical, and health care needs while in confine-
ment. The atmosphere of the facility must ensure
that juveniles are not physically or psychologi-
cally damaged by their experience,

Although state law provides guidance in de-
fining the purpose of confinement, research
clearly shows that the view of key juvenile justice
system professionals (such as judges, prosecutors,
and law enforcement officials), regarding what
types of juveniles should be detained, have more
influence on practice than any other factor. This
reflects the fact that the rate of secure placements
varies greatly from state to state.

As part of the planning process, each admin-
istrator should assess and forecast needs in their
individual community. The tasks involved in this
process include:

® Task A: Examine present services in relation
to the needs of the juvenile population.

® Task B: Project future offender populations
in relation to state population trends and dem-
ographics (five and ten years).

B Task C: Forecast the number of necessary
beds.

® Task D: Forecast the number of maximum se-
curity (chronic and violent offenders) beds
necessary.

B Task E: An examination of the number of sex
offenders and emotionally disturbed delin-
quents to be served in the future and the av-
erage length of time these offenders will serve.

® Task F: Determine what and how many of the
above expect to be included in the proposed
facility.

Leadership Philosophy Section

Another integral part of the needs assessment
is an examination of the leadership style of the
controlling agency, the facility, and its top ad-
ministrator(s), along with an evaluation of su-
pervision given to both juveniles and staff (care-
workers). For instance, if the evaluation
determines that the facility leadership sits in the
office excessively, that office should be placed
near the juveniles’ activities.

An evaluation of the staffing pattern, amount
of direct supervision, and amount of juvenile iso-
lation will aid in determining the physical plant
design.

Program Requirements

Besides leadership and supervisor roles, a
complete assessment of program needs is nec-
essary. The most common weakness found in new
facility designs is lack of program space. An early
assessment of the necessary space to conduct pro-
gramming for active juveniles is an absolute must.

ProjecT COMMITTEE

One additional group that is a necessity in the
planning process is the Project Committee. This
group is comprised of people that have “hands
on” involvement with the project. It will include
consultants, agency staff, and the project man-
ager.

HANDBOOK ON FacILITY PLANNING AND DESIGN FOR JUVENILE CORRECTIONS
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IV.

PROGRAM
(QUESTIONNAIRE

To gain insight from staff who have daily
contact with the facility and its population, a ques-
tionnaire should be offered to them. Each ques-
tion should be designed to elicit responses de-
scribing preferred methods of operation,
concerns in the areas of programs, security and
control, staffing patterns, and daily activities. The
responses will serve as the basis for more inten-
sive interviews during the preparation of an ar-
chitectural design. Information for the devel-
opment of an architectural design from the staff

will prove invaluable in viewing the design pro-
cess from an operational standpoint.

The following sample planning questionnaire
is presented as a suggestion of discussion points
for interviews related to a new project. Usually,
each item will lead to related issues. It is ex-
tremely important that key members of the proj-
ect committee take part in these discussions. The
Planning Advisory Group also should receive an
analysis and a review of the questionnaire for
their input.

PROGRAM QUESTIONNAIRE
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PROGRAM QQUESTIONNNAIRE

Location:

Facility:

Program Type:

Long-term Secure Community Residential

Short-term Secure Other (describe)

Purpose of the Facility (mission statement):

Describe generally the type(s) of juvenile(s) who will be placed at this facility in terms of
behavior anticipated, social needs, etc.

Will or should juveniles in this program be classified for the purpose of housing unit
assignment (i.e., will there be definable differences in the juvenile population so that separate
lodging areas are appropriate)?

Yes No

If yes, describe classifications (e.g., age, sex, offense, behavior, emotional maturity, physical
size, etc.).

If juveniles may be appropriately segregated for purposes of housing unit assignment, is such
segregation necessary during daily program activities (e.g., education, recreation, dining,
etc.)? ‘

Yes No

If yes, or yes for part of the population, which part(s)?

HanDBOOK ON FAcILITY PLANNING AND DESIGN FOR JUVENILE CORRECTIONS
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10.

Security and control can be implemented in a variety of ways. Listed below are possible
methods for achieving security. Please prioritize your preferences with regard to the program
type in question. Rank each item in order of preference (1 = most appropriate, 9 = least
appropriate.) '

Perimeter walls and/or fences

Exterior building walls

Interior construction materials (damage and penetration resistant partitions,
floors, ceilings)

Secure hardware and bathroom fixtures

Electronic monitoring devices

Continuing staff presence and programs in juvenile areas

Immediate staff response to impending escape or damaging behavior

Staff supervision of entrances/exits (with or without exit alarm systems as
necessary)

Availability of sanctions in response to escape attempts or damaging behavior
Will all juveniles in this program require the same level of security at all times?

Yes : _____ No

Will some juveniles require special or more restrictive security measures throughout their
placement?

Yes —— No
If yes, is this the result of predetermined classification?
Yes — - No
If some identified group of juveniles requires special security at all times, should this group:
Be allowed to mix with other residents?
Yes — No
- Be allowed to leave their housing unit for program activities?

Yes ——— No

PROGRAM QUESTIONNAIRE
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I11.

12.

Will some juveniles require special security measures (i.e., greater restriction within specified
areas for temporary period and/or only in response to specific behavior)?

Yes — No
For the program type in question, what should the consequences be in response to disruptive/
aggressive behavior? Rank each item in order of preference (1 = most preferred, 6 = least
preferred).

Referral to peer group for counseling

Revocation of privileges

Temporary segregation from other juveniles

Room confinement

Temporary confinement in other areas (temporary isolation)

Housing reassignment, possibly to physically more restrictive housing areas

Removal to another facility

Describe the anticipated use of consequence in response to disruptive/aggressive behavior.

HaNDBOOK ON FACILITY PLANNING AND DESIGN FOR JUVENILE CORRECTIONS
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13. The following activities are potentially available to residents as part of daily programming.
Check each that may occur in the facility type in question. Note the preferred location(s) for
each activity.

Outside

but
Adjacent
Within to the Central
Housing Housing Activities Other
Area Area Area (Please Comment)
Education
Weights/Exercise

Outdoor Recreation

Crafts

Vocational Training

Group Counseling

Individual Counseling

Agency Staff/
Legal Interviews

Family Counseling

Contact Visiting

Noncontact Visit

Dining

Snacks

Homework

TV Viewing

Movies

Table Games

Stereo Listening

Working Programs

Canteen

Computer Room

Other (specify)

PROGRAM QUESTIONNAIRE
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14.

15.

16.

17.

18.

19.

20.

Juveniles will either:

Be continually engaged in program activities away from their housing units
(living/sleeping areas) during the day

Return to their housing units for certain activities

Other (please describe)

What activities might take place within the housing units during the day (e.g., counsehng,
dining, TV, classwork, reading, etc.)?

During evening hours?

Will there be any unstructured period or free time durmg the day when juveniles may elect
to participate in activities at their discretion?

Yes — - No

If yes, when will these periods occur?

What types of activities may be selected?

Should juveniles be allowed access to their individual rooms other than for sleeping?

Yes __ . No

If yes, under what circumstances?

What is the optimum staffing ratio (on-duty supervision and direct service staff) to facilitate
management, control, and possible interaction between residents and staff?

One staff member per juveniles.
For night coverage, can this ratio be reduced?

Yes —— No

If yes, the night ratio can be one staff person per juveniles.
Will supervision staff be distinct from direct service provision staff?
Yes - No
If yes, will supervision staff be responsible for moving juveniles within the building?
Yes . No
If yes, will supervision staff remain in activity areas with juveniles?

Yes ———  No

HaNDBOOK ON FACILITY PLANNING AND DESIGN FOR JUVENILE CORRECTIONS
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21.

Outline a typical schedule of daily and weekend activities for juveniles of this facility type

(e.g., 7:30 a.m. to 8 a.m., wake up, make bed, bathroom; 8 a.m. to 8:45 a.m., breakfast;

9 a.m. to 12 p.m., classwork, etc.).

Time

Sunday

|

Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

12:00a

12:15a

12:30a

12:45a

1:00a

1:15a

1:30a

1:45a

2:00a

2:15a

2:30a

2:45a

3:00a

3:15a

3:30a

3:45a

4:00a

4:15a

4:30a

5:00a

5:15a

5:30a

5:45a

6:00a

6:15a

6:30a

6:45a

PROGRAM QUESTIONNAIRE
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Time

Sunday

Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

7:00a

7:15a

7:30a

7:45a

8:00a

8:15a

8:30a

8:45a

9:00a

9:15a

9:30a

9:45a

10:00a

10:15a

10:30a

10:45a

11:00a

11:15a

11:30a

12:00p

12:15p

12:30p

12:45p

1:00p

1:15p

1:30p

1:45p

2:00p

2:15p

2:30p
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Time

Sunday

Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

2:45p

3:00p

3:15p

3:30p

3:45p

4:00p

4:15p

4:30p

4:45p

5:00p

5:15p

5:30p

5:45p

6:00p

6:15p

6:30p

6:45p

7:00p

7:15p

7:30p

7:45p

8:00p

8:15p

8:30p

8:45p

9:00p

9:15p

9:30p

9:45p

10:00p

PROGRAM QUESTIONNAIRE
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Time Sunday ‘ Monday Tuesday Wednesday Thursday Friday Saturday

10:15p

10:30p

10:45p

11:00p

11:15p

11:30p

11:45p

22.  Will this schedule vary during summer months?

Yes - No

If yes, please describe primary difference(s).

23.  Will juveniles in this program take part in any special programs or recreational activities?
Yes —— No

If yes, please describe.

24.  Should juveniles be allowed to participate in the following activities?

Custodial ' — Yes — No
Meal Service —  Yes —— No
Laundry — Yes _____ No
Volunteer Activities — Yes - No
Other — Yes — No

25.  What services could or will be provided by community agencies and/or volunteers to
supplement in-house staff? (please describe)

19
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26. What is the optimum/maximum group size (number of juveniles) in the following areas?
Optimum Maximum
Housing Units (general)
Housing Units (special security)
Classrooms
Dining
Outdoor Recreation
Gymnasium
Table Games/Group Activities —_— _
Contact Visiting
Canteen
Corridors (in transit)

27. How long, on average, will juveniles remain in the facility admissions area prior to entering
residential areas?

Hours

28. Might juveniles remain in this area for longer periods?
Yes —— No

If yes. for what reasons?

29. What activities will take place within the admissions area? (describe process)

30. How many statf will be located in the admissions area?

Staff members

PROGRAM QUESTIONNAIRE
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31.

32.

33.

34.

Describe medical services to be provided at the facility.

What kind of staff (other than supervision and direct service provision) might be located at
the facility? List tvpe, number, and preferred location (examples are given).

Type No Location
Administrative office

Administrative office/public reception
Administration and classroom areas

Administrative
Clerical
Social Services

Ot o o

1.

oo

5.

6.

Please describe activities and services (other than those related to residential functions) which
may take place at the facility.

Do you have any observations or points to make regarding the programs or spaces at this
facility?

HANDBOOK ON FACILITY PLANNING AND DESIGN FOR JUVENILE CORRECTIONS
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The following questions relate to specific physical features for the proposed new fuczlztzes Please note

your preferences in each area.

35. Individual Room Capacity

Single occupancy

Double occupancy

36. Individual Room Size (singles)

Combination of single and double (total percentage of singles: %)

— 70 sq. ft. (minimum standard requirement)

e 80 sg. ft. (increase flexibility in furniture arrangement)

——— 100 sq. ft. (allows for counseling, interview, other activities)

— 110 to 120 sq. ft. (allows temporary addition of bed during overflow periods,
future conversion to other uses)

—  Combination of above sizes (note size and percentage):

% at

sq. ft.

% at sq. ft.

37. Lighting and Electricity
Juvenile control of main room light
Task lamp for reading/writing
Low-wattage night light for staff supervision

If yes, should night light:

Will plug-in lamps be allowed?

Electrical outlets for radios, clocks, etc.

PROGRAM QUESTIONNAIRE

— Yes No
— Yes No
- Yes No

always remain on, or
be operated by staff from outside

Yes No

Yes No
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38.

39.

40.

41.

42.

Individual Room Heating and Cooling

Individual temperature adjustment for each bedroom? Yes _—
.If yes, temperature controlled by: — Resident
| _ stff
Natural ventilation (windows or wall louvers): Yes -
Individual Room Window
Large window areas (increased daylight): Yes -
If yes, with or without security screens: — - With
— Without

Windows (or portion) operable for natural air flow, Yes _
reduces cooling costs:
Individual Room Furnishings and Fittings
Furnishings needed: —  Desk/Writing Surface

——  Chair

—— Clothes Storage

———— Shelves

—  Tackboard
Furnishing should be: — Moveable to allow rearrangement

Fixed-in-place/Built in

Individual Room and Dayroom Relationship

Staff should see individual rooms from Yes
dayroom/living area:
Rooms in remote location from living area: Yes

Individual Room Doors

Solid Wood (durable, easy maintenance, appearance), or

Steel (high security, high repair and purchase cost)

HaNDBOOK ON FACILITY PLANNING AND DESIGN FOR JUVENILE CORREGTIONS
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43.

44,

45.

Individual Room Locks

Resident Key Control (with staff override), or

Exclusive Control by Staff Key

Central electronic opening for emergency access: Yes

Sanitary Facilities
Toilet fixtures should be included in:

All Resident Individual rooms

Some Resident Individual rooms

None of the Resident Individual rooms

If only in some individual rooms, please describe areas in which bedroom fixtures will be

appropriate (e.g., special security, segregation individual rooms, intake holding, etc.)

Central Shower/Toilet Facilities

Should shower/bathroom be located: — In or Near Bedroom Areas

—  In or Near Living Areas

— Inor Near Program Activity Areas

_ . In or Near Recreation Areas

- In or Near Intake/Admissions Area

In house areas: ——— Multi-person bathrooms

——  One or More Single-person bathrooms

If single person bathrooms are appropriate, one bathroom per

residents should be provided.

PROGRAM QUESTIONNAIRE
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46. Residential Surface Materials

Durable materials (e.g., concrete, concrete block) are damage resistant but are sometimes
more difficult to replace and maintain, more costly to use, and tend to invite abuse. Less
institutional materials (e.g., drywall, plaster, carpeting) are easily maintained and replaced, do
not encourage abuse, but are less resistant to destructive behavior. Their use may require
increased staff monitoring of resident behavior, which has both positive and negative aspects.
Please check the surface materials preferred for the bulldmg areas which may be developed
for the program in question (N/A if not applicable).

Damage
Resistant “Softer”
Surfaces Surfaces Carpeting
Special Security Individual Rooms,
Special Security Living Areas
Normal Security Individual Rooms
Normal Security Living Areas
Program/Activity Areas
Visiting Area
Intake/Admissions Area
Counseling/Conference Area
47.  Staff Stations
Are staff stations required in residential housing area? _____ Yes — No
If yes: - Security control stations are appropriate, or

Open staff desk/counter areas are appropriate

Staff should be able to view into program/activity area .. Yes — . No
from outside those spaces?

Resident movement throughout the facility should be . Yes - No
monitored centrally:

HANDBOOKX ON FACILITY PLANNING AND DESIGN FOR JUVENILE GORRECTIONS
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48.

49.

Resident Access

Access should be controlled between:

Sleeping and living areas — Yes —— No
Living and activity/program areas — Yes — No
Different activity/program areas — Yes —— No

Juveniles may move between housing and activity areas without staff escort:
Yes — No —— Under Prescribed Circumstances

If under prescribed circumstances, please describe:

Juveniles may move between different activity areas without staff escort:
Yes — No —  Under Prescribed Circumstances

If under prescribed circumstances, please describe:

Multi-Story Construction

Given that vertical circulation can sometimes present problems (groups may be split up while
using stairs and elevators, extra staff may be required), please answer the following:

Housing areas can be on different floors from activity ——_  Yes —— No
areas

Different housing areas can be on separate floors — Yes — No
Elevators, if used, should accommodate residents at one time.

SELECTING CONSULTANTS
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V.

SELECTING CONSULTANTS

Typically, project administrators (juvenile
managers, public works personnel, and agency
executive officials) are not experienced in facility
planning. It is advisable, therefore, to involve
several experienced professionals and correc-
tional consultants to assist the project team.

The consultant selection procedure should
carefully consider the candidate’s background,
references, ability to work with the project com-
mittee and Planning Advisory Group. Consult-
ants may include:

Correctional planners and consultants
Programmers

Construction managers

Architects

Engineers

Security technicians

Food service specialists

Staff/operations/treatment experts, and others
who assist the project team

The efforts of the consultants should be re-
stricted to support for the planning team. Agency
officials must maintain involvement and control

over the project by providing clear parameters
and expectations for the consultants. Clearly, the
primary consultant should be the architect.

ROLE OF THE ARCHITECT

The architect should assist the planning team
through all stages of the project. The stages of
every building project are:

B Decision
W Design

& Delivery

In the decision stage, the architect partici-
pates in the study of project feasibility, financing,
programming, master planning, and research.
The project is planned and developed in detail
during the design stage. The final design rep-
resents the work of the planning team and the
coordinated design talents of many professionals.

During the delivery stage, the architect will
contribute to the administration of the construc-
tion contract. The architect represents a consor-
tium of technical consultants. Usually the archi-
tectural contract includes structural, mechanical,
and electrical engineers. To simplify the project
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manager’s administrative duties, the architect can
act as the design leader responsible for the co-
ordination of technical consultants. In addition,
it is not uncommon for the architect to oversee
and coordinate the efforts of juvenile planners,
programmers, food service personnel, security
technicians, and treatment program experts.
Landscape architects, interior designers, cost es-
timators, and civil engineers also may perform
design and construction assignments under the
direction of the architect.

As a professional advisor to the agency, the
architect should represent the agency’s interests.
During construction, the architect should be re-
sponsible for an impartial performance review
for both the project team and contractor. In ad-
dition to direct legal responsibilities to the agency
and the public, the architect also has a respon-
sibility to plan a design considering health, safety,
and financial operations.

METHODS OF SELECTION

Selecting the architect is one of the most im-
portant decisions an agency makes when under-
taking a building project. The Planning Advisory
Group should choose a professional based on
competence and integrity. An evaluation process
should be developed that responds to input from
each Planning Advisory Group representative.
For example, the operational staff will require a
close working relationship with the security con-
sultant. The public works representative will have
frequent contact with the architect’s project man-
ager. For these reasons, the entire Planning Ad-
visory Group should have input in selecting a
consulting professional.

To help a Planning Advisory Group in its
search for the most suitable architect and to as-
sure the proper degree of services, the American
Institute of Architects (AIA) has suggested the
following, most successful selection methods:

B Direct Selection—The architect may be se-
lected directly from a proposal for the project,
previous experience with the agency, recom-
mendations of prior clients, etc.

W Comparative Selection—The agency may de-
velop a Request for Qualifications (RFQ) or
Request for Proposal (RFP) from many archi-
tects. Several architects are given the oppor-
tunity to present their qualifications for the
proposed project in an interview with the en-
tire selection committee. Selection criteria
must be established before the interview. An-
other architect may serve as a professional ad-
visor for a comparative selection, but must be
excluded from consideration for the project.

B Design Competition Selection—For projects of
unusual significance, the agency may decide
to spend the time and money to sponsor a
design competition. Architects submit their
ideas and designs for the project, and a pro-
fessional jury selects the winning scheme.

Whatever method is chosen, the selection of
the architect should be based on demonstrated
quality of similar projects, ability to perform re-
quired services, and compatibility with the proj-
ect team.

The architect’s responsibilities should be de-
fined in a written, contractual document. Several
models have been developed by the AIA. Most
agencies have reviewed, revised, or developed
contracts that reflect their particular require-
ments. The complexity of a juvenile building pro-
Jject usually requires the architect to delegate cer-
tain services to his technical staff and other
professional consultants. The final responsibility
for all professional services required by the con-
tract agreement, whether done personally or del-
egated to others, remains with the architect.

SELECTING CONSULTANTS
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ARCHITECTURAL SERVICES

No single task or series of tasks applies uni-
versally to planning and designing a juvenile
facility. Geographic, demographic, and system
variations create a need for personalized archi-
tectural services. Comparisons of fees, building
costs, and operating budgets among different
projects also are difficult to evaluate. To accom-
modate these individual requirements, separate
services must be anticipated for each project. As
a starting point, however, it is helpful to under-
stand the standard architectural approach.

As outlined by the AIA, the architect has tra-
ditionally categorized professional services into
five phases: Schematic design, design develop-
ment, construction documents, bidding and ne-
gotiations, and construction administration. If a
preplanning master plan process has not been
carried out, the architect should recommend that
the agency conduct such a plan.

B The Schematic Design Phase includes confer-
ences with the agency regarding the study and
analysis of project requirements. Schematic
design studies consist of drawings and other
documents illustrating the scale and relation-
ship of project components, including appro-
priate structure and materials. Estimates are
prepared that show the conceptual range of
anticipated construction and system costs. Fur-
ther refinement is required and must be re-
vised as the process continues. Agency review
and approval is necessary as this phase sets the
limits, character, and intent of the project. Ad-
ditional phases will detail and develop the con-
cepts established. Although adjustments will
be necessary, major changes can be expensive
after initial approvals.

® The Design Development Phase includes the
preparation of detailed drawings and other
data related to building appearance and struc-
tural, mechanical, and electrical systems. Con-
struction materials also are presented. At the

completion of this phase, the project should
be defined in terms of site organization, room
dimensions, space organization, egress, build-
ing appearance in elevation (side views of the
building), and structural/building systems.
Agency review and detailed cost verification is
required before beginning technical drawings.

The Construction Documents Phase includes
the preparation of working drawings and spec-
ifications that describe the construction work
in technical detail. In addition to related site
work, utility connections, and special equip-
ment, the documents include materials, equip-
ment, workmanship, and finishes required for
architectural, structural, mechanical, and elec-
trical work. Conditions of the contract cover-
ing responsibilities during construction also
are included in the construction documents.
The architect assists agency representatives in
the preparation of information for bidders,
bidding materials, and proposed contract
forms. Additional construction cost data is pre-
pared in detail. During this phase, any changes
from the approved design development doc-
uments should be made only with written ap-
proval from the Planning Advisory Group.
Changes in estimated construction documents
are expensive because of the technical work
and coordination that has already taken place.
With client approval, the project should be
submitted to regulatory agencies. The review
should include a plan check (codes/fire), ACA
Standards, and applicable local requirements.
The architect is responsible for the submission
of required documents; however, itis advisable
that the Planning Advisory Group remain in-
volved. Physical requirements can sometimes
conflict with juvenile justice practices. For ex-
ample, wire glass in corridors obstructs the
view to adjacent spaces.

With final approvals from the Planning Ad-
visory Group and all applicable regulatory
agencies, the project is offered for competitive
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bids. During the Bidding and Negotiation
Phase, the architect assists in clarifying docu-
ments, obtaining bids, researching the quali-
fications of prospective contractors, or nego-
tiating proposals. It is possible to bid the
project while in the approval process. This
method saves time, yet may result in changes
to the initial contract bid amount. The con-
struction cost will increase when changes re-
quired by the review process are implemented.
Another bidding procedure is referred to as
“fast track.” The project is divided into a num-
ber of separate bidding packages, with each
part covering a certain section of the project,
such as demolition and site work, foundations,
or structure. Parts of the construction can be
started before the design is completed on other
parts.

During the Construction Administration Phase,
the architect is responsible for the administra-
tion of the construction contract. Required
tasks include site observations, coordination of
shop drawings submitted by suppliers, and re-
view of materials, tests, and “change orders.”
Change orders indicate alterations or depar-
tures from the construction contract, such a3
additions, deletions, or substitutions. Careful
review and monitoring of change orders for
their cost and impact on operations is an ex-
tremely important task. During construction,
the architect attempts to guard the agency
against defects and deficiencies in the work of
the contractor but does not supervise construc-
tion. The contractor is solely responsible for
construction means, methods, techniques, se-
quences, procedures, and safety precautions.
The architect is responsible to notify the
agency of any failure or unsatisfactory per-
formance.

Certain projects may require services beyond

the normal scope of work. These additional ser-
vices may include:

Financial feasibility or other special studies.

Planning surveys, site evaluations, or compar-
ative studies of prospective sites.

Investigation of existing conditions or facili-
ties.

Visit facilities that are state-of-the-art in other
jurisdictions.

Research other buildings and programs.

Detailed estimates of construction costs or de-
tailed quantity inventories of materials, equip-
ment, and labor.

Interior design and other services required for
the selection of furnishings.

Consultation concerning replacement of any
work damaged by fire or services required be-
cause of major defects in the work of the con-
tractor.

Preparation of reproducible record prints of
drawings showing significant changes in the
work made during construction.

Providing services after the final certificate of
payment is issued.

Expert testimony concerning any public hear-
ing, arbitration proceeding, or legal proceed-

ing.

During the progression of a project, both the

agency’s and architect’s responsibilities should be
clearly defined. As an objective professional, the
architect serves as the agency’s advisor, agent,
and impartial arbitrator. A well-designed, well-
managed project will be a credit to the Project
Committee who developed and coordinated the
program.

SELECTING CONSULTANTS
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VI.

SITE SELECTION PROCESS

Selecting a site for a juvenile facility is a con-
troversial issue that depends on community at-
titudes, surrounding environments, and a wide
range of practical and technical considerations.
The selection process is dynamic; when circum-
stances change, new sites may have to be consid-
ered. Therefore, final selection must consider a
variety of elements that have been defined and
tested. Consistent evaluation and comparison is
then possible.

Selection criteria are developed around the
goals and objectives of the juvenile system and
are designed to ensure the desired result in the
new site conditions. .

In general, the examination of a potential site
for a new or expanded facility should include
large-scale planning issues. Location criteria ad-
dress design qualities that are associated with a
particular site. These qualities can be both tan-
gible and intangible, including vehicle and pe-
destrian access points, neighborhood character,
present or future land zoning, work force avail-
ability, and political considerations.

IDENTIFICATION OF CRITERIA

A systematic analysis of each candidate site is
undertaken to ensure that major issues are ad-

equately addressed. Initially, site evaluation cri-
teria are developed from a comprehensive lit-
erature review, site observations, numerous
meetings, a study of environmental impact issues,
and the investigation of similar site location case
histories.

The final site criteria describe not only the
qualities necessary to support the activities that
will occur on the site, but also the people who
will use the site and its facilities. Consideration
also is given to surrounding, existing, and future
uses, as well as adjacent zoning regulations. De-
sign criteria are expressed in non-technical terms
that define community, governmental, or insti-
tutional expectations for the prospective loca-
tions selected for analysis.

Criteria are generated through “brainstorm-
ing” sessions at committee meetings, consultant
recommendations, technical requirements dic-
tated by state grants, planning reviews, bond acts,
or EIR determination. This process is initiated
at early meetings and refined during data gath-
ering and analysis assignment.

S1TE CRITERIA

Sites under consideration are evaluated using
a matrix and weighted method that establish sim-
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ilar development issues for each candidate site.
The basis for the evaluation is a set of location
criteria developed by the planning team.

Each criterion is rated on a scale of (1) to (5),
with (5) being an excellent rating and (1) being

an unacceptable rating. Also, each criterion car-

ries a weight value of (1) to (5), with (5) being
the most important and (1) being the least im-
portant. This weight value then is multiplied by
the rating to achieve the criteria score for each
site.

To illustrate, the following rated evaluation

- criteria with corresponding weight values were

used in a recent study.

® Physical —The soil conditions in the area need
to be suitable for construction. Bearing value,
drainage, flood plains, and water table should
be established. The terrain should be fairly
level to reduce the amount of sitework nec-
essary. Faults and other natural conditions that
may affect the design of a correctional facility
on the candidate site should be considered.
Exposure, orientation, sun, wind, and views to
and from site (desirable and undesirable)
should be identified.

Weight Value 3: Overall cost to fix poor site
conditions is not critical when compared to cost
of construction or neighborhood acceptance
of the site.

B Appropriate Zoning—The zoning must be
compatible with the intended use.

Weight Value 5: Because of the controversial
nature of the function and use of a facility,
this criterion is the most important.

® Land Value Cost—Land values for each site
may vary considerably. A cost range for each
general vicinity should be identified.

Weight Value 3: Each site must be considered
independently and will vary according to mar-
ket cost versus real value versus available

funds. Agency property, compared to prop-
erty that must be purchased at market value,
represents a significant budget allocation.

Size/Configuration—A size standard should
be established based on programmatic needs
for each facility with accommodations for
parking, recreation, and future expansion, if
necessary. The site should be of a suitable con-
figuration, preferably flat, to allow flexibility
in design.

Weight Value 4: The land area of a new or
existing facility is important when anticipating
future expansion, open areas for work details,
recreation, and natural buffers.

Proximity To Other Facilities—The site
should be located near other facilities, such as
court and detention, to minimize travel time
and required staff.

Weight Value 5: This is extremely important
when staff costs and transportation issues are
considered.

Availability of Services (Utilities)— This site
should be located in an area where water,
sewer, gas, and electrical services are available
or can be provided at a low cost.

Weight Value 1: An exception would apply
when no services are available.

Public Transportation—A juvenile facility
should be accessible to public transportation
for the convenience of visitors, as well as those
who have limited driving privileges.

Weight Value 3: Visitation and work furlough
opportunities have beeri considered.

Remodeling of Structures—If existing struc-
tures are present, does the potential exist to
reuse the buildings as juvenile or support fa-
cilities?

Si1TE SELECTION PROCESS
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Weight Value 3: When existing buildings are
present, economies of scale and reuse potential
for nonsecure functions are reviewed.

Environmental Impact—Does the candidate
site satisfy the demands of a potential EIS/EIR
assessment? Indigenous flora and fauna, site
characteristics, transportation, and utilities
need to be assessed.

Weight Value 5: Extremely important. Without
acceptance or mitigation of problem areas, the
entire process is disrupted.

Staffing—In general, what are the staffing pat-
terns required by the location of the juvenile
facility at each candidate site?

Weight Value 5: This criterion is one of the
most important design considerations.

® Adjoining Land Use—The site used for ju-

venile facilities should be compatible with ad-
joining land uses.

Weight Value 5: Because of the controversial
nature of the juvenile facility, this is a critical
point.

Juvenile Facility Classification—What is the
juvenile offender profile for the facility located
on the site.

Weight Value 5: This is vital, because the clas-
sification of the offender affects the initial con-
struction cost, staffing required, and future life
cycle costs.

Aesthetics —General site features such as
trees, vegetation, land forms, wetlands, and
surrounding vistas should be carefully consid-
ered.

Weight Value 3: Perhaps more important is the
consideration of views from off site and the
visibility of a juvenile facility.
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VII.

BUILDING AND
STAFFING COSTS

As previously stated, it is important to have
an architect included in the planning process as
soon as possible. It is important that the architect
provide the juvenile administrator with a state-
ment of probable costs for each stage or phase
of the programming and planning process of the
project. It is not unusual for an architect to over-
look the preparation of cost estimates during the
different planning phases, but failure to provide
the client or agency with cost estimates during
all phases of planning can only result in disaster.
It is extremely important, therefore, that the
agency requires timely cost estimates throughout
the planning process.

Cost estimates can be prepared by an expe-
rienced architect, provided that it is a part of the
contractual services. It is common for the agency
to employ its own consultant or have persons on
staff to provide the architect with estimates of
construction costs. With a consultant, this is usu-
ally an extra service that is paid by the agency.
A professional estimator should work with the
architect during the planning process and should
keep the architect informed of estimated costs as
the project progresses. The advantage of this
method is that the agency has a better under-

standing of and control over the project, includ-
ing final costs.

Often, changes in planning during the design
process and preparation of construction docu-
ments affect the final cost of construction. Unless
strict control is exercised by the agency, costs can
easily skyrocket beyond budgetary limits. At that
point, the only alternatives left to the agency are
to continue building at the higher cost or to
change the building design to reduce costs.
Changing the design usually results in an unsat-
isfactory solution. Quality materials are compro-
mised for less costly ones, spaces or entire com-
ponents might be left out of vital areas, and less
costiy mechanical and electrical equipment are
reduced to “bare bones” systems. By exercising
cost controls over the planning process, an ex-
perienced, competent architect will avoid the pit-
falls of inaccurate estimates.

It is very important that lines of communi-
cation between the operating agency, the staff,
the architect, and the consultants are understood.
Pitfalls can be minimized, if these elements are
in place at the start of the programming and
planning process.

BUILDING aAND STAFFING COSTS




Lire CycLE COSTS

Estimating life cycle costs of new or remod-
eled facilities should be undertaken in the early
planning stages. To arrive at estimated life cycle
costs, the architect, consultant, or staff must con-
sider all items of cost that will be a part of the
completed building. Additionally, the architect
also should estimate the operating costs in rela-
tion to staffing, mechanical equipment, preven-
tive maintenance, and all the other items involved
in operating a juvenile facility.

Annual analysis of all the factors that make
up life cycle costs allows the project committee
and the Planning Advisory Group to reach an
estimated total. Elements of total life cycle cost
include the initial cost of fees to design the center,
construction costs, and agency costs for admin-
istering and coordinating the components in-
volved in planning a juvenile facility.

Additional life cycle costs include financing,
interest carrying charges, energy consumption,
maintenance of the building, and its equipment.
Other costs associated with operations during the
life cycle of the facility include staffing, food
costs, clothing, and replacement cost of short life
items. The largest life cycle cost is staffing
requirements.

Itis important for the architect to understand
staffing procedures and where 24-hour posts will
be located. Extra staff positions added at the com-
pletion of the building can be very costly over
the life of the facility.

A specific example of the way planning will
affect operating costs is when sight lines between
juvenile rooms and dayrooms have a restricted
view and require additional staff. This will di-
rectly affect life cycle costs and impose a severe
impact on the agency’s staffing budget. There-
fore, it is mandatory that the architect design a
juvenile facility making use of the best cost in-
formation available at the time of the preparation
of construction documents. The architect and
cost consultants should analyze each piece of

equipment and material before selecting those
that will form the completed building. The ma-
terials and equipment should be durable and
have a low maintenance cost.

Other factors affecting life cycle costs are the
location of the center and what impact weather
has on operating costs. Energy requirement es-
timates are approximately 13% of life cycle costs.
Therefore, the architect must examine and ob-
tain cost estimates of different building materials,
equipment, mechanical and electrical systems, in-
sulation, exterior wall construction, exterior win-
dows, and roofing materials. Planning should be-
gin only after the survey of these factors.

FaciLity CosTs

Operations and construction costs for juve-
nile facilities vary and are difficult to analyze. The
amount of security, program, staffing, and costs
covered by other agencies (i.e., education by the
local school board) reflect those costs. It is esti-
mated that operational costs (costs per juvenile
per year) fall into the following ranges in 1992:

u Secure Training Schools—$30,000-$85,000
annually ($50,500 avg.)

® Secure Detention Centers—$25,000-$75,000
annually ($50,000 avg.)

® Non-Secure Residential—$15,000-$40,000
annually ($27,500 avg.)

Construction costs per bed also vary. Com-
parative analysis of costs among different juve-
nile facilities is frequently done in an attempt to
answer this question. For example, in 1991, build-
ing construction costs (without extraordinary
conditions, site utilities, soil problems, equip-
ment, furnishings, professional fees, testing, land
costs, agency overhead, etc.) varied according to
geographical location, building classification, and
construction materials.
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Per Bed Construction Cost

Area/SF

Classification of Facility

Cost per Bed

$115 to $145

Secure Training School
(no toilets in sleeping rooms)

$45,000 to $65,000

$165 to $225

Secure Detention
(toilets in sleeping rooms)

$75,000 to $95,000

$85 to $110

Non-Secure Residential
(i.e., group home)

$25,000 to $45,000

Cost comparisons with facilities that are of
similar size and type can be somewhat helpful in
estimating a range of costs for a proposed facility.
However, these comparisons should only be used
to provide a general guideline of costs, given the
lack of uniformity that exists among juvenile fa-
cilities.

The facilities surveyed provide a secure set-
ting and program spaces for 36- to 150-bed fa-
cilities. In temperate climates where interior cir-
culation space can be minimized, a “rule of
thumb” planning area equal to 450 square feet
per bed will determine an approximation of the
total building area. For example, a 36-bed train-
ing facility in Nevada, 450 square feet by 36
square feet, would equal 16,200 gross square feet.
When a gymnasium and internal corridors are
required, the area required for the building’s ef-
ficiency ratio (net useable space to gross construc-
tion area) is increased. Planning for building in
cold climates with added program space should
consider 650 to 750 square feet per bed to de-
termine the facility size.

Also, comparing costs among juvenile facili-
ties, especially when they are in different juris-
dictions (e.g., different states), can be misleading.
For example, one facility may reflect medical and
educational services as a part of its operational
costs. Another juvenile detention facility may
have these services provided through another
source, so the costs would not be included in the
facility’s budget. Therefore, a comparison of the

costs of operating both facilities would be mis-
leading. Additionally, licensing regulations re-
garding the operation of juvenile facilities vary
from state to state.

Finally, facility costs create a planning di-
lemma, because the forecasting of future build-
ing and associated development costs is ex-
tremely difficult. Many of the mandated
requirements for juvenile facilities create definite
cost consequences. For example, a “time out” or
confinement room must have a secure toilet (ap-
proximately $2,000) versus a commercial-grade
toilet ($350). When the steel door ($450 versus
$85 for commercial-grade, solid core wood) is
locked ($800 for security, non-electric lockset
versus $125 for commercial grade hardware), the
materials must satisfy the Uniform Building
Code Type I and II requirements, which essen-
tially mean a four-hour rated construction as-
sembly. The only way to achieve this rating is to
build with concrete block, poured-in-place con-
crete, or gunite. Concrete block walls cost ap-
proximately $9.50 per face square foot. Sheet
rock or gypsum board walls with a plywood
backup attached to steel or wood studs cost ap-
proximately $7.50 per face square foot.

Further, definition of the costs of the security
light fixture, call button/speaker, mechanical
grills, window frame, and window glazing lead
to more comparisons of the extreme cost of a
secure environment.

The potential variation in the cost of a new
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or remodeled facility, therefore, requires an un-
derstanding of the previous planning decisions
and a clear direction regarding the rating, clas-
sification, or use of the project.

STAFFING THE JUVENILE FaciLiTy

Staffing easily represents the largest share of
the total expenditures required to operate a fa-
cility. Personnel costs associated with the opera-
tion of the facility will normally exceed the cost
of construction within a relatively short period.
It is essential that the design of the facility max-
imizes efficient use of staff, so that personnel
costs do not increase due to inefficient facility
design.

Even the most well-designed facility cannot
compensate for substandard staff levels. Staffing
projections and costs associated with those pro-
jections cannot be an afterthought to the re-
mainder of the planning and design process. Ac-
curate staffing projections and costs need to be
developed early in the process as a part of a com-
prehensive design package. Incorporating staff-
ing requirements into the planning process help
ensure funding will be available to operate the
program adequately once it is ready for occu-

pancy.

DEVELOPING STAFFING PROJECTIONS

Staffing projections for the facility should ad-
dress how the following services will be provided:
Security/Juvenile supervision, counseling, med-
ical, educational, recreational, food service, laun-
dry, maintenance, and administrative.

Estimated staffing levels should include the
total number of staff necessary to operate the
facility. Costs associated with staffing also should
account for relief factors, vacations, lost time due
to illness or injury, overtime, or other unantici-
pated absences that will add to total personnel
Costs.

Projections and costs for direct-care staff
(those staff whose primary responsibilities re-
quire direct, ongoing personal contact with res-
idents) should be made on a formally established
client-to-staff ratio, which is based on a risk-clas- -
sification system. Depending on the size of the
facility and the demographics of the population,
the client-to-staff ratio may vary within the fa-
cility.

Carefully developed staffing projections will
reflect the mission and goals of the facility. Proper
attention to staffing requirements throughout
the planning process is a critical factor in deter-
mining how well the juvenile facility operates
once constructed.
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VIII.

DESIGN AND
DEVELOPMENT

DESIGN OF JUVENILE FACILITIES

The architecture and design- of juvenile fa-
cilities have become important elements in the
total scheme of juvenile justice planning. Build-
ings cannot be viewed simply as shelter from the
weather. The physical attributes of spacc, euch
as light, color, noise, and texture, and the inter-
relationship of space and elements, all play a role
in determining how efficient a building functions
as a tool for potential rehabilitation.

The philosophy underlying the design of ju-
venile residential facilities has been dominated
by a custodial response to juveniles having ado-

2scent, family, and legal problems. In spite of
continuing evidence of the often inappropriate
nature of a custodial response, some facility de-
signs have changed little in the last 50 years.

The major catalyst for “new generation” de-
signs is the passage of the 1974 Juvenile Justice
and Delinquency Prevention Act, which prohibits
the use of adult jails as a custodial alternative for
Jjuveniles. The passage of legislation to remedy
the problems of juvenile delinquency has been
directed principally toward changing the tradi-
tional response of institutionalization. Schools,
parents, police, and the community at large have

been moved by this new philosophy to reexamine
their perceptions of juvenile delinquency and
their methods of dealing with “socially undesir-
able” behavior from juveniles. Research docu-
mentation, interwoven with legal concepts and
informed opinion from national leaders in the
field, has provided a sound basis for this reex-
amination. Completed facilities demonstrate that
it is possible to provide low-profile security and
control in a self-contained, residential setting that
is responsive to the needs of juveniles without
resorting to severe architectural barriers and con-
straints, and without jeopardizing community
safety. Furthermore, it is possible to develop a
facility of this sort in an efficient manner so that
it does not pose unnecessary financial constraint
for the jurisdictions involved in its construction
and operation.

Staff-intensive and program-intensive con-
trol appear to provide partial solutions to the
problem of construction expense. With the re-
duced risk of juveniles behaving destructively or
attempting to escape, the construction of the
building will not need the traditional security
configuration and materials, which now yield
construction costs in excess of $175 to $200 per

DESIGN AND DEVELOPMENT
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square foot. Historically, juvenile facilities are de-
signed to secure the entire building against the
most destructive juveniles, though few behave in
‘such a fashion. The unfortunate result has been
a proliferation of over-restrictive environments
that permit little or no room for innovative pro-
gramming. In this respect, the buildings often
interfere with the staff’s programmatic goals.

Many juveniles who require restrictive con-
trol at the time of arrest and/or admission exhibit
offensive behavior only temporarily. As the sit-
uation calms and fears are lessened, continual
restraint becomes unnecessary. Furthermore, as
juveniles become accustomed to their situation,
outbreaks and “acting out” episodes often are
reduced in number, if not eliminated. Usually
such occurrences can be handled by segregating
the offender from the rest of the population,
perhaps under supervision. It is unnecessary to
construct entire facilities for such isolated oc-
currences, especially for programs designed to
encourage responsibility and control via staff
support.

Flexibility is a major facility requirement.
This should be reflected in the diversity of room
arrangements and furnishing schemes. Dividing
the residential area into separate and identifiable
units, using natural lighting, unit controlled ven-
tilation, varied spaces, and natural textures, pro-
vides a responsive, person-oriented environ-
ment. ’

If a facility geared to juveniles is to be effec-
tive, it must be responsive to their needs. It is
important to remain aware of the effects of the
physical environment on the psychological and
social needs of juveniles.

Standards have been developed that specifi-
cally address these issues. Some of these items
include:

B Accenting differences in the building through
varying spatial characteristics, room shape,
lighting, floor level, ceiling heights, etc.

® Allowing for a mobile furniture layout. Fur-
niture does not need to be uniform in color or
type and should vary from room to room.

® Using a variety of textures, colors, and patterns

for walls, floors, furniture, drapes, shades, and
finishes.

With proper classification of confined juve-
niles, a thoughtful interior/exterior application
using “non-institutional” materials is possible.
Buildings that separate those who are disruptive
or security problems can reduce the level of ma-
terials used when the need to anticipate assaultive
behavior is a factor. Construction costs can be
dramatically altered, and a more personalized
atmosphere also is possible.

Finally, the architectural layout must antici-
pate change. Program profiles of the juvenile,
funding, legislative mandate, and the physical
surroundings are all subject to major changes.
Barriers in the form of walls or hard edges should
be minimized in a new facility. Design flexibility
must be developed.

FaciLrty OPTIONS

If juvenile justice professionals are asked to
describe the character and purpose of contem-
porary detention and corrections facilities for
young people, there will many different respon-
ses. Some will emphasize security concerns, while
others point to the benefits of extensive daily
programs. Half may respond to the large number
of beds, and the other half may reply that there
are not enough beds for all the juveniles. Though
many will identify and support the security as-
pects of residential custody, many more will detail
the potential for therapeutic intervention in res-
idential settings.

Are we talking about the same thing?
Strangely enough, we are. The differences of
opinion about what juvenile facilities are, and
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what they could and should be, are the direct
result of ongoing changes in the juvenile justice
system. The juvenile population served by resi-
dential programs is changing, and facility oper-
ators find themselves hard pressed to keep up
with all the latest changes that affect facility-based
operations.

To begin, modern day facilities are far more
specialized than they once were. Training
schools, once repositories for homeless and
abused children alongside delinquent offenders
and “disobedient” juveniles, now focus on the
delivery of rehabilitative services within the con-
text of security-based care. For the most part,

status offenders and non-offenders, and even
fewer serious delinquent offenders, are handled
via less restrictive community-based programs.
Similarly, secure preadjudicatory detention now
is reserved for juveniles allegedly involved in
more serious offenses. This is not to imply that
runaway or other status violators never find their
way through detention center doors, such place-
ments continue to occur although they are be-
coming less common.

We are currently finding greater stratifica-
tions of juvenile facility types and services—each
geared to a particular segment of the juvenile
population and behavioral (or risk) category.
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IX.

ELEMENTS OF JUVENILE
FaciLity CONSTRUCTION

- FaciLity OVERVIEW

As stated in the introduction, juvenile justice
facilities fall into three major types. Long-term
secure facilities, or training schools, are fre-
quently large, multi-structured facilities in a cam-
pus setting. Short-term secure facilities may be
comprised of a single structure containing hous-
ing, juvenile services, administrative, and pro-
gram spaces. Community residential facilities are

normally smaller facilities integrated into the
community they serve and utilize many of the
programs available within those communities.

Regardless of the type or size, juvenile justice
facilities share requirements for architectural
spaces and features in meeting the space needs
of the services and programs they provide. The
remainder of this handbook discusses those
spaces and features.

v

Campus Setting
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JuveENILE HousING

Individual Rooms

Single occupancy rooms are preferred in ju-
venile facilities, although the Third Edition of
the American Correctional Association’s Stan-
dards for Juvenile Training Schools (long-term se-
cure facilities) and Standards of Juvenile Detention
Centers (short-term secure facilities) permit up to
20% of housing to be in multi-person rooms. The
Standards for Juvenile Community Residential Facil-
ities endorse single or double occupancy rooms
to “afford some degree of privacy.”

Types of Rooms—Dry Rooms

Juvenile community residential facilities
should be designed, as nearly as practicable, to
convey the feeling of a family home. To this end,
sleeping rooms should be similar to a residential
bedroom and should be furnished accordingly.
Toilet facilities are not normally provided in
these rooms. Since these are non-secure facilities,
doors are not locked to restrict juvenile move-
ment.

Regardless of the type of facility, ACA Stan-
dards require unassisted access to toilet facilities
24 hours a day. As a result, “dry” rooms, or rooms
without toilet facilities, in long-term secure fa-
cilities and short-term secure facilities can comply
with the standards only when the doors are not
locked, and toilet facilities are provided else-
where within the living unit. (This unrestricted
access may require additional supervision to
monitor juvenile movement to and from individ-
ual rooms.) However, if dry rooms are incor-
porated into the facility program, they should
contain:

B a bed,
B a desk with appropriate seating,
B a closet or other provision for storing clothing,

8 natural light, and

Ry

-,

Sleeping Area of Community Residential Facility

® adequate, secure ventilation.

It should be noted that desks and chairs are
not essential in the sleeping rooms of short-term
facilities. Some administrators believe that desks
and chairs are not essential in any sleeping room,
since the room will be used only for sleeping, and
the remainder of the juvenile’s time will be spent
in programs or in the dayroom. Appropriate fa-
cilities for writing or studying should be provided
elsewhere within the living unit. The provision
for a chair within the sleeping room should still
be considered to provide a place to sit other than
the bed.

+
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However the room is furnished, it should

have an open space of 35 square feet unencum-
bered by the above items in their operational
positions. (Rooms designed for double occu-
pancy should contain 70 square feet of unen-
cumbered space in addition to two beds, two
desks and seats, and separate storage spaces.)
This space should be at least seven feet in one
dimension, permitting the resident some free-
dom of movement within the room. Additionally,
this space is large enough to minimize feeling
confined in a too-restrictive space.

While not specifically addressed by ACA stan-
dards, careful consideration should be given to
the height of rooms. In addition to their impor-
tance to the juvenile’s perception of the room,
ceilings (like all other items within the room) must
not provide opportunity for self-injury, suicide,
or provide the juvenile with a weapon to injure
others. ‘ ‘

Construction materials should be chosen
carefully with consideration given to provide su-
icide prevention, texture and color, as well as
initial cost, maintenance, and durability. Varia-
tions in texture and use of a contemporary palette
of colors provide both a more pleasing and a less
“institutionalized” environment.

Types of Rooms—Wet Rooms

“Wet” rooms, or rooms with toilet facilities,
should have all the fixtures and utilities of dry
rooms previously discussed. In addition, each
room should contain a toilet and wash basin with
hot and cold running water. These are commonly
combined in a single fixture mounted to a plumb-
ing chase that provides access to shut-off valves
for each room and clean-outs. Full height doors
opening from the dayroom or other adjacent
space are preferred for access to the chase in lieu
of crawl-through access panels. The provision of
lighting within the chase will ease inspection, as
well as maintenance and repair.

It is, or course, possible to have individual
sleeping rooms with wash basins but without
toilets. These are still dry rooms. Since this ar-
rangement requires plumbing to each room any-
way, consideration should be given to incorpo-
rate toilets to complete the requirements for wet
rooms.

Room Elements

Furnishings, light, ventilation, utilities, and
other items provided in a juvenile’s room must
be carefully selected or designed to ensure both
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minimum maintenance over the life of the facility
and, as previously mentioned, to provide the least
opportunity for suicide or injury to the juvenile
or others. ‘

Doors

Doors to juvenile rooms in secure facilities
should have significant vision panels, at least 100-
square inches (refer to applicable buiiding codes)
to allow visual supervision and staff/juvenile com-
munication of all parts of the room without open-
ing the door. Glazing should be with secure ma-
terials, such as glass-clad polycarbonates, to
eliminate the possibility of injury from broken
glass.

Opinions differ on the proper direction of
the door swing from juvenile rooms. Some coz-
rectional officials insist that doors swing out to
prevent the juvenile from wedging the door
closed and thus prohibiting staff entrance. Time
lost in gaining access could be crucial in a suicide
attempt or other life-threatening situation. Oth-
ers believe that an inward swinging door provides
less opportunity for the juvenile to elude staff
members in a struggle and less opportunity for
the door to be shoved into a worker’s face when
it is unlocked. Inward swinging doors also are
less likely to suffer damage when being kicked
by a hostile juvenile in the room, because the door
is forced against the stop of the frame rather than
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Horizontal Door Window

placing all the force on the locking mechanism.
Whichever direction the doors swing, hinge pins
must be on the exterior or unremovable and de-
signed to prevent attachment of a noose. If doors
swing in, it is extremely important that no move-
able equipment that might be used as a barricade
is provided in the room.

Metal doors have long been the accepted stan-
dard for secure applications. Many facilities to-
day, however, are using solid core wood doors
for ease of maintenance and to provide a less
institutionalized appearance. Either type of door
should utilize sound-deadening strips or pads on

the frame, and metal doors should be fabricated
with sound-deadening cores to reduce noise.

Beds

Beds in juvenile community residential facil-
ities should be items of loose equipment rather
than built-in so that the room will more closely
simulate a residential bedroom.

Raised concrete sleeping platforms are pre-
ferred over steel-framed beds in secure facilities.
They are more permanent, ease housekeeping
chores, and eliminate the possible hazards of
steel-framed bunks. The platform should be lo-
cated at least six feet from the door to prevent

Concrete Block Bed
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Concrete Desk and Seat

juveniles from kicking the door while seated on
the platform.

Steel-framed beds also are used in secure ju-
venile facilities. When used, care should be taken
in detailing the anchorage, as well as in the se-
lection of the bed itself, so that no opening or
projection is provided that might be used for the
attachment of a noose. Secure anchorage also is
essential to prevent the bed from being torn from
the wall and, perhaps, used as a weapon.

Desks and Seats

In non-secure community residential facili-
ties, the desk and chair should, like the beds, be
items of loose equipment, such as might be found
in a private home.

In secure facilities, a sturdy desk and stool
anchored securely to the floor (or wall) provides
the juvenile with a study area. As an alternative
to a stool, the desk is sometimes located near the
bed, which may be used as a seat.

Mirrors

A mirror should be provided in all juvenile
sleeping rooms to aid in personal grooming. In
secure facilities, the mirror should be non-break-
able and should be attached to the wall with se-
curity-type screws.

Clothes Storage

The amount and type of space required for
storing clothes depends on the type of facility.
Juveniles in community residential facilities need
a closet or locker in which to keep items of cloth-
ing and other personal items. In selecting options
to be used for storing clothes, suicide issues
should be of primary concern.

Windows and Artificial Light

Natural light must be provided by a window
from the room to the exterior or from a source
within 20 feet of the room. In community resi-
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Horizontal Room Window

dential facilities, the windows, like all other items
in the room, should be similar to those used in
a typical bedroom. Like doors, windows in secure
facilities should be glazed with materials chosen
for security and to prevent possible injury from
broken glass. Windows should be designed with-
out horizontal or vertical bars that might permit
the attachment of a noose and promote a feeling
of being caged. Window frames should be flush
with vertical surfaces. Where possible, windows
should permit natural ventilation (particularly
important in the event of a power failure). Win-
dow location should not permit communication

Vertical Room Window
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between the room occupant and outsiders. When
windows are required to be opened, special op-
erating equipment must be considered.

Artificial light also must be supplied (20 foot
candles minimum) at the desk and grooming
areas. Attention should be given to the selection
of vandal-proof fixtures and their mounting.
Provision of night lighting of approximately two
foot candles at bed level will ease supervision
without disturbing the juvenile.

Ventilation

Mechanical ventilation with good air circu-
lation should be provided in all living areas. If
no natural ventilation is provided, air condition-
ing is essential and should be connected to back-

%
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Combination Stainless
Steel Fixture

Individual Porcelain Water Closet and Basin
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up emergency power. It is essential that venti-
lating and/or air conditioning systems and their
components cannot be used to inflict injury to
the juvenile or staff. Supply air grills should be
securely mounted as high as possible to prevent
intentional blockage of the air flow or removal
of all or a portion of the grill for use as a weapon
or for suicide. Grill openings should not be any
larger than one-eighth of an inch, and frames
should be flush with the wall.

Plumbing Fixtures

Water closets and wash basins or combination
fixtures within individual wet sleeping rooms
should be mounted at least six feet away from
the bed or sleeping platform to prevent kicking
the fixture(s) while seated on the bed. While more
expensive, use of a combination stainless steel
fixture is recommended in secure wet rooms.
Since this fixture requires less space, some re-
duction in gross area is possible, but its major

advantage is its ability to withstand rough use
over a period of years. Only in non-secure or
community residential facilities should individual
porcelain fixtures be used. Drinking fountains
without protruding mouthguards should be
used. Drain slits that can be used to attach a noose
should not be used.

As stated in the discussion of wet rooms,
plumbing fixtures should be mounted on a chase
that provides easy access to utility connections.
Hot water should be temperature regulated to
prevent scalding. Floor drains should be incor-
porated in the design or other provisions made
to prevent flooding of the room.

Handicapped Rooms

Rooms that will house handicapped juveniles
must be designed with special attention to their
unique requirements. Mounting heights and po-
sitioning of furnishing and plumbing fixtures,
provision of grab bars, doors, their hardware and

Handicapped Shower Stall
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Dormitory Style Sleeping Area

approach areas, as well as the entire path of exit,
must be designed to comply with local, state, and
federal standards. The configuration of unen-
cumbered space is especially important to a ju-
venile in a wheelchair.

Dormitories

Because they are unable to provide the de-
sired privacy, dormitories are strongly discour-
aged. Beyond the limitation of housing of not
more than 20% of residents in multi-person
rooms, the Standards for Juvenile Detention Facilities
limits the size of living units to not more than 25
occupants. When sleeping areas house more than
four persons, they should be divided by parti-
tions.

Fixtures for each dormitory occupant should
be the same as discussed for individual dry

rooms. The same provision for 35 square feet of
unencumbered space also applies for each oc-
cupant. Unrestricted access to toilets and lava-
tories must be provided with fixture counts com-
plying with ACA Standards or building codes
where they are more stringent.

Noise levels are of concern throughout ju-
venile facilities but are especially important in
dormitories and should be considered carefully
in the design process. (A 45 dBA limit on night-
time noise levels in housing units is required in
juvenile standards.)

Dayrooms

Dayrooms should be provided immediately
adjacent to the sleeping areas in all juvenile living
units. The dayroom should be separated from
the sleeping room(s) by a floor to ceiling wall and
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Dayroom Control Station

contain at least 35 square feet of floor space for
each juvenile expected to use the dayroom at one
time. Since the dayroom will serve multiple func-
tions, it may be appropriate to divide the space.
One area might be set aside for quiet activities
with another set aside for more active program-
ming. The layout of the dayroom should take
into consideration the special requirements of the
handicapped and allow them to participate in
activities.

Whatever the configuration of the dayroom
space, the design should maximize the staff’s abil-
ity to supervise the juveniles. In addition, inter-
action between staff and juveniles is especially
important and should be encouraged rather than
hindered by the layout of the living unit. Large,
comfortable control stations in living units are
discouraged. In less secure facilities, the control
station is unnecessary, while in more secure fa-
cilities, smaller control stations will prevent staff
from congregating. Either no control station or
a small control station is preferred.

The dayroom is the heart of the living unit
and should be furnished with sturdy, but com-
fortable seating, receive plenty of natural light,
and be well ventilated or air conditioned. As in
the sleeping rooms, careful selection of materials
to permit varying textures and colors will en-
hance the juvenile’s perception of the space and
the facility. With materials now available, all day-
rooms should be warm and comfortable.

Showers and Totlet Facilities

Showers must be provided within each living
unit of a juvenile facility at the minimum ration
of one shower for every eight residents. The
showers are generally accessed from the day-
room. In dormitory configurations, it may seem
appropriate to locate the showers in the sleeping
area itself. However, with the opportunities pre-
sented for horse play and accidental or inten-
tional injury, showers much be located where
they can be monitored by the staff.
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While multi-person showers are not prohib-
ited, the use of several individual showers (per-
haps dispersed) will provide more privacy while
reducing the opportunity for ore resident to in-
jure another. These individualized showers also
will lessen. the resident’s feelings of being “insti-
tutionalized.”

= - }
shower
¥
h
"
shower

Dispersed Shower Schematic

Shower Temperature Control

Where a living unit is comprised of dayrooms
or uses a dcrmitory sleeping arrangement, toilet
facilities must be located where they are available
day or night. (Wash basins may be incorporated
into dry rooms or dormitories but also should be
provided in conjunction with toilet facilities.) The
most common configuration utilizes group toilet
rooms with access from the dayroom. Fixture
requirements vary with the sex of the juveniles
and between ACA Standards and other govern-
ing codes. As with showers, the use of several
individual toilet rooms dispersed around the day-
room will provide more privacy, while reducing
the opportunity for conflict between residents.
Also, the water temperature to lavatories should
be controlled, and a non-breakable mirror should
be provided above each lavatory.

Whatever arrangement is used, water to the
showers should be temperature controlled.
Guidelines vary here, but a low of 100 degrees
Fahrenheit and a high of 120 degrees Fahrenheit
seems to cover the recommended range. Self-
closing, metering faucets also should be consid-
ered to prevent juveniles from leaving the water
running.
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While it should not be located in the toilet
room, a drinking fountain or water cooler should
be provided in each living unit for the conven-
ience of juveniles and staff.

SeEcurITY AND CONTROL

Control in long-term or short-term secure fa-
cilities is provided by a combination of physical
“plant security and supervision. In non-secure
community residential facilities, most control is
provided through staff supervision. All items in
the Security and Control discussion apply to se-
cure facilities, except where community residen-
tial non-secure facilities are discussed.

Facility Control Center

Security for the entire facility revolves around
the control center. This area, staffed 24 hours a
day, serves as the communications center of the
facility in addition to monitoring all security and
safety systems. The center should be located and

constructed to permit visual supervision of as
much of the facility as possible. Vision panels
should be security glazed, and their positioning
should be slanted to reduce glare and reflection
from light sources or other vision panels.

The control center should be quiet at all times
so that the staff is not distracted. Closed circuit
television (CCTV), video terminals, and graphic
control panels must all be located and positioned
for easy viewing and operation. Telephones and
intercom systems must be within reach from the
normal monitoring position. In designing this
room, it is important to remember than not
everyone is six feet tall; some staff members may
be shorter.

As previously mentioned, large, comfortable
control stations in living units are discouraged.
In less secure facilities, the control station is un-
necessary, while in more secure facilities, smaller
control stations will prevent staff from congre-
gating. Either no control station or a small control
station is preferred.

Since the staff member cannot leave the con-
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Facility Control Center Schematic

trol center area, access should be provided to a
restroom with a toilet and lavatory. A small stor-
age space for supplies also should be incorpo-
rated into the control center design.

Key Control System

It is essential for key control to be a central
part of security planning for any facility regard-
less of the facility’s purpose. The system should
provide a current accounting, the location, and
who will be in possession of each key. All keys
should be issued from the central control area,
and a log should be used to record the number
of each key issued, the location of each lock, the
number of keys to each lock, and the names of
all the employees possessing the keys.

Storage for the keys should be accounted for
at all times. The storage should easily account
for their presence or absence, and keys should
be returned to the control area each day. The
keys should be numbered, and the facility should
maintain at least one duplicate key for each lock.
Fire and emergency keys should be color coded
and marked for identification by touch. Depend-
ing on the type of facility, the juveniles should
not possess keys other than those in living quar-
ters or work assignments, when appropriate, and/
or to personal lockers.

In very secure facilities, there may be a need
for a secure room where a maintenance/lock-
smith can secure all the locking devices and keep
them in good operating condition. The locksmith
may provide key cutting, lock maintenance and
repair services, and storage of supplies and key
equipment. Maximum and medium security fa-
cilities may require a more sophisticated key/lock-
ing system than other types of juvenile facilities.

Perimeter Security

The location of the facility, as well as the type
of juveniles to be housed, should influence the
method chosen to secure the perimeter. Fences,
building walls, CCTV, motion detectors, mobile

Inside Courtyard Fence
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patrols, lighting, and other devices may help to
comprise perimeter security. Fences of various
types may be used including chain link, chain
link with the top third of the fence in a small
mesh to prohibit finger holds, chain link with
concertina wire, and the “leaning” fence. The
type of perimeter security employed also will
have a strong effect on the way the facility is
perceived by the juveniles and the community.
Some facilities may be able to maintain security
without a perimeter or security fence; other fa-
cilities may only need to fence a portion of the
facility. Whatever method is used, all areas ad-
jacent to the perimeter must be visible at all times.

Entrances

Entrances into the facility fall into four main
categories. They are admissions, visitors, service,
and staff. Staff entrances may be optional.

Admissions Entrance—The admissions en-
trance will vary with the security of the facility.
In many facilities, a door leads directly from the
exterior to the admissions area. Where this type
of entrance is used, a canopy should be provided
to let officers and juveniies transfer from a ve-
hicle to the facility in all types of weather.

In other cases, juveniles being brought to the
facility for admission will be transported through
a sallyport by law enforcement personnel. An

electrically operated overhead door or doors pro- -

viding access to the sallyport should be operated
by admissions staff with direct visual supervision
of incoming vehicles. The size and configuration
of sallyports must take into account the size and
number of vehicles to be accommodated and the
tratfic patterns on the site. In some small facili-
ties, kitchen deliveries are made through the
sallyport. If the sallyport is large enough to ac-
commodate more than one vehicle, staff super-
vision should be used to prevent delivery when
the sallyport is being used for juvenile transport.

The sallyport should provide for mechanical

sallyport admissions

Enirance Schematic

ventilation of vehicle exhaust fumes and, pref-
erably, should have both entrance and exit doors
to prevent one vehicle from being trapped by
another. The area should be monitored by
CCTYV, should contain a weapons locker for use
by law enforcement personnel, and should have
two-way communication with the admissions
area. Entrance into the admissions area should
require passage through a walk-through metal
detector.

Visitors’ Entrance—Visitors to the facility
should all enter through a single point and, de-
pending on security requirements, pass through
a walk-through metal detector into the lobby/re-
ception area. This entrance should be physically
and visually separated from the juvenile proc-
essing area to ensure the privacy and confiden-
tiality of the juveniles detained at the facility.
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Visitors Reception Area

Lockers should be provided in this area to secure
visitors’ personal belongings. The area should be
designed to keep noise to a minimum, should
have comfortable seating, and should project a
calm, reassuring atmosphere.

Service Entrance—Delivery and maintenance
vehicles coming to the facility must pass through
the perimeter security system. This point of entry
should, if possible, be directly visible from the
control center. If direct visual contact cannot be
achieved, CCTV and two-way communication
should be utilized. When necessary, central con-
trol should dispatch a staff member to perform
a search and/or inspection, accompany the ve-
hicle to the loading dock, and monitor the un-
loading or loading and departure of the vehicle.
Operation of the gate through the perimeter se-
curity should always be controlled by control cen-
ter staff.

As discussed earlier, the sallyport is some-

times used for the service entrance. In smaller
facilities where there is a low frequency of ju-
venile transport, this is not a problem. In larger
facilities with more admission and transportation
requirements, a separate service entrance should
be incorporated into the design.

Staff Entrance (Optional)—The staff entrance,
like the visitors’ entrance, should be outside the
security perimeter. This entrance will be used by
both administrative and supervisory staff and will
be utilized at night, as well as during normal
“program” hours. For this reason, the entrance
should have, at least, intercom communication
with the control room. Monitoring of the en-
trance by CCTV cameras may be desirable.

Security Windows and Doors

Many openings throughout the facility will
require security windows or doors. Frames for
either type of opening should be heavy gauge
metal and must be securely anchored to wall and/
or floor construction. All glazing in security open-
ings should be with materials, such as glass-clad
polycarbonates, that reduce the risk of injury or
escape and meet code requirements for flam-
mability.

While it is still true that severe security re-
quirements dictate heavy gauge metal doors, in-
creased use of solid wood doors in areas of less
strict security has been prompted by easier main-
tenance and their contribution to a warmer, more
comfortable atmosphere within the facility.

Security windows should receive special at-
tention in the design of the facility. They not only
affect the public reaction from outside, but also
the residents’ reactions inside the building. Nar-
row, vertical windows may be a better choice, if
larger windows require closely spaced mullions
creating a “cage” effect. The apparent width can
be expanded by the architectural treatment given
to the windows. Metal bars, grills, and other
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prison-like window treatments need not be used
in any new facility.

Holding and/or Special Management Rooms

There will be occasions when a newly trans-
ported juvenile or another juvenile demonstrates
behavior that is out of control—behavior that dis-
rupts <ther juveniles or that may lead to injury.
Wiie. possible, controlling this type of behavior
with increased staff is the most desirable course.
However, if it is necessary to separate these in-
dividuals and provide for their safety, special
management rooms should be provided. These
rooms should have the same fixtures as wet rooms
discussed earlier in this guide. Special attention,
however, should be given to wall coverings and
other materials, so they present the minimum
possibility for the juvenile to inflict self-injury.

Additional sound insulation or other sound
deadening or sound absorption materials should
be used to reduce noise transmission to other
residents.

Doors to special management rooms should
have large vision panels, and the rooms should
be situated to ensure staff supervision of the ju-
venile when this room is used. At least one room
within this category should be equipped for
handicapped use.

Security Hardware

The selection of security hardware for a ju-
venile facility involves not only determining the
degree of security required, but also having a
thorough understanding of the day-to-day op-
erations. Questions, such as who has access, who
controls access and how, if day and night
requirements differ, must all be answered to se-
lect the proper hardware. Consideration also
should be given to alternative methods of release.
Mechanical unlocking of electric locks or a wreck-
ing bar to open doors when locks have been
jammed should be included in the planning, if
they are ever needed.

Where electric locks are used, further deci-
sions must be made regarding voltage and motor-
driven versus solenoid-operated locks. These de-
cisions affect not only the cost of the hardware,
but will have an effect on installation costs, door
frame costs, control costs, and costs of operation.

Hardware should be selected that minimizes
the opportunity for self-injury, meets handi-
capped accessibility requirements where appro-

_ priate, and conforms with life safety and building

codes for the area in which the facility is to be

constructed.

Community Residential Supervision

In non-secure facilities, juveniles have the op-
portunity to run away during normal program
hours. While security precautions are necessary,
this type of facility should provide a family at-
mosphere, and security features incorporated
into the physical plant should be as unobtrusive
as possible. Exterior room windows must be such
that a juvenile cannot leave the facility unan-
nounced and then return. The same principle
should apply to doors. A variety of electronic and
mechanical warning systems can be developed to
provide such security. It is important to remem-
ber that in non-secure facilities, visual supervi-
sion is critical. Sight lines should be carefully
planned and reviewed throughout the design
process.

The facility control center of a community
residential facility may be only a desk or may be
a more complex staff space, but it should be sit-
uated to control or monitor entrance and exit
from the facility, as well as activities within the
“dayroom” or living space.

Perimeter security will normally be provided
in community residential facilities by the building
envelope. Entrance doors and windows that are
a part of the perimeter should be of sturdy con-
struction and should minimize the possibility of
unauthorized exit or injury. Electric locks may
be desirable for control of exits.
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JUVENILE PROGRAM SPACES

Juveniles being admitted to the facility for
the first time will likely not be aware of the role
of the staff. They will not know what will be
expected of them and the opportunities available
to them at the facility. In addition to providing
the incoming juveniles with written materials out-
lining the programs available to them and the
rules and regulations of the facility, discussions
with staff and informal classes should lessen the
anxiety the juveniles will obviously feel. Spaces
for these programs vary from small offices to
large, outdoor recreation areas.

Counseling Spaces

The requirements for counseling vary from
small offices, where the juvenile meets one-on-
one with the counselor, to larger spaces that
might be used for family and/or group counsel-
ing. Regardless of their size, the spaces used for
counseling should provide a quiet, relaxed at-

Group Counseling Area

mosphere and should be thoroughly sound in-
sulated to protect the privacy of those being coun-
seled. Vision panels from counseling offices to a
common reception or waiting area may ease the
tension associated with this activity. Privacy, how-
ever, should be available.

Individual Counseling
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Academic Classroom

Education Spaces

All juvenile facilities must provide for the ed-
ucational needs of the residents. In community
residential facilities, juveniles are generally en-
rolled. in the area schools. In detention centers
and training schools, however, classroom spaces
should be provided within the facility.

At a minimum, instruction to develop basic
literacy skills is essential. This is best accom-
plished in a normal classroom environment—a
well-lighted and well-ventilated room with ap-
propriate seating and at least one large chalk-
board. Storage space with shelving and an in-
structor’s work area should be provided for each
classroom. '

If juvenile programs are to be successful, ed-
ucation beyond the basics must be provided.
Training in actual job skills that can be used fol-
lowing discharge from the institution may be ap-
propriate, but training in the social skills required
to function in society is even more essential, To
properly plan for any of these programs, course
types and goals should be outlined. Whenever
possible, existing programs within the commu-
nity should be utilized.

Library Spaces

It is recommended that library materials be
accessible in the living units, classrooms, and
other activity areas rather than in a separate
space. Materials should include books and pub-
lications of likely interest to the juveniles, as well
as educational literature.

Academic Classroom
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Recreation/Exercise Spaces

The provision for recreation and exercise
spaces for juvenile facilities is extremely impor-
tant. Participation in individual and team sports
encourages competition, is a powerful tension
reducer, and helps establish social relationships
through shared experiences—all crucial to a ju-
venile’s development.

Indoor Recreation and Exercise Space— Space for
exercise and recreation should exceed the min-
imum requirements established by ACA Stan-
dards. Larger facilities should have a separate
gymnasium and multi-purpose room. In small
facilities, a multi-purpose room with a full-size
basketball court may not be feasible within the
project budget. A variety of options are needed
to create complete program structure. However,
utilizing the space for family visiting or other
functions might permit construction of an area
larger than what would otherwise be affordable.

Indoor Recreation

Whatever the size, toilet facilities should be pro-
vided.

Indoor Recreation
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Other less physical recreational activities
might make use of classroom or other spaces
within the facility.

OUTDOOR RECREATION SPACE

All facilities should provide adequate outdoor
recreation space to be utilized whenever weather
permits. Where space is available, consideration
should be given to softball, touch football, soccer,
and other team sports. Paved areas might be in-
cluded for basketball and volleyball. Outdoor rec-
reation space also can be used as visiting area, if
furnishings and equipment or schedules do not
conflict.

Religious Program Space

Space should be provided within the facility
for religious services and other religious pro-
grams. This might be a small, dedicated chapel
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or a multi-purpose room shared with other ac-
tivities as scheduling permits. The space should
be quiet and comfortable—conducing to medi-
tation and self-reflection. Since this should be a
non-denominational space, storage should be
provided for items that might be used in the
various programs or services. In addition, a small
office that could be shared by visiting clergy
should be available.

JUVENILE SERVICES

All activities and spaces used during the ad-
mission process should be arranged in an assem-
bly line fashion, so that the juvenile enters the
facility through a systematic process.

Admission/Discharge

Juveniles being transported to the facility will
enter in the admissions area. Their emotions may
rarige from depression to antagonism and vio-

lence. This area should be well lighted and should

have sufficient acoustical treatment to permit

multiple admissions activities without interfer-
ence.

Activity in the area will revolve around the
admissions office, which should be situated to
permit the staff to visually supcrvise other por-
tions of the admissions unit.

There should be a small waiting area for in-
coming juveniles. Fixed seating is recommended.
If television is provided, a sound barrier between
the waiting room and admissions office may be
desirable. This barrier should be designed so that
it does not hinder visual supervision.

In addition to the waiting area, a holding
room, or rooms similar to the wet rooms dis-
cussed in the Juvenile Housing Section, should
be provided. In lieu of a bed, however, this room
should be equipped with a built-in bench. If only
one holding room is provided, it should be
equipped for handicapped access.

Juvenile Admissions
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There should be a personal property storage
room located adjacent to the admissions area.
This should be a secure room with limited access.
Items of personal property are taken from an
incoming juvenile, inventoried, and stored here
until the juvenile is discharged from the facility.

The admissionss area also should have space
for drug testing and toilet facilities for incoming
juveniles, as well as a shower. These facilities
should all be accessible to the handicapped.

Medical Facility

Each juvenile facility must have at least min-
imum medical facilities to deal with routine first-
aid or minor medical problems. This might be
simply a nurse’s office with room for storage of
first-aid supplies and equipment, or it might in-
clude an examination room. Larger long-term or
short-term secure facilities should provide more
complete medical units. At least one doctor’s of-
fice should be provided in addition to the nurse’s
office and examination room. If all but the most
difficult medical problems are handled in-house,
additional space may be required in these facil-
ities.

In large juvenile facilities, it also is desirable
to have an equipped dental office to handle emer-
gencies, as well as routine dental work. This
might consist of a single room with a dental chair
and cabinets for storage of dental supplies.

Larger facilities also should have at least one
medical isolation room, handicapped equipped,
with a bed and other furnishings of a typical wet
room with separate air intake/exit ventilation sys-
tems.

Since incoming juveniles may require medical
examination or other medical treatment, it is de-
sirable to locate the medical facility adjacent to
the admissions unit.

Food Service

Food and the atmosphere in which it is served
have a major impact on juveniles’ attitudes to-

Medical Facility

ward the facility. Most facilities opt for a central
dining room to reduce staff, supervision, and
logistical problems. Where the number of juve-
niles is large, consideration should be given to

“serving in shifts to avoid construction of an overly

large dining facility. It is preferable that seating
be provided at tables of four to six persons each.
Whether or not to secure the tables and chairs
will depend on the security needs of the facility.
Non-fixed tables permit greater flexibility in
meeting changing requirements or multiple uses
for the dining area. Screening to separate the
dining area into smaller spaces can help reduce
the “institutionalized” look, as well as contribute
to the acoustical control of the space.

Serving is normally performed by traditional
cafeteria-style serving lines. The use of single or
multiple lines will be determined by the number
of meals to be served and the time allotted for
each sitting where multiple shifts are used.

Ideally, the serving line should be separate
from the kitchen. Planning should consider not
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only the transportation of food to the serving
line, but should include an analysis of the resi-
dents’ traffic flow to keep cross-flow and con-
gestion to a minimum. Floor and wall surfaces
within the serving area should be scrubbable and
durable, and the ceiling should be a smooth, non-
porous surface.

Deliveries will be made to the kitchen daily,
and its operation will generate more refuse than
other portions of the facility. Therefore, its lo-
cation near the service entrance is essential. Nat-
ural lighting is desirable, and air circulation and
adequate ventilation are extremely important. As
in the serving area, floor and wall materials
should be impervious aud easily cleaned. Special
attention should be given to the selection of floor-
ing to avoid materials that might be slick when
wet.

Kitchen layout should include separate food
preparation areas with adequate aisles to accom-
modate required activity. Dry storage and cooler/
freezer space should be sized to permit quantity
purchasing and a reasonable inventory of per-
ishable items. An office for the head cook and
locker and toilet rooms for the staff are essential.
A separate toilet room for juveniles should be
provided if they work in the kitchen area.

In addition to the above spaces, planning
must include dish return/dishwashing area, pot
and pan sink, custodian’s or janitor’s closet, stor-
age of detergents and other cleaning supplies,
and can washing area, if appropriate. If the
kitchen is used as part of a vocational program,
it should have office space for the vocational in-
structor and should have a classroom adjacent
for related teaching activities.

Laundry

If laundry is to be done in-house, the laundry
room should be equipped with commercial
equipment, and adequate space should be pro-
vided for sorting, folding, and pressing, as well
as for storage of detergents and other laundry
supplies that should be provided. Good lighting,

ventilation, and moisture-resistant finishes are es-
sential. (Heavy duty residential washers and
dryers may be appropriate in smaller facilities.)

Visitation

Visiting should be encouraged, and visiting
areas should be inviting and conducive to con-
versation and a sense of privacy. As discussed
earlier, lockers should be provided at the visitors’
entrance for storing personal items not permitted
in the visiting areas. Provisions also should be
made for screening and searching both visitors
and juveniles when such action is indicated. Both
visitors and juveniles should have access to toilet
facilities. Space should be provided for private
visitation, such as between a juvenile and attor-
ney.

Where conditions permit, outdoor visitation
may offer a more casual, relaxed environment.
Although this space might be shared with out-
door recreation if scheduling permits, effort
should be made to provide distinct areas for vis-
itation.

Visiting Area
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ADMINISTRATION

The administration area of the facility should
provide a typical, quality office environment.
This area will house the facility director and other
staff responsible for the policies and procedures
of operating the facility, as well as the business
activities. Facility management should ideally be
housed near juvenile activities.

In addition to the typical offices, the admin-
istration area should have a small waiting area,
a conference room, storage, toilets, and custodial
spaces. There also should be at least one training
room where required staff training courses are
conducted.

If the facility utilizes a local area computer
network, the administration area also may con-
tain a small computer room to house the network
server. Network cables or wiring should be in-
stalled during construction to all work stations
throughout the administrative area.

PuBLIiC AREA

Since visiting is encouraged, the reception
and waiting areas need to provide a comfortable
and relaxing atmosphere. Comfortable seating
arranged in small groupings, carpeting, air con-
ditioning, and adequate (but not harsh) lighting
will all help to put visitors at ease. Toilet facilities,
as well as a water cooler and vending area, should
be available to meet the visitors’ needs. Provisions
should be made for coats and, as discussed in the
Security and Control section of this guide, lockers
and gun lockers should be provided for items
that will not be permitted in the visiting area. In
addition, a small search area should be available.

SUPPORT AREAS

Mechanical equipment tools, electrical rooms,
custodial spaces, and general storage rooms
should be incorporated into the facility plan as
needed. Locations of these areas, as well as access
to them, should be influenced not only by effi-
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Reception Area

ciency of operation, but also by facility security
requirements.

A small maintenance shop is provided in
many facilities. This area.is used for tool storage,
repair, and routine maintenance tasks. Good
lighting and ventilation are very important, as is
a location with convenient access to both the ex-
terior of the facility and major equipment areas
(mechanical room, kitchen, etc.) within the fa-
cility.

SrECIAL CONCERNS

Although discussed throughout other por-
tions of this guide, it is important throughout the
planning and design process to evaluate layouts
and materials and their effect on attempts to pro-
vide a design and structure that reduces suicide
risks.

Increased public awareness, as well as state
and federal law, also have made it imperative that
public areas and places of employment be fully
accessible to the handicapped. Failure to comply
with these requirements in the early stages of
project planning and design may result in un-
necessary delays and cost increases. Program and
service-centered design and structure will en-
hance service delivery and supervision of the ju-
veniles.

ELEMENTS OF JUVENILE FaCILITY CONSTRUCTION
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APPENDIX A

LEARNING FROM
EXPERIENCE

INTRODUCTION

Joseph Rowan of Juvenile and Criminal
Justice International (JGJI) surveyed 50 state de-
partments of corrections and youth services and
a representative sample of jails built in recent
years. The question was asked whether any se-
rious architectural errors or other “blunders”
had caused operational or life-safety problems in
their facilities.

The results of this survey were supplemented
by on-site surveys of more that 175 jails, prisons,
and juvenile facilities conducted or directed by
Mr. Rowan. A review of these problems may assist
an administrator planning a new juvenile facility.

The material in this chapter is derived from
these surveys to help plan, design, and construct
anew juvenile facility. This survey was prompted
by two important concerns:

1. On-site surveys of detention and corrections
facilities over the years revealed many design
and construction problems that negatively af-
fected operations and life safety.

2. Several administrators of detention and cor-
rections facilities stated that faulty facility de-
sign and construction should be made public.
Thus corrections administrators who might be
considering building new facilities would be
on the alert to prevent future mistakes—this
would ultimately benefit the taxpayer. Some
administrators said they blamed themselves in
certain instances for not involving knowl-
edgeable staff or for being ignorant of tech-
nicalities. Other administrators said they were
blamed for mistakes made by design profes-
sionals who should have been monitored and
held accountable for serious, preventable mis-
takes. The credibility of survey respondents
is reflected in great part by the fact that some
volunteered, as their agency’s representative,
that the fault of many past problems lay with
them.

Finpings—RepPoORTS FROM THE FIELD

Detention and correctional facilities were
plagued with several mistakes listed below. Al-
though some of these seem ludicrous, the long
term effects have often been costly. Sometimes,
remodeling was necessary to improve functional
operations. :

One $47 million jail had to correct 18 safety
deficiencies that were identified by three differ-
ent consultants in their reports before the facility
was opened. The jail was designed by an archi-
tectural firm that specialized in jail and prison
construction for about 30 years.

Following are some more common mistakes
made by architects, other design professionals,
and contractors in the design and construction
of various detention and correctional facilities.

Planning and Design

The following actual situations, extracted
from the survey report, pertain to juvenile fa-
cilities, although some have been found in adult
facilities as well:

1. There was no ready access to plumbing,
which was buried under a concrete slab; the
concrete had to be jack-hammered for
plumbing repairs.

2. Some windows opened to the outside of pe-
rimeter security.

3. Smoke alarms and light fixtures were not
recessed, which required cutting the con-
crete blocks after construction to recess fix-
tures.

4. Security barrier breaches allowed juveniles
access to the heating, ventilation, and air con-

ditioning systems, and roof areas.

5. Water accumulated and leaked on lower
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10.

11.

12.

13.

14.

15.

16.

floors, because floor drains were located
above floor surfaces. ‘

. Panic buzzer system excluded program and

service areas.

Dark areas/hidden pockets rendered juve-
niles unobservable in certain areas because
night lighting was grossly inadequate.

. Public access areas were not separated from

non-public areas.

. There was no provision for direct observa-

tion of holding areas.

Storage and janitorial areas were grossly in-
adequate.

Interior and exterior walls and ceiling had
extensive water damage because roof was im-
properly designed.

Shower rooms were located and designed so
that showering juveniles could not be ob-
served, requiring additional, costly staff su-
pervision.

Observation of juveniles was obscured by:

+ Stairways
* Columns
* Solid walls instead of glazed panels

Sound-reflective surfaces throughout the fa-
cility caused poor ucoustics and high noise
level. ‘

Garbage/Trash was removed and food was
brought in through one sérvice exit/en-
trance, contrary to public health regulations.

Juveniles were asphyxiated from a burning
mattress, because holding rooms were built

17.

18.

19:

20.

21.

22.

23.

24.

25.

26.

APPENDIX A

without air vents (non-code mattress com-
plicated the problem).

Fence post installation broke the sewer line.

Door entrance was not wide enough for a
stretcher.

Facility design included commercial, ex-
posed florescent lighting in the high-risk iso-
lation unit.

Thermostats for controlling heat and air
conditioning were placed in closets.

A new swimming pool in a juvenile facility
had to be redesigned and “dug up” because
the equipment was the wrong size.

Although one control room was designed to
observe four dormitories, the sight lines were
designed so that some areas could not be
observed; this required the installation of
CCTYV for monitoring.

The glazed panels on the control center and
holding area wall across from it were built
parallel to each other, producing reflections
and shadows, thus obscuring the view of the
intake workers. All outside light in that area
had to be screened, at additional cost, to pre-
vent shadows.

The poorly designed ventilating system did
not provide minimally adequate air change.

Medical/Mental health area was poorly de-
signed for proper observation, requiring ad-
ditional staff supervision.

Poor design caused water to drain down
through the ceiling into administration of-
fices below whenever juveniles flooded their
toilets.
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27.

28.

29.

30.

31.

32.

33.

34.

35.

Installation of four-inch sewer pipes instead
of eight-inch pipes caused constant sewage
backup and flooding.

To provide reasonable supervision, the num-
ber of staff had to be nearly doubled (with
resulting cost increases) because control cen-
ters, as originally designed, produced grossly
inadequate monitoring of juveniles.

Anchoring of security grills and stair/ramp
railings was so poor that juveniles were con-
stantly removing or loosening them.

Baseboard radiation heating, installed in
rooms, had easily removable covers.

Weight-lifting equipment adjacent to gym
floor caused damage to basketball court.

Outdoor exercise area was located immedi-
ately next to public road.

Considerable distraction was caused for vis-
itors and juveniles because visitation room
was not properly sound-proofed.

There were no floor drains and an insuffi-
cient number of fire exits in the design of
the maximume-security area; also, fire extin-
guishers, placed on the living area walls, were
accessible to juveniles.

There was no telephone in the medical unit
when the institution opened; after one was
installed, it could not be used to call outside.

Construction and/or Equipment

1.

Doors in facility were activated without cause
and simply “popped open.”

. Glazing “popped out” because window

frames were not properly anchored.

(€]

10.

11.

12.

13.

14.

. A high-tech computer system “didn’t work

one day in three since the facility opened.”

Emergency electrical backup system func-
tioned improperly.

. There were inadequate grills over duct work,
sheetrock walls and lay-in ceiling grid within
security perimeter.

Inadequate system for lightening protection
caused electrical outages.

There was overheating and insufficient air
movement due to ducted-only ventilation
system (windows did not operate).

. Air grills were removed by juveniles in the
maximum security unit.

High-security isolation door had plastic an-
chors that were easily tampered with.

Upon opening the facility, it was discovered
that the GCTV system was not connected to
monitors.

Residential-type materials, instead of heavy
detention equipment, were used in detention
facility.

Juveniles could jam and open doors, so en-
tire door system had to be redesigned and
replaced.

The environmental computer that regulated
temperature and ventilation levels failed.

Juveniles could remove security window
screws, because they were located inside the
cell areas.
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Fire Safety

1.

Improperly located smoke detectors:

» Near showers where steam activated them
» Within easy reach of juveniles

Fire code in new facility was not met; sig-
nificant modification was necessary before
occuparncy.

Central fire alarm panel was not located in
a central, 24-hour control post.

Smoke detectors place inside ducts violated
state fire code.

5. There was inadequate fire protection be-
cause construction was non-rated.
Suicide
1. There were bared windows and doors in

sleeping rooms to which juveniles could at-
tach nooses for attempting and committing
suicide.

Standard commercial grade deflector fans
were installed in ventilation system in sleep-
ing areas, which juveniles removed for weap-
ons and attached nooses in suicide attempts.

. Windows with cross bars in juveniles’ rooms

were used for suicide attempts.

. Air grills and exposed light fixtures in a new

facility were covered with heavy wire mesh
that had openings of three-quarters of an
inch, allowing easy attachment of a suicide
noose.

. Traditional steel beds, containing holes in

the bed bottoms, were used by two juveniles
in separate incidents to commit suicide; they

attached the noose overhead to the holes in
the bed bottom.

Small (6” x 10”) polycarbonate panels on the
doors of the sick bay made it difficult for
staff to observe juveniles who were suicidal.
Also, they were placed so high that some staff
had to stand on a stool to see into the room.

~ (Note: Small door panels produce sensory

deprivation, exacerbate depression, and re-
duce communications between patient and
staff.)

After a suicide, the one-piece, non-collapsi-
ble clothing hooks attached to the sleeping
room walls had to be removed and replaced
with ball-in-socket type collapsible hooks.

After a suicide, the permanent, non-break-
away water sprinklers in each room of a new
detention center had to have cones placed
over them to prevent nooses from being at-
tached; also, juveniles had set off the sprink-
lers, resulting in flooding.

Though juveniles had individual rooms, a
modesty partition was installed for privacy;
a juvenile hung himself from it.

CAUsES OF DESIGN, EQUIPMENT AND
CONSTRUCTION PROBLEMS

In the questionnaire, detention and correc-

tions administrators were asked why they
thought mistakes occurred in the design and con-
struction of their facilities. The blame, they
thought, lay in several areas:

1. Architects and Other Design Professionals:

APPENDIX A

* Frequently they hiad limited understand-
ing of new design technology specifically
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applicable to detention and correctional
facilities. They were not aware of the
“state-of-the-art” in the corrections field.

Design professionals often are unaware
that our clients are destructive.

They did not seek any input from expe-
rienced, peer professionals or detention
and corrections personnel who could have
assisted the design professionals by pro-
viding know-how on program, staffing,
and aspects of operational and facility
requirements. (Caution: Experience alone
does not guarantee that skilled, state-of-
the-art assistance will be given; for ex-
ample, one architectural firm, with about
30 years of specialized experience in pris-
ons and jails, was responsible for 18 life-
safety problems in one facility.)

Too often, architects want to design
“pretty buildings” and lack appreciation
for the simplicity of operation, ease of
maintenance, and durability required in
a correctional facility. One “pretty” facility
was described as an operational “night-
mare” by the administrator.

They want to follow a “humanitarian” ap-
proach, instead of emphasizing life safety.
For example, many agencies answering
the questionnaire stressed that apparatus
was provided in the sleeping areas where
a noose could be affixed for hanging,
whereas suicide-resistant fixtures could

have been installed initially at little or no-

additional cost.

“Poor cost estimates caused later changes
in designs” was mentioned by some re-
spondents.

. Correctional and Detention Administrators:

Many administrators frankly admitted that
they did not invc¢ive their experienced staff
in contributing knowledge about the pro-
grams and operations that impact facility de-
sign, construction, and operations. Many ad-
ministrators said they erroneously assumed
the architect or the agency’s physical plant
inspector would closely monitor the con-
struction. (Caution: Staff input doesn’t al-
ways guarantee the proper product; al-
though staff input should always be sought,
the owner administration needs to £nsure
that the the right advice is received.)

. Legislative bodies, which have budgeted in-

correctly in the first place, often cut previ-
ously allocated funds that require redesign-
ing and/or eliminating essential features.
Corrections administrators were informed,
in effect, that they (the legislative body) had
“hired professionals and didn’t need input
on design and construction matters from
them (the correctional administrators).”

. Governmenital support agencies that fail to mon-

itor and inspect all phases of the project,
mostly from lack of technical knowledge and/
or time, or perhaps from an inability to read
detailed, working drawings. Although mon-
itoring is important during all phases of the
project, it is particularly crucial before the
“signing off” period or acceptance of the
project as complete and in accord with plans
and specifications. By “ribbon cutting” time,
it is too late.

. There is a tendency for agencies to contract

the design and construction work to the low-
est bidder, which often results in mediocrity,
inexperience, and “shabby work.” If legally
possible, bidding should be limited only to
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10.

those contractors or providers who are qual-
ified; as determined by a review of their rec-
ords. Also, contracts were signed with local
architects or contractors because they pre-
viously built a good office building but knew
nothing about corrections.

. Contractors may deviate from specifications in

part, because they resporntd to pressure to get
the building finished earlier than the con-
tract deadline. A project management staff
person, with a long-standing reputation for
integrity, cited experiences in which “con-
tractors take liberties when drawings are not
clear.” In other cases, “if there is not close
monitoring, design specs are not followed.”
“Shoddy workmanship” was cited by several
respondents.

Vendors oversell their products, or sell prod-
ucts not attuned to the criminal justice fa-
cility; some agencies in the survey said that
new, untested products caused particular
problems.

Over reliance on new technology to the ex-
clusion of good supervisicn policies.

The disaster scheme is the combination of
the architect and other design professionals
who are unfamiliar with correctional facili-
ties, and correctional personnel who are not
informed about architectural, mechanical
and construction techniques, and those who
do not share their knowledge of programs,
staffing, and overall operations.

Some decisions regarding equipment are re-
portedly made during construction without
involving specialty consultants.

APPENDIX A

WHAT 1s RECOMMENDED?

Sometimes more than one aspect of the de-

sign and construction of detention/correctional
facilities contained serious mistakes or “blun-
ders.” Often,

1. Architects and Other Design Professionals

should:

a. Diligently seek the input of knowledge-
able correctional and detention person-
nelin all aspects of planning, design spec-
ifications, and construction. It is the
obligation of design professionals to in-
volve the agency fully, since many juve-
nile justice administrators do not mean-
ingfully involve their staff in policy,
program, procedure, and facility changes
in their ordinary day-to-day operations.
Design professionals are strongly en-
couraged to ask some leading questions
or make statements indicating their belief
that the users of the system/the line staff
should contribute their ideas for a better
end product. Pro-active architects and
other design professionals may find that
such action protects their reputation. In
fact, it is a basic principle of the archi-
tectural and other design profession to
seek user input.

b. If architects have not been exposed to
the juvenile justice field, they should seek
consultation from peers experienced in
juvenile  justice architecture. Hire the
best consultant.

c. Give closer attention to new, developing
methods and approaches for effecting
greater efficiency in operational and life-
safety measures, e.g., “suicide-resistant”
architecture in high-risk areas. The fact
that atleast a few such facilities have been
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designed and constructed is evidence that
more can be constructed correctly with
lives saved as a direct result.

d. Bequalified in evervrespect. This should
be determined by users who review their
“track record,” staffing, and subcontrac-
tors that they plan to use in various spe-
cialized areas, such as electrical, mechan-
ical, etc. A satisfied customer generally is
the best reference for a successful build-
ing. A bad reference from a dissatisfied
customer means that design and con-
struction blunders can be avoided by
avoiding those with poor track records.

2. Correctional/Detention Administrators
should:

a. Involve own staff in contributing their
knowledge of programs, operations, and
facility needs, so that a functional, effi-
ciently-operated facility can become a re-
ality.

b. Acquaint themselves with current state-
of-the-art in juvenile justice facilities, so
that they can effectively monitor archi-
tects and other design professionals.

c. Withstand pressure/advice from the leg-
islative/financing body that insists that the
design experts can do their job without
interference, and that juvenile justice ad-
ministrators should “stay out of the pic-
ture.”

d. Aggressively assist the responsible gov-
ernmental agency in monitoring all
phases of design and construction, so
that design and construction, as origi-
nally planned, are carried out.

e. When feasible, employ a program or

project management firm or a construc-
tion manager.

* Program Manager: “Does everything”
regarding management, supervision,
and project. Operates on a contract;
advises agency on whom to hire; in
exceptional cases, may do the needs
assessment or master plan study, but
generally recommends who can do it.
Has broader responsibilities than proj-
ect manager.

* Project Manager: Helps to select ar-
chitect and other design professionals
after master plan is finished; super-
vises work done.

* Construction Manager: Begins his
work after the architect has designed
the facility; involved in cost estimates
and scheduling. Supervises/monitors
construction phase.

3. Legislative Bodies should:

a. Insist on having nationally recognized

standards, guidelines and state-of-the-art
followed in the design and construction
of facilities.

. Require correctional administrators and

staff to share knowledge for all phases of
planning, design specifications, and con-
struction of the facility.

. Effect legislation that contracts are not

awarded solely based on the lowest bid;
or provide guidance on the development
of administrative rules to achieve the
same objective.
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b. Adhere strictly to legally-required spec-
ifications.

4. Governmental Support Agencies should:

a. Closely monitor all phases of planning,
design specification and construction. In-
spectors should be trained and required
to spot shoddy and illegal work.

c. Be immune to pressure to get job done
early at the expense of “cutting corners.”

6. Vendors should:
b. Seek outside technical assistance when-

ever staff does not have the technical a. Keep abreast of current state of the art

knowledge to do proper monitoring.

.. Obtain assistance in the monitoring pro-
cess from intended users of the facility.

regarding developments in equipment

‘design and manufacturing that affect life

safety and operational efficiency. Also,
design professionals have an obligation

to recommend equipment that meets
state-of-the-art, life safety and opera-
tional efficiency.

B. Contractors should:

a. Use experienced craftsmen who reject

“shoddy work.” b. Market only those products that have

been tested and proven.
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APPENDIX B

SAMPLE
MISSION STATEMENT,
GoAL, AND OBJECTIVES

The following sample mission statement, goal, objectives and philosophy
is provided by the Eckerd Youth Development Center of Okeechobee, Florida,
and the Fairfax, Virginia, Juvenile Detention Center.

MISSION STATEMENT

The mission of Eckerd Youth Development
Center (EYDC) is to provide humane care and
custody of serious juvenile offenders while teach-
ing them, through residential and aftercare pro-
grams, to live responsibly and independently.

GoAL

To operate a successful rehabilitation pro-
gram for delinquent youth.

EDYC DEVELOPMENTAL PLAN
Objective 1:

By November 1, 1990, EDYC Directors and
Managers will implement a master program
schedule.

Criteria and Definitions:
“. . . master program schedule.”

— A schedule that resolves standing “either/or”
conflicts between needed services

— A schedule or framework permitting equal re-
gard for academic needs, counseling, work as-
signments and recreation

— A schedule that permits or requires meaning-
tul activity for G.E.D. or EYDC school grad-
uates

Objective 2:

By November 1, 1990, the EYDC direct care
mana,ers and the Adminisirative team will de-
velop and implement a recreation/leisure activity
program.

Criteria and Definitions:

“. .. recreation/leisure activity program.”

— Provides a blend of active/passive, team/indi-
vidual, competitive/non-competitive, indoor/
outdoor, on/off grounds activities

— Consistent with the Health and Physical Ed-
ucation program

— Emphasizes participation and sportsmanship
over winning

— Provides unscheduled time for cottage-initi-
ated activities ‘

- — Expressed on a weekly or biweekly schedule

distributed to all cottages

Objective 3:

By December 1, 1990, the Administrative
Team, in collaboration with the Laundry, Ware-
house, and Cottage Managers, will implement an
appropriate youth clothing plan.

Criteria and Definitions:

“. .. appropriate youth clothing plan.”

— Somewhat varied and not institutional in ap-
pearance or marking

— Wherein each youth is issued his own personal
clothing

— Wherein each cottage’s laundry is washed on
a set, weekly cycle

— Wherein each youth shares responsibility for
the care of their clothing

Objective 4:

By January, 1991, the Administrative Team
and a “transition cottage committee” will develop
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criteria and programming requirements for the
transitional cottages.

Criteria and Definitions:
“... criteria and programming requirements ...”

— Definitions of who will be placed in these cot-
tages, and under what circumstances
— Descriptions of program content and duration

“, .. transitional cottages.”

— Eagle and Phoenix Cottages (to eventually be-
come Phoenix and Bethune Cottages)

Objective 5:

By August 31, 1991, the Administrative Team
will implement cottage-based, multi-disciplinary
treatment teams.

Criteria and Definitions:

¢

‘... wil implement . . .”

— Develop and publish treatment team policy,
provide training necessary to policy imple-
mentation, and begin schedule of weekly treat-
ment team meetings in each cottage

“. .. cottage-based, multi-disciplinary treatment

teams.”

— Nine standing groups of employees who man-
age the treatment programs of the residents
of the respective cottage

— Nine groups of employees which each rep-
resent the youths’ needs and performance in
ReEntry, Program, Education, and Psycho-
logical Services

— Nine groups of employees who will assume
many of the current functions of the Case Re-
view Committee

— Redefine case review committee role as one of
quality assurance

Objective 6:

By October 16, 1991, the Administrative
Team will select a campus-wide rehabilitation
modality.

Criteria and Definitions:
“.. . rehabilitation modality.”

— A professionally recognized series of tech-
liques to systematically help change residents’
behavior

— A series of techniques that can be used by
employees without long, clinical experience or
training

Objective 7:

By November 1, 1991, the Administrative
Team and committee representatives will imple-
ment a policy and procedure governing referrals
for, and provision of, any clinical services for
youth.

Criteria and Definitions:
“ .. referrals...”

— Arrangements for services that will be coor-
dinated through the cottages but provided
outside of the cottage or classroom setting

“. .. policy and procedure . . .”

— Description of referral methods and criteria

— Description of services available through re-
ferral

— Statement of roles and responsibilities of re-
ferring parties
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— Definition of target populations for each “spe-
cial need”

— Definitions of frequency, scope, and duration
of clinical services by special needs category

¢

‘. .. clinical services . . .”

— Any medical or dental service
— Speech and hearing services
— Psychological or psychiatric services

Objective 8:

By February 1, 1991, the Administrative
Team, in collaboration with Psychological Ser-
vices and the Marshall Cottage Manager, will de-
velop and implement a revised intake and ori-
entation policy and procedure for EYDC(C
residents.

“. .. revised intake and orientation policy and
procedure . . ."”

— A statement of what assessment procedures
will be conducted during the first 15 days, who
will conduct them, and when during the intake
sequence they will be conducted

— A description of the orientation activities with
a statement of who will provide them

— A statement of the orientation activities to be
conducted upon each resident’s transfer to
“permanent” and transitional cottages

Objective 9:

By March 31, 1992, the Director of Personnel,
in collaboration with the Administrative team,
will finalize, publish, and implement the five year
Strategic Personnel Management Plan.

Criteria and Definitions:

“. .. five year Strategic Personnel Management
Plan.”

— Including recruitment activities

— Including retention and reduction in force
plans

— Including pay plan reviews

— Including loss reduction plans

— Including orientation and training plans

— Including personnel policy development is-
sues

Objective 10:

By March 31, 1992, the Business Director, in
collaboration with the Administrative Team, will
finalize, publish, and implement the Strategic Fis-
cal Management Plan.

Criteria and Definitions:
“. .. Strategic Fiscal Management Plan.”

— A written plan of no less than four years’ du-
ration

— Addressing cost containment and reduction,
fixed capital outlay (FCO) planning, budget
forecasting, revenue enhancement, and inter-
nal fiscal accountability

Objective 11:

By June 1, 1992, the Administrative Team
will agree upon an evaluation design to deter-
mine effectiveness of the Developmental Plan ac-
tivities.

Criteria and Definitions:

“. .. evaluation design . . .”

— Recognized methods and measurements ap-
plied to process and product outcomes

“. .. effectiveness of Developmental Plan activi-
ties.”
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— Answering the question, “Did we do what we
said we’d do?”

— Answering the question, “Then, how is it
working?”

Objective 12:

By July 1, 1992, the Administrative Team, in
collaboration with Chaplain Cottage Managers
and ReEntry Program, will implement a program
of increased family participation with EYDC res-
idents.

Criteria and Definitions:
“. .. a program of increased family participa-
tion...”

— Wherein transportation to EYDC is periodi-
cally offered

— Including more than one annual family activ-
ity day

— Including regular and deliberate feedback on
their child’s progress on their treatment plan

— Providing better accommodation for weekend
visitors

Objective 13:

By September 30, 1992, the Administrative
Team will implement a community service pro-
gram for EYDC youth.

Criteria and Definition:

”

“. .. community service program . . .

— A regular schedule of activities in which tran-
sitional youth identify and provide services to
individuals or organizations within the local
community

— Activities that require the youth’s preparation
and subsequent discussion of the object lessons
of helping others

— A program that prohibits peonage or exploi-
tation of EYDC residents

Objective 14:

By December 30, 1992, the Quality Assurance
Manager, in collaboration with the Administra-
tive Team, will complete consolidation and re-
vision of the EYDC Policy and Procedure Man-
ual.

Criteria and Definitions:

b

“.. . will complete consolidation . . .

— Reduce to no more than 200

— Eliminate those having applicability to only
one department

— Combine three existing bodies of personnel
policy into one chapter

3

‘... and revision . . .”

— Standardize format

— Standardize forms

— Establish methods of policy dissemination and
maintenance

Objective 15:

By January 31, 1993, the Administrative
Team, in collaboration with Training Depart-
ment and Psychological Services, will implement
the selected EYDC rehabilitation modality.

Criteria and Definitions:

114

— “.. . rehabilitation modality.”

— A professionally’ recognized series of tech-
niques to systematically help change residents’
behavior

— A series of techniques that can be used by
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employees without long, clinical experience or
training

“. .. will implement . . .”

~— Complete training of all employees who will
use modality

— Complete modality overview for all EYDC em-
ployees regardless of position

— Complete all policy and procedure develop-
ment or revision necessary to support modal-
ity '

— Begin practice of modality in all classrooms,
living units, direct care departments, and
ReEntry functions

Objective 16:

By July 30, 1993, EYDC and HRS will com-
plete physical plant renovations necessary to sup-
port a rehabilitation program.

Criteria and Definitions:

“. .. renovations necessary to support a rehabil-
itation program.”

— Education Department generally centralized
to one area of campus

— All cottages renovated to meet 100% of ap-
plicable standards and codes, both qualitative
and quantitative

— Cafeteria, bakery, and canteen operations
consolidated onto one building

— Professional Service Departments centralized
to one general area of campus

Objective 17:

By June 30, 1993, the Administrative Team
will complete an evaluation of this four-year plan.

Criteria and Definitions:

[

. . will complete . .-”

— Collect and analyze results; submit to EFYA
and HRS
— Develop new plan based upon results

3

‘... an evaluation of this four-year plan.”

— Containing 24 months of data which HRS col-
lected by March 31, 1994

— Answering the question, “Did we do what we
said we’d do?”

— Answering the question, “How is it working?”

MissiON AND PHILOSOPHY

It shall be the mission of the Fairfax County
Juvenile Detention Center to provide predispo-
sitional and/or preplacement detention of juve-
niles as ordered by the Juvenile Court. This shall
be accomplished in a secure and humane manner
that recognizes the individuality of each child,
while providing a program of education, recre-
ation, health and hygiene, and mature adult at-
tention to adjustment needs. More specifically:

® To treat all detainees with dignity, though they
may not be deserving it

® To provide detainees with discipline necessary
to change behavior and not punishment that
creates resentment and the desire for retri-
bution either here or in the community

B To demonstrate to detainees that appeal and
grievances are encouraged by a staff that is not
as invested in winning as they are in assuring
that the process teaches responsible dissent
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It has been the philosophy of the parent
agency, the Fairfax County Juvenile Court, that
the mission and goals of the Detention Center
enhance their rehabilitation abilities with de-
tained youth by establishing a facility that reduces

anxiety, promotes clear thinking, and provides
for a healthy environment. It is through this phi-
losophy that a coordinated response can be made
to the needs of detained youth in the Fairfax
County juvenile justice system.
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APPENDIX C
GUIDE TO DEVELOPING A
PoLicy & PROCEDURE
MANUAL

This appendix has been prepared to guide
juvenile justice administrators in developing
their own comprehensive policy and procedure
manuals. This guide will address the pertinent
questions—who, what, why, when, where, and
how.

What is a Policy and Procedure Manual?

B A management tool directing staff behavior by
communicating the facility’s philosophy and
work plan.

B An aid in promoting consistency, efficiency,
and professionalism in staff performance by
standardizing facility responsibilities.

B A mechanism for introducing new ideas and
concepts to the staff.

B A mechanism for transferring authority and
responsibility for accomplishing facility goals
and objectives to staff.

® A foundation for comprehensive staff training
and development programs.

B A form for documenting facility defense
against juvenile-initiated court action. In fact,
the courts have ruled that the absence of written
policies and procedures is—as a point of law— “gross
negligence and shifts the burden of proof . . .” to
the facility administrator.

® A prerequisite for accreditation by the Amer-
ican Correctional Association.

Developing a policy and procedure manual
is not a matter of simply writing down what the
facility does and how it does it. Rather, it is a
systematic process of self-evaluation, research,
and analysis and presenting that information in
a style and format that encourages its use. Ini-
tially, developing a useful manual may require
three to six months to accomplish and may in-
volve every functional section of the facility and
input from all staff members.

Because of the diversity that exists among

juvenile facilities, developing a resource manual
that is universally applicable would be impossible.
The information contained in this appendix,
therefore, should be considered a general guide-
line for policy and procedure development
rather than hard and fast rules. Each facility is
encouraged to use only that information that is
relevant and implementable.

Definitions

Policy: A definitive statement of the facility’s po-
sition on an issue of concern to the admin-
istration or vital to the operation of the fa-
cility.

Procedure: A detailed, step-by-step description
of the sequence of activities necessary for
achieving a specific policy.

In general, a policy reflects the facility’s phi-
losophy about a particular issue. It defines
WHAT the facility intends to do on a consistent
basis and WHY the facility intends to take the
defined action. A procedure, on the other hand,
describes sequentially HOW and, inherent in
such a description, WHO, WHERE, and WHEN
the facility intends to implement the policy.

Policies and procedures may apply to the fol-
lowing:

® The Facility as a Whole
Example: A policy about the facility’s nondis-
criminatory admission criteria and services
provided to juveniles.

B One Functional Section of the Facility
Example: A policy and procedure(s) about the
methods used by food service staff in prepar-
ing meals for juveniles.

® Two or More Functional Sections
of the Facility
Example: A policy and procedure(s) about the
transportation of juveniles to activities con-
ducted by the program section, which may af-
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fect both management services and program
operations.

B The Facility and One or More of
Its Functional Sections and
External Agencies Organizations
Example: A policy and procedure(s) about pro-
viding educational programs for juveniles by
the local school district, which may affect both
the program and management sections of the
facility and the local school district.

Staff Involvement in Developing
Policies and Procedures

To ensure acceptance and successful imple-

mentation, as many staff members as possible
should be included in the policy and procedure
development process. In fact, if this project be-
comes all-inclusive, the following may occur:

1. The staff will have a personal investment in
the policies and procedures and will feel a
sense of responsibility for ensuring their im-
plementation.

2. The staff will not only understand the policies
and procedures—because they helped to de-
velop them—but they also will be aware of the
alternatives that were considered and reasons
why they were rejected.

8. The facility can capitalize on the staff mem-
bers’ collective knowledge and expertise,
which, if tapped, can increase the practical
quality of the policies and procedures signif-
icantly.

Content of Policies and Procedures

The next step in the process is to decide what
topic areas are to be covered, beginning with
broad subject areas within these specific topics.
Since the development of a new or upgraded
manual provides an opportunity for taking stock,

the manual must not be limited to only a sanc-
tioning of existing practices, which sometimes are
based on outdated directives and memoranda,
and/or do not consider the major advances that
have occurred (and will continue to occur) in
corrections, and/or may not adequately reflect
facility philosophy.

Established practice, however, is an important
source of information for procedural content—
and to a lesser degree, policy content—because
it reflects the operational realities of the facility.
Practice, in fact, is procedural. The distinction
between policies and procedures is often lost if
established practice becomes the only source of
the manual’s content.

Legal and Professional Requirements

Properly developed policies and procedures
must not only reflect established practice, but also
legal and professional requirements and the phi-
losophy of the facility.

Since the late 1960s, the courts (through their
decisions and orders) and various corrections-
related agencies (through standards they have
developed) have drastically changed the philos-
ophy, ethics, and practice of the profession. Con-
sequently, all policies and procedures being writ-
ten must reflect these current legal and
professional requirements. The following are
among the resource documents reflecting the
“state-of-the-art” for input on policy and pro-
cedure content:

B ACA’s Juvenile Standards for Training
Schools, Detention Centers, Small Detention
Centers Community Residential Facilities,
Probation and After Care Facilities, and Day
Treatment Programs.

® “Model” policy and procedures manuals from
the American Correctional Association, other
states, agencies, or facilities.
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B State statutes and administrative rules and reg-
ulations applicable to the operation of juvenile
community residential facilities.

- ® The Office of Juvenile Justice and Delin-
quency Prevention.

® National and state fire safety, sanitation,
health, and building codes.

B The American Medical Association.

W Report of the National Advisory Commitice for Ju-
venile Justice and Delinquency Prevention.

® Court decisions and orders, which determine
legal requirements for facility operations.
Since various courts rule differently on par-
ticular issues, it is advisable to rely heavily on
decisions made by state and federal courts in
one’s own or neighboring jurisdictions.

Although some of these documents may not
be pertinent to your particular facility, they
should be viewed as an integral part of the on-
going growth of the facility. They should, in fact,
be reviewed and analyzed in depth before any
attempt is made to use them in the development
of policies and procedures. These documents (or
portions of them) found to be applicable and
implementable should be used as a point of ref-
erence to ensure the consistency of the particular
policy or procedure with legal and professional
requirements.

Facility Philosophy

Unfortunately, few directors take the time
formally to write out statements of their philos-
ophies for the operation of their facilities or to
communicate these statements to their staff. As
a result, facility operations are sometimes frag-
mented and inconsistent, and staff members be-
come frustrated because they lack a clear, overall

picture of the purpose of the facility and their
roles in the fulfillment of that purpose.

The same holds true for the development of
policy statements. Without a philosophy state-
ment to provide overall focus, the policy and pro-
cedure manual will, in all probability, contain pol-
icies that lack direction and are contradictory,
resulting in confusion in their implementation.

The facility philosophy statement is essential
to the proper development of policy statements
because it defines the following:

B The purpose of the facility.

® The facility’s responsibility to its juvenile pop-
ulation and other major constituencies, in-
cluding the community, local government, so-
cial agencies, and other departments of the
local criminal justice system.

B The direction in which the facility is (or should
be) headed.

In developing a philosophy statement, the:
following criteria should be used:

1. The philosophy statement must be sufficiently
broad in nature yet provide direction. It must,
for example, be general enough to encompass
all organizational activities but sj«.cific enough
to address the facility’s major responsibilities
of security, safety, and service and reflect pro-
fessional, ethical, and constitutional stan-
dards.

2. The philosophy statement must be realistic
and attainable. This criterion is especially im-
portant when addressing the direction in
which the organization is headed.

8. The philosophy statement must be worded
positively; its meaning must be concise, clear,
and unmistakable.
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4. The philosophy statement should be devel-
oped and distributed to staff before the ini-
tiation of any effort to develop policies and
procedures. It should be the primary point of
reference for all policy development; each
policy, in fact, should be reviewed for its con-
sistency with the philosophy statement.

Writing the Policies and Procedures

Policies and procedures are not classic works
of literature, but useful statements that com-
municate the facility’s philosophy and work plan.
The policy and procedure writer, therefore,
needs only an ability to write in a style that is
readable, easily understood by staff, and consist-
ent from policy to policy and from procedure to
procedure. The most effective policies and pro-
cedures are those whose language is direct, rel-
atively simple, and precise.

Policy Construction

The policy statement should indicate what
action is to be taken in the precise policy topic
area. (Exactly how theaction is to be performed
should appear in the procedures). The statement
should include the rationale for the policy. To be
clear as well as concise, the following stylistic
guidelines should be followed:

1. Policy statements should be written in com-
plete sentences.

2. They should be direct and simple. Several
short sentences are preferable to long, com-
plex sentences.

3. Simple, present tense or future tense is pre-
ferred.

4. Policy statements should be general but di-
rective. In iimited instances, an information
item, such as specific time or location, is of
such importance to the comprehension of the

policy that it must be included in the policy
statement. In most instances, however, such
detail should be left out of the policy statement
and included in the attendant procedure(s).

5. Policy statements must be clear and unmis-
takable in their meanings. The best way to
determine whether the meaning of a policy
statement is clear is to have several individuals
read it and state in their own words what they
perceive the statement to mean.

Procedure Construction

Like the policy statement, the procedure sec-
tion should describe specific actions concisely and
clearly and be written with simple, direct sen-
tences in present and future tense. As procedures
usually involve a series of actions to be performed
by certain responsible persons and under <ertain
circumstances, the following considerations
should be taken:

1. A procedure cannot exist without a policy.
Procedures implement policy; they cannot ex-
ist independently.

2. Be sure steps involved in completing the ac-
tion are listed in the order in which they occur.
A common error in developing procedures is
to order the steps by the individuals or func-
tional section(s) responsible for their comple-
tion. Unfortunately, in this format, the flow
of the procedure is lost, increasing the chances
of a mistake in completing the procedure.

3. Indicate the individual by title or operational
section responsible for the action(s) described
in the procedure. Inclusion of this informa-
tion fixes responsibility for the completion of
the procedure and minimizes the recriminat-
ing behavior that often occurs when a mistake
is made.
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4. Indicate time(s) and location(s) relevant to the
operating procedure. If precise information
cannot be given, some references should be
made to indicate approximate or relative
time(s) and locations(s).

5. If relevant, list precise form(s) to be com-
pleted. Identify forms both by name and num-
ber.

6. Identify modes of communication. In most
procedures, some form of communication
(written, verbal, telephone, radio, intercom,
etc.) occurs in one or more of the procedural
steps. In instances in which communication
occurs between staff and juvenile, also indi-
cate (in general terms) what the staff is to
communicate.

Format of the Policy and Procedure Manual

Many variations in format may be used to
present the policy statement and procedures.
The following elements and facts, which can be
placed in a masthead or in the body of the doc-
ument, should be included in any format selected
to provide the reader with adequate information:

B A classification/policy number that identifies
and separates each policy and procedure.

W A date to indicate when the policy was issued.

B Anindication of whether the policy/procedure
supersedes another policy, procedure docu-
ment, memorandum, or directive.

B A chapter title that covers a particular area,
such as “Budget and Financial” or “Personnel.”

B A subject title that describes or identifies the
specific subsection of the chapter, such as
“Budget Request and Justification” or “Per-
sonnel Records.”

® A signature that indicates that the policy/pro-
cedure has the approval of an issuing author-

ity.

®m A citation that references the official docu-
ment, law, regulation or opinion (including the
specific article, chapter, section, etc.) that
serves as the foundation of the policy. The
appropriate authority for the policy could be
a state law, regulation, or guideline, a court
decision or attorney general’s opinion, or an
executive order.

m A briefly stated purpose or goal of the policy.

® An indication of the division, department, or
personnel to whom the policy is directed.

® A list of definitions that provides explanations
for key terms and phrases that have a specific
meaning in the policy/procedure or that could
be misinterpreted.

¥ Animplementation schedule or statement that
indicates when the policy will be put into effect
and the frequency of review and updating.

Sequencing of the policies and procedures
chapters is determined, making sure that they
correspond to functional sections within the fa-
cility. Chapters may be preceded by a table of
contents for easy reference.

Policy and procedure manuals may include
additional materials of general, administrative in-
terest such as organizational charts, personnel
rules and regulations, copies of relevant forms
to be shared with all staff, etc. These optional
addenda should be carefully selected so that the
manual does not become a catch-all of miscella-
neous and only marginally valuable materials.

When the manual chapters and other mate-
rials have been put in proper sequence, a table
of contents should be written for the entire vol-
ume and a title page designed.
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The task force coordinator must consolidate
all constituent policies and procedures and assure
that they are issued in a clear, useful, and at-
tractive manual.

Implementation of the Policy and
Procedure Manual

The successful implementation of a policy
and procedure manual depends on several key
activities. Failure to accomplish any one of the
following activities could significantly affect the
use of the manual:

1. Final Review of Content: When the manual has
been assembled, final review of a few copies
should be made. Validation and testing pro-
cedures should be conducted. Review by
experts from within the facility, as well as
outside, is advised. This is consultant time
well-used. It also is productive to share the
draft with other facilities for commentary.
Legal assistance ensuring that the policies
and procedures are in conformity with the
law is indispensable to this process.

2. Submission for Final Authorization: When task
force members are satisfied with the final
draft, the policy and procedure manual is
submitted to the appropriate authorities for
approval.

8. Distribution of Manual: For the policy and pro-
cedure manual to serve its purpose, it must
be made easily accessible to all facility staff
and other relevant parties. A small facility
may find it feasible to issue a copy to each
staff member. In most cases, however, the
cost involved prohibits facility-wide issuance.
At a minimum, each functional section
should receive a copy, issued to the section
chief who assures staff accessibility. Each
agency with a direct working relationship
with the issuing facility also should receive a
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copy, and several centrally located copies
should be on hand for public use. A log
should be kept in the central office indicating
the number, recipient, and location of each
manual. Staff must sign a release for a policy
and procedure manual.

. Training of Staff: A comprehensive training

program should be developed to ensure that
all staff become familiar with those agency
policies and procedures directing them in
their assigned responsibilities. It should be
designed to provide the following:

+ Initial as well as ongoing training

* General as well as specific training

* Classroom as well as hands-on experience

* Required levels of achievement (established
by tests)

5. Monitoring and Enforcing the Manual: A sys-

tem of monitoring the staff’s compliance
with policies and procedures should be de-
veloped to ensure the policies and proce-
dures will have their intended effect. Sanc-
tions for noncompliance should be built into
the personnel policies of the facility.

. Periodic Review of the Entire Manual: The pol-

icy and procedure manual must be treated
as a living organism, responsive to change,
growth, and refinement. To ensure that it
continues to reflect current facility philoso-
phy and goals, viable operational proce-
dures, and up-to-date legal considerations,
the manual must be reviewed and revised as
needed—both periodically and on an ad hoc
basis. The entire manual should be reviewed
annually. The following should be consid-
ered: (1) policies and procedures that have
proved to be unclear, inconsistent, or unten-
able, should be rewritten; (2) policies and
procedures that have become outdated
should be removed; and (3) policies and pro-

90




cedures should be added, as needed, to re-
flect new or expanded facility operations and
practices.

. Changes in the Policies and Procedures: In a
healthy facility, operations are in a contin-
uous stage of growth and change. Provisions
should be made for changing relevant sec-
tions in the manual as soon as a policy and/

or procedure has been modified, removed,
or added.

. Staff Recommendations for Revisions: An in-
volved and knowledgeable staff is one of the
best sources for input into the ongoing pol-
icies and procedures development. Steps
should be taken to ensure that staff recom-

mendations will reach and be acted on by the
proper authority.

. Changes in the Manual: A standard procedure

should be developed for all manual changes.
Revised-standards procedure should be de-
veloped for all manual changes. Revised pol-
icies and procedures should be issued in the
same format used in the manual and be dis-
tributed to all manual holders with instruc-
tions about page(s) to be removed, location
for new page(s) to be inserted, and effective
date of change in policy and/or procedure.

10. Notifying Staff of Changes in the Manual: All

staff must be notified immediately when
changes in policies and procedures occur.
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