
IOWA DEPARTMENT OF CORRECTIONS

2005
STRATEGIC PLAN

[image: image5.wmf] 


December 2004 

TABLE OF CONTENTS

Preface to the Strategic Plan
iii

Vision Statement 
1

Mission Statement 
2

Values Statement 
3

Core Functions, Desired Outcomes and Activities
4

Departmental Assessment
7

Goals
17

Activities and Outcome Measures …………………………………. 18


[image: image6.wmf] 


The Department of Corrections 2005 Strategic Plan reflects the Department’s effort to align its activities and operations with the Governor’s Leadership Agenda, the principles of the Accountable Government Act, and the Department’s status as one of the state’s first  “Charter Agencies”.

Iowa’s correctional populations, both offenders under community supervision and those confined to prison, remain at or close to their highest level ever.  At the same time, Iowa’s general fund revenues have been sharply reduced in the last few years.  This has placed the Department of Corrections, as well as other state agencies, in the difficult position of trying to do more with less.  Over the past several years, the Department has sought to address this challenge by shifting resources and improving efficiency.  While this has not resolved all the problems created by budget reductions, the Department remains committed to continuing this effort to find ways of serving the public safety needs of the people of Iowa in the most efficient manner possible.  

Like many states, the Iowa correctional system has historically struggled to find a way to balance demand with available funding.  Efforts to balance correctional services with what Iowa citizens can afford remains a perplexing policy problem.  This is largely because, in the absence of sound outcome data, policymakers have made legislative and funding decisions with limited information.  In recent years extensive research has been done in other states on “what works”, both in-prison and community based correctional programs, that are effective in reducing future offender risk for re-offending.  Considerable effort has been directed by our staff to implement programs based on the “what works” research.  As the State of Iowa continues to implement the principles of the Accountable Government Act, particularly those directed at evaluation of program outcomes and return on investment, the Department will be able to provide data on the impact of these programs with Iowa offenders.  The Iowa Correctional Offender Network (ICON), a state-of-the-art offender database, which has been under development for several years and is now nearing completion, will be able to generate detailed analysis on the cost and effectiveness of our efforts to manage present offender risk and to reduce future offender risk.  At this time the Department does not have a research unit that can perform detailed analysis of the data that will be generated, but we are seeking support for the creation of such a unit.  This should be extremely helpful to policymakers seeking to make the most judicious use of taxpayer dollars.  

The potential benefit of this is significant.  If lower risk offenders can be moved to community based correctional programs and return to legitimate jobs, correctional system costs can be reduced.  Community-based correctional programs are less expensive than prison-based programs, and if ICON data indicates that offenders can be placed in these programs without diminishing public safety, the taxpayers can benefit.  At the same time the Department is taking the initiative as part of its Charter Agency agreement with the Governor to refine the use of existing resources.  During 2004 the Department will work to develop additional community-based alternatives to incarceration and also to develop a structured decision-making process and policy for consistent management of probation violations.  

During 2004, the Department participated in the Iowa Excellence Initiative.  The Department chose to participate in the Iowa Excellence process, even though as a “Charter Agency” we were not required to, because this afforded the Department yet another opportunity to analyze in detail its operations, key processes, and results.  While the Department is looking forward to examiner feedback to the Iowa Excellence self-assessment, it is also taking the initiative to incorporate the Excellence Initiative principles and values throughout the organization.  The assessment feedback will not be received until early 2005, but the Department is already tracking activities and operations in the context of IEI criteria.  

The Department is also taking the initiative to address a key issue that is affecting correctional systems across the country, significantly increasing numbers of offenders who are older, have more physical health issues, and most of all, increasing numbers of offenders with significant mental illness or other mental impairments.  These offenders require extensive resources, and the Department is committed to meeting constitutional requirements in providing adequate care and management for them.   


The Iowa Department of Corrections will be recognized as a national leader in providing a fully integrated corrections system.  As the nation’s leader, we will provide the most sophisticated and strongly supported continuum of community and institution programs and services.  

We will be seen as an organization that delivers research-driven correctional programs of the highest quality while utilizing the most effective communication and technology resources to provide “best practices” management. 

We will be known as an organization that is driven by a strong value system that recognizes the intrinsic worth of all human beings, respects and recognizes the needs of victims, and holds the belief that offenders can change their lives.  

We will be known for our staff development and training programs that engender the strong ethics, diversity, and professional nature of this Department.

We will be known for keeping operational costs low, while providing high-quality programs in a safe environment. 

We will be seen as a highly credible Corrections Department that focuses on its mission, and takes care of its people.


The mission of the Department of Corrections is to: 

Protect the Public, the Employees, and the Offenders
Public

· Prevent escapes and maintain accountability of offenders in the community

· Increase community safety in support of a vital economy

· Reduce recidivism and increase the self responsibility of offenders

· Keep citizens informed about corrections issues and activities

· Make responsible decisions about the use of taxpayer dollars

· Attend to the needs and concerns of victims

· Treat members of the public with respect 

Employees

· Provide current equipment and staffing to insure employee safety

· Provide for a safe working environment

· Attend to the emotional needs and well being of employees

· Maintain high levels and standards for training

· Insure policies are sound, current, and consistently and fairly enforced 

· Treat employees with respect

Offenders

· Provide a physically and mentally safe and healthy environment for offenders

· Manage offenders in a firm, fair and consistent manner

· Provide programming, training and education to encourage good work habits and pro-social interaction

· Promote pro-social thinking with contemporary programming

· Keep offenders informed about current corrections policies and procedures

· Develop community support and partnerships that foster reintegration

· Treat offenders with respect


We Value

A Safer Iowa

We are responsible to the people of Iowa for doing our utmost to protect communities from harm by offenders, creating opportunities for offenders to repair harm that has been done, and preventing future harm.  

Our Employees

Each employee makes unique contributions to accomplishing our mission; we value professionalism, diversity and opportunity for our employees.

Personal Change

Everyone, staff and offenders, has the capacity to change and grow; acceptance of personal responsibility and accountability are the keys to growth.  We encourage each person to reach his or her full potential

Individual Worth

We embrace the rights, dignity and individuality of all persons; we treat all persons with respect, fairness and compassion. 

Our Organization

We are cohesive, collaborative and innovative; mission-driven excellence focuses our activities and guides our decisions.  



DESIRED OUTCOMES

· Offender risk management and risk reduction to reduce crime and increase public and staff safety

· Offenders pay debt to victim and society

· Offender Accountability and Programming

· Constitutional system

The Offender Supervision, Custody, and Treatment core function and desired outcomes are accomplished through the following activities:

1. Offender Classification and Assessment (Risk/Needs Identification) The systematic gathering, recording and communication of information regarding the level of risk to public safety posed by individual offenders is an essential core function.  The need for accurate assessment of offender risk to the public, and corresponding appropriate placement to manage that risk must be accomplished whether an offender is committed to community supervision or incarceration.  Using assessment instruments of documented reliability, such as the Level of Service Inventory-Revised(, permits staff to assign individual offenders to the appropriate level of supervision or custody.  This prevents offenders from being “under supervised”, which can pose a threat to public safety, or “over supervised” which can result in excessive costs for supervision and custody than is needed.  Accurately determining the specific risk/need level also permits assignment of offenders to settings providing interventions appropriate to their individual criminogenic needs.  

2. Offender Supervision (Supervision and Custody).  The Department of Corrections provides the actual day-to-day management of offenders in appropriate settings, either institutional or community supervision.  This includes the establishment of expectations and prohibitions for each offender and monitoring individual compliance with those expectations.  It also involves applications of sanctions that modify the level of supervision in those cases where offenders fail to comply with expectations.  Correctional staff must be acutely aware of the behavior and attitudes of each individual offender.  Providing effective supervision and custody services in a consistent fashion is fundamental to fulfilling the Department’s mission to protect Iowa communities from criminal harm.  

3. Offender Programming and Accountability (Risk Reduction - Criminality Issues/Treatment/Education and Work).  The Department places offenders in programs intended to hold them accountable for their prior criminal behavior and reduce the likelihood of an offender becoming involved in future criminal behavior.  The Department uses research-based strategies to address the principal factors associated with past criminal behavior, promote the development of positive, pro-social skills, and restructure attitudes to reduce future risk to the community.  These activities also focus on offender restitution and restorative justice concepts that emphasize offender accountability for past behavior and past harm to the community.  The specific programs include substance abuse treatment, education, vocational education, work programs, sex offender treatment, anger management, cognitive restructuring, criminal thinking programs, and more.  The Department is undertaking initiatives in four key areas of this Core Function in the coming year:  1) continuing to expand offender public and community service work, and             2) implementing “Evidence-Based Practices” in offender risk reduction programs, 3) enhancing the resources available to provide for offenders with mental illness, and 4) expanding Re-entry programming for offenders returning to the community. 

4. Basic Life Care (Basic Needs/Medical).  The Department must provide the basic housing, dietary, physical, medical and other services required to maintain supervision and custody of offenders in 24-hour settings such as correctional institutions and community-based residential facilities.  In addition, offenders under field supervision have housing and subsistence issues that supervising staff must be aware of in order to accomplish proper intervention and monitoring of offender activity and compliance with the conditions of supervision.  In all confinement facilities-jails as well as prisons and community residential facilities- there are certain constitutional requirements which must be met, especially in such areas as life safety, general conditions of confinement, overcrowding, health care, personal safety, and access to programs.  Meeting these constitutional requirements is not optional.  It must be done regardless of workload and cost and is in addition to the demands outlined in the other Departmental activities.  Since correctional facilities require many months to plan and build, and are very expensive to construct and operate, considerable long-term planning is required to accommodate needs while remaining fiscally responsible.


DESIRED OUTCOMES
· Ensure adequate resources to maintain infrastructure and delivery of services.

· A system that is fiscally responsible.

· Ensure adequate staffing resources.

· A system that is responsive to stakeholders and the public.

· A system that uses information technology effectively to ensure complete, accurate, and accessible information.
· A system that constantly seeks to improve its delivery of services to the people of Iowa.

The Resource Management core function and desired outcomes are accomplished through the following activities:  Leadership and Oversight, and Fiscal and Resource Management.

The Department must provide the support, personnel, fiscal, employee development, information systems, and coordination of services to enable each of the activities in the Offender Supervision, Custody and Treatment Core Function to be accomplished in the most efficient and effective manner possible.  It is critical that individual units operate in a coordinated fashion to meet the Department’s many demands.  The Department provides information to stakeholders and the public regarding the Department’s operations.  That interaction is the function that incorporates public and stakeholder needs into the Department’s activities and operations.  This activity includes development of the annual budget, strategic planning, and strategic management on an ongoing basis.

1.
Leadership and Oversight   The act of guiding institutions, Districts and the Department toward the Vision, Mission and Goals so that Performance Measures and Targets can be met.  This requires balancing the interests of stakeholders, including the Court System and the State Legislature, with victims and employees, with the constitutional rights of offenders.  Assuring that the Department is working in collaboration with other public purposes, and is remaining aware of public needs, is central to effective accomplishment of our mission.  It requires making day-to-day decisions that deploy the global mandates and policies to the level of the individual employee or offender.  Finally, it requires determining the broad scope of how resources will be spread across the enterprise and carefully monitoring their use.  To support efforts in this area to maintain high standards, the Department has initiated the American Correctional Association Accreditation process for the institutions, districts, and the Training Center.  

2.
Fiscal and Resource Management   Decisions must be made about where the Department’s monetary and human resources will be applied in order to make the best use of a limited commodity, and changing circumstances frequently necessitate adjustment of plans.  These decisions must be based on sound predictions and budget plans, as well as on an understanding of how events in the wider world can affect our financial well-being.  For example, events half way around the world had a disastrous impact on the price institutions paid for heating oil in recent years.  The need to provide prompt, accurate information affects our interactions with many customers and those who make decisions about operations through legislation or appropriation.  As staff numbers decrease, the need to rely on automated information production increases, and the Department’s need to assure that information is reliable, dependable, and complete becomes critical.  The Department’s ability to accurately evaluate the cost of services we provide and the cost of providing a constitutional and humane environment for staff and offenders is key to discussions with leaders in the Executive and Legislative branches.  A key initiative in this area is the centralization of medical services, particularly purchasing, which is expected to be cost-effective.  

The activities in the Resource Management Core Function are essential to providing the correctional services Iowans want and need.  Without adequate attention to any of these Activities, the Department would be unable to fulfill its mission of cost-effectively protecting the public and reducing crime.


The Department of Corrections is an administrative agency of the executive branch of state government charged with the responsibility of housing and providing services to convicted adult offenders who are sentenced by the state Courts.  The Department also coordinates services to the state’s eight District Departments of Correctional Services (Community Based Corrections).  

The Department is a key component of the “safe communities” element of state government.  Its activities and operations influence the general public perception of “community safety”.  In turn, general public attitudes toward broad social issues such as crime prevention, safe streets, and drug control policy impact Department activities and operations

Legislative and executive decisions influence the Department’s mission and purpose.  Public policy toward criminal behaviors often vacillates between incapacitation, retribution, and rehabilitation.  Competing ideological and political interests frequently impact the Department and its staff.  In some years, including several recent years, state budget reductions require rapid and significant alteration of strategic plans.  At the same time, the Department must adapt to provide constitutionally required services to all offenders.  

The agency, its institutions, and community corrections are extensively regulated and scrutinized.  In addition to the health and safety areas inherent in institutional operations, there is also extensive oversight by other government agencies (e.g. – State Auditor, Department of Management, Ombudsman’s Office, Department of Administrative Services), the judiciary (both state and federal), and the Legislature.  The Department is also subject to a Board of Corrections appointed by the Governor, which establishes Departmental operating policies and administrative rules.

These purposes must be accomplished even though the Department has no control over its population level.  The Iowa District Courts determine the number of offenders sentenced for new crimes, and the Parole Board determines the number granted release.  The Department is a workload-driven organization.  Constitutionally required services must be provided to all offenders regardless of overcrowding, staffing levels, or budget shortfalls.  This task has been made more difficult because of the continued influx of large numbers of offenders into the system and limited staffing as a result of the reduced state budget in recent years.  In addition, the increase in the number of offenders with mental health issues adds an even greater burden on our very limited mental health resources, both in the institutional system and community-based corrections.  

The Department has identified its ultimate “customer” as the Iowa Public, inclusive of all persons within the environs of the state either permanently or temporarily.  The service that the Department provides to this constituency is their safety relative to offender behavior.  Within the scope of providing this service, the Department has also identified intermediate or secondary customers.  The Department regards other law enforcement agencies and the court system as both customers and partners.  Their decisions reflect concern for removal of dangerous offenders from the community.  Victims are indirect “customers” to whom the Department devotes increasing attention.  The Department also regards its’ employees and offenders as customers, particularly in regard to their health and safety.  Traditionally, the primary public demand on corrections has been either incapacitation of offenders or retribution.  However, there is an emerging and increasing demand from many of the Iowa Public that Corrections demonstrate that offender interventions reduce recidivism.  Investments in treatment must relate to cost-effective expenditure of public funds. 

Traditional partnering relationships in the Department have focused on state and local government agencies directly involved in the criminal justice process and those private vendors supplying goods and services to support institutional operations.  The Department continuously partners with national professional correctional organizations and the U.S. Department of Justice on grants, information exchange and resource sharing to assure that national standards and trends are incorporated into Iowa’s system.  New partnering relationships with human service agencies share services for special need offenders (disabled, elderly, mentally ill).  Victim advocacy groups, private industry that employs offenders, and private treatment groups that contract to provide program services in the institutions further refine the corrections mission. 

The Iowa corrections system has four parts – Administration, Prisons, Community-Based Corrections (CBC), and Iowa Prison Industries. 

Administration

Administration has responsibilities for statewide operations, planning, policy development, program monitoring, training, and budgeting.  Regional Deputy Directors are located in eastern and western Iowa to work with institutions and judicial districts in each region.  Prisons are responsible for incarcerating higher-risk individuals and providing the offenders with services essential to reducing risk to the general public upon release or parole.  Community-Based Corrections provide supervision and transitional treatment for probationers, work release clients, operating while intoxicated (OWI) offenders, and parolees in eight judicial districts.  Community-Based Corrections provide both residential and community supervision.  

A Planning and Research Division is needed at the Department to perform and oversee computer generated research that will allow the Department to produce data-driven results information for the Governor, legislators, the CJJP, the Courts, Child Support Recovery Program, and the Ombudsman’s Office.  The Department has invested staff and resources to create an offender information system that crosses both community corrections and institution populations and stores comprehensive offender and program data in a data warehouse, but our capacity to analyze and understand this data for policy and resource decision-making is virtually nonexistent.  This seriously limits our ability to improve correctional outcomes for Iowans.

The Department has a need for an Inspector General to investigate allegations and conduct inquiries that are initiated at the Department level, from the Office of the Director.   Currently, no assets are readily available to the Director to provide conclusive support to investigations conducted by the local prisons and the Division of Criminal Investigation.  After local investigations are conducted, the Director could engage a chief investigator, or Inspector General, to move the investigations to the conclusion phase, based on Department policy.  Issues that require an independent investigation are ongoing, and the Department needs an Inspector General who would answer directly to, and only to, the Director.

Prisons

Nine major prison facilities are designed to provide 6,772 general population beds and 511 medical and segregation beds.  Each institution is a self-contained community, providing housing, health services, food, laundry, education, recreation, and other services needed by incarcerated offenders.  The following table shows the distribution of institution beds and the current institution, work release and OWI facility populations.

The primary goal of prisons is to provide a secure location to keep offenders from threatening or harming the public.  However, a key goal of prisons must also be to provide an environment in which offenders are encouraged to become law-abiding citizens upon release.  The first of these purposes manages risk in the present; the second reduces risk in the long run.  To accomplish this, prisons must be able to address key deficits and criminality factors with offenders, namely, vocational, educational, substance abuse and mental health issues.  Cuts to prison education and treatment programs have sharply reduced the opportunities for success of offenders eligible for release consideration by the Board of Parole.  Re-entry planning, which includes in-prison programming, needs to be implemented at the time of an offender’s admission to prison in order to assure that the offender’s program needs and transition plans and linkages are addressed prior to a targeted release date.  In addition, release planning must begin immediately on admission for non-violent, non-person offenders who meet the criteria for early parole.

In FY 1991, the state appropriation to Offender Education was $2,976,046, with a prison population of just over 4,000 offenders.  In 2004, the state appropriation for education was $1,000,000 and a prison population of over 8,500.  In 2001, the National Correctional Education Association published the “Three-State Recidivism” study, noting a very favorable relationship between the intensity and duration of academic and vocational programs with reductions in recidivism.
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Institution
Current
Count
Capacity
Med/Seg
  Anamosa
 1254
 913
 173
            Luster Heights
 59
 88
 0
  Clarinda
 931
 750
 24
  Fort Dodge
 1245
 1162
 75
  Mitchellville
 605
 443
 92
  Oakdale
 796
 504
 8
            Patients
 7
 0
 23
  Fort Madison
 578
 549
 67
            JBU
 162
 152
 0
            CCU
 136
 200
 0
            Farm 1
 60
 80
 0
            Farm 3
 66
 100
 0
  Mount Pleasant
 974
 775
 44
            Women's Unit
 87
 100
 4
  Newton-Medium
 795
 762
 49
            Minimum
 329
 166
 70
  Rockwell City
 498
 245
 19
INSTITUTIONAL TOTALS
8582
6989
648
  % overcrowded by
23%
 
  Work Release
 469
  OWI Continuum
 229
  OSC
 60
  Out-of-State
 46
FINAL TOTAL
9386
(Numbers Included Above)

  Females
 

759
  CCUSO Pre-Trial
 0
  County Jail Contract
 39
  Federal Pre-Trial
 172
  Violator Program
 198


	


Community-Based Corrections (CBC)

The CBC system provides community supervision to probationers and work releasees and offenders returning to Iowa communities.  Chapter 901B, Code of Iowa, requires each judicial district to work with the Chief Judge to develop a “Continuum of Sanctions” (see Page 15 for details).  The District Departments’ ability to supervise offenders within the Continuum depends on reasonable caseloads (Iowa’s are consistently higher than the national average), an adequate number of probation and parole officers to manage those cases, and community-based treatment resources.

Residential facilities provide a structured setting for 1,404 transitional offenders.  Probationers or parolees reside in the community under the supervision of the CBC District Departments and participate in substance abuse, sex offender, and criminal thinking (cognitive) treatment, as well as maintain employment in the community.  The CBC continuum provides supervision ranging from low-risk supervision to residential supervision where the clients live in a structured residential facility.  Between those extremes fall intensive supervision (with and without electronic monitoring) and regular probation and parole.  The supervision level is matched to the offender’s level of self-control and ability to conform to program and supervision requirements.  As the client improves, he/she is moved to a less intense level of the supervision.

Each CBC District Department contracts annually with the DOC to provide pre- and post- institutional services.  Each CBC District Director reports to a board of directors.  Over the years, the legislature authorized programs to support the Continuum of Sanctions pursuant to Chapter 901B, Code of Iowa.  Section 905.7, Code of Iowa, requires the DOC to set standards and provide assistance to each of the eight CBC District Departments.  DOC standards for CBC programs include caseload levels, budget oversight, affirmative action goals, program guidelines, and development of performance measures.

The Judicial District Departments have responsibility for more than three-fourths of the offenders under correctional supervision in Iowa.  In 1990, CBC supervised 82.2% of the offenders under community supervision, but by 2001, the percentage declined to 76.7%.  Reduced resources for the treatment of offenders on community supervision have undermined the success of offenders on probation and parole, thereby exacerbating caseloads and causing increased revocations to prison.  As of September 2004, the average CBC caseload was 84.17, and over 28,000 offenders were under some form of supervision in the community.  However, due to the high caseloads, effective intervention is not always possible or timely, and too often this results in revocation of offenders to prison.  In FY 2004, over 48% of Iowa’s prison admissions were revocations from community supervision.  A new Re-entry program to adequately prepare offenders for a successful return to the community and to provide case management transition from prison to the community has been initiated through grant funding.  However, additional staff resources are needed in the CBC Districts to provide effective supervision and to reduce revocations to prison.  Efforts are continuing to develop additional CBC alternatives to incarceration, as part of the Departments’ Charter Agency status. 

Community–Based sanctions and supervision are more efficient and frequently more cost-effective for a large number of non-violent offenders.  Our public safety mission must focus remaining resources on managing lower risk offenders in the community and high-risk offenders in a structured setting.  Localized supervision and centralized management of these community-based offenders are most effective.  Management from the Central Administration is necessary to adequately design consistent, continuous-flowing programs, and to regularly evaluate their effectiveness.  The Department will also be developing a structured decision-making process and policy for consistent management of probation violations across all eight Judicial District Departments of Correctional Services.  

Iowa Prison Industries

Iowa Prison Industries oversees prison work programs at eight of Iowa’s nine prisons including: traditional Industries (500 inmates), private sector employment (225 inmates), and the prison farms (200 inmates).  All IPI programs operate without General Fund support or subsidy from the Department.  Traditional Industry funds are used to finance daily operations, including payroll, utilities, building construction, vehicles purchase, and other daily operating costs.  In 2003, IPI purchased over $8,000,000.00 of raw materials locally.  Traditional Industries provided 800,000 hours of inmate training in 2004.

Iowa Prison Industries manages ten prison farms that are self-funding operations across the state.  They balance inmate row crops ground with rented ground.  In 2003, IPI opened the first organic farm at Fort Madison Farm # 3.  The organic operation offers enormous work opportunities because of the intense labor needs.  The farms’ financial statements are reported on a calendar year basis.  In calendar year 2003, Iowa Prison Farms showed a loss of $4,400, but provided 277,000 hours of inmate work.  2004 is shaping up to be an excellent year.  Farms also work jointly with the Department of Natural Resources at Fort Madison, Rockwell City and Ames.


Private Sector work programs operate under federal guidelines, however the state enjoys the proceeds of the inmate wages.  Private Sector employers are also obligated to offer jobs to inmates upon release.  Private sector inmates earn prevailing wages averaging between $7.00 and $12.00 per hour.  Private Sector jobs are the most cost efficient jobs for the state to offer.  

On June 30, 2004, there were 12 companies that employed 216 inmates who earned $2,147,000.00 over the past 12 months and provided 274,000 hours of work/training of private sector work.

Iowa Ranks eighth in the United States in wage redistribution. 

Prison Population 

Between 1990 and February June 2004, the prison population increased 225% from 3,842 to 8,607 inmates.  Over the same time period, the CBC offender population grew by 50% from 17,716 to over 28,000 clients, an increase of more than 10,000.  


[image: image4.wmf]Total Inmates: Actual & Forecast

0

2,000

4,000

6,000

8,000

10,000

12,000

14,000

1990

1992

1994

1996

1998

2000

2002

2004

2006

2008

2010

2012

Year

# of Inmates on June 30

Actual

Forecast

Capacity

Source Data: 

Table 1


Corrections Staff
The majority of the Department’s institutional staff consists of custody personnel, responsible for maintaining safety and security.  CBC personnel are primarily either residential custody and supervision staff or probation and parole officers.  These staff, and most other non-managerial and non-professional staff in the institutions are covered by a statewide collective bargaining contract.  Labor relationships have generally been stable.  While only a high school education is required for custody personnel, many have additional education.  Professional staff, such as counselors, probation and parole officers, related social service personnel, and administrative staff, are primarily college educated, and some have professional degrees.  Health Services personnel have appropriate professional degrees and licensure. 

Prior to FY 2003, the DOC Administrative Office maintained a staff of 42 positions.  This number has now been reduced to 37.  This lack of Administrative Office staff severely hampers the Department’s ability to provide effective central control and oversight of agency operations and limits planning and research activities. 

Continuum of Sanctions
Iowa law (901B, Code of Iowa) requires the corrections system to operate a continuum of sanctions.  These include: A) non-community based sanctions; B) probation and parole; C) quasi-incarceration; D) short-term incarceration; E) incarceration.  Iowa’s nine prisons control those offenders who cannot be safely managed in community settings.  Prisons provide housing; dietary services; medical, mental health and substance abuse treatment; education and job skills training; behavioral and psychological treatment; and physical activities for higher risk offenders.

Offender Work Programs

Offender work programs are the oldest correctional rehabilitation programs available that lead to reduced recidivism.  Offenders who have been employed in work programs are statistically less incident prone while incarcerated, less likely to recidivate, and more likely to obtain employment on release.

Work programs increase public safety by supporting the mandate of the public to put offenders to work, which allows offenders to pay back their debts to society out of the allowances they earn in the form of deductions for fines, court costs, child support and victim restitution.

There are considerable potential work opportunities for offenders with other state agencies, municipalities, counties, and non-profits.  These activities benefit not only the community but also provide excellent accountability experiences for offenders and support the development of constructive pro-social attitudes toward the community and work.  Some such work is already being done, but additional resources in the form of work supervisors and Central Office resources to coordinate work programs across the institutions and Districts could be profitably used.

Offender Substance Abuse Programs

Approximately 80% of offenders entering Iowa’s prisons are identified as having substance abuse problems.  The capacity of Iowa’s prison system to deliver licensed substance abuse treatment programs has been reduced by 20% in the past two years.  The DOC is capable of treating just over half of all those who should receive substance abuse treatment while still incarcerated.  In FY 2005, the TOW substance abuse program lost 40 treatment beds.  Budget cuts have also drastically reduced substance abuse treatment resources in Community-Based Corrections.  The DOC seeks to maximize the use of Corrections and Public Health resources by preparing offenders in prison and the community for substance abuse treatment, providing relapse prevention for offenders who have completed treatment, and providing resources to meet the current need.

Offender Mental Health Needs

More and more mentally ill persons are finding their way into Corrections instead of the mental health system.  According to CJJP, the total number of offenders with special needs of mental illness, mental disorder, mental retardation, borderline intellectual functioning, and socially inadequate diagnosis is expected to increase from 1,706 in late 2004 to about 2,800 by 2012.  CJJP also estimates that as many as 872 special needs offenders will require special housing by 2012, and we currently have less than half the capacity for these offenders.  Effectively and constitutionally managing these special need offenders will require significant increases in professional and medical staff.  The Department needs a Mental Health Director to oversee the mental health programs in the Department, as well as coordinate services and recruit mental health professionals.  Pharmaceutical costs associated with managing special needs offenders, as well as increases for treatment of general population offenders with medical problems, are expected to increase greater than $1,000,000 per year for the foreseeable future.  There is also a significant need for mental health resources to support offenders assigned to community supervision.  


1. Restore the balance between workload and resources by either reducing prison and CBC population/caseloads or obtaining increased staff and infrastructure resources.

2. Restore the Department’s capacity to meet offender risk reduction demand by obtaining additional program resources in education, health services, substance abuse, mental health, victim impact, sex offender treatment, domestic violence, vocational programming and criminality reduction.

3. Continue efforts to maximize efficient use of resources and continually improve the quality and effectiveness of Departmental activities and services through internal auditing (CPAI, Accreditation) and external evaluation (AGA, IEI).  Further enhance the Department’s service to the taxpayers of Iowa through implementation of innovative services and increased efficiency through the “Charter Agency” program.

4. Continue to dialogue with key constituent/partner groups and agencies relative to the balance of risk to public safety and the most efficient use of taxpayer money.

Offender Supervision, Custody and Treatment Core Function – Manage offenders commensurate with their individual risk and program needs in order to reduce offender risk to the public.

Activity 1 - Offender Classification & Assessment

GOAL--Improve corrections population management.  This goal requires that adequate resources are available throughout the system to properly assess individual offenders and assign them to appropriate supervision and custody settings.  The goal places offenders based on risk to accomplish public safety while minimizing the overall cost to the public of the corrections system.  This goal also includes providing information to the public and stakeholders to assist in their review of current sentencing practices. 

Outcome Measure:
*Percent of offender case files audited for LSI 


*Percent of offenders referred to interventions consistent with identified criminogenic needs and appropriate level of service on LSI-R assessment. 
           Strategies:   *Continue present use of LSI with CBC and institutional     admissions.  

           *Monitor program placement and waiting lists; assure that    program placement is timely with regard to projected release.  

Activity 2 - Offender Supervision & Custody
GOAL--Restore essential level of safety and control to community supervision and prison management.  This goal relates to the need to address the serious shortage of staff and other resources to provide effective levels of monitoring and control of current populations.

Outcome Measure:
*Percent of offenders with documented release plans.

*Number of recommendations for release to the Parole Board

*Rate of probation technical violations that result in institutionalization 

*Ratio of successful to unsuccessful probation and parole status closures.

Strategies:   *Offender Services Division Director will encourage completion of release plans in a timely manner

                     *Offender services Division Director will encourage and monitor recommendations for release to Parole Board.

                     *Develop a uniform system of managing offender community.

                       placement revocations

                     *Monitor ratio of successful closures on a monthly basis
Activity 3 - Offender Programming & Accountability

GOAL--Provide appropriate intervention strategies consistent with offender risks and needs to assure accountability and risk reduction.  This goal encompasses a wide range of programs and services designed to hold offenders accountable for their criminal behavior and improve the potential to become a law-abiding citizen.  Programs that ensure offender performance are work, education, substance abuse treatment, criminal thinking, sex offender treatment and a number of others.  In recent years, research has confirmed that these interventions do reduce future criminal behavior and are cost-effective.  

Outcome Measures:     *Percent of successful to unsuccessful intervention      closures.


     *Hours of Offender Public Service Work
Strategies:  *Implement Evidence Based Practices in both CBC and                            

                      institutions.


                  *Continue to develop offender community service work         

                      programs

Activity 4 - Basic Life Care

GOAL--Provide constitutionally appropriate housing and subsistence services to committed offenders.  This goal seeks appropriate facilities and services to provide housing and other basic needs of incarcerated and residential offenders.  Appropriate services may require specialized services for the elderly, medically needy, mentally ill, and other special populations that are occupying the corrections system at a significantly increasing rate. 

Outcome Measure:
*Instances of findings of deliberate indifference, cruel  and unusual punishment, or lack of due process.

Strategies:  *Expand Departmental mental health resources to provide

                                 required psychological and medication services to incarcerated and community supervised offenders.

                     *Seek major maintenance funding for aging facilities.

  *Monitor facility compliance with Life Safety inspection findings.



Resource Management Core Function – Corrections professionals provide leadership, human, fiscal, physical, and information resources to facilitate public safety and offender management, which is achieved by an open accessible system.

Activity 1 – Leadership and Oversight

GOAL--The act of guiding institutions, Districts and the Department toward the Vision, Mission and Goals so that Performance Measures and Targets can be met.

Outcome Measures:
Adequate bed space that corresponds to custody classification demand.


Caseload size as compared to national average.


Offender population as a percent of capacity.

Strategies:  Pursue American Correctional Association Accreditation.

                     Centralize medical services.

                     Coordinate Policy development and compliance process.

Activity 2 - Fiscal and Resources Management

GOAL--The process of making decisions about applying the Department’s monetary and human resources to make the best use of a limited commodity.

Outcome Measure:
*Inmate Daily Cost

  
*An offender data network that is complete, accurate,   and accessible.

                Strategies:  *Engage in market based budgeting process.

                                     *Maintain 1% reserve to cover unanticipated costs.

                          *Continue development of ICON.  Fully participate in Justice  System Data Warehouse. 
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OFFENDER SUPERVISION, CUSTODY AND TREATMENT CORE FUNCTION 





Manage offenders commensurate with their individual risk and program needs in order to reduce offender risk to the public.








RESOURCE MANAGEMENT CORE FUNCTION 





Corrections professionals provide leadership, human, fiscal, physical, and information resources to facilitate public safety and offender management, which is achieved by an open accessible system.
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How Offenders Wages Are Distributed





Wage Distribution                           	 2004                Cumulative Since 1998


General Fund	                                $   755,538 	           $  5,246,738                                   


Inmate savings accounts              $   420,810 		$  2,869,390


Victim Compensation                    $   107,370  		$     728,820                                   


Restitution	                           $   220,532 		$  1,440,059


Family and child support               $   209,178  		$  1,235,407


Taxes                            	                $   412,515  		$  3,091,960  


 Others                                          $     21,985                                0


 TOTAL DISTRIBUTION               $2,147,928 	           $14,612,374          
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PopGraphs

				Mid-Year Prison Populations and Capacities: Total

						Total Inmates				Total Prison

				Year		June 30th				Capacity

		Actual:		1988		2,890				2,918

				1989		3,322				2,918

				1990		3,842				3,003

				1991		4,077				3,045

				1992		4,485				3,165

				1993		4,695				3,603

				1994		5,090				3,603

				1995		5,692				3,603

				1996		6,176				4,201

				1997		6,636				4,951

				1998		7,431				5,701

				1999		7,230				5,801

				2000		7,635				6,772

				2001		8,083				6,772

		Forecast:		2002		8,141				6,772

				2003		8,592		8,592		6,972

				2004				9,025		6,972

				2005				9,475		6,972

				2006				9,945		7,142

				2007				10,496		7,142

				2008				10,885		7,142

				2009				11,235		7,142

				2010				11,530		7,142

				2011				11,846		7,142

				2012				12,127		7,142
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