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Executive Summary

On February 1, 2017, the State of Delaware e@srontedby the news of an ongoingcident

in whichinmates housedn the GBuilding at the James T. Vaughn Correctional Center (JTVCC)
seized the building and took hostagd$e seizure of the building saltedin the death of one
correctional sergeantinjuries sustained by two other correctional officers; one roustodial

staff member being taken to the hospital for precautionary reasons; altegations of inmate
injuries

On February 4, 2017 Governor John Carney issued an Executive Order establishing an
Independent Review Team to investigate and report on "any conditions at the James T. Vaughn
/ SYGSN) GKIFIG O2yGNRO0dziSR (2 (GKS Kz2adl 3S araddz i

In response tahe Executie Order, thelndependentReview Team conducted interviews with
correctional educatioral, mental healthrand medical staff including correctional supervisqrs
JTVCC administratg@nd Delaware Department of Correcti@@OCexecutive administrators
past and present. The Teamdsoreviewed numerous letters from inmates and family members,
spoke with community Y R A YV Y | gr&upsQandiwierddvadather agency
representatives. ThindependentReview Team alsdgsitedthe JTVCC, including tkeBuilding,
observed grievance proceedings, and spoke with inmates individuallindodus groupsThe
Team also conducted in depth research through review and analysis of policy, training and
other departmental documentation; open source media searched;idantification and gap
analysis of ational correctios and behavioral health best and promising practiceslliectively,
the IndependentReview Teanconducted a comprehensive and thorough review and analysis
of the facts and circumstances leading upthe incident that began ofebruary 12017

On June 1, 2017, tHeadependentReview Team issued a Preliminary Report concerning the
causes and conditions leading up to theident that began on February 1, 205ince June,1
2017,the IndependentReview Team conducted further interviews and assessmentsFirtab
Report expands upon the Preliminary Reptiraddresses actions taken by td&VCC, the DOC,
and theState of Delaware sindéebruary 2017and contains specific recommendations to
prevent, or at least minimize, the likelihood of another similar event.

The tragiancident that began on February 1, 20ihithe GBuildingof the JTVCE€ould have
occurred elsewhere in the facility. Factors unique to that particular building, however, edsult
in theincidentoccurring there. For some period of time, conditions at the JTVCC had
deteriorated to the point that theravasunrest among inmatesgnddistrust between inmates
and correctional officersas well as betweenorrectional officers andT\CC administrators
Factors giving rise to this unrest included adverse working conditions for the correctional
officers, whocontinue tofeel unappreciated byhe administration, inconsistehtimplemented

2The Sergeant was posthumously promoted to Lieutenant

3 Delaware Executive Order No. 2, 20Tle Delaware Executivad®r 2 is attached as Appendix F
|
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rules and regulations,;rainmategrievance procedure deemed unfair, a distrusted
medical/mental health system, and a real lack of morale permeating the line officers.

The conditions set forth in this report created an environment in whicloecurrence like the
incident that began on Feuary 1, 2017%vould havelikely occurredat some point somewhere
within the JTVCHowever, the mix of inmates flowing down from maximtonmedium

security and inmates flowing Upom mediumtowards maximum security the GBuildingand

the circumstancegiving rise to that mix, as more specifically set forth in the body of the report,
hastened the inevitable. Most unfortunately, thedependentReview Team believes thiaad

the request for the removal of certain inmates from théBGilding made on Janugr20, 20¥

by the very correctional officer who was killed during the incident that began on February 1,
2017 been taken more seriously and carried out, theident and the resulting death may not
have occurred

Astragicasthe unnecessary loss of lifg theincident that began on February 1, 2017
spearheaded long overdue changes in the DOC thahepkfullyresult in better working
conditions for the correctional officer@nd professional stafas well as living conditions for
inmates.Work remaingo be done and recommendations are made herein.

Lastly, thendependentReview Team commends Governor Carney for his immediate action in
requesting this review and already addressing some of the most pressing problems facing the
DOC.

4 Due to the ongoing internal affairs investigation, the Independent Review Team was not alekermine

whether steps were takento addregs3 1 @ Cf 28 RQa NXBIj dzSad G Bulldy 2 dS SNI Ay
[ - - - - - - - = -~ ]
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Chapter 1. Introduction

On Wednesday, February 1, 2017, inmates housed in #Bgil@ing of the James T. Vaughn
Correctional Center (JTVCC) took control of@iuildingunit and heldthe staff and several
inmateshostage The hostage situation lasted into the early hours of Thursday, February 2,
ultimately resulting in the death of one correctiorsrgeantinjuries sustained by two other
correctional officersone noncustodial staff member being taken to the hospitad f
precautionary reaons and, allegations of inmate injuries.

On February 14, 2017, through Executive Order 2, Governor Carney commissioned an
independent review of the JTVCC to determine contributors and causes (if possible) of the
incident that begaron Februaryl, 2017° The review required a preliminary repédue June 1,
2017 and a more detailed final report to be submitted in August 2017.

Purpose of this Final Report

This final reporbuilds on the analysis, findings, and recommendationsdatdn the
PreliminaryReport. It alsoprovides more context and deptho the preliminary observations
andaddresseshe steps that the JTVCC, tBelaware Department of Correctio®Q@, and the
State of Delaward@ave takersince the incidentEach of the chapters in this final repailve

into the topics identified as directly and indirectly contributing to theident that began on
February 1, 201 more detail, expands on the findings and recommendations issued in the
preliminary report,and includes additional findings and recommendations that tie back to the
event.

Methodology

The Police Foundation has a provastory of acommitment to learning and change by
conducting indepth, independent incident and organizational reviews. Re&arice
Foundation critical incident reviews include:

1 Bringing Calm to Chaos: A critical incident review of the San Bernardino public safety
response to the December 2, 2015 terrorist shooting incident at the Inland Regional
Center

1 Managing the Response tdvobile Mass Shooting: A Critical Incident Review of the
Kalamazoo, Michigan, Public Safety Response to the February 20, 2016, Mass Shooting
Incident

5The Delaware Executive Order 2 is attached as Appé&ndix

5 The PreliminanReport is attached as Appendix G
|
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https://www.policefoundation.org/wp-content/uploads/2016/09/Bringing-Calm-to-Chaos-Final-1.pdf
https://www.policefoundation.org/wp-content/uploads/2016/09/Bringing-Calm-to-Chaos-Final-1.pdf
https://www.policefoundation.org/wp-content/uploads/2016/09/Bringing-Calm-to-Chaos-Final-1.pdf
https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf
https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf
https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf

1 Maintaining First Amendment Rights and Public Safety in North Minneapolis: An After
Action Assessment of the Police Response to the Protests, Demonstrations, and
Occupation of the Minneapolis Police Departm@@t  C2 dzNJi K t NS OA y Ofi

9 Critical Incident Review of therlando Public Safety Response to @wando Pulse
Nightclub Terrorist Shootingsponto be Released)

Uponbeingselecedto support Judgéret.) William L.ChapmanJr.andformer Delaware

Attorney General antl).S. AttorneyCharles MOberly, 11l,0n the review othe JTVCGhe

Police Foundation created an Incident Review team comprised of subject matter experts in
corrections, public safety, and critical incident response. The team dexe@lapd executed a
comprehensive methodology to criticabiynd objectivelyreview and assess the incident, and
circumstances leading up to it in order to develop findings and recommendations for improving
security at the JTVCC. The methodology includescemsive review of DO&hd JTVCC

policies, procedures, practices, and training materials; interviews of current and former
Delaware DOC antlVCC administratgrsite visitstours, and director observatiowof the

JTVCC; focus groups and interviews of CTadCrectioml personnel, contractual personnel, and
inmates; interviews of key stakeholders such as advocacy groups and union leadsmnghip;
reviews of relevant literature and media coverage. A more detailed methodology is attached in
AppendixB.

Limitations of this Report

Administrators and staff of th8tate of Delawargthe Delaware DOC, and the JT\¢@wided

the Independent Review Team exceptional access and assistance in gathering information for
this review. Thg shouldall be commended for thie assistancend supporthroughout this
process.

Due to the omgoing criminal investigation, the Independent Review Team did, however, face
some restrictions regardintpe details related to thencident that began on February 2017.
The teamdid not, for example accesgolice investigative report©OC Internal Affairgr some
other reportsinvolved in the ongoing criminal investigatiorhese parameters were put in
place to ensure that the criminal investigation is not compromised in any way, anditdgain
the integrity and focus of this independent review.

Steps in the Right DirectiorActions taken by the State since February 2017

The State of Delaware has takeryriadsteps to improve conditionat the JTVCC artd
improve the overall status aforrections in Delawarsince thehostagetakingincidenton
February 1, 20170n February 14, 2017, Governor John C. Carney signed an ExecutiVedOrder

" Delaware Executive Order No.2917.
|
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https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf
https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf
https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf

launch an independent review into the security of the JTVCE diBw the events surrounding

0KS K2aidl3S AYyOARSYyd FyR NBfFGSR aSOdaNR (& Aaa
Governor Carney appointed Judget.) William L. Chapman, Jr. and fornigelaware Attorney

General andJnited States Attorney, Chad M. Oberly, Ill, to lead this work. The Police

Foundation was selected to support the wopkovide corrections subject matter expertise,

conduct interviews, identify findings and recommendations, and draft preliminary and final

reports.

In May,the DOC announcedhe appointment ofa new Chief of the Bureau of Prisqi#OP) and

a new warden of the JTVERecognizing the security challenges that the JTVCC faced, the new
BOP chief temporarily reassigned an administrative executive therhloward RYoung
Correctional Institutiom anotherDelawareprisort to the JTVCC to serve as Security
Superintendent. In this role, the Security Superintendent will ensure that many of the safety
and securityissueghat contributed to theFebruary 1, 201ihcidentare addressed.

Figure 1:Delaware Department of Correction Modified Organizational CHArt

Commissioner,
Department of

Correction
Office of the
Commissioner
Bureau Chief, Bureau Chief, Bureau Chief,
Administratiive Community Correctional Bureau Chief, Prisons
Services Corrections Healthcare Services

Wardens of all
facilities including
James T. Vaughn
Correctonal Center

BaD2PSNY2NJ / I NySe 'yyzdzyO0OSa {StSOlAzya G2 [SIR LYRSLISYR
I 2NNBOGA2Yy It [/ SYyGSNE¢ { G hipS/nevFdelswdie.bos/20NRI/14QdEvameidlzr NE mn X |
carneyannouncesselectionsto-leadindependentreview-of-hostageincidentat-jamest-vaughnrcorrectionat

center/.

°DJa 0! ySyes a5StlgFNB 5h/ AYiNRRdzZOSa yS¢g . dzNBldz / KAST 21
2 NRSYy ¢ a WOELkth:Ewww.wdelrcdm/news/delawaredocintroducesnew-bureauchietof-

prisonsjamest/article 610b4ff23cd6-11erae3c2fe9379d1ced.html

10 Full organizational chart retrieved from Department of Correction, last revised January 23, 2017,

http://www.doc.delaware.gov/downloads/DOC_Orch&t 012017.pdf
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http://news.delaware.gov/2017/02/14/governor-carney-announces-selections-to-lead-independent-review-of-hostage-incident-at-james-t-vaughn-correctional-center/
http://news.delaware.gov/2017/02/14/governor-carney-announces-selections-to-lead-independent-review-of-hostage-incident-at-james-t-vaughn-correctional-center/
http://news.delaware.gov/2017/02/14/governor-carney-announces-selections-to-lead-independent-review-of-hostage-incident-at-james-t-vaughn-correctional-center/
http://www.wdel.com/news/delaware-doc-introduces-new-bureau-chief-of-prisons-james-t/article_610b4ff2-3cd6-11e7-ae3c-2fe9379d1ced.html
http://www.wdel.com/news/delaware-doc-introduces-new-bureau-chief-of-prisons-james-t/article_610b4ff2-3cd6-11e7-ae3c-2fe9379d1ced.html
http://www.doc.delaware.gov/downloads/DOC_Org_Chart_012017.pdf

On June 2, 2017, the preliminary repoftthis Independent Review Teamvas released. The
preliminary report evaluated policies, procedures, practices and teclgyah the facility and
within the DOC thatlirectly or indirectly contributed to the incident. The report alpoovided
recommendationghat, if taken,mayprevent a similar inciderand couldimprove the safety,
security and operations of the JTVCC and the DOC.

On June 3, 2017, Governor Carney signed the Fiscal Year (FY) 2018 budget, which included $16
million to fundsalaryincreases for correctional officers across experience levels ad $2

million to authorize new correctional officer positiofsA newly created Labevlanagement
committeewas also created texamine officer recruitment and retention, use of mandatory
overtime,transitioning to 2-hour shifts, implementingphysical fithes teging, creating a

career ladder, and revising the D&fézezet policy *?

Also h June2017, Governor Carney namedSpecial Assistant #tte DOC to spearhead DOC
reforms, andhe DOC selected a new Bureau Chief of Community Correction to focus on
improving reentry programs and reducing recidivisth.

Likewisgin June 2017, the DOC issued an updated training plan for fiscal year (FY) 2018/19
improving upon trainingor DOC staft*

On July 5, 2017, theOC Preliminary Progress Report (Provid&esponse to the JTVCC
Independent Review Preliminary Reparas released by the DOC Office of the Commissioner.
The progress repoxiutlined how the state will addresal of the recommendations in the
preliminary report®®

In August2017, the newBureauChief of Prisonssued updated DOC directivasd policies
including a directive addressing the use of handheld video cameras during cell extractions,
forced moves, and incidents of planned use of force; an updated BOP policy on classification;

LaD2@SNY 2N /I NySe {A3dya CralOkft ,SINIwunmy .DeR@ASBSGI tflyzs |/

July 3, 201 Mttp://news.delaware.gov/2017/07/03/governacarneysignsfiscalyear2018budgetplan-capping

generalassemblysession/

gLy @SadAay3a Ay (GKS 5SLINIYSyld 2F /2NNBOGA2yY ! ANBSYSyi

http://governor.delaware.gov/wpcontent/uploads/sites/24/2017/06/COABgreementFY2017Y2019.pdf

BogaliSoly tFNNF¥Z GaC2NN¥SNI W2S . ARSY &aSThdNeNdJQuendiyha ®Bf (2 & LIS

2017,http://www.delawareonline.com/story/news/local/2017/06/28/formejoe-biden-seniorcounset

spearheaereform-delawaredoc/435655001T 9 &G SoFy t I NNJ I &5 fedtry prdgr@ipgsan OKA ST (i 2

5StF gl NB LINThéNeys Jauenaliné 202047,

http://www.delawareonline.com/story/news/local/2017/06/29/dogickschief-overseere-entry-programs

delawareprisonsystem/440696001/

4 DOC Training Plan FY 2018/pgovided to Independent Review Team by DOC Executive via email, August 16,

2017, reviewed by Independent Review Team August 2017.

15DOC Preliminary Progress Repprovided by DOC to Indendent Review Team, July 5, 2017, in response to

Preliminary Report: Independent Review of Security Issues at the James T. Vaughn Correctionavizaneer by

Independent Review Team Juyaugust 2017.
|
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http://news.delaware.gov/2017/07/03/governor-carney-signs-fiscal-year-2018-budget-plan-capping-general-assembly-session/
http://news.delaware.gov/2017/07/03/governor-carney-signs-fiscal-year-2018-budget-plan-capping-general-assembly-session/
http://governor.delaware.gov/wp-content/uploads/sites/24/2017/06/COAD-Agreement-FY2017-FY2019.pdf
http://www.delawareonline.com/story/news/local/2017/06/28/former-joe-biden-senior-counsel-spearhead-reform-delaware-doc/435655001/
http://www.delawareonline.com/story/news/local/2017/06/28/former-joe-biden-senior-counsel-spearhead-reform-delaware-doc/435655001/
http://www.delawareonline.com/story/news/local/2017/06/29/doc-picks-chief-oversee-re-entry-programs-delaware-prison-system/440696001/
http://www.delawareonline.com/story/news/local/2017/06/29/doc-picks-chief-oversee-re-entry-programs-delaware-prison-system/440696001/

and an uplated BOP policy on the range of services used to address offender tneedgh
screenings and assessmetits.

The State of Delaware, the Delaware DOC, and the JTVCC are to be commetideskioitial
steps on critical issueand for their commitmento continuing to enhance theecurity and

work environment departmentvide through this reviewThee is more work to be dore but
these steps and the continued efforts made by individuals throughtmaiDOCgespecially at

the JTVCCwill lay the groundworior positive changes in policy, procedure, security, systems,
and relationshipsn the JTVCC and at correctional facilities throughout Delaware.

18 Directiveg Video Recording Planned Use ofdepprovided by DOC to Independent Review Team, August 14,

2017, reviewed by Independent Review Team August 2Bdigau of Prisons Policy 3.3: Classificatioovided by

DOC to Independent Review Team, August 14, 2017, reviewed by Independent RevieMigeatr2017Bureau

of Prisons Policy 3.4: Range of Sesjgrovided by DOC to Independent Review Team, August 14, 2017, reviewed

by Independent Review Team August 2017
|
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Chapter 2 Background & Incident Overview

TheCGBuilding isone ofthe older of18 housing uniton the JTVCC campifousing units at
JTVCC are assigneihimum, medium, omaximumsecurity levels based on the inmates that
are housed thereinAccording to the Federal Bureau of Prisons, minimum seogeiterally
includes dormitory housing and a réleely low staffto-inmate ratio; medium security includes
celktype housing morecontrolled inmate movementand a higher staffo-inmate ratio; and
maximum security includes the highest stadfinmate ratio and close control of inmate
movement!’

Aerial view of the James T. Vaughn Correctional CeRteto: Esri, U.S. Department of Agriculture Farm Service
Agency, Microsoft.

TheJTVCGC-Buildingis divided into three wings (tiers): A, B, and C. The building was designed
to house approximately 4haximum securitynmates on each tiar with two inmates assigned
to each cell for a total capacity of 135 inmate¥.In 2000, when the Mediuriligh Housing

gl 62dzi hdzNJ CIF OAf Al A S da8tdcceBsBdABIgNGt 17, 200NB I dz 2 F t NA A2y as
https://www.bop.gov/about/facilities/federal_prisons.jsp

184 6 Capacity of each housing unit by security level and census of facility on FebmamyMdy > ¢ LINBGIA RSR 0 @
to Independent Review Team, May 17, 2017, reviewed by Independent Review TeagrAMagyst 2017.
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Unit (MHU) and the Security Housing Unit (SHU) were opehedsecurity level of th&
Building was eclassifiedrom maximum to medium security, but was informally designated
& Y S R-higla¥ which was defined asousing inmatesn a buildingwith a medium security
classificationbut excludingthem frommanyprograms andther opportunities!® The
designation was also made to facilitate the transition of inmates from maximum security
housing toa lower security level housingit as well as to transition inmates to maximum
security, known agflowing upé and éflowing downg?°

As abuilding housingt Y S R-K dz¥rinates the GBuilding was considered fully staffed with
one sergeant and three correctional officers on each shift. During the dayasbdftinselor was
assigned to the building to perform case management duties but did not assisstiodial
duties At the time of the incidenthat began on February 1, 201the custodialstaff on duty in
the GBuildingranged in experience frodessthan-one yearto 16 yearsof service?*

On February 1, 2016ne hundred twentyseven(127) inmatesoccupiedthe GBuilding??
Although the building had few rehabilitation and educational programs or job opportunities for
inmates, all inmatesvere eligible to participate in outdoor recreationamopenyardr with no
recreational apparatuses such as waukequipment or basketball courtsadjacent to the
building?® While nost of the inmategook advantage of the opportunity to goutside,some
opted to spend their recreation time outside of their cqdlsrticipating in recreationshowers
and phone callsn the tier?* Threecorrectional officersemained in the housing unit to
oversee indoor recreatigrthe counselor remained in her officand the fourth officer
proceeded to the outside post to observe outdoor recreatidhapproximately 10:30 a.m., the
inmates in the yaravere notifiedby the GBuildingofficer overseeing recreation in the yatal
return to the buildingas outdoor recreation time had concludéd

Uponre-entering the buildinga group of inmateseizal controlof both the buildingand the

staff members inside three correctional officersand thecorrectionalcounselor?®* Some

inmates were also taken hostageA fourth officer, who followed standard security practice by
leaving his keys tthe GBuildingwith one of the officers insig prior to exiting the unit to

According to the design capacity study conducted by-Teweh INC. in 2000;.CdzA ft RAy 3Q&a RSaA3ay SR

inmates, but typicallyhouses 115. The building was extremely overcrowded. It was also noted that because the

wings (tiers) were so small, direct supervision of each area is impossible. The housing unit has no dayroom

adjacent to the living area.

¥ Independent Review Team intéew, July 20, 201&mail from JTVCC counseling staff member, August 18, 2017.

20 Independent Review Team focus group with correctional officers, May 4, 2017.

2!Independent Review Team interview, May 2, 2017.

22 GBuilding roster provided by JTVCC to Independent Review Team, May 16, 2017.

2 Independent Review Team observations at the JTVCC, May 2, 2017.

2 Independent Review Team interview with DOC executives, May 2, 2017.

%5 Independent Review Team phone call with a JTVCC staff member, August 17, 2017.

%6 Independent Review Team interviews with DOC executives, MaypQ17.

271bid.
|
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oversee outdoor recreation, was locked outsid@dditionally, three maintenance workers
who had beenworking onboilers in the basement of-Buildingwere trapped inside the
basementseparated from the inmates and hostaggsstairs?®

As soon as the incident began, one of toerectional officersprior to beingtaken hostage
used his two-way radio to send a staffiide requestfor immediate assistance ihe G
Building3® Administration executives at the)TVCC arttie Delaware Department of Correction
(DOC) were notifiedf the incidentand issued a statewide lockdown orderprevent a
coordinated inmate potestthroughout the DOC systef Consistent witithe DOC emergency
response planJTVCC administratorsquestedthat emergency medical serviceSNIS and fire
resourcede dispatched to the JTVCC in case of injufiessor other eventsthat would
requirean immediateresporse. TheJTVC@arden also followed standard security protosol
and had the water and phonéss the GBuilding turned off until further noticé?

At 11:03 a.m.the inmates used a radio taken from one of the officets was beindneld

hostage to request to speak with Governor Carney. Shortly thereafter, the inmates radioed an
initial list of denands. A JTVCC negotiator answered the radio and bemamunicatingwith

the inmates. One of the initial demands included having the phones and water turned back on
which waspromptly done.32

Over the next several hours, the JTVCC negotiator and negotiators from the Delaware State
Police, continued teommunicatewith the inmates taresolvethe incident3* At 2:30 p.m, one

of the correctional offices and a second group of inmates being heldtage, were releaset?.
Shortly after 7:50 p.m.a second correctional officavas released with another group of
inmatesthat were alsobeing held hostagé®

One of the maintenance workers in the basement was able to use a radio channel not
monitored bythe inmates to communicate with responders outside eBdilding®’ Based on

this communication, at 10:10 p.m., responders initiated a rescue effdrhe maintenance
workers weretold to use the stairwell tanake their way to the roof of -Building. Onceltey
exited the door and were on the roof, the DOQr€ctionalEmergency Response Team (CERT)

28 |bid.

22 Independent Review Team interviews with DOC executives, MayYQ17; IndependerReview Team interview

with former DOC staff member, May 19, 2017

30 Independent Review Team interviews with DOC executives, MaypQ17.

3l Independent Review Team interview with DOC executive, May 3, 2017.

32 bid.

33 bid.

34Independent Review Team imgéew with DOC executive, May 2, 2017.

35 Independent Review Team interview with DOC executive, May 3, 2017.

36 |bid.

37 Independent Review Team interview with DOC executive, May 2, 2017.

38 Independent Review Team interview with DOC executive, May 3, 2017.
|
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used ladders to bring them downom the roof. The successful rescue of the maintenance
workers was completedt 10:57 p.nm*°

As the incident progressed into trearly morning of February'®, a 12:24 a.mthe final group
of inmates still being held hostage wittie building sergeardind counselomnwere released
However, neither thesergeantnor the counselor were released with theidegotiatons
continuedthroughthe early morning hourfor their safe releasé®

While these negotiations were ongoing, executifresn the JTVCGhe DOC, the Delaware
State Police, and othesupportingagencies coordinated, planned, and prepareddscue the
hostages and regaicontrol of the GBuilding.At 5:06 a.m.POCCER&Nd a Delaware State
Police Special Operations Response Team entered the building thretiggifd@lowed by a
second tier entry minutes lateéf Theteamssuccessfuly located the counselorandbuilding
sergean. The counselowas rescuedafely and was taken lmbulnce tothe hospital for
precautionary reasond he sergeanmvaslocated;however, he wasdeceased?

Other Factorsand IncidentsContributing to thelncident that Began orFebruaryl,
2017

Duringinterviews and focus groupsonducted by théndependentReview TeapdTVCC
employees and inmategentified management and operational issuasdinadequate
response tqorior incidentsashaving the most direct impact ahe incident that began on
Februay 1, 2017 Inconsistentmanagementandthe lack of communicatioim the GBuilding
and at the JTVCC as a whaempounded byhe inconsistent transfer and utilization of
intelligenceinformation regardingnmate activities hindered actios that mayhave prevented
the incident that began on February 1, 2017. Lack of action folloaptgential inmate protest
in the GBuilding on January 15, 201djd little to discourage a subset of inmates from acting
out again Excessive overtime, fatigued andgtisntled JTVCC staff, animosity between JTVCC
staff and between staff and inmates, inmate allegations of inappropriate condusbimg
correctional staff, inconsistent discipline, and structural characteristics also contributed to
cultivatingan environmen vulnerable to violencén the GBuilding and the JTVGE.

OnJanuary 15, 201 Thnmateshoused on theA and B tiers athe GBuilding refused to return to
their cells after recreatiomintil they spoke with a supervisor regarding the conditions-in C

39 1bid.

40 bid.

411bid; Independent Review Team phone conversation with a Delaware State Police executive, August 23, 2017.

42 Independent Review Team interview with DOC executive, May 3, 2017.

43 Independent Review Team interviews with DOC executivesgmuand former JTVCC staff members and

executives, and JTVCC inmates, M&yahd 1819, 2017, July 121, 2017.
|
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Building** Whilethe incidentwas peacefully resolvely supervisory staffin the days following
that event, correctional officerglentified inmates that they believed were primarily
responsible for the January 15, 2017 incident and notified their sugp@tsthat those inmates
should be removed at least temporarily from the GBuilding for security purpose8.One of
the officers that identified certain inmates w#se sergeant who was found deceasetiowing
the incident that began on February 1, 2083me other supervisors supported the effqrbut
basedon an emailwritten by the warden,it appears thatsomeJTVCC administratobelieved
that the inmate<isciplinary recordslid notsupporttheir transfer tothe Security Housing Unit
(SHUY® Becausehere wereno other housinginits on the JTVCEmpoundthat could house
& Y S R A dz¥secHrity B¥elhmates supervisors believed thahe SHU was the only place
theseinmates could be movedf.

While administrative statust a pre-detention transfer to higher security level thean be
implemented at the institutional level was an optionthe correctional officersand some of

the first-line supervisordelieved that even ithe transfershad beenrmade more senioldJ TVCC
officialswould have overruled them and transferreae inmates backo the GBuilding toavoid
grievances anr lawsuits 8 The Watch Commanders at the JTVCC were constantly told that
pre-hearing detention and administrative transfers should not be used ifrtheate<)

disciplinary record id not warrant an increase in security le¥Many supervisors at JTVCC
informed higher level administratorout the tensiorbrewing in Guilding andnformed

them thatsomething needed to be dorf@.Unfortunately, those sperviso®@ concerns we
dismissecP! These issue®2 Y G NA 6 dzi SR (2 We¢x// 21 G0OK [/ 2YYlI YRS
authority to move or transfer inmatesnd may have directly contributed to the Februafy 1
incident>?

In November 2016a JTVC@dministratorsent an email instituting a temporary policy change
to JTVCC Standard Operating Procedure (8@QPiRules of Conduct for Offendeirs response

to the Settlement Agreement and Order in tR®mmunity Legal Aid Society, Inc. v. Robert M.
Coupditigation (CLASI agreement) that resulted, among other changes, in increased
recreational time for those heloh solitary confinement, including for inmates suffering from
mental illness Thechangesalsopertained to restrictive housing units and inmatecreation

4 |ndependent Review Team interviews with JTVCC line officers and supervisors, May 4, 5, and 19, and July 20,
2017; Independent Review Teaewview of CBuilding January 15, 2017 incident report, May 19, 2017.
45 Independent Review Team interviews with JTVCC line officers and supervisors, May 4, 5, 18, and 19, and July 20,
2017.
¢ Independent Review Team interviews with JTVCC supervisors, Maly1®aand July 20, 2017.
47 1bid.
48 Bureau of Prisons Policy 4.3: Restrictive Housing, Delaware Department of Corrections; Independent Review
Team interviews with JTVCC line officers and supervisors, May 4, 5, and 19, and July 20, 2017.
4 1bid.
50 Independent Review Team interviews with JTVCC staff members May 4, 5, and 19, and July 20, 2017.
51 [

Ibid.
52 Due to theongoing internal affairs investigation, the Independent Review Team was not able to determine

GKSOKSNI aGSLIA 6SNB GF18y G2 FRRNBaA { IBuiingCt 28 RQ& NBIj dz8
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schedules. Under thnewdirective, correctional staff were no longer able tevokecertain
inmate privilegegsee Figure, below).

Figure2: Email Excerpt Regarding SOP 8eht to All JTVCC Correctional Staff from Warden

The following programs and services are not considered privileges and cannot be revoked; building recreation
indoors or outdoors, Education, Vocational Training, Counseling Services, Drug/ Alcohol Rehabilitation
Programs, Regular Work Assignments, Religious Services and Legal Access-Law Library.

In other words, you are no longer permitted to prevent an inmate from attending yard or tier recreation based on a
Summary 24, LOAP, and/or a CTQ sanction. You are no longer permitted to tell one or more inmate(s) during recreation
to “lock in” simply because they violated a rule. This is not to be considered a restrictive statement that limits
emergency situations, but only applies to the range of sanctions that can be taken as part of a Hearing Officer sanction
and/or a Summary Disciplinary action.

Because no official interpretation of the settlement and the associated legal docunvengs
disseminated throughout the DOC, and no directmese reviewedor approved by the
Attorney Generalit seems thatndividual facilities interpreted and implemesd them
differently. In fact, vhile this change in practice had besuccessfully implemented at other
DOCtacilities inDelaware, tle JTVC@xecutiveSinterpretation andthe implementation of the
settlement without thoroughconsideration given to the misf inmates moved tahe Cbuilding
gaveinmates considerable leverage ntotfollow instructions, further angering officers who
already felt that they were not supported at the highest lev&Ehe misinterpretation was
further exacerbatedn the GBuildingby the sergeantwho was directecby the JTVCC
administratorsto interpret the policy change as requiring all inmategp#oticipatein
recreation at the same timenstead of limitingrecreation toonetier at a timein order to
control mowement.

Additional longterm challenges withlthe overall culture and leadership at the JTYCC
resources and staffingecruitment and retention; policies, procedures and practices; officer
training; communication; equipment and technology; programs ang jotfacilitate successful
reentry into the community upon release; and trust and legitintaexacerbatedhlready tense
relationships between staff and inmates, and between staff members. Issues in all of these
areasalsoweakenedhe security of the facily to the point that twoseparate incidents
occurred in two weeks.

While this reportidentifiesnumerousissueswithin the DOQhat collectively createdenuous
relationships between inmates arwbrrectional officerandbetween staff membersall of
which contributed in some respect to an environment ripe for an incident sutheasne that

53 Email from JTVCC warden to all correctional staff, November 16, 2016, provided to the Independent Review

Team by a DOC executive in July 2017, reviewdddependent Review Team Jghaugust 2017.

>4 Independent Review Team interviews with JTVCC line officers and executives, May 4 and July 19, 2017.
|
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beganon Febrary 1, 2017,the fact that the incidenbccurredin the GBuildingwas hastened
by the unique makeaip of that building's inmates.

1
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Chapter3. Cultureand Leadership

Overview

Corrections agencies that have made great and rapid improvements
generally have strong leadership that sets clear and measurable
goals; a plan for achieving those goals; an explanation to all staff
regarding their role in accomplishing the task; and skills and
training needed to succeed.

The prison community is a relational system in which a number of persons, inmates and
correctionalpersonnel, interact with onanother according to specialfyrescribed rules of
behavor.>® The official in the lowest ranks of the custodial bureaucraby correctionalofficer
assigned to housing units, the recreation yard, and programghe pivotal figure on which the
bureaucracy turns. It is theorrectionalofficer who must supervise and control the inmate
population in concrete and detailed terms. Counting prisoners, periodically checking groups of
inmates as they come and go, searching for contraband or signs of attempts to edtese
make up the minuie of their shift. In addition, the officeshouldbe alert for violations of

rules. Not only must the officer detect and report deviant behavior after it occurs; the officer
must curb deviant behavior before it arises as well as when the officer is callexdprevent a
minor quarrel among inmates from flaring into a more dangerous situation. The corrattion

2 T ¥ A OS NI a stricieafdragriof2hé rulesiis undermined by the fact that the officer finds
that it is almost impossible to avoid claimsreciprocity. To a large extent the correctain

officer is dependent on the inmates for the satisfactory performance of her/his duties.
Ultimately, the correction officer is under pressure to achieve a smoothly running tour of duty
not with the stick butwith the carrot>®

Thepreliminary reportindicated thatduring interviews withmanagement, staffand
stakeholderdsrom the Delaware Department of CorrectiofipOChnd offendersthe
IndependentReview Team notedo unifying sense of purpose or methatithe James T.
Vaughn Correctional CentelTVCYCNo correctional officeinterviewedwasable to articulate a
consistent description of what wasxpected of them as an employee of the DOact, the
only consistent answer provided logrrectionalofficerswas that their goal wag get through
their shift safely so that they could go hon®upervisors also described inconsistency in how
they supervised staff at the JTVCC, as well as inconsistency throughout the organization.
Inmatesalsoexpressedrustration with theerraticinterpretations of rules and policies, as well
as enforcement of those rules and policiesthg staff. Correctional officers advised the
Independent Review Team thete lackof uniformity in the implementation and enforcement

Spd I @ I RSGdzEF S FfdX a¢KS tNRazy { dzoaeé aidthe Frealzf (G dzNB Y
{ 2 OA IfeiPgychélogia: An International Jourf8| no. 1 (2010): 18905.
56 Gresham M. Syke$he Society of Captives: A Study of a Maximum Security fRisoceton: Princeton

University Press, 1958), &3 .
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of ruleswas, and continues to bé&he norm Not only are rules enforced differently from
institution to institution, but atthe JTVC@heywere, and continue to begenforced differently
from building to building and even shift to shift.

Almosteveryoneinterviewed by thelndependent Review Teaalsodescribedpoor

communication regarding policies, operational changes, andal@ayoccurrenca and issues

This contributed to an overafiperation and managemerstystemwherethe mantrad 3 S G G A y 3
0 K NR dz3 K wiisthé&nomlinghé resultingenvironment, most everyone administrators,

5" Independent review team terviews with JTVCC staff members, May, 2017, and July 171, 2017.
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supervisors, line stafand inmates operated in an environmernn which there was &ck of
structureandorder, rather than actually achieving a purpgsnd endeddzLd ¢ R2 Ay 3 (G KSA NJ
GKAY3E NIYOGKSN) GKFyYy F2tt26Ay3 | OftSINIFYR dzyA ¥

Frequent Factors in Prison Riots:

In their seminal study of prison riots, Bert Useem and Peter Kimball, identified the
breakdown of administrative control and operation of the correctional facility as a
Oz2yaraidasSyid FFrOG2NI Ay it 2F GKS NI dreé
I LINBRdzOG 2F GKIG ONBIF{1R2¢6YyY YR aK2dz
Review Team similarly identified constituent elements of this breakdown at the JTV(
inconsistent and incoherent rules for inmates and correctional officers; ingjawikhin
the correctional chain of command; weak administrators; public dissent among
correctional actors; and the disruption of everyday routines.

Source: Bert Useem and Peter Kimbathtes of Siege: U.S. Prison Riots, 19986(New York: Oxford
University Press), 21819.

Observations
The culture at the JTVA€adversarial and not conducive to a safe facility

Duringd KS LYy RS LISY RS ynitial vis8 9theS BV CE felrvasaiulture of
negativityat the facility was appareniThelndependent Review Team was told of, and
observedadversarial relationships between staff and administraionl between staff
members and inmates; theevaluing of programmtended to rehabilitate inmates and prepare
them for success upon releasand, an overallatmosphereof disrespect®®

In follow~up site visitsthe accuracy of thosmitial impressionsvere reinforced The team

again had the opportunity to speak with current and fornd@ivVCGtafft from the highest
positions in administration to théne levelcorrectional officers and was provide@dditional
contact with inmates. The information provided by all was remarkably consistent. Below are
two commentsthat specifically relate to the culture at the JTVCC

G¢ KS Odz (dz2NE thdre. WEkiadw$h ivas gding to appefin refererce
to the incident that began orfrebruay 1, 2017.5°

G{2YS INRdzLJAa 2F 2FFAOSNER FSSf SYLRSSNBR (2
AYYlFI®Saodé

581t must be noted that there have been allegations of consistent mistreatment, neglect, and abuse by the JTVCC

staff towards inmates, both prior to and after the incident that begemFebruary 1, 2017.

5% Independent Review Team interview with JTVCC executive, Jaly, PD17.
|
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Additionally,the adversarial relationship betweengh) TVCC staff and the inmates created a
culture of persistent permissiveness fmrmeofficers to devalue inmate®uring focus group
interviews with the Independent Review Teamgnyinmatesreported being deniedtems

they consider basic human neetldn fact, there were many allegatiorend multiple
grievances and complainfed by inmatesabout JTVCC staff These allegationsiclude:lack
of medical treatment access to toiletries, access to law materials, and other forms of
mistreatment®3

Some inmates alleged that after the incidetitat began on February 1, 201mMembers othe
DOC CaoectionsEmergency Response Team (CERT) cam&han@Building wearing

& Y I & jwhi¢h were identified later as balaclawaand forced the inmates out of thedells®
This was supported by a JTVCC correctional officer, who also added that CERT members
intentionally wore balaclavas so that theyere unidentifiableto inmates.Whilethe inmates
GSNBE 2dzi 2F GKSANI OStfax (RS hdcels serrGiMgdidd NE  LINE
contraband.Due to the fact thathey were maskd, the CERT membehnsd the opportunity to
intentionally or unintentionallydestroy or discard the offende@personal propertywithout
being identified®®> Examples included toothhshes thrown on the floor angictures and legal
papers damaged or walked ¢for more about shakedown procedures see chaptei®s)
Anotherallegationis that toilet papemvas only distributed on one shift and no exceptiomere
made if an inmate rarout before that shift.”

Actionsby staff members, before and after the incidehat began on February 1, 20170t
only madethe facility a more dangerous place to work, ago make communities less safe
once offenders subjected to these conditions aséensed A substantial body of research

80 Independent Review Team interview withVT line officer, July 17, 201t7should be noted that the

Independent Review Team saw no evidence that thisabdr was true of the majority of uniformed staff at the

JTVCC. However, there were JTVCC staff who indicated that there was no attempt to stop this behavior and they

subsequently became discouraged, apathetic and resigned to the situation.

51 Independent Rview Teanfocus groups with JTVCC inmates, May 4, 2017.

52The Independent Review Team is unaware if these allegations have been, or are being investigated, however the

DOC administration has been made aware of the allegations. The Independent Reviewobsamot have

information to substantiate any of the allegations made by any of the complainants.

83 Independent Review Teafocus group with JTVCC inmates May 4, 2017; Independent Review Team observation

of grievance hearings, July 19, 2017; Inmate lettersvarded by the ACLU and independent community groups to

the Independent Review Team, M@yugust 2017.

64 The shakedowns are not limited to theBQilding, but are conducted faciliyide. Since they are a routine

security practice, it is likely that #y continue to occur. The issue described to the Independent Review Team, by

inmates, is not that the shake downs occur, but how the CERT members are dressed while conducting them.

55 Independent Review Teafocus group with JTVCC inmates, May 4, 201 &daddent Review Team interview

with JTVCC staff membeluly 1721, 2017; ACLU email to Independent Review Team, received August 7, 2017,

reviewed August 2017.

86 While it is possible that some of these claims are exaggerated or fabricated, the Indep&wléety Team

heard these allegations frequently enougland they were corroborated by some staff frequently enoudb

believe there may be some validity to the complaints.

57 Independent Review Teafocus group with JTVCC inmates, May 4, 2017.
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identifies characteristics and conditions most likely to contribute to an offender returning to
prison after release. The four major factors atg¢a history of antisocial behavior?) anti-social
personality traiis, 3) anti-social peers, andt)anti-social value§® Whencorrectionalstaff
harass, antagonizer otherwise intimidate offenders, they model two of those four major
factors: serving as ansiocial peers and modeling arsibcial values. For inmates appiching
release, thisimply reinforces a belief that those are appropriate behaviors.

TheJTVCC administratoatdsoslowly decreased the amount of vocational, educational and
psychetherapeuticprograms and job opportunities that provide valuablenefits for

inmates®® Rehabilitation of inmatemto law-abiding citizens is frequently viewed as the

ultimate goal of incarceratioff Many effective treatment interventions tayeting criminal

behavior focu®n teaching offendes new ways of thinking argroblem solvingproviding

these individuals marketable educations and job skills, and helping them overcome addictions.
The decrease in programs and job opportunitiegatively impactedghmates housed ithe G
Building prior to the incidenandif not addressedwill have a similar impact onmates
incarcerated in other buildings at the JTVCC.

Some staff believed the decrease in programming was a direct result of budgeivbiles,
othersattributed it to the previous w NRSyYy Q& @A & A 2 ge rehakilitaiion BfA Ry 2 {
offenders’! The previous administratioat the JTVCC replaced rehabilitation with punishment.
Leadershipproblems exised at all levels of the JTVCC

The Independent Review Tedreard ofanumber ofserious leadership problentbat existed

within the GBuilding, and the JTV@@re broadly prior to the incident that began on February

1, 2017.These ranged from dysfunctional communication practices to verbal abuskcstite
management.

Gb2 YIFIGOGSNI gKI O edéz KESIAR @2 @A LRB®ETEF OSR g6 A

G!tf FTSSRol™1 Aa yS3lFaargdSoé

®ShelleyJohisy [ Aadsly SG Ffodx a¢KS tlFAya 2F LYLINRazyyvYSyi

Ay

wS

wS OA RABHcaQUaArterig0, no. 1 (2013):14cy T / NI A3 |1 I ySeés da¢KS taeoOKz2f23A

Implications for Post N&A & 2 Y | R 2PdzdriesyGhee iR&moved: The Impact of Incarceration and Reentry on
Children, Families, and Communitied. Jeremy Travis and Michelle Waul (Washington, DC: Urban Institute, 2003),
33ccT {KIFIRR al NHdzyI £ & wSPansinebt & Batiety8, ndvk (2031):2F LI aalk 3Ss ¢
5 Independent Review Team interviews with JTVCC staff members, July 20, 2017.
. NHzOS . FefSes a2Keée ¢S CoeQonsdDEMI1e 0Y2, wSKFoAf AGFGA2Y 3¢
https://www.correctionsone.com/jaimanagement/articles/5826788Vhy-we-incarcerateRehabilitation/
" Independent Review Team interviews with CO/staff members, July 20, 2017.
®Independent Review Team focus group with JTVCC line staff, 8la201.7.
7 bid.

|

FINAL REPORNDEPENDENT REVIBMSECURITY ISSVESHE JAMES T. VAIMGCORRECTIONAL GENT 23



https://www.correctionsone.com/jail-management/articles/5826786-Why-we-incarcerate-Rehabilitation/

The Independent Review Tedraard frequent complaints regarding favoritismgarsonnel
actionsrelated toboth hiring and promotional decisiong/hile itis not unusual to hear these
complaints, especially in a facility where there is turmbig Teamalsoheardcomplaints in
some detaithat were more disturbing.During Interviewsthe Independent Revieweamwas
told that correctioral personnelwho hadbeen convicted ofiriving under the influencedU)
andwho hadprotection from @&use(PFA ordersfiled against thenwere allowed to remain on
the job./# In many statescorrectional officersn these circumstances are nallowed to remain
on active dutybecauseheyl NB NBIj dzA NSR (G2 KI @S dzpeNdblato NXA OG SR
carry firearms and suotonvictions and orders would prevent them from being able to meet
those requirementsThe most extreme examplarovidedwasthat a JTVCC supervisor woul
work hisshift Monday through Fridaynd serve a sentence at another Delaes®OC facility
on the weekendsis a result of a DUI convictién.

The Independent Review Team was albte to reviewan email memo issued by a JTVCC
administrator® regarding he implementation of the Community Legal Aid Society,
Incorporated (CIAS) consent agreement! SomeJTVCGtaff members believed that the
instructions contained in the mem@ee Figure &n pagel?) put staff at risk and restricted
their ability toeffectivelydo their joly other JTVCC employees did not shidis opinion.”® In
fact, the Independent Review Teanterviewed several stafhemberswho were confident
that the CLAS&greement could be successfully implementedhet JTVCCespecially since
had been successfully implemented at other Delaware facilifies.

As previouslymentioned in Chapteg, leadership issues existedat levels othe JVTCC, aral
significant disconnect and lack of trust betwefnst-line supervisos and theirsuperiorswas
noted. The failure taremove inmates from the Building based on the intelligence information
developed following thdanuary 15, 2017 inciderdemonstrated the breakdown in security
that developed, in part, from the lack of trust among swgsory personnet?

" Independent Review Team interview with JTVCC staff mesnbely17-21, 2017; Independent Review Team

phone conversation with DOC human resources representative, August 3, 2017. The Independent Review Team

was not provided documentation to substantiate these allegations and was unable to confirm them with court

documentation¢ KS 5Sft | g+ N8 5h/ t2fA0e ¢dodc adrkisSa GKFIG SYLX 288¢

committing a crime, but does not provide any specific punishments.

S Independent Review Teamterview with JTVCC staff member, July 20, 2(fitis examplés accurate, it would

indicate an inappropriate tolerance for misconduct and illegal behavior among employees. It may also raise

potential legal issues regarding individuals currently incarcerated at the JTVCC.

"¢ Email from JTVCC warden to all correctimtaff, November 16, 201@ee note 3).

TCommunity Legal Aid Society, IMCLASIv. Robert M.Coupe is the official civil actiphowever, mayAmerican

Civil Liberties UniorACLYattorneys helps assist in the litigation so many refer to the agregms the ACLU

agreement.

"8The impression of the Independent Review Team is that the memo was a passive aggressive attempt to force the

implementation of the CLASI agreement to fail.

?Independent Review Teamterviews with JTVCC staff membedaly 202017

80 |ndependent Review Team interviews with JTVCC staff, July 20, 2017.
|
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A significant disconnect betweedTVCC administratoend linelevel staffexists, impacting
daily operations

The Independent Review Team identified a significhstonnect betweedTVCC
administrators supervisors, stafind inmatesSome JTVCC stafintinue tobelieve that

nothing will change at the JTVQiespite the changeaslreadybeingimplemented Supervisors
do not believe that they are supported by upper management at the JTVCC or the DOC, and
fear disciplinanaction if they do something out of the norar without prior approval.
Meanwhile the JTVCC administratoasnd senior managment believethey areextremely
supportive of their supervisors and have given supervisors the authority to do what is in the
best nterest of the safety and security of ttiacility. The executiveasdvisedthe Independent
Review Teanthat they believe in their supervisqrand expect them to do what is necessary to
keep the facility operating safelin the end, the lack of directioat the JTVCC frustrated staff
and prisoners alike and tensions grew. Neither di&/CC administratomsor DOCexecutives
seemed to appreciate how the administrative and operational miliethatt TVC@ffectedthe
critical formal and informal control sisns that defined safety and securitytime GBuilding

and the prison.

Actions taken by the State since February 2017

TheDOU 2 YYA &aaA2YySND& 5 A NBGricept® & interacyive [eSderBhp M@rek A LI |
shared with the Independent Review TedhThese are good and necessary first steps to

rebuilding morale at the JTVCC. They are initial steps to erakdoyees feel more appreciated

and more positive about their relationship wiiTVCC and D@#aders Included is thedea

that DelawareDOGCexecutiveshould conductmore frequentvisits to all DOC facilitige help

build staff morale and keep the executives aware of what is going on in all the facilities

statewide.

Additionally, n the Department of Correction 2017 Strategic Plan: 90 Dalyverableswo of

the key objectivespecifically related to leadershif:5 S @St 21LJ [ SI RSNBRKALI 55@S
Program to prepare staff for leadership positions and promotion and to create a succession
planéand d LY IANI Ay ySg f SI RSNE KAL) ROPNEOSALIIQ 267 (WL yailSyf
Walking Around) among all staff to improve morale and address cultural issues.

85 h/ [/ 2YYA&daAz2ySNRa 5ANBOGAGSE 2y [ §SprkiSedByRDOCIol YR / 2y 0S|

Independent Review Team, August 2017, reviewed by Independent ReviewALgprst 2017.
|
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Recommendations

New Recommendations:

1. Prioritize programs and strategies that facilitate more positive cultureamongst JTVCC
staff and between JTVCC staff and inmatésr example, reate a system for recognizing
and rewarding staff for engaging in positive, constructive and effective correctional
LIN} OGAOSad ¢KS ySg oI NRSyrogradfeledregiBtRe I G O2 Ay
military and began employing at the JTVCC, in which a coin was given to employees who
demonstrated positive practice®ublicizing positive practices shown by employeesalso
reinforce employee behavior that is desired.

2. Review and rewte job descriptionsand promotional standardgo reflect the skills and
knowledge required teenhancestaff behavior and facility cultureJob descriptions and
promotional standards are ideal places to promote obtairtimgskills and knowledge that
can erhance staff behavior and build a more positive culture. As promising practices evolve
in corrections, so too should job descriptions and promotional stansf&rd

3. JTVCC administratoshoulddiscontinuethe practice of policy revision/implementatioby
e-mail or verbal communicationCorrections is by necessitya highlystructured and rule
driven endeavor. Whepolicy changes are madad communicated through nen
standardized processes they are subject to inconsistent interpretation and implementation
Whenthestaffdeesy Qi (Y29 6KSGKSNI (12 F2ff 24gnalbkaS 2 F T A (
verbal orderg confusion arises and security is erodd@ivVCC administratostiould releas
updated policies and procedures through a standardized process that includes verbal
communication superiors informing correctional officers during musferand written
communicationt correctional officers receiving a copy of the updated policy or procedure.
Additionally, all affected staff should be required to sign a document indictitatghey
have received, read, and understood changed to policies and procedurdbatritiey will
be held accountable for following and correctly applying the new poligyracedure.

4. The DOC Commissiongtould review the practiceof maskedmass shakedowns by CERT.
During interviews, the Independent Review Team hehed CERT membergere
conducting shakedowrthat appeared to bentended to intimidate inmates. The usé
masks to purposefully prevent identification of CERT members andbleaviors of
AYOuGSyaAaz2ylLtte 2N dzyAyuSydAaz2yl fstbpgroblerssith&dl2 & A y 3

82 A cautionary note regarding this recommendation: Some JTVCC staff members believe that job descriptions and

minimum qualifications were frequently rewritten to ensure that a certain person or persons were selected for a

given position. Anghanges to job descriptions, minimum qualifications, promotional standards, or other job

related items should be discussed prior to the changes being made.

83 Mustert also known as roll callis a quick assembly prior to shift that allows the supervisorff &igpass on

pertinent information to the line staff and provides line staff the opportunity to engage and ask questions to the
supervisory staff. Post assignments are also usually given out at this time and uniform inspections completed.

|
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correctional facilitiesTo ensure that mass shakedowns are conductedimppropriate
manner, CERT members should be required to wear some form of identifircateme tag,
badgenumber, or numbered helmet

5. TheDOGCommissioner should assert the primacytbé central office over the facilities.
Historically the DelawareDOCfacilities have been led by individual warderether than
guidedby the central administration, leading to the perception that each wardeénks2 A y 3
GKSANI 26y GKAYy3Idé ¢2 | OKAdS dshn dd@difectiodfar@ly Oe >~ (i K
DOC faciliesand it must be led by thBOOGCommissionerThe wardens and administration
executives in each of the facilities must then demonstrate their commitment to the same
vision and directionEvery facility and unit within the DOC affects how the department
performs its mission. All agency leaders and staff should be departfoensed, noonly
facility and/or unitoriented. All staff members should be expected and held accountable for
implementing and ensuring the success of the Department's goalsddress this
challenge, the Commissioner and his executive staff should hold regular meetings with
frontline managers (wardens and certain other supervisors). At these meetings, wardens
should describe the conditions at their respective facilities, explarrances in
performance indicators, and gain guidance on strategies to solve specific problems. Also
participating in these interactive problesolving meetings should be civilian and uniformed
administrators who can provide their expertiggerspectiveand support to the leadership
and operations of the department

6. Evidencebased programs and trainings should be prioritized for all levels of leadership at
the JTVCC. KAt S (GKS 5h/ [/ 2YYAAdaA2ySNRa 5ANBOGADSAE
Interactive Leadeship are good and necessary first steps to rebuilding morale, they do not
address the issues of what leaders want employees to do or where leaders want to take the
JTVCC and the D@4&h the help, cooperation and support of the stdfferely creating
online training components and courses regarding leadership do not provide opportunities
for trainees to effectively demonstrate that they can apply the principles learned in real
scenariosTraining shoulgbrovide guidance on strategies that will move the arigation
toward DOC mission, goals and objectives. It shoafdmunicate strategies based on
proven science, and should provide opportunitiespractical applicatiorof those
strategiesby staff.Leadership training should not only focus on safety aristy as it
pertains to the supervisory staff, but the understanding of how important rehabilitation of
offenders is to the overall mission of DOC.

Recommendations from the preliminary report:

1. The DOC Commissioner should develop a detailed stralagiand implementation process
for the Delaware DOC that not only explains what is to be done, but also how it is to be done
(in considerable detail so that each staff member can see where they fit), how it will be
measured, and why it is important to eantx on this effort.

1
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2. DOC should hold a oy conference or similar event to discuss the future of corrections in
Delaware.The conference should be designed to develop consensus among policymakers
and elected officials regarding D@forities, whatthey want DOC to ddow they want to
see it accomplished and ways that they will each support the effort and goals. The event is
an opportunity both to educate policy makers and elected officials on the needs of the DOC
as well as for DOC executives torga support for DOC mission and goals.

3. The DOC should use the strategic plan and implementation process to inform policies,
procedures, and operationsecurity; budgetingexecutive, midevel and staff training;
infrastructure, inmate programing, argervices.

4. DOC executive leadership should endeavor to build and maintain strong relationships with
correctional officers and administrative personnel throughout the agency.

1
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Chapter 4 Staffing Compensation, and Safety and Wellness

Overview

Thelndependent Review Teaf@reliminary review of staffingelated issues at the James T.
Vaughn Correctional Center (JTVCC) confirmed widespread concerns that the JTVCC is critically
understaffed, and as a resuttprrectionalofficers are plgsically and mentdy exhausted. This
exhaustionactively contribuésto officer burnout and turnoverand s in turn, further straining
already critically low staffing level§he low staffing levels and staff burnout also directly
contributed to the negative culture docuented in the previous chapter. In additiorg high
rate of turnover atthe JTVCC mne ofthe most concerning observations documentayglthe
Independent Review Tearparticularly in light of a vast body of scientific literature on the
health and safety risks of burnowRhysical and mental exhaustion not onggatively impact
correctional officer (CO) safend wellness, but also pose significant security risks to
individuals and the institution.

Observations

The JTVCC struggled withtically low staffing levelsvhich were exacerbated bgxcessive
overtime and high rates of turnover

"What is the point in asking for more positions when you can't keep the goe$ave
filled?'®4

b! ONBIFIOKAY3 02Reé A& 0SHGGSNI GKIFIYy y2 02Re@

The current uniomegotiated standard workveek for correctional staff at the JTVCC is 40
hours per weekand is broken down into five consecutive days of eigbir shifts followed by
two consecutive days off, during each sexday period®® The three shifts are divided intd
morning shift whichruns from 800a.m. to 400p.m.1 anevening shift which runsfrom
4:00 p.m. to midnight and anovernight shift from midnightto 8:00a.m.

On top of the standard work week, thamion-negotiated overtime policy indicates that the
State of Delaware will determine overtime availability, with the union participatingituee a

8 StatementmadeA Y NB Il NRA& (2 D2GSNY 2N/ I NySeQa | yyz2dzyOSYSyi
plan would add 50 correctional officers at JTVCC; Independent Review Team interview with a representative of the
Correctional Officers Association of Delaware, Ma3(01,7.

8 bid.

8@ 2dz2NE 2F 22N)] FyR 22N)] {OKSRdz Sax¢ Ay ¢KS {{GFGS 27
Bargaining Unit 10 Agreement (includes, Correctional Officers Association of Delaware (COAD), and the American
Federation of State, Couptand Municipal Employees, AELO, Council 81, Locals 247, 3384 and 2004, effective

July 1, 201% June 30, 2018), reviewed by the Independent Review TeamMagust 2017.
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fair distribution of overtimelf there is a needor overtime within four hoursit is first offered

to employees who are on duty at the tinaed have signed voluntaryovertime list. However,

the Statecan alsalesignate mandatory overtimte2 NJ & F NB ST S iftheyinid®@ Y LI 28 S S
RAAUONROGdzAAZY 2F 20SNUAYS aFlFRfa (2 YSSO 2LISNT

Gorrectional officersat the JTVC(&ported moutinely working double shifts a total of 16

consecutive hours andbeingdfrozere upwards oftwo to five times per weekThisresulted in
somecorrectional officersvorkinga total of up to 80 hours of overtimequalingtheir

standard 80 hours per pay perigélin some caseshe overtime requirements are so excessive

that correctional officergeported routinely missing out on important family events due to

0SAYy3a GaFNRISyé |G GKS SyR 2F GKSANI aKAFAH 2NJ o
Lidzi Ay &&AE YwWhléithe @xcdssivarhoRnPdf yiabdory and forcedvertime

is not necesarily at odds with the uniomegotiated overtime policythe continued reliance on
excessiv@vertime at the JTVCCriseded tocompensate fothe staffing shortages caused by

the number of vacant positions arigh rates of turnoveat the facility.

Thereliance on overtime to compensate for critically low staffing levels is a risky practice. The
recent Community Legal Aid Society, Inc. (CLASI) I&sast added an additional layer of
concern and confusion to this already critical staffing situation.cbneectional officersat the
JTVCC ameeply concerned over the staffing implicationgloé CLASBAwsuit, yet, theJTVCC
administratorsdoes not believe that implementingpe CLASI recommendations will require
additional staff. Due to this combinatiasf factors, the overall quality of the workforce has
progressively declined #he JTVCQomplacency and accegtce of marginal performance
havebecome the normand turnover rates are high

High rates of turnoverare concerning in any professigmarticularly in light of a vast body of
scientific literature on the health and safety risks of occupational stressors such as long work
hours, rotating shifts and overtime for which low sedported job satisfaction and

organizational commitment, high lout, and turnover intention are linked outcomé$.

81 2dzNBR 2F 22NJ] YR 22N)] { OKSRdzZ SaxfEorrkcyon St&eSMefiti | 4GS 2 F 5 ¢

Bargaining Unit 10 Agreement (includes, Correctional Officers Association of Delaware (COAD), and the American

Federation of State, County, and Municipal Employees;(A6l. Council 81, Locals 247, 3384 and 2004, effective

July 12015¢ June 30, 2018), reviewed by the Independent Review Team, May 2017.

88 Independent Review Team interview with a representative of the Correctional Officers Association of Delaware,

May 1, 2017.

89 The CLASI lawsuitiefil by the Community Legal ABbciety, Inc. of Delaware (CLASI) argues that the treatment

of inmates with mental illness within Delaware DOC facilities, and specifically within JTVCC, is in violation of both

the U.S. constitution and the constitution of the State of Delaware. A setttemreached in September 2016

resulted in a number of recommendations for implementatioy JTVCC administratos improve conditions for

inmates withmental illness currently housed in secure/restrictive housing units.

9 See for example, C. Finneyebdd G h NBFYAT FGA2yFf aiNBaaz2NBR aaz20Al (SR ¢

2FFTAOSNRBY | aBME BUBIE Haalth) noNS8 @019),@ahé R. Hepburn and Paul E. Knepper,
G/ 2NNBOGA2YIf 2FFAOSNRA | a Kdey kg aFhdame p@gelnolk SNEY ¢KS §°
(1993)31%0 0T T 9NAO D [ YOSNI Si Ffodx a¢KS AYLI OGO 2F RA&GN
aliNBaasz 2206 al dAratlk OdA 2 ylaurnhl ¢f RringnhlBustis, hol 6(2002Z)y6K4656; BrcY YA (i Y Sy |

|
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Indeed,6S Y LI 28SS (dzNy2@0SN) Oy KI @S RS@GFaidldAy3a S7T7
GSN¥Ya 2F NBONMzZAGAY3I YR GNIFXAYyAYy3d O2alax odzi |
security d the institution as well as the safety of both staff and inma¢¥sThis is especially

apparent at the JTVCC.

Low salaries and limited upward mobility have contributed to reliance on overtime and high
rates of turnover at the JTVCC

GLYTFTSNAZ200 BB SNINEBERFRENE 2 NBFazy (2 LINRY2Q(:

In addition toexcessive overtime, the low starting salarydlack of substantial pay increases,
and minimalpromotional opportunities, have contributed to high rates of officer turno\eor
example correctionalofficerswith 20 years of service in the DOC were paid leas $10,000
over their starting salarywhich has remained consistent across fiscal years (see Bgure
below):

Figure3: Delaware DOC Pay Scale, Correctional Officer

0-2 years 2-5 years 5-10years 10-15years 1520 years 20+ years
FY 2016 | $31,586.00 $32,059.79 $33,021.58 $34,672.66 $37,099.75 $40,438.73|

FY2017|$32,059.79 $32,540.69 $33,516.91 $35,192.75 $37,656.25 $41,045.31|
FY2018|$32,540.69 $33,028.80 $34,019.66 $35,720.64 $38,221.09 $41,660.99|

According to the Correctional Officers Association of Delaware (COAD), the low salary for
Delaware DOCorrectional officerss a primary source of grievance and has contributed, to a
GuM&ESIE N F gSNF 3S3T pr1 UiSaNViGwoliemlazsiif IFENITMECH S ® €
betweenJanuary 1, 201&ndMarch 31, 2017, 62 out of 75 employeesluntarilyresigned?®®

[FYOSNIL IyR 9dz3SyS ! o tl2fAyS>s a¢t 1S GKAa 2206 FyR &

& 0 | JpaErRléof Criminal Justié8, no. 2 (2010):13@ny T / ® hoAR2F Sid I f ®X a5SLINB

amord O 2 NNB O i AJauyhal of DEcEpationdlNEd Edvironmental Medi&Bgeno. 11 (2011); Ikwukananne

Ld ! RSOKdzZl 6dzz &/ 2NNBOGA2y It hTFFAOSNI ¢dzNYy2OSNY hT al af 2,

Public Personnel Manageme3, no. 2 (R09): 6982.

TONRAO [FYOSNIL YR blydé 123y a¢KS LYLRNIFYyOS 2F W20 |

¢ dzNJ/ 2 @ S NCxinhinAl D SHee Redied4d, no. 1 (2008): 9618.

92 Independent Review Team Interviavith a representative of the Correctional Officers Association of Delaware,

May 1, 2017.

B!l Gar OKYSyida !'k.k/Y 'YAG mnX /2NNBOGA2YIFE hFFAOSNI ! Yy«

Department of Correction State Merit Bargaining UriitAgreement (includes, Correctional Officers Association of

Delaware (COAD), and the American Federation of State, County, and Municipal Employ€d§), AFduncil 81,

Locals 247, 3384 and 2004, effectivey y 2015 June 30, 2018), reviewed by the gpEndent Review Team,

May ¢ August 2017.

% Independent Review Team interview with a representative of the Correctional Officers Association of Delaware,

May 1, 2017.

Bg[Aal 2F 9YLIX 28SSa ¢SNNAYI G§SR T NIprovidedtbyDOC B Independemt mc ¢ K NI

Review Team, May 2017, reviewed by Independent Review Teang Magust 2017.
|
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For many of theorrectional officersvho remain, they haveome to rely heavily on overtime

as a supplement to thelow salariesin fact, hie State of Delaware, Office of Auditor Accounts

found that in Fiscal Year (FY) 2016 and part of FY 2017, nearly $39 million of overtimes costs

were paid by theDelaware5 S LI NI YSYy G 2F / 2NNBOGA2Y ohBsh/ 0ZI dGo
O2ad 27F I f {9 Daring the RY 2027 peviddst wabreviewed, the average overtime

cost was $838,839 per pay periddThe overtime paid tall DOC employees during FY 2016

and 2017 amounted to nearly 38 percenttbé total overtimepaid t all State employee&

In addition to thelack of competitive salarieshe limitedopportunities for promotion arex
significant source of grievance foorrectional officersat the JTVC@s a resulof limited
upward mobility, somefficerstake advantage of external opportunities alghvethe JTVC®
join municipal police departments becseiof better pay and statu.

The low salary and limited opportunities for upward mobility has not only impacted the
retention of correctional offices, but has also impacted the ability to recruit new officers,
further contributing to staffing shortage®uringaninterview, thelndependent Review Team
was toldthat cadet classes are about half the size they were before the incident.

Certaintimekeeping practicest the JTVCC are problematic

Upon enteringand exitingthe facility,Delaware DOC employees assigned W C@re required

to clockin and clockout.! However, in instances where staff members ctotkefore their

shift or clockout late, changes are made by JTVCC timekeepers to reflect the employees as
arriving at the exact scheduled stamd leaving at the exact scheduled evfdtheir shifts For
example, if an employee arrives early, to ensure that they allot entinghto walk to their

post at a far end of the JTVCC compound, that time is modified and therefore uncompensated.
| RRAGAZ2Y @&z 3%neldfarseach it isvaludeary; &nplbyees who clock

in early to attend have their cloek time adjused to indicate that they arrived at the

scheduled beginning of their shiftikewise, if an employeis waiting until their post is properly
relieved andherefore leaves after theischeduled shift ends, their clodut is modified to

reflect that they tockedout on time.While many of thecorrectional officersnterviewed by

the Independent Review Team indicated that these timekeeping modifications are a common
practice at the JTVCC, they also noted that the changes are not communicated to them prior to

BeK2YFa 21 IYySNE WNIPZ a5SLI NILHYSYyd 2F / 2NNBOGAZ2Y hOSNIAYS

Delaware, issued May 22, 20T#tp://auditor.delaware.gov/wpcontent/uploads/sites/40/2017/05/Department

of-CorrectionrOvertime Analysisinspectionl.pdf.

97 1bid.

% bid.

% Independent Review Team interview withigpresentative of the Correctional Officers Association of Delaware,

May 1, 2017.

100 | pid.

101 ndependent Review Team Interviews wihVCC line staff and supervisors, JWg1,72017.

102See note 81 fodefinition.
|
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http://auditor.delaware.gov/wp-content/uploads/sites/40/2017/05/Department-of-Correction-Overtime-Analysis-Inspection-1.pdf
http://auditor.delaware.gov/wp-content/uploads/sites/40/2017/05/Department-of-Correction-Overtime-Analysis-Inspection-1.pdf

being made. Thereforehese modifications do not appear to follestate and federalabor
laws and standardandare potentially illegal

Correctional staff at the JTVCC feel undervalued and dehumanized

Observations and interviews by the Independent Review Team strongly suggest that JTVCC staff
are burned out as a result of loigrm untreated stress, as well as emotional, cognitive, and
physical exhaustion, stemming in large part from the excessiveiowethat is being worked.

This level of work intrusion intthe correctional officer® LISNAR 2yt f A @Sa KIF a St
sense of workife balance with significant impacts on their individual, and most probably, their

FIL YAf &@Qa VYS yelnessWKISisstie§ & wdrkjeRalance and the stress it produces

are seemingly inherent to the corrections professitire Independent Review Team observed

that these issues are being experienced to an extreme degrédeatTVC&3In fact, here is

ample eviénce of burnout throughot the rankandHile, especially since the incident that

began on February 1, 2017 n&imber of officers who used to take overtime assignments have
either stopped volunteering for overtime or have resigradtbgether04

Theexcessive amounts of overtinveorkedby JTVCCorrectional officeralsoimpact their

performance and ability to function in a safe and effective manmhrs very sentiment was

discussed during an Independent Review Team focus group with Z6M€ion officers.
CorrectionofficerswereRS 4 ONA O SR &4 6SAy3a a2 SEKIdzAGSR GKI
and behaviog & dzOK GKIF G aiGKS dzyl OGSTh#tiphysicaSandorerde? YS & | ¢
health ofcorrectional officerss critical tothe safety ofthemselvestheir families,other

officers, inmates, and theverallcommunity.Especially in &acility facing other significant

challengesan officer whose capabilities, judgment, and behadogadversely affected by

poor physical or psychological health ntsyexacerbated and add thié cycle that permeates

the JTVCC.

PrisonS.M.A.R.T.

t NAazy {dad! dowd¢d A& F LINRPINI Y o6l asSR
GKAOKXZ aiSIHOKSa I RIFIYyOSR ONBI OKAyYy3 LN
GKS 02R& YR (KS YAYRIZI¢ | yR Ilath tdXeduCexhel
I OOdzydzZf F SR STFFSOUua 2F aaNBaa yR yS3
that enable participants to better reduce and manage stress in their lives and handlé
future conflict and stressful situations successfully. PriSaM.A.R.T. has been
implemented in over 45 countries in the past 24 years.

For more information about the Prison S.M.A.R.T. program, faigt://www.prisonsmart.org/.
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1041ndependent Review Team interview with JTVCC staff menbey 19, 2017.

105|ndependent Review Team Interview with a representative of the Correctional Officers Association of Delaware,

May 1, 2017.
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It is also likely that some members of the staff are suffering from mental health ssues
including depression, anxiety, and pdstumatic stress disorder (PTSDgs a result of the
incident that began ofrebruary 1, 2017Among the welldocumented psychological outcomes
of high and chronic stress are depressf§iand PTSB?’ Suicide is an outcome that has also
been linked to depression and adverse life evéfitf\dditionally,research on absenteeism
indicates thatcorrectional officeraise sick leave as a way of capinith thetypes of
occupational stresthey deal with on a regular basi® Delaware DOGfficialsreported that
outreach to correctional staff in the aftermath of tlecident that began ofrebruary 12017
regardingbehavioral health consisted of arrangements for members of the Delaware
Psychological Asciation to provide free shotterm counseling to DOC staff and their families,
as well as emails to staff directing them to external resources ansilgesiloting of the Prison
Stress Management and Rehabilitation Training (Pr&dhA.R.Y peerto-peerprogram to
work with staff directly involved in the incideAt?

Additionally, because JTVCC staff feel undervalued, in the aftermath of the inthdebegan

2y CSONXzZENBE MXI HAMTI | ydzYoSNJ 2F WeHABngSY LI 2 &
with the high rateof turnover, this combination of factors only exacerbates the already critical

staffing issues at the JTVCC.

Actions taken by the Stte since February 2017

In April 2017, seven Delaware DOC staff members completed a critical incident stress
managemen{CISMourse at the Wilmington Police Department and obtained certification to

run CISM debriefsfier a critical incident. ThBOCEmployee Development Center, which

administers CISM debriefis working to standardize the administration of CISM debriefs going
forward 112 Additionally,d Y2 NBE (0 KI'y onn K2dzZNE 60a0SYYAy3a FTNRY
were devoted to behavioral healtlsLJLJ2 NIi 0 KNR dzZ3 K @I NA 2dza | @Sy dzSa
and,d I NN y3ISYSyida 6SNBE YIRS T2NJ AYRAGARdAzZ £ | yR
Delaware Psychological Association to provide free short term crisis counseling to DOC staff and

06f @ W [ dzLIASY SiG [ fodr a9FFSOGa 2F aidiNBaa (NGB dAK2dzi (K

Reviews Neurosciea0, no. 6 (2009):43d npT 9d ad al ft2ySe Si It dZ &/ KNRYyAO

allostatic load: results from a populatidrased cas®© 2 y (. N2 f & (i d&#gchosoyhati©ONedlitidBLAND.S &

(2009): 549%656.

W d Wod [dzLJASY &@ HKNR dEKRHAOWNXK S2 T AFENBI v ;DyA Gldv&EG O NI Ay >

St todx a!tt2adridA0 t2FR AYy BPsgchi&ns9, goA3i(2006): YORO3.6 A (1 K2 dzi t ¢ {

W2 Ky alyys a¢KS y SNiNE BedidiieR sl (898): 2580zA OA RS = ¢

109 Nonfatal occupational injuries and illnesses requiring days away from work for state government and local

government workers, 2008 & 200@Vashington, DC: Bureau of Labor Statistics, 2010).

10 For more information about the Prison S.M.A.R.T. program, faist-//www.prisonsmart.org/.

mp yea / K SMaNBCT candnissioner asks correctional officers not to participate in coordinated sick calls,

WDH, April 17, 201 7http://www.wdel.com/news/e-maildoc-commissionefaskscorrectionatofficersnot-to-

participate/article df1067d23a611e7-8a94ef7df3609eaf.html

112DOC Preliminary Progress Reffsee note 14)
|
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their familiesé in response to the incident that began on February 1, 283 Behavioral health
related outreach to correctional staff aftéine incidentalsoconsisted of: emails to staff with
informationon behavioral health resourcesmails with informatiyy 2y O Kauimd&k NBy Q&
responseand an informational PowerPoint presentation on suicide risk and response also
emailed to stafft!* The DOC further reportetthat it is in the early stage of bringing in Prison
S.M.A.R.T. to work with staff directly involved in theident, and pending the success of a pilot
trial, rollingit out more broadly.

In June 201,/Governor Carney and the State of Delaware hisaaries for Delaware DOC

corrections personnel. On Junef2Governor Carney and the Correctional Officers Association

of Delaware (COAD) announced a ty@ar agreement to raise thannualstarting salary to

$40,000 in FY 2018, and to $43,000 in FY 2019, descrilibd BDAD Presidentas I A NB I {
firststepintfS  NA 3 K (i “Rriandiiohiioiti® yackeases in starting salaries, the

agreement also includes the creation of a new labor management committee to focus on
dldzReAYy3a agleéa G2 KSELI NBONHZA G FyR NBUFIAY 2F°F
Ay 5StlglaNBQa LINRAaz2y

In July 2017, Governor Carney signed the fiscal year 2018 budget plan allocating $16 million to
fund pay increases for correctional officétéand as of July, 2017, the State of Delaware
Correctional Officer recruitment posting reflects a $40,08Guy 118

Also n July 2017, th®OC Preliminary Progress Report (Provided in Response to the JTVCC
Independent Review Preliminary Reparé)s released with specific responses regarding staffing

and resources. According to the repait W¢ + / / A &for thé& Belawake)Staffing xXn@lysis

(DSAT) staffing review procdafready begun at other DOC facilitieBleliminary JTVCC

staffing needs data will be submitted as part of the FY 19 budget proteissstaffing analysis

is scheduled tdbeginon July 102017¢1°L y (G KS YSI YGAYSZI D2@SNY2NJ /|
included authorization for 50 additional correctional officer positionthatJTVC&°The

113 | bid.

14 1bid.

WegD2PGSNY 2N / I NySex /h!5 1yy2dzy 0SS ! aNBSYSyid G2 wlAias /2
2017,http://news.delaware.gov/2017/06/20/48390/

118 | pid.

WaD2@SNY 2N / I NySe {A3dya craldrft ,SIENIwnanmy . dzR3ISG tftlys
July 3, 201 7http://news.delaware.gov/2017/07/03/governacarneysignsfiscatyear2018budgetplancapping
generalassemblysession/

U8¢ / 2 NNB O ieex RegruitnenhAFrodncement #070:MBDB0loy nnnnzé { G+ dS 2F 5SSt g N
Independent Review Team, August 2017.

H19pDOC Preliminary Progress Reffeee note 5.t SNJ G KS 5SSt g+ NS 5h/ %X G4KS 5{!¢ GSI
of DOC personnel, whoceived training from the National Institute of Correction (NIC) on conduetitmgrough

Al FTFAYI FylLfearaos

gLy @SadAay3a Ay GKS 5SLINIYSyd 2F /2NNBOGAz2yz¢ {GFLGS 27
http://governor.delaware.gov/wpcontent/uploads/sites/24/2017/06/Investingn-the-Departmentof-Correction

June6-2017pdf.
|
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report also indicated that a 2015 course entiti@dC NB Y / 2 NNBOUA 2y | £2isCIl (G A 3 dz
y 2 ¢ Iferail 8s part of Correctional Employee Initial Training (CEIT). Staff hired prior to the
O2dzZNBS o6SAy3a FRRSR G2 /9L¢ OFy RBdditignalls NI F2 NJ
the DOC has issued a request for proposals for chaplaincy service8@op&sonnel.

Recommendations

New Recommendations:

1. To the extent possible, reduce reliance on mandatory overtime and limit the number of
overtime hours per week for employees at the JTV@®Gile the DSAT staffing study is
being conducted, it was made clear to the Independent Review TeandThaEC
administratorsNB f A SR 2y GFNBST Ay3é SyLit 285S8a | yR dza)
shortages, leading to burnout and turnovéimiting the relance on mandatory overtime
and capping the number of overtime hours has the potential to create a positive-hMerk
balance and reduce turnovecientific research is clear that fatigue impacts judgment,
tolerance for stress, and increases irritabilitydaopportunity for error. It also makes the job
less attractive for new recruits and impacts the organization's ability to recruit and retain
quality employees.

2. JTVCC administratoshould identifyevidencebased programs angractices that address
officer safety and wellness in correctional facilitie3TVC(@@adership should ensure that all
personnel involved iyor affected bythe incidentthat began on February 1, 20dr any
incidentt feelvalued and are provided access to the physical and mentdihessources
they need in order to perform their duties safely and effectiv8li’VCC administrators
should create a role ahental health incident commander to overseerrectional officer
mental health andvellnessWhile sharing information about services@mmendable
many individuals need help accessing and navigating those serwicttgrmore, it is not
unusual for postraumatic stress to manifest itself several weeks or months after an event.
Followup couldfall under the purview of a mental health incident commanéksr.

3. The JTVCC must evaluatetithekeeping practiceso ensure they adhere to state and
federallabor laws.Upon entering and exiting the facility, JTVCC staff are required to-clock
in and clockout. However JTVCC timekeepers have significant leeway to modify
SYLJX 2 & S &t clackoat thjes without communicating the changes to the

21 OO2NRAY3I (2 GKS NBLR2NIX GKS OdzZNNRA Odzf dzYz al aa u

AYLI OGa 2F O2NNBOGAZ2YlIf 62N)] 2Y AYRAGARdAzZ ta FyR FlYALA:

122DOC Preliminary Progress Reffeeenote 14)

123 Recommendation adapted from Frank Straub, Brett Cowell, Jennifer Zeunik and Ben Gtabaging the

Response to a Mobile Mass Shooting: A Critical Incident Review of the Kalamazoo, Michigan, Public Safety

Response to the February 20, 2016, M&sooting Incider{fiVashington, DC: Police Foundation, April 2017),

https://www.policefoundation.org/publication/managinthe-responseto-a-mobile-massshooting/.
|
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employees! y& OKIy3Sa (2 |y SYLX 2eSSQa GAYS &akK2dz
priortobeingmadeand K2 dzft R | £ 42 Ay Odupaiisor. Aditonaf/yiief 2 8 SSQ
practiceof timekeepers modifying cloek and clockout timesshould be evaluated and

changed to ensure adherence to state and federal labor laws and standards.

4. JTVCC administratoshould compel participation in critical incident debriefings or pest
incident counseling not only for those directly involved but also for those not involved.
These debriefings and counseling sessions should includectional officerand support
staff. Recognizing that resources are an issue, administration executives should consider
unit, team, or departmemtevel debriefings to bring closure to the evemhis may also
alleviate some of the significant turnover since the incident.

5. DOC andTVCC admistrators should mandate officer safety and wellness training for alll
correctional officers on a regular basigVhile it is commendable that the C NB Y
/| 2NNBOGA2yFf ClLGATdzS (2 Cdzf FAf € YSYyidé GNI AYyAy
Training (CHI), offering it as a refresher training for staff hired prior to the course being
added is insufficient. A mandatory training that focuses on key principles of officer safety
and wellness in correctional facilities, addressing steggbsfatigue and idenifying when
and where to seek additional assistance is imperative.

Recommendations from the preliminary report:

1. Conduct a comprehensive staffing study to identify proper staffing levels at the JTVCC.
2. Update and implement a practical fatigue/strgsslicy that accounts for workfe balance.
3. Create a promotional career ladder with competitive salaries, and +hasid recognition.

4. Provide Critical Incident Counseling and Training in Stress Management and Reduction, such
as Mindfulness Training.

1
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Chapter 5 Policies, Procedures, arféractices

Overview

Wellwritten relevant, policy and procedure is the core of contemporary correctional
operations.All correctional agencies must establish widfined and concise written directives
to inform and governbehavior and setlear expectation$or correctional officers and inmates
They als@onfirm that administratiorexecutives haveerformedtheir role, serve aghe basis

for staff supervisiorandtraining, andmitigate liabilityif there is anincident or lawsuit?*
Especially in correctional facilitiegbe issues of administrative liability, accreditation standards,
case law, and the need to support professional behaviake having clearigefined and
strongwritten polidesand procedurs a necessity:%°

Observations
Policies and procedureare inconsistently applied, if applied at all, at the JTVCC

The Independent Review Teamas toldduring interviews and directly observed, a facility
plagued by inconsistent application of policies and procedures, if theg@pkedat all. During
focus groupsJTVCCorrectional officersnentioned that thereare no accountabilityneasures

in place to ensure that staff membersad and understand policies and procedures #rel/
haveno responsibilityto effectively apply themln fact,some JTVCC staff memberdicated

that they have not read,nor dothey regularly consult, th&elaware Department of Correction
(DOC) or JTV®®licies and Procedures MansiaDthers indicated that they intentionally
deviate frompolicies or procedures that they feel restrict their ability to effectively do their job.
Meanwhile, othercorrectional dficersindicated that they rarely deviate from the written
policiesand proceduresThis inconsistency was not only identified as a significant area of
concern by both staff and inmates, but undeniably contributed to the deterioration of a safe
and securdacility, and directly contributed to the incident that began on February 1, 2017.

For example, por to theincidentthat began on February 1, 201ah updateto JTVCC Standard
Operating Procedure 4\®as issued via email by a JT\&Q@inistrator(seeFigure 2on page

17). Since the update was issued via emaihd somecorrectional officerglo not have access
to a computer during their shiftssomecorrectional officersvere unaware that the update

had been issued and others only heard about it via wafrchouth. Additionally, since some
correctional officerdelieved that the modificatiomll but took awaytheir ability to do their
jobswhile maintaining the safety and security of the institutiahey intentionally chose to
ignore it126

246/ 2NNBOUGA2Y I t2fA08 YR t NPOSRdAzNBZ¢ bl A2yt Lyadadiadz
https://nicic.gov/policy
1251hid.

1261ndependent Review Team Interviews wifhVCd@ne staff and supervisors, May3, 2017.
|
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Well-written relevant, policy and procedure is the core of
contemporary correctional operations.

Additionally,while the JTVC@olicy currently mandates thatll supervisors must sign in and out
as theyconductsecurity rounds on posts during their shifiecause thexis no accountability

for supervisors who do not sign in and out, few supervisors actually do sign in and out, and
even fewer actually conduct security roun@&en when JTVCC administrators randomly
inspectsthe sign in sheets toheck whether superviseraredoingtheir roundsand signing the

log sheets, there is no corrective action taken, nor reprimand levied against, supervisors who
have not done s@?’

This is coupled with the fact that the policy on searching individuals and their belongings prior
to entering the compound is inconsistently applied. The Independent Rewaam Bbserved

staff members entering the facility with unsealed cups and bottles, containers that were not
clear, and brown paper bagsome were required to go through a metal detecor scanner,

while others were natA similar lack of consistency was observed with officers removing their
utility belts to be searched, and not one officer removed their shoes to be inspected. As a result
of the inconsistent application of policies apdoceduressupervisors conducting security

rounds on their shiftsand security checks ahe JTVCC prior to enteririge compound and

housing units, contraband is easily introduced into the JTVCC, impacting the overall safety and
security of the facili.

Post ordersare implemented based on impulse or preference, if implemented at all the
JTVCC

Post orders are written procedures, requirements, guideljesl tasks for conducting
operations at a specific post or station in a correctional facitftyPost orders should be clear
anddetailed and shouldexplain how to operate the post dailyheyshould beaccessible on
every post for reference and reviewor exampleif acorrectional officelis assigned to manage
ahousing unitpost orders shouldetail time(s)for: meals inmatesto be out forrecreation,
inmatesto be able to take showers and upbones, maihand out inmatesto be able to visit
with medical staff for noremergency illnesses and injuries, aandy other routine task
conducted ddy. The st orders shouldlso identifyalternative recreation schedulesd
locations, if outdoor recreation isanceled due to inclement weatherhese orders provide
stability to the facility anghould be operatedonsistentlyacross all shiftswith necessary
exceptions for timespecific programs and opportunitieRecreation, programand meal
schedules shouldlsobe posted in common areas of the facility so that inmates are aware of
the daily schedule.

27Independent Review Team phone conversation with JTVCC executive, August 8, 2017.
28/ 2NNBOGA2Y Il t2ftA08 IyYyR t NPOSRdA2NBEZé¢ bl GA2ylFf Lyaidaidz
- - - - - - - ]

FINAL REPORNDEPENDENT REVIBMSECURITY ISSVESHE JAMES T. VAIMGCORRECTIONAL GENT 39



Much like the inconsistent application of lpmes and procedureat JTVC(ost orders are
implemented based on impulse or preference, if implemented at all, which also contributes to
an insecure facilityd TVCC staff also indicated to the Independent Review Treatrpost orders
are only availablenline. Thereforejf a computer is noaccessible on the postprrectional
officerscannot review th& post ordersor print out schedules for the inmateand therefore

run their postwithout necessarily complying with ordet¥

The inconsistent apation of post orders contributed to the introduction of contraband into
the GBuilding prior to the incident that began on February 1, 2017. JTVCC staff indicated to the
Independent Review Team thdtea post ordes on conducting shakedowns of two cellsrpe
shiftt to look for contraband is inconsistently applied, or entirely ignoréé’ Some
correctional officergold the Independent Review Team that they frequently do not conduct
the required cell shakedowns because they know that the DOC Community Emergency
Response Team (CERT) will conduct them wineynare called into the facilitior mass
shakedowng?3! This was corroborated bynafficer, who told the Independent Review Team
that, in some casethe JTVC6&taff do not wantto undertake some aspects tieir job, instead
relying onCERT to dthose tasks3? However, because of the inconsistent application of post
orders, the @Building was not protected from inmates possessing contrabBudng the
incident that began ofrebruary 12017 the inmates tlat took overthe GBuilding were in
possession of weaponghich are the most severe type of contrabakdhile it is uncleaif the
weaponsthey possessediere homemade shanks or knivesis clear that the inmates should
not have had access to them.

Poicies, procedures, and post orders are not comprehensatehe JTVCC

To the knowledge of the Independent Review Team, based on interviews and reviews of DOC
documentation, he JWCC did not have a clear polipypcedure or post orderetailing how to
operate housing tiers and entire housing buildings during the mass movement of inmates,
based on the staffing levels, layout of the tiers and the building as a whole, and security level
classifications of the inmate$herefore, there wago document to provide direction to
correctional officeron how to safely move all of the inmates to and from recreation, to and
from meals, and any other instances where mass movement of inmates is necessary.
Additionally, no policy, procedure, or pastder wasin place to search all inmates prior, @nd

at the conclusion gfany sort oimass movementin many instances, in order to allow
correctional officerdo effectively observe and manage mass movemeaspecially as inmates
are going to and fromutdoor recreatiort facilities allocate separate moving times for each
tier. However, because there was no policy, procedure, or post order to effectively and safely
oversee mass movement of the approximately 126 inmates in tBeifding as they left and

129|1ndependent Review Teamterviewwith JTVCC officer, May5} 2017.

130post Order Indexprovided by DOC to Independent Review Team, May 2017, reviewed by Independent Review
Team Mayg August 2017.

13 Independent Review Teamterviewwith JTVCC executivauly 19, 2017

132 bid.
-
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returned from recreation(even thoughGBuilding was fully staffed when the incident begyan
the staff lost control of @Building and wer@ulnerable b bengtaken hostage.

JTVCC administratoend leadership frequently override policy and procedure deoiss

The Independent Review Tedrad little success in findingarrectional officeror staff

memberat the JTVCC who has much confidence initimeate security levetlassification

systemand other policies and processes related to inmate security classific&tibite

elements of theclassificatiorsystems used in the JTVCC are successfully implemangtder
correctional facilities in Delawaremployees at the JTVCC suggested tdndependent

Review Team that they have little to no confidence in their success at the Jo&&2aGselTVCC
administratorsand leadership frequently override their decisioh®t only does this suggest

fIr 01 2F 02y TARSYyY OS butaocalntk 8f canfidanieSnvie staffldang deNI O &
classification.

Beforehousing an inmateJTVCC staff must administer a series of inmate security and program
classification instruments to each inmate. In addition to the standard security classification
instrument, staff must administea Level of ServidaventoryRevised (LSR)33 on most

inmates a RiskNeedsResponsivity (RNRjinstrument, anda Prison Rape Elimination Act

(PREA) scoring instrumenithe LSR is a wellecognized riskeeds instrument utiied by a

number of correctionasystens,the RNR is designed to assess an inmate based on the risk they
present and what they need to respond positively to reduce the likelihood of recidivism upon
release, and the PREA instrumertempts to measure apedsy Qa @dzf Yy SNI oA f AGe 0
exploitation or their propensity to engage in predatory behavior within the correctional
setting13>While all of these instrumentsere designed to serve a purpgsmme JTVCC staff

feel there is little use for them at the JTV.CC

The Independent Review Team was told by some JTVCC staff that their belief that these
instruments have little to no purpose comes from the fact thavCC administratoasd other
leaders frequently override the classifications made bydlassificatio administrators. For
example, the Independent Review Team was told alfout levels of review above the person

133The Level of Service InventeRevised (LSW0 A& |y [ dasSaavySyid (22t dzaSR (2 ARS
reoffending. The tool involves a survey of offender attributes and their situation, and may be used to make

supervision and treatment determinations. See D.A. Andrews and Jamds Bonté I § Lal { ! a4S &
accessed August 30, 20hitps://www.mhs.com/MHSPublicsafety?prodname=isi

134 The RiskNeedsResponsivitfyRNR) instrument is a tool used for offender assessment and treatment. Upon
FaaSaaiAy3da Iy 2FFSYRSNRa NRal yR ySSRaszx GKS G22ft YI dOK:
32 ta& FyYyR NBRdAzOAY 3 MNEeOsRéspodsivi (i & vOb VONR Y S YWdz{ ISBA BIywA @ 2 ¢ [ ¢
Correctional Excellencaccessed August 30, 20htps://www.gmuace.org/research_rnr.html

135The Prison Rape Elimination Act (PREA) is a federabksgeby Congress in 2003. The law requires
O2NNBOlA2ya FLOAtAGASAa (G2 FaasSaa 'y AyYFiSQa Nral 2F o
G26FNR 20KSNJ AYyYIF(iSa Rdz2NAy3 +y Ayidlr1S aONBSyAy3asd {SS a
F0dzaA @Sy Saaszé bl (A2 ddedssed August 30W2D Brp NI Srearésguicé dher.org/ec

item/1189/1154 Escreenngfor-risk-of-victimizationand-abusiveness
/|
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who completeghe classification instrumenthe Institutional Based Classification Committee
(IBCC), the treatment administratahe SecuritySuperintendent oPrograms, and the warden.
Approximately 20 percent of the inmate security classification scores were overriddERMEC
administratorsor one of the levels of review® Likewisefew programsare in placen which to
place the inmate®ased on the results of the LRlandlittle consistencyexistsbetween
personnel who administer itenderingthe instrument is almost worthlestikewise, the
Independent Review Team was told that scores from the PREA instruvmeeatoften
guestioned baed on completely erroneowsssumptions andharacteristics suchas a

LIS N& 2 y(dlarge deksbnQould not be a likely victinthat defeat the purpose of the
instrument.

Additionally,correctional officersand firstline supervisors feel that their cemmendations to
move problematic inmates are overridden ByVCC administratoand leadership. As detailed
in Chapter2, following an incident irthe GBuilding on January 15, 20XQrrectional officers
and firstline supervisoraittempted to notifysuperiorsof certain problematiagnmatesthey
believed needed tde removedrom the GBuildingand indicatedhat theyfelt that if the issue
remained unaddressegomethingelsewas going to happen in-Building*®” However the
correctional officerand someof the firstline supervisorbelieved that even if moves were
made their superiors would override the decision to move themuch like they override
classification decisionsto avoid potential grievances and lawsLiit§

Actions taken by the State sincesbruary 2017

In July 2017, th®OC Preliminary Progress Report (Provided in Response to the JTVCC

Independent Review Preliminary Repard)s released with specific responses regarding

policies, procedures, and practicésccording to the report, progress being madéo break

GKS / 2RS 2F {AfSyOS o6& AYLIXSYSyGAy3as aiKS 5h/
jdzSaiA2yas O2yOSNYyasz wlyR8 adzZZasSaidArzya RANBOID
O2YA&ARSNAY 3 | LINE Lig didldgue édt2hE prigoh facilities, bothbefwednY LINE &
staff-staff and betweenstafh Yy Y 1 S&4Z¢ YR KIFIada ARSYGAFASR RI GO
the creation of a performance management system to hold staff accountable for the

implementation of, and adhe@nce to, policies and procedures.

Additionally JTVCC staffincluding the new warden haveacknowledge that a reviewof the
policies and procedures is ongoitij The Bureau of Prisons has also begun to update their

3% 1ndependent Review Team Interview with JTVCC staff member, July 20, 2017.

B7Independent Review Team interviewith JTVCC line officers and supervistay 4, 5and 19, and July 20,
2017.

138 |ndependent Review Team interviews with JTVCC staff members, d2dy 2017.

B9Independent Review Team Interviews with JTVCC executives, Ry 2017.
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policies, such as their policy on cldissition1*°One issue that was uncovered by the new
administration atthe JTVCC is that all the policies and procedures are saved in files that cannot
be changed or modifiedand thus, thell have to be renritten as they are being revised. It is
commendable that the new administration executives are taking this important stepJ THEC
hasalsoA Y LJ S Y Sy (i &Wwhicki¥y algiick &dsémbipyior to shift that allows the

supervisory staff to pass on pertineimformation to the line staff and provides line staff the
opportunity toengage and ask questions to the supervisory staff. Post assignmerasare
usually given out at this time and uniform inspections complétéd.

Recommendations

New Recommendations:

1. Al JTVCC employees should be required to sign a document indicating that they have read
the DOC and the JTVCC Policies and Procedtlgatfied by their superiorsas soon as
possible, and should also be required to sign a copy of each policy or proceghaiate.

The fact that someorrectional officeradmitted to the Independent Review Team that
they have not read the policies and procedures manuals is inexcusable and a significant
liability for the JTVCC and the DOTVCC administratosbiould ensurehtat all current
employees have the most updated copy of both manuatsministratorsshould determine
what policies, procedures and post orders are essential for each employee and require
them to be familiar witthem, and have signed a document indicatithgt they have read
them and accept personal responsibility to be held accountable for understanding and
implementing them Additionally, agprocedural or policy modificatiorsre made and
approved by thevarden and the Bureau Chief of Prisoral employees should be given a
copy and required to sign it and return it to their immediate supervisor.

2. Officers assigned to a specific post should be required to sign off on the post orders upon
assuming the postHaving post orders for each post each shift, and taking the time to
create standardized post orders for dayday prison operations and management is
necessary to provide the JTVCC staff with direction and guidance to operate a safe and
secure facilityRequiringofficers assigned to agstto sign off on the post orders once
assuming thi postis another way to move toward stability and accountability at the
JTVCC.

3. Policies, procedures, and post orders should continue to be reviewed, revised, and
updated annually.Mechanisms for tempary and emergency revisions should be put in
placeimmediately but current policies reside in a single source by this method. An effective

140 Bureau of Prisons Policy 3.3: Classificagiwovided by DOC to Independent Review Team, Aut#is2017,

reviewed by Independent Review Team August 20tié Independent Review Team is separately providing more

detail on options for further refinement of the BOP classification policy and related directives.

1 Currently, muster is being held 15 minutes prior to each shift and employees are not being compensated for

attending.
|
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systemshould also have a mechanismisually a person goersong who review facility

and field policies to ensure th#éhey conform to the agency policiesndthat post orders
conform as wellPolicies, procedures, and post orders should also be reviewed, revised, and
updated to adapt to national correctional facility best practideslaware officials should
periodicaly reviewDOC policies of other states and systems to glean innovatigde
evidencebasedideasin correction policy

4. Identify, and implement, security level and program classification systems that are
effective and evidencéased.Staffshould beincludedin identifying program and security
level classificatiomstruments that are tailored to the JTVA@pically, each L& takes
about an hour to administer and score, so the investment in staff time is enornfous
test, the reliability and vidity of whichis questioned btaff. Likewise, with no consistency
between personnel who administer these instrumenigngficant resources and valuable
information are currently being wastedt must be understood that classification should
balance tle need for protection, the needs of offenders, and the efficient and effective
operation of the correctional systeft?

5. JTVCC administratoend leadership should provide documentation with specific
explanations for overriding security level classificatioasd other securitybased decisions
made by staff. Sometimespffendersecurity leves need to beeclassified andffenders
housed accordinglyHousing unitsaalsoneed to be restructured to deal with both long and
shortterm offenders. Staff involved ithe administration of these various instrumentnd
correctional officersvho interact with inmates every day should be trusted to make
decisions or a least provided an opportunity tprovide input inta and movements in
the best interest of the facilitywithout concernthat they will be overridden. If the system
isfunctioning properly, the myriad levels of review that currently exist at JEWEGot
necessary.

6. Establish a Contraband Introductiodnit (CU) at the JTVCGtricter guidelines should be
implemented at all entry points of the JTVid@rder to decreas¢he amount contraband
introduced into the facilityA ClUshould be created to conduct regulscreeningand scas
of JTVCaisitors,employees and inmate&ikewise, the use of drug detectiors randomly
assigned to entrance pastwould be a additional methodo deter individuals from
attempting to introducecontraband into the JTVCRot allowing employees to bring bags
into that facilitythat are not ¢ear; to include brown papebagsor plastic bags, so the

et dzof AO / 2NNBOGAZ2YIE t2f A0ASazé ! YSNRAOIY / 2NNBOGA2Y I
2017,

http://www.aca.org/ACA_Prod_IMIS/docs/GovernmentAffairs’ACA PUBLIC_CORRECTIONAL POLICIES BOOK.pdf?
WebsiteKey=139f6b881504c569c66

284b92f21e51&=404%3bhttp%3a%2f%2fwww.aca.org%3a80%2fACA_ Prod IMIS%2fACA_Member%2fdocs%2fGov
ernmentAfairs%2fACA PUBLIC CORRECTIONAL POLICIES ;Bofdpdf Prisons Policy 3.3: Classification

(see notel40).
|
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http://www.aca.org/ACA_Prod_IMIS/docs/GovernmentAffairs/ACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttp%3a%2f%2fwww.aca.org%3a80%2fACA_Prod_IMIS%2fACA_Member%2fdocs%2fGovernmentAffairs%2fACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf
http://www.aca.org/ACA_Prod_IMIS/docs/GovernmentAffairs/ACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttp%3a%2f%2fwww.aca.org%3a80%2fACA_Prod_IMIS%2fACA_Member%2fdocs%2fGovernmentAffairs%2fACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf
http://www.aca.org/ACA_Prod_IMIS/docs/GovernmentAffairs/ACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttp%3a%2f%2fwww.aca.org%3a80%2fACA_Prod_IMIS%2fACA_Member%2fdocs%2fGovernmentAffairs%2fACA_PUBLIC_CORRECTIONAL_POLICIES_BOOK.pdf

gatehouse officers or CIT can see what iséorgainer.Anyone entering the facility should
remove their shoes to decrease contraband introduction.

Recommendations from the preliminary report:

1. Review, revise and update policies, procedures and post orders annually.

2. Conduct a reviewfthe DOC Uniform Classification System and related practices at James

T. Vaughn Correctional Center.
3. Implement Roll Calls to communicate more effectively wéfi.s

4. Break the Code of Silence and bridge the gap between line officers and the corrections
administration.

5. Immediately address the disconnect between JTVCC administrators and supervisors.

6. DOC should research, identify and implement a performance reamag system that
holds all staff accountable for the implementation of and adherence to policies and
procedures, safety and security practices, as well as efficient and effective operations.

7. Decrease the inmate population or encourage alternativesdarceration programs.

8. Research other Departments of Correction structures in the surrounding area.

1
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Chapter 6 Officer Training

Overview

Giventhe increasing cgis associatedecruiting and training new correctional officeaiad
decreasing budgetshe retention ofcorrectional officerss a critical issue for all elected
officials, public policy makers, and correctional administratét€orrectional officers must
have adequate security skillfhey must also havstronginterpersonal skills and theapacity

to understand various cultural aspects of diverse offendé€ney must also know how tte-
escalate volatile situations'* Thishasnot beenthe case at the James T. Vaughn Correctional
Center (JTVCC).

Observations
The current trainingcurriculaprovided tothe JTVCC staff is inadequate and ineffective

Trainingasd I F2 NXY I £  Sel@dd knp\defige 2rEl/ordklls from someone having it
to someone needing it, where something is acquired and applied, resulting in something of
valuefor the agency'#is a critical component of criminal justice rol&se Independent
Review Teanobserved andheard fromnumerous JTVCsaff members that the training
currently provided falls short of meeting this definition.

Effective implementation of training requires effective instructgkd TVCC staff member
allegedthat not all training instructors are certified to instruct correctional training coufées.
Thelndependent Review Teamas also toldhat if an officer is nbable to have inmate contact
due to an assault or potential assaults in the institution, they are temporarily resigned to the
training department in Dover, until the officer is cleared to returrfuth duty at their
institution.*4’

Based on staff intereivs and focus groups at the JTVCC, offender rehabilitation is not a priority
and as a result very littjéf any,training is focused oproviding staff with the skills to promote

143 Carl NinkCorrectional Officers: Strategies to Improve Retenf@enterville, UT: MTC Institute, 2010),

http://www.mtctrains.com/wp-content/uploads/2017/06/CorrectionaDfficersStrategiego-Improve

Retention.pdf

144 et the AmericaCorrectional Association Be Your Correctional Training Pagnezgrican Correctional

Association, April 30, 2014ttps://www.aca.org/ACA Prod_IMIS/docs/international/atgernationalcourse

catalog300414final.pdf?WebsiteKey=139f6ba9150-4c569c66

284b92f21e51&=404%3bhttps%3a%2f%2fwww.aca.org%3ad443%2faca prod_imis%2faca_member%2fdocs%?2finte

rnational%?2facdnternationatcoursecatalog300414final.pdf.

145 @Training Coordinatof®irectors Blationallnstitute of Corrections (2005)

18 |ndependent Review Team phone interview with JTVCC staff member, August 17, 2017.

147 Thelndependent Revieweam has not been able to substantiate or refute these allegafibowever, it must

be noted that ineffective training will lead to ineffective implementation.
|
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http://www.mtctrains.com/wp-content/uploads/2017/06/Correctional-Officers-Strategies-to-Improve-Retention.pdf
http://www.mtctrains.com/wp-content/uploads/2017/06/Correctional-Officers-Strategies-to-Improve-Retention.pdf
https://www.aca.org/ACA_Prod_IMIS/docs/international/aca-international-course-catalog-300414-final.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttps%3a%2f%2fwww.aca.org%3a443%2faca_prod_imis%2faca_member%2fdocs%2finternational%2faca-international-course-catalog-300414-final.pdf
https://www.aca.org/ACA_Prod_IMIS/docs/international/aca-international-course-catalog-300414-final.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttps%3a%2f%2fwww.aca.org%3a443%2faca_prod_imis%2faca_member%2fdocs%2finternational%2faca-international-course-catalog-300414-final.pdf
https://www.aca.org/ACA_Prod_IMIS/docs/international/aca-international-course-catalog-300414-final.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttps%3a%2f%2fwww.aca.org%3a443%2faca_prod_imis%2faca_member%2fdocs%2finternational%2faca-international-course-catalog-300414-final.pdf
https://www.aca.org/ACA_Prod_IMIS/docs/international/aca-international-course-catalog-300414-final.pdf?WebsiteKey=139f6b09-e150-4c56-9c66-284b92f21e51&=404%3bhttps%3a%2f%2fwww.aca.org%3a443%2faca_prod_imis%2faca_member%2fdocs%2finternational%2faca-international-course-catalog-300414-final.pdf

offenderrehabilitation. Some correctional officers do not seenptwritize offender

rehabilitationeither,a G G Ay 3 GKIF G &Y 2 ybthe Deladsug Office gf  LINE I NI Y 2
Management and Budget, the DOC, andthe JTYGCNJ Ay Yl 1Sa Aa Y24 Se (KI
Incorporating thebenefit of offender rehabilitation in training asell as how it is funded may

decrease animosity between staff and offenders vane interested improgranming. It must

also be noted that some offenders expressed tbguirementto completerehabilitation and

programming as part of thesentence; if the JTVCC iseijuipped to fulfill the needs of the

inmate population, they are doing a disservice to the community at large.

According to information gained from JTVCC staff during interviewsethered 40hours of
annualin-servicetraining provided to JTVCC stagfnotbeneficial to the officersandtheydo
not retain muchof the information Most of the training is delivered online andanyof the
JTVCGtaff reportedthat it is of little value becausthey often do not have timéo actually
watch the videosthey can be interrupted while watchirtge videos and taking the courses
and the trainings normally consist watching a presentation and takingpassor-fail test to
see if informationg at least temporarily absorbedhis training style isot entirely conducive
to providing opportunities tactuallyimplement the principles learned ardémonstrate true
understanding. It also does not allow instructors to observe and pramdeediate feedback in
areas for improvement arequirerepetition to ensure that the principleare truly absorbed
Additionally, it was brought to the attention of the Independent Review Team that, in some
cases, oneorrectional officemwould complete ke training for all of the officers assigned to
that shift while the other officers performed their daily duties as assigried.

TheJTVCC administratojisstified the heavy reliance oonline trainingthat iscompleted on
postbecause ofhe existingstaff shortages at the facility. With thgtaff shortage they
explained, theyare unable tascheduletime for officers to be away frortheir posts or away
from the JTVC® completein-persontraining, even if it is more effective and better for the
overallbenefit of the facility

The courses and the length of each course isdqatermined andheytend to focus onsecurity

skills, including: conducting a count, shakedown procedures, riot control and report w#iting.

At the JTVCC, some officers indicated that thentrgj they received was not consistent with

Delaware Department of CorrectioDQQ practicesratherthey are instructed on the basics

FYR € SIFNY aKETWCE KANBEY Y ABS I & Syyhat ik iasiithtignF 2y OS |
Since there isurrentlyno ability for the individual facilities to tailor the annualgervice

training curriculum to the specific needs of their facilitye typical employee merely learns

how to be adlogistics specialist keeping track of the whereabouts of inmates in their assigned

area and ensuring that the inmates get to and from a variety atiiets within the institution.

3 ndependent Review Team focus group with JTVCC correctional officers, May 4, 2017.

149 ndependent Review Teainterview with JTVCC line officer, July 17, 2017.

10 Morris L. Thigpen, Virginia A. Hutchinson, and Kristin D. Kielterpersonal Communications in the
Correctional Setting: Instructor Gui@&’ashington, DC: National Institute of Corrections, 2004),

https://s3.amazonaws.com/static.nicic.gov/Library/020035.pdf
]
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One extremely important area of training that is not conducted annuallthatJTVCC is

Interpersonal Communicatio@PC)Skillst>! Multiple JTVCGtaff membergold the

Independent Review Teathat some officers lack the ability or skillsdommunicate

effectively with inmates and fellow officet82 One officer bluntly statedd 6 S Yy SSR (2 KI @
rSTNB & KS N O2 dzI¥ESSrie cofrediddal amifigSsogbams that contain IPC tend to

be conceptuallybased rather than skilbased however so they tend to be unattractive to

correctional facility leaders, who are more concerned with ensuringttigit staff have the

necessary skills.

Correctional officers must have adequate security skills . They must
also have strong interpersonal skills and the capacity to understand
various cultural aspects of diverse offenders . They must also know
how to de-escalate volatile situations.

Actions taken by the State since February 2017

In July 2017, th®OC Preliminary Progress Report (Provided in Response to the JTVCC
Independent Review Preliminary Reparé)s released with specific responses regarding

trk AYAYy3d | OO2NRAY3I (G2 GKS NBLRNIXZ G4KS 5h/ I a
FOONBRAGEF A2y & OKS Rt KSS FTNERNU2L NIt |2 Fa 2A GAay RFAF GO AlE SA
implemented a Departmentvide training plan which includes new employeecotation,

FyydzZl £ NI AYyAY 33 BTifeRepditindidatesithiaSOxgisiniivenyon Tfahihg

6/ L¢OYX aglda FRRSR (2 5h/ Qa GNYXAYAyYy3a OFGFE 23dzS
available to DOC staff via external opportunities such agaffice of Management and Budget

Oha. 0Qa&a NI ROW fagf, As oDtBedi&EoSpaublication of this final rep@4,DOC

officers have been sent to 4@urs of CIT traininfpr correctionalpersonnel*®’

o}
%

The DOC ialsoattempting to implement 16 hours of training thatill beNB Ij dzA NER (2 06 S
aStride G GKS 9YLX 2 é&nSchd dob iH§ at thedwsdiyfion this Bag noS NI
been implemented to daté®® TheDOC correctional officer training Plan for FY 2028vas

151 Independent Review Teainterviewswith JTVCC staff memberduly 1721, 2017

152 Independent Review Teainterviewswith JTVCC staff memberduly 1721, 2017

153 |ndependent Review Teamterviewwith JTVCC correctional offigguly 17, 2017

154DOC Preliminary Progress Reffeete note §). After Independent Review Team follewp with a DOC

executive, it was indicated that while numerous facilities in Delawacery completed their audits and were

pending accreditation following hearings in August 2017, the JTVCC audit has not been assigned an anticipated

date, but will be seeking ACI accreditation.

15DOC Preliminary Progress Reeee note 5).

156 | pid.

157 Independent Review Team interview with DOC executive, May 1, 2017.

18 DOC Training Plan FY 2018(%6e note 1).
|
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signed on June 21, 20And include changes to the training curriculum that will benefit
correctional staff. The time spent on diversatydtransportation of offendergrainingwill
increased andDOC will also implement additional couss correctional fatigue to fulfillment
and cross gender supervision. Interpersonal communications and interpersonal conflict
resolution are designated 21 hours and 7 hours of training tiraspectively

Recommendations

New Recommendations:

1. TheDelaware DOCshou ELISRAGS GKS AYLX SYSyidGldAazy 2F (K
training and reduce the number of online training hourBheDOC Training PlagaY
2018/19identifiesone ofits3 2 £ & YR 202SO0GAQJSa +thé&SeatwRB8 St A D
trainingto employees orsite/on-shift (Emergency Preparedness, QRT and CPR/AED in
FY18; Emergency Preparedness QRT and First Aid in FY19). The secondttiaySefalin
GNI AYAy3a gAftf 0 S1OTheséRpaSoin Baming hbursisiodd bg@ 5/ ¢
mandaed for prionty topics and courses to ensure that staff can apply the key training
principles in real world scenarios including role plays, tabletop exercises, and training
simulators.The DOC should alsoeate two working groups one for custodial stafhnd
one for noncustodial staft to review research and practices from other state correctional
aedaitsSya G2 RSGSN¥YAYS AF mc K2dzNB Aa ,ly | RSI|d
what topicsmaybe prioritized during that timeand identifying other inovative
contemporary training topics and strategies

2. Individual DOC facilities should be able to tailosects of theannual in-service training
to their specific needsThe JTVCC and other facilities should be given the ability to conduct
certain trairings on priority topics such as effective leadership and management in a
correctional environment, creating a positive culture through respectful communication,
and procedural justice and active listenidglditionally, ncluding an IPC component in the
annual inservice review would be beneficial for all staftla¢ JTVC@ndleadership courses
including Making Direct Supervision Work: The Role of the HousiitgOfficer and Making
Direct Supervision Work: The Role of the Hiiste Supervisoihese training hours should
be updated on an annual basis and meet federal, state, and other appropriate certification
standards.

3. Ensure that training courses prioritize topics and courses that are essential to operating a
215t Century correctional fadily that focuses on rehabilitation.
Entry level and isservice trainingshould be contemporary, robust, mutfimensional, and
preparecorrectionalpersonnel to confront novelty as well as develop and implement a

19DOC Training Plan FY 2018(%6e note 2).
- - - - -
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response amidst uncertainfy® It would bebeneficial to reviewentry-level and irservice
curricula from other state DOC agencies such as Maryland orJRiesgy 5!

4. Prohibit training from being conducted while on pos¥landating that training be
completed while on post distracts officgfirom their job duties andioesnot allow them to
get thefull benefit of the training. Implementing a process where all training is completed
while officers are not opost, will allow the officers more time to understand the content
address any concesif neededand truly focus on learning.

5. The JTVCC should expedite the creation of a field training officer (pfic@jam, link it to
other leadership development and upward mobility opportunities, and ensure that
qualified applicants are selectedhe JTVCC should require FTi@apply and be selected
based on their ability to effectively manage and contribute to a culture of positivity at the
JTVCC. FTOs should &sayualifiedto delivertraining in critical courses of instructioAs
part of aregular review process, FTOs should be evaluated on their instruction in, and daily
application of, key principles identified through the ACA accreditation procesthand
JTVCC training revie\R?

6. Require that all DOC training instructoromplete trainthe-trainer coursedrom an
accredited agency such as the National Institute of CorrectidEC)or the American
Correctional AssociatiofACA) In order to ensure that trainers are providingormation
and instructions that coincide with promising practices and national standards, all trainers
shouldbe required to complete traithe-trainer trainings or receive certification from an
accredited agency. Additionallyprsideration should be gén to augmenting the JTVCC
training staff with personnel from other facilities, the Central Office, and external subject
matter experts including practitioners, academics, and natiotealel experts with
curricula vitae (CVs) that reflect their expertise.

Recommendations from the preliminary report:

1. Prioritize achievement of American Correctional Association (ACA) accreditation at the
JTVCC.

gLy 2NRSNJ (2 LISNF2NY STFFTFSOGADSt e dzyRSNdeduedBlaas t1 g Sy

SyO2dzy i SNE GKIF G NBLIX AOFGS OKLI f tS8Bessahd/DBdsiomMNRkifgeddral 8 & A ( dzi

Enforcement Training Center, 201h)tps://www.fletc.gov/sites/default/files/imported_files/reference/research

papers/Stressand-DecisionMaking04-06-12--Approved--PulicRelease508-Accessible.pdf2-3.

11Cc2 NJ SE I YQdirestinakESu§ evél Objectivesé  al NBf I yR 5SLI NIYSyd 2F tdzmf A

Services, effective July 1, 20h#tp:/mdle.net/pdf/CELTPoby-1-13.pdfT & keiSay Dapartment of Corrections

{ A0S £ A ahitps://wwS.&38eNTir Edu/c/document _library/get file?uuid=7d4e51-0816-4f99-bcba

108ech483ce

182FTO training programs are operational in several DOC facilities. The DOC is moving towards standardizing the

FTO program across its facilities.
|
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https://www.fletc.gov/sites/default/files/imported_files/reference/research-papers/Stress-and-Decision-Making-04-06-12--Approved---Pulic-Release--508-Accessible.pdf
https://www.fletc.gov/sites/default/files/imported_files/reference/research-papers/Stress-and-Decision-Making-04-06-12--Approved---Pulic-Release--508-Accessible.pdf
http://mdle.net/pdf/CELTPobj-7-1-13.pdf
https://www.excelsior.edu/c/document_library/get_file?uuid=7d4e5175-0d16-4f99-bcba-108ecb4853ce
https://www.excelsior.edu/c/document_library/get_file?uuid=7d4e5175-0d16-4f99-bcba-108ecb4853ce

2. Ensure training topics and hours meet national corrections standards and include real world
scenarios.

3. Providerefresher and specialized training, such as Crisis Intervention Training (CIT) and
leadership training, on an annual basis.

4. Develop a Field Training Officer program.

1
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Chapter 7 Communication

Overview

Clear and consistent communication and information -sharing is
central to any successful professional environment, but is
particularly important to maintaining a safe and secure correctional
facility.

Clear and consiste@ommunicationand informationsharingis central toany successful
professional environment, but is particularly importantrt@intaininga safe and secure
correctional facilityLackof communication between officefsom one shift to another,
betweenfront-line staffand supervisors, and between supervisandJTVCC administrators
culminated in @ overwhelmingculture of divisivenesat the JTVCC and contributedtte
incident that began on February 1, 20156 one JTVCC executive said to the Independent
Review Teantfo]nce communications breaks downet team breaks down, and everything
ONBI | a®R2gy d¢

Observations

Breakdowns in communicatiomompoundissuesthroughout the JTVCC

Lackof communication between officerdrom one shift to another, betweefront-line staff
andsupervisors, and between supervisors alid/CC administratarsvas identified as

priority problem at the JTVCC by all levelstaff interviewed by the Independent Review
Team Information about potential problematic inmates and security issues, updatpslicies
and procedures, and other daily occurrencssyotconsistently and accurately shared between
shifts, compound buildings, and all levels of custodial andaustodial staff.

The lack of consistent strategy and communicatiod byCC admiriators contributeto
confusion and the dissemination of inaccurate or incomplete information to-eartkfile
correctional officersWith no clear and consistent communication fraliVCC administratots
the entire staff, policies and procedures were @sigally open to thanterpretations of
individual supervisors ancbrrectional officersleading to significant inconsistencies in the
ways in which the same posts were operated from sioifshift and dayto-day. These
inconsistencies caused by the lack of communication not only Isttéss and confusiofor
correctional officerand ther colleagues, but also for inmates, who told the Independent
Review Team that they were equally frustrated by the lack of uniforrattiglitionally, when
inmates feel that they are being communicatedth differently by differentcorrectional

183|1ndependent Review Team interviemith JTVCC executive, July 19, 2017.
- - - - -~ - " - - - -—- |
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officers theyare more likely tdeeltargeted andangry, andare more likely to act out.
Therefore, the lack of communicati@ontributed toconflicts between staf membersas well
as betweerstaff and inmategontributed to a hostile environmerdt the JTVCC.

One ofthe core factors that shape staff and inmate perceptions of the DOC is the fairness and
consistency in which policies, procedures and practices are communicated and exercised
otherwise known ad LINE O S R dzN¥ Wheralzactiohalb&rspenel act faly, they create
legitimacy and encourage general rdt@lowing behavior on the part of staff and inmateés!

prison environment provides considerable opportunity &mbitrary andcapricious exercise of
power, and for authorities to act based on persopegjudice and implicit bias. By acting based
on rules and by applying those rules evenly across people and time, authorities are viewed as
acting fairly. Because rules are explicitly specified in prison settings, the authorities have
considerable capacity shape and explain their actions by reference to the rules. It is relatively
easy for prison authorities to be seen as following the rules in many situations because the
Nbzt S& I NB O2RATWSR yR 1y2sy (2 |t dé

The lack of communicatioskt the JTVC®asmost apparent in the weeks prior to tHeebruary

1, 2017incident As discussed in Chaptof this report, a incident involvingnmates
occurredon a much smaller scaie the GBuildingof the JTVCGn January 15, 201 Following
the incident somecorrectional officersdentified theinmates that they believed were primarily
responsible for the incidentand attemptedto notify supervisors that those individuals should
be removed at least temporarily from GBuilding.When they shared thisital information

with their supervisorsno action was takerin some caseshey were told that if they were
scared, they should find another line of wétkand in others, the Independent Review Team
gl a GEBR>G&&EYTaA 3ISG NB LR2NBobaverthdifrolhé&a 2y RSIH T
supervisors who did pass along the critical information indicated to the Independent Review
Team that, likewise, they were not taken seriously or were overridden by their superiors
without being provided an opportunity to explain provide input.

When staff memberslevelop intelligence information or operationialsightsandare not

listened tq or taken seriously by their supervisors, critical pieces of information are not acted
uponand future information that could be vital toverall safety and security is not shared. In

this case, the lack of action taken based on staff communication regarding the January 15, 2017
incident, directly contributed to the incident that began on February 1, 2017.

4Tom R. Tyleivhy People Obefe Law(Princeton, New Jersey: Princeton University Press, 2006).
W2y GKFEY WFEOlazy Sié |t ®x a[ S3Rrison gervide Jom®R 2A)BOS RdzNI 2
166 |ndependent Review Team interviemith JTVCC staff member, July 20, 2017.

17 Independent Review Team interview with JTVCC staff member, July 17, 2017.
- - - - - - - - - - - |
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Inmate information managemenm systems are not used effectivelyy the JTVCC staff

An offender management system should provide correctional staff
M eal-time offender data improving the safety of staff and inmates
AlT1Cc xEOE AAOOA® AAOA 1T &£ ET1 AOAOS8SG

TheDelawareDepartment of Correction (DOC) uses an offender information management
system, known as the Delaware Automated Correctional System (DACS)alidweh
correctional officers t@nter in andview information onnmate activities from previous shifts.
DACSantains complete demographic and programming information on inmates and detainees,
andgrievanceswith the exception of medical, mental health, PR&#d gang informationFor
more sensitive information about inmatesncluding potential gang affiliatiancertain
employees at each DOC facility have access to an additional system, knowell@»ACS
IntelliDACS is primarily used hetSecurity Threat Group (STas}he JTVCC. The ST@hich is
currently one officer who performs this duty when not assigtedther tasks identifies
researchesand validateS I OK A y Y I {i gaspyanvohenierdinythé ATVEENd any
additional information regardingotential gang involvemenprior to their sentenceand enters
the information into IntelliDACRespitethese information management systems, sharing of
gang information and intelligence within the JTVCC and between facilities is ligié@C staff
reported to the Independent Review Tedhat in GBuilding,somegang members were not
only housedn adjacent ells and across the hall from each otlgamaking communication and
planning much easre but in some cases were even housedhe same cedl. Bpecially after
October 2016when all three tiers of the building wewrdlowed out of their cells for recreation
at the same time, this lack of information sharing and communication pemgguficant security
issues forcorrectional officers

There are no opportunities such as roll calls, unit meetings, or @taff meetingg for staff
to share informationon a regular basiand debrief after events

Thebreakdownof communicatiorbetween individual JTVCC staff membeansl the lack of
effectiveuse of the offender information management systems is exacerbated by the fact that
there are no opportunities for staff to share information on a regular basis or debrief after
OSNI I Ay S @8 sido &ndwn @smibeh iSaN &ffective way for supeisory staff to

inform correctional officersabout important policy and procedure updates, STG information,
and other critical information occurring in the JTVCC. It is also an opportunitgriectional
officersto inform their colleagues and supervis@isout potentially problematic inmates under
their supervision and to provide innovative solutions to ongoing challeMyeen broadened
beyond individual musters, and extended to meetings of the staff of an entire housing unit and

g { GNF §S3IAO hFFSYRSNI al yI3SYSyid {eaidSYy o6{haf{ozé¢ [ fAF2

accessed August 23, 20h#tp://www.cdcr.ca.gov/SOMS/index.html
L |
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the entire JTVCC staffiese meetings are even momapactfulto identify and mitigate
potential larger security issues and concerns in the facihitgssencejne staff need to feel
they are a trusted part of the solution, know who is under their superviarmhwhat potental
risks those individuals pose, afekl empowered to supervise thamates as safely as
possiblet®®

Additionally, etbriefs andafter-actionreports are valuablepportunities to communicate as a
team.Some of the best lessomhsarned, best practicesind improvements come from reviews
of specific decisions made and actions taken in response to a particular incident, especially
when such reviews are completed in a manner thaiphasizesliscussinglearning and
improving!’° Regularly reviewinfest pratices andessons learned from incidents and
discussing how tancorporatethesepractices has assisted other agencies in managing and
improving their response toriticalincidents!’! Since the @Building staff and the JTVCC staff
as a whole did not condut any debriefs or afteaction reports following the January 15, 2015
inmate uprising, there was no opportunity to identify lessons learned and make the necessary
changes tancrease the safety and security of the JTYE& to the incident that began on
February 1, 2017.

Actions taken by the State since February 2017

In July 2017, th®OC Preliminary Progress Report (Provided in Response to the JTVCC
Independent Review Preliminary Reparés released with specific responses regarding
communication According to the report,iie DOGTGbcommittee of the Reset & Rebuild
Initiative is activelyworking to addressghe issues related to sharing géng intelligence and
general information iDACSThe DOGtrategic plamalsocontains deliverables to impve
communication of inmate affiliation and membership in gangs to line staff and incorporate
gang information into the inmate classification procé&sA second STG investigatisralso
being hiredat the JTVC{ facilitate the identification and sharingf information related to

169 The Department has already taken steps in this direction. Several committees have been established by

Commissioner Phelps after the incident. One i$aG Comitiee, which is led by Warden Wesley and Major

Worsen. The committee is examining how each institution handles STG intelligence and will make

recommendations to the commissioner.

WC2NJ Y2NBE ONRGAOIE AYyOARSYy(d NBistikledtravidwlifrangak G GKS t 2t A0S

https://www.policefoundation.org/criticalincidentreviewlibrary/.

171 Rick Braziel et alBringing Calm to Chaos: A Critical Incident Revigiweadan Bernardino Public Safety

Response to the December 2, 2015, Terrorist Shooting Incident at the Inland RegionalCQCitintdrResponse

Initiative (Washington, DC: Office of Community Orierfedicing Services, 2016),

https://www.policefoundation.org/bringinegcalmto-chaosa-policefoundationreview-of-the-sanbernardine

terrorist-attacks2/T CNJ y1 { GNI dzoX WSYYAFSNI %SdzyA1lZI YR .Sy D2NDI y

GKS { Iy . SNYINRAY2 | yRTCShdingly, Ro25 (MagBONB, NA &G ! Gal Ol ax¢é

https://ctc.usma.edu/posts/lessontearnedfrom-the-policeresponseto-the-sanbernardingand-orlando

terrorist-attacks

172 Department of Correction 2017 Strategic Plan: 90 Day Deliveyabtevided by DOC to Independent Review

Team, July 2017, reviewed by Independent Review Teanq Aulgust 2017.
]
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AY YL GSaQ 3L \Ehild sante hdnd intdlligeRog Baformation should not be open to all
staff depending on the type and veracity of the information, other intelligence should be shared
as appropriate for the safety of thfacility. Correctional officers should know when they are
housing multiple gang members in the same building, tier, or cell.

Additionally, the new warden of the JTVCC is to be commended for immediately attempting to
address and resolve the communicatiesues that contributed to the incident that began on
CSONXzt NB MZ HaAMT® {AYyOS KAA |LIRAYGYSYylz (KS
5 | & £t ifivéhizhihe tells one staff member a specific word and, over the course of the day,

asks other stdfmembers if they know the wordto identify and begin to resolveome

communication issue ared$! The JTVCC hako implemented mustarin order tofacilitate

the sharingof important information between shifts, buildings, and ranks.

The DOG@lsohas idantified an internal debrief as a possible topic tbe new Labor
Management Committeé’® It is important that lessonbe learned and improvements be

identified from theincident that began on February 1, 20b#g studied and applied by the
JTVCC, and be shared by the DOC an&tidwe of Delaware more generally.

Recommendations

New Recommendations:

1. TheJTVCGhouldcontinue totest communication channeland immediately address
identified issuesThe new JTVCC warden shared his infomal2 NR 2 F GKS 51 &¢
with the Independent Review Teamidtan excellent technique to determine if the lines of
communication are opeand to identifygaps.The next step is to deliver more complex
information over time, across shifts, across lomas, and upward as well as downward
through the organizatiomo continue to test communication channels and facilitate
information sharingAdditionally, @& the tests become more complex, the timeframe to
address the issues and the importance affordedgatving them must be treated
accordingly.

2. JTVCC administratoend all levelssupervisors should build relationships and regularly
communicate with one another to share promising practic€ther DOCfacilities are
valuable resources to learn about successful practicessaodld beadapted atthe JTVCC,
including the implementation of muster. Sharing lessons learned with the DOC and between
DOCracilitiescanbridge information gaps and identify inmative practices thatacilitate
communication and positively contribute safe and secwafacilities.

73DOC Preliminary Progress Refeee note 5).

174 Independent Review Team interview with JTVCC warden, July 19, 2017.

5The Independent Review Team understands that a DOC debrief with other emergency response agencies into
the incident that began on February 1, 201&s been postponed due to the ongoing criminal investigation.
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3. JTVCC administratoend all levels of supervisors should receive training in
communication skillslt was repeatedly suggested to the Independent Review Team that
the DOC conduct training for JTVCC supervisors on the importasbaraig information
throughout the chain of commanand consistency itommunicatingpolicies and
procedureslLeadership traning thatstresses the importance of communication and
AYLNRGAY I Y2NI S (G2 aSy ZazadBed héafd ard8ugpodEd i A 2 y I €
is necessary for the JTVEE.

4. Require employees to enter in, and read, information into DACS at the beginambend
of each shift.In order to ensure effective communication between shifts, and in lieu of
larger staff meetings, all JTVCC employees should be required to submit summaries
highlightingproblematic inmates, potential threatgny notable occurrencesnd other
informationt into DACS at the end of their shift. Employees at the beginning of their shifts
should be required to log into DACS and read these summaries prior to going to their post
assignments so that they are aware of any potential issuesitidddlly, greater
information sharing and usage of gang informattbrough DACS angkrtain information
on STG threats fronmtelliDACSvill support safety throughouthe JTVCC

Recommendations from the preliminary report:

1. The Commissioner shouldder a review of the current structure and communication
practices of the James T. Vaughn Correctional Center, and perhaps the entire Department.

2. The Department should conduct leadership development training for JTVCC supervisors to
reinforce the need faronsistent application of policies and procedures, and to educate
them on the need to share information both laterally and horizontally throughout the entire
chain of command.

3. Although limited, additional information about gang members (at least leadember,
associate) must be made available to line staff who supervise them in housing units in
addition to the STG check box in DACS. Bulletins with important information that comes to
the attention of the STG unit should also be shared as appropriate.

4. DAG should be programmed to enable officers to see all the identified gang members on a
tier with one clicl¢ perhaps a snapshot of the floor plan with flags where gang members
are housed.

5. Conduct a joint debrief/table top review of the incident responsgie RSP and other
emergency response agencies.

65 h/ [ 2YYAAAA2Y SNDA dnd CuBcépis bidnfemctize Y eade SR Soted)K A LI

FINAL REPORNDEPENDENT REVIBMSECURITY ISSVESHE JAMES T. VAIMGCORRECTIONAL GENT 57



6. DOC should conduct an internal debrieélbimajorincidens, and specifically the February
1, 2017 incidentto identify and share lessons learned, provide an opportunity(s) for staff to
contribute to the review process, and help bring closure to JTVCC staff and other units that
responded to the incident.

1
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Chapter 8 Equipmentand Technology

Overview

Equipment and technology are critical tools for correction institutidriseseresources not only
extend the ability of correction statb operate a safe and secure facility for both staff and
inmates, but they also serve a vital role when incidents dmnd he lack of the proper
equipment and technologgan have serious consequenakgingany criticalincident, but are
magnified during a critical incident in a correction facilitgchnological failures do not only
consist of technology failing toperate temporarily, but are also caused by the inability to rely
on equipment and technology to function as designed and intenttad therefore critical that
the DelawareDepartmentof Correction (DO@nd itsinformation technologyIT) personnel
maintain information systems and other technology that fully meet the needs of correction
specific staff.

Currently, when the DOfurchases technology equipmemtich purchases are completed

through theDepartment of Technology Information (DT1)5 ¢ 12@1&2019 Statewide

Information Technology Strategic Plstatestheir mission$, a G 2 LINR2 GA RS (G SOKy2f 2
FYyR O2ftfl 62N (A JS Y& Cariectmnofficiald refoebhthd IGdepeddeni B o ¢
Review Teanthat duringthe incident that began ondbruary 1, 2017DTI staff were extremely

helpful and responsive tthe needs and requests obrrectionand law enforcement officials

Observations
Thehardware/server infrastructureat the JTVCC is outdated

The offender information management system udsdallDelawareDepartment of Correction is
the DelawareAutomatedCorrectionSystem(DACS)rhehardwarekerver infrastructuraused to
run DACS$s approximatelyfive years old ands in need of replacementhe systeralsolacks
redundancy whichwould enable DACS to continue to operate should the primary server go
down for any reason andis costly to maintain.

Additionally,the Department of Correction 2017 Strategic Plan: 90 Day Deliveraileses

goalsto upgrade staff and inmate phones to Voice over Internet Protocol (VolP) to facilitate
communication, medical care delivery, and treatment options; to implement video visitation for
inmates and their families; and, to offer digital and electronic prograng, entertainment,

7DTI provides the IT infrastructure and applications for the staf.advocates for resources from the State
legislature, federal agencies, or foundations to implement plans for IT systems itibegra

178 Statewide Information Technology Strategic Plan: 2889, Delaware Department of Technology and
Information, downloaded May 22, 201fttps://dti.delaware.gov/pdfs/strategicplan/Delawar8tatewidel T-

StrategicPlan.pdf
|
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and operational functionality via tablets for inmat&$.In order to support the second focus

arer G L YLINR@DZS 5SSt AQBSNE g v deafdachiéve allof tHe BléniiadOS (2
goals, the IT systesmat both the JTVCC and the ©@ustto be updated significantlyA number

of additionalAccess Pointare neededn orderto enable all of these technologies to operate
simultaneously, as well as prepare the use ofnew mobile technologiess they continue to

be adapted for correabnal facilities.

Equipment and technology are critical tools for correction
institutions. Theseresources not only extend the ability of correction
staff to operate a safe and secure facility for both staff and inmates,
but they also serve a vital role when incidents do occur.

Some of the DOGpecific equipment and technology needs have been overlooked

Undoubtedly, purchasing equipment and technologyoasSate agencies ia good business
practice that enablethe State of Delaware to take advantagesajnificant cost savingss well
as createa more consistent infrastructure. Howeveithough the DOC has mawoy the same
needs as othe8ate agencis,the DOGlsohassomespecificneedsdriven by its need to
confire individuals for long periods of timenanyof whom have the potential to be dangerous
and unpredictableas occurred during the incident that began on February 1, 2017. Since
providing asafe and secure environment for both those confined and those who work in
correctionalfacilities requires the usand understandingf specialized equipment and
technology consideration must be given to the unique equipment and technology needs of the
DOCTherefore, a specialized group of IT techniciansfectional officer (CQgchnicians and
similar staff supporting information technology should be employed by, or under the direct
oversight of, the DOC.

Additionally,several buildings ahe JTVC@o not have any type of cameras and fefxany
camerasare believed to have audio capabili§ome cameraat the JTVC@revery basic, are
not connected to recording devices, atitbse that are connectednly retain footage for 15
days.

The lack of amerascontributed to insufficient securityat the JTVCC

Correctionfacilities instalcameras to cover areas that officers are unable to continuously
monitor and enablecorrectional officerso view inmates and operations beyond wltaey can
see themselvesThere are arious reason$or the lack of cameras in theBuildingincluding

the difficulty of running coduit/cables, low ceilings, and co$€inly one camera was installed
that was capable of viewing the exterior @Building Infact, during the incident that began on

179 Department of Correction 2017 Strategic Plan: 90 Day Deliver@aesiote 12).
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February 1, 201%hat pan, tilt, and zoontamera (PT)Avas directed to focus on the front of C
Buildingandis the only camera that captured videotbf GBuildingduring the incidenf8®

The lack of additional camnasat the GBuilding and cameras equipped with microphomes
which enablecorrectional officergo listen todiscussions between inmates and other
potentially suspiciousventsas they transpiregven if inmates cover the camera lenses

stand outside of their view indirectly contributed tathe incident that began on February 1,
2017 Many correctional institutions nationwide have more than one camera per housing unit
with capabilities to not only record video, but also audio. Theseeras are fed to a specific
room on the compound where they are monitored in réahe, to provide continuous

situational awareness of thentire facilityand further contribute to institutional safety and
security.

James T. Vaughn Correctional CerteK 2 12 Y aWIF YS& ¢d +| dAKY
Correctionshttp://www.doc.delaware.qov/BOP/PrisonDCC.shtml

180 ¢Discrepancies memo: 2014 equipment budget request and camera proposaided byDOC to Independent
Review Team, May 201i&viewed by the Independent Review Team, May 2017.
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Radios are not provided to all JTVCC staff

Somecivilian staff at the JTVCC indicated to the Independent Review Team that, because of the
lack of radios at the facility, they are not issued radios or other means of communication during
their shifts® During theincident that began on February 1, 2Qh7any civilian stafflid not

know what was occurring untilotified by telephone.

Actions taken by the State since February 2017

The DOC and the JTVCC have taken steps to directly address techet@dtagy shortfallsThe
Delaware Division of Communiaat is working on encryptingpe DOC radios anthe DOC is
exploring means to expedite the process.

In March 2017, Governor Carney announced the investment of $340,800 in new security and
communications equipment to better equgorrectional officerso respond to and prevent
violent incidents athe JTVCC and in Level V facilities statewide. Governor Carney ptlopose
another $1.2 million for equipment purchases in his Fiscal Fég2018BudgetProposal’t?

In Augus2017, the Bureau Chief of Prisomssueda directive to alDOCfacilitiesrequiring that

they implement procedures to incorporate the use of handheld video cameras during cell
extractions and forced moves, including for all incidents of planned use of frce.

Recommendations

New Recommendations:

1. The DOC should prioritize the replacement/upgrade of the hardware/server infrastructure
used to operate DACS, including accounting for addition Access Points and Active Port
costs.The serverhardware infrastructure has reached the enditsfusefulnessand should
be replacedThis also presents the opportunity for the DOC and the JT&/G€ate
redundart capability upgrade servers/hardware to support the goals and objectives
identified in the DOC Strategic Plan, and endheg vital systems continudo be available
to runin the event ofcritical operations.

8lIndependent Review Team interview with JTVCC staff member, May 5, 2017.

826 D2 GENY2NJ / F Ny S& G184 AGSLIA G2 FRRNEEE ASQEANIE OAy0

Delaware, March 13, 201 #itp://news.delaware.gov/2017/03/13/governccarneytakesstepsto-address

securityconcernsat-jamest-vaughncorrectionatcenter/.

183|n the preliminary report, the Independent Review Team recommended that the DOC explore-svBaouy

Camera (BWC) program with their Community Emergency Response Team ACERTEnd of January 2017, the

DOC concluded a test of BWCs during use of force instances at the Howard R. Young Correctional Institution and

concluded that handheld camcorders were meféicient for planned uses of force.
|
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2. DOC should authorize additional Correctional Officer Technician positions for IT support
throughout their facilities. Technicians that routinely work in a correctional environment
should be specially trained in corrections. With the increase of technology in DOC facilities,
correctional officer technicians that are localized, trained as correctional officers, and have
relevant operational knowledge, are needed to meet the growiagds of the facilities.

3. The State of Delaware should consider the unique technology and equipment needs of the
DOC and specific facilitie&iven the unique roles and responsibilities of the DOC and its
facilities the State of Delaware should consider and suppertain and reasonableudget
requests for needed equipment and information technology systerhs. Delaware
offender management system (DACS) siggaritical information to all staff in th®OCand
failure or lapses in its operation could have serious consequences.

4. The JTVCC should purchase equipment, such as cameras, that contribute to overall inmate,
staff, and facility safety and securityVhile there are always budget limitations, requests
to suppat critical equipment and technology needs should be prioritized to inform
legislators which requests are deemed most critibédny correctional institutions
nationwide have more than one camera per housing unit with capabilities to not only
record videoput also audio. These cameras are fed to a specific room on the compound
where they are monitored in realme, to provide continuous situational awareness of the
entire facility and further contribute to institutional safety and security.

5. JTVCC civiliastaff should be provided with radios or other devices to communicate with
sworn correctional stafflt is both a concern and a potential liability that certain staff are
not provided with a means of communication during their shiftaring theincident that
began on February 1, 201many civilian stafflid notknowthat an incident wasccurring,
or of its severityuntil someone called them by telephone.

Recommendations from the preliminary report:

1. With the review and approval of the newly appoin@rden, the Department should
purchase all recommended cameras, recorders and related equipment necessary to
adequately cover all of JTVCC as recommended by the recent review done by DTI and have
the systems installed as soon as possible.

2. The Department mnst expedite the encrypting of all the radios (agency wide) to prevent this
issue in the future.

3. The Department should be authorized the funding needed for the replacement of the
offender information system known as DACS including Access Points andPAxttnests.

4. Delaware DOC should explore developing a policy and pilot test a Body Worn Camera
program with their CERT Team. Based on this experience, the Department could expand the
I ———————
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use of BWCs to officers who work in buildings where there are highdvara of incidents
and altercations (mediurhigh and high security).

1
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Chapter 9 Inmate Health, Programs, and Resources

Overview

It is important forcorrectional executives and correctional officers to recogitize most
incarcerated individuals wjlat some pointbe released from institutional confinemeand free
to reenter societyln fact, duringany given year, approximately 600,0@00,000 individuals
are released from state prissio reenter society*8* At present, corrections ismong, if not,
the component of the criminal justice system most directly involved in influencing reentry
outcomes®

Reentryisthei SNY dzaSR (2 RSAONAROGS GKS LINRPOSaa 27z I
transition of offenders from prison to commity supervisioré'®® The corrections profession

has found itself overburdened and strained in the task of ensuring the safety, health, and

wellness of an eveincreasing number of inmates

Therefore, throughouti KS O2 NNB OG A 2y & LINRtifioSeisdnkte gokrectiohs Yy dzY 6 S
field have embraced the challenge of rethinking their core functions through a reentrgfns

Successful reentry, however, is the only wayegin to alleviate some of the pressure that

mass incarceration has placed upon criminal justice institutamtsfacilities

Observations

Required inmatemedical and mental health servicemnd processes are inconsistent téne
JTVCC

G5 St A @ StNgare & TerritdeSThere are numerous delays. Inmates are not being

aSSy FT2NJ OKNRYAO OFNBP BSRAOFIf ySSRa INB y
Inmate access to medical and ntal health services is mandatéy theUnited States Supreme

Court'® Alsg meeting inmate medical and mental health needs mdkesitiessafer andmore

manageble. In interviews with inmates and staff at the JTVCC, the Independent Review Team

B4E. Ann Carson and WillianSabol Prisoners in 201 Bulletin (Washington, DC: Bureau of Justice Statistics,
2012), NCJ 239808 tps://www.bjs.gov/content/pub/pdf/p11.pdf Joan PetersilialVhen Prisoners Come Home:
Paroleand Prisoner Reentffdew York: Oxford University Press, 2009).

1BWS NE Y& Refledtiehd an the Reentry MoveménEederal Sentencing Repord, no. 2 (2007): 887.

186 Joshua A. Markman et aRecidivism of Offenders Placed on Federal CommBnjigrvision in 2005: Patterns

from 2005 to 2010BJS Special Reports (Washington, DC: Bureau of Justice Statistics, 2016), NCJ 249743.

187¢ NJ @a&flackionsion the Reentry Moveméng yn 0 &)SS y234S wmy

188 |ndependent Review Team interview widliiVCC staffiember, July 17221, 2017.

189 Estelle v Gamblet29 US 97 (1976) reh. den. 429 US 1066 (1977), and on remand 554 F2d 653 (5th Cir. 1977),
reh. den. 559 F2d 1217(5th Cir.1977) and cert den. 434 US 974 (48@&$sed August 30, 2017,

https://www.law.uh.edu/healthlaw/perspectives/Privacy/030128HIPAAs. pdf
]
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heard numerous complaints regarditite accessdelivery, and qualityof the healthcare
servicesMany individuaktorrectional officersat the JTVCC understand the need for access to
medical and mental health services. Howeude entire facility must recognizthe importance
of inmate access to timely services ahére must bea strucure in place that ensurehat
inmateneeds can benet in a timely and safe mannéreseservicesare not provided in a

timely and safenanner at the JTVCC as well as throughout the DOC system

During the course of this reviewhe IndependentReview Tea met with a number of staff
members fromthe DOC health contractoilhe staff members expressed thdesire to provide
quality health carelespite the security concerns of working in a correctional facility. In fact,
somestaff members noted that thepgrovide more care than the budget supporbajt willingly
do so in order to provide for the inmateShey also advised thabme of their colleagues have
since left because of additionsécurityconcernsstemming fromthe incident that began on
February 120171

Within the JTVCC, accessproper medical attention haseen hampered by many factqrs
including a lack of processes and challenges posed by the electronic health recordsgstgm
used by the Delaware Department of Correction (D@Syes wh parts of the systenmave
required medical staff to manually enter inmate medication needs, prevented staff from
accessing patient information, and causeddgions in medication trackingll of whichdelay
or disruptthe provision ofmedical care i timelyand safe manner. Additional modules and
patches have been added address thassues with the system, but sometimegthout the
technicalsupport or training needed for contractual staff to adaptthe updates!®*

In some casesccess to needeahedical attention and services has been outranked in
importance by concerns regarding facility safety and staffing needs. Véfdeysoncerns and
staffing needs must be accounted farmate care cannot be prevented because of how a
particularJTVCC enipyeemay feel on a certain dajn some cases, inmates andrrectional
officersindicated thatin the event of a staffing shortagdTVCC administratoand supervisors
would not assist in covering a past that medical staff could be properly escortiddough a
housing unit Instead, the executives and supervisors would relay the message that if there was
nobody available to escort the medical staff through the housing unit there would be no
medicalcareduring that shift or day.

Finally, sme medical bills are seulirectly toinmates rather than the healthcare contractor.
Because most inmates do not have thality to pay the potentiallycostly bills for the services
rendered, their unpaid bills are turned over to collections agenciefoftow-up. Thigprocess
can create confusion and be a significant obstacle to sstule®lease and entry into the
community. It alsoaffectsthe unpaid vendor or specialist, making théess likely to be willing

190|ndependent Review Team interview wilOC health contractaff members, July 121, 2017.

191 | pid.
1
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to provide services in thiacility inthe future, and further reducing the quality of the services
provided

The lack of programming is a result of the philosophy, not budgetisthe JTVCC

@428 y
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TheJTVCCivilian staff in the education, medicalnd legal departments are shestaffed. As
the inmate population grows, the demands theeir services and prograntontinues to
increase but because they are limited in numband availability, these individuals are unable
to meet the demands of the inmate®vhile theJTVCC administratoase correct to be
concerned aout the need for custody staff, it is similafmgportant thatthe staff who provide
programs and opportunitienot be forgotten as theycontributeto the dayto-day operations
of the facility.

For examplethe educational programming currently consists of 16 teachers assigribe to
entire Delaware Department of CorrectioD@Q from the Department of Education (DQE)
offering approximatelyour hours of education per teacher per d&# This education is

focused on fulfilling theequirements for an Adult Basic Education (ABE) certification, General
Equivalency Diploma (GED) hogh shool degree. As in many other correctional institutions,
the focus of this educational programming is heavy on trades and the opportunities available
are infood service, construction, trucking, and hospitality industri¢gswever, the

Independent Reiew Teanmencountered many conflicting views about the value of inmate
education and programmingd.he Independent Review Team learribdt despite theDOE
beingresponsible foproviding the educational programming fite DOC, DORaff,a R2 S&a vy 2 (i
want to change, does not want to accept the change in philosdplithin corrections towards
rehabilitatior ®°dn recent years, a DOE contractor responsible for delivering education
services had reportedly not been doing so, and as a result, thasa 14month period in

which GED educatiomasnot available to inmate$?

Additionally,JTVCQaff advisedthe Independent Review TeainK | i K PrevibusOA £ A (1 & Q&
administrationexecutivessimply did not support inmate program®’ Therefore, pograms

were steadily eliminated athe JTVCMftenwith the administration executives citirfqnancial

reasonsor concerns over whether programs were evidenteded!*® However, it became

192IndependentReview Team interview with JTVCC staff member, JuB112017.

193Independent Review Team interviamith DOC executivMay 2, 2017

941ndependent Review Team interview with DOC executive, May 2, 2017.

195 bid.

19 |bid.

197 Independent Review Team interviswith JTVCC staff membeduly 1721, 2017

198 bid.
-
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apparent to the Independent Review Team that unequal allocation of facilityureee was the
root cause Qorrectional officersand other staff indicated that security was prioritized over
programs, going so faras to sémat, a I £ £ 0 KS  YHX ySIBUE BekedNo inchey
left in the budget for programmgi 3 | § & SPSt L+Q

Thelack of supporfor inmate programmingemainsapparent throughout all levels of JTVCC

staff. Because of the attitude of administration executivemne correctional officersglo not

understand the value of programming and treatment for inmates, andyhat additional

programming wilfurther overburden then?® These negative views towards programming,

aSSYy G2 o6S aidlFNjte 0 2RRdegadngpfogrdndingnathef\S 5h/ Q
vision of other DOC facilities such as Susasxne JTVQOGrrectional officers summarized,

GLQY y20G adaNB KIFIG RANBOGA2Y (GKS RSLI NIYSyd |

Arecurring theme throughout the interviews conducted by the Independent Review Twam,

how other facilities are managing to deal with the same budgeillengess the JTVC&hd are

still managing to keep programs running. As enerectional officementioned,& { dz& & SE A a
R2AYy 3 Al (#KAS anNekamildhe waldeh @tanother DOC facilitis seléfunding

inmate programming in unique and creaiways by looking for staff who have vocational
interests andaninterest in working with inmates and hiring them to do the programmirige

staff at the JTVCC have not been leveraged this?fay

The lack of rehabilitative programs and job opportunities reggzely impacts inmates at the
JTVCC

Thegeneral consensus among both inmates and ssdffat the inmate population athe

JTVCC does not have sufficient access to the educational, vocatiodaubstance abuse
programs necessary to be able to work toward rehabilitation. WhigeJ TVCC does offer some
programs, inmates must be assigned to ceraaurityclassificatios and housing units tbe
eligible toparticipate.However,the Independat Review Team was told that there are a
number of hmates on waiting lists to participate in programesenthoseprogramsthat are
court ordered?%3 This inability to access rehabilitative programs and job opportunities
AAIAYATAOL yift &likelihoddwBdcidivism. Ay Y 1SaQ

The lack obufficientprogrammingand access topportunitiesat the JTVCC is altfte source
of a significant number of the inmate complaints received by the American Civil Liberties Union
(ACLUDf Delawarelnmates housed ithe Security Housing Unit (SHU) and Medium-High

1991ndependent Review Team interviamith DOC executiveMay 2 2017

20|ndependent Review Team interviemith a representative of the Correctional Officers Association of Delaware

May 1, 2017

201Independent Review Team interviemith JTVCC correctional officéfay 2 2017

2021hid.

203|ndependent Review Team interviews with JTVCC inmates and staff members;5\12914, and July 20, 2017.
|
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Housing Unit (MHWJo not haveaccess to programsr to the prison library material$®*

Therefore, these inmates remain idle for the majority of the day. In faoiatespleaded,d ¢ S
YSSR 2204z ¢ S $iSIRdedeidBnBREYiew Team, and these pleas were
corroboratedby JTVCC staff who acknowledgéd) KSa S 3JIdzéa KIRW®S y20iKAyYy3
Inconsistent volunteer access between facilities may also hamper opportunities foregnha

an interview with the Independent Review Team, a clergy member reported being able to enter
other facilities without difficulty but was asked for additional requirements to enter the

JTVCE&’

Thesignificant amounts of idle timallowinmatesample time to devisgtest, and refine plans
to act out and obtain contrabandVhile theincident that began on February 1, 20d@ntinues
to be the subject of investigation, there seems to be wide consensus that it was a planned
event. Based on interviewand information gathered from both internal and external after
actionreportsreviewed by the Independent Review Teaiis likely thatthe building
resentment that contributed to thencident that began on February 1, 20diight have
otherwise beerreleased or redirected if they had been engagegiogramming, education,
and jobs to look forward to

The JTVCC does not incentivize positive behavior

¢ 6
K I

59(/))

KSNBE Aa 26 NBSGINR O0F2NIAYYIF{iSao F2N LI
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earn time off also known ag 3 2tBnRO NB R kramdheir sentencesThesecredits are

acquired when an inmate completes a program or performs well at theiopijish.?%°

However, vk 0 K G KS f1 01 2F LINPINI YAy Jatthg RVGEES | 0 Af A
day-to-day routine is centered on getting through the day and avoiding being discipliried.

important to note thatcorrectional officersechoedthe inY | (i Seatihent Independent

Review Teanmterviewswith JTVCCorrectional officerconveyed that idleness is a problem,

and that they would much rather see inmates working or learning job 3iiliany inmates

were forthcomirg in their assessment that there ane worthwhile incentives todemonstrate
LI2aAGADBS 0SKIGA2N othnOodO NA BA il XS NESdmdlBmaERWeitS R @ R

204Inmate letters forwarded by the ACLU and independent kamity groups to the Independent Review Team,

May ¢ August 2017.

205|ndependent Review Team observations on site at the JTVCC, May 2, 2017.

208 |ndependent Review Team interviswith JTVCC staff membgdslly 1721, 2017

207Independent Review Team interviemith clergy member and volunteer in Delaware, July 21, 2017.

208|ndependent Review Team interview with JTVCC staff member, July 19, 2017.

209Independent Review Team interviewith JTVCC staff membeiday 15, 2017

201ndependent Review Team interviewsth JTVCC officers, Mays42017.

21Independent Review Team interviews with JTVCC inmates, May 4, 2017, and July 20, 2017.
- - - - - - - - - - - _-- - -~ - - |
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sofarastocommeny t KSNBE g1 & I f20 fSaa TAEKIacawWwa o KSy
for positive behavior are essential to encourage and reinforce desired behavior.

Incentivizing Good Behavior

In recent years Departments of Correction in various states have introduced initiativ
designed to provide inmates with incentives for good behavior. In 2004, the Arizona
5SLI NIYSydG 2F /2NNBOGA2ya AYLI SYSYGSR
tiered system of graduated earned incentives, allowing inmates to earn certain rewe
for good behavior over time. From 20@007, the program was found to decrease
inmate assaults on other inmates by 46 percent, inmate assaults on staff by 33 perc
suicides by 67 percent, and sexual assaults by 61 percent.

{AYAfI NI &Y Ay [/ 2fi2NIR2X (KS adagrasqa 5
driven initiatives that have been seen to decrease disciplinary violatiogsf 2 NJ R
program has grown tarclude an Incentive Living Program available at facilities that
house medium custody offenders where eligible inmates must meet certain behavio
and programmatic requirements and are offered additional privileges, programs, an
responsibilities.

S dzNDOSEaY 52N { OKNANRIZ aDSGiGAYy3I wSIFReEY 12¢ !N
National Institute of Justice Jourrdd. 263 (June 200Nttps://www.ncjrs.gov/pdffiles1/nijl226871.pdf
YAN] aAlGOKSttS a[AY2Y LINRA&A2Z2Y ATV DRyer Raa®vemder 13, NJ;
2010, http://www.denverpost.com/2010/11/14/limonprisorrincentiveprogramskeepinmatesin-check#
and, Colorado Department of Corrections, Regulation Number0d50ncentive Living Program,
https://drive.google.com/file/d/0B4vYil52TzO6 TWw5cmZnbW1rNFk/view

Because inmates cannot earn privilegesich as extra time to watch televisiorthere is little
incentive tofollow the rules For example, during the summer months, temperaturesome

of the housing units at the JTVCC reach upwards of 100 degrees. Hot, bored, and restless
inmates are much more difficult to manage, and some engage in violent behavior just to be
placed in an aiconditioned buildindike the SHU and MH#3

Evenwhenthe JTVCC implements a program that inclustese progression of privileges
between and within different security levels, many incentives fail to consider a totality of

212Independent Review Team interviemith JTVCC inmate, July 20, 2017.

213|ndependent Review Team interviewith JTVCC staff memiseduly 1921, 2017.
- - - - - - - —/ —— -
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circumstances. For example, the JTVCC recently incorporated a Residential Tte#tihem

provide inmates access to certain mental health programming, but while an inmate participates
in the program, they may be required to give up a uniform that identifies them as lower
security?14

Actions taken by the State since February 2017

In July 2017, th®OC Preliminary Progress Report (Provided in Response to the JTVCC

Independent Review Preliminary Repards released. According to the repotiet DOGs also

an active participant in the Smart ReeNA I £ t 2f A O& 2 2 NJs,Anypat, td NB dzLJ> ¢ K
NBRdzOS LINBGNARIE RSGSY A2y WNEngsyiagirccdaytiambaildigy G t &
with external community service providersagpromising strategyo preemptively provide

programming and ease the burden on correctional fgcgrograms

In August 2017, the DOC released Bepartment of Correction 2017 Strategic Plan: 90 Day
DeliverablesThe DOC Strategic Plan includes the goal2 RA & | yR SELI yR SRd:
training opportunities for level 4 offendegsand incldesan articulated commitment to begin

utilizing the RisltNeedResponsivity assessment resultsfgpropriately assign inmatde
relevantprogramming?'® The Strategic Plan also includes the viséor, 2 R S@rfry 2 LI NB
focused community corrections progranand facilities that provide treatment, education,

FYRK2NJ 0NF Ay Ay 3 LINE I NIZ¥The néwBuredl af CokomiyF SY RSNJ vy S
Corrections (BC@Hheft who has an impressive knowledge of evidence based correctional
programmingcexplainedthat his firsttask is to ensure that field operans are incorporating
evidencebased programs and methodmcluding at the JTVCC.

24Independent Review Team interview with JTVCC contractual staff member, July 20, 2017.

215DOC Preliminary Progress Reffeee note 5).

216 Department of Correction 2017 Strategic Plan: 90 Day Deliver@aesiote 12).

27 |bid.
-]
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National Criminal Justice Reform Project

In March 2017, the State of Delaware was selected to participate in the National Cri
Justice Reform Project to improve reentry services for inmates. The project support
planning and implementation of evidend®sed reform. In Delaware, the project
focuses on reducing recidivism and improving the reentry process, and improving a
G2 YSyidrf KSItftGK FyR adzoadlyOS | 6dza$s
justice system.

More information on the National Criminal Justice Reform Projecteafound at
http://www.ncjp.org/ncjrp. A draft system blueprint of the Delaware recidivism
reduction system is displayed in Figure 4.

{ 2dzNDOSY a5StFgF NS (2 tFNIAOALIGS Ay bl aGA2yl §
27, 2017 http://news.delawaregov/2017/03/27/delawareto-participatein-nationalcriminakjustice-
reform-project/.

Recommendations

New Recommendations:

1. The DOC should conduct an independent assessment of the health care and mental health
care provided at the JTVCRurtherexamination is needed to understand the state of the
delivery and quality of the healthcare services at the JTVCC. The review should focus on the
current systems in place for determining if inmates are receiving the physical and mental
health care that thg are mandated to be provided, ensuring that medical staff are escorted
through each housing unit at structured times, and determining if medical personnel and
contractors have sufficient expertise and authority to be sure appropriate services are
delivered in a timely and sufficient manner. The DOC review should also include
determining if appropriate and effective incentives and penalties exist to encourage
community standarebf-care serviceand ensuring that service providers work with the
healthcare canpany to receive payment for their services instead of having to bill inmates.
Aspart of the assessment, or in conjunction with it, the DOC should also have gérisd

1
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with experience in electronic health records review the currdet&onic health reords
system?18

2. Develop a strategic plan t@rioritize the restoration and expansion oévidencebased
programs and job opportunitiesat the JTVCEvidencebased programs and job
opportunitiesprovide inmates with the education, marketable skills, drug/analcohol
rehabilitation,cognitivebehavioral interventios, and other neededpportunitiesto
increase their successful-entry anddecrease theifikelihood of recidivismin addition to
helping eliminate inmate idlenesthese programs andpportunitiesare typically powerful
incentives for positivédehavior

3. ldentify creative solutions, including workingith JTVCGtaff and counselorsto deliver
inmate programmingand opportunities Given staff shortageshe DOC is considering
K A NJagual/seasonal employees to work with BOP &(Plénning and Researdo
recruit volunteers who can be trained to administer CBT pnognang in the Level V
facilitiesé2® However,as other DOC facilities have done, the JTVCC shoulitieons
leveraging stdfand counselors to offer programs. Some of toemselors repaed
eagerness to offer programs, and indicated they could do so with a little training, saying
GYlFye 2F dza KIFI @S | RGFIYyOSR RSaINBSas odzi 6S N
progrest A @S Y BqLiKedviBed sorae of theorrectional officersndicated they would
be willing to oversee certain programs.

4. Review contracts for behavioral health and substance abuse treatment programs to
identify opportunities forcognitive behavioral interventionso be included irthe delivery
of servicesAmong the articulated goals tfie Departmentof Correction 2017 Strategic
Plan: 90 Day Deliverablesto, d A Y ONB I &S OF LJ OAGe (2 LINPBOARS
programmng addressing criminal thinking patterns (in level 5 facilities) in response to
Of SI NI & A R&YyTheTVLS, And OGS RaEge,sshouldeview educational
programming as some systems have successfully built cognitive behavioral components into
their curricub.

O

5. The JTVCC must develop a system of privileges and incentives to encourage positive
behaviors on the part of inmateDeveloping a system of privileges and incentives that
provides rewards including being allowed to spend additional fre¢ in the aif
conditioned buildings and further encourages positive inmate behavior would make
inmates easier to manage amadovide them opportunities tg@ractice some of the skills and

218No member of thelndependentReview Team has sufficient knowledge as to the sufficiency or quality of health

care, be it general medical or mental health care, administered within the B®#&ever,enough complaintsvere

raisedto believe an independent assaaent of the current delivery of health care services should be undertaken.

219 Department of Correction 2017 Strategic Plan: 90 Day Deliver@aesiote 12).

220Independent Review Team interviews with JTVCC staff members, &2dy 17

221 Department of Correction 2017 Strategic Plan: 90 Day Deliver@gesiote 12).
|
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behaviors they will need to succeed upon release. Additionadigiive inmatesmake the

facility safer

Figure4: Delaware Recidivism Reduction System Bluep#at

DELAWARE RECIDIVISM REDUCTION SYSTEM BLUEPRINT

August 2017

Workload Factors
Policy, Economic, Community &
Demographic Factors Shaping the Size &
Characteristics of the Prison Population

StatefLocal Policies and Practices:

State intentions on improving prison conditions,
reducing commitments and addressing
operational concerns and challenges

Law & policy changes, drug, TANIF

Offender targeting priorities

Partner agency pelicies/priorities being shaped
by evidence based approaches to reduce crime

Public and Private Economic Factors:

* |mpact of unemployment

Reductiens in budget & services

Reductions in federal funding and federal grants
Employment challenges for persons with records
Depth of economic difficulties/public pereeption

Community Factors:

 Size/closeness of DE communities

* Challenges of disparate resources within unified
cofrections system

Political view that crime begins and ends in the
community so offenders should be worked w/
locally & with some degree of equity

Local justice and law enfercement agencies are
in early stages of education on Evidence Based
Practices [EBP) "what works" to reduce crime,
Increasingly, public expects policies must be
more evidence-based

Public is learning that services have a greater
impact on behavior than incarceration thus
putting demands on law enforcement for
alternatives thus creating a culture shift
Cencern in urban centers about the inter-
generational impact of erime and incarceration
lllegal/deviant behavior in schools demands
more creative responses (in lieu of arrest)
Victims' rights need higher priority in the system
Opiates problem is growing

Community demands for a statewide
comprehensive reentry needs assessment

Lack of community treatment services

Demographic Factors:

+ Changing arrest and prosecution patterns re
vialent/nenvilent erime

» Better identification and mere appropriate
responses bo violent crime and gun charges

» Victims demographics are changing

*  SPMI, domestic violence, sex offenders, eldely
offenders populations are having an impact on
the justice system — especially prisons

Strategic Direction Work Processes/Procedures
Values, Principles, Practices The Logic that Drives the Work

Values: i

» Accountability: Expectation of results and Application of Values & EBP:
measureable goals, Supports epportunities for Organizational Level Strategles
rehabillitation, Improves public safety & 1. Establish commen definition/Define
community justice, Maximizes employee suceess as recidivism reduction and
potential measure public safety performance

» Falrness & Integrity: Trust and Transparency in 2. Tailor conditions of supervision;
how justice is dispensed, Cooperation, 3. Focus resources on mederate and high-
Impartiality, Diversity & professionalism risk offenders;

» Innovation & Technology: Use data & analytics 4. Front-load supervision resources;
forensically to identify risk needs, respenses & 5. Implement carned discharge based on
results to spur coordinated information sharing successful completion of EBP/time based
and engage valued technical assistance 6. Implement place-based supervision;

» Sustainable Public Safety: Entire system needs + 7. Engage partners to expand intervention ,
to be based on solid and repeatable process, access to data and analytic capacities.
that is, committing to what works—and re- 8. Standardized statewide problem solving
rocling of refraining from what doesn’t courts

» Cross discipline Collaboration: In Delaware’s Supervision Level Strategies

unified system, all agencies must be uniform in
their approach and collaborate to improve
performance and outcomes

o

Assess criminogenic risk/need factors at
all stages of the justice process, from
pre-trial to discharge, using validated

Principles of EBP (See Definition, page 2): instrument;

o Assess actuarial riskfneeds, 10. Develop/implement case plans that

« Enhance intrinsic motivation. balance surveillance and treatment;

» Target Interventions: Risk Principle: Prioritize 11. Involve probe!tloners to enhance their
supervision/treatment for higher risk offenders; engag.ement n assessrlnent. case
Need Principle: Target interventions to phnnnng, and S“p”‘fls“’"i
criminogenic needs; Responsivity Principle: Be 12. Engﬁge informal sqcual Fontrols to
responsive to temperament, learning style, facilitate community reintegration;
motivation, culture, and gender; Dosage: 13. Incorporate incentives and rewards into

Structure 40-70% of high-risk offenders’ time for the supervision process; and

3-9 months; Treatment: Integrate treatment into 14. Employ graduated, problem-solving
sentence/sanction requirements responses to violations of conditions
= Skill train with directed practice {use cognitive ) i .
behavioral treatment methods). Special Target Populations Require
+ Increase positive reinforcement. Specialized Services and Supervision:
» Engage ongoing support in natural.communlr.ies. «  Offenders with mental health issues,
» Measure relovant processes/ practices. addictions and co-occurring disorders
* Provide measurement feedback. * need soecial sorvices

Justice System Resources and Infrastructure

For justice partner agencies, city/county departments and agencies, nonprofit stakeholders, victims
groups and advocates
Based on Assessment of Assets, Barriers and Gaps for Each Organization

Faciliics, Staffing, Staff Communications, Policy
Technology, . Development,
Management, Resources, Coordination,
Equipment Budgetin Traininy Plannin Performance
geting ining g Monitoring

Performance
Qutcomes
What We Expect

Process Outcomes:

» Risk/Needs Assessment
drive decision-making
throughout the justice
process

Risk/Need Assessments
drive Transition
Accountability Plans that
focus on EBPs to reduce
risk and address needs
EBP drives supervision,
programs and services
Readiness for release
from prison is improved
Prisen sentences become
more rehabilitative
Efforts in prison to
address risk and need are
sustained in the
community

Victim impact considered
Appropriate treatment
serves as alternative to
probation vielation

Impact Outcomes:

» Offenders violate
conditions of supervision
less frequently and
complete supervision
more frequently
Probation revocations to
prison decrease
Recidivism is reduced as
evidenced by reduction
in arrests, convictions
and re-commitments
Dffenders receive
needed services
Reduced offender debt
Harm to individuals and
communities is reduced
Increased victim
restitution and
responsiveness to thelr
needs

Cost benefits to system
are documented

2655t gl NBE wSOARA DA AY apdWwddQdittie 2ngdepdndedt Re&vi¥w TedydzGpeidd v i

Court Judge, August 28, 2017
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Chapter 10 Building Trustand Legitimacy

Overview

Aninstitutionalized culture of negativitgxistsat the JTVCC, in which administration executives,
correctional officers, support staff, and inmates view one another as advers@hedailure to
demonstrate basic levels of respect and performance at multiple levels only works to foster
resentment model antisocial behavioandlikely contributed atleast indirectlyto the

incident that begaron February 1, 2017.

AstheFinalReg NIi 2 F G KS t NBa SRy RPoicingptlyindtessC 20N/ 2(yF GH v
enforcement organization can make great rules and policies that emphasize the guardian role

but if policies conflict with existing culture, they will not be institutionalized behavior will

y2 i ORETHiSI&soa is directly applicabledorrectionalorganizations. Regardie®f

location and rankthe role ofthe staff in any correctional faciliig to ensurehe safdy and

security of inmates, staff, and overalperations. To this end, it is the responsibilityJaivCC
administratorsto ensure thathey have the trust and legitimacy to effect positive change and

that they expect the same of their staff.

Defining Procedural Justice and Legitimacy

t NPOSRdzNI £ 2dzad A0S GRSAONAROGSA GKS AR
tied more to the perceived fairness of the proseend how they were treated, rather
GKFy (2 GKS LISNOSAOSR FlLANySaa 2F (KS
0KS RS@St2LIYSyd FyR SaidlofAakKYSyid 27
or institution [such as the police or agections] that leads people to feel that the
FdzK2NARAGe 2NJ AyadAaddzianzy Aa Syaiaidf SR
procedural justice and increase legitimacy, individuals accused of violating the law
rule) must perceive that: 1) thegre being treated fairly relative to others; 2) they are
given the chance to explain or defend their behavior; and 3) their explanation is take
into account before any disciplinary action is taken.
{ 2dzNDSayY 9YAfeé D2f R I y RProeeddral Fustide: FailNdsSab &Crithe Rretdtf
¢ 2 2CGommunity Policing Dispatéh no. 9 (2013)https://cops.usdoi.qov[html/dispatch/OQ ,
2013{fairr)e§s as_a prime preven:[ion tool.,ﬁspA¢ o wo ¢A‘é f SNE 4?2 AK Fad Aa t
I AGAT Sya G2 ' 3aadaa (K3JanahdSudes Revie@ fo. 1 (1988): 16335;NIR (
Terr,V\{hy People pbey the Ldinew Haven, CT: Yale Universigy Press, 1990);:). Sun§hine rimd T.R.
G¢KS w2fS 2F t NPOSRdzNI £ Wdza i A OS | yR LawkBaciety Y I ¢
Review37, no. 3 (2003): 51847.

23t NBaARSYy (G Qa sCenduly PolchdAS/ Xy wiiSMI2Z NI 2 F (KS s€CaNBra A RSy i Qa ¢
Policing(Washington, DC: Office of Community Oriented Policing Services, 2015),

http://www.cops.usdoj.gov/pdf/taskforce/TaskForce FinalReport.pdf
]
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Observations

JTVCC administratoend leadership do not have the trust of the JTVCC staff

O f rly ¥aw enforcement organization can make great rules and
policies that emphasize the guardian role but if policies conflict with
existing culture, they will not be institutionalized and behavior  will
170 ABERI CcCAs8o

Anendemic lack of trust and legitimacpused by adversarial relationshigsevident

throughout the staff at the JTVCI@.focus groups and individual interviews witbrrectional
officers the Independent Review Team was told thany staffing and promotional decisions
are made based on friendships and promises, and dhdéngerous level of complacency
amongsupervisors ana high tolerance fodisorganizatioron the part ofJTVCC administrators
has set irf?®> This complacency artdlerancefor disorganizatiorhas allowed for low levels of
competency among stafis some seem to be unaware of their job dutié&At the same time,

it has according to interviews conducted by the Independent Review Tatowed others to
develop afeeling ofsuperiority, operatingin an unnecessarilgtrict and inflexible mannet’
Additionally,non-custodal staff reporedfeeling liked i KS T 2 NJ Betaiisé theyzrg S &
rarely involved in decisiemaking processes that impact them and are frequently dismissed as
unimportant??®In order to ensure the success of corrective actjarsl the future of the
JTVCQGt is important that the principles dfuildingtrust and legitimacy be prioritized.

The JTVCC inmate grievance systemyisunctional and impacts the ability of inmates to
trust the JTVCC staff

The Independent Review Team notesmerous complaints and negative comments from both

staff and inmates regarding the grievance systgrthe JTVCOhe most common issues raised

are:the burden of proof; themultiple grievance and appeals processesluding separate

grievance proessegor food service, healttare, operationsand disciplinary issueand, slow

responses to letters and complaints filed. This has all led to inmates characténing

grievance processl & SaaSyidAltte a¥®lIyAay3atSaaég 2N al 22

2241bid.

225|ndependent Review Team interviewsth JTVCC staff membeduly 1721, 2017

228 bid.

227Inmate letters forwarded by the ACLU and independent community groups to the IndepeRdeigw Team,

May ¢ August 2017.

228|ndependent Review Teamterviewswith JTVCC staff membeiday 45, 2017.

229Independent Review Team grievance hearing observations, July 19, 2017.
|
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The levels of proafequired of inmates arein many casesinreasonable and appe&o be
designed to ensure that an inmate rarely, if ever, wins a grievance on property issues.
example, the Independent Review Team was permitted to obsegreesance hearing ovema
alle3l G A2y 2 Fclockpeingbyokeh duBng a cell shakedowiihe burden of proof
required the inmate to furnish a receipt identifying proof of ownership and a receipt proving
that the clock was in working order at the time it was allegedly damaedng another
observed grievance hearing, the inmate was required to demonstrate that the towel he was
claiming had been taken was his, despite the fact thatking of personal clothing and
property with a name and identifier to indicate ownership would/éde considered a rule
violation subject to disciplin@Vith seemingly impossible burdens of proof to meet, inmates
have little faith in the process and feel that the JTVCC staff do not care about the safety and
security of their belongings.

Similarly the decisioamaking process for grievances at thEVCG of questionable validity.
Two inmates and three JTVCC staff participate in the deemaking process, which
automatically provides the staff the majority in any decision, a majority whiclstdfealmost
alwaysuses todeny the grievancelhe Independent Review Team also obserstadf telling
inmates to vote to uphold grievancesvhich staff indicated theywere going to vote tadenyt
sothat the inmateson the hearingvould not be subject to anyetribution from the inmate
filing the grievance. Inmate participation, as it currently exists in this process, is entirely
perfunctoryand furthers the perception that the process is unfair

On top of the hearing process being unfaiecisionanade bythe Regular Grievance
Committee are not final, but rather are recommendations that are reviewed BINCC
administrator, who makes the final decisiatespite not participating in the hearinlyloreover,
on the rare occasion that the grievance decision fatleesinmate, one of the staff members

GKFG ¢l a 2y GKS O2YYAGGUSS FYR LI NIGAOALI GSR AY

office toexplain why they ruled in favor of the inmatend thenmostrulings are eversed
anyway. This undoubtedly contributes to the anger and frustration of inmates who already
believe the process is stacked against them.

The Independent Review Teaatso hearda great deal of frustratiomegarding the length of

time to receive responses tiheir letters and complaints. The timefrancan reportedly range
anywhere from a week teeveralmonths,?3°

Actions taken by the State since February 2017

The identified issues related to trust and legitimacy were not included in the preliminary report
and have not been specifically responded to by the JTVCC or the Delaware Department of

230 |nmate letters forwarded by the ACLU and independent community grtutiee Independent Review Team,

May ¢ August 2017.
|
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Correction. However, the appointment of the new warden and the Beweau of Community
Corrections (BC@hiet who has an impressive knowledge of evidence based cormegkio
programmingcis a commendable step towards rebuilding the trust and legitimacy at the JTVCC.

Recommendations

New Recommendations:

1. JTVCC administratoend leadershipshould adopt procedural justice as the guiding
principle in their interactions with correctional staff in order to develop internal
legitimacy.AstheCA Y I £ wSLR NI 2F (KS sCeNtdr@PolRiBgiated & G @IKES|Y C2 |
an agency creates ameironment that promotes internal procedural justice, it encourages
its officers to demonstrate external procedural justicdist as employees are more likely to
take direction from management when they belighat Y I v 3SYSy G Q& | dzi K2 NJR |
legitimate, hmates will be more likely to cooperate witlorrectional officersvhen they
0StASOS GKSANI FdziK2NARGE A& fSIAGAYI GSpé

2. JTVCC correctional staff should similarly adopt procedural justice as the guiding principle
in their day-to-day interactions with inmate. Correctional officersmuch like law
enforcement officers, have to strike a delicate balance between the enforcement of rules
and their guardianship over inmates in order to ensure all around safe operations. As they
issue warnings and citations and ré&eoprivileges, it is important they ensure inmates are
protected from undue harm and are being treated fairly and equitadoly 1 S& FI OdG 2 NJ A
social order of a prison is legitimacy of the prison regime in the eyes of the inmat€ke
legitimacy ofauthorities depends in large part upon the procedural fairness with which
2TFAOSNE UNBFG LINARA2YSNREDE

3. The JTVCC should establish a culture of transparency and accountability in order to rebuild
trust and legitimacy with inmatesTrust and legitimacy betweetorrectional officeline
staff and JTVCC leadership is agguisite to making sure decisianaking is understood
and in accord with stated policy. It can be incorporated into many types of administrative
processes (such asciplinary processes and adverse incident debriefs) and even spur the
RSOSt2LIYSyd 2y yS¢ LINRPOS&aasSa adzOK |a G3az22R 2

4. The JTVCC grievance processes and procedures should be reviewed and tebisedore
efficient and fairer The JTVCQd/or its designee should review the current JT\i@Qate
grievance process and conduct a gap analysis against national eviolasee best practices
to revise the system. Research on grievance processes and procedures in other states and in
other DOC systems should be reviewed to gain insight into innovativeardmporary
grievance processes. Specificadlysingle, consistent grievance process for all inmate issues

BWway L GKEFyYy WEOl&a2y S |t o5 &[ $3 Rrisdn Bénd@e JourrR 20102408 R dzNI £ W
1
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andconcernsshould exist. Theurden of proof in these cases should be a standard
reasonably met by the individual filing the grievanteeRegular Grievance Committee
should be structured in a way that provides thenate a realistic opportunityo win
hearings, should the committee decidEhe currenstructure putsinmatesin an awkward
and riskypositionand providedittle actual meaningThe appeals process should also be
reviewed to remove the sole decisianaking authority from someone who did not observe
the hearing. mmates are allowed very few possessi@amsl the current systerplaces
unnecessary obstacles in the way of properly aetng fortheir property,creates

needless oportunities for conflictand contributes to the lack of legitimacy inmates afford
JTVCC staff and administration executiVes example, keeping inventories of inmate
property rather than requiring inmates teetain their receipts for years to prove they own

an item, and allowing inmate clothing and towels to be marked in a standardized manner to

prove ownership could help to dispel some conflict and grievances.

1
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Conclusion

For years, excesgvmandated oertime and fatigue; thenconsistent applicgon of policies and
proceduresjnconsistent managemenand, the lack of communication, adversarial
relationshipsand agenerallack of respect at all levetd the JTVCBave contributel to poor
correctional officemorale and increasg hostility between inmates and correctional officers.
At the same timethe lack ofinmate programming and training antthe inconsistent application
of policies has worsenadmate morale, and left them wh extensive amounts dfile timein
which to plan disruptive, dangerous, and deadly aatsof these issuesulminated into two
inmate uprisings in two weeks at the JTVCC smond(the incident that began on February 1,
2017) ended with one sergearkilled and other correctional personneijured.

Throughout this independent review process, JTVCC staff recounted numerous instances
wherein prison management failed to act to prevent, defuse, or address concaised

regarding by correctional stafégardingpotentially dangerous inmates and unprofessional
staff. The Independent Review Team also heard complaints from focus groups and individual
interviews with, and letters written by, inntes, advocates, and attorneys. éview of policy
coupled withinformation gathered from JTVCC staff and inmates, points to procedural
inconsistencies, the use of shaming tactics and verbal and physical abuse at the hsowig of
correctional officers, lack of programming and adequate medical care, and an ineffective
grievance system. Left unattended, these isswélscontinue to provide a fertile ground for
violent incidentsn the JTVCC.

The observations and recommendations herein are provided not as an indictment of any
person or institution, but rather, as a learningportunity by identifyingchanges to systems
and decision points that promise to improve td€VC@&nvironment.

Admingtratorsat the JTVCC, the DOC, and the State of Delaware are to be commended for
acknowledging the severity of the incident that began on February 1, 2017 and the
environment in which the incident was able to occur, and taking steps to correct the tbsues
directly and indirectly contributed.

Thet is still much work to be don&V/e strongly encourage the Delaware DOC to also engage
with other states, such adew York, Marylandgnd Virginia and research innovative

corrections approaches being usedhese statesand elsewhereThis research can hetip

identify evidencebasedpromising andest practiceghat are working to improve their

corrections outcomesand could be tailored to work in Delawaf@ontinuing to make changes

to enhance the culturat the JTVCC and throughout the DOC facilities will result in a safer, and
more secure environment for staff and inmates. Continuing conversations with the JTVCC staff,
DOC and stakeholders over time will be vital in rebuilding an environment with trust,

procedural justice, and legitimacy that will address critical security issues and facilitate a
process of healing.

1
FINAL REPORNDEPENDENT REVIBMSECURITY ISSVESHE JAMES T. VAIMGCORRECTIONAL GENT 80



Acronym List

ACA American Correctional Association

ACLU American Civil Liberties Union

BOP Bureau of Prisons

BWC Body Worn Cameras

CERT Correctional Emergendyesponse Team

CIT Crisis Intervention Training

CLASI Community Legal Aid Society, Incorporated
COAD Correctional Officers Association of Delaware
DACS Delaware Automated Correctional System
DOC Delaware Department of Correction

DTI Delaware Department of Technology and Information
JTVCC James T. Vaughn Correction Center

MHU Medium-High Housing Unit

OMB Office of Management and Budget

PREA Prison Rape Elimination Act

SHU Security Housing Unit

STG Security Threat Group

SMI Seriously Mentally Il

1
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Glossary

American Correctionafssociation(ACA} A private, nonprofit organization that administers

the only national accreditation program for all components of adult and juvenile correction;
purpose is to promote improvement in the management of correctional agencies through the
administration ofa voluntary accreditation program and the ongoing development and revision
of relevant, useful standards. (3206, Statewde Quality Improvement Program).

Classification Prisonclassificatioris a method of assessimgmaterisks that balance security
requirements with program needs. Newly admittegnatesare transported from city or county
jails to a prison receiving center where the risk assessment process begins.

CorrectionalOfficert An officerresponsible for the custody, safety, security, and sujsson of
inmates in gorisonor any othercorrectionalfacility.

Contraband Anythingthat is not authorized on thgroundsof the JTVCC.

Delaware Automated Correctional System (DAC®) State of Delaware computer system
containing the nommedicaloffender information concerning sentencing, housing, and
programming.

Detainea A person held in custody pending trial; not convicted of a crime but does not have
bail or is being held without bail.

Grievance A written complaint or petition, either infanal or formal, by ainmate concerning
an incident, procedure, or condition within an institution, facility or the Department which
affects theinmate complainant personally.

Honor visitt Specialized privilege arranged by a housing unit counselor. Innmatssfulfill

certain criteria to be eligible for an Honor visit. The visit is held outside in a picnic area with the
AYYLEOS YR KA& QGAAAGZ2NBAP® ¢KS @QAAA02NEBER | NB | ff
searched to dine with the inmate at thasit.

Mustert Also known as roll call, &sbriefing where supervisors take attendance, inspect
uniform and equipment, inform the oncoming shift of any outstanding incidents that may have
occurred, inform officers of inmates or units to observe closelated any law or procedural
changes, and other similar issues

Post Orders Paost orders are written documents that clearly outline duties, responsibilities,
and expectations obfficers while they are assigned to that post
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Pre-Hearing Detention (PHD@) Confinement of an offender until an investigation is completed

or a hearing scheduled. Such detention shall not be punitive and should be used only when
ySOSaal N (2 SyadsaNBS GKS 2FFSYRSNDRa al FSade 2NJ
Recreatiort Recreations time outside of the cell, not showering, or cleaning up; at a minimum

recreation should bene hour three times a week.

RollCGallt Aroll callis a briefing where supervisors take attendance, inspect uniform and
equipment, inform the oncoming shiff @any outstanding incidents that may have occurred,
inform officers of inmates or units to observe closely, related any law or procedural changes,
and other similar issues.

Shakedown Athorough search of a prison cell to uncover contraband and excessive property.

Watch Commander A BOP employee of rank of Lieutenant or higher with supervisory
responsibilities over the entire facility during any shift or tour of duty.

. ________________________________________________________________________________________________________|
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Appendix A: FulListing of Recommendations

Recommendation 3.1: Prioritize programs and strategies that facilitate a more positive
culture amongst JTVCC staff and between JTVCC staff and inmates.

Recommendation 3.2: Review and rewrite job descriptions and promotionahdards to
reflect the skills and knowledge required to enhance staff behavior and facility culture.

Recommendation 3.3 TVCC administratoshould discontinue the practice of policy
revision/implementation by email or verbal communication.

Recommendtion 3.4: The DOC Commissioner should review the practices of masked mass
shakedowns by CERT.

Recommendation 3.5: The DOC Commissioner should assert the primacy of central office over
the facilities.

Recommendation 3.6: Evidendmsed programs and triamings should be prioritized for all
levels of leadership at the JTVCC.

Recommendation 4.1: To the extent possible, reduce reliance on mandatory overtime and
limit the number of overtime hours per week for employees at the JTVCC.

Recommendation 4.2)TVCC administratoshould identify evidencédased programs and
practices that address officer safety and wellness in correctional facilities.

Recommendation 4.3: The JTVCC must evaluate its timekeeping practices to ensure they
adhere to state and fedal labor laws.

Recommendation 4.43JTVCC administratohould compel participation in critical incident
debriefings or postincident counseling not only for those directly involved but also for those
not involved.

Recommendation 4.5: DOC add@VCC admistrators should mandate officer safety and
wellness training for all correctional officers on a regular basis.

Recommendation 5.1: All JTVCC employees should be required to sign a document indicating
that they have read the DOC and the JTVCC PoladsProcedures identified by their

superiors, as soon as possible, and should also be required to sign a copy of each policy or
procedure update.

Recommendation 5.2: Officers assigned to a specific post should be required to sign off on the

post ordersupon assuming the post.
I ———————
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Recommendation 5.3: Policies, procedures, and post orders should continue to be reviewed,
revised, and updated annually.

Recommendation 5.4: Identify, and implement, security level and program classification
systems that are efctive and evidencdased.

Recommendation 5.53TVCC administratoend leadership should provide documentation
with specific explanations for overriding security level classifications and other secbatsed
decisions made by staff.

Recommendation %&: Establish a Contraband Introduction Unit (CIU) at the JTVCC.

Recommendation 6.1: The Delaware DOC should expedite the implementation of the 16 hours
2T aAy GKS aSFdé GNIAYAYy3a YR NBRdAzOS (KS ydzYo

Recommendation 6.2ndividual DOC facilities should be able to tailor aspects of the annual
in-service training to their specific needs.

Recommendation 6.3: Ensure that training courses prioritize topics and courses that are
essential to operating a 2% Century correctioal facility that focuses on rehabilitation.

Recommendation 6.4: Prohibit training from being conducted while on post.

Recommendation 6.5: The JTVCC should expedite the creation of a field training officer (FTO)
program, link it to other leadership dewepment and upward mobility opportunities, and
ensure that qualified applicants are selected.

Recommendation 6.6: Require that all DOC training instructors complete tth@trainer
courses from an accredited agency such as the National Institute ofe€tons (NIC) or the
American Correctional Association (ACA).

Recommendation 7.1: The JTVCC should continue to test communication channels and
immediately address identified issues.

Recommendation 7.2JTVCC administratoend all levels supervisordsuld build
relationships and regularly communicate with one another to share promising practices.

Recommendation 7.3ITVCC administratoend all levels of supervisors should receive
training in communication skills.

Recommendation 7.4: Require empiees to enter in, and read, information into DACS at the
beginning and end of each shift.
________________________________________________________________________________________________________________|
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Recommendation 8.1: The DOC should prioritize the replacement/upgrade of the
hardware/server infrastructure used to operate DACS, including accounting for addition
Access Points and Active Port costs.

Recommendation 8.2DOC should authorize addition&lorrectional Officer Technician
positions for IT support throughout their facilities.

Recommendation 8.3: The State of Delaware should consider the unique technology and
equipment needs of the DOC and specific facilities.

Recommendation 8.4: The JTV&uld purchase equipment, such as cameras, that
contribute to overall inmate, staff, and facility safety and security.

Recommendation 8.5: JTVCC civilian staff should be provided with radios or other devices to
communicate with sworn correctional staff.

Recommendation 9.1: The DOC should conduct an independent assessment of the health care
and mental health care provided at the JTV.CC

Recommendation 9.2: Develop a strategic plan to prioritize the restoration and expansion of
evidencebased programs ad job opportunities at the JTVCC.

Recommendation 9.3: Identify creative solutions, including working with JTVCC staff and
counselors, to deliver inmate programming and opportunities.

Recommendation 9.4: Review contracts for behavioral health and saibsé abuse treatment
programs to identify opportunities for cognitive behavioral interventions to be included in the
delivery of services.

Recommendation 9.5: The JTVCC must develop a system of privileges and incentives to
encourage positive behaviors ahe part of inmates.

Recommendation 10.1JTVCC administratoend leadership should adopt procedural justice
as the guiding principle in their interactions with correctional staff in order to develop
internal legitimacy.

Recommendation 10.2: JTVC@rectional staff should similarly adopt procedural justice as
the guiding principle in their dayto-day interactions with inmates.

Recommendation 10.3: The JTVCC should establish a culture of transparency and
accountability in order to rebuild trust ad legitimacy with inmates.
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Recommendation 10.4: The JTVCC grievance processes and procedures should be reviewed
and revised to be more efficient and fairer.
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Appendix B:Methodology

In February 2017, at the request of Governor John Carney and his Executive Order to launch an
independent review into the security of tRklames T. Vaughn Correctional Cend@MC);the
Police Foundation (PF) created an Independent Review TEaen€am,comprised ofsubjed
matter experts in corrections angublic safety and critical incident response, developed and
executed a comprehensive methodology to critically review and assess the incident and
circumstances leading up to it in order to develop lessons learned and recommendations for
improvement for the JTVCC, the Delaware Department of Correction, anétate of

Delaware. Sources and types of information included: site visitsetdTVCC to get a sense of
the facility; focus groups of JTVCC correctional officers and inmates and interviews with key
stakeholders to gain perspectives from those involved and affected; document reviews; and
literature and media coverage reviews. The following secta®tail the Independent Review
TSIYQa YSUK2Ra®

On-site data collection
Site Visits

ThelndependentReviev Teamconductedthree site visits:May 1-5, 2017 May 18-19,2017.
and,July17-21,2017 Duringthe months of May through August the teaminterviewedmore
than 120people,individuallyandin focusgroups.Thoseinterviewedincludedthe following:232

Secretaryof Safetyand HomelandSecurity
Commissionerepartmentof Corrections
BureauChiefof PrisonsDepartmentof Corrections
CurrentWarden,JTVCC
FormerWarden,JTVCC

Major, DelawareStatePolice
JTVvC@dministrators

JTVCGupervisors

JTVCCorrectonal Officers

JTVCCivilianStaff

JTVCContractualStaff
JTVCGhmates,housedin multiple securitylevels
CommunityLeaders/GrougRepresentatives

= =4 4 -5 _9_9_4_9_2°_-2._-2°._-12._-2-

232 Number includes interviewees who were DOC employees as of February 1, 2017. Some interviewees may have
retired or otherwise left the department by the date of report release.
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Materials collection and review

The Independent Review Team collected and reviewed numerous docurdertds reports,

letters and other materials from the State of Delaware and community members through
materials requests as well as collection of materials while on site. Review of these documents
assisted in identifying findings and recommendations. Matsniaviewed included the

following:

Departmentof Correctionand JamesT.VaughnCorrectionalCenterpoliciesand procedures
Lettersfrom JTVC@matesand familiesof inmates

Videoof interviewswith JTVCGtaff

Useof forcereports

Staffingrelated assgnments plans,andreports

Trainingmaterials

Equipmentinventoriesandplans

Grievancerelatedlogsanddocuments

= =4 4 -4 -8 -8 -5 -9

Off-site data collection

Literature review

In addition to the information collected while on site, the Independent Review Team collected
and reviewed relevant literature and media to critically assess the events surrounding the
incident that began ofrebruary 1, 2017, and related security issues.

Media analysis

Theincident that began orrebruary 1, 2017, death of a correctional officnd subsequent
events atthe JTVCC were reported on television, thieinet, and social media. Thedm read
articles and reviewed other relevant media postings, websites, and audio.

Analysis

Based on the omand offsite data collection and analysthe Independent Review Team
evaluated policies, procedures, practices and technology at the facility and whthiiTVCC
and theDOC thatikely contributed to theincident that began oifrebruary 1, 2017. These and
other related areas of focus were idefiid and used to develop the foundation ftbre
observationsand recommendations this report
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Development of Recommendations

The analysis of key focus areas provided a foundation from which to develop findings and
recommendations for improving security concerngteg JTVCC that can be used by the State of
Delaware to take actions that can help prevent similar incidents inuhed.
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Appendix C About the Team

Appointed Independent Reviewers

The Honorable William L. Chapman, Js.currentlyChief Talent and Diversity Officer and

Senior Counselt Potter Anderson & Corrooriginally from New York City, Judge Chapman

cameto Delaware as a Deputy Attorney General for the Delaware Department of Justice after
receiving his A.B. from Brown University in 1983 and graduating from Georgetown University

Law Center in 1986. He has served the State as a Family Court judge fosttheqrdy years

and has been active in the community through organizations such as The Walnut Street YMCA,
A3 ONRPGKSNEZ . A3 {A&a0SNBR 2F 5StlF¢FNB FyR {Go

The Honorable Charles M. Oberly, Berved as United States Attorney for the District of

Delaware from 2010 to 2017 and has served as Attorney General of Delaware from 1983 to
1995. Originally from Delaware, U.S. Attorney Oberly received his B.A. from Pennsylvania State
University in 1968 ahhis J.D. from University of Virginia School of Law in 1971.

Police Foundation Team

Chief Frank Straub (Ret.), Phdlirector, strategic initiativegrovided onsite project

management, coordinating the work of subject matter experts and providingl#arcement

guidance and expertise to the project. He managed the document review process and worked

to ensure that all onand oftsite decisions and activities met project go#ls30year veteran

of law enforcement, Dr. Straub currently serves as thhed@or of Strategic Studies for the

Police Foundation, where he works on Critical Incident Revigelisding the San Bernardino

terrorist attack and the resulting reporBringing Calm to Chaosand the Orlando Pulse

shooting (in progress). Dr. Straub last served as the Chief of the Spokane (WA) Police
Department. Dr. Straub has also served as the Director of Public Safety for the City of
Indianapolisand as the Public Safety Commissioner for the City of White Plains, New York. Dr.
Straub previously served as the Deputy Commissioner of Training for the New York City Police
Department, and as a federal agent. He holds a Ph.D. in Criminal Justicehé @iyt
''YAGSNBRAGE 2F bSge ,2N]J Qa DNIRdzr4dS / SYyGdSNE |y
2F /I NAYAYLIf WdzAGAOSZT FyR | . oDrdstraulyisaNare OK2 f 2 3 &
Resident Fellow at the Combating Terrorism Center at \aistt.P

Jennifer Zeunikgirector, programs, provided overall project structure and oversight. She
worked with project staff in driving toward goals and deliverables and coordinated activity of
on- and oftsite staff and subject matter experts. She alsoved as a writer, editor, and quality
control manager on th@reliminary andinal reports, ensuring report cohesion and clarity. Ms.
Zeunik has 20 years of public sector and nonppofigrammanagement experience, working
closely with all levels of gowement. In her career, Ms. Zeunik has provided strategic
management expertise to criminal justice clients focused on justice policy research, business
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development activities, program management, strategic planning, training and technical
assistance manageme and development of strategic communications. She served as a lead
writer on numerous published reports throughout her career, includingl&@P National Policy
Summit on CommunitiPolice Relations: Advancing a Culture of Cohesion andrépast as

well as the COPS Offgfanded Police FoundatioBollaborative Reform Initiative: An
Assessment of the St. Louis County Police Departaneinthe San Bernardino terrorist shooting
critical incident reviewBringing Calm to Chaos

Roger Werholtzcorrections subject matter experprovided corrections subject matter

expertise to the project. Mr. Werholtiz the former Interim Executive Director for the Colorado
Department of Corrections, where he oversaw a budget of more than $825 million and a
workforce inexcess of 6,000 people. Mr. Werholtz has also served in various senior executive
positions within the Kanas Department of Corrections, including as Secretary of Corrections
from 2002 to 2010. Mr. Werholtz received a M.S.W. with an emphasis in SociaeServi
Administration, Management, and Evaluation from the University of Kansas, and a B.A. in
English and Theater from Washburn University.

Robert May, corrections subject matter expenprovided corrections subject matter expertise

to the project. Mr. Mayhas more than 40 years of criminal justice and corrections experience,
including 12 years as chief criminal investigator and lieutenant in county and state law
enforcement agencies, at the University of Maryland at Baltimore Police and Washington
CountySBNAFFQa 5SLI NIYSYyGs al NBtlFyR® aNX» al & OdzN
Program and Technology Services at the 1JIS Institute. Before joining 1JIS, Mr. May held a
number of leadership positions with organizations including the Criminal Justidetis
Association of State Correctional Administrators, JBS International, National Treatment
Alternatives for Safer Communities, SocioTechnical Research Applications, and the American
Jail Association. Mr. May has graduate studies from the Federal Bofdavestigation, and
received a B.S. in Behavioral Science with a minor in Criminal Justice from the University of
Maryland, College Park.

Joyce Iwashitaproject assistantprovidedon- and offsite coordination andjeneral project

support including eport writing and editing. She supports projects such as Collaborative

Reform, Critical Incident Reviews, and the Police Data Initiative. Before joining the Police
Foundation, Ms. Iwashita supported the Herbert Scoville Jr., Peace Fellowship, and interned

with the U.S. Senate, U.S. Department of Veterans Affairs, and National Criminal Justice
Association. A Harry S. Truman Scholar, Ms. lwashita received her B.A. in Economics from Lewis
& Clark College in Portland, Oregon.

Michelle Phillips,project associgee, providedon- and oftsite project supportas well as
documentwriting, review,and editingMs. Phillipgeceived a M.S. in Criminal Justice with a
specialization in Law and Courts from the University of Baltimore and a B.S. degree in Criminal
Justicewith a minor in Applied Psychology, from Coppin State University. Ms. Phillips has
previous work experience as a correctional officer for the Maryland Department of Public
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Safety and Correctional Services. Ms. Phillips has worked on federally fundecthesesgects
to include areas such as public health and safety, community policing, and reentry.

Maria Valdovinosresearch associat@rovidedon- and oftsite project supportas well as
documentwriting and editing. Ms. Valdovinasame to the Police Fowlation from the Federal
Bureau of Investigation, where she served as a research fellow and provided research,
analytical, and project management support to projects focusethogeted violence on
college campuseand police officemwellness. She has trang in both qualitative and
guantitative research methods, an academic background on the social, cultural, and
organizational determinants of health, and project management experience in research on
police organizations and withicorrectional institutiors. At the Foundationyls. Valdovinos
works on a portfolio of projects focused on safety, health, and wellness acmmnectional
personnel and incarcerated persomgs. Valdovinos has a B#om Northwestern University
and an M.A. from George Mason Unisiy, where she isurrently pursuing her Ph.D. in
Sociology with a focus on the criminal justice system, corrections, and reentry.

Ben Gorbanpolicy analyst, pvidedoff-site input project support as well as document writing,

review, and editing. MrGorban is a policy analyst with more than eight years of experience

supporting law enforcememtelated projects including the provision of technical assistance

and policy analysis support on projects related to countering violent extremism, community

polichk y3dx YR (GKS NRBtS 2F a20AFft YSRAIF Ay fl g Sy
include research, resource development, and information dissemination. He receivedsis M

in Justice, Law, and Society from American University in 2011 and his BA fPhilosophy and

Justice, Law, and Society from American University in 2009.
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Appendix D:About the Police Foundation

The Police Foundation is a national nonmember, nonpartisan, nonprofit organization that has

been providing technical assistance and conducting innovative research on policing for nearly

45 years. The professional staff at the Police Foundation work chegllyaw enforcement,

community members, judges, prosecutors, defense attorneys, and victim advocates to develop
research, comprehensive reports, policy briefs, model policies, and innovative programs. The
2NBFYAT I GA2Yy Qa | 0Af Anisdwithis@bjecDdattef &pritiseCstiphbdBtgdli R S LJI
by sound data analysis practices, makes us uniquely positioned to provide critical incident

review, training and technical assistance.

The Police Foundation has been on the forefront of researching and prgwgdidance on
community policing practices since 1970. Acceptance of constructive change by police and the
community is central to the purpose of the Police Foundation. From its inception, the Police
Foundation has understood that in order to flourishJipe innovation requires an atmosphere

of trust; a willingness to experiment and exchange ideas both within and outside the police
structure; and, perhaps most importantly, a recognition of the common stake of the entire
community in better police services

The Police Foundation prides itself in a number of core competencies that provide the
foundation for critical incident reviews, including a history of conducting rigorous research and
strong data analysis, an Executive Fellows program that providessat some of the

strongest thought leaders and experienced law enforcement professionals in the field, and
leadership with a history of exemplary technical assistance program management.

Other Police Foundation critical incident reviews include:

1 Managingthe Responsdo a Mobile MassShooting:A CriticalincidentReviewof the
KalamazooMichigan,PublicSafetyReponseto the February20,2016,MassShooting
Incident

1 MaintainingFirstAmendmentRightsand PublicSafety in North Minneapolis:An After-
ActionAssessmentf the PoliceResponséo the Protests Demonstrationsand Occupation
of the MinneapolisPolice5 S LI NJi Ro&ryiFreagiact

1 BringingCalmto ChaosA criticalincidentreviewof the SanBernardinopublic safety
responseo the December2, 2015terrorist shootingincidentat the InlandRegionalCenter

1 AHeistGoneBad:A PoliceFoundationCriticalincidentReviewof the StocktonPolice
Responsé¢o the Bankof the WestRobberyand HostageTaking

1 PoliceUnderAttack:SouthernCaliforniaLawEnforcementRespons¢he Attacksby
Christophemorner
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https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf
https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf
https://www.policefoundation.org/wp-content/uploads/2017/05/PF_Managing-the-Response-to-a-Mobile-Mass-Shooting_5.10.17.pdf
https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf
https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf
https://www.policefoundation.org/wp-content/uploads/2017/03/Maintaining-First-Amendment-Rights-and-Public-Safety-in-North-Minneapolis.pdf
https://www.policefoundation.org/wp-content/uploads/2016/09/Bringing-Calm-to-Chaos-Final-1.pdf
https://www.policefoundation.org/wp-content/uploads/2016/09/Bringing-Calm-to-Chaos-Final-1.pdf
https://www.policefoundation.org/wp-content/uploads/2015/08/A-Heist-Gone-Bad-Critical-Incident-Review.pdf
https://www.policefoundation.org/wp-content/uploads/2015/08/A-Heist-Gone-Bad-Critical-Incident-Review.pdf
https://www.policefoundation.org/wp-content/uploads/2015/07/Police-Under-Attack.pdf
https://www.policefoundation.org/wp-content/uploads/2015/07/Police-Under-Attack.pdf

Appendix Elnmate Letters from the JTVCC

The Independent Review Team received edewed hundreds of letters from current or former JTVCC
inmates, as well as from their relatives, friends and attorneys. They also received and reviewed letters
from groups, including the American Civil Liberties Union (ACLU), the Delaware Coalfosdior

Reform and Justice, The Link of Love Support Ganghthe NAACP Prison Chapter 2032 on behalf of
JTVCC inmates. The team also interviewed several inmates and held inmate focus groups during site
visits to the JTVCCThe inmates allege mistreatmehy correctional officers at the JTVCC, specifically
CERT officers, including physical and verbal abuse, asserting that officers intentionally destroyed their
property and legal papers as a form of retaliation for the February 1st incident. Other letidrsss
problems with the JTVCC grievance process, contending that the practice and procedure is unfair.

The Independent Review Team believes that it is important that this report give voice to those concerns
as a critical perspective explored for thisl@pendent review.

Excerpt from an inmate letter received by the ACLU March 2017; referencing alleged actions by the CERT team at
JTVCC on March 9, 2017.
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Excerpt from an inmate letter received by the ACLU March 2017; specifically addressing the cet#sifi

decision process.
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Excerpt from an inmate letter received by a Delaware Reverend March 1, 2017; alleging that CERT team
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Excerpt from an inmate letter received by the ACLU March 2017; specifically addressing the alleged
mlstreatment of inmates by correctional officers.
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JTVCC that contributed to the uprising.
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Excerpt from an inmate letter received by the ACLU February 2017; alleging unprovoked use of lesSdete
in other housing units, days after the-Building uprising.
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Excerpt from an inmate letter received by a Delaware Reverend (no date provided); alleging inmate concerns
prior to the February t incident went unanswered, ultimately reulting.
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Excerpt from an inmate letter received by a Delaware Reverend (no date provided); alleging inmate concerns
prior to the February f incident went unanswered, ultimately resulting.
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Excerpt from an inmate letter received by a Delaware Reverend March 2017; addressing the fact all correctional
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Excerpt from an inmate letter received by a Delaware Revet€no date provided); alleging that correctional
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Excerpt from an inmate letter received by a Delaware Resnd March 2017; alleging that inmates inRLilding
had a peaceful demonstration prior to February'io address some of the allegations of mistreatment of
inmates by staff
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Excerpt from an inmate letter received by the June 2017; alleging that supervisors do not conduct regular
security rounds in their assigned areas and allegations of abuse and mistreatment from the correctional officers
towards inmates.
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In a March 22, 2017 letter, th&CLU urged the Independent Review Team to conduct an
examination of the way in which inmates are treated. The letters addressed issues including
inmate treatment as well as the conditions of JTVIQ. issues ranged from idequate

clothing, a reduction in programs and jobs, decrease in visits and changes in honor visits to
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In addition to receiving letters from inmates, the Coalition for Prison Reform held a Prison

Reform Town Hall and received information from former inmates and family members. Based
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criminal level is taking place in the prison system especially at James T. Vaughn Correctional
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cursing us or abusing their power, under no circumstance should we be treated as less than

KdzY | y oV8hileftig independent Review Team is unable to verify alleged instances of
abuse,including theallegations of posEebruary 1 abuse, there appears sufficient similarity in

the claims as to warrant further investigation by the appropriate state authorities.

It is understood that working in a prison is very stressful and dangehougever, there are
policies and procedures that should be in place to govern the behaviors of inmates as well as
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officers in order for the facility to be operated in the most safe, secure and humane way
possible.
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Appendix F State of Delaware Executiver@er #2

EXECUTIVE DEPARTMENT
Dover

EXECUTIVE ORDER
NUMBER TWO

TO: HEADS OF ALL STATE DEPARTMENTS AND AGENCIES

RE: NAMING RETIRED JUSTICE HENRY DUPONT RIDGELY AND RETIRED JUDGE
WILLIAM L. CHAPMAN, JR. TO LEAD AN INDEPENDENT REVIEW OF SECURITY
ISSUES AT DELAWARE CORRECTIONAL FACILITY

WHEREAS, on February 1, 2017, an event occurred at the James T. Vaughn Correctional
Center, in which several inmates took several employees hostage, and assaulted a correctional

officer leading to the correctional officer’s death; and

WHEREAS, since February 1, 2017, the events leading up to the hostage incident, and the
response thereto, are being reviewed by investigative authorities, including the Delaware State

Police and the Department of Correction Internal Affairs Unit; and

WHEREAS, it is advisable and in the best interest of the State that independent examiners
review the events surrounding the hostage incident and related security issues at the James T.
Vaughn Correctional Center, and the findings from the investigations conducted by the Delaware
State Police and the Department of Correction, and make recommendations to help assure the
safety and security of all persons housed in and working at the James T. Vaughn Correctional

Center.
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NOW, THEREFORE, I JOHN C. CARNEY, by virtue of the authority vested in me as
Governor of the State of Delaware, do hereby DECLARE and ORDER the following:

1. Retired Justice Henry duPont Ridgely and Retired Judge William L. Chapman, Jr. are
hereby named to lead an independent review regarding any conditions at the James T.
Vaughn Correctional Center that contributed to the hostage situation on February 1,
2017 (the “Independent Review Team”). Although the central focus of the review is
the state of security and any potential changes that might be required at the James T.
Vaughn Correctional Center, the Independent Review Team shall not be precluded
from examining practices at other correctional facilities, in Delaware or elsewhere,
should the Independent Review Team believe that such an examination is helpful to its

review.

2. Justice Ridgely and Judge Chapman are appointed by the Governor as Co-Chairs and

shall serve at the pleasure of the Governor.

3. The Governor may increase the size of the Independent Review Team and appoint

additional members at his pleasure.

4. To assist the Independent Review Team in its investigative and administrative needs,
the Independent Review Team is authorized to engage the services of necessary
professional consultants, provided that the Independent Review Team shall first obtain

the written consent of the Governor.

5. No later than June 1, 2017, the Independent Review Team shall issue a preliminary

report addressing the following issues:

a. Initial findings concerning any conditions at the James T. Vaughn Correctional
Center that contributed to the hostage situation on February 1, 2017; and
b. Initial findings and recommendations for improving security concerns at the

James T. Vaughn Correctional Center.
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6. The Independent Review Team shall issue a final report to the Governor as soon as
practicable, but in no event later than August 15, 2017, regarding any conditions at the
James T. Vaughn Correctional Center that contributed to the hostage situation on
February 1,2017. In the final report, the Independent Review Team shall also provide
recommendations for improving security concerns at the James T. Vaughn Correctional
Center, and it may, in its discretion provide recommendations for improving security
concerns at other State correctional facilities should it have the basis to do so. The final
report may also contain recommendations concerning additional relevant safety and

security issues that may require further investigation in the near future.

7. The Department of Correction, the Department of Safety and Homeland Security, and
any other executive agency with pertinent information concerning the investigation
shall cooperate with the Independent Review Team and provide information to the
Independent Review Team as requested. Additionally, the Independent Review Team
is encouraged to consult with nationally recognized criminal justice agencies or

organizations as the Independent Review Team shall deem necessary or useful.

8. To the extent reasonably required by the Independent Review Team, for the integrity
of the investigation or because of security concerns related to the James T. Vaughn
Correctional Center and/or the Department of Correction, the communications,
deliberations and work product of the Independent Review Team shall be confidential.
Further, the records, investigations, and deliberations of the Independent Review Team,
along with all internal communications and communications with the Governor and his
designees, are intended to be protected by the executive privilege. The final report of

the Independent Review Team is intended to be a public document, except to the extent
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that the Independent Review Team determines that the security of the Department of
Correction or other State correctional facilities, or of any person, requires that

specifically identified information remain confidential.

APPROVED this 14th date of February 2017.

24

Joh Carney
G or

ATTEST:

QdﬂoSecr tary of Stdte

. ________________________________________________________________________________________________________|
FINAL REPORWNDEPENDENT REVIBWSECURITY ISSWESHE JAMES T. VAINGCORRECTIONAL GRNT 105



AppendixG. Preliminary Report

PRELIMINARY REPORT:
INDEPENDENT REVIEW OF SECURITY ISSUES AT THE
JAMES T. VAUGHN CORRECTIONAL CENTER

Commissioned by The Honorable John C. Carney, Jr., Governor of the State of
Delaware on February 14, 2017

Led by:
The Honorable William L. Chapman, Jr., Judge (ret.)

And
The Honorable Charles M. Oberly, lI, United States Attorney (ret.)

With Support from:

FOUNDATION

PRELIMINARY REPORT: INDEPENDENT REVIEW OF THE 1
JAMES T. VAUGHN CORRECTIONAL CENTER

. ________________________________________________________________________________________________________|
FINAL REPORWNDEPENDENT REVIBWSECURITY ISSWESHE JAMES T. VAINGCORRECTIONAL GRNT 106



Acknowledgements

Judge Chapman (ret.) and former United States Attorney Oberly would like to thank the Police
Foundation Team for their assistance and support in undertaking this review. Police Foundation Team
Members include:

Frank Straub, PhD, Director, Strategic Initiatives, Police Foundation

Jennifer Zeunik, Director, Programs, Police Foundation

Maria Valdovinos, Research Associate, Police Foundation

Michelle Phillips, Project Associate, Police Foundation

Joyce lwashita, Project Assistant, Police Foundation

Roger Werholtz, Commissioner (ret.) Kansas Department of Corrections, Corrections Subject
Matter Expert

e Robert May, lIS Institute, Corrections Subject Matter Expert

We would also like to thank the Delaware Department of Corrections and James T. Vaughn Correctional
Center staff who took the time to provide our team with honest and candid input. Your perspective and
experience are invaluable to this process. We also appreciate the time granted to us by those Delaware
community members who provided us with their input regarding the James T. Vaughn Correctional
Center.

PRELIMINARY REPORT: INDEPENDENT REVIEW OF THE 2
JAMES T. VAUGHN CORRECTIONAL CENTER

FINAL REPORNDEPENDENT REVIEBWSECURITY ISSVESHE JAMES T. VANGCORRECTIONAL EENT 107



Table of Contents

Executive Summary.. = - - S R R GRS .5
Introduction 5
Key Themes of the Review. 5

Section 1. Introduction...... 7 R e s .6
Background 6
Purpose of this Preliminary Report 6
Methodology ........ 7
Limitations of this Report.. 8
Next Steps 8

Section 2. Correction Philosophy & Leadership ........cccoveeneanns 9
Overview & Observations.. 9
Recommendations 12

Section 3. Resources & Staffing ........ccccceiriiiiiiireccneene e 14
OVIVIBW ciiiiiinsissimiuiisiiiimisuieseiissiviassssns s sesaneavs i s s e s as Soaasias s e eh e e e he e e SR s siu s T eoas e aaaussuviassuams 14
Observations 14
Findings G 16
Recommendations 17

Section 4. Policy, Procedure & Practice...... T 19
Overview 19
Observations & Findings.... 19
Recommendations 22

Section 5. Officer Training . i P 25
Overview - 25
Observations & Findings.. 28
Recommendations 28

Section 6. Communication. .30
Overview 30
Observations & Findings.... 30

Line staff are largely uninformed about the gang members they SUPErVise........ccccvververeerecrrecreseereere e 31

Emergency Response Silos 32
Recommendations 32
Section 7. Equipment & TeChNOIOBY ......c.cceiriiiniinnnnmnnnniiiiiisssssssnssennesssessssnns 35
Overview .. 35
Observations 35
Findings .... S S R S S R MR R N R eSS SRR RS s sR SeRaTeT e R s eRe 39
Recommendations 39
Acronym List s o = 55 SR e R R R SRS S SRR B 42
Glossary....... & s = e e 43
Appendix A: Full Listing of Recommendations............ .44
Appendix B: State of Delaware Executive Order #2 .........ccccceveeernssssnnnennnenenenes 48

PRELIMINARY REPORT: INDEPENDENT REVIEW OF THE
JAMES T. VAUGHN CORRECTIONAL CENTER

. ________________________________________________________________________________________________________|
FINAL REPORNDEPENDENT REVIBRVSECURITY ISSVESHE JAMES T. VAMGCORRECTIONAL GENT 108



Appendix C: Methodology. 52

On-site data collection 52
Off-site data collection...... 53
Analysis 53
Development of Recommendations 53
Appendix D: About the Police Foundation . 54

PRELIMINARY REPORT: INDEPENDENT REVIEW OF THE 4
JAMES T. VAUGHN CORRECTIONAL CENTER

FINAL REPORNDEPENDENT REVIEBWSECURITY ISSVESHE JAMES T. VANGCORRECTIONAL EENT 109



Executive Summary

Introduction

The James T. Vaughn Correctional Center is the only adult, male correctional center run by the State of
Delaware that houses minimum, medium, and maximum security inmates, as well as pre-trial detainees.
On Wednesday, February 1, 2017, inmates housed in C-building of the JTVCC took control of the unit and
held staff hostage. The hostage situation lasted into the early hours of Thursday, February 2, ultimately
resulting in the death of one correctional officer and injury to other corrections personnel.

The February 1-2, 2017, hostage incident at James T. Vaughn Correctional Center (JTVCC) ended after
almost 15 hours, but the investigation into the event continues. Existing security issues within the facility
that may have served as precursors to the incident remain to be addressed.

The purpose of this Independent Review is to “review the events surrounding the hostage incident and
related security issues at the James T. Vaughn Correctional Center.”! This preliminary report provides an
initial overview of policies, procedures, practices and technology at the JTVCC, and within the DOC, that
could have contributed to the incident. In addition, the report recommends actions that, if taken, may
prevent a similar incident, as well as improve the safety, security, and operations of the JTVCC and the
DOC. A final report is scheduled to be released in August 2017.

Key Themes of the Review

This Independent Review provides an overview of JTVCC issues from the perspective of correctional
officers, executives, staff, inmates and other community members. The review identifies security issues
that likely contributed to the February 1%t incident. Recommendations center on corrections philosophy
and leadership; institutional culture; staffing; policy, procedure and practice; officer training;
communication; and equipment and technology.

Some of the overarching themes in this report include the following:

Establish and communicate a strategic plan for the future of corrections in Delaware.
Address staffing issues and support correctional officer (and inmate) wellness.
Improve communication and consistency of policies, procedures, and practices.
Evaluate equipment, technology, and management needs of the department.
Continue efforts to address the institutional culture within the JTVCC.

This preliminary report is intended to provide actionable recommendations that inform the State of
Delaware’s budget and policy decisions to address security in Delaware corrections.

! Delaware Executive Order No. 2 is attached to this report as Appendix B.
I )
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Section 1. Introduction

Background

The James T. Vaughn Correctional Center (JTVCC) is the State of Delaware’s largest adult male
correctional facility, and is located near Smyrna, Delaware. It is a ‘Level 5’ prison currently housing
approximately 2,500 minimum, medium and maximum security inmates.?

On February 1-2, 2017, inmates in the C-Building of the JTVCC took staff hostage for a period of close to
15 hours. Beginning at 10:38 a.m. on Wednesday, February 1%, when a correctional officer made a call
for immediate assistance in C-Building, inmates in the building took control of all three tiers of the main
floor of the building, holding four correctional staff members hostage.? Through the next several hours,
the Delaware Department of Correction (DOC), Delaware State Police (DSP) and others responded. The
incident ended after 5:00 a.m. on Thursday, February 2", following a breach of the building.* The
incident ultimately resulted in the death of one correctional officer and injury to other corrections
personnel.

This act of aggression and violence by Vaughn inmates is criminal, and the murder of Lieutenant Steven
Floyd is an enormous loss — not only to his family and loved ones but to the Department of Correction,
and the entire State of Delaware.

Purpose of this Preliminary Report

On February 14, 2017, following the February 1-2, 2017 incident at the JTVCC, Governor John C. Carney
signed an Executive Order® to launch an independent review into the security of the JTVCC to “review
the events surrounding the hostage incident and related security issues at the James T. Vaughn
Correctional Center.”® According to Governor Carney, the State of Delaware is determined to identify
what went wrong and how to address it. “We will leave no stone unturned in our efforts to find out
exactly what happened inside Vaughn and what we can do prevent that from happening again,” said
Governor Carney during a press conference.”

At the time, Governor Carney appointed former Delaware Chief Justice Henry DuPont Ridgely (ret.) and
former Judge William L. Chapman, Jr. (ret.) to lead this work. In April 2017, Justice Ridgely recused
himself and former United States Attorney for the District of Delaware, Charles M. Oberly, Ill was

2 James T. Vaughn Correctional Center. http://www.doc.delaware.gov/BOP/PrisonDCC.shtm! (accessed May 25, 2017).

3 Independent Review Team interview, May 3, 2017.

4 Ibid.

5 Delaware Executive Order No. 2. (2017).

6 State of Delaware. (2017, February 14). Governor Carney announces selections to lead independent review of hostage
incident at James T. Vaughn Correctional Center. http://news.delaware.gov/2017/02/14/governor-carney-announces-
selections-to-lead-independent-review-of-hostage-incident-at-james-t-vaughn-correctional-center/ (accessed May 30, 2017).
7 Lamar, A. (2017, February 2). Delaware prison hostage dead, Gov. Carney vows justice. Dover Post.
http://www.doverpost.com/news/20170202/delaware-prison-hostage-dead-gov-carney-vows-justice (accessed May 29,

2017).
I | W |
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appointed in his place. The Police Foundation was chosen to support the work, conduct interviews,
compile recommendations, and draft preliminary and final reports.

The purpose of this preliminary report is to evaluate policies, procedures, practices, and technology at
the facility and within the DOC that could have contributed to the incident, and to recommend actions,
that if taken, may prevent a similar incident, as well as improve the safety, security, and operations of
the JTVCC and the DOC.

According to the Executive Order, this Preliminary Report, “will address the following issues:

a. Initial findings concerning any conditions at the James T. Vaughn Correctional Center that
contributed to the hostage situation on February 1, 2017; and

b. Initial findings and recommendations for improving security concerns at the James T. Vaughn
Correctional Center.”®

Methodology

The Police Foundation has a proven track record of commitment to learning and change by conducting
in-depth, independent incident and organizational reviews. Recent Police Foundation critical incident
reviews include:

e Bringing Calm to Chaos: A critical incident review of the San Bernardino public safety response to the
December 2, 2015 terrorist shooting incident at the Inland Regional Center

e Managing the Response to a Mobile Mass Shooting: A Critical Incident Review of the Kalamazoo,
Michigan, Public Safety Response to the February 20, 2016, Mass Shooting Incident

e Maintaining First Amendment Rights and Public Safety in North Minneapolis: An After-Action
Assessment of the Police Response to the Protests, Demonstrations, and Occupation of the
Minneapolis Police Department’s Fourth Precinct

e (Critical Incident Review of the Orlando Pulse Nightclub Terrorist Shooting (To Be Released August

2017)

Upon selection, the Police Foundation created an Incident Review team comprised of subject matter
experts in corrections, public safety and critical incident response to support Judge Chapman and U.S.
Attorney Oberly on the Vaughn review. The team developed and executed a comprehensive
methodology to critically review and assess the incident (to the extent possible), and circumstances
leading up to it in order to develop findings and recommendations for improving security at the JTVCC.
The methodology includes an extensive review of DOC policies, procedures, practices, and training
materials; interviews of current and former Delaware DOC and JTVCC administrators; site visits and
tours of JTVCC for direct observation; focus groups and interviews of JTVCC corrections personnel and
inmates; interviews of key stakeholders such as advocacy groups and union leadership; as well as
reviews of relevant literature and media coverage. A more detailed methodology is attached in
Appendix C.

8 Delaware Executive Order No. 2. (2017).
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Limitations of this Report

The State of Delaware provided the Independent Review Team exceptional access and assistance in
gathering information for this review. The Delaware Department of Correction and JTVCC staff should be
commended for their assistance throughout this process. Their consistent and unwavering support with
scheduling and communication with staff and inmates within the prison was invaluable to the Team.

Due to the on-going criminal investigation, the Independent Review Team did, however, face some
restrictions regarding many of the important details regarding the February 1-2, 2017 hostage incident.
The team has not reviewed any police investigative reports or DOC Internal Affairs reports, as a result of
the on-going criminal investigation. These parameters were put in place to ensure that the criminal
investigation is not compromised in any way, and to maintain the integrity and focus of this preliminary
report. In addition, the Independent Review Team faced an exceptionally short timeline in which to
provide this preliminary report by the June 1, 2017 deadline so that the Governor and the General
Assembly had time to consider the recommendations for policy and budget implications. These
limitations should be noted when reviewing the Preliminary Report.

Next Steps

While this report outlines the broad focus areas that will improve security at the JTVCC, the Independent
Review Team will continue to research, investigate, and analyze the security issues at the JTVCC. The
Independent Review Team will provide a more detailed assessment of JTVCC issues in a final report that
is scheduled to be issued in August 2017.
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Section 2. Correction Philosophy & Leadership

Overview & Observations

When examining an event as serious as the James T. Vaughn Correctional Center (JTVCC) hostage
situation that occurred on February 1-2, 2017, and the death of a correctional officer, one may consider
organizational philosophies, such as mission or vision statements trivial. However, there is a compelling
reason to discuss them. When written clearly, and backed with determined leadership, political and
stakeholder support, as well as the use of evidence-based practices; such statements provide a
foundation upon which to build and maintain a unified approach to operations, a sense of purpose,
support for officer and inmate safety, and a touchstone for the thousands of decisions that are made in
a correctional center every day.

When written clearly, and backed with determined leadership, political
and stakeholder support, as well as the use of evidence-based practices,
[mission and vision] statements provide a foundation upon which to build
and maintain a unified approach to operations, a sense of purpose, and a
touchstone for the thousands of decisions that are made in a correctional
center every day.

During interviews with Delaware Department of Correction’s leadership, staff, stakeholders and
inmates, it became clear that there is no unifying sense of purpose or approach to the management of
the JTVCC. Line officers were most concerned with only trying to get through the day safely so that they
could get home at the end of their shift. Not one officer could provide a consistent response when asked
what was expected of them as an employee of the DOC. Supervisors also described inconsistency in how
they supervised staff at the JTVCC, as well as inconsistency throughout the organization. Inmates
expressed frustration with the shifting interpretations of rules and policies, as well as enforcement of
those rules and policies by some staff. Nearly everyone with whom the Independent Review Team
spoke complained about poor communication regarding policies, operational changes, and day-to-day
issues. These patterns of operation and management have led to a sense of chaos where “getting
through the day” becomes the norm rather than actually achieving a purpose. In this environment, most
everyone—administrators, supervisors, and line staff—end up “doing their own thing” rather than
following a clear and unified plan or strategy.

The Delaware Department of Correction’s mission is to: “Protect the public by supervising adult
offenders through safe and humane services, programs and facilities.”® The questions then become:

e What does this mission statement mean?

° Delaware Department of Correction Annual Report 2016.
http://www.doc.delaware.gov/downloads/DOC_2016AnnualReport.pdf (downloaded May 23, 2017).
TS e T T
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