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“Planning a 
new institution 
provides 
stakeholders 
within the tribal 
community an 
opportunity 
to promote a 
new vision and 
create a plan to 
address critical 
correctional 
issues.” 

In many ways, operational planning and activation 
tasks for design and construction of a new correc-
tional facility in Indian Country are similar to those 
in non-Indian communities. In other ways they are 
very different. Whether it is planning, constructing 
and relocating into a correctional facility within 
a single building or a campus style design with 
several buildings, tribes must work cooperatively 
and collaboratively with the numerous and varied 
agencies that are unique to Indian Country Correc-
tions. 

These agencies provide a complex maze of juris-
dictional, administrative, and funding issues that 
must play a role in the shared goals for a smooth 
transition and enhancing the success of a new 
detention or correctional facility. Tribes, Bureau of 
Indian Affairs (BIA), Bureau of Justice Assistance 
(BJA), Indian Health Services (HIS), Bureau of In-
dian Education (BIE), and other relevant agencies 
should work together to obtain funding, services 
and support and facilitate operational plans for the 
construction of correction and detention facilities 
on tribal lands. Planning and activation processes 
must establish assurance among the many differ-
ent stakeholders operating within the tribal justice 
system and establish or sustain problem-solving 
partnerships that can manage the challenging is-
sues encountered. 

In many instances, the new correctional facility 
may be the fi rst opened by any particular agency. 
Consequently, experience levels of current staff 
members, in all stages of the project, may be ex-
tremely limited. This guide has been prepared with 
those agency individuals in mind. It acknowledges 
the wide diversity of Native American communities 
across the country, each with their own specifi c 
needs, unique tribal characteristics and culture. 

Introductory information is provided and presents 
a systematic approach for those unfamiliar with fa-
cility operational planning and activation.

The Facility Activation Planning Guide addresses 
substantive issues and provides direction to as-
sist tribal jurisdictions in cost effectively planning 
facilities that are safe and secure and in line with 
standards regarding correctional operations, pro-
grams and design. Although the size and complex-
ity of detention facility construction projects can 
vary greatly, the scope of planning and activation 
issues presented in this guide generally address 
a 2-150 bed facility – a broad range of sizes that 
is common in many Indian Country detention fa-
cilities. It presents numerous options to meet the 
needs of any particular tribal agency in recogniz-
ing what must be done to get an operational plan 
in order and activated. From the varied funding 
processes unique to Indian Country operations, 
to reviewing the needs of a facility maintenance 
plan and ultimate activation of the facility, this 
user-friendly guide is based on the most recent 
experience of practitioners having worked in Indi-
an Country throughout the United States. While it 
seeks to address many standard operational plan-
ning tasks such as – security, Transition Team, and 
move logistics, it presents some new insights for 
review unique to Indian Country corrections such 
as Memoranda of Agreement (MOA) and funding 
sources. 

Planning a new institution provides stakeholders 
within the tribal community an opportunity to pro-
mote a new vision and create a plan to address 
critical correctional issues. Planning fl exibility al-
lows leaders to address current physical plant is-
sues while remaining fl exible to future needs and 
sensitive cultural concerns. 

I. Overview



“Planning 
fl exibility allows 
leaders to 
address current 
physical plant 
issues while 
remaining 
fl exible to future 
needs and 
sensitive cultural 
concerns.” 

This guide is intended to assist planning teams 
and tribal community stakeholders address jus-
tice system issues and improve future detention 
system services. Many of the topics discussed are 
complex and require research of system capabili-
ties and equipment/product specifi cations.

Operational planners are encouraged to use the 
various technical assistance services available to 
tribal jurisdictions whenever possible, particularly 
for reviewing management information systems, 
telecommunications and security electronic sys-
tems equipment.
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II. Getting Organized

KEY CONCEPTSKEY CONCEPTS

First task – establishment and organization
Select coordinator and team members
Create Task Force groups
Establish 12-18 months prior to completing 
construction
Provides coordination for all operational planning 
activities

Transition Team
The fi rst task in any operational planning and facil-
ity activation process is the establishment and or-
ganization of the “transition team”. This includes 
selecting a transition team coordinator and tran-
sition team members. The transition team coor-
dinator is a critical component of the operational 
planning process. Ideally, the coordinator would 
be a full time position and organizationally reports 
directly to the facility administrator or tribal repre-
sentatives – those responsible for operating the 
new facility on a daily basis. The transition team 
is responsible for establishing a general planning 
framework and methodology necessary for out-
lining and coordinating the operational planning 
process and ultimately a successful activation of a 
new detention facility in Indian Country. 

At a minimum, organizing the team includes sub-
mitting and receiving a transition budget, locating 
an operational offi ce (near the construction site), 
establishing a record keeping, reporting and infor-
mation distribution structure and ultimately priori-
tizing and assigning tasks. This is generally accom-
plished by the creation of task forces to address and 
coordinate all aspects of the operational planning
process. 

Depending on the size of the construction project, 
stage of construction when created and autho-
rized staff personnel for assignment, task force 
areas can cover as many as 10-15 specifi c topics 
of concern. 

These minimally include action plans that include:
» funding
» staffi ng,
» training,
» policies and procedures/post orders
» fi xtures, furniture, and equipment (FF&E)
» security
» facility schedule and timelines
» facility offender programs and treatment
» move logistics

Facility operational planning and activation pro-
cesses should begin at least 12-18 months prior 
to completing facility construction and occupancy. 
A solid planning process includes a set of systems 
for organizing tasks and people. This includes a 
schedule of events and milestones monitored 
through a defi ned schedule and task oriented 
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timelines. Operational planning also outlines an 
action plan for implementation and provides a way 
to manage change in the organization. Simply de-
scribed - what it is going to do, and who is involved. 

Operational planning and activation processes in-
volve responsibility for coordinating all transition 
activities for existing detention facilities and coor-
dinating with the Tribal Council and other involved 
tribal agencies and departments.

 tribal agencies and departments.
Timelines

While the project construction schedule is a time-
table for the completion of the entire project, time-
lines are used to measure sequences of facility 
operational planning and activation tasks. These 
generally outline a process for developing a mas-
ter facility activity schedule, staffi ng plan, training 
plan, FF&E appropriations and relocation/move lo-
gistics plan. Timelines assist operational staff and 
planners in preparation for completion of each of 
the major tasks identifi ed above.

While the construction schedule is developed, 
maintained and the responsibility of the construc-
tion or project manager, timelines fall specifi cally 
under the detention facility operational planning 
team. Timelines should be developed early in the 
project design process and can be initiated as far 
as twelve to eighteen months in advance of occu-
pancy. They identify a general sequence of events 
and the person(s) responsible for completion of 
the task. Events are closely coordinated with the
facility construction schedule. Timelines include

the date the task is to be started, the date it is 
scheduled to be completed and the date it actually 
is completed. They are often dynamic documents, 
changing to accommodate a revised construction 
schedule as necessary. A training timeline, for ex-
ample, must generally estimate an idea on when 
Orientation to Direct Supervision training will be 
completed. How does this fi t in with the overall 
project timeline and construction schedule? 

Establishing a master facility activity schedule is 
an overarching project that requires:

» identifying all programs, activities, services, 
and security functions that will take place in 
the new facility

» charting the times they should occur over the 
course of a typical week (including weekends)

Factors that infl uence facility schedules can be:
» legal requirements
» facility mission and goals
» facility layout
» population size and characteristics
» schedules and requirements of other agencies
» budget
» availability of appropriate staff

A facility schedule includes the development of ac-
tion plans, delegated responsibilities and opera-
tional planning and activation tasks.

KEY CONCEPTSKEY CONCEPTS

Measured sequences of operational and 
planning tasks
Assist in the preparation for completion of major 
tasks
Developed early in the transition process
Includes dates started and scheduled to be com-
pleted
Closely coordinated with the project 
construction schedule
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Organizational Culture
Shaping and implementing a new work culture is 
a challenging but critical task of operational plan-
ning and begins with establishing the facility or 
program purpose, mission, vision and values. Or-
ganizational culture may be defi ned as a social 
system with shared norms, values and beliefs 
organized around a common purpose. Behavioral 
norms are common group behaviors and practices 
that persist because group members teach these 
behaviors to new members. Shared values and be-
liefs are principles, standards, concerns and goals 
shared by most members of a group. They tend to 
shape group behavior and persist over time within 
the organization even when group membership 
changes. Organizational culture is largely invisible, 
often resistant to change and maintains a power-
ful infl uence on behavior. 

Organizational culture is, in essence, the “person-
ality” of an organization. Think of any organization 
that you are familiar with – what comes to mind 
about its “personality”? Is that where you want 
your organization to be? Is it the best? Can it be 
better? What do we want our staff and others to 
see and sense when they are in the new facility? 
Organizational culture in a correctional facility 
may be apparent in the facility’s programs, opera-
tional policies, demeanor of staff, the way things 
look, what staff is proud of and how they talk to 
each other and offenders. Opening a new facility 
is an opportunity to create organizational cultur-
al change within the organization by providing a 
new building, new equipment, and a new offender 
management philosophy. 

All staff and facility stakeholders are encouraged 
to consider values specifi c to their facility that are 
in harmony with a tribe’s heritage and cultural 
values and to fi nd ways to incorporate them into 
the organizational culture. Part of the operational 
planning process is examining both favorable and 
unfavorable aspects of the work culture, habits 
and operations in the current facility. It requires 
that the planning team collectively refl ect on past 
experiences, both positive and negative, that the 
agency has had in connection with the current

facility, its management and operations. The pur-
pose is to relate these experiences to the transi-
tion and activation planning process for the new 
facility. The goal of organizational culture change 
is to create a new work culture that preserves what 
is good in the past and current culture, eliminates 
what is “broken”, and establishes new norms, val-
ues and beliefs that will move the organization to-
ward success in achieving the vision for the facility 
and tribal community. Defi ning a new work culture 
involves values, vision and mission, management 
styles, policies and procedures and utilizing best 
practices and model programs. Some steps to-
wards facilitating culture change include focusing 
on progress, obtaining leadership buy-in, ensur-
ing a participatory process by all, communicating 
the agency’s mission and vision and empowering 
employees. This process should incoporate tradi-
tional Tribal values, heritage and culture into the 
facility design and operations while engaging as 
many people as possible who will be involved in 
traditional planning for the operation of the new 
facility. 

KEY CONCEPTSKEY CONCEPTS

Develop shared norms, values and beliefs
Refl ects the “personality” of an organization
Helps to move the organization towards 
success
A participatory process by all
Engage as many people as possible
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Ethics
 Correctional offi cers and other staff in adult and 
juvenile detention centers face ethical dilemmas 
every day. These are the same in Indian Country 
as in any other governmental facilities. How staff 
deals with such situations, profoundly affects the 
safety and routine of implementing proper custody. 
Unethical behavior may pose a direct threat to the 
overall security of the facility in the form of intro-
ducing contraband, providing special favors, over-
looking rule infractions and assisting in escape 
plots. It undermines the professional relationship 
of staff and offenders. Unethical behavior by cor-
rectional employees’ may negatively infl uence op-
erations and cause offenders to doubt the roles 
of staff inside an institution. Offenders develop 
concerns if staff can be trusted to protect them. 
The following are some types of unethical behavior 
encountered in a correctional setting: 

» abuse of offenders
» inappropriate relationships between offenders 

and staff
» on and off-duty misconduct
» investigative violations

In the correctional setting, employees must exer-
cise special caution to avoid these ethical prob-
lems. Pre-service, in-service and correctional offi -
cer certifi cation training must stress, and agencies 
continue to re-emphasize, the importance of “ethi-
cal” behavior in the correctional setting.

A professional correctional offi cer:              
» maintains a positive demeanor
» sets a positive example
» treats offenders fi rmly
» knows and follows facility rules
» gives offenders the respect they deserve as 

human beings
» uses discretion appropriately
» uses force only when necessary, and under 

the proper circumstances
» acts professionally and ethically at work and in 

the community

Having a clear defi nition of ethics and an under-
standing of how they impact an organization is the 
fi rst step in making ethical decisions. Ethical be-
havior by correctional employees relates directly 
to the safety of the staff and offenders who are 
housed in correctional facilities. In addition, ethi-
cal behavior contributes to the image of correc-
tions as an honorable profession and helps cor-
rectional employees develop self-respect, on and 
off-duty.

KEY CONCEPTSKEY CONCEPTS

Correctional offi  cers face ethical dilemmas every 
day
Unethical behavior poses a direct threat to facility 
security 
Agencies must emphasize the importance of 
ethical behavior
Staff  need a clear defi nition of ethics
Ethical behavior contributes to a professional
image
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Information/Community Relations
Communicating the mission and vision of a new 
facility is an important part of the operational 
planning and activation process. It is often said 
that people support what they help to create. The 
pre-planning design, construction and operational 
planning/activation of a new facility is a major un-
dertaking, both in terms of fi nancial expenditure 
and time and effort. The entire project should not 
be viewed as an organizational or agency project 
but one that can embrace the entire tribal com-
munity and all its stakeholders. Stakeholders are 
those organizational and community partners who 
have an interest in the new facility, either because 
they live or work in the area or because their orga-
nization or personal affi liation gives them an insti-
tutional interest. From the tribal council, to tribal 
elders, to the tribal community, to facility staff 
and offenders – all can benefi t from a properly de-
signed, constructed and operated facility.

Community members and all stakeholders, to 
some degree, need to be involved from the start 
of the project and to be kept informed of its prog-
ress as well as its setbacks. Tribal members can 
get information from local newspapers and tribal 
publications. Project team and operational plan-
ning personnel should encourage direct com-
munity relations with tribal members and update 
the tribal council and others on the status of the 
project progress. Staff and tribal liaisons can be 
selected to help in the information sharing process 
by organizing community meetings and presenta-
tions to be coordinated for different factions of the 
community.

One popular method for promoting political and 
community support for a new correctional facility 
and changes in traditional programming is to have 
stakeholders and members of the community 
spend a night in the new facility. Typically, partici-
pants pay a small fee for the privilege for spend-
ing the night with the proceeds being donated to 
a local charity, or charities of choice. At the very 
least, it is encouraged to have a “family night” at 
the facility where the signifi cant others of staff 
members will have a “one and only” opportunity to

see where their family member works. Family night 
is typically reserved for the family and relatives of 
those working in the facility. Family and friends of 
prospective offenders should not be co-mingled 
with relatives of staff. 

Numerous operational procedures will most likely 
change when relocating to or opening a new fa-
cility for the fi rst time. These generally include 
the intake process, visiting and reception. Both 
professional and offender visitors will need some 
introduction regarding new procedures and how 
each will be affected. This includes outside agen-
cy personnel and other tribal stakeholders who 
have business and relationships at the new facil-
ity. Some providers who will need an orientation to 
new processes are:

» federal agencies
» probation, parole
» professional staff (attorneys, clergy)
» tribal facilitators
» treatment providers
» teachers
» volunteers 
» law enforcement personnel 

KEY CONCEPTSKEY CONCEPTS

People support what they help to create
Embrace the entire tribal community and its 
stakeholders 
Inform stakeholders of the projects progress and 
setbacks
Share information by organizing community 
meetings
Develop informational materials to promote the 
project
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Detainee and Staff Orientation
An important task prior to relocation and activa-
tion of a new facility is the orientation of staff and 
offenders. Orientation processes can be accom-
plished through training, handbooks (manuals) 
and video presentations. Proper orientation helps 
reduce anxiety and to answer questions staff and 
offenders may have about moving from the old fa-
cility and/or occupying a new building. If there is 
no existing facility, this process is even more im-
portant when opening a new facility for the fi rst 
time. This is especially critical if the offender man-
agement philosophy and design is changing from 
a linear, intermittent style to direct supervision. 

Basic components for staff orientation plans gen-
erally include facility purpose, mission, vision, 
philosophy, staffi ng plans, post assignments, and 
facility familiarization. Orientation should also 
include an introduction to policies, procedures, 
post orders, security/communications systems, 
and key control. Tours of the facility should be 

conducted as soon as practicable and on a con-
tinuing basis. Staff should be escorted to the 
construction site, if practical, and familiarized on 
the physical layout of the new facility. Reviewing 
fl oor plans through newsletters, at lineups, brief-
ings and other training venues or meetings are 
also options for staff orientation. Information can 
be disseminated by squad liaisons as well. Staff 
orientation also presents an excellent opportunity 
to highlight staff amenities such as lockers, break 
areas, showers, new equipment, updated commu-
nications systems and even exercise rooms.

For offenders, new facility orientation should ba-
sically address general facility information, daily 
schedules and routines and an overview about 
programs, services and expectations for behav-
ior. Offenders and their families will need to know 
basic information on the new facility – address, 
telephone numbers, and probably most important, 
new visiting schedules and sign in and proper 
documentation procedures. This information is 
usually presented in a new facility handbook and 
orientation videos, although scheduled training 
can also be conducted as well.

The offender handbook is effective in helping to 
convey and reinforce expectations of appropriate 
behavior. Offender handbooks should be devel-
oped as a manual separate from other agency 
regulatory publications. Handbooks should not 
just be distributed in mass, but accompanied by 
an explanation on how they are to be utilized. 
Handbooks must contain the publication date of 
the manual. Offenders should be required to sign 
for the manuals when issued and received after 
having had an orientation to the manual by a staff 
member. If the agency has no existing facility, they 
do not have to develop offender handbooks from 

Some facilities have also developed videos on new 
intake and booking processes for distribution to 
law enforcement agencies. The planning team is 
encouraged to develop informational brochures,

media packets and other materials to promote 
the project that the Tribal Council, tribal members, 
community leaders, and other interested parties 
can use as a resource.

KEY CONCEPTSKEY CONCEPTS

Orientation can be accomplished through training
Orientation helps reduce anxiety and to 
answer questions 
Provide staff  with tours of the new or 
renovated facility
Provide opportunities to review fl oor plans
An off ender handbook is eff ective in 
conveying expectations of behavior
A staff  handbook is important to convey 
consistent expectations  for staff 

6



Facility Activation PlanningFacility Activation Planning

scratch. There are numerous examples of offender 
handbooks in several different formats that can be 
developed from other tribal facilities or accessed 
online as well. 

Offender orientation can also be provided through 
informational videos on supervision methods and 
other operational areas that will advise new of-
fenders on the particular detention facility.
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III. Costs
Funding

At the top of any task list for new facility opera-
tional planning and activation is the subject of 
funding. One of the most common challenges 
that tribes face is securing funding for construc-
tion and operations, such as: staffi ng, equipment, 
supplies, etc. for corrections and detention facili-
ties. All new construction funding should include 
a commitment to adequately fund facility mainte-
nance, furniture, equipment, and initial outfi tting 
of supplies and operating expenses including edu-
cational, treatment and health care staff before 
design commences. On several projects, tribes 
began design and construction of new facilities 
before obtaining a commitment for funding from 
the BIA or other sources. 

Successful corrections facility construction and 
operations on tribal lands involve coordination 
with multiple agencies to obtain funding. Simply 
put, funding needs raise two signifi cant questions 
– who is going to fund the construction of the new 
facility and who is going to fund the operation of it. 
This may be a simple process in non-Indian com-
munities – usually a county or state government 
agency. In Native American jurisdictions and agen-
cies, the topic of funding is a much more compli-
cated process. Over the past decade, the Bureau 
of Justice Assistance (BJA) has provided funding 
to numerous tribes to develop new facilities or to 
renovate existing ones. The Bureau of Indian Af-
fairs (BIA) contributes to the funding of staff, staff 
training, utilities, maintenance, and operations of 

newly opened facilities. Unfortunately, funding for 
alternatives to incarceration, rehabilitation and 
treatment programs is not available from either of 
these sources and most tribes must fi nd sources 
of revenue to support these important compo-
nents of an effective criminal justice system. In 
many cases, tribes will have to use existing social 
services and treatment staff, seek “third party” 
payments, and use tribal general funds or con-
tract with outside agencies through Memorandum 
of Agreements (MOA) to provide programming for 
offenders in their facilities.

Some projects may include funding by the BIA and 
operation by the BIA; others may include fund-
ing by the BIA and operation by the tribe – still a 
third option may include partial funding by the BIA, 
supplemented by the tribe. In rare instances, pri-
vate corrections corporations may be interested 
in contracting for the operation of tribal facilities, 
with a portion of the revenue going to support the 
operation of the facility. In recent years, Indian 
Country juvenile and adult correctional facilities 
have received construction funds from the Bureau 
of Justice Assistance (BJA). Funding for correc-
tional operations has been provided by the Bureau 
of Indian Affairs (BIA) Offi ce of Justice Services, 
Corrections Division. Budgets for facility mainte-
nance have been provided by the Bureau of In-
dian Affairs (BIA) Offi ce of Facilities, Management 
and Construction (OFMC). Tribes, the BIA and BJA 
must work closely and cooperatively to ensure that 
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funding requirements for construction and opera-
tion are identifi ed, and that realistic budgets are 
established and submitted in a timely manner. 
As is the case in many state, county and federal 
programs, “sustainability” of funding is a major 
concern that is often overlooked until such time as 
operations are scheduled to begin and short and 
long-term costs are realized. 

In summary, the typical funding streams in Indian 
Country include, but are not limited to, the follow-
ing sources: 

» BIA Corrections Division – security program; 
» BIA OFMC – O&M – operations and 

maintenance; 
» DOJ/BJA – planning, renovation and 

construction; 
» Tribal Council – Transition/Operations; 
» Indian Health Service – medical; 
» Tribal Behavioral Health – substance abuse, 

mental health treatment; 
» and grant funds from sources identifi ed on an 

on-going basis as they become announced

Funding for correctional facilities in Indian Coun-
try requires an awareness and understanding of 
budget cycles for the BIA and other federal agen-
cies. This is a unique and complex process. Facil-
ity administrators should be aware that new BIA 
funding requests are often two to three years out 
and requests must be identifi ed and conveyed to 
the various agencies during the appropriate bud-
get development process. This requires that tribes 
have an on-going dialogue with funding sources 
for submitting their requests within each agency’s 
budget request cycle.

KEY CONCEPTSKEY CONCEPTS

Requires an awareness and understanding of 
budget cycles
Established and submitted in a timely 
manner 
BIA contributes to the funding of staff , staff  train-
ing, utilities, maintenance and 
operations
MOA’s may help to ensure that agencies 
provide staff  and services as promised. 
BIA funding requests are 2-3 years out

9
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Budgets
Like funding, budget planning is essential to suc-
cessful correctional facility planning, construction, 
activation and subsequent operations. Pre-award 
expenses, one-time start up funds and the opera-
tional budget for a new detention facility are not 
incorporated into the construction budget. As out-
lined above, funding sources for operations are a 
separate issue. Planning for a comprehensive op-
erational budget requires a concentrated effort by 
the planning and activation team in cooperation 
with funding agencies. 

Budget development must take into consideration 
past and current expenditures and projected bud-
get needs for the new fi scal year or biennium. It 
is critical to understand that this is an involved 
process that incorporates a long-term, sustainable 
perspective, with goals and objectives, an assess-
ment of needs, links to tribal agencies that impact 
the detention center, and the development of out-
come measures to support the budget request.

Pre-Award Costs
This is a funding opportunity that should be in-
cluded in early facility budget development that 
is unique to the Bureau of Indian Affairs. A Tribe 
can apply for funding for selected expenditures 
that occur prior to a P.L.93-638 contract being 
approved and signed. These funds are typically 
available during the operational planning and pre-
activation phase. 

Among the budget areas that are typically consid-
ered for pre-award costs: 

» Administrative Staff
» Staff Recruitment
» Hiring
» Training
» Operational Planning

One Time Start-Up Budget 
The one time “start-up” budget for the fi rst year of 
operations will be different from the annual oper-
ating budget. The reason for this difference is the 
fact that there are many items required to operate 
the facility, which are not typically funded from the 
project budget on an on-going basis and which fall 
into the category of one-time expenditures. Exam-
ples include the following:

» facility supplies such as linens, bedding, 
mattresses and offender clothing

» kitchen items, such as pots, pans, and 
cooking equipment 

» copy machines, digital fi ngerprinting and 
identifi cation systems, washers and dryers

» vehicles
» mop buckets/wringers/trash cans, etc. 

In Indian Country, start-up budgets generally only 
include services and equipment/supplies that are 
required to support the operation prior to actual 
operations. Start-up funding from the BIA is typi-
cally provided from a different funding source than 
facility operational budgets and is approved by the 
BIA Central Offi ce. Understandably, many of the 
start-up expenditures include items that require 
replacement in smaller quantities than for the ini-
tial purchase. Therefore, operational budgets also 
must include “line” items for these replacement 
needs.

Annual Operational Budgets
An operational budget for a new facility must be 
submitted and approved following the guidelines 
that are set by the funding agency. Most often 
this will include a set of instructions, worksheets, 
templates and forms and will require justifi cation 
for current and/or expanded services. In develop-

KEY CONCEPTSKEY CONCEPTS

Budget planning is essential to successful 
facility activation and subsequent operation
Pre-award Budget - Startup Budget
Operations and Maintenance
Capital outlay for replacement of major 
systems not funded by O&M
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ing these documents, the administrator will be 
required to complete the required forms with line 
items for each category including projected costs 
and narratives justifying most expenditures. It is 
important to include information on prior/current 
year funding shortfalls and surpluses in order to 
justify budget increases or to maintain current 
levels of funding, that was not expended for good 
reason, but will be required in the coming budget 
cycle.

Most line item budget formats will include some 
or all of the following for each object code (i.e. Per-
sonal Services, operations, utilities, etc):

Personal Services
» Employee position number
» Name/Position
» Annual Salary
» Longevity Pay
» Shift Differential
» FICA
» Retirement
» Health Insurance
» Miscellaneous costs
» Projected Total

Operating Expenditures
» Item
» Quantity
» Unit Price
» Prior Year Expenditures
» Current Year Budget
» Budget Request
» Percent Change for current budget

Contracted Services/Leases
» Object Description
» Justifi cation
» Service Description
» Budget Request

Utilities
» Object Code
» Prior Year Expenditures
» Current Year Budget
» Budget Request
» Justifi cation for increases/decreases
» Percentage Change

Other Object/Budget Codes:
» Capital Outlay for replacement of major 

systems
» Medical 
» Food services
» Supplies and materials 
» Equipment (fi xtures, furniture and equipment) 
» Maintenance 
» Contingency funds 

The detention facility administrator must be ad-
vised of the ongoing facility budget status on 
a regular basis. Monthly budget status reports 
should be prepared, reviewed and adjusted to ad-
dress spending patterns, obligations, and emer-
gency appropriations. These reports are some of 
the most important management tools that the 
administrator will utilize on a daily basis. There is 
nothing more troubling to funding agencies than a 
program that is overspending and requires supple-
mental funding to address expenditures. Attention 
to budget status will allow administrators to more 
effectively manage budgets increasing their ac-
countability and credibility.

11
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Staffi ng
Staffi ng is one of the most important tasks of op-
erational planning and facility activation and is a 
critical resource to allow the facility to achieve its 
mission of safety and security for the public, staff, 
and offenders. What is appropriate staffi ng? Staff-
ing involves having the right number and type of 
staff, in the right place, at the right time, doing 
the right thing. An improperly staffed facility will 
contribute to security concerns, offender uneasi-
ness, low morale, poor operations and can greatly 
increase the occurrence for escapes, injuries, or 
major incidents. A National Institute of Correc-
tions small jails survey of the impact of staffi ng on 
operations found that staffi ng shortages had the 
second greatest impact on the incidence of opera-
tional factors.

Staff is also the largest operating cost. Tribes 
should be aware that staffi ng a detention facility 
is expensive and must be a primary consideration 
when planning a new detention facility. Typically, 
the cost of construction for a new detention facility 
will only be a fraction of the life-cycle costs of oper-
ating the institution. In any given year, most deten-
tion facilities spend between 70 and 80 percent of 
their budgets on staff salaries and benefi ts. Unlike 
capital costs, staffi ng costs are not onetime expen-
ditures and continue year after year. 

An important issue in the development of tribal 
correctional facilities (and in non-Indian Country 

facilities as well) is to achieve staffi ng effi ciency 
through effective design and operational planning. 
Facilities should be planned to maximize staffi ng 
effi ciency. Successful occupation of the new facil-
ity will require adequate staffi ng and that person-
nel are available and ready to work when the new 
facility opens. Determining the appropriate staff-
ing pattern for a detention facility can be complex 
with many variables to consider. No two facilities 
are exactly alike, direct supervision or otherwise. 

Determining proper staffi ng requires performing a 
staffi ng analysis and obtaining necessary budget 
allocations for salaries, recruitment, selection and 
personnel training. A Staffi ng analysis is a process 
that allows planners to identify, justify, and docu-
ment the number of staff required to operate a 
facility. 

Components of a staffi ng analysis include: 
» identifying staff by post/position (location)
» by shift
» relief positions to cover for unscheduled staff 

absences (e.g., sick leave)
» and positions to cover for scheduled absences 

(e.g., vacation)

The result is the total number of Full Time Equiv-
alents (FTEs) needed to operate the facility. Fac-
tors affecting staffi ng needs may include the 
layout of the physical plant (posts) frequency of 
functions and activities, characteristics of the 
population (security levels and classifi cation) and 
the facility’s correctional philosophy and manage-
ment style. The staffi ng analysis should identify all 
posts and positions in the facility and assign staff 
and tasks to them. Position descriptions are often 
included in the original project design and needs 
assessment stage. 

A staffi ng analysis can be conducted in various 
ways, calculating what is known as Net Annual 
Work Hours (NAWH) or concepts of a Shift Relief 
Factor (SRF) and Relief Factor (RF). When a post 
or position is relieved, it is important, and diffi cult, 
to determine what budget resources are needed 

KEY CONCEPTSKEY CONCEPTS

Primary consideration for facility operations
Staff  is available and trained when facility opens 
Conduct a thorough staffi  ng analysis to 
determine staffi  ng needs
Staffi  ng must include funding for Treatment and 
Program staff 
Credible justifi cation for the number of staff  
required to operate the facility
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to staff it. A “relief factor” attempts to answer the 
question: “How many full-time staff must I have in 
my budget to provide continuous coverage for a re-
lieved post?” Relief factors are usually calculated 
for posts that are operated twenty-four hours daily, 
every day of the year. But calculating a relief factor 
becomes diffi cult, and less accurate, when a vari-
ety of posts are considered. Some posts operate 
for only part of the twenty-four hour day, and some 
posts are not operated every day of the week. The 
National Institute of Corrections notes that on av-
erage it takes fi ve plus people to staff one post 
on an eight-hour shift, seven days per week. Either 
methodology is only used when a post or position 
is relieved. Relief means that a post or position is 
fi lled by another employee when the primary per-
son assigned to it is not able to work. The BIA gen-
erally assigns a shift relief factor of 1.65. Regard-

less of the method used, the goal of the process is 
to develop a responsible and credible justifi cation 
for the number of staff required to operate the fa-
cility. An excellent resource for conducting a staff-
ing analysis is the NIC Staffi ng Analysis Workbook 
for Jails, second edition, 2003 which is available 
online by conducting a search of the National In-
stitute of Corrections website.

The following is an example of a staffi ng plan de-
veloped using the Net Annual Work Hours method-
ology. This document is to be used for “illustrative” 
purposes and salary and benefi ts schedules are 
not indicative of the costs for those expenses in 
any particular facility. Those costs will be unique to 
each program and would be calculated based on 
local pay and benefi t scales. 

Post/Position

Total 
Hours 

on Days

Total 
Hours 

on 
Evening

Total 
Hours on 

Nights

No. of 
Days 
per 

Week

No. of 
Hours 

per 
Week

No. of 
Hours of 
Coverage 
per Year

Post 
Relieved

?

Net 
Annual 
Work 
Hours 

Total 
No. Of 
FTEs 

Needed 
(SRF)

Rounded 
No. of 
FTEs

2010 
Salary*

Total 
Salaries

Funding 
Source

ADMINISTRATION

Facility Administrator 8 0 0 5 40 2086 No 1.0 1 $70,000 $70,000

Asst. Administrator 8 0 0 5 40 2086 No 1.0 1 $65,000 $65,000

Administrative Asst. 8 0 0 5 40 2086 No 1.0 1 $24,000 $24,000
ADMINISTRATION 
SUBTOTAL 24 0 0 120 6257 3.0 3 $159,000

KITCHEN

Cook Supervisor 8 0 0 5 40 2086 No 1740 1.0 1 $27,500 $27,500

Food Service Workers 0 8 0 7 56 2920 Yes 1740 1.7 2 $22,000 $44,000

KITCHEN SUBTOTAL 8 8 0 96 5005 2.7 3 $71,500

SECURITY

Sergeants 8 8 8 7 168 8760 Yes 1740 5.0 5 $45,000 $225,000

Correctional Officers 32 32 24 7 616 32118 Yes 1740 18.5 19 $37,000 $703,000

SECURITY SUBTOTAL 40 40 32 784 40878 23.5 24 $928,000

Total Funded FTEs 30

* Salaries are estimated and should be adjusted to reflect current local pay scale Total Salaries $1,158,500

Fringe (@ 35%) $405,475

Total Personnel Cost $1,563,975

Operation Cost (@ 30%) $469,193

Total Annual Costs $2,033,168

BIA, OJS

BIA, OJS

BIA, OJS

Table 1.0
Sample Staffi ng Plan - illustrative purposes only.
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Training
One of the most critical operational planning and 
activation tasks in preparing to open a new cor-
rectional facility is training. A new facility training 
plan should explain and defi ne specifi c course 
components, personnel to be trained; time allo-
cated for presentation, and anticipated comple-
tion dates. Master training plans must include a 
number of different modules including new facility 
training, approved certifi cation training for newly 
hired custody staff, outside agency training, spe-
cialized training and orientation for offenders. A 
timeline and training outline for all modules must 
be developed to coincide with the building con-
struction schedule, staffi ng (hiring and training of 
new employees), training of current employees, 
and availability of systems equipment. A budget 
plan must be presented and approved to fund all 
training costs. This has to be strongly supported 
fi nancially by the funding source for each facility. 
The Bureau of Indian Affairs typically will include 
costs for training in pre-award funding.

For direct supervision facilities, the initial new-
facility training plan should include training staff 
in Orientation to Direct/Indirect Supervision, Inter-
personal Communications in the Correctional Set-
ting and How to Run a Direct Supervision Housing 
Unit. All three lesson plans are available through 
the National Institute of Corrections. Other com-
ponents must include training in Policies and Pro-
cedures, facility familiarization and post orders. If 

scheduling time and budget allocations are avail-
able, it is recommended that all staff have the op-
portunity to visit and observe the operation of oth-
er new correctional facilities, especially those that 
operate under the same supervision management 
philosophy that will be adopted in the new facility. 
Experiencing the operational advantages of direct 
supervision management is important in that many 
detention facilities are new to this process and staff 
and administrators will benefi t from this exposure. 
Administration can benefi t from reading a new Na-
tional Institute of Corrections publication: Direct 
Supervision Jails: The Role of the Administrator. 

All components of the initial training sessions 
should be videotaped, if possible, so the train-
ing will be available for personnel assigned who 
are unable to attend regular sessions because of 
vacation or other scheduling diffi culties. Compo-
nents of the master training plan should include, 
at a minimum, staff to be trained, training curricu-
lums (components, total hours) and draft training 
schedules (for 1 or 2 phases). In addition to the 
master training plan, each course segment should 
be developed by lesson plan, specifi c training crite-
ria and performance objectives. This also includes 
the total requested hours for each course segment 
and breakdowns for custody staff, (including ad-
ministrative personnel), supervisors, civilian and 
new hires. Training plans must also include strat-
egies for delivering training, such as, (location, 
trainers, work schedules, training resources and 
materials.); training schedules, and a training bud-
get. During the planning process, administrators 
and planners should anticipate how they will train 
new and existing staff while operating the current 
facility. The training plan must be comprehensive, 
easy to follow, aggressive and practical in content 
and - most importantly – it must be completed 
before facility activation. Failure to properly train 
staff for new facility occupancy could lead to the 
project falling short of anticipated expectations.

Specialized training may be conducted within 
unoccupied spaces and key operational areas 
upon substantial construction completion and the 

KEY CONCEPTSKEY CONCEPTS

Failure to properly train staff  could lead to the 
project falling short of expectations
Training plan must be comprehensive and 
practical
Newly hired staff  must go through academy 
training for certifi cation
Coordinated through the training offi  ce and 
transition team
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COURSE DESCRIPTION C/O's
COURSE 
HOURS

TOTAL 
HOURS SGT's

COURSE 
HOURS

TOTAL 
HOURS LT's

COURSE 
HOURS

TOTAL 
HOURS CIV

COURSE 
HOURS

TOTAL 
HOURS TOTALS

TOTAL 
HOURS

Phase I - IMMEDIATE
Train the Trainer - Orientation 
to Direct Supervision 13 8 104 13 104

Orientation to Direct 
Supervision 227 8 1816 22 8 176 10 8 80 50 4 200 309 2272

Interpersonal 
C i ti ith

227 16 3632 22 8 176 10 4 40 50 4 200 309 4048
Phase II - SUBSTANTIAL 
COMPLETION
Facility 227 8 1816 22 8 176 10 4 40 50 4 200 309 2232
Train the Trainer - Direct 
Supervision Housing Unit 13 16 208 13 208

Direct Supervision Housing 
Unit 227 24 5448 22 8 176 249 5624

Specialized Training
    Center Control 24 80 1920 10 8 80 10 8 80 44 2080
    Mental Health 16 4 64 16 64
    Intake/Release 24 8 192 10 8 80 10 4 40 2 2 4 46 316
    Medical 16 4 64 25 4 100 41 164
    Visiting 24 4 96 24 96
Computer Systems Operations 227 4 908 22 4 88 10 2 20 50 2 100 309 1116

TOTALS 1682 18,324

issuance of the Certifi cate of Occupancy. This usu-
ally includes Master Control and Intake. This is the 
time for staff to learn how to utilize security elec-
tronic systems technology and specialized equip-
ment before offenders are housed in the units 
and to learn and test out policies, procedures and 
emergency response plans. 

Certifi cation Training
Additionally, newly hired uniformed staff at a tribal 
facility must also attend academy training for cer-
tifi cation. Where do new staff go for certifi cation 
training and who pays for it? Training at the Indian 
Police Academy (IPA) in Artesia, New Mexico is free 
while there may be an associated charge for train-
ing conducted by the state. Any training conducted 
at a state academy must be recognized by the BIA. 
It is important to anticipate in advance the IPA or 
other training academies class cycles to ensure 
that staff are trained on time. In Indian Country 
correctional facilities, training certifi cation for new 
staff typically has to be completed within one year 
of hire. 

Staff that is not certifi ed must work under the 
supervision of certifi ed offi cer. Indian Country fa-
cilities require a supervision ratio for non trained 
uniformed staff. Current ratios require that each 
non-certifi ed offi cer be directly supervised by a 
certifi ed offi cer. All transition training should be 
coordinated though the agency training offi ce. It is 
strongly recommend that additional facility train-
ers be selected and certifi ed as instructors before 
implementing any of the training curriculums and 
schedules. If the facility has a Field Training Offi -
cer (FTO) program, those personnel should be uti-
lized. If the agency does not have an FTO program, 
administrative staff may want to consider imple-
menting one.

The following is one example of a training plan 
that will provide facility administrators and training 
staff with the format for the development of their 
own training plan:

Table 2.0
Sample Staffi ng Plan - illustrative purposes only.
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IV. Building Coordination
Construction Scheduling

A construction schedule is a documented timeta-
ble for the completion of various stages of a com-
plex project. In a correctional facility construction 
project, this is a critical component of the entire 
process. The construction schedule is a signifi cant 
management tool and serves all members of the 
project team, including architects, construction 
and project managers and members of the facil-
ity’s operational planning and activation team. 
It gives the owner, project team and operational 
planners of the project a realistic timeline by which 
project completion can be expected. It defi nes an 
anticipated and calculated sequence of events and 
the processes that will be followed by the construc-
tion company, subcontractors, equipment provid-
ers and the operational planning and activation

team. A properly developed and realistic schedule 
that takes into account as many variables as pos-
sible will help keep a construction project moving 
as anticipated and allow time to address any con-
tingencies that may arise. 

As the project develops, it is important to ensure 
that certain things are ready at a certain time. This 
is critical for FF&E timelines, training and relocat-
ing equipment, staff and offenders into the new 
facility. Facility planners should always be cogni-
zant of the status of the construction schedule - it 
is either on track or it is not. Agencies should plan 
accordingly for operations and activation. 

One question that the operational planning and ac-
tivation team should be prepared to answer is if the 
construction schedule changes, how will that affect
their activation plan? Typically these contingency 
issues evolve around delays in receiving deten-
tion equipment, security hollow metal, or other 
systems equipment that require long lead times 
to order, deliver and install. With correctional fa-
cility projects, there may be only one or two sup-
pliers and options for purchasing detention grade 
equipment from numerous vendors is limited. 
As the project progresses, the schedule serves 
as an evolving timeline to gauge training, order 
equipment and time deliveries and installation. 
The construction schedule is a daily, weekly and 
monthly benchmark of the actual progress on the 
project and must be correlated to other operational 

KEY CONCEPTSKEY CONCEPTS

Management tool that serves the project and 
activation teams 
Anticipated sequence of construction events 
Allows time to address contingencies that may 
arise
Evolving time line to gauge transition activities
Daily updates and regular weekly meetings of the 
project team
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planning timelines including those for training, 
FF&E and move logistics.

While all components of the construction schedule 
are important, two that require special attention 
are building permits and the owner’s punch list. A 
punch list is a review of the building and provided 
equipment that is gauged against construction 
documents and specifi cations for materials, fi n-
ishes, millwork and operation. 

Construction meetings occur on a regular basis 
and provide valuable information for benchmarks 
and action planning. The end result will be a con-
struction schedule and plan that is useful through-
out every stage of construction from design, con-
struction and ultimately facility activation.

Supplies/Materials
Operational planning tasks involving supplies and 
materials include developing a distribution and de-
livery schedule of daily/weekly/monthly supplies 
as well as new equipment to be received. Facility 
supplies must be maintained and stored in one or 
two centralized locations, depending on the size 
of the facility. This will ensure adequate quantities 
of essential supplies at all times. Supplies would 
also include a suffi cient stock of essential secu-
rity electronics components, plumbing fi xtures, 
electrical, offender supplies and miscellaneous 
items. Managing this process includes an ongo-
ing system for purchasing, receiving, inventorying, 
and the secure storage of supplies. Supplies can-
not just be stored in closets or work areas without 
inventory accountably. Secure storage includes 
developing and maintaining an inventory system. 
In larger agencies, this task is detailed to a specifi c 
staff member such as a property offi cer or quar-
termaster. Most Indian Country detention facility 
operations will not require that position, but must 
have administrative oversight, generally under the 
facility supervisor’s designee. The inventory plan 
should include a system for accounting of all ma-
terials. Any supplies or materials distributed would 
be recorded in the inventory control system. This 
system will also identify when to replenish stock 
items, such as offender toiletries, when they reach 
a certain draw down number, for example. Sup-
plies and materials inventory control is an excel-
lent application for a facilities’ management infor-
mation system.

Supply and material tasks includes coordinating 
the initial FF&E purchase of all start up supplies 
and materials including:

» offi ce furniture and equipment
» telephones
» desks
» chairs
» electronic equipment
» tables
» bookcases
» fi le cabinets
» partitions
» computers
» printers 
» general offi ce supplies - staplers, tape dis-

pensers, etc. to outfi t the new
facility

KEY CONCEPTSKEY CONCEPTS

 Includes a suffi  cient supply of essential security 
electronics components, plumbing fi xtures and 
miscellaneous items
Need inventory control system 
Inventory plan should include accounting for all 
supplies
Requires administrative oversight
Ensure adequate supplies/materials at all times
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Fixtures, Furniture and Equipment (FF&E)
An often used and misunderstood term in correc-
tional facility construction is Fixtures, Furniture and 
Equipment (FF&E). To those involved in a major fa-
cility construction project for the fi rst time, FF&E 
often turns out to be “Frequently Forgotten and 
Excluded”. A reasonable but incorrect assumption 
is that the contractor responsible for constructing 
the new facility will include all the items neces-
sary for facility activation. Generally, the only items 
included with the facility construction are “hard” 
construction items in which the contractor has 
been directed to purchase and install. Examples 
include steel tables with attached stools for des-
ignated offender housing units, staff lockers, bed 
frames, and certain food service equipment items. 
There can be exceptions to this – other equipment 
can be contractor provided and installed or it can 
be owner provided and contractor installed. A third 
option includes the owner providing and installing 
equipment itself. Some systems equipment may 
be under a general open contract, e.g., telephone 
services, copiers, and computers. The important 
concern for the operational planning team is that 
all these needs are addressed early in the project 
design.

Generally, FF&E costs that are not provided and 
installed by the contractor are not included in 
the construction budget. FF&E is a separate line 
item within the total project budget. On average, a 

reasonable rule-of-thumb for an FF&E budget is 
three to seven percent of the total project cost. 
So what is the agency responsible for purchasing 
and installing? Perhaps the simplest explanation 
of what is considered FF&E is to visualize taking 
a fully furnished facility, turning it upside down, 
shaking it, and whatever is loose and falls out is 
considered FF&E. This is not 100% accurate but 
fairly close. FF&E includes movable furniture, fi x-
tures or other equipment, supplies and materials 
that have no permanent connection to the struc-
ture of a building or utilities. Some policy deci-
sions may have to be fi nalized in reference to of-
fender equipment or services: for example, does 
the agency want microwaves in the food serving 
areas or if exercise equipment in recreation areas 
should include free weights. This is the time to per-
sonalize the facility to support and to refl ect local 
Native American culture, religion and tradition.

As with any budgeting issues in Indian Country, 
funding for FF&E can be confusing. Who within 
the jurisdiction actually acquires these items may 
also vary. In some cases, the jurisdiction may have 
a purchasing department that manages the pro-
cess; in other cases, it may be done directly by 
the detention facility. Members of the operational 
planning team must be familiar with the accept-
able format for purchasing, including the proper 
agency, personnel, specifi cations and procure-
ment procedures.

When considering FF&E tasks during the opera-
tional planning and activation process for a new 
correctional facility, several issues must be ad-
dressed. 
These include:

» who is responsible for FF&E
» who is involved in the purchasing process
» initial and secondary FF&E tasks
» defi ning FF&E needs
» an FF&E plan
» procurement and delivery and 

installation

KEY CONCEPTSKEY CONCEPTS

Fixtures, furniture and equipment
Includes movable furniture and materials 
Selection should include catalog photos, product 
cut sheets and specifi cations
Have vendors provide demonstrations and 
samples
Consider extended warranties, especially if 
operations of a facility are delayed for any length 
of time
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Each new area of the facility must be inventoried 
for operational, storage and equipment needs. 
This includes but is not limited to intake, medical, 
typical housing, maintenance, education, visiting, 
administration and offi ces. Equipment includes 
fax machines, fi ngerprinting and offender iden-
tifi cation systems, printers, time clocks, desks, 
metal detectors, exercise equipment, etc. FF&E 
also includes all offender related items including 
mattresses, linens, towels, toiletries and uniforms. 
Additional areas include furniture and supplies for 
counseling rooms, food service areas, dayrooms, 
law library and multi-purpose rooms. 

Essential cleaning equipment such as waxing ma-
chines, fl oor strippers and vacuums should be pur-
chased in the initial FF&E budget to ensure facility 
cleanliness at all times. All FF&E categories should 
be documented by specifi c area, item name, room 
number, room description, manufacturer, model 
number, quantity, budget, and department. Re-
view for selection of facility equipment should 
include catalog photos; product cut sheets, sam-
ples, written descriptions and demonstrations. 
FF&E requires a progress timeline and is closely 
related to the master construction schedule and 
relocation timelines. 

Move Logistics
The move logistics task of operational planning 
and activation is also referred to as phasing or 
relocation and addresses numerous tasks. These 
generally include establishing the move plan and 
schedule, a determination of movement resourc-
es, staff occupancy and accompanying training, a 
new facility security shakedown, the actual move-
ment of equipment, staff and offenders and clos-
ing the old facility, if there is one. These tasks are 
closely coordinated with a move logistics timeline, 
facility construction schedule and owners’ con-
struction punch list. 

Move logistics involves outlining the major tasks to 
be accomplished during the move-in process into 
the new facility and addresses tasks at three sep-
arate levels – before the move, the actual move, 
and after the move. Each level presents unique 
and different issues. Generally, move logistics is 
a twofold process - getting the new facility properly 
outfi tted (supplies and equipment) followed by re-
locating staff and offenders. 

Outfi tting the new facility properly is closely coor-
dinated with FF&E and the construction schedule. 
This process includes move logistics for physical 
FF&E items and reviewing, purchasing and stor-
age of equipment, getting it ready, moving it into 
location, installing it if necessary, training staff 
in its use and performance testing. All essential 

security, telecommunications, computer, secu-
rity electronics and building maintenance systems 
must be operational and fully tested before of-
fenders occupy the facility.

Once the facility is authorized for occupancy the 
relocation process occurs during approximately 
the fi rst 30-90 days and involves relocating staff 
and offenders into the new facility. This may in-
volve operating a current facility as well. Typically 
relocating the offenders is a two phase process. 
These phases address several operational issues 
depending if we are moving offenders from the ex-
isting facility and if the new the facility is on the 
same site. One unique aspect of offender reloca-
tion planning in Indian Country detention facilities 

KEY CONCEPTSKEY CONCEPTS

Establish move plan and schedules
Determine movement resources 
Complete a facility security shakedown
Closely coordinated with FF&E and construction 
schedule
Systems equipment must be operational and fully 
tested before occupying the facility
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involves moving offenders from contracted place-
ments by the BIA in other facilities. Addressing 
how this is to be accomplished including security, 
staffi ng and transportation is a major move logis-
tics task.

Once this is reviewed and decided, the fi rst phase 
of the relocation process generally involves staff-
ing and operating the new Master Control. A sec-
ondary phase may involve opening the new Intake 
and moving a small number of offenders (based 
on the total population of the facility) into the facil-
ity. This provides an opportunity to utilize staffi ng 
appropriately and to test the operations, systems 
and policy and procedures. 

Phase two would bring the entire facility and op-
erations to full capacity. With facilities that have a 
smaller offender population, the option to relocate 
offenders in one phase can be considered as the 
safety and security of the staff and facility allow. 
If considerable resources and staff have been al-
located and the operational planning and activa-
tion process has the proper amount of time to ac-
complish fundamental tasks, the move logistics 
process is often completed successfully and with 
minimal disruption. If not, the activation process 
can become both troublesome and expensive. 

Inspections
All new detention facility construction and reno-
vation projects must receive fi nal inspections to 
comply with all fi re, life safety and health code is-
sues of the local tribal authority, state or appropri-
ate federal agency. These usually include fi nal ap-
proval by the Offi ce of Facilities Management and 
Construction (OFMC) and the Division of Safety 
and Risk Management (DSRM). OFMC requires 

design document review for applicable building 
code and safety standards at 40, 70 and 99 per-
cent completion. Additional areas of concern for 
facility inspections include building construction/
renovation compliance, maintenance systems op-
erations and security electronics. Inspections be-
come critical (and costly) when delays in their ap-
proval confl ict or hinder the construction schedule 

or timeline driven operational tasks. Inspections 
generally follow the path of walk-through, substan-
tial completion, punch list and Certifi cate of Occu-
pancy.

Walk-through inspections are generally used to 
determine whether contracted work conforms to 
the project contract and construction documents. 
Contract documents are agreements between the 
facility owner and the contractor outlining the re-
quirements of the project and are the basis of the 
construction documents. Construction documents 
are plans and specifi cations prepared by the proj-
ect architect and subcontractors that fully defi ne 
the project requirements outlined in the contract 
documents. These generally include architectural 
drawings, electric, mechanical, and site and se-
curity electronics. When the contractor informs 
the project manager that the project is substan-
tially complete, a walk-through inspection shall be 
scheduled. Project team, transition team person-
nel and the appropriate regulatory agencies are 
present for the walk-through.

During the walk-through inspection the architect 
develops an offi cial punch list of work considered 
unacceptable or unfi nished. This can be anything 
from major construction fl aws to paint fi nishes. 

KEY CONCEPTSKEY CONCEPTS

 Must receive all fi nal inspections
 Includes OFMC and DSRM 
 Form letter to the BIA
 Punch list and walk through
 Certifi cate of Occupancy
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When all offi cial punch list items have been re-
solved, the project manager schedules a second 
walk-through inspection to verify completion of 
the construction project. After all of the punch list 
items have been resolved and the second walk-
through inspection has been completed, the proj-
ect architect/engineer issues a certifi cate of sub-
stantial completion. 

Following this will be the issuance of the Certifi -
cate of Occupancy by BIA OFMC or other agencies 
if the project is not BIA funded. This begins the 
activation phase in which detention facility staff, 
operational planners and administrators can be-
gin relocation of furniture and equipment into the 
new facility and conduct hands-on testing of equip-
ment and policies and procedures. 

21



Planning Alternatives & Correctional Institutions For Indian Country

 

3

Master inventory of tools 
and equipment

Facility shakedowns

Security inventory control in medical and 
kitchen/food service area

Detailed security reports maintained 
daily and generated on a weekly basis

Emergency response drills

Facility integrity checksa nd 
equipment tests

Security inspections on 
varied shifts and days

Security Task Force

Perimeter fence, 
recreation areas, roof, 
locks, cells, common 

areas

V. Security
Facility Security

A major and critical task of any operational plan-
ning and activation process for a new facility re-
volves around facility security. This includes se-
curity at the current facility if it is a renovation 
project, security planning for the new facility and, 
if required, ensuring the security of the active con-
struction site. The latter is critical if new construc-
tion is adjacent or structurally connected to the 
current facility. Control of contraband, offender 
counts, tool, key, hazardous materials and weap-
ons control, control of medications and medical/
dental equipment, storage, inventory and use 
of security equipment, emergency plans for es-
capes, riots, disturbances, hostage situations, 
use of restraints and use of force should all be

reviewed and revised for new facility operations.
Required security equipment and resources 
should be included in the start-up budget. New 
security operational plans should include Master 
Control functions and responsibilities and opera-
tions should be defi ned for all posts, security elec-
tronics operations, mechanical systems, computer
based offender management systems  and equip-
ment used by staff.

A complete security plan must include a master in-
ventory of tools and equipment. This includes se-
curity equipment as well as routine maintenance 
equipment and spare plumbing, electrical and ba-
sic maintenance parts. Security personnel should 

Diagram 3.0
A typical
security cycle
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locate and identify movable equipment throughout 
the facility in case of an emergency. Security in-
ventory control in medical and the kitchen/food 
service area is critical, including construction and 
installation of locking shadow boards and cabi-
nets for secure storage and inventory of kitchen 
utensils, and development of a photo identifi er 
binder containing digital photos of all kitchen uten-
sils – each kitchen utensil should be labeled and 
photographed. Utensil inventory forms should be 
completed each shift and signed by food service 
and corrections personnel. Medical areas require 
more stringent procedures for storage and distri-
bution of medications, pharmacy access control 
and medical equipment storage.

Continuous security inspections on 
varied shifts and days include: 

» perimeter/ perimeter fence
» exterior recreation areas
» facility roof
» locks
» cells
» common areas 
» security doors

Staff must have a thorough 
knowledge of:

» facility access areas
» sally ports
» stairways
» surveillance and observation points
» direction orientation
» standard and emergency keys
» emergency access and utility control of 

electric, water and temperature controls

Individual emergency doors and fi re stairways 
must be clearly identifi ed and marked for use. In 
addition to daily assigned squad functions, uni-
form staff must complete daily security inspec-
tions on all shifts. Detailed security reports should 
be maintained daily and generated on a weekly 
basis. All delivery vehicles entering the receiving 
area of the facility must be searched as well as 
commissary carts. In many facilities, contracted 
commissary/supply carts enter the facility in bins 
and are “sealed” from the warehouse. They should 

be unsealed and searched for contraband prior to 
distribution.

Civilian Staff Personnel
Civilian staff personnel must wear proper identifi -
cation cards at all times. Civilians must also sign in 
and out on a master attendance board so that cor-
rections personnel know their whereabouts at all 
times in case of an emergency. Professional visi-
tors entering the facility must clearly display their 
visiting pass. All civilian personnel working at or 
visiting the facility on a regular basis should have 
a security background clearance and a master 
Authorized Personnel List should be developed. 
Civilian staff should receive orientation training to 
minimally include the detention facility rules and 
regulations, emergency procedures and personal 
property storage.

One consideration for detention facility planners 
concerning security is the establishment of a Secu-
rity Task Force (STF) in the proposed staffi ng plan. 
While facility security is a constant concern for all 
staff twenty-four hours a day, a STF is specifi cally 
designed to focus directly on facility safety and se-
curity issues for staff members and the offender 
population. The Security Task Force would be re-
sponsible to review, inspect, document and correct 
all security concerns within the facility. The STF is 
responsible to coordinate and review documenta-
tion of emergency response drills, cell searches, 
fi re drills, facility equipment inventory sheets, 
security equipment and key/lock/door inspec-
tions, unit evacuations, general integrity checks, 

KEY CONCEPTSKEY CONCEPTS

Master inventory of tools and equipment
Security inventory control in medical and 
kitchen/food service is critical 
Medication and medication distribution is a major 
issue
Maintain security reports
Establish a security task force
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common area searches/general searches, facility 
integrity checks and facility shakedowns. An ad-
ditional task would include responsibility for coor-
dinating and documenting personnel background 
checks, in-service training orientation and civilian 
employee clearance for facility access. While staff-
ing concerns in many Indian Country facilities may 
not allow designated staff for this purpose, facility 
administrators should ensure that these tasks are 
completed.

If security is necessary at the construction site, 
clearing all construction personnel should be con-
sidered. Procedures should be developed for secu-
rity during normal construction site working hours, 
securing the site at the end of the workday and the 
proper storage of all tools and equipment during 
and after hours.

Key/Access Control
Key control is a fundamental practice in any cor-
rectional facility and establishing and following 
operational procedures for an orderly and secure 
key control system is an important task. The criti-
cal security nature of this task cannot be overem-
phasized.

Planning tasks for a new facility key control system 
include developing an overall keying philosophy, 
addressing and fi nalizing all keying requirements 
and overseeing coordination for all components of 
a facility keying schedule. This includes designa-
tion of keys by security access levels; sorting keys 
by unit or area designations; inventory, stamping 
and tagging of keys; categorizing of initial, dupli-
cate and triplicate key rings and distribution of all 
master and grandmaster keysets. Assignment of 
keys, key control inventory sheets and rotation of 
keys are also important functions of a key control 

program. A master key list should be maintained 
in Master Control and all key distribution should 
utilize key control sign out sheets.

Although a majority of security door access con-
trol operations are typically completed though 
Master Control via the security electronic systems, 
backup and manually operated doors require a 
master keying schedule for the new facility. These 
include both secure and non secure locksets. Gen-
erally, the detention equipment contractor (DEC) 
assigned to the construction project coordinates 
the secure facility keying schedule with the transi-
tion team and the general contractor coordinate 
the non-secure schedule. A secure facility keying 
schedule includes maximum security cells, plumb-
ing/fi xture access panels, offender multipurpose 
rooms and areas generally within the secure pe-
rimeter; offender housing and offender acces-
sible areas, electrical/telephone and mechanical 
rooms and medical hazardous waste. Security 
locksets include high grade mogul and paracen-
tric keys, appropriate for locking metal doors in 
secure perimeters and/or high usage openings in 
all building types. Large size paracentric dead bolt 
locks are usually specifi ed for sallyport doors, re-
ceiving gates and perimeter fence access gates. 
Upon completion of the secure master facility key-
ing schedule and cutting of the actual keys, they 
will be personally delivered to a representative of 
the agency who must sign and acknowledge re-
ceipt. Non secure facility keys include access to 
supply closets, staff toilets, fi le/conference rooms, 

KEY CONCEPTSKEY CONCEPTS

Includes assignment of keys, key control inventory 
and rotation of keys
Includes keys for master and grandmaster sets 
Includes secure and non secure key sets
Can also utilize swipe access cards or proximity   
cards
Critical nature cannot be over emphasized
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administrative staff areas – generally outside the 
secure perimeter. These are generally referred to 
as builders’ hardware and are not considered se-
curity keys. 

The master facility keying schedule generally in-
cludes keys for master and grandmaster inclusion. 
A master key is intended to operate a set of several 
locks. Usually, there is nothing special about the 
key itself, but rather the locks the keys will actu-
ate. Maintenance keys would be keyed from the 
same set as well as facility bathrooms and janitors 
closets. Grandmaster key designations may have 
several master key systems where the top level 
grandmaster key works in all of the locks in the 
system. These are usually only reserved for admin-
istrative and supervisory personnel. Key blanks 
will be maintained at the facility enabling the key 
control offi cer to cut keys as necessary and it is 
recommended to purchase a key cutting machine 
for onsite utilization in the initial FF&E budget. The 
detention facility should maintain 3 sets of keys 
that would be rotated every six months - 1 set is al-
ways in use - 1 emergency backup set maintained 

in Master Control and 1 set secured outside the 
facility. All keys should be strictly maintained, in-
ventoried and distributed via Master Control with 
access clearance provided. Another option is to 
reserve 1 set of keys just for cutting blanks. These 
are all keying schedule decisions to be fi nalized by 
the operational planning team.

Key access systems (usually designated for out-
side staff access doors, parking lot entrance/exit 
gates and general administrative areas) can be 
stand alone, but still with full control over features 
such as time-zoning and voiding and validating of 
cards or PC linked for enhanced control and re-
porting capabilities. These systems can be oper-
ated by swipe cards, proximity cards or key fobs. 
Biometric systems are also available. 

Grand Master Key
(fits all passage locks in a location or 

building)

Master Key
(fits all locks in a 

building section or 
operational division)

Master Key
(fits all locks in a 

building section or 
operational division)

Master Key
(fits all locks in a 

building section or 
operational division)

Area Key
(is cut to open doors 

typically and 
commonly used by 
certain operations

Individual Key
(cut to open only one 
door and is generally 

issued to control 
access)

 

Diagram 4.0
This diagram displays a typical keying waterfall. 
Higher level keys typically open all suborinate lock-
sets.
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Emergency Response Planning
Emergency response planning should be included 
in all phases of operational planning for every fa-
cility. Initial steps would include planning for fi re 
evacuations, minor disturbances, medical emer-
gencies, fi re safety and natural disasters. Second-
ary steps would include planning contingencies for 
major disturbances, -hostage situations and full 
facility evacuation. In addition, these plans estab-
lish protocols and Memorandums of Agreements 
with outside emergency response agencies. 
Procedures for facility lockdowns, and escapes 
should also be reviewed and updated. All aspects 
of emergency response training must be coordi-
nated and practiced in operational scenarios and 
tabletop exercises under a centralized command. 
Planning steps should include establishment and 
authorization for a declaration of an emergency 
protocol – low-level (minor disturbance, fi re alarm) 
and high-level (riot, full facility evacuation) which 
would include identifi cation of personnel to notify 
and respond, establishment of preliminary com-
mand posts and procurement of essential tactical 
and negotiation equipment (telephones, faxes, 
construction documents, etc.). Review of the In-
cident Command System protocol should be up-
dated on a regular basis with all supervisors and 
established as agency policy. 

The organization, storage, maintenance and inven-
tory of all emergency response equipment must be 
addressed. This includes, but is not limited to shields,

protective gear, fl ex-cuffs, etc. All security/emer-
gency equipment should be localized in one area 
and maintained in designated, secure twenty-four/
seven access areas. Equipment inventory records 
and checklist schedules must be developed and 
maintained. This includes basic equipment issued 
to and maintained by emergency response team 
personnel. These are only examples of some of 
the equipment that may be accessible either in the 
facility or from other Tribal/support agencies. A 
budget item to purchase startup security response 
equipment should be included in FF&E.

In-service training should include tactical assault 
planning and operational scenarios ranging from 
riot contingencies, hostage incidents, lockdowns 
and facility evacuations. Training should include 
procedures for primary and secondary access to 
housing units for emergency response; key con-
trol responsibility for responding patrol offi cers; 
and Master Control dispatch procedures. Routine, 
emergency response drills must be conducted on 
a continuing basis by all staff. All training and drills 
must be documented. 

KEY CONCEPTSKEY CONCEPTS

Included in all phases of operational planning
Evacuations, disturbances, medical emergencies, 
fi re safety 
Develop/revise for facility lockdowns and escapes
MOA’s with emergency response agencies
Emergency response training must be 
coordinated and practiced in operational 
scenarios and tabletop exercises
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VI. Communications
Telecommunications

While not all inclusive, telecommunications sys-
tems deliver wired telephone, local voice and data 
network services and equipment, long distance, 
managed network and other services. In a small 
correctional facility project, telecommunications 
design usually includes a standard telephone sys-
tem and offender telephone system. Both can be 
complex and expensive. Network computer sys-
tems are generally covered under management 
information systems. When deciding on a telecom-
munications system it is important to defi ne the 
scope of the design and exactly what the agency 
wants it to accomplish. Additionally, communi-
cation systems must be fl exible enough to meet 
changing conditions; in many institutions the 
mission and the demographics of the population 
change after the facility has opened. Telecommu-
nications include a comprehensive range of fl ex-
ible and integrated services designed for a myriad 
of applications. Telecommunication systems also 
may include a Voice over IP (VoIP) protocol. VoIP 
is a general term for numerous transmission tech-
nologies that deliver voice communications over 
networks like the internet. The technology allows 
users to make voice calls using a broadband in-
ternet connection instead of a regular (digital or 
analog) phone line. In addition, many facilities are 
incorporating video capabilities for Initial Appear-
ances and other court proceedings.

Correctional facility planners must research speci-
fi cations and equipment before making decisions 

about communication systems technology. This in-
cludes understanding the different types of tech-
nology in use, support systems and staff needed 
to install, operate, and service the various systems 
and the factors to be considered during the selec-
tion and planning for the use of technology. Often, 
additional features and components are added to 
the basic system increasing costs. If available and 

covered under the budget, a telecommunications 
consultant should be utilized for system specifi ca-
tions and integration utilization. Telephone sys-
tems costs generally include basic equipment and 
the contract should cover the hardware, servers, 
distribution system, telephones, and technical staff 
during the installation process. Voice, data wiring, 

KEY CONCEPTSKEY CONCEPTS

Systems should be fl exible enough to meet 
changing conditions
Includes a wide range of fl exible and integrated 
services 
Research specifi cations and equipment
Defi ne the scope of the design and exactly what 
the agency wants it to accomplish
Review off ender telephone systems and 
associated costs
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cabling, conduit are often separate line item costs. 
The type of telephones selected (style and 
features); the number of separate lines (numbers) 
and other system features such as auto attendant 
and a call accounting system are options that typi-
cally are available for additional costs.

An offender telephone system, used by residents 
to communicate with outside society, family and 
attorneys, can usually be confi gured by the system 

provider in any way the facility selects and usually 
does not allow incoming calls but permits outgo-
ingcollect calls. The telecommunications equip-
ment and support needed will depend on the lo-
cation of the facility, its confi guration, population 
of the institution and staff support requirements. 
When properly planned and maintained, commu-
nication systems will be responsive to an institu-
tion’s changing missions and demographics and 
to improvements in technology.

Management Information Systems
Ask any facility administrator with an existing Man-
agement Information System (MIS) and they will 
tell you that it is essential to operating the facility. 
Managers need accurate and timely data to sup-
port a wide variety of administrative decisions. The 
sheer quantity of data accumulating today cannot 
be used effectively without technological assis-
tance. Consequently, MIS technologies are need-
ed in correctional facilities. A facility MIS results in 
greater accuracy, data and information essential 
for day-to-day operations, improved services, re-
duced liability, and reduced costs.

The topic of a MIS in this guide is to provide new 
correctional facility planners with some basic 
information relevant to decision making about 
management information systems technology. 
Researching and deciding on an MIS program 
is up to the operational planning team. Having 
various vendors demonstrate software and co-
ordinating on-site tours at other facilities, if pos-
sible, to review functioning systems and applica-
tions in a practicable environment are strongly 
encouraged. Often MIS are incorporated with 
police and tribal justice operations. Like tele-
communications, an MIS consultant should be 
utilized for system specifi cations and integration 
utilization if available.

Management information systems consist of hard-
ware and software. Hardware is basically equip-
ment that you can physically touch - computers, 
keyboards, terminals, servers and display screens.

Software provides the operating system and in-
structions that operate the hardware. Software 
is anything that can be stored electronically or 
that directs the operation of MIS hardware. There 
are two general kinds: systems software and ap-
plications software. Systems software is a set of 
instructions that makes the computer itself func-
tion. Applications software is a set of instructions 
that the computer uses to do what you want it to 
do. In correctional facilities, several categories of 
application software are generally used: offender-
related applications, administrative/facilities sup-
port programs, and identifi cation systems. 

Offender programs areas generally include: 
» offender case management 

(admission/releases, classifi cation)
» offender activities (work assignments, 

movement control)
» offender history (detainers, medical/mental 

health records)
» in-program data disciplinary reports, 

grievance)

Some programs in this area may be complete stand 
alone applications such as correctional healthcare 
applications that can signifi cantly increase the ef-
fi ciency and accountability of the healthcare pro-
gram, while following local, state and federal stan-
dards of care. These programs generally provide 
a consistent, standardized approach to correc-
tional healthcare, based on the National Commis-
sion on Correctional healthcare (NCCHC) and the 
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American Correctional Association (ACA) stan-
dards.

Administrative/facilities support functions include:
» accounting (payroll, purchasing)
» personnel (training, scheduling)
» inventory control (supplies, equipment)
» facilities and operations (maintenance, food 

services)

Some of these applications may greatly enhance 
new facility operations and management espe-
cially in the areas of supplies/equipment inven-
tory and the facility maintenance plan. In addition, 
Identifi cation (ID) systems help prevent mistakes 
in identifying people-staff, offenders, and visitors. 
The most common types include, picture ID card, 
fi ngerprint, bar code reader, and magnetic (ac-
cess) card. 

While a management information system is essen-
tial to facility operations, there are several issues 
that continually affect its use which the operation-
al planning team should be made aware. In many 
existing facilities, MIS applications are not prop-
erly managed and are underutilized. This often 
results from poorly designed systems, lack of suf-
fi cient equipment and adequate system training. 
Staff may fi nd themselves confronted with an un-
familiar and intimidating technology, and become 
resistant to change and proper utilization. Admin-
istrative staff should be aware that different appli-
cation programs often do not integrate with each 
other. This means that general information often 
has to be entered separately for each application, 
which complicates system use, requires several 
stand alone systems and reduces effi ciency. The 
most effective system should allow customizable 
reports that can suit each facilities needs.

The fi rst challenge is to decide what you want your
MIS program to do in the new facility. Initial ap-
plications include offender management systems, 
records classifi cation, intranet, logs and related 
documentation, written directive systems, inci-
dent reporting, accessibility to facility forms and 
policies, procedures and post orders. All these 
must be developed, reviewed and approved. Due 

diligence is critical in developing specifi cations for 
the proper MIS system, hardware and software 
procured. Plans have to be developed for transfer, 
storage, or disposal of records from the existing 
facility to the new facility.

A budget for the system must be developed, sub-
mitted and approved. Start up costs for an initial 
MIS can be very expensive - not including yearly 
system maintenance fees plus costs for specifi c 
software licensing. If the agency has an Informa-
tion Technology unit it is important that techni-
cians are able to support the system.

KEY CONCEPTSKEY CONCEPTS

Consists of hardware and software
Systems software and applications software 
Have various vendors demonstrate equipment 
and functions
Stand alone applications such as correctional 
healthcare
Includes off ender programs, administrative 
support applications and identifi cation systems
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Systems Equipment
Systems equipment for new correctional facili-
ties generally refers to both security systems and 
maintenance systems. Security systems include 
security electronics, radio frequency identifi cation 
(RFID), and perimeter detection/intrusion alarms, 
closed circuit television (CCTV) intercom systems 
and radios. Maintenance systems generally in-
clude heating, ventilating, and air-conditioning sys-
tems (HVAC), fi re sprinkler, fi re alarm and smoke 
detection, water and utility controls. 

Systems equipment for security electronics gener-
ally includes Master Control systems. Master Con-
trol panels commonly use a programmable logic 
controller (PLC) based system with graphic, touch-
screen capabilities to control and monitor security 
door locks, door position switches, camera switch-
ing, and alarm monitoring. These applications al-
low door control operations from Master Control, 
local housing control or individually by a post offi -
cer with a hand held device. In Master Control they 
are generally integrated to interface with inter-
coms and paging, closed circuit television (CCTV), 
digital video recording, personal duress systems/
man down (ceiling and wall mounted), lighting con-
trols and other custom designed systems. In many 
cases, these new control systems will improve 
operational effi ciency and building security. Such 
systems provide Master Control redundancy to op-
erate the entire facility in an emergency. Many of 
these features are added options that may, or may 
not, be applicable in small facilities.

These functions provide coordination and inte-
gration of major components of the system, can 
be expanded and have future upgrade ability to 
accommodate changes in facility expansion or 
operations. Standard packages provide access 
to remote and on-site programming updates and 
software changes that guarantees nationwide ac-
cess to support customer security needs. Systems 
providers also offer service contracts for the entire 
integration package. 

When selecting contracts for a service provider 
and components for a security electronics sys-
tem, the criticality of technology applications and 
product specifi cations is a major concern. This 
requires meticulous review of product specifi ca-
tions, all equipment cut sheets, system capabili-
ties and operational manuals. A simple example 
would include the review of recording capabilities 
for the CCTV system. Agency planners reviewing 
the system must know that the current  specifi ca-
tions (as an example) allows for simultaneous re-
cording of up to 16 cameras via a digital video re-
corder for one day. If you in fact want to record 32 
cameras for one week it will have to be specifi ed. 
This affects the storage capacity of the DVR. Sim-
ply, more cameras (32 versus 16), for longer peri-
ods (one week versus one day), cost more money. 
Systems integration means that the intercom will 
work with the door control, which will work with the 
camera, which will work with the Master Control 
touch screen. Once again, a security electronic 
systems consultant should be utilized for system 
specifi cations and integration utilization. If only 
one consultant could be chosen for all facility 
tasks, security electronics systems is the most 
critical. 

Maintenance systems are generally not as com-
plex as security electronic systems and do not 
generally require integration. Most are standalone 
systems, operating separately from all other sys-
tems. The same scrutiny and attention to detail ap-
plies when selecting maintenance system vendors 
including, review of product specifi cations, equip-
ment cut sheets, system functionality, capabilities 

KEY CONCEPTSKEY CONCEPTS

Security systems and maintenance systems
Systems providers off er service contracts 
Be sure to research systems integration
Review product specifi cations, equipment cut 
sheets, functionality and costs
Review with maintenance personnel

30



Facility Activation PlanningFacility Activation Planning

and costs. It is critical to review these systems with 
maintenance personnel especially those familiar 

with plant chillers, boilers, HVAC systems, steam 
generators, pumps, fans, and other equipment.
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VII. Operations
Scenario Development

A scenario is a step by step description of activities 
related to the performance of a specifi c function or 
service. Typically in a correctional facility these in-
clude the major operational areas including trans-
portation, intake, reception, recreation, visiting 
and housing units. Other operational areas can be 
added as designated by the planning team.

The review and development of scenarios is impor-
tant to the operational planning process because 
they help determine the details of specifi c facility 
operations. These include, but are not limited to, 
identifying inconsistencies in planned operations, 
logistical problems and/or anticipated confl icts in 
facility activities. Operational scenarios also help 
identity what staff does in the current facility (of-
ten limited by space and equipment) and what

planners expect to do in the new facility. This is 
often a vast difference. Scenarios assist in verify-
ing operational needs for each detention function 
(showers, storage of personal clothing and prop-
erty, distribution of toiletries, etc.) and allow tran-
sition staff to investigate alternative approaches 
to performing detention activities. Scenario de-
velopment outlines this process and provides an 
initial basis for determining how key functions and 
activities should be performed in the new facility 
and initiates, in part, the basis for policies and 
procedures development. This is an opportunity to 
review current policy, revise or develop it as neces-
sary and move forward towards changing the orga-
nizational culture from past practices.

One method of scenario development includes a 
step by step narrative of each activity or task for 
a specifi c function that identifi es all personnel in-
volved in, or affected by the activity – this may in-
clude offenders, staff, other agencies, or visitors.

A typical visiting scenario, for example, responds 
to the following questions: 

» what persons are involved in, or affected by, 
the process?

» what is the expected range of behaviors (good 
or bad)?

» has an approved visitor list been 
established?

» what equipment, forms, and resources are 
needed to carry out the steps envisioned?

KEY CONCEPTSKEY CONCEPTS

Identifi es what staff  does
Identifi es inconsistencies in activities and 
operations 
Allows transition staff  to review alternative 
operational plans
Identify relevant policies, statutes and standards
Step by step narrative of each activity or task for a 
specifi c function
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 » what policies, laws, standards or general 
information might apply?

» are there any critical steps missing? 
» if the scenario is carried out successfully, what 

should the fi nal result accomplish?

Planners and staff should identify relevant polices, 
rules, standards, statutes, and general informa-
tion that infl uences activities and ensure that all of 

the following issues are addressed in the scenario 
and the fi nal operation: sound detention practic-
es, life safety codes, detention facility standards 
(determined by jurisdiction), applicable ADA and 
OSHA requirements, Federal law and tribal culture 
and community norms. 

Policies & Procedures
A signifi cant operational planning task for activa-
tion of a new correctional facility involves develop-
ing and implementing a Policies and Procedures 
(P&P) manual. These written policies and proce-
dures shall be made available to all employees. For 
any facility, a complete set of policies and related 
procedures are compiled in a comprehensive doc-
ument called a Policies and Procedures manual. 
Policies and procedures are a set of documents 
that describe an organization’s policies for opera-
tion of the facility and the procedures necessary 
to fulfi ll the policies. They communicate the phi-
losophy and objectives of the agency, promote fair-
ness, consistency, professionalism and effi ciency 
in the operation of the facility. In addition, they il-
lustrate the transfer of authority and responsibility 
to staff, provide documentation that can support 
the facility in the event of court actions against the 
facility or staff, and incorporate applicable man-
dated corrections standards. Additional character-
istics should sustain the organization’s mission, 
be supported by staff, are refl ected in practice, 
include contingencies, and provide specifi c direc-
tions of concern.

Policies and procedures are not the same thing. 
Policies communicate the goals, what and why, of 
the agency to staff and others, defi ne the limits of 
acceptable conduct and establish parameters for 
staff direction. They refl ect and describe the phi-
losophy and culture of the organization on specifi c 
topics and defi ne what is to be done and why. They 
help defi ne what an organization intends to do on 
a particular issue and why the organization needs 

to take this action. Policy must conform to consti-
tutional requirements; statutes and laws; health 
and safety codes; personnel rules; labor agree-
ments; state standards; tribal cultural concerns 
and, if applicable, accreditation standards. 

Procedures are detailed step-by-step descriptions 
of the sequence of activities necessary for the 
achievement of an attending policy. They explain 
in sequential order detailing how, who, when and 
where the organization intends to implement a 
policy. A procedure makes the policy operational, 
describes how the policy is to be accomplished and 
the expected methods for conducting tasks. Proce-
dures assign responsibility, detail the sequence of 
tasks, establish discretion and fl exibility and pro-
vide defi nitions to words with unique meanings.

In order to develop new P&P or revise existing 
ones, a policy and procedure task force needs to 
be established. In smaller facilities, this can be 
coordinated by a single staff member. The P&P 
development process involves establishing or de-
veloping an outline, review and approval. Opera-
tional scenarios should be used in writing the pro-
cedures. Other sources include reviewing manuals 
from other facilities, an evaluation of current op-
erations, applicable standards and codes, facility 
activities and operations and current policies, writ-
ten directives and orders from the facility. Sample 
P&P from other facilities can be used to guide the 
process but must not be adopted “as is” because 
each facility is unique. Standards are useful in pol-
icy development as a source for identifying policy 
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topics and providing measurable performance ob-
jectives. They should be referenced to identify the 
standards to which the facility is adhering. In In-
dian Country, standards can be tribal, county and 
state, but they must be in accordance with appli-
cable BIA standards.

P&P should be written in a clear way, using short 
sentences. They should be general but directive. 
They should also be sensitive to the physical, op-
erational and legal realities and restrictions of the 
facility. Policy-and procedure writing often uses a 
standard format within an organization, including 
a complete history of changes made to the docu-
ment. Typically, the format includes a purpose, 
persons affected, scope, sometimes a background 
section, a policy section, defi nitions, responsi-
bilities, and a procedures section. The format can 
also include information about the title, effective 
date, revision date, and an approval section. This 
is only one example of what some agencies con-
sider to be good practice. Each agency may use a 
format that they are more familiar with. The format 
review should be conducted by upper manage-
ment as well as the jurisdiction’s legal authority. 
Once the draft P&P’s are completed, a fi nal review 
of content is necessary and the facility administra-
tor must approve and sign every P&P. With narra-
tive and outline formats, the facility administrator 
issues an approval letter for the entire manual.

Once the fi nal approvals are completed, each em-
ployee needs to be trained on the new P&P. Poli-
cies and procedures must be monitored regularly, 

reviewed annually, and revised as necessary to en-
sure compliance with program goals. In order to fa-
cilitate this process, the entire document is often 
separated into sections and reviewed at intervals 
over a twelve month period. A monitoring plan for 
compliance needs to be prepared and implement-
ed. This is often coordinated through an agency’s 
Offi ce of Professional Standards if one exists. If 
not, this task is usually coordinated through the 
training division. This includes periodic review of 
documentation, interviews with staff and observa-
tions and inspections.  

Maintaining and updating the P&P manual is a 
critical but overlooked task. Having the most re-
cent copy of the P&P on a computer system will al-
low timely updates. While “older” loose-leaf bound 
versions of the manuals may be available in more 
remote areas, an up to date version should always 
be available on a computer system, with adequate 
back-up and storage capabilities. 

KEY CONCEPTSKEY CONCEPTS

Make complete manuals available to all employees 
Not what is written, but what staff  actually does 
Written in a clear way, using short sentences
A major consideration is how are they revised
Monitoring plan for compliance needs to be 
developed and implemented on a regular 
(semi-annual or annual) basis
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Post Orders
Post orders are generally developed for every 
staffed post and provide a written description of 
the operation of each designated position in the 
facility. This includes what is to be done, what type 
of staff performs the function, and under what 
conditions it is to be performed. They are specifi c 
instructions for staff to follow in fulfi lling their re-
sponsibilities on a specifi c post and to clarify roles 
for staff and management. A post is described as 
a physical location or area of operation of the facil-
ity that generally requires a staff position. Post or-
ders establish assigned tasks to specifi c positions 
to accomplish a more effi cient operation and as-
sign task responsibility. While Polices are the what
and why and Procedures are the how, when, where 
and who, Post Orders list tasks, when they occur, 
who does them, and what equipment is needed.

Post Orders provide a general overview of the du-
ties required by the position including a brief sum-
mation, all scheduled tasks, activities and specifi c 
duties. Responsibilities are listed chronologically, 
and all non-scheduled tasks are listed as well to 
eliminate confusion over responsibility. Any specif-
ic or special equipment that may be needed at the 
post to accomplish the assigned tasks should be 
listed in the post order. Post orders are designed 
in a standard, consistent format with short, clear 
statements. The format contains the title of the 
identifi ed position, and the work hours for the po-
sition (if the position is covered by various shifts, 
the different shift times are also indicated). The 
basic content of correctional facility post orders 
include – title (post name), shift (duty hours), is-
sue and review dates, equipment, general duties, 
scheduled duties, and non-scheduled duties. If 
certain items for the position/post are required by 
policy, the policy and procedure numbers should 
be referenced for accountability.

Post orders are developed after operational sce-
narios, policies and procedures, a master facility 
activity schedule and a comprehensive staffi ng 
plan are complete. Prior to the development of 
post orders, a list must be made of all the posts 
in the new facility. This often includes new posts,

which will be designated and operated for the 
fi rst time. In a new facility there may be many new 
posts which often have some different respon-
sibilities that existing staff may not be aware of, 
especially if the size and functionality of the new 
facility is expanded. Because they are task and 
responsibility specifi c, post orders become one of 
the major tools use to train staff in the operation 
of a new facility. Remember, existing staff need 
to be trained in these post orders as part of an 
overall training plan. Post orders are a guideline 
for persons who may be fi lling in, or are new to, 
a position. The orders leave no doubt concerning 
what the responsibilities of the post are and what 
must be accomplished and when. In every facil-
ity, there will be “mandatory” posts that must be 
staffed on every shift. These include main control, 
housing unit offi cers, supervisory staff, and intake 
and reception, as well as other posts that are iden-
tifi ed by each facility administrator.

KEY CONCEPTSKEY CONCEPTS

Developed for every “mandatory” staff ed post and 
others as needed
Distribute assigned tasks to specifi c positions 
Accomplish a more effi  cient operation
Assign task responsibility
Consistent format with short, clear statements
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VIII. Programs & Services
Memorandum of Agreement (MOA)

A critical task that tribes should include in the op-
erational planning process is the coordination of 
Memoranda of Agreement (MOA) and Memoranda 
of Understanding (MOU). These two terms are typi-
cally used interchangeably, essentially referring to 
similar processes. MOA’s are used frequently in In-
dian Country to promote increased cooperation be-
tween federal agencies and tribal jurisdictions and 
other local service providers. A major purpose of 
these agreements is to establish a mechanism to 

facilitate fi nancial and program or treatment sup-
port for qualifying tribal agencies. The MOA is fre-
quently used to obtain commitments for services 
and support from local schools, medical and men-
tal health service providers and other treatment 
and program providers. While medical treatment

is a statutory obligation that tribal members have, 
the problem is where services are accessed and 
how initial medical evaluations, physical exams 
and sick call are going to be provided? Medical 
emergencies can be handled at the Indian Health 
Services clinic during a standard eight to fi ve 
workday but anything else is typically covered by 
Emergency Medical Services or by transport to 
medical facilities in nearby communities.

Early development of MOA’s is recommended. The 
completion of these agreements can be a lengthy 
process that commits various agencies to provide 
services at a future date. Given that some of these 
agreements are with federal and other governmen-
tal agencies, lead time to secure signed agree-
ments is critical. MOU and MOA negotiations and 
document development can take several months 
to complete.  

KEY CONCEPTSKEY CONCEPTS

Utilized to ensure mutual support among various 
agencies
Facilitates fi nancial, program and treatment 
support 
Develop in writing before facility becomes 
operational
Requires early development and commitment
Process can take several months to complete
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Food Service
Nutritious, appealing and tasteful meals are a 
must in any detention facility. Food service is im-
portant to an institutional routine and effective 
operations are contingent upon quality of staff, 
service and equipment. Typically a food service 
plan and equipment design is part of the master 
project design. 

Many issues concerning kitchen layout, design, 
equipment, and workfl ow patterns are addressed 
during the initial project design and needs assess-
ment processes. Current and anticipated future 
inmate occupancy levels are used to gauge the 
size and food services requirements for the new 
facility. 

Detention facility administrators must address the 
unique requirements of each facility. With food 
service this often becomes an issue of whether 
to provide food service by in house staffi ng and 
equipment or by contract. In either case, the goal 
of a quality food service plan is to provide the fa-
cility with a combination of quality equipment, 
functional space allocations and work fl ow within 
a designated budget. 

The goal of the food service operation is to pro-
vide meals for all offenders which are nutritionally 
adequate and produced under sanitary conditions 
in a cost effective manner. Facility food service 
equipment and food service programs must meet 
established safety and health standards and re-
quirements as established by applicable federal, 
state, and local guidelines, laws, and Indian Health 
Services regulations. They should also meet the 
guidelines as prescribed by the American Correc-
tional Association (ACA) and correctional health 
care standards.

Design-implemented food safety processes, secu-
rity concerns, and ease of operation are incorpo-
rated into each layout as well as considerations 
for menu planning and development. This gener-
ally includes operating the food service program 
using corrections-experienced and profession-
ally trained personnel, while utilizing trustees/

offenders who assist in meal preparation to be 
served by staff in the housing units, cleaning and 
general maintenance of kitchen operations. When 
offenders work in kitchen operations they should 
be under the supervision of civilian or correctional 
staff. 

KEY CONCEPTSKEY CONCEPTS

 Quality staff , meals, services and equipment
 Sanitary conditions maintained in a cost eff ective 
manner 
 Important to a facility routine and eff ective 
operations
 Meet all safety and health standards
 Guidelines as prescribed by local and national 
standards
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Programs/Treatment
Any relocation to a new facility or into a facility for 
the fi rst time requires planning so that appropriate 
space, equipment and resources are provided for 
offender treatment and programming. These in-
clude social services, substance abuse and men-
tal health treatment, religious/spiritual mentoring, 
indoor/outdoor recreation, educational and work 
programs, and library/school services. Inclusion 
of generous and well designed classrooms and 
program spaces refl ects a decision to emphasize 
education, treatment and programming associ-
ated with the incarceration and rehabilitation of 
juvenile and adult offenders subject to tribal juris-
diction.

Offender program goals for the new facility should 
directly refl ect the management philosophy for the 
new facility and those consistent with local tribal 
laws, ordinances and cultural values. Planners 
must identify what programs will be provided, how 
they will be provided, who will deliver them, and 
when they will be provided. This must all be coordi-
nated with funding and budgeting resources, staff 
assignments and the facility master activity sched-
ule. Identifi cation should include program priori-
ties, parameters and objectives. Many tribes have 
been very successful utilizing a variety of commu-
nity-based, local and nearby resources to their 
advantage to support program development and 
implementation. Resources can often be provided 
at the detention facility utilizing existing tribal pro-
grams as well as volunteers from the community. 

Programs can include spiritual and cultural based 
programs, counseling, and education programs. 
Tribal elders have been used successfully in direct-
ing cultural programs and serving as positive role 
models. 

Program and treatment development includes ad-
dressing a classifi cation plan, detention criteria, 
defi ning screening and assessment functions, 
establishing criteria for program eligibility and 
determining the use of staff and volunteers. The 
importance of intake psychological and medical 
screening during the orientation process must be 
established and coordination with release agen-
cies initiated to ensure a successful reintegration 
back into the community upon release.

Development includes a defi nition of expected 
treatment modalities, establishing or revising an 
education program, counseling services (both in-
dividual and group) and identifying and develop-
ing work programs (both in house and in the com-
munity). Special programs may include life skills 
classes, cognitive development, anger manage-
ment and domestic violence.

Stand alone treatment services include substance 
abuse and mental health. Treatment-oriented 
programs have long been considered essential to 
breaking negative habits and behaviors, including 
drug and alcohol use and abuse. A major goal of 
Indian Country detention facilities should be to es-
tablish unique programs that continue to be sup-
portive of specifi c cultural and traditional values.

KEY CONCEPTSKEY CONCEPTS

Proper staffi  ng and MOA’s are critical
Support cultural and traditional values 
Addresses a classifi cation plan
Programs include spiritual and cultural based 
programs
Stand alone treatment services include substance 
abuse and mental health
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Facility Maintenance
A major part of the operational planning pro-
cess includes reviewing and fi nalizing a facility 
maintenance plan for the new detention facility. 
Once again, this requires answering two ques-
tions – who is going to do the facility mainte-
nance and who is going pay for it. Planning tasks 
include a review of maintenance services to be 
outsourced (contracted out), those maintained 
by the tribe and those funded by the BIA OFMC. 
These decisions generally refer back to the fund-
ing and budget sources identifi ed previously. 
Policies and Procedures must be developed for 
all supplies and repairs and should address a 
safety and sanitation plan, internal and external 
inspection process and interagency agreements 
established for facility maintenance and repair. 
The facility maintenance plan should cover all 
the major issues in maintenance management; 
asset tracking, tool assignments, inventory, pur-
chase orders, work requests, reports, a preventive 
maintenance plan, major equipment replacement 
and budgets. MIS facility maintenance application 
software should be included in the plan. A preven-
tative maintenance schedule should identify how 
equipment is to be operated and maintained on a 
regular basis. 

Additional tasks for review and assignment include 
a familiarization of project scope, identifying man-
ufacturers, quantity and specifi cations of equip-
ment, developing tool and equipment inventories, 
acceptance of warranties, inventory of stock and 
spare parts, instruction and maintenance manu-
als and a review of new systems shutdowns. 

The detention facility staffi ng plan should ensure 
staff availability for an alternating work sched-
ule to include after hours maintenance/repairs 
and equipment training. It should also include a 
maintenance supervisor position to coordinate all 
maintenance functions of the correctional facility, 
either provided by the facility or the local BIA agen-
cy. Responsibilities include directing, scheduling 
and managing personnel in the maintenance, re-
pair and upkeep of the facility’s building structures 
and systems, including plumbing, electrical wiring

and fi xtures, machinery, equipment, electronics, 
vehicles and grounds. 

A system for recording, fi ling and completing re-
pair orders must be addressed on a daily basis 
indicating current orders received, repaired and 
outstanding. Outstanding repair orders must be 
documented as to the reason for non-repair (part 
needs to be ordered, etc.) and the status of those 
orders on a continuing basis. The facility mainte-
nance plan should cover proper containment and 
storage of fl ammable and hazardous materials, 
tests of power generators at required intervals 
and compliance standards with all jurisdictional 
health, safety and fi re codes.

KEY CONCEPTSKEY CONCEPTS

 Finalize a facility maintenance plan
Staff  must be available for after hours repair 
System for recording, fi lling and completing repair 
orders
Maintenance plan should cover proper 
containment and storage of hazardous materials
Must include a contingency fund to pay for the 
replacement of major systems
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“This guide 
recognizes that 
new correctional 
facility 
operational 
planning and 
activation in 
Indian Country is 
a comprehensive 
and diffi  cult 
task requiring a 
fl exible process 
and, at the same 
time, recognizes 
the unique 
issues in Tribal 
communities.” 

This facility operational planning and activation 
“guide” has been developed as a resource to as-
sist detention facility administrators and planners 
with the complex tasks that must be completed 
with the activation of all new detention facilities. 
Every effort has been made to include all of the 
major action areas that must be addressed to 
ensure that no area of facility operations is left 
unattended. The guide provides an opportunity to 
review these areas by topic and presents informa-
tion so that planners can tailor materials to their 
facility mission, values and community goals. It 
recognizes that new correctional facility opera-
tional planning and activation in Indian Country 
is a comprehensive and diffi cult task requiring a 

fl exible process and, at the same time, recogniz-
es the unique issues in Tribal communities. The 
material and information in this document is a re-
sult of substantial research and the experience of 
many professionals in the transition, operational 
planning and activation of new facilities in Indian 
Country.

IX. Summary
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