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INTRODUCTION TO UNIT OF INSTRUCTION

______________________________________________________________________________

Direct Supervision is a conscious management philosophy which leads to a specific plan for the supervision of inmates/prisoners. 

As part of the plan an inmate/prisoner first becomes aware of the direct supervision model when entering the intake or booking area. The inmate/prisoner is presented with a choice: act rational and normalized conditions will prevail. Act irrational and a traditional environment will be provided. This model and expectation is replicated throughout the facility. A series of incentives to behave and disincentives for disruptive behavior are provided for the inmate during his or her entire stay at the facility.

Direct Supervision is an inmate management orientation that is proactive. It is designed to stop negative behavior before it begins! It relies on staff ability to supervise.




ADMINISTRATIVE INFORMATION
______________________________________________________________________________





PRESENTATION METHODS / MEDIA

METHODS








1. Lecture 

2. Discussion








3. Exercises and class input









MATERIAL / EQUIPMENT REQUIRED 



1. Laptop and LCD Projector

2. Handouts







3. Flip charts, easels, markers 













Instructional Goal

__________________________________________________________________

At the end of this unit Participants will be able to: 

Describe Direct Supervision as an inmate/prisoner management system and describe the six housing officer skills identified as critical to the officer’s success.

__________________________________________________________________





PERFORMANCE OBJECTIVES

__________________________________________________________________

1.
Define Direct Supervision.

2. 
Describe the history of the Minnesota direct supervision housing officer training 
project.

3. 
Analyze and explain the “Continuum of Supervision”.

4.
List the six main supervisory skills critical to direct supervision.

5. 
List the 7 elements of the direct supervision philosophy.

6. 
Develop in unit/pod action plan.

7.
Recognize the three types of offender behavior.

8.
List the eight key elements of effective offender behavior management.

_______________________________________________________________________
     PRESENTATION DATA



INSTRUCTIONAL CUES

__________________________________________________________________

A. Project History

The basis for the direct supervision model was in the

U.S. Bureau of Prisons Unit Management concept for 

Prisons in the early 1970’s.

The Bureau’s need for local holding space yielded a competition

for design of new prison-run local jails in 1976. They set certain

criteria, and fostered a design competition between three firms.

All three came up with amazingly similar designs to meet the

BOP’s needs. These pre-trial facilities operated as the first

direct supervision jails.

The first “new generation jail” opened in Contra Costa, California

in 1981 and was an immediate success. Liability was the driving factor.

1. “Failure to protect” liability forced the need to provide

     for better supervision.







2. Inmates/prisoners have almost become a “protected group”

    in the sense that they evolved the constitutional right to be

    safe while held in custody. Administration and staff have

    the obligation to provide or assure safety by requiring active

    supervision of inmate/prisoner behavior.

3. The right to be held safe is grounded in the Constitution


a. “no cruel & unusual punishment” for sentenced


offenders who suffer harm during custody. Harm


could be construed as evidence of cruelty or excessive


punishment as a result of insufficient supervision.


b. “deprivation without due process” for pretrial offenders


who may suffer harm due to lack of supervision. They


are, in effect, “punished” or have protected rights/liberties


taken away with no benefit of due process.

The response to this liability problem was to design

and build jails that facilitate the active supervision

of inmates/prisoners, and the development of a conscious

supervision strategy which is now know as direct supervision.

The open day-room placing the officer face to face

with the inmate/prisoner, was the beginning of a major

new physical plant design that would prove to

catch on through a series of planned strategic moves into

state systems. It has even become part of our

national standards.
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standards ppt. slides

A general definition of “new generation jail”:



show powerpoint


1. a management philosophy


2. backed by a supervisory style for inmates/prisoners


3. supported by a physical plant design


4. that places staff face to face with full responsibility


    for the management of behavior.

Direct Supervision is really a state of mind rather than

rather than a building design. It’s how you approach and

manage inmates/prisoners. 

The over all goal is the active & continuous supervision.


show powerpt.
B. Continuum of Supervision

The “Continuum of Supervision represents what is available 

show powerpt.

to all of us in dealing with people. It is divided into the region

of verbal management (or control) of behavior and the region

of physical management of behavior. It starts with “mild verbal

requests as a means of control and continues all the way up

to use of deadly force.

The problem: all too often, agencies devote significant training to

the skills in the region of physical control such as use of force or

self defense. Given this traditional emphasis in training, it is not 

surprising that staff may operate from the right side of the 

“Continuum of Supervision”.

The key to good management, especially in a direct supervision

housing unit, is to always start at the lowest-level possible. 

Then full ranges of escalating options are available. Once staff

start part way up the continuum, the full range of options is more

difficult to apply, and the tendency is to apply more 

escalating techniques.

Looking at the Continuum, please note that certain 

inmates/prisoners try to escalate situations. 

(for whatever reason, learned response, attempt

for attention, a flawed effort at problem solving) 

unfortunately, all too often, staff attempt to match 

inmates/prisoners step by step in escalating

up the Continuum in order to maintain control. 

That is one reason why many situations get out of control. 

In most situations, the appropriate staff role is to stop, think, and

consciously apply lower level supervisory techniques, in other

words, if inmates/prisoners are escalators, staff need to fight

the urge to “show who is in control” and instead consciously be

de-escalators.

Throughout this session, the training emphasis will be on the left 

side of the continuum. They are the skills that will help you 

effectively manage inmate/prisoner behavior.

C. Co Job Profile – 1993 profile of a 

     Direct Supervision Officer

















handout/CO job 










profile

A needs assessment completed in 1993 in Minnesota, 

identified the training and skill needs of a direct 

supervision housing officer. The authors visited and 

assessed two facilities at S. Cloud and Hastings. Besides 

making observations they conducted in-depth 

group and individual interviews with experienced 

housing unit officers and their supervisors. The 

information gathered is documented in the job analysis 

charts and throughout this training curriculum.

The chart breaks down the job of housing officer into


exercise – what are










the skills necessary 










to accomplish the 










duties and tasks.











On flipcharts

the smallest components (duties and tasks). One key

finding of this work is that the job duties and tasks of 

a direct supervision housing unit officer are not significantly

different from those of a traditional housing unit officer.

“What the officers do is almost identical. The operational

difference is in “how” they do it. 

Direct Supervision housing unit officers must be 

proficient in using interpersonal skills to accomplish

daily objectives and maintain control using the least 

forceful means available.

D. The six areas identified in the analysis as critical to 

an officer’s success:











Cue: compare to 










prior class list


1. Leadership – Officer as the leader and role model 


in the unit.


2. Decision Making - Officer’s ability to make quality 


decisions both independently and in consultation with others.


3. Conflict Management – The officer’s ability to resolve 


unit conflicts before they become serious issues.


4. Problem Solving – The ability to analyze problems 


and resolve them systematically.


5. Planning and Goal Setting – The ability to proactively


 manage his/her housing unit, anticipating inmate/prisoner


 needs and planning to address them.


6. Behavior Management – The ability to maintain behavior 


within acceptable limits.

E. Some Elements of the Direct Supervision Philosophy


1. Constantly and consistently reinforces good behavior.


2. Provide a new role, “normal adult”.



cue: 90 to 95 % will 










meet expectation to 










follow rules


3. Create environment that supports that expectation.


4. Create incentives and rewards for good behavior.

For those who can’t respond properly to the normalized 

environment, the model provides an “old style approach”, i.e.: 

special management or a maximum security unit.

Intake screening and classification are critical in identifying the

other 5 to 10% who don’t respond appropriately to direct supervision.


5. Another key factor is to keep offenders heavily


    involved in the unit, doing most things for themselves.


6. Staff accessibility. The physical plant design helps by


    removing barriers between staff and offenders which


    forces greater staff accessibility. However, the interesting


    thing is that staff can be posted in a unit, and yet by attitude 


    and demeanor is inaccessible. Staff attitude and behavior, more


    than physical plant, determines the success of direct supervision!


7. Deal with offenders in a positive, non-judgmental manner.

F. Officer Role in the Unit.

    This means the officer:


(. Manages the operation of the unit/pod


cue: based on individual 









facility procedure 










expectations - go 










through each bullet in 









detail.


(. Manages behavior.


(. Serves as a role model for the desired behavior
cue: officers influence 

     and models the expectations for behavior.



















(. Holds offenders accountable and responsible for:



a. unit/pod goals



b. individual behavior


(. Finds ways to reward good behavior.


(. Stresses psychological controls (over physical controls)


    and verbal skills (over force and discipline) as primary


    management skills.


(. Identifies and solves problems. Issues left unaddressed tend


    to grow in this setting.


(. Measure your performance:



cue: evaluate self


a. secure, safe, clean, quiet housing unit.



b. doesn’t manage by relying on force, or discipline.



c. no exclusive offender areas.



d. doesn’t pass problems on to the next shift.

G. Planning and Organizing.

As a direct supervision housing officer you are 100%

responsible for the running of your unit/pod. This means

that you must insure that the mission and purpose of

your unit/pod is accomplished. It also means that you

must assure it operates within facility guidelines


cue: policy & procedure
Set the highest achievable standards. You should want

your unit/pod to be the cleanest, best run, least troublesome,

most secure in the facility.

To accomplish this you should be a planner and organizer. 

Planning and organizing need not be a formal complex

procedure. In fact, it should be as simple as possible.

Planning involves 5 steps:


1. Identify the problem, concern, or issue to be addressed


2. Set a goal or goals


3. Develop a plan to achieve the goal


4. Implement and monitor the plan


5. Evaluate

Pick goals that are achievable. While you need to set high

expectations, you don’t want to set up yourself and the unit/

pod for failure. The best goals are measurable and involve a

time line.

As an example:







power point


( Increase Sanitation:



receive 90% or better on next



week’s sanitation inspection.


(Reduce Contraband: 



search 50% of the cells by next



Tuesday.


(Increase Efficiency: 



complete counts within 15 minutes


(Increase Involvement: 



get 20% of the offenders involved in



unit/pod activities.


(Reduce Tension: 



Reduce reportable incidents by 10%.

Sample Action Plan: 

to achieve 90% or better on the sanitation

inspection:


1. inspect daily

start date




power point


2. train cleaners     

date


3. train inmate/prisoner


Wilson how to clean toilet
date


4. split up cleaning detail 


into smaller more


specific assignments

date


5. order cleaning supplies
date

The next step is to implement and monitor the plan.


cue: do you need to











inform supervisor?

Now I would like to ask each of you to silently write down

at least three specific goals you can establish for your

unit/pod. 








Allow 2 minutes











Solicit 10-12 on a











Flipchart

For each goal:


( why selected?


( achievable?


( tied to behavior management?

Exercise - Now, working in groups of 4, assign a goal to 

each group. Please develop a very specific action plan, organizing

how you would achieve a selected goal. Once drafted, write 

down the goal and action plan on a flip chart paper, and 

prepare to present it to the class.


















Cue: solicit ideas 










and suggestions 










from the class
H. Managing Offender Behavior.

As a direct supervision officer the biggest challenge you face

is managing the behavior of 40 to 65 or more offenders daily.

Offenders, like most people, display a wide range of behavior

and emotions. Different offenders respond differently to

incarceration. Some become aggressive, some are timid while

others seem not to be bothered at all by being incarcerated.

As an officer, you must be able to recognize behavioral changes

including subtle changes that tip you off about pending trouble.

Key Elements:


1. UNDERSTANDING COMMON REACTIONS TO 


INCARCERATION;




          cue: solicit from class











How they would feel











if suddenly arrested











and incarcerated.


2. RECOGNIZING TYPES OF BEHAVIOR;



A formal classification process takes place; however 


we are going to talk about a more informal classification


that we know occurs in housing units. Informal 


classification is done by housing officers concerning who


needs more supervision, attention, or support in the unit/pod.

Applying this “in-house” process, generally can be classified into

Three simple categories:



a. aggressors



b. situational normal



c. vulnerable

The primary objective of a housing officer is to keep these groups under control.

Exercise – Developing Specific Strategies


Before you start, eliminate routine use of segregation;


Assume they will stay in the unit/pod. There are only a


Few special housing cells and they are reserved for the


Most violent and dangerous inmates/prisoners.


Working in small groups:


Identify at least three current or past inmates/prisoners


the group is familiar with that represents each of the three


categories (aggressor, situational normal, vulnerable) and


describe the behavior observed that leads the group to this


conclusion. While separate housing may not be an option


for each of the three types, separate management is!


Discuss what strategies you can use to manage the behavior type.


Report  out.


3. COMMUNICATION;


The successful direct supervision officer works very


hard to keep the lines of communication open. This


means doing more than making yourself available 


and requires you to actively and frequently 


communicate with offenders in the unit/pod.

Cue “walking and talking”



4. STAFF/OFFENDER INTERACTION;


Direct Supervision officers must learn to balance the


amount of time they spend at the desk versus the


time they spend walking around the unit/pod.

5. SETTING EXPECTATIONS;


We know that the agency provides a formal orientation


as part of the intake process as does each housing unit but every


inmates/prisoners you supervise needs to know what you want them


to be doing and what your standards are for


sanitation. What advise would you give to offenders who


want to make their stay as positive as possible?



List flip chart


6. REINFORCING EXPECTATIONS;


Reinforcing expectations is really a way of “managing


for performance”. Behavioral psychology tells us that 


the best way to maintain a desired behavior is to 


positively reinforce it. In corrections, we are really good


at correcting negative behavior, but not so good at 


recognizing positive behavior.


7. MOTIVATING INMATES/PRISONERS;


In a direct supervision facility staff requires offenders to


be much more active in the cleaning, caring and operation


of the housing unit/pod.


8. MAINTAINING PROFESSIONAL DISTANCE.


There needs to be a balance between encouraging


communication and yet maintaining professional


distance. You need to accomplish both!



enlist class input


a. Where is the line between helpful, healthy communication


    and fraternization?


b. How much communication is too much?


c. What kinds of things should staff not discuss with inmates/


    prisoners?


d. How do you correct overly friendly offenders and


    not shut down communication entirely?


If an officer does all of these things, he/she has laid the


groundwork for effectively managing behavior.

I. Close out with 9 Steps to Effective

    Inmate/Prisoner Management


  
Power point





Name_____________________________________


Date_________________

Print______________________________________

CRITERION TEST (EVALUATION STRATEGY) ___________________________________________________________________

1. Define Direct Supervision as an inmate management system.


__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

2. Explain the “Continuum of Supervision”.


__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

3. List four of the six main supervisory skills critical to Direct Supervision.


______________________________


______________________________


______________________________


______________________________

4. List four of the eight key elements of effective behavior management.


______________________________


______________________________


______________________________


______________________________


Criterion Test Answer Sheet

CRITERION TEST (EVALUATION STRATEGY) ___________________________________________________________________

1. Define Direct Supervision as an inmate management system.


__Direct Supervision is an inmate management orientation that is proactive. It is designed to stop negative behavior before it begins! It relies on staff ability to supervise.__

2. Explain the “Continuum of Supervision”.


___It represents what is available to all of us in dealing with people. It is divided into the region of verbal management (or control) of behavior and the region of physical management of behavior.___

3. List four of the six main supervisory skills critical to Direct Supervision.


_Leadership___________________


_Decision Making ______________


_Conflict Management __________


_Problem Solving_______________


_Planning and Goal Setting_______


_Behavior Management__________

4. List four of the eight key elements of effective behavior management.


1. understanding common reactions to incarceration


2. recognizing types of behavior


3. increasing officer/offender oral communication


4. increasing officer/offender interaction


5. setting expectations


6. reinforcing expectations


7. motivating inmates/prisoners


8. maintaining professional distance


