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Maine's Adult Vacancy Rates – August 

2024

Maine Correctional Center 8%

Maine State Prison 12%

Mountain View Correctional Facility 5%



What's going 
on?
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Does it have to be like this?

M A I N E  M O D E L  O F  C O R R E C T I O N S 4



Prison in Maine
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FRONTLINE - Solitary Nation
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Where we started…  (2014)



Maine Changed Its Approach
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Maine Model of Corrections
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The Journey
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Attempts at Reform

 Restrictive Housing

 Use of Force

 Increasing Programs to Reduce Recidivism

Only marginal success... why?



Prison Fellowship & Warden Exchange 
Program (Reimagining Corrections)

M
A

I
N

E
 M

O
D

E
L

 
O

F
 C

O
R

R
E

C
T

IO
N

S

10



Simply Put:
What We Were Doing Wasn't Working
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Self-Examination

• Do we view residents as people who 
deserve some “agency” in 
decisions  that affect them? 

• Do we view residents as having value to 
add to the community – inside and out? 

• What does it mean to grant another 
person respect and dignity? Do we see 
residents as having equal value and 
worth as human beings?

• What biases/assumptions do we make 
that hold us back? E.g. Do we make 
decisions to protect against the worst 
possible outcome or the best?  What 
happens when things go wrong?
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Importance of Vision:
What & Why

People fear change.

The need to “picture” what it could 

look like to safely imagine things a 

different way. 

The need to feel respected enough to 

be informed about why changes are 

coming and voice thoughts and 

concerns. 
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What is Our Mission?

M A I N E  M O D E L  O F  C O R R E C T I O N S 15



Alignment to Agency 
Mission

 Language Matters

 Medication for Substance Use 

Disorder

 Resident Education and 

Technology

 Agriculture and Farm to Table

 Facility Design

 Training to a new way

 Staff Support Spaces
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CULTURE
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Staff 
Culture

Resident 
Culture

Unified 
Culture



Leading Team Towards 
Change

 Overcoming fear (Restrictive Housing)

 Developing understanding (MSUD)

 Empowering staff and residents

 Collaborative Planning – “Earned Living 

Units”

 Resident Advisory Councils

 Changing Culture / Challenge cynicism, 

build trust

 Staff Benefits (wellness, work climate, 

fulfillment)

 Training with respectful messaging to 

senior staff
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Leading Team Towards 
Change

 Overcoming fear (Restrictive Housing)

 Developing understanding (MSUD)

 Empowering staff and residents

 Collaborative Planning – “Earned Living Units”

 Resident Advisory Councils

 Changing Culture / Challenge cynicism, build trust

 Staff Benefits (wellness, work climate, fulfillment)

 Training with respectful messaging to tenured 

staff
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Outcomes
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Protecting the 
progress…
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 A shift toward new values and 

culture created Maine Model – and it 

can shift back. 

 Leadership, policy, always striving 

for better

 Training, training, training

 Accountability – with teeth if 

necessary

 Remembering what matters most – 

people, relationships, values

 Preventing “drift” and confronting 

hold-outs

 Willingness to take risks but also 

make course corrections. 



Servant 
Leadership in 
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Traditional 
Correctional 
Leadership

See Source. 
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https://www.techtarget.com/searchcio/definition/authoritarian-leadership#:~:text=Authoritarian%20leadership%2C%20also%20known%20as,without%20much%20freedom%20or%20participation.


Are there Advantages of Authoritarian 
Style??
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In keeping with 
paramilitary 

traditions / Rank 
/ Authority 

Works well for 
Crisis 

Responses / ICS 
/ Life Safety

Appearance of 
control, order, 

structure



How is 
Corrections 
Work Under 
Maine 
Model 
different?
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 Relational (but with boundaries)

 More Officer discretion

 Staff need to operate more in 

the gray / critical thinking / 

interdisciplinary

 Maintaining a health culture and 

norms versus addressing 

problems
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 Officer attitude, modeling, 
professionalism are more 
important

 Staff Wellness and retention is 
directly related to supervision 
style. Need to care for staff as 
“people” 

 Shift away from crisis 
management toward managing 
and supporting



Maine’s Conclusion – Authoritarian 
Leadership is not compatible with Maine 
Model of Corrections
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VS.



Other 
Observations…
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Younger generation supervisors & staff 
less comfortable with authoritarian 
model

Many staff struggle with interpersonal 
communication, especially 
conversations they fear might provoke a 
negative response. 

Power / Control dynamic of 
Authoritarian model is not good for 
residents or staff.  (Ego’s / Turf / 
Protectionism / Competition / Self First)



Choosing a Leadership Model See Source
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https://www.usa.edu/blog/leadership-models/


Finding a Way that Fits
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Old Paradigm
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CEO/
General

VP’s/Colonels

Mid Mgrs., Captains, Lt.’s

Supervisors/Sergeants

Officers 

Customer / Enemy

The Servant (p.58)



Who is the 
customer? 

Have we 
viewed them 
as the 
enemy? 

8 / 2 1 / 2 0 2 5
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New Paradigm

Associates (Employees)

Supervisors

Middle Managers

Vice Presidents

CEO

              49The Servant (p.69)

Customer



Characteristics 
of Servant 
Leadership

8
/

2
1

/
2

0
2

5

 
 

 
 

 
 

 
 

 
 

 
 

 
 

50

 Organization is oriented to serve the 

client/customer. 

 For Maine Model correctional approach, 

the resident is the customer and it does 

matter what they think / feel. 

 Supervisors of all levels need to meet the 

needs of their staff and remove obstacles 

for them. 

 Servant Leadership is NOT – letting 

people do whatever they want. 

Supervisors serve the “needs” not the 

“wants” and still have expectations, 

standards, and  a disciplined workforce. 

 Humility > Pride & Ego



Servant 
Leadership and 
Authority
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Personal or social credit.

"Leadership is built on service & sacrifice."   (rather than 
power/control)

AUTHORITY: "The skill of getting people to willingly do 
your will because of your personal influence" (p. 79)

LEADERSHIP: "The skill of influencing people to work 
enthusiastically toward goals identified as being for the 

common good" (The Servant p. 77)



Servant Leadership Model 
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Leadership

Built on Authority

Built on Service

Built on Love

Built on Will 
(Intention + 

Action)

The Servant p. 89
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AUTHORITY & LEADESHIP AGAPE LOVE

• Honest, trustworthy
• Good role model
• Caring
• Committed
• Good Listener
• Holds people accountable
• Treats people with respect
• Gives encouragement
• Positive, enthusiastic attitude
• Appreciates people

(Emotional Intelligence)

• Patience
• Kindness
• Humility
• Respectfulness
• Selflessness
• Forgiveness
• Honesty
• Commitment

The Servant p. 100



Servant Leadership in Summary
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"Leadership is not 
about personality, 
possessions, or 

charisma, but all about 
who you are as a 

person."

Can Leadership be 
Learned?



Thank You

Scott Landry

Scott.Landry@maine.gov

Maine.gov/Corrections
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