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Community Reintegration Center
Milwaukee County
       Chantell Jewell          Superintendent

County Board: Recruitment and Retention Report
		

Overview
The purpose of this report is to outline current hiring and retention practices, and to provide details about ongoing initiatives that position the CRC as a top employer-of-choice. Although CRC staff vacancy rates are the lowest in recent years (only 17% in 2023) proactively, we want to increase staffing in all areas. We also want to expand initiatives that strengthen our workplace culture, so it reflects CRC’s core values. The scope of work described in this report will ensure that the CRC remains an inclusive employer offering opportunities for personal growth and professional development. 

Staffing
Hiring Process
On average, in 2023, it took 72 days to hire a new employee. This is an improvement compared to 2022 where it took 96 days to hire a new employee. To be clear, the referenced 72-day period starts when an interested candidate submits an online job application. It ends when the candidate begins the first day of work as a CRC employee. The timeline can differ for each candidate depending on the following: number of candidates the CRC receives from Human Resources, how quickly the candidates respond to emails, how quickly the CRC receives completed background reports from various agencies, if the candidate provides all required documentation and how responsive the applicant’s references are. 
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Hiring 
Throughout 2023, the CRC Backgrounds Department innovated, tweaked, and regularly evaluated hiring and recruiting practices.  The Backgrounds Department improved the candidate experience by reducing initial wait times. Investigators contacted each candidate verbally or via email within 24 hours of receiving a certified list from Human Resources. For the majority of 2023, the Backgrounds Department allowed candidates seven days to return initial paperwork but later reduced this to 48 hours to help keep applicants excited about the position. 

In December 2022, the overall vacancy rate increased. In January 2023, the vacancy rate was at its highest, 38%. It steadily declined and by December, the vacancy rate fell to 17%. Also, in 2023, the CRC hired 139 officers. The number of officers and sergeants increased from 162 in January 2023 to 215 by December 2023. This was a significant improvement. 





Improvements to Hiring Process
To expedite the hiring process, the Community Reintegration Center would like to raise the number of backgrounds investigators from two to three. The addition of a third member would allow for a quicker hiring process. This will enhance retention efforts and allow us to provide additional support to new employees. 
Applicant Data
According to data in Dayforce, the CRC had more than 1,100 certified applicants in 2023.  The number of correctional officer applicants significantly increased in the second half of the year.  More than 100 applicants applied for the correctional officer position each month after August. In December, after the County Executive increased the starting correctional officer salary to $30.00 an hour, the number of applicants increased to more than 240 for that month.  



Employee Referral Sources
Fifty percent of CRC job applicants come from the online job platform, Indeed. Other significant referral sources include employee referrals (15%) and the Milwaukee County website (14%). When comparing the number of candidates to the number of successful hires, the greatest return on investment comes from career fairs, such as Zoofari (27%), employee referrals (16%) and Handshake (16%), compared to Indeed at only 10%. 

Staff Makeup
With effective recruitment strategies, the CRC has attracted a significant number of new employees. Forty-two percent of CRC staff members are new and on probation. 

Nationwide, staff retention is a challenge for correctional facilities. The CRC is no different. The CRC would like to retain experienced staff and decrease the turnover rate to 25% or less by the end of 2024. We believe this is obtainable. 

In 2023, the turnover rate at the CRC was 39%. With lower numbers, this early trend suggests more employees are staying at the CRC. In 2022, the turnover rate was 54%.

 27% of the 2023 turnover was voluntary (resignations and retirements) and 12% was involuntary. 

















Recruitment and Employee Engagement
Public Relations Plan


Research 
Recruitment (Primary Research Data/Human Resources) 
Historical recruitment data suggests that sponsored posts on the employment platform Indeed are the most effective form of communication outreach. Data also suggests that email blasts promoting open positions spark interest and provide the second highest return on investment. 

Culture: Historical surveys will be used to inform employment engagement initiatives.

Situation Analysis 
In 2024, the CRC will continue to operate in a competitive job market with local employers frequently competing for the same candidate. 

To attract and sustain its workforce, the CRC must:

· Differentiate itself from other law enforcement or correctional organizations. 
· Communicate a strong value-proposition to prospective employees. 
· Increase organization’s visibility and recognition in light of the name change in 2022.
· Strengthen internal communications and sense of community.

GOAL
The CRC aims be a first-choice employer and publicly recognized workplace where CRC employees stay, grow, and feel valued as they build careers and implement CRC’s mission.

POSITIONING STATEMENT
This is more than a job. It’s a career. CRC employees feel good helping residents access programs and resources that support opportunities for positive change. Ultimately, proud employees know their work improves security and quality of life in our community.

TARGET AUDIENCES/PUBLIC
1. Community College students majoring criminal justice, social work or public safety. This group is passionate about public service and justice-impacted communities.

2. Community activists, churches or groups looking to help people and reduce crime. This is an ideal public because stakeholders already share the CRC vision and are aligned with our core values.

3. Organizations or people that support employees with funding or policies. These stakeholders include lawmakers and partnering agencies that control resources needed to retain a strong workforce.

4. Current CRC employees. It is critical that employees understand and embrace our vision to improve outcomes for the residents.


KEY MESSAGES

Community college students and recent graduates majoring in criminal justice, social work or public safety: Make $30 an hour as you start your career as a correctional officer at the Milwaukee County CRC. No lengthy hiring processes. Tuition reimbursement. Lots of opportunity for training, promotion, and career growth. Rewarding work, great benefits.

Community activists, churches or groups looking to help people and reduce crime: Answer the call. If you feel called to do the work, join our powerful group of changemakers. Help someone change their life and re-enter our community better. Your values. Your influence. Your community.

Organizations or people that support employees with funding or policies:  Evidence-based programming get results. Here are life-changing stories about residents to illustrate what we can do with your support.

Current CRC Employees: 
One vision. One mission. One team. Let’s do this together.

MEASURABLE OBJECTIVES

1. Objective for community college students and recent graduates majoring in criminal justice, social work or public safety: By March 2025, the CRC will increase awareness of CRC correctional jobs among this group by 25%.

2. Objective for Community Activists, Churches or Groups looking to help people and reduce crime: By March 2025, the CRC will reach out to community groups and organizations to increase awareness of jobs and impact of mission-driven work by 25%.

3. Objective for organizations or people that support employees with funding or policies: By March 2025, the CRC will reach out to people or organizations to increase awareness of mission-driven work by 25%.

4. Objective for CRC Employees: By March 2025, the CRC will increase employee communication and engagement by 25%.
STRATEGIES
On an ongoing basis, CRC will use a combination of advertising, earned media, owned media (website), plus paid and organic social media to increase visibility, awareness, and promotion of employment opportunities.

In addition, on an ongoing basis, CRC’s public relations manager will work closely with the CRC Employee Engagement Committee to increase the flow of agency-wide communication and engagement. The public relations manager will generate a variety of internal communication touchpoints that reinforce CRC’s core values, celebrate employees, highlights a professional environment and job satisfaction.

TACTICS

The following tactics will be used to achieve objectives stated above:

Recruitment:
· Linkedin: Create an interactive LinkedIn community that positions the CRC as a great place to work.
· Video Production: Create videos targeting potential employees. These videos will communicate the benefits of working at the CRC. Can be easily shared across digital platforms and played at in-person events.

· Advertisement: 
1. Strategically purchase paid radio ads to coincide with CRC’s major hiring events (about three times a year).
2. Use YouTube and Facebook’s geo-targeting tools to target local job seekers based on demographics detailed in job description. 

· Earned Media: Create opportunities to promote positions and brand.
· College Recruitment: Create marketing materials for high school counselors. Create videos specifically for college students.
· Expand Community Outreach: Network with community organizations and other government entities to increase opportunities to tell the CRC story. As appropriate, host tables at community events. Update or create related marketing material that can be easily shared by outside organizations or inserted into newsletters, church bulletins, etc. 
Culture:
· Create a CRC newsletter to inform, engage and unite CRC staff.
· Create an interactive LinkedIn community with sharable content to promote pride among current employees. Facebook can be used as a secondary tool.
· Create new internal signage to highlight CRC people and mission.
· Provide marketing and event support for the CRC Employee Engagement Committee.
· Seek out awards or other opportunities to publicly recognize CRC staff.
MEASUREMENT/EVALUATION CRITERIA

· We will measure the number of communication touchpoints and open/click-through rates as part of a campaign to engage targeted audiences. 
· We will measure the number of local media pitches and placements that communicate strategic messages.

· We will measure attendance at employee events designed to build community.

· We will measure the number of speaking events and community events that increase recruitment visibility.




Retention Efforts
Training

In 2024, the CRC changed its hiring practices and is placing new hires directly into the Jailor’s Academy. The CRC believes this will help improve retention by providing new officers with the skills and confidence they need to become successful on the job. 

The Jailor’s Academy teaches officers Wisconsin State laws, rules regulations, as well as policy and procedure, which increases competency and decreases involuntary turnover. 

Additionally, the CRC partners with local stakeholders to provide staff members with continuous learning opportunities. Topics include finance, instructor development and classes through the Education Preparedness Program at Marquette University.  Officers in the last class completed a 400-level course in African American History. 

To further improve retention and engagement, the CRC plans to increase awareness of training courses offered by the Milwaukee County Learning and Development department. Employees can take a variety of class that enable career growth and development.  

Culture 

The CRC is collaborating with Human Resources and the Learning and Development Team. Their training, customized for the CRC, will improve culture and reinforce expectations. By collaborating with other departments, the CRC is showing its commitment to staff members and holding everyone to a higher standard. 

In 2024, the CRC and partners will offer a Supervisor Leadership Series. Recently promoted staff will learn how to become more effective leaders. The class also give supervisors tools they need to succeed in their new roles. 

Cassie Stramowski from Learning and Development prepared the following training sessions, which will be implemented with the CRC’s upcoming promotional opportunities in Spring of 2024. These trainings will begin with the Sergeant rank, but we plan to eventually offer training to all supervisors.
 
The following list highlights offered classes: 
1. Effective Communication (new Leadership Excellence Program content)
Your group would be the first to experience the content that has been developed for our first LEX cohort in the fall. This training will take approximately 4 hours (there are many application activities and discussions).
2. Your Leadership Role
This course will address unique challenges of supervising, managing and leading in today’s world. This will discuss management vs leadership. Discuss chain of command and incorporate any best practices that may be applicable.  This course is approximately 2 hours. 
3. Respectful Workplace: Navigating Boundaries and Preventing Harassment
This will be required for all staff members. This course will probably take 2-3 hours (depending on group size). 
4. Culture First Aid Workshop Series
This is a 3-part workshop series that we developed and piloted in 2023. This is designed to empower team leaders, foster robust relationships and cultivate a thriving work culture. Building Organizational Trust workshop is approximately 2 hours and presents tools and techniques for employees on how to effectively establish, enhance or repair trust with others. 
5. Time Management
Time Management 1 is 2 hours long. Time Management 2 will take about an hour. This will help provide leaders the tools they need to manage time, prioritize and effectively conduct their duties.  
Additional Initiatives to Strengthen Culture
The Community Reintegration Center encourages staff to voice concerns about the workplace.  The CRC Employee Engagement Committee meets once a month with the Superintendent or her designee. This committee plans events throughout the year to increase a sense of comradery amongst officers and staff. The committee also engages with the communities throughout Milwaukee by hosting various food, clothing, and toy drives. 

There are also secure comment boxes around the CRC. Officers can drop confidential notes in these boxes. They are accessed only by Superintendent Jewell, the only person with a key to open these boxes. This form of communication creates a safe outlet for employees if they feel they cannot report concerns in other ways. 

In 2023, the CRC implemented Town Halls, where employees heard directly from Superintendent Jewell, and were able to speak to her directly about ideas and opportunities at the CRC. 

In 2024, the CRC is going virtual with our employee newsletter. This is another layer of communication and a way for staff members to stay engaged and up to date on CRC initiatives. 

Officer Wellness
Mental health is a serious concern for correctional professionals. Suicide rates are 39% higher on average than the general population (American Journal of Industrial Medicine), 25% of officers experience depression compared to 7% of those in the general population, and alarmingly, the average life span of a correctional officer is just 59 years old (Vera Institute of Justice). 

The CRC currently has a Peer Support Team that is comprised of staff members from all ranks and areas of the facility. The Peer Support Team has its own certified trainer who provides specialty training in mental health and wellbeing. She teaches staff to recognize warning signs and teaches staff how to refer people to additional resources. 

The Community Reintegration Center wants its staff members to thrive inside and outside of the workplace. In 2024, the CRC is committed to improving officer wellness and has multiple initiatives starting this year. The CRC will have a Chaplaincy Program solely for the officers and staff. This will help ensure spiritual wellbeing when requested. Currently, there is only a chaplain for residents.

The CRC is also creating a Wellness Room for officers. Members of staff visited other local facilities for ideas and will be presenting information to the staff members so this room can be designed by them, for them. 

The CRC also budgeted for mental health training for officers. This will be led by Dr. Knox. Dr. Knox will also provide mental health services for the staff members at the CRC and will assist in building resilience and strength in everyone at the CRC to help them achieve their professional goals. Dr. Knox will work with CRC staff members for one year and lead group sessions where mental health at the CRC will “be viewed as a core part of creating a supportive culture in which all employees can thrive.” 

Other Initiatives
The CRC recognizes that mandatory overtime is an inevitable part of working in corrections, and that it also has a negative impact on staff morale. Increasing staff numbers will reduce mandatory overtime, and in the meantime the CRC has put in place protections on mandatory overtime to allow staff members guaranteed days off. The CRC also implemented various ways that officers can earn ‘Get out of Force’ awards and can earn a pass on the mandatory overtime list if: it is the Officer’s birthday, they have completed a certain amount of Field Training hours (as the trainer) or if they have been awarded Employee of the month. Also, staff members can earn 30 days off the mandatory overtime list if someone they have recruited graduates from the Jailor’s Academy and passes their Field Training. 

The Community Reintegration Center developed a program with the food vendor, and meal tickets are provided to Officers are a mandated onto the next shift. Overall, having food services available to Officers has been a positive. 

The Officers are provided a uniform allowance and will be receiving updated uniforms after the new uniforms have been approved. The staff members were able to design and provide input on the new uniforms at the CRC. There was a $500 bonus put in place for Officers who possess a duty weapon and a Commercial Driver’s License as an incentive to obtain those credentials. The CRC provides training to Officers who are interested in specialty posts such as Booking/Weapons. 

In addition to CRC initiatives to attract and retain staff, the County has provided staff members with additional vacation time to new and veteran Officers. Also, the County has a tuition reimbursement program, and at the CRC schedule accommodations are made to Officers furthering their education. 

The Community Reintegration Center is committed to achieving its mission and vision and expects employees to adhere to the Core Values in all aspects of work. To perform at the highest level in our industry, the CRC has set a goal to obtain ACA accreditation. By doing this, the CRC will comply with best practices and industry standards; create a safe environment for staff, the public, and residents, and provide a framework to manage resources, offer best practices in policies and procedures, and strive for continuous improvement.

2022 vs 2023 Vacancy Rates

2022 vacancy rate	
January	February	March	April	May	June	July	August	September	October	November	December	0.25	0.28999999999999998	0.35	0.36	0.35	0.35	0.36	0.38	0.4	0.39	0.35	0.35	2023 vacancy rate 	
January	February	March	April	May	June	July	August	September	October	November	December	0.38	0.37	0.33	0.32	0.3	0.26	0.23	0.21	0.22	0.2	0.18	0.17	



2022 vs 2023 Count-Average number of COs and SGTs

2022	
January	February	March	April	May	June	July	August	September	October	November	December	194	184	170	167	168	168	167	162	157	159	168	168	2023	
January	February	March	April	May	June	July	August	September	October	November	December	162	165	174	176	183	193	200	206	203	208	212	215	



2023 Candidates

Candidates	January	February	March	April	May	June	July	August	September	October	November	December	77	66	35	15	53	25	63	125	135	153	141	243	


Success by Source

Success by Source	

Career Fair	Careers	Diversityjobs	Employee Referral 	Handshake	Indeed 	Internal Employee Careers Page	Job Center of Wisconsin Website (DWD)	LinkedIn	Milwaukee County Careers Page	MilwaukeeJobs.com	0.28000000000000003	0	5.0000000000000001E-3	0.16	0.17	0.1	0.11	0.06	0	0.08	0.06	
Percentage of Staff: Years of Service


Probationary	1	2 through 5	6 through 10	11 through 15	16 through 20	21 through 25	26 and more	0.42	0.16	0.155	0.11	4.4999999999999998E-2	2.5000000000000001E-2	7.0000000000000007E-2	0.01	
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