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From:		Chantell Jewell, Superintendent

Subject:	Community Reintegration Center 2023 Annual Report

File Type:	Informational Report



[bookmark: _Hlk96946123]This informational report provides a report on how [Department/Office Name] set and achieved its 2023 goals. 

POLICY
This report aligns to Chapter 108: Achieving Racial Equity & Health.

	Milwaukee County Code of General Ordinances:
	Chapter 108: Achieving Racial Equity & Health



BACKGROUND

File 22-104 amends Chapter 108 to require that “annually, by April 30 of each year or sooner, each Milwaukee County department leader and/or their designee(s) shall provide a written and oral report outlining their year-end results to a Milwaukee County Board of Supervisors committee. The reports shall, at a minimum:

1. Indicate the year-end goals the department set in the prior year
1. Share the rationale and relevance of the department’s performance metrics (i.e. explaining why they are “SMART” goals (specific, measurable, achievable, realistic, timely, and extending) and how they align to the county’s racial equity strategy, if applicable)
1. Report the department’s year-end results relating to the goals it had set, and
1. Provide a thorough analysis clearly articulating why goals were significantly exceeded, met, or not met.
1. Explain the department’s progress in creating a departmental-level strategic plan that aligns to the countywide strategic plan and provide an update about future plans to revise and enhance the departmental-level plan in the year ahead.”

ALIGNMENT TO STRATEGIC PLAN


1A:	Reflect the full diversity of the County at every level of County government
1B:	Create and nurture an inclusive culture across County government
1C:	Increase the number of County contracts awarded to minority and women-owned businesses
2A:	Determine what, where, and how we deliver services to advance health equity
2B:	Break down silos across County government to maximize access to and quality of services offered
2C:	Apply a racial equity lens to all decisions
3A:	Invest “upstream” to address root causes of health disparities
3B:	Enhance the County’s fiscal health and sustainability
3C:	Dismantle barriers to diverse and inclusive communities

Alignment to the above strategic goals is articulated in response to the questions below.

BODY

1. What were the top 3 goals of your department/office 2023? Please explain why they are “SMARTIE” goals (specific, measurable, achievable, realistic, timely, inclusive, and equitable) and how they align to the county’s racial equity strategy.

· Goal 1: The CRC's goal in 2023 was to prioritize the reconnection and focus on the families of residents, recognizing that such connections can significantly reduce recidivism.
· This goal clearly aligns with County goals (2C, 3A) by placing emphasis on strengthening familial bonds, the CRC seeks to address systemic disparities prevalent in the criminal justice system, particularly among communities of color. Research consistently demonstrates that maintaining strong family ties plays a pivotal role in supporting successful reintegration into society and reducing the likelihood of individuals returning to incarceration. By actively engaging with families, providing them with support, resources, and opportunities for involvement, the CRC aims to mitigate the disproportionate impact of incarceration on marginalized communities, thereby promoting equity and justice within Milwaukee County. 

· Goal 2: Prioritize and secure a contract to conduct an independent staff analysis to better serve the residents and the constituents of Milwaukee County. 
· By partnering with a vendor to undertake this analysis, the CRC is taking proactive steps to ensure equitable staffing practices that support the efficient and effective operation of the facility which aligns with County goals (1A) (3B). This analysis aims to provide a comprehensive assessment of security staffing needs, considering factors such as facility capacity, alternative shift structures, and the constant expanding of programs and services. 

· Goal 3: Reduce CRC’s vacancy rates by 10% and maintain an average of 200 front line staff in 2023. 
· The CRC’s goal for 2023 to maintain an average of 200 officers and sergeants combined is not merely about numbers but about ensuring a holistic approach to caring for residents and maintaining effective programming (2C). By having an adequate number of trained personnel, the center can enhance its capacity to provide comprehensive support and supervision to residents, facilitating their successful reintegration into society. This clearly aligns with County goal (3A). 



2. To what extent were these goals accomplished in 2023? Please explain. 

· Goal 1: One of the key initiatives undertaken to achieve this goal was the reopening of in-person visits at the CRC for residents and their loved ones in December 2023. From December through February of 2024, there has been over 700 of in person visits with residents and their loved ones. This initiative is instrumental in promoting the well-being of residents by fostering meaningful connections with their families. Research has consistently shown that maintaining strong family ties can positively impact a resident's rehabilitation journey and decrease the likelihood of reoffending.
· The CRC hired a Family Resource and Outreach Coordinator (FROC) whose role is to actively engage with family members, respond to their inquiries, requests, and concerns, and provide them with information, assistance, referrals, and support during the incarceration period. By serving as an independent liaison between family members and security staff, this position ensures that families feel supported and involved in the rehabilitation process. With a staggering 1435 resident contacts under his belt from his hire in July of 2023 to the end of 2023, the FROC has become a trusted ally for those incarcerated, offering invaluable assistance in navigating the myriad of challenges they face. Beyond the CRC walls, the FROC extends his reach, fostering connections with 135 family and community contacts. Recognizing the profound impact incarceration has on loved ones left behind, he becomes a lifeline for families grappling with questions, concerns, and uncertainties.
· The CRC continued to operate the Family Engagement Center, which provides support to residents who are parents, with the aim of keeping the family unit intact during the period of incarceration. Through parenting classes and onsite contact visits, residents are equipped with the necessary skills to maintain positive relationships with their children. The center also offers comprehensive support services, including employment assistance, driver's license reinstatement services, and assistance with reducing accrued child support interest, in partnership with the Center for Self-Sufficiency. There were 19 residents who were enrolled and successfully completed the Family Engagement program. 13 residents were released, and none reoffended. In 2023, there were 31 contact visits facilitated at the Family Engagement Center, underscoring its significance in promoting family bonding and supporting residents' successful reintegration into society. 


Goal 2: With assistance from the Department of Administrative Services - Procurement Division, the CRC initiated Request for Proposal RFP-2022-017 for Staffing Analysis Consulting Services. Following careful evaluation, CGL was selected as the preferred vendor for their proposal. On March 16, 2023, the Committee on Finance reviewed file no. 23-394, which pertained to a proposed contract with CGL for staffing analysis. After deliberation, the committee opted not to take action, thereby allowing the CRC to proceed with entering into the contract. On April 25, 2023, the CRC finalized the approved contract with CGL. This collaboration with CGL aims to conduct a comprehensive, unbiased review of staffing needs and challenges at the CRC. The primary objective is to develop a staffing plan that ensures the provision of safe, secure management for the resident population, while upholding constitutional conditions of confinement in accordance with relevant laws, regulations, and professional standards. Additionally, the project will address concerns regarding recruiting, hiring, and retaining correctional officers, as well as issues related to overtime management, training, and operational policies that influence staffing requirements. By undertaking this initiative, the CRC is utilizing the study to determine how services and resources are delivered and managed within the facility, with the ultimate goal of enhancing operational efficiency and effectiveness. This analysis aims to enhance the County and the CRC’s fiscal health and sustainability. CGL commenced work in May of 2023, and the final report is scheduled for completion by the end of the first quarter of 2024.


· Goal 3: The CRC obtained its staffing goal of 200 Officers and Sergeants in July of 2023 and has maintained that number since. 
· As demonstrated in the chart below, the 2023 vacancy rate was reduced from 38% (January) to 17% (December). It has continued to decline and is currently at 11%. The CRC can continue to provide residents programming and other resources by keeping well-trained, tenured employees through continuing to decrease the staff vacancy rate.
· The CRC’s Backgrounds and Hiring Department hired 134 applicants from diverse backgrounds (1A) and had a net gain of 59 Officers. The CRC attended multiple community events and partnered with Human Resources to host hiring events for Correctional Officer.
[image: ]





3. What factors enabled progress toward accomplishing these goals?

· Recognizing the importance of opening visitation to reduce the likelihood of residents reoffending, we prioritized this initiative and relied on officers' overtime to facilitate these visits. While this approach incurred additional costs, it was essential for promoting family connections and supporting residents' successful reintegration into society. (Goal 1)

· Understanding that overtime is a major cost in the CRC’s budget, the CRC’s business office partnered with DAS-Procurement to get an RFP out in time to be able to begin a staffing analysis in 2023 and having a final report by first quarter in 2024. This would not have been possible without the help of DAS-Procurement, in getting this RFP out in time to begin the project. (Goal 2)

· The CRC continued to host hiring events at the Zoofari Conference center, which is the referral source with the highest percentage of hired applicants (27%). The CRC also increased candidate touch points and shortened the amount of time to initially reach out to a candidate. The CRC has a large focus on improving retention and has been increasing forms of communication between line staff and the Superintendent through confidential drop boxes, Town Halls and Employee Engagement Committee meetings. The CRC also a certified Instructor who teaches other staff members about Peer Support and recognizing signs of mental health concerns. Mental health is a huge focus in 2024, and we believe this will improve not only retention, but also Officer wellbeing. (Goal 3)



4. What factors hindered progress toward accomplishing these goals?

· Several factors hindered our progress toward accomplishing these goals. Limited financial resources posed a challenge, particularly when it came to sustaining initiatives such as in person visits. The costs associated with staffing and maintaining this needed service required careful budget allocation and prioritization. (Goal 1)

· The main factor that hindered our progress towards this goal was the amount of time it takes to perform a request for proposal. There are currently delays in DAS-Procurement processing RFPs. Because CRC had to prioritize this one over the others, that meant other planned RFPs had to be pushed back. This is one reason that the CRC added a Contract Administrator in the 2024 Adopted Budget to help with the load and to manage CRC’s contract in-house. (Goal 2)

· Mandatory overtime and non-traditional shifts continue to be stated as a reason for resignations. The Backgrounds Department only has 2 full time investigators, which can make it difficult to process multiple candidates. (Goal 3)


5. What is the status of your Department/Office in developing its strategic plan? If complete, please upload your plan with this report.
CRC completed its 2027 strategic plan with the support of the Office of Strategy, Budget and Performance. Please see the plan summary attached.


6. If not addressed in #5, what are your Department/Office goals for 2024?
See attached strategic plan summary.



FISCAL EFFECT
The report is informational only and there is no fiscal impact.

VIRTUAL MEETING INVITES


PREPARED BY:

Anthony Dodd, Assistant Superintendent

APPROVED BY:



ATTACHMENTS:



cc:	Kelly Bablitch, Chief of Staff, Milwaukee County Board of Supervisors
	Janelle M. Jensen, Legislative Services Division Manager, Office of the County Clerk
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