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Disclaimer 

This document was funded by the National Institute of Corrections, U.S. Department of Justice. 
Points of view or opinions stated in this document are those of the authors and do not necessarily 
represent the official position or policies of the U.S. Department of Justice. The National Institute 
of Corrections reserves the right to reproduce, publish, translate, or otherwise use and to 
authorize others to publish and use all or any part of the copyrighted material contained in this 
publication. 

 

Feedback Survey Statement 

The National Institute of Corrections values your feedback. Please follow the link below to 
complete a user feedback survey about this publication. Your responses will assist us in 
continuing to provide you with high-quality learning and information materials. 

https://www.research.net/r/NICPublicationSurvey 
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ABOUT NIC 
 

 

 

 

Inspired by the Attica Prison riots of September 1971, the federal government 
convened a National Conference on Corrections. From that meeting, a National 
Training Academy was developed and the National Institute of Corrections was 
created by Congressional act. Today, the National Institute of Corrections is a 
multi-discipline correctional agency of the federal government that addresses the 
training needs of the nation’s jails, prisons, and community services agencies. The 
organization consists of several collaborative divisions that produce training and 
information products and provide technical assistance for tribal, state, local, and 
federal agencies throughout the country.  

 

 

 

 

MISSION  
 

 

 

 

 

Our mission is to advance public safety by shaping and enhancing correctional 
policies and practices through leadership, learning, and innovation. 

About NIC 

MISSION 
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STRATEGIC OUTCOMES 

 

 

Effectively managed prisons, jails, and community corrections programs and facilities 

We will provide services in effective planning, management, and operations strategies that provide 
constitutional, ethical, humane, safe, and cost-effective prisons, jails, and community corrections 
programs and facilities. 

Enhanced organizational and professional performance in corrections 

We will provide education and training opportunities in management, leadership, and specialized areas 
based on value-centered principles and best practices that will continually enhance organizational and 
professional performance. 

Safety for the community, correctional staff, and justice-involved individuals 

We will promote correctional practices and procedures that maximize the safety of the community, 
staff, and justice-involved individuals; hold justice-involved individuals accountable; and improve the 
likelihood that those involved with the criminal justice system will choose responsible, law-abiding 
behavior. 

Improved correctional practices through the exploration of trends and public policy issues 

We will promote the exploration of critical issues and the shaping of public policies that improve the 
effectiveness, efficiency, and humane quality of practices that affect corrections. 

Enhanced services through improved organizational and staff effectiveness 

We will provide opportunities for organizational and professional growth that enhances its services. We 
will implement a strategic management process that leads to improved organizational structure, 
management practices, and program planning that support the mission and vision, consistent with 
available resources. 

STRATEGIC 
OUTCOMES 
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ORGANIZATION 
 

 

 

 

 

NIC comprises organizational divisions for financial management and the 
director’s office as well as four programmatic divisions specific to the three core 
disciplines of correctional practice, which include community services, jails, and 
prisons. 

  

Organization 
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Roll Call: Shaina Vanek, Acting Director 
 

I am constantly in awe of anybody who will stop everything they're doing and run into danger to save 
their colleagues, to come to the aid of justice-involved individuals in their care or custody. Corrections is 
a part of the law enforcement community that is often unseen, because it’s typically behind walls, 
behind closed doors, or in somebody's home. It's really a unique individual that joins the world of 
corrections and sees the opportunity to do good, both when there's an emergency and when there's 
not. Being able to help somebody work through addiction, work through trauma in their lives, and come 
out the other side hopefully better... It's amazing what corrections professionals do each and every day. 

And I am just inspired, humbled, and thrilled by the work that our staff do every day. We are able to 
figure out the deeper issues [in the field] because we are focused on helping the individual, the agency, 
whoever is in contact with us, just address the need at hand. There is no judgment, there are no extra 
hoops to jump through. We just ask how we can help. That service mindset is there for all of our staff, 
including our support staff, with all the people who are behind the scenes every day doing work to 
ensure that anybody—whether it's a client, an outside stakeholder, another federal agency— who 
comes in contact with our agency has a good experience with us. And that doesn't just come from out of 
the blue. It comes from working in a place where that's the norm.  

Our whole mission is to be of service, and I think that really rings loud and clear with our staff. I'm proud 
of everything that everybody's been able to do, especially when you put it into the context of hiring 
freezes, budget cuts, and other challenges. NIC is truly a gem in the federal government.  
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Jails Division 
The NIC Jails Division's services include training, networks, technical assistance, and information 
resources, such as documents and DVDs. These services are conducted under five initiatives: Jail 
Administration, Inmate Behavior Management, New Jail Planning, Crisis Intervention Teams, and Jail 
Standards and Inspection.  

 

Roll Call: Stephen Amos, Chief, Jails Division  
 

I've had the  opportunity to connect with many different federal agencies. And in doing so, I'm incredibly 
proud of the fact that we're uniquely qualified with practitioner-based experience to engage the field 
where we find them. When you work with other agencies, what you find is they have policy people, or 
they have subcontracted out to individuals who don't have the breadth of direct operational experience 
that we do. That makes a big difference.  

Goals we have for the division right now are to try to be responsive to the critical needs of the field 
while recognizing that we have limited resources and staffing. I'd also like us to pursue more gender-
responsive programming, bridging the public health and public safety divide. But in terms of 
implementing a strategy, I think [we must focus on] constitutional compliance, which involves enhanced 
collaboration with our partners, agencies like the Substance Abuse and Mental Health Services 
Administration, Bureau of Justice Assistance, and Office of Justice Programs, so that we can be a 
multiplier when it comes to our engagement in the field.   

We are working very closely with the administration and the nation’s sheriffs and jail administrators to 
address concerns around civil rights violations, regulatory failings, and other areas through direct 
technical assistance and training. We are becoming more and more an off-ramp for agencies that are 
struggling to become Constitution-compliant. We work closely to build out options for these 
jurisdictions [so they can avoid] litigation.  

I'm proud of NIC's role in the field. I think that's what makes us invaluable.   
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Prisons Division 
The Prisons Division facilitates specialized training related to prison operations, conducts operational 
networks, coordinates technical assistance, and delivers programs regarding leadership and 
management. The division also sponsors publications and materials on recent trends, the latest 
research, and topics of interest to correctional practitioners.  

Core initiatives include Aging in Prison, the Correctional Anti-Human Trafficking Initiative, Executive 
Leadership for New Wardens, Gender-Responsive Management of Women’s Prisons, Green Corrections, 
People with Mental Health Conditions in Corrections, Prison Classification, Prison Security, and 
Restrictive Housing. 

 
Roll Call: Ronald Taylor, Chief, Prisons Division  
 

Doing anything and everything we can to help agencies succeed is what I believe the prisons division 
should be focused on. There's so much to be done in the corrections arena, and I don't believe that we 
scratch the surface of it. I’m enthusiastic about the opportunity to work with states and to partner with 
them to ensure their operations are top notch. 

I also believe it's important that we continue to be innovative, to look at ways that we can impact the 
field and the services that we're providing. We have new staff that bring some pretty creative and 
innovative ideas around leadership, mental health, substance abuse, and medical services. All these are 
areas that I think that we could do a better job in. And so, for me it becomes important for staff to 
recognize that we have incredible opportunities to be creative and to begin to work with the field to 
deliver something that they can find not only useful but [that can] actually be put into practice.  

I am pleased with the different webinars that we've been able to do. They’ve really opened up some 
new avenues for us, such as transformational leadership; overfamiliarity; and diversity, equity, inclusion, 
and accessibility. We have received an incredible response from the field in terms of the content. We 
want to continue to up our game to deliver more content like that. I think that goes in line with what the 
field needs right now, and it does a better job of helping the field meet its needs. 
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Community Services Division 
The Community Services Division coordinates technical assistance, specialized training, and other 
programs related to probation, parole, and other forms of community-based corrections. The division 
also sponsors the development of publications and materials on topics of interest to community 
corrections practitioners. 

Recent initiatives include Executive Leadership and Development; Women Offenders; Evidence-Based 
Offender Interventions; Transition of Formerly Incarcerated Individuals to Communities; Workforce 
Development; and Responding to Probation/Parole Violations. 

 
Roll Call: Holly Busby, Chief, Community Services Division  
 

If you start at the very beginning, research shows that even spending up to a couple of days in jail 
pretrial can increase the likelihood that that person will actually go to prison. That's why we work so 
hard to make sure that community supervision agencies are implementing best practices and using 
evidence-based practice. So we can hopefully decrease the number of Americans who are under some 
form of community supervision. That will allow us to provide our limited resources to the people who 
need it the most to help them be successful. 

Our goal within the division is to have a balanced portfolio [of programs and services] so that we do our 
best to equally support the entire community supervision continuum, from diversion to pretrial, to 
probation, to parole, and community corrections. The other goal that we have is to bring the entire 
continuum together. We focus very much on the entire system so most of our projects take the 
approach of bringing together all the players, including judges, prosecutors, defense attorneys, county 
or state administrators, victim services representatives, law enforcement, sheriffs, chiefs of police, 
whoever it is in a community to improve safety for their citizens and improve overall outcomes for the 
people that they are committed to serving. 

The other thing that we have been committed to doing is expanding what we do to support frontline 
staff and pretrial probation and parole. There was a time when we believed that you really had to target 
the decision makers. But what we know now is that more successful organizations are balanced in how 
they operate. They are invested in their employees. It's not so much the top-down mentality that leads 
to healthy organizations, it's really more of a balanced approach or a collective way of coming at things. 
So we have added programming just targeted at the front lines. 
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Academy Division 
The Academy Division sponsors technical assistance, training, and networks around three major 
initiatives: Cognitive Behavioral Training, Learning and Performance, and Leadership Development. 

 
Roll Call: Jeffrey Hadnot, Chief, Academy Division  
 

The Academy Division handles a lot across corrections for all disciplines. We also do a tremendous 
amount of work internal to the agency and the agency’s goals. We are kind of a division that is spread 
out across NIC.  

The goals I have for my division are similarly felt across corrections. I want to get my staffing levels up 
because we're shorthanded. The biggest goal is to get staffing where it needs to be, and then reach out 
to those in the field to determine what their need is for the initiatives in my division. I want to be able to 
respond timely to the field when they have a training request.  

I would say more broadly, our division isn't discipline-specific. So we don't target any one discipline in 
corrections. We try to cater to the entire field of corrections and make sure our training is able to be 
used by all disciplines. So, for example, the leadership training. It doesn't matter which discipline it is. 
We try to make sure that we're teaching good leadership skills, targeting up-and-coming leaders, and 
giving them tools that they might be able to use no matter what their job is. 

We're teaching people how to be effective professionals. And we're teaching people how to be 
competent professionals in their area of expertise. So, we're a little bit more proactive in terms of 
training. We look at emerging trends and cutting-edge things and help professionals build up their 
toolkit, if you will, of being able to expand their knowledge and take things to their agencies that are 
beneficial rather than reactive. Other [training] may be more focused on reacting to an issue that they 
may be seeing in their specific discipline [e.g., security breaches], whereas the academy just is broader 
and a bit more generalized in its approach. 
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PROGRAMS AND INITIATIVES 

Intro 
 

True to its mission, the National Institute of Corrections delivers a range of 
correctional programs and initiatives spanning leadership, learning, and 
innovation for jails, prisons, and community corrections. These projects address 
the professional needs of correctional staff and facilitate their desired outcomes 
in reducing recidivism, advancing reentry, and protecting the safety and wellbeing 
of stakeholders. 

Many of NIC’s programs are indispensable for correctional staff. Yet, over the past 
year, NIC’s focus has been on updating many of these signature programs. “NIC 
recognizes the need to continually obtain feedback and evolve its products,” says 
Holly Busy, Chief of the NIC Community Services Division.  

The goal is to “look at previous or existing material and ensure that it's up to date 
with new research and then remake it or remind people of its value.” Busby says. 

On the pages that follow, you will see selected highlights of NIC programs and 
initiatives, including many that have been updated with current research to 
enhance their program effectiveness. 

  

Programs and 
Initiatives 
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EMPLOYEE FOCUS 

Intro 
For any organization, staff are its most valuable resource. This is a maxim crucial 
in corrections where a workforce of dissatisfied staff can quickly lead to a 
breakdown in operations. Consequently, NIC’s employee-focused programs are 
purposeful in addressing both the personal and professional needs of staff. They 
help managers address employees as human, as whole individuals with emotions 
and concerns that affect their ability to perform on the job.  

Better performance can mean increased job satisfaction, which can stave off 
issues like low retention and staff health issues that make working environments 
stressful, workplaces that are not so appealing to either veteran or incoming staff.  

“It's an issue for staff morale,” says NIC Acting Director Shaina Vanek. “We're 
seeing outcomes of that in decreased applications to work in facilities.” 

“Staff recruitment and retention is very challenging,” Vanek says. “There's just 
huge opportunity to do things better and do things right.”  

NIC has taken the steps to help agencies get things right by backing several 
initiatives that promote better working conditions for staff. These include 
initiatives fostering mobility and promotion through correctional ranks, programs 
supporting staff health and wellness, and tools to address staff turnover and 
retention. These are areas identified by correctional stakeholders as critical to 
their operational success. They are in direct response to the needs of the field for 
solutions that help them meet employee needs. 

This section dives deep into several projects with an employee focus that stretch 
across multiple NIC divisions.  

Employee Focus 
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Human Capital Investment 
Periodically, NIC surveys leaders in corrections to gather insight about issues that are affecting their 
jurisdictions’ ability to achieve desired outcomes. Over the past several years, staffing has been reported 
as the number one issue. To that end, NIC developed a three-pronged Human Capital Investment 
initiative.  

Human Capital Investment covers recruitment and retention; staff wellness; and diversity, equity, 
inclusion, and accessibility in the correctional workplace. “All three of these things are intertwined,” says 
Panda Adkins, Correctional Program Specialist at NIC. “You can't start thinking about diversity, equity, 
and inclusion after you've already hired people. You have to think about that on the front end and be 
intentional about having your agencies look like the communities they serve. Then everybody has to 
have an equal opportunity to be included and to be heard. They need opportunities for advancement to 
reach their full potential.”  

“The other side of it is mental health,” Adkins continues. “If I don't feel included in the organization I 
work with, I may not have strong mental health when I'm at work because I'm already feeling isolated. 
We know staff wellness is a big part of retaining staff.” 

The Human Capital Investment initiative continues with the development of a series of cooperative 
agreements based on information gleaned from focus group discussions with stakeholders.  
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Staff Wellness 
“After 5 or 6 years in the business,” NIC Correctional Program Specialist Sandora Cathcart says, “the 
stress of correctional work begins to show in the body and behaviors of correctional staff. Stress can 
have an effect on our endocrine system and psychological well-being. So, we want to do some things 
with staff wellness that would help us to adjust to this difficult job.”  

Staff wellness includes the policies and programs that organizations create to help staff maintain healthy 
lifestyles both on and off the job. Sometimes referred to as health and wellness benefits, they may 
include access to dedicated weight rooms, fitness programs, counseling, or health care. These programs 
help staff rejuvenate after particularly stressful incidents, whose side effects can manifest in negative 
ways on the job.  

Cathcart says working with Dr. Caterina Spinaris of Desert Waters Correctional Outreach was what put 
her on the trajectory of “helping staff get better.” Desert Waters offers professional counseling to 
correctional staff and their families. Alternately, NIC’s work in this area assists jails in the development 
of human capital.  

“In the end,” Cathcart says, “I believe that our full mission is to have staff wellness positions in all 
facilities. It may be a collateral assignment for someone or it could be a full-time assignment, but we 
want people to be trained to help people adjust to the stress of their environment.” A person with such 
a position might be responsible for developing or maintaining an ongoing health and wellness program. 

This past year, NIC hosted a staff wellness webinar titled Promoting Wellness and Resiliency in 
Correctional Staff. Featuring Dr. Hayden Smith, staff wellness researcher at the University of South 
Carolina, and Ms. Karin Ho from the South Carolina Department of Corrections, the session was 
attended by over 1,000 people.  

“There was some good timing there,” says NIC Correctional Program Specialist Scott Richards, who also 
manages staff wellness programs. “It was earlier in the year, earlier in COVID. People really needed staff 
wellness training at the time.” 

Another webinar—this time confronting the dilemma of self-injurious behavior in the incarcerated 
population—offered wellness tips for staff who have been witness to severe injuries.  

Staff wellness has become a consistent part of NIC training and is the result of feedback that NIC has 
received from stakeholders. Institute-wide, staff are now encouraged to take a holistic approach to 
developing programs. The field is beginning to realize that core correctional practices are as important 
to their job as good physical and mental wellbeing.   
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Staffing Analysis  
Perhaps one of the programs most salient to developing an employee-focused work environment is 
Staffing Analysis, a dependable method for calculating the staff required to meet a facility’s needs. 
Adequate staffing levels are critical to meeting the basic function of corrections.  

“When you run an institution at 60% or 65% of its proper staffing level, you are impacting not only 
public safety, but also the officer's safety,” says Stephen Amos, Chief of the NIC Jails Division. “You're 
cutting programs that are necessary to rehabilitate and create pathways [for justice-involved 
individuals] back into the community. You don't have the staff at booking to properly screen, diagnose, 
or assess what's going on. And so it becomes a warehousing.”  

In the past year, NIC’s recurring training on staffing analysis has been re-imagined. Traditionally taught 
in a classroom over four and a half days, the course covers simple mathematical calculations completed 
over a series of steps. However, it can be intimidating for some students to implement what they’ve 
learned after only a few days of introduction.  

The updated course is online, spans eight weeks, and includes coaching and guided practice to reinforce 
implementation. By the end of the revised course, students will have conducted a staffing analysis on at 
least two job classes in their agency.  

“We generally focus on the line officers and the first line supervisors because those positions make up 
the majority of the staff,” says NIC Correctional Program Specialist Scott Richards. “If they can conduct 
the staffing analysis on all of those personnel, then our hopes are that they, on their own, having 
learned all of the different steps [during their training], can finish the analysis on the other positions 
within their agency [after their training] to ultimately result in a complete staffing analysis.” 

The new structure of the course allows instructors to see student understanding of the course material 
in real time, from the first day of training to the final report that students deliver at the end.  

“I'm particularly psyched about the staffing analysis being converted to a virtual instructor-led training 
program,” says Correctional Program Specialist Glenn Watson who partnered with Richards to solidify 

the revised training.  

Some period of time before the COVID-
19 pandemic took hold, Watson had 
been asked to provide technical 
assistance on staffing analysis to a small 
agency. But before diving in, he asked a 
crucial question: “I said, hey, you know, 
this is a small agency. They're only 
looking at training three to five people. 
How would you do that without 
essentially investing a lot of time, 
energy, and resources over a week's 
time to teach them?”  
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By the time the pandemic finally hit, Watson had his answer. While he had to put the small agency’s 
training on hold, in the meantime, a special committee of the Massachusetts legislature requested 
assistance from NIC to provide staffing analysis training to three county jails and one facility from the 
state department of corrections.  

“We had to figure out a way to deliver the staffing analysis training to these four pilot agencies,” Watson 
says. “So we came up with the idea of delivering it virtually. The big deal here is that [compared to the] 
in-person training that was four and a half days [with one agency], we were able to teach multiple 
agencies at one time.” 

“We decided that that is going to be the primary delivery system for the program,” Watson continues. 
“There will be other occasions where we'll do it in-person, but primarily it’s going to be virtual.” 

However, as Watson warns, not all programs are suited for an online environment. “Sometimes it's just 
not possible nor is it beneficial to the participants or to us,” he says. “We have a legacy of bringing 
people together and getting them networking and sharing information. That's part of what NIC is known 
for and what brings people to NIC. I don't think we want to lose that.” 

Since the pandemic, NIC has made concerted efforts to evaluate all of its current training for adaptability 
to an online environment. As trends in adult learning continue to present themselves, NIC continues to 
look for new methods to provide these options to the field in ways that yield the greatest advantage and 
convenience for its stakeholders.  

In the coming months, additional tools, including a toolkit comprising electronic, auto-populating 
versions of paper-based staffing analysis forms, will become available. The course and its tools continue 
to evolve. 
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Staff Trauma 
Trauma is the experience people have in the aftermath of dramatic events. People cope with their pain 
in various ways; for example, by removing themselves from society, inflicting bodily harm on themselves 
or others, self-medicating with drugs, or engaging in risky behaviors, like reckless driving, gambling, and 
unsafe sex. Staff working in institutions are not immune.  

“If a staff member is dealing with [someone] who has a history of trauma, they may become 
traumatized based on what they are receiving or the information or care they are trying to give to that 
person,” says Correctional Program Specialist Dena Williams.  

As bystanders to traumatic events, staff experience what is called vicarious trauma or trauma 
experienced through the interactions they have with the people they supervise. 

Now in development is a white paper discussing the best ways to help correctional staff who may be 
experiencing vicarious trauma.  

Williams says, “The staff trauma project basically is helping institutions identify areas [in which] they can 
help their staff avoid burnout and best meet the needs of their staff so they can properly run 
institutions. It’s a project that I kind of started before I came into NIC, but that project was focusing 
more on core fields and not necessarily civilian staff. I wanted to do something to incorporate the 
mental health and medical staff [which are part of the civilian workforce].” 

The staff trauma project is part of an array of tools that includes Mental Health First Aid and Crisis 
Intervention Teams to help correctional officers navigate mental health territory during interactions 
with supervised populations.  
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Management Development for Minorities and Women 
Organizations everywhere are rediscovering that professional career programs for women and people 
from underrepresented and underserved communities are essential to creating the kinds of diverse, 
equitable work environments that today’s workforce expects. NIC has offered leadership programs like 
these for decades.  

Before becoming a full-time staffer at NIC, Correctional Program Specialist Sandora Cathcart was a 
student in NIC’s Management Development for Minorities and Women leadership course. “I went to this 
particular class with NIC back in 1994 or 1995,” she says. However, the course was sunset in 2007. She 
advocated for the class’s revival in the aftermath of public turmoil over George Floyd, an unarmed black 
man who was arrested and murdered by police through excessive use of force for attempting to use a 
counterfeit $20 bill at a convenience store.  

Like its previous iteration, the revised Management and Development for Minorities and Women 
leadership course will teach a variety of workplace strategies, including presentation skills, collaboration 
techniques, and business writing. Students also take a personality assessment to help them realize their 
strengths, uncover areas for improvement, and gather insight about their personal leadership style. 
Students leave the course knowing “how to resolve issues, not just bring problems to their leaders,” 
Cathcart says. “You come into the class, and we'll teach you how to develop yourself to go into 
supervision and management.” 

The course is designed for staff who supervisors and managers believe have the potential to rise in their 
careers. Cathcart was tapped on the shoulder herself and was urged by leaders in her previous 
organization to take the course. “I was afraid to get in front of people and speak,” she says. “I would talk 
in a group if we were all together in the office or something. But to get in front of people and present 
information? No.” 

“[Management and Development for Minorities and Women] helped me get out of my own way. What I 
realized was that people who fuss like [I did], who find reasons why this just can't happen or that can't 
happen—these people are afraid. [In the course], they can stop being so afraid. They can practice in a 
safe environment and boost their self- esteem to a point where they are not afraid to get in front of 
other people and deliver a message.” 

Soon after taking the course, Cathcart found herself not only moving up in her career, but also 
producing effectively. She was placed on a transition team at another facility and asked to help open a 
jail. “It blew my mind what I was able to do! Because I took the time before I was ever a supervisor to 
prepare to be a supervisor.”   

As next generations of women and people from underrepresented and underserved groups join the field 
of corrections, courses like Management and Development for Minorities and Women help level the 
playing field. Students learn to build the confidence to lead and assume positions of higher rank and 
authority.  
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PROFESSIONAL NETWORKS 

Intro 
 

 

 

 

NIC professional networks are communities of practice for the correctional field. 
They are opportunities for similarly aligned professionals–typically executives, 
leading researchers, and upper-level management staff–to gather together and 
share and consume information about legislative developments, best practices, 
and advice based on real world experience related to their field. These invaluable 
meetings are hosted by NIC to keep its members apprised of rapidly occurring 
changes in the correctional disciplines on which each network is based.  

Membership in these invitation-only groups typically means having an active role 
in influencing national dialogue on important correctional issues. Members are 
selected because they have already proven themselves to be competent leaders 
at the state or regional level. During their tenure, many members choose to 
participate in national surveys, serve on committees, or stand in as subject matter 
experts for the development of training materials and publications.  

  

Professional 
Networks 
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Infection Prevention Network 
“Many folks look at infection prevention in terms of 
giving information about infectious diseases. But I 
really would like to develop that to provide more 
support to infection preventionists on how to 
manage their program,” says Correctional Program 
Specialist Tashima Ricks.  

Infection preventionists monitor healthcare 
practices to prevent and curb the spread of 
infection. Like detectives of the medical field, these 
professionals solve medical mysteries by looking for clues about the source of infections, investigating 
how outbreaks occur, and devising plans to stop infections from spreading. They ensure that both 
medical staff and their patients remain healthy and recommend treatment when infections do occur. In 
corrections, the work of infection preventionists goes beyond facility walls. In addition to ensuring the 
health of confined individuals, they must also develop strategies to ensure that infection doesn’t spread 
to the community when an individual is released.  

Standard infection control strategies in a 
correctional facility include handwashing, 
cleaning and disinfection, and making personal 
protective equipment available for staff and 
detained individuals. During the COVID-19 
pandemic, the response from many correctional 
facilities was to close off connections with the 
community. In the long term, these approaches 
challenged court orders and the civil liberties of 
incarcerated people.  

To illuminate the importance of infection prevention, Ricks hosted a health-related webinar addressing 
the combined effects of influenza and COVID-19 on incarcerated populations. Partners included the 
Cook County Jail of Chicago, the Bureau of Correctional Healthcare Services of Delaware, and the 
Centers for Disease Control. 

In the upcoming year, Ricks plans to develop the Infection Preventionists Network to be self-sustaining. 
“I'm really looking to develop the network to where we're meeting on a very consistent basis. And we 
have some means of getting together at least annually, sharing best practices, and really being a 
resource for each other.” 
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All-Health Authority 
The All-Health Authority is a mentorship program sponsored by NIC in partnership with the American 
Correctional Association. Its purpose is to support new health care leaders in their new roles in state 
facilities and select large jails. New professionals are paired with experienced health executives to walk 
them through the pitfalls of their new position, which might include working with the media, controlling 
the spread of COVID-19, or suppressing the rate of infection from hepatitis C. NIC provides both funding 
and evaluations for this program. 

 

Mental Health Network 
NIC’s Mental Health Network is a professional group for head mental health executives in each of the 50 
states. All discussions center around mental health issues in a correctional setting. Meetings are 
opportunities for collaboration and feedback, where members can share their struggles and receive 
advice from their peers.   
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National Sheriffs' Institute 
Piloted in 2021, a new addition to the National Sheriffs’ Institute (NSI) is a course on jail administration. 
The longstanding NSI has been around since the 1970s. It is well known for its leadership training, which 
helps new sheriffs develop leadership plans that focus on what they would like to accomplish in their 
first term in the first 90 days after they have completed their training. Expanding on that is the jail 
administration course, which walks students through the requirements of operating a constitutionally 
compliant and functional jail.  

“A lot of sheriffs are full-service sheriffs, meaning they have the patrol side of the house as well as the 
corrections or the jail side of the house,” says Correctional Program Specialist Panda Adkins. “It’s not 
uncommon for most of their time, effort, and intention to go towards the patrol side. So, a lot of times 
there's just a lack of awareness and information and a knowledge base for sheriffs as it relates to the 
jail.” 

The 36-hour NSI Jail Administration curriculum covers the role of a sheriff in the community and a jail, 
aspects of jail operations, jail assessment, and an action plan for improving jail conditions. Different 
from NIC’s Jail Administration course for jail administrators, the course for sheriffs addresses higher 
level matters, such as monetary and staffing resources, organizational culture, and how one’s leadership 
philosophy might affect operations. Students complete NSI both with plans for leadership and for 
managing their correctional responsibilities effectively.  

 

Large Jail Network 
Administrators of jails with beds numbering 1,000 or more are members of the NIC Large Jail Network 
(LJN). Due to their size, large jails have operational needs that are necessarily different from those of 
small and mid-size jails.  

This past year, NIC hosted a webinar on use of force, recruitment, and retention for jails. NIC also 
partnered with the American Jail Association (AJA) to have them teach several jail-specific NIC courses. 
They are high-demand courses, like Jail Administration, but ones that NIC does not have the funding to 
teach enough of to meet the demand.  

Jail Administration is a class for new jail administrators and was developed for the hundreds of new 
administrators that climb the professional ladder in corrections each year. “It's a good class,” says 
Correctional Program Specialist Michael Jackson, “but we can't meet the demand. Right now, we're not 
doing the class, and we haven't for the past, let's say 4 or 5 years [due to budget cuts]. Hopefully, this 
[AJA partnership] will work out well.” 
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STAFF TRAINING 
Intro 

 

With lots of help from a worldwide pandemic, the pace of change in online 
learning has accelerated far beyond what most experts imagined would have 
been possible in just a couple of years. Demand for fully digital and hybrid training 
has grown for all types of learners, including professional adults.   

In this section, you will discover how NIC is meeting the demand for online 
training by reshaping several of its existing programs and developing new ones 
with an online-first approach. 

 

  

Staff Training 
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Community Supervision 
Leadership Symposium 
Originally planned as an in-person meeting, the 
Community Supervision Leadership Symposium 
was an online, multi-day event spanning several 
months and featuring invitees from three NIC 
networks: the Pretrial Network, the Probation 
and Parole Network, and the Urban Chiefs 
Network.  

Besides the widespread sharing of valuable 
information, an outcome of the event was a collection of several professional videos that can be 
repurposed for future training.  

Attendees also had positive feedback about the accessibility of the meeting materials via a new tool 
especially designed for use on the NIC website. “It really was very powerful to allow all the materials to 
be in one place,” say Correctional Program Specialist Lorie Brisbin. “It was very fluid. People could go in, 
the presenters could add items they wanted people to see. The participants could get online to review 
materials, download tools, and read documents.” It was a modern alternative to sharing materials by 

email. 

Advancing Community 
Supervision Strategies 
Based on a brief NIC survey of community 
corrections executives and senior-level staff, it 
was found that the longer a person has been in 
their position as the head of their department, 
the more interested they were in learning about 
recent research in the field.  

“We didn't anticipate that [research] was going 
to be their number one concern,” says Correctional Program Specialist Lorie Brisbin, “but when you 
think about it, you recognize that these are the same people that are being asked to appear before 
legislative subcommittees and explain why they need money for certain things. They're extremely 
interested in proving that what they are asking for is legitimate, and they can do that through the 
research.” 

In response, NIC developed a dedicated repository on its website specifically for community supervision 
research. While all the information featured can easily be found in various places around the Internet, 
looking for information in this manner isn’t always the best way for busy professionals to use their time. 
The new site puts current community corrections research together in a single area for easy retrieval. 

“If you are a correctional leader and you are new to your job, or you are being asked about something 
that you don't have any previous exposure to, you could go to this website and look it up and see a 
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variety of things,” Brisbin says. “It's really meant to be… a sharing opportunity to prevent [leaders] from 
making uninformed decisions about things that cost them money, time, and their reputation.” 

The site has begun its collections development with research in technology, offering visitors articles on 
topics such as body cameras. Skill building and standard requirements for probation officers are among 
the topic areas next in line for future collections.      

GRPPA for Community Corrections 
For the first time, the Gender-Responsive Policy and Practice Assessment (GRPPA) will be applied to 
community supervision. Based on pilot test results for a new tool, the program will expand the following 
year to additional sites.  

GRPPA was originally designed to help institutions evaluate their gender-responsive policies and 
practices for women and girls over five domains, which include environment; staffing; classification and 
case management; services and programs; and quality assurance and evaluation. 

By spring 2022, GRPPA resources will also include a webpage that features “the best of the best 
resources presented in a virtual environment,” says Correctional Program Specialist Lorie Brisbin. 

“So [for] all of those probation agencies that we are unable to serve–because there are so many of them 
out there at all different levels–we will finally have something that they can rely on, that they can go to 
for information and research,” Brisbin says. 
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Expected Practices 
Corrections training where you can learn by choosing your own adventure? Yes! A series of new micro-
learning videos called Expected Practices allow students to participate in the learning process by 
exercising skills in reasoning and critical thinking.  

“I don't know if you remember the books that you probably read as a child where if you choose A, you 
go to page 37; if you choose B, you go to page 45,” says Correctional Program Specialist Lorie Brisbin. 
“That's somewhat how these videos are. You'll see a 2-minute scenario and then the video will pause. 
Choices will pop-up on the screen and you can choose whether what you saw was done correctly or not. 
Ultimately, it will lead you to the best practice in the end.” 

At this time, scripts for the videos have been written and will be filmed in the upcoming year. They are 
expected to be released in late spring or early summer 2022. 

Victim-Offender Dialogue  
In partnership with stakeholders from 13 states around the country, NIC is developing a nationally 
recognized victim-offender dialogue training. Bringing victims and their families together with 
individuals who have committed crimes against them, victim-offender dialogue is an opportunity for 
attendees to ask questions of each other, resolve conflict, and get answers that may help them get 
closure. Facilitators for these dialogues require proper training. The nationally recognized curriculum 
will be designed to be used independently of regional concerns and state-specific rules. 

Additional plans are in motion to develop the training as a virtual instructor-led training program. This 
will enable instructors and participants throughout the country to have access to the training.  

“We realize that there are some components of the training that might require in-person attendance, 
but we're hoping to take care of all the things that can be effectively taught virtually in getting those 
done,” says Correctional Program Specialist Lorie Brisbin. “Then if we have to come together for a day or 
two days, then that’s more cost-effective than coming together for a whole week.” 
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Parole Boards 
PAROLE BOARD MEMBER TRAINING 
As a political appointment, membership on a parole board in many states often has little to do with 
one’s experience or knowledge in criminal justice or parole-related matters. In general, there is no 
formal training once members accept a parole board position. This makes NIC’s Training for Parole 
Board Members not only unique but critical to public safety. It helps set a baseline of knowledge in 
parole decision making, so that all members have a strong foundation on which to fulfill their duties and 
prepares them to withstand public scrutiny.  

In the coming months, NIC’s parole board member training will soon have a virtual option. “In the future 
we can offer it as a blended [training],” says Correctional Program Specialist Robbye Braxton. “It's a 
good way to save money, and parole board members won't have to travel.” 

STRUCTURED DECISION MAKING FRAMEWORK 
In 2012, the National Institute of Corrections 
partnered with researchers in Canada to 
develop the Structured Decision Making 
Framework (SDMF), a decision making tool 
that helps parole boards work through and 
articulate the rationale supporting their 
parole decisions. Without it, many parole 
boards find they are incapable of responding 
to requests for transparency and consistency 
about their decision making processes when 
they find themselves under public scrutiny.  

This past year, a community of practice was added to the SDMF tool. The 10 states that use the tool now 
will come together in fall 2022 for an online discussion to share how they are using the tool with real 
cases to make release decisions. They will then meet in person to talk about outcomes.  

“This is significant,” says Correctional Program Specialist Robbye Braxton, “because the sites that have 
been involved were asked to collect data. [SDMF] is an evidence-based tool. We're going to talk about 
the data that people have collected [and ask] what that data tells us.” 

The community of practice will also be used to strengthen fidelity in use of the SDMF tool among 
participating sites. While all the sites continue to use the tool, preliminary survey data show that not all 
the sites are using it in the same way. It’s causing what Braxton calls “program drift.”  

“My expectation from this is that we eliminate that kind of drift,” Braxton says. “We get everybody back 
on the same track using the tool the way it should be used. If they're not using the tool with fidelity, all 
the work has been in vain.” 

When used correctly, the SDMF tool increases public safety because it helps parole boards make better, 
more transparent parole decisions based less on subjective factors, like an individual’s testimony, and 
more on reliable evidence, like risk assessments and criminal history.  
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Correctional Health 
CRISIS INTERVENTION TEAMS 
Like the first responders who help at the onset of disaster, crisis intervention teams (CITs) are trained to 
help people experiencing the onset of a mental health crisis and to promote better outcomes both for 
them and those around them.  

In the past, interactions with people experiencing mental health crisis may have resulted in physical 
blows or restraints. “We don't want to put hands on people if we don't have to,” says Correctional 
Program Specialist Sandora Cathcart. “[Today] we can talk them down from being hysterical or whatever 
the case may be.” 

“When we saw use of force with crisis behind the walls,” says Correctional Program Specialist Tashima 
Ricks, who is also a registered nurse, “it [was] very aggressive and confrontational.” 

Now in its seventh year, an updated version of CIT integrates the same principles of trauma-informed 
care that medical professionals use with their patients. “What I found from working in the hospital,” 
says Ricks, “is learning to use empathy and compassion and caring with patients. Working behind the 
walls, you still have to use that empathy and compassion because there are folks who need care.” 

Trauma-informed approaches to care acknowledge both a patient’s past and present history. Being able 
to respond in this manner requires the empathy, compassion, and caring that Ricks talked about.  

“The data tells us consistently that persons who experience substance use disorder, and also many of 
those who have mental illness, have a history of trauma,” Ricks says. “Once we've realized that the folks 
we're caring for have been through a whole lot of stuff, [we can] tailor our responses to what they've 
been through.” 

Ricks likens it to disciplining a child. “The way you would discipline a 3-year-old would be very different 
from how you discipline, let's say, a 17-year-old. As you work in the capacity of a leader, you have to 
discipline or provide corrective action to a subordinate. Your approaches have to be different based on 
the information you have.”  



National Institute of Corrections 

29 
 

The latest iteration of CIT incorporates trauma-informed language and approaches into the CIT 
curriculum. Students learn that while they must continue to be firm and consistent, they may also need 
to use their skills differently to maintain order in a facility.  

MENTAL HEALTH FIRST AID 
Mental Health First Aid helps people who may be experiencing a mental health crisis while in a public 
location. The 8-hour course is appropriate for non-corrections staff, but NIC has tailored a version of it 
specifically for jails. The purpose of the course is to help people understand the difference between 
mental illness and mental health and then learn the specific tools and skills that can be used to de-
escalate a person in crisis. When students see someone in crisis—whether in a family, in the community, 
or in a facility—they know what to do to help that person become stable and get them help. Besides its 
practical use, a major benefit of the course is its short duration, allowing for 100 or more staff to receive 
basic training in mental health awareness in under a week.   

Correctional Communication Administrators Training 
For correctional public information officers and communications directors, NIC is now developing a 
master training class called Correctional Communication Administrators Training. Scheduled to be 
piloted in 2022, the training will impart knowledge such as what staff in these types of positions need to 
know to do their jobs well  and how the National Institute of Corrections can assist them in performing 
in their role optimally. It is ideal for new communications staff who were assigned or “volun-told” to 
take on the role. 
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“In Washington state, I ended up serving as the communications director even though it's not even 
closely related to any expertise I had,” says Correctional Program Specialist Belinda Stewart. “But I was 
put in that job by the head of the agency because he thought I had the right leadership acumen to do 
it.” 

With the right level of support, Stewart was able to navigate the job for four years. 

Prior to working on the development of the new course for correctional communicators, Stewart 
managed a program at NIC for prison communication directors. A network was available for public 
information officers working in jails. The new program combines elements of both offerings into a 
singular course. 

“[The course is] going to focus on telling the agency's story and then branding the mission, vision, and 
value of the agency; taking a proactive stance with the public and with the media; and getting your good 
news stories out there,” says Correctional Program Specialist Panda Adkins, who collaborates with 
Stewart on the project. 

“It's important that you engage with your communities,” Adkins continues. “And that you have a process 
by which you do that. That it's intentional, it's thoughtful, it's deliberate.” 
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Staff Misconduct and Community Supervision 
Not to be confused with prohibited interactions between two or more staff, NIC’s project on Staff 
Misconduct and Community Supervision addresses inappropriate activity between corrections staff and 
the people they supervise. While NIC has addressed this topic through previous courses, including its 
PREA and Undue Familiarity series, this new training comprises a menu of products specific to 
professionals in community supervision. The e-course is available to agencies of any size or type that 
want to provide its staff with training in this area. 

“[Before joining NIC], I was in the equivalent of the internal affairs division,” says Correctional Program 
Specialist Lorie Brisbin. “I did a number of investigations both in institutions and in the field around this 
topic area.” 

“Something like sexual harassment is very complicated to investigate. There are a lot of nuances and 
you have to be really aware of what the federal law says about civil rights violations. There’s a lot you 
need to know to be able to do that and navigate it in a way that doesn't get your department into 
trouble,” Brisbin says. 

Now as a staffer at NIC, Brisbin receives numerous calls and inquiries from constituents who look to NIC 
for information. The new course is meant to address the needs of these constituents and offer self-
evaluative solutions that help staff understand how the various behaviors they exhibit could pose 
significant problems. 

“That's really what the e-course is for,” Brisbin says. “To raise awareness about how what you're doing 
can create a [negative] perception that you weren't even aware of on the part of the person that you're 
supervising. In the e-course, people are required to just think about their own behavior and the 
messages that it sends, and then think about what the actual fallout is from that.”  

The final course on Staff Misconduct and Community Corrections will offer three different training 
streams: one for agency heads, one for staff supervisors, and one for officers and support staff in the 
field who come into contact with individuals on supervision.  
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FACILITY OPERATIONS 
Intro 

 

 

While managing the behavior of supervised individuals is at the heart of 
corrections, managing an organization’s internal processes is equally important. 
They might include court-ordered compliance reporting, succession planning, or 
policy development. These tasks might seem mundane, but they are central to 
creating a stable work environment for staff and establishing accountability 
before community stakeholders.   

In this section, NIC highlights programs that support the day-to-day operations of 
correctional agencies.  

  

Facility Operations 
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Validation of Reclassification Systems 
Classification systems can help facilities house and offer programming to individuals based on their risk 
and need and the threat they pose to security as they serve out their sentences. Periodically, these 
systems need to be updated. The National Institute of Corrections is currently working with five states to 
examine how they manage their classification systems and address how they are no longer reflective of 
the needs of the population they manage.  

“The reason that I'm excited about this project is that it really has a lot to do with COVID-19,” says 
Correctional Program Specialist Evelyn Bush. “With the onset of COVID, criminal justice agencies realized 
that the virus itself was not containable within most of the correctional settings. The ability to safely 
distance, sanitize, and provide the necessary services for the population could not be met. And so, the 
issue became how do we start letting some of these individuals out? How do we let them out safely and 
protect the community, which is part of our mission?” 

“The way you have to do that,” Bush says, “is with an assessment of how a person has been currently 
classified. Which means looking at the risk of an individual while contained, versus the risk that this 
individual might present if you let that person out. You can only do that if you have the correct data to 
analyze. A lot of states did not have accurate information.”  

Because revalidation of classification systems can be costly, sometimes totaling over $100,000 to 
complete, many states left their release decisions to manual overrides during the pandemic. When done 
too frequently, overrides can lead to distrust among incarcerated individuals about the fairness of the 
criminal justice system. And it robs correctional staff of the duty to provide honest case management.  

For many of the states participating in the update, technology improvements will be required. For 
example, prior classification systems that applied codes assigning individuals to facilities based on risk 
level would need to be overhauled when a facility closes and the mission of existing facilities change to 
absorb the leftover population.  

“You have some people still doing a lot of things manually, but you don't want it manual, because it 
could be sabotaged,” Bush says. “You also have to set up your [electronic] system to have security levels 
that people cannot manipulate.” 

Updates to classification systems could take as long as 6 to 12 months or more. “There's a lot of analysis 
of your data that has been done, and then once you look at your picture, you have to recreate your 
program.” Bush says.  

Meanwhile, facilities not participating in the NIC project can still begin the work of updating 
classification systems on their own using publications from the classification series now available on the 
NIC website. 
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Roll Call: Scott Weygandt, Management and Program Analyst, Academy 
Division 
 

My background is more in evaluation, but certainly a little bit in research as well. I think when it comes 
to evaluation, there's this whole world of analytics that corrections hasn't really tapped into, that the 
rest of the world has tapped into. When you look at Google and especially the sports world, you see 
how they're able to use analytics to make pretty significant decisions. It continues to be a growing field 
and it evolves every single day.  

With the number of evaluations we conduct, we should be able to engage in analytics to tell us what 
trainers are best to teach which modules. What type of students are best for different types of training. 
What kind of outcomes we have. All of that is information we can gather and use to make serious 
decisions.  

Years ago, I went to a conference around learning management systems, but because [the conference 
sponsor] was such a huge company, there were sessions around just about anything you could think of. I 
went to a session around analytics for education and that is sort of what got me excited about bringing 
analytics to NIC. And we did a little work around that. 

We're beyond the information age at this point. There's so much information out there. It's not just data 
that we collect for analytics. It's anything out there that's in the real world. There are data sets out there 
that we can gather, use, and analyze to help us make decisions about what programs we're providing 
the field or what major issues are affecting the field. All of that information is out there. 
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Operational Challenges with COVID-19 
Now in the sunset of the COVID-19 pandemic, the National Institute of Corrections is conducting a 
content survey of the questions and responses that were most prevalent among correctional staff 
during the pandemic. A total of eight focus groups were also conducted with various stakeholder 
groups, including correctional executives, medical staff, mental health staff, human resources, and mid-
level managers. The purpose is to understand more thoroughly how the field was affected and 
continues to change as a result of pandemic responses.  

An unexpected discovery from the research was that correctional staff were less likely to elect to take a 
COVID-19 vaccine than incarcerated people. The study also found that good crisis management 
principles were just as essential during the pandemic as they would be during other high stakes events, 
like a bomb threat or an escape.  

“The only difference is what is my ability to respond to [the crisis] in an efficient and effective way that 
allows me to still contain my population, keep my staff safe, keep my [population] safe, and protect the 
community?” says Correctional Program Specialist Evelyn Bush. “You still assemble your incident 
command center with people managing different roles, and you facilitate what has to happen.” 

“In other words, if I have to feed inmates, I have to feed inmates. It doesn't matter what's creating this 
situation,” Bush says. 

Data from the research is being reviewed now to develop a toolbox of solutions to various challenges 
that a facility might face during a crisis. For example, if evacuation is one scenario, the toolbox might 
recommend entering a contract with the National Guard as part of an emergency plan. Another scenario 
might offer alternatives to in-person visits with video conferencing. The toolbox presents options that 
facilities can adopt now and use later as they see fit. 

In an ideal situation, an incident command center would be the calm in the center of a crisis. Separate 
from normal operations, the command center would continually receive information to help the facility 
adjust its operations as needed to maintain stability. Responses to crises would be documented and 
archived for later review. The head of a facility would then be free to focus on making broad scope 
decisions as fundamental operations were being managed in the command center. Following the crisis, 
the archive of information would be reviewed to inform future crisis decision making. 

As the pandemic subsides, states participating in the post-COVID-19 research will be asked to meet as a 
group in person to share their lessons learned and how they continue to grow in the aftermath. 

“I am so excited about [this project],” Bush says, “because just like the flu, this virus will wear its ugly hat 
for years to come. And if it is not this, states will have to deal with something else. So, we hope to have 
some best practices. We hope to professionalize the field in terms of [operating] at a minimum 
regardless of the crisis.”  
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Criminal Justice Coordinating Council 
Information sharing and dialogue among the representatives of local criminal justice agencies and 
community organizations is key. Formalizing these discussions is the basis of a criminal justice 
coordinating council. It is where appointed and executive leaders unite to evaluate how their slice of the 
criminal justice system interacts with and complements others to facilitate public safety. Based on these 
interactions, top-level decisionmakers can refashion policies and processes to be more effective at 
achieving criminal justice goals.  

The council is an exercise in communication, collaboration, and trust. This past fiscal year, NIC 
developed an interactive, online website with resources for stakeholders interested in forming a CJCC in 
their local area. The site features guidelines for structuring and operating a CJCC, templates and sample 
documents, and case studies from local areas that have established councils and have documented 
proof of their success.  

To view the website and its materials, visit http://info.nicic.gov/cjcc.  

  

http://info.nicic.gov/cjcc
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Case Management 
A formal snapshot of events and decisions affecting an individual’s progress through the criminal justice 
system can help staff make important connections between an individual’s behavior and his or her 
experiences. Formally known as case management, this system of archiving occurrences can be shared 
among correctional staff and the courts to inform their decisions about an individual’s social, 

programmatic, and/or medical needs while in custody or under 
supervision.  

While used widely in medical and community corrections settings, 
case management can be useful throughout the entire criminal 
justice continuum. This past fiscal year, NIC began development of 
a new model of case management specifically for jails. Most jails 
throughout the country rely solely on a filing system, so for many 
jurisdictions, case management will be an entirely new process.  

 

 

 

 

Roll Call: Sandora Cathcart, Correctional Program Specialist, Jails 
Division 
One of the projects I'm working on is case management. I am passionate about the development of a 
case management model for jails. When I was working for Anne Arundel County, Maryland, we 
developed a case management process, because we had two different jails. And files would come in 
from either jail in different formats. There was no consistency, so we developed a case management 
process with policies that required both jails to use the same forms, the same file structure, and the 
same documentation style. Both jails would also need to have the same reasons for adding a document 
to the file.  

It took us about two and half years to develop that, but once it started, it worked really well. People 
were very much more aware of what was happening with a particular incarcerated individual.  

What I've done now is created a cooperative agreement to see what we can do about case management 
for jails across the country. Some jails will have classification, but they may not have case management. 
That means you file a document and you look at a person in custody as a case. Everybody can refer to 
this file to find out what's happening with a person.  

The ultimate goal in this process is to prevent suicide. Everybody would know what's happening with a 
particular person. You would know if he had bad news from a visit, a bail review where the bail was not 
reduced, or whatever the case may be. Maybe he made a phone call in front of you, and it was 
heartbreaking. [If it’s in the file], we could all be aware of what's happening with that person.  
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Sometimes we know things in our heads about a person, but we don't write it down. So, the staff who 
come behind us won't see it. They may have a note here and a note there, but they won’t have the full 
story about a person. How did the person come into our custody? How were they when they first got to 
the facility? What happened at bail review? What was their classification level and then where were 
they housed? What things have they been requesting since they've been in custody? Do they have an 
attorney, do they understand the case, the court process, the legal process? Things like that. [Case 
management] tells the story of a particular person.  

Case Management Saves Lives 

This is one of the situations that happened in the facility where I was before we implemented changes 
to the case management process. There was a person who was scheduled for bail review. He was placed 
on segregation the night before the bail review because he didn't want to share his room with anybody. 
He wanted to maintain his single-cell status. They were trying to put someone in the room with him and 
he refused to let the guy in the room, so they put him on segregation. The next morning, he had the bail 
review, and he came out laughing and joking. He was speaking to people like, "Hey, how are you doing? 
What's going on?" This and that. Nobody saw anything wrong with his behavior because they said he 
was jovial. He was cracking jokes, but they didn't put it together.  

First of all, he was coming out of a bail review where he had a vehicular manslaughter charge. He came 
out laughing, but that's not funny. Nobody picked up that it wasn't funny. His situation and his behavior 
didn't match. The man’s bail remained the same. That went into the file. But his behavior, the jovial 
stuff, the laughing and joking as he goes back to segregation, that was not documented anywhere until 
after he was dead. When he went back to his cell, he hanged himself.  

Case management says that a person’s behavior needs to match the situation. Not only did we teach the 
case management staff and the classification staff these things, but we also had lineup briefings about it. 
We told people to tell the security staff if you see someone who's exhibiting what we might think is odd 
behavior and then have them note it somewhere. Or you need to relay that message to someone else so 
they can note the file or call the person up and start talking to them to get an idea of what's going on 
with that person.  

It's all about communication, really. The case management process is really about communication. 
We're communicating across lines. We're documenting our communication and [unusual] situations, 
and then following up with people to make sure they’re okay while they're in our custody. Because 
people don’t come to jail to die. That's not what they come for. They come because they can’t post bond 
or because they have a small suspension. We're a holding facility for people to go through the judicial 
process. So, they shouldn't be worse off physically and mentally when they leave. We should be there to 
assist them while they're there, and then get them to discharge.  

I'm excited to be developing [this new process] for jails across the country. I think it'll make a huge 
difference in the way jail staff communicate with each other and about the people in their care.  
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Strategic Inmate Management 
Strategic inmate management (SIM) combines the best of direct supervision and inmate behavior 
management, marrying training and service delivery for prisons and jails. As NIC Correctional Program 
Specialist Panda Adkins explains, the marriage was based on the need for administrators to manage the 
behavioral issues of incarcerated populations regardless of their facility structure.  

Most jails have hybrid layouts. They may have linear, podular, remote, or direct supervision areas. Few 
jails are fully designed for direct supervision and still fewer apply direct supervision management 
strategies with their incarcerated populations.  

“Inmate behavior management was really for people that were saying, hey, how do we do direct 
supervision, but we don't have the physical architecture of direct supervision,” Adkins says. “And the 
answer was you don't. Because that's 50% of the equation. But you can still effectively manage 
[incarcerated populations], and [strategic inmate management] is how you do it.” 

Today, jurisdictions can apply to receive SIM training. Those that are a good fit are assessed with NIC’s 
Achieving Performance Excellence screener tool to gauge their readiness for systemwide change. If they 
are ready, they are then assessed to see where they fall on the continuum of managing populations 
currently. Jurisdictions with the right combination of readiness and a willingness to adopt SIM receive up 
to 4 months of coaching that helps them make the shift to this new management style. By December 
2022, SIM will also include an evaluation tool for agencies to assess their own progress, ensuring they 
are getting the results they want. The course is available both in person and virtually. 

“[Jurisdictions involved with the program report having] calmer, quieter, cleaner housing units as a 
result,” says Adkins. “And overall, they have a more rewarding work environment, because it's not just 
locking people up to put away the key. They're actively engaged in making a difference.” 

Restrictive Housing 
Another NIC training that has undergone substantial innovation is Restrictive Housing. While there 
continues to be in-person elements, several modules from the course are now being delivered as virtual 
instructor-led training. Students can take these courses independently, without having to complete 
assignments in person. Select modules cover specialized topics, such as step-down programming, 
mental health dorms, or alternatives to restrictive housing, that highlight advanced restrictive housing 
concepts.   

The training will feature short, 10-minute case study videos with interviews from practitioners who have 
been able to implement and reduce restrictive housing in their own agencies. The videos are like on-
demand case studies that students can learn from and see how a facility leader overcame specific real-
world challenges.  

An introductory e-course will be available for correctional staff new to restrictive housing. The course 
will cover basic questions, such as why reductions in restrictive housing are necessary and how the 
reduction of restrictive housing can benefit an agency and its working environment. 

Interstate Commission for Adult Offender Supervision 
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The Interstate Compact is an agreement among states for the safe and secure transfer of incarcerated 
individuals across state lines so they may complete their sentences in the community where supports 
such as job and family exist. The National Institute of Corrections was instrumental in its development 
many decades ago, and more recently it has partnered with the Interstate Commission for Adult 
Supervision, which manages the compact, to produce a 60-minute documentary of the compact’s 
history. 

The film tells the journey of several adults on community supervision and how they moved through the 
system to be transferred. It also details the history of the compact and the perspectives of subject 
matter experts, including NIC staff,  on the utility of the compact through the years. The film will 
premiere in September 2022.  

Transition from Jail to Community 
A renewed focus of the Transition from Jail to Community (TJC) project is to analyze reentry from the jail 
outward. The community continues to be an integral part of transitioning people out of incarceration; 
however, more emphasis will be placed now on understanding the importance of what happens in a jail, 
especially with regard to the numerous assessments and evaluations that occur and that are then 
shared with the community. 

Ideally, a sustainable, replicable national 
model for jail reentry and systems analysis 
would be developed. The process would 
include forming partnerships with subject 
matter experts to discuss the history of 
criminal justice and then reviewing current 
events to analyze how they are affecting 
criminal justice and reentry in the present 
time.  

Correctional Industries 
The American workforce has 
changed significantly in the past 
couple of years. For a formerly 
incarcerated population already 
unaccustomed to the working world, 
adding new skills, like the ability to 
attend virtual meetings and 
demonstrate online etiquette can 
make job hunting and maintaining 
gainful employment extremely 
difficult. Correctional staff tasked 
with teaching justice-involved 
individuals how to adapt to this new 



National Institute of Corrections 

42 
 

environment are also finding it challenging, as many of them are also unaccustomed to increased 
technology use.  

As a result, many states are being led to combine the need to address an individual’s criminality with the 
need to provide modern career training. It has led to a greater focus on literacy, numeracy, and other 
real-world skills that people need to be functional in society and good employees. More emphasis is 
placed on cognitive restructuring, where negative criminal thinking and skills (e.g., drug distribution on a 
street corner) are rewired as skills that can be used for non-criminal purposes (e.g., inventory logistics 
for a manufacturing company). 

Thinking for a Change 
Often referred to as T4C, Thinking for a Change is a cognitive-behavioral program that teaches 
participants how to manage their thinking to control their behavior. Based on the principles of cognitive 
restructuring and problem-solving social skills, T4C acknowledges people’s inherent abilities and then 
shows them how to use those skills to create for positive, crime-free outcomes. 

NIC offers only a handful of training programs regionally due to their broad applicability across the 
correctional continuum of services for justice-involved individuals, and T4C is among them. With over 
10,000 active users to date, it has been made available nationally, including in hard-to-reach places like 
Alaska, Hawaii, Guam, Puerto Rico, and the U.S. Virgin Islands, as well as globally.  

The T4C curriculum has been online as a self-paced course accessible to certified trainers by tablet or 
cell phone since 2016. Moves to transition the course to an e-course format began in March 2020. 

Since that time, several recent updates to the course have included the development of over a dozen 
new accompanying videos. Based on constituent feedback, these videos will also now be available in 
Spanish to accommodate trainers who serve bilingual and Spanish-speaking populations.  

 

Roll Call: Archibald Weatherspoon, Correctional Program Specialist, 
Academy Division 
My experience with the Thinking for a Change program has been since 2007 as a correctional officer at 
the Hennepin County Correctional Facility. I was a facilitator working inside the jail for about a year-and-
a-half and then I became a probation/parole officer in the state of Minnesota for 13 years where I was 
delivering that program. I was trained to be a trainer of the program and now I'm a master trainer; I 
train those to train others.  

It's been a fulfilling experience [working on] a program that I love. I truly do love the Thinking for a 
Change program. There are a lot of people who I have seen use the program to change their lives, 
improve relationships with their family members and loved ones, and really help them stay out of 
custody by using their thinking skills. [They are] not reacting emotionally but using those thinking skills 
to [help them] prepare and plan for what they want to achieve. That's been really, really cool. 
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Dosage Probation 
Dosage is a probation strategy that aims to sentence justice-involved individuals to a duration of 
supervision based on their individual needs. Individuals at a lower risk of re-offending might receive little 
to no probation compared to individuals with higher risk. It’s a promising practice based on a 
combination of several research studies. 

Currently, NIC is partnering with states to implement dosage at the statewide level. However, the tallest 
hurdle has been being able to access treatment interventions. While an individual might receive 300 
hours of probation, there may only be enough resources available for that individual to complete 250 
hours. It’s a problem for individuals with the highest risk of recidivism and, consequently, the longest 
probation. Another hurdle is having enough of the right types of interventions available. So, while 
paying child support is the right thing to do, it doesn’t qualify as an acceptable intervention for 
probation leading to behavior change. Therefore, NIC is working with states to brainstorm how 
treatment options in the community might be expanded for high-risk populations. Options currently 
include adapting or funding existing cognitive-behavioral models or developing a new model to be 
available to the field at no cost. 

The culmination of the dosage project will result in a national model that others can follow. A microsite 
will be used to host a toolkit of materials, including NIC’s dosage probation publication series, which is 
already available. 

Justice-Involved Veterans 
VETERANS COMPENDIUM PROJECT 
To address the needs of justice-involved veterans, the National Institute of Corrections developed 
several publications highlighting veteran-specific programs that are being used currently throughout the 
criminal justice system. These programs can be models for other jurisdictions who are looking for 
information about how to start veterans programming in their own area. Referred to as the Veterans 
Compendium Project, the series consists of publications highlighting programs in jails, prisons, courts, 
law enforcement, and the community.  

The final publication in the compendium is a summative document that covers approaches to working 
with justice-involved veterans throughout the criminal justice continuum. It is scheduled to be released 
in the upcoming fiscal year. 

VETERAN-INFORMED CARE TRAINING ON RESPONSIVITY 
Veteran-Informed Care Training on Responsivity or VICTOR is a curriculum designed to help correctional 
staff provided services to justice-involved veterans by exposing them to the military culture, risks, and 
needs affecting this unique population. Students learn about post-traumatic stress disorder, traumatic 
brain injury, and other mental health issues related to military service as well as the pitfalls that former 
servicemembers face in returning to civilian life. When combined with the principles of effective case 
management, VICTOR helps staff provide justice-involved vets with the most appropriate care. In 2022, 
the VICTOR curriculum will be available for the first time as an e-course.  
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