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DISCLAIMER 

This technical assistance activity was funded by the Jails Division of the National Institute of Corrections.  
The Institute is a federal agency established to provide assistance to strengthen state and local 
correctional agencies by creating more effective, humane, safe, and just correctional services.  The 
resource persons who provided the on-site technical assistance did so through a contract, at the request 
of the requesting agency, and through the coordination of the National Institute of Corrections.  The 
direct on-site assistance and the subsequent report are intended to assist the agency in addressing issues 
outlined in the original request and in efforts to enhance the effectiveness of the agency.  The contents of 
this document reflect the views of technical resource providers.  The contents do not necessarily reflect 
the official views or policies of the National Institute of Corrections. 
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Jail and Justice System 
Assessment 
Section 1.  Background 
 

Request for Technical Assistance 

 
County Administrator Ryan Pelletier and former Sheriff Shawn Gillen 
submitted a request for a Jail and Justice System Assessment (JJSA) 
from the National Institute of Corrections (NIC). Karen Albert and 
Roger Lichtman were contracted by NIC to deliver the on-site technical 
assistance on June 18-20, 2024.  Mr. Lichtman and Ms. Albert 
coordinated arrangements for the visit and technical assistance 
activities with the County Administrator Ryan Pelletier. 

Jail and Justice System Assessment (JJSA) 

 
JJSA Purpose and Goals 
Jurisdictions frequently request the JJSA because the jail is “crowded,” 
and, as such, under some scrutiny.  It is important to note, that jail 
officials are rarely able to control the flow of inmates in and out of the 
jail.  Policy and practice in the individual justice system components 
(i.e., law enforcement, prosecution, courts) are the primary drivers of 
the inmate population.  Moreover, although the jail possesses a wealth 
of information about how the rest of the system is operating, jail staff 
are often unaware that the information they have in the data they 
routinely collect will reflect the impact of those system policies and 
practices.  In the meantime, the rest of the criminal justice system is 
sure it is managing their role in the system the best it can, and often 
feels taxed to the limit.  Oftentimes, key criminal justice partners work 
well as individuals to respond to the growing crowding issues without 
fully understanding the potential impacts on the other system 
components, including changing their policies to implement measures 
that may negatively impact crowding.   

National 
Institute of 

Corrections 

• • • 

The National Institute 
of Corrections (NIC) is a 
small federal agency 
within the Department 
of Justice, Bureau of 
Prisons.  NIC was 
established in the 1970's 
to be the primary 
federal source of 
assistance to state and 
local correctional 
agencies.  The Jails 
Division of NIC helps 
local jails across the 
country by providing 
training, technical 
assistance, and 
information services. 
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The purpose of the JJSA is to determine the need for improvements to the existing jail and its 
operations (including the potential need for new construction, expansion, and/or renovation), and to 
determine the need for improvements to enhance the effectiveness of the overall justice system.  This is 
accomplished through an assessment of the jail against professional standards and accepted 
management practices, and an examination of the major components of the justice system including 
law enforcement, courts, prosecution, defense counsel, and community sanctioning options.   

The JJSA demonstrates to the stakeholders that beyond their common purpose, they can impact the 
overall criminal justice system by implementing measures to reduce the jail population.  The jail 
benefits by better population management; the other components benefit by sharing information and 
minimizing redundancy; and all will be working smarter, not just harder.   

The JJSA helps to assess how well the system is handling the demands it faces; determine if the existing 
services and programs are meeting their needs and are consistent with public safety (the community’s) 
concerns; and make sure those programs are having the desired impact on the system, and more 
specifically, the jail population. 

The ultimate goal of the JJSA is to provide the jurisdiction with a solid, unbiased assessment of the 
condition of the jail and what opportunities could exist in the long term, and what can be done in the 
interim period that will assist in making the jail safer and possibly a more efficient operation. 

JJSA Activities 
The JJSA process includes a brief assessment of the jail, a review of selected jail and system data, 
interviews with key criminal justice officials, and a community meeting -- all of which occur over a 
three-day period when the NIC technical resource providers (TRP) are present in the community.  The 
community meeting provides an opportunity to: 

• Educate the participants about the role of justice system policies and practices on the use of the 
jail and the size of the jail population; 

• Provide participants with the technical resource providers’ preliminary findings based on the 
jail assessment and interviews;  

• Provide participants with some preliminary options to address jail and other criminal justice 
system needs; and 

• Provide a forum for participants to share their concerns and ideas about the issues raised and 
initiate discussions about planning for change. 
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Preparations for the On-Site Visit 

Prior to the on-site visit, Karen Albert contacted Jail Administrator Ryan Pelletier to get further detail 
on the County's expectations and desired outcomes for the JJSA.  Lieutenant Bryan advised that the 
request for the JJSA was prompted by a need to address a fluctuating inmate population in the 
Aroostook County Detention Center (jail), lack of appropriate types of housing for inmates – especially 
females, and more violent and special needs inmates, and the need for strategies to educate the 
community to gain their support in addressing gaps in services and for potential funding to address 
these issues.  Past initiatives to increase bed capacity have failed, due in part to the lack of community 
involvement in the program.  The JJSA was requested as a way to continue the community discussion 
about these issues. 

These discussions resulted in the following scope of work for the Jail and Justice System Assessment: 

• Make necessary preparations for the onsite visit; 
• Conduct an entrance meeting with key staff to gather additional background information, 

review the desired outcomes for the JJSA, and confirm the agenda for the three-day site visit; 
• Conduct a brief tour of the Aroostook County Detention Center to get an overall perspective of 

issues and conditions; 
• Interview key justice system officials including at a minimum the sheriff, prosecutor, public 

defender, judges, police, and probation; 
• Facilitate a town hall meeting to present information about the local jail and the impact of system 

policies and practices on its use; present preliminary assessment findings, review jail and system 
data; present information about the facility development process, and discuss community 
readiness for planning; 

• Conduct an exit meeting with key stakeholders to review the site visit activities and discuss next 
steps; and 

• Prepare a technical assistance report outlining the findings and recommendations developed 
pursuant to the JJSA. 

 
To prepare for the onsite visit the technical resource providers: 
 

• Outlined the necessary on-site preparations for the local point of contact, including a draft of an 
onsite agenda and list of persons to be interviewed; 

• Developed and forwarded structured interview questions for those justice officials scheduled for 
interviews; 

• Requested selected jail trend and snapshot data; 
• Reviewed the pre-JJSA survey completed or coordinated by Sheriff Coleman; 
• Reviewed and conducted preliminary analysis of jail data provided by the sheriff’s office;  
• Prepared an agenda (Appendix A) and slides for the community meeting; 
• Gathered available statistics on county population, arrests, and court filings; and 
• Finalized and confirmed the overall agenda for the JJSA with the local point of contact.  
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The following documents were reviewed during this activity: 
 

• JJSA technical resource materials; 
• County jail population data; 
• Various documents and reports providing information about criminal justice activity within 

Aroostook County. 
 

The following persons completed a questionnaire or were interviewed during the on-site visit: 
 

• Ryan Pelletier, County Administrator 
• Pete Johnson, Sheriff 
• Matthew Cummings, Chief, Town of Fort Fairfield Police 
• Michael DeLena, Chief, Fort Kent Police Department 
• Chris Hayes, Chief, Presque Isle Police Department 
• Adam Pinette, Adult Probation and Parole Officer, Region III 
• Brandy Fuller, Community Correction Program  
• Billie-Jo Caron, Aroostook County Community Corrections Program, Case Manager 
• Craig Clossey, Commander, Sheriff’s Office 
• Shanna Morrison,  
• Todd Collins, District Attorney 
• Toby X Public Defender 
• Bryan Jandreau 
• Heidi Rackliffe-treatment programs 
• Jail Study Commission members 
• Various other Aroostook County Detention Center staff 
• Various inmates. 

 
Several of the above-named, along with other officials, attended the Town Hall Meeting as well.  A list 
of the planning meeting participants is included in Appendix B. 
 
The TRPs meet with the Jail Commission team on December 7th, 2023 and conducted the onsite visit 
June 18-20, 2024. 
 

Purpose of the Report  

The purpose of this report is to document: 
 

• The technical resource providers’ (TRPs) impressions regarding the jail facilities and operations; 
• The TRPs assessment of local criminal justice system practices and use of alternatives; 
• A summary of the interviews conducted with key criminal justice officials; 
• A summary of the Town Hall Meeting held during the JJSA in Aroostook County; and 
• The technical resource providers’ recommendations regarding the planning process and the 

steps that should occur to develop a long range plan to meet the County's correctional needs. 
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Section 2.  Community Profile 
 
Developing a Community Profile should include a review of county 
census information and projections, including population by age, 
income levels, level of education attainment, employment data and 
recent increases or decreases in the population.  Data affecting 
population stability; i.e. number of people moving into/out of the 
county per year, employment rates, family ties to the area should 
also be reviewed.  

Community resources such as health and social services, schools, 
employment services, etc. should also be surveyed and 
documented. These are services and resources that may assist the 
jail and related inmate programs in addressing needs and reducing 
recidivism.   

Following is a brief presentation of the types of information that is 
representative of what might be included in a Community Profile. 

Overview of Aroostook County  

Aroostook County is in northern Maine along the 
Canada-United State Border.  The population was 
67,105 in 2020.1  The county seat is in Houlton, 
yet the largest city is Presque Isle, ME.  The 
county is 6,800 square miles of land making it 
the largest county in Maine and the largest in 
the United States east of the Mississippi river.   

The establishment and adoption of policy falls on the 3-
member Board of County Commissioners, and the execution of 
policy is the responsibility of the County Administrator who is 
appointed solely based on executive and administrative 
qualifications. 

The Treasurer, Sheriff, Registers of Deeds, District Attorney, Judge of Probate and the Register of 
Probate, are elected pursuant to the Constitution and laws of the State of Maine. All actions relating to 

 
1 "Census - Geography Profile: Aroostook County, Maine". United States Census Bureau. 
Retrieved November 21, 2021. 

Community 
Profile 
• • • 

In order to accurately 
assess the historical 
growth in the inmate 
population, as well as to 
project that growth into 
the future, it is 
necessary to assess the 
factors external to the 
criminal justice system 
that impact the jail 
population.  These 
include general 
population changes, 
economy, crime and 
other social factors, and 
changes in laws and/or 
enforcement priorities. 
For example, increases 
in the number of people 
in the population at-risk 
(younger, less affluent, 
less educated people, 
more transient) are 
assumed to adversely 
affect the jail 
population. 

https://data.census.gov/cedsci/profile?g=0500000US23003
https://en.wikipedia.org/wiki/United_States_Census_Bureau
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personnel, fiscal matters and general administration of the County shall be accomplished in 
cooperation with the County Administrator.  

County Board serves as the taxing authority, the contracting body, and the chief administrators of 
public funds. Among other duties, the County Board enacts laws, ensures compliance of laws, and 
secures professional services for the county. 

Population Profile 

 
Historical Population Trends and Projections 
The county population according to the 2010 U.S. Census was 71,870.  The population has been 
relatively stable over the past four years.  

Aroostook County Historical Population Trends 

 

Components of Change 
From 2013 to 2021 the Aroostook population decreased by approximately 3,000 residents, although 
there was a slight increase in 2022. It is useful to understand the components of population change 
because it offers insight into the causes of growth or decline, and it helps highlight important areas of 
inquiry.  For example, are people drawn by the geographic location, services available in the 
community, work opportunities, etc.? 

Demographics2 
The following table provides a breakdown of the Aroostook County population by race in 2020.  

 
2 United States Census Bureau: American FactFinder. Retrieved from http://factfinder.census.gov 
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Race Percent 
White 94.5% 
American Indian 2% 
Black 1.1% 

The county population is predominately White (94.5%) according to U.S. Census Bureau 2020 
population estimates.  Individuals of American Indian ethnicity represent the next largest group at 2% 
of the county population.  These figures are consistent with the total population in Maine.  The county 
female population, at 50.1%, is comparable to the 50.7% rate for Maine, and 50.4% rate for the U.S.  

The percentage of the county population 65 or older is 25.9% compared to Maine at 22.5% and the US at 
17.3 percent.  The demographics of the community are important to understand to identify the 
numbers and trends of at-risk age groups which are typically in their 20s and low 30s.  The apparent 
aging of the Aroostook population may signal a trend in younger populations moving to larger cities, 
or there may be a correlation between the aging population represents the decline in the overall 
population. 

Socioeconomc Profile3  

Several indicators determine the economic health of a jurisdiction.  No single indicator should be 
considered by itself. Rather, a range of indicators should be analyzed together to get a comprehensive 
view of the economy.  Several indicators for Aroostook County, which are representative of the types 
of data essential to review when developing a Community Profile for Aroostook County, are presented 
below.  

Income and Poverty 
Aroostook County lags the state and U.S. in persons employed and has a higher poverty rate.  The table 
that follows compares the county to the state and national statistics.  The county poverty rate was 4.6% 
higher than the state rate.  

Income and Poverty (2020) 
 Aroostook County Maine U.S. 
Employed 53.8% 62% 63% 
Poverty Rate 15.4% 10.8% 11.5% 
No health Insurance 9% 8.4% 11.5% 

Employment data can be an indicator of how well a county is faring in the current economic climate 
and how stressed individuals and families may be due to their economic condition.  It would be helpful 
to understand the correlation between crime and the economy as it impacts both bed space needs for 
the jail and the ability of a county to pay the costs of incarceration and other public safety services.  It is 

 
3 Ibid 
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helpful to look at the rates over time to see if they are increasing or decreasing.  Further investigation 
might provide insight into what may be driving the rates in either direction. 

Education 
Education is yet another factor that contributes to the overall community profile.  Aroostook County 
compares favorably with the rest of Maine in its residents’ high school graduation rates 

 Aroostook Maine US 
High school graduate 90.6% 94.10% 89.1 
Bachelor’s degree 21.4% 34.10% 34.3 
Household w/ computer 87.5% 92.90% 98 
Households w/ Internet 
subscription 77.4% 87.30% 88.3 

 

County residents appear to lag behind the state and national average in attaining bachelor’s and 
advanced degrees.  Households with a computer and Internet subscriptions significantly lag behind the 
state and nation, but this is consistent with other rural counties such as Washington and Piscataquis.  
Moreover, as Tony Gauvin, writes in “A Story of Five Counties”4 even the universities in Aroostook are 
“preparing rural students for urban jobs.”  Despite this assertion, the county staff interviewed 
disagreed with Gauvin’s assessment. 

Senate bill 3565 would allow the continuation of the Affordable Connectivity Program to extend 
funding which provides a monthly benefit that allows eligible low-income households to receive 
discounted Internet service.  Affordable connectivity correlates positively with increased employment 
rates and earnings for low-income households.5  Lower educational attainment, along with economic 
stressors, are community risk factors that can impact public safety demands. 

Community Resources 

All communities have programs and services that serve at-risk and justice-involved individuals.  Some 
may be used extensively by the justice system, while others exist as hidden resources waiting to be 
discovered.   

There was a general perception among the criminal justice stakeholders that there is not sufficient 
substance use disorder and mental health resources in the county to address the criminal justice need.  
This perception is described further throughout this report.  The existing services, which are touted as 
effective by those interviewed, do not provide sufficient capacity to accommodate the populations in 
need.  A particular need is residential treatment, and without such options, law enforcement is forced 

 
4 Gauvin, T. Rural Decline in Maine: A Story of Five Counties. https://internal.umfk.edu 
5 Michell, T. 2024. The End of the ACP: How MVNOs can navigate the changing funding landscape. Gigs. 
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to disregard persons in need or choose jail bed space for the safety of the potential arrestee and the 
community.  Lack of sufficient residential placements is further exacerbated by the distance local law 
enforcement officers must travel to obtain such services. 

A community profile should include an inventory of community assets and resources that could serve 
justice-involved persons both in the jail and in community alternatives.  An example of a format for 
gathering information about the programs and services that may be available in the community is 
presented on the following page.   
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Section 3.  Criminal Justice System Profile 
 
In developing the criminal justice system profile, information 
describing current criminal justice agency staffing, resources, and 
workload is gathered and reviewed.  Historical law enforcement 
data, including information on reported crime, crime rates, offense 
types, and law enforcement policies and practices is collected and 
analyzed. 
 
Historical court data including information on court structure and 
schedules, misdemeanor and felony filings, etc. is also collected 
and analyzed. 
 
Key criminal justice policymakers including the judges, probation, 
prosecuting attorney, public defender, the sheriff, jail 
administrator, and other local law enforcement agency 
representatives are typically interviewed to get their input and 
perspective on the needs of the criminal justice system and the jail. 
 
The results of this review are used to develop the Criminal Justice 
System Profile. 
 

Overview of Aroostook County Criminal Justice 
Agencies 

Law Enforcement 
The primary local law enforcement agencies in Aroostook County 
include the Aroostook County Sheriff’s Office (Sheriff’s Office), and 
the local police departments of Houlton, Presque Isle, For Fairfield, 
Fort Kent, Caribou, Ashland, and Washburn.  The Maine State 
Police, Maine Warden Service, Forestry Service, Border Patrol, and 
Customs also provide law enforcement in the County. 

Each law enforcement agency asked to complete the questionnaire 
responded quickly.  There is general agreement that there is a 
significant and growing population of persons with mental illness 
and/or substance abuse (i.e., opioids/heroin).  Resources for 

Criminal Justice 
System Profile 

• • • 

A justice system needs 
assessment should 
include a review of the 
overall functions and 
resources of the existing 
county criminal justice 
system with the intent 
of answering the 
following questions:   
 
• How well is the 

current system 
working?  

• Are existing services 
and programs used to 
their fullest extent and 
effectiveness? 

• Are there apparent 
gaps in services and 
programs?  

• Are cases processed 
through the system in 
a timely and efficient 
manner? 

• How can the criminal 
justice system do a 
better job? 

 
The results of this 
review are used to 
develop the Criminal 
Justice System Profile. 
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persons with mental health issues are reportedly limited for pre-adjudicated arrestees. 

There was general agreement that law enforcement practices (e.g., number of arrests) are not 
influenced by jail crowding.   However, the availability of resources such as detox centers or 24-hour 
local access to mental health care could potentially reduce the number of arrests. 

The figure below highlights the trend in arrests in Aroostook County as compared to the average daily 
jail population during the ten-year period of 2013 through 2023. 

The number of arrests 
realized a steady increase 
from 2016 until 2020 - likely a 
result of COVID-19, and then 
a similar steady increase from 
2021 to today.  The average 
daily population has been 
somewhat consistent with the 
jail admission until 2020 
when the jail admission 
dropped significantly, but the 
average daily population 

decreased only slightly during this same time period.  Since 2021, the average daily population has 
continued to increase at a high rate.  Identifying the reason(s) for this increase can assist decision-
makers in determining future bed needs.   

The relationship between the county population and jail admission can also be telling.  Judging from 
the table that follows there doesn’t appear to be a correlation between the overall county population 
and the number of jail admissions.  Despite the steady decrease in the overall population, jail 
admissions have increase over time except during the COVID-19.   

It is interesting that the county 
population and jail admissions were 
trending consistently from 2014 to 2016, 
and then from 2017 to 2019 there was a 
significant increase in jail population 
that did not trend with the county 
population.  The jail admissions 
decreased significantly during the 
COVID-19 period because of the jail 
effectively being “closed” for new 

admissions.  However, since 2021, the jail admissions have increase at a trajectory comparable to 2017 – 
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2019.  Determining the reason for the increase in the jail admissions during that period could signal a 
trend that should be monitored on an ongoing basis. 

 
Courts 
The role of the courts in managing the county criminal justice system cannot be overstated.  Case 
processing, judicial decisions, and an understanding of the role of the jail can influence the number of 
inmates housed in the county jail.   

Court managed pretrial programming, other than the Sheriff's Office’s Aroostook County Community 
Corrections Program (ACCCP), has not been explored in the County, although many of the criminal 
justice partners (i.e., judges, district attorney, probation staff, etc.) appear to be amenable to exploring 
the benefits of such programs.  The Sheriff’s Office program afford otherwise incarcerated individuals 
an opportunity to participate in supervised release.  The ACCCP is funded through the jail fund and 
includes four case managers including a supervisor.  The program focuses on monitoring rather than 
treatment unless ordered by the court or desired by the client.  Staff acknowledge the need for more 
substance use and mental health programs.  There is a flat $25 fee to participant in the program.  
Program violations are reported to the district attorney to determine if a motion to revoke will be 
issued.  There are reportedly approximately 135 program participants in the program for 1-2 years 
depending on the charges.  

Although the one of the courts is collocated with the jail, video technology for conducting arraignments 
is being used since COVID-19.  The use of video technology reduces the number of escorts into the 
courtroom, thereby improving overall courthouse security, and avoiding movement from the jail to the 
courthouse.  While defense attorneys often question the merit of video technology due to inability to 
meet with clients, the attorneys interviewed indicated that the jail staff are exceptionally responsive to 
meeting their needs.  Deference to attorneys was supported by program leaders who report that their 
visits are suspended upon arrival of attorneys. 

Aside from commitment to either prison or jail, sentencing options are limited.  The judiciary declined 
to visit with the technical resource providers, so the information provided relies on newspaper articles 
and interviews with other stakeholders.  Moreover, there is an interest in exploring residential 
treatment programming. 

Prosecutor 
Maine district attorneys are the elected representatives of the state in all criminal and some juvenile 
matters.  The primary responsibility of the district attorney, with his or her assistants, is to prosecute all 
criminal cases filed in the superior and district courts.  Each district has at least four full-time assistant 
district attorneys. The district attorney and the assistant district attorneys are paid by the state and are 
not allowed to have their own private practice of law.  
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The Prosecutor’s Office serving Aroostook County is part of region 8.  In addition to the district 
attorney, there is one deputy, five assistants, five, legal assistant, three victim-witness assistants, and 
one staff supervisor.  District attorneys are responsible for prosecuting criminal cases in Region 8.  

Public Defender 
Recently, there has been concerns about the lack of attorneys to provide legal services to low-income 
people to provide for their constitutional right to counsel.  Referred to as a “constitutional crisis,”6 The 
Maine Legislature unanimously passed legislation to create ten new public defenders, of which two 
will cover Aroostook, Piscataquis, and Penobscot counties.   

While these attorneys will provide counsel during arraignment, the need for an assigned attorney post 
arraignment could continue to be an issue.  The TRPs met with one defense attorney who commutes 
from the Portland area to Aroostook County to provide counsel to a defendant.  The prosecutors 
confirm that many if not most cases are plea bargained.  The data suggest that these agreements are 
made after the justice involved person has been incarcerated for several months. 

Ongoing analysis of the case processing data must continue to determine which factors are barriers to 
inmates receiving defense counsel and trial in an expedient manner. 

Parole and Probation 
Maine Department of Corrections Community Corrections, i.e., Probation and Parole is a state agency 
responsible to supervise and case manage post-conviction clients who are either on probation or are 
still under supervision after being release from a county jail or state correction facility.  Region 3 offices 
in Aroostook County are in Caribou, Houlton, Presque Isle.   There is no county-level probation 
equivalent in the County.  

As a general practice, pre-sentence investigations are not conducted.  However, upon request of the 
court, probation officers are responsible for completing pre-sentence investigations, which are typically 
conducted within six weeks of a felony conviction, for use in a sentencing hearing.  

Approximately 33% of the incarcerated persons are committed on a form of motion to revoke probation 
or probation revocations, of which many of the charges are drug related.   

Community Corrections has a range of options available to manage persons in their charge.  The range 
includes a “do nothing” approach to short jail stays.  These options can potentially contribute to 
crowded conditions in the jail.   

 
6 Abrahamson, R., 2024. More than 100 Mainers are in jail awaiting lawyers.  The fix remains elusive. Morning 
Sentinel 2/25/2024. 
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Transportation outside of the major cities is difficult in part due to limited times transportation is 
available.  Transportation is not reportedly an issue for Community Corrections meetings, many of 
which are conducted via video.  Services are not typically fee-based  

Probation staff reported reasonable access to their probationers in the jail; however, meeting space is 
severely lacking.  Staff most often meet with their clients in a small multipurpose/interview room.   

Case Flow Mapping 

Although it is beyond the scope of the JJSA, a criminal justice profile should include an assessment of 
the process by which cases move through the justice system.  Case flow maps describe each of the steps 
and key decision points in the justice process and include such information as the policies and practices 
of agencies/officials involved at each stage, workload, policy and program options that may be 
available at each stage, average timelines, and any gaps or inefficiencies in the process.   

Recommendations resulting from this case flow 
review may include changes in policies and practices, 
improvements in communication and coordination, 
and implementation of alternative programs and/or 
services.  The goal is to identify opportunities for 
maximizing the efficiency and overall effectiveness of 
the justice system.  See Appendix C for more 
information about the key decision points in the case 
flow process and the program and process options 
that may improve the functioning of the justice 
system and potentially reduce crowding in the jail.  
Alternatively, the Sequential Intercept Model 
provides a range of options or points where mental 
health and substance use interventions can be used to 
identify treatment needs.  
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Section 4.  Jail Population Profile 
Inmate Profile 

The technical resource providers requested select jail data prior to the 
on-site visit.  This section of the report provides a summary of the 
technical resource providers' preliminary analysis of the data provided.  
The data included a sampling of a one-day snapshot.   

Below are several figures highlighting some of the key characteristics of 
the inmate population drawn from the data provided.  The figures are 
representative of the types of profile information which should be 
collected and analyzed, but the analysis provided herein is based on a 
very limited amount of data. 

Inmate Profile - Gender 

The female population in the 2024 sample accounted for 14% of the total 
held – consistent with the national average of 13.4% for females in jail in 
2021.7   

Inmate Profile - Age  

The inmate population in 2015 ranged from 19 to 84 years of age, with 
the average age of 37. 

One-Day Snapshot – Residence  

Most of the inmates in the one-day sample were County residents (84%). 
It is suspected that most of the out-of-county inmates are in surrounding 
counties.  Given that information, it is likely that justice involved persons 
will return to the county. 

One-Day Snapshot – Custody Status 

Unlike contrarians in other communities, it appears after numerous 
discussions, that all stakeholders want to do what is right in terms of the 
jail and the justice system as a whole. According to our understanding, 
95% of the jail detainees are non-adjudicated felons, and many have prior arrests. The jail population 

 
7 Jail Inmates in 2021 – Statistical Tables, Bureau of Justice Statistics.  December 2022, NCJ 304 on Women 
Offenders-2015.  Correctional Population in the United States, 2013-Bureau of Justice Statistics published 
December 19, 2014. 

Jail Population 
Profile 
• • • 

Data on the current jail 
population is collected 
and analyzed to develop 
a profile of its criminal, 
adjudication, behavioral, 
social, and demographic 
characteristics.   

The profile is useful in 
several ways: 

• Developing forecasts 
of space needs and 
specifications for 
detention and 
alternative programs; 

• Identifying 
classifications of 
inmates based upon 
risk and offenses; 

• Determining specific 
programs and 
services required to 
address inmate 
needs; and 

• Developing strategies 
for managing inmates 
through a continuum 
of community 
sanctions and 
programs. 
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on the day of our visit was ~95, although the current ADP pushes to 114 with a maximum design 
capacity of 120, and a functional capacity of 100. 
 

One-Day Snapshot – Charge Type 

An important consideration in 
managing the inmate population is 
determining whether the inmates are 
charged with violent or nonviolent 
crimes.  Clearly managing a 
population of alleged violent 
inmates will be different than a 
population of nonviolent inmates.  
This data also informs the criminal 
justice partners of the potential to determine the types of beds necessary to manage the population as 
well as determining if some nonviolent inmate could be managed successfully in the community.  The 
data collected for the one-day snapshot indicates that while more than 86% of the inmates are charged 
with a felony, only approximately one-third of the inmates are incarcerated for a violent crime. In many 
cases, the felonies are based on motions to revoke probation and/or drug related charges. 

 
Implications for Planning 
Inmate profile data provides a picture of who is in jail and their characteristics.  This information is 
helpful in providing a breakdown of future housing needs by size, classification and custody level.  It 
also provides information about the types of risks and needs inmates present that the facility must be 
prepared to address. 

 
Historical Trends 
The following table shows the annual historical trends and rates of change on several factors that 
influence the size of the jail population.  The figure that follows shows the cumulative rates of change 
for these factors.   

There appears to be a potential correlation between the average length of stay and the daily jail 
population.  The average length of stay drivers, e.g., time to process cases, sentence length, time held 
pretrial should be monitored.  This is a common occurrence with jail populations.    

A responsive criminal justice system is fluid in its decision making to maximize sustainable jail 
population management.  One of the difficulties with such a responsive approach is the outcome 
impacts of these decisions.  A formal risk assessment is not conducted as part of the bond decision; 

Felony

Misdemeanor
Charge Level

37%
Violent63%

Non-…

Violent Crimes
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however, a criminal history is conducted and provided to the judge at first appearance. Bond decisions 
are typically made based on (a) the likelihood the individual will appear in court, and (b) safety of the 
community.8  Data regarding bond amounts, appearance rates, and new arrests can help inform the 
criminal justice partners to avoid incarcerating people who merely do not have the ability to pay, and 
to confine those who present a risk to the community.  A validated risk and needs assessment can 
support bail and bond decisions in Aroostook County.  

 

 
8 It is assumed that community safety includes preventing the arrestee from influencing or intimidating 
witnesses. 
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Section 5.  Facility Assessment 
The Aroostook County Detention Center was opened originally in 
1889.  The facility resides in a building adjacent to the courthouse 
and across the street to the office of the Sheriff, who is responsible 
for operating the jail.  The jail was expanded in 1985 to allow for a 
rated capacity of 85.  The expansion was accommodated by 
relocating functions in the basement level to other areas and 
expanding further into the basement. 

The jail is located in the southernmost of three population centers 
in the county. Located in the County seat of Houlton, the jail is 
approximately a one-hour drive from the largest population center, 
Presque Isle and an additional 20 minutes from Caribou. The jail, 
originally built in 1889, is well beyond its useful lifespan. Any non-
detention building such as an office or school being utilized 
approximately eight to 10 hours per day has a useful lifespan of 
approximately 30 years based on allowable depreciation schedules. 
Obviously, with routine maintenance buildings last well beyond 
that. A jail being utilized 24/7 may have an expected life span of a 
third. However, with proper maintenance, jails can effectively 
function considerably longer periods.  However, to expect a jail in a 
rural community with a harsh environment to function for 50 
years, let alone 135 years is unrealistic. 
 

The average daily population for 2022 was reportedly 85 inmates, 
but there has been an ongoing increase since COVID-19 such that 
the population averages 119 inmates.  Space limitations existing in 
the facility hinder the ability to separate females based on their 
classification and custody levels and some separations of male 
inmates as needed due to classification or keep separates.  The table 
that follows illustrates the total number of beds in relation to the 
functional capacity of 94 when considering peaking and 
classification factors.  The trajectory of the population suggests that 
the number of incarcerated persons will increase both in terms of 
jail admissions and average length of stay. 

Jail Assessment 
• • • 

A primary goal of a Jail 
Assessment is to 
compare and evaluate 
the performance of 
existing facilities with 
current and future 
needs.   Building 
soundness and 
adaptability, living 
conditions and 
sanitation levels, fire 
and life safety, safety 
and security, programs 
and services, inmate 
classification and 
housing, compliance 
with standards, layout, 
and capacity are all 
considerations in 
conducting an 
assessment.   

The assessment 
provides information 
for the jurisdiction to 
determine the need for 
facility improvements or 
the development of new 
facilities.   
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Access to the facility for new arrests is via a 
single-car vehicle sallyport.  If there are multiple 
arrests during one incident, law enforcement may 
have to stage their vehicle outside of the sallyport 
until space is available 

Once inside the facility, the arrestee undergoes 
intake processing.  The booking area includes 
open spaces for computer booking, fingerprint 
and photo equipment and body scanner.  There is 
no holding area in intake processing, so inmates 
must be moved following intake processing to housing.  Staff use an Initial Housing Assignment 
Flowchart to determine appropriate housing.   

Law enforcement officers report there is sufficient space to conduct intake process although this space 
was observed as woefully insufficient. 

Once booked, the inmate will typically be placed in the intake holding cell.  Due to lack of appropriate 
housing, these spaces are also used for special needs and special management inmates (i.e., suicide 
watch, administrative segregation, medical, etc.) 

Generally, housing is open dormitory with bunk beds.  Housing is located on floors of the facility with 
access via stairs and one elevator resulting in inefficient staffing inefficiency and limiting supervision of 
incarcerated persons.  The single cell housing adjacent to booking provides for limited observation.  
Since suicidal and special management inmates occupy this space, these cells are camera monitored – 
along with numerous other monitors.  While dormitory style housing is prevalent throughout the 
facility, visibility into the units is typically limited to the dayroom and not the multi-occupancy 
sleeping areas.   This, in effect, linear design significantly restricts the ability for staff to effectively 
observe and actively supervise inmates.   

Despite the crowded conditions, jail staff reports minimal incidents.  It should be noted that the 
inmates observed and interviewed during the site visit were compliant, respectful, and answered 
questions candidly and honestly – a credit to the jail staff who informed the inmates of the activities 
that were to occur during the onsite tours.  All inmates interviewed indicated that they felt safe in their 
housing unit. 

It is important to note that jail operations must meet the requirements of most other institutions and 
businesses, including environmental codes, fire codes, safety codes, building codes, clean air and 
smoke free requirements, accessibility requirements (ADA), food service sanitation codes, employee 
rights, laws and rules, and worker training and certification.  In addition, however, jails are also 
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responsible for complying with inmate rights, including the provisions of the Prison Rape Elimination 
Act (PREA). 9 

Building Soundness and Adaptability 

Given the age of the building, the technical resource providers noted that the physical plant has been 
well maintained and noted no significant structural problems. There are occasions of plumbing 
backups, and regular maintenance issues.   Despite the advanced age of the building, the staff manages 
to keep it clean and functioning. Also, it is our understanding that as of late, staffing is at authorized 
levels.  Further, the attitude of the staff is excellent, realizing they are fighting the physical plant daily 
and making the most of a bad situation.  
 

Living Condition and Sanitation Levels 

Generally, the facility is clean and orderly. The HVAC system seemed to be functioning properly.  The 
facility was basically clean due in part to the conscientiousness of the staff.  One workforce inmate is 
assigned to facility housekeeping functions.  The lack of appropriate storage is a concern – both in 
terms of volume of storage and the types of items stored together.  It is very difficult to keep vermin at 
bay when there is insufficient storage capacity in appropriate locations.   

There is no outer drying area to the shower; inmates must exit the shower, obtain their towel and 
clothing, and dress in their cell, thereby raising potential privacy and PREA issues.  Neither the 
showers nor the toilet areas have access to grab bars for persons who require these ADA compliant 
measures.   

Fire and Life Safety 

There are numerous fire and life safety issues that simply cannot be addressed or make little sense to 
address in a building of this vintage. Despite a smoke detection system being installed, there is no 
suppression system or smoke evacuation, nor adequate windows for smoke dissipation. There is a lack 
of physical and electronic security, although the camera system helped. Along with the security, the 
ability to address PREA also presents some concerns.  Evacuation of the facility requires inmates to exit 
the building, into the outdoor recreation area that is secured by tall fencing that does little to prevent 
the introduction of contraband or protection from visibility from public areas.   
 

 
9 The Prison Rape Elimination Act, 42 U. S. C. 15602-15609 (2003) provides for standards for the prevention, 
detection, response and monitoring of sexual abuse in adult prisons and jails.  
Retrieved from http://frwebgate.access.gpo.gov/cgi-bin/getdoc.cgi?dbname=108_cong_public_ 
laws&docid=f:publ079.108.pdf  
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There is limited monitoring of the property inmates maintain due to in part to staff deployment that is 
not sufficient to provide more than ongoing security rounds.   
 

Storage is sufficient but located throughout the facility in vacated areas with limited preplanning.  This 
is not to say the spaced are disorganized, the storage exists in pockets of spaces rather than a more 
central location.   

Safety and Security 

The jail staff are responsible for monitoring 
cameras at the jail, conducting security rounds, 
and managing the inmate population.  Officers 
view the single-cell housing from cell fronts that 
have been covered camera monitors in the control 
room.  The monitors have the unintended 
consequence of limiting visibility into the cells.  
 

Programs and Services 

Any jail is merely a tool that will either enhance or impede the operations of the staff. This jail building 
is clearly an impediment to good staff operations and makes it nearly impossible to run successfully. 
As an example, there are numerous programs and counselling opportunities that can be afforded to 
detainees, but there is only one room in the jail suitable to house those programs and there is 
competition for time with other programs and attorney visits which take precedence.  Recreation, 
education, religion, substance use, mental health services, and others are provided but limited due to 
the lack of appropriate space for programs.  There is no formal reentry programming from the jail back 
into the community.  Current programs are mostly limited to providing the inmates with leisure 
reading materials and television.  Non-contact visit spaces and corridors may be used for one-to-one 
visits. 

Indoor recreation is limited to dayroom activities with 
medicine balls and sandbags.   Outdoor recreation is 
sufficiently sized, but equipment recently purchased 
requires a reinforced foundation and leveling of the asphalt 
play area.  Moreover, the fenced area has visibility from 
public area and allows for passing contraband, and 
provides for marginal security, at best.  Access to the 
outdoor recreation area is not ADA compliance resulting in 
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staff having to escort inmates outside of the secure perimeter to access the area.   
Food is prepared in a kitchen arguably sufficiently sized to accommodate the current population.  A 
contract provider oversees the preparation with the assistance of inmate workers.  Staff serve meals to 
the inmates who eat in their housing units.  On occasions when the one facility elevator is inoperable, 
staff must carry trays to the appropriate housing floor.   

Visits are most often conducted via handheld tablet devices.  Two non-contact visiting booths are 
available; these are most often used for professional visits.   The 
visiting areas are cramped and as reflected in the adjacent 
photograph, the visiting booths are small and do not provide for 
private conversations without the addition of the cardboard 
covers applied during confidential visits, which renders 
inadequate observation of the area in the event of an emergency.  
Moreover, neither the inmate side of visitation nor the visitor side 
are ADA accessible.   

Alternative Correctional Healthcare (ACH) s a contract health care provider 
serving northern Maine. ACH is reported to take a holistic approach to health 
care including medical, mental health, and substance use disorders.  ACH 
distributes medication and triages inmate health care concerns.  Community 
resources are accessed as needed.  There is limited and inappropriate space for 
addressing health care needs.  The exam room displayed to the left is woefully 
too small, and during the site visit water backup was coming from the drain.  
Other spaces are merely for storing medication carts.  Often triage is conducted 
at the housing unit entrance.      

Inmates’ personal laundry is washed and dried in bulk by a workforce inmate using a commercial 
washer and dryer.   

Inmate programs coordinated by Sgt. Morrison are impressive and robust given the lack of program 
space. Programs offered include Thinking for a Change, Knitting, Career Center, ServSafe Certification, 
and Diploma & Adult Ed.  Some program is conducted via video conferencing.  

Inmate Classification and Housing 

Inmate classification assessment tools allow jail operations to assess and then appropriately house 
incoming inmates.  Typically, the booking officer makes an initial assessment as to whether the 
condition of the inmate is suitable for acceptance into the jail.  Once the booking process is completed, 
booking officers would then determine if the inmate can be housed in intake housing or whether 
specialized housing (e.g., medical, mental health, special management, etc.) is necessary.  Once 

Non-contact Visitation  
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assigned to intake housing, a case manager/programs coordinator would complete a more formal 
classification whereby the inmate is assessed in terms of risk to the facility or any needs that must be 
addressed while in the facility. 

The classification system is generated through the jail records management system; it is not known if 
the system is validated.  The current crowding situation in the facility limits the ability of the jail staff to 
separate inmates according to the most appropriate classification.  In some cases, inmates are housed in 
areas more secure than appropriate for their classification and vice versa. 

Compliance with Standards 

Although this assessment was not an audit of compliance with applicable jail standards, the 
consultants did observe operations, interview staff and 
inmates, and observed virtually all areas of the facility.  
There were numerous hurdles to meet ADA compliance as 
noted in the adjacent photos. 

 There was no indication of significant standards-
compliance issues outside the physical limitations of the 
facility noted in this report.  The Department of Corrections 
inspection, conducted biennially, indicated 100% compliance with the minimum standards for county 
detention facilities in December 2022.  This is not atypical when establishing minimum standards and 
working with agencies to find operational means to overcome physical plant deficiencies.  

Beyond the issues of staffs’ inability to actively supervise inmates, the existing 
physical plant is a significant deterrent in meeting PREA standards.  Gang toilets 
and showers limit privacy during personal activities leaving inmates having to 
fashioning their own privacy as noted in the adjacent photograph by bring a 
chair to the toilet area. 

Layout  

The facility is a compact layout with a linear design.   The compact layout allows staff to make rounds 
in the jail every thirty minutes, but the linear design limits the ability for staff to truly monitor inmate 
activities in the cellblocks.  

Capacity 

Prior to 2020 the population often exceeded the design capacity and always exceeded the operational 
capacity. 

Access to Outdoor 
Recreation  Typical Shower  



Jail and Justice System Assessment 
• • • 

Facility Assessment � 25 

Operational capacity accounts for peaking and classification factors (allowing space for inmates to be 
housed according to their classification – gender, security, special needs).  Operational capacity is 
expressed as a percentage of design capacity – commonly 80% of the design capacity.10  This 
percentage, which accommodates the peaking and classification factors, will vary from one facility to 
another, based on factors such as the types of inmates held, housing unit design, and proximity of staff.  

The adjacent figure compares the average daily population using a 20% peaking and classification 
factor (80% operational capacity – the true bed availability to meet need) and the design capacity. The 
jail has not meet its bed needs for many years except during the COVID-19 pandemic when virtually 
no new arrestees were committed to jail.   

Summary 

Summarizing the findings can be described in terms of what works well, what doesn’t work well, and 
what is a significant concern.  The evaluation of the operations as affected by the physical plant and the 
physical plant itself, for the purposes of the town hall presentation has been divided into three sections 
borrowed from an old Clint Eastwood movie, “The Good, The Bad and The Ugly”. 
 
The existing jail facility has a number of issues that include: 

• Lack of sufficient operational capacity; 
• Inefficient layout and design – the facility design and staffing levels limit staff observation of 

areas without physically entering housing units; 
• Inadequate support services space, including medical exam areas, video arraignment, visiting, 

program space, and indoor and outdoor recreation; 
• Inadequate meeting spaces for law enforcement, probation and parole, and other official 

visitors; 
• Inadequate storage space; 
• Inadequate space in intake and booking 

 
The technical resource providers noted that the facility staff demonstrated commitment to providing a 
safe and secure facility, and the facility was noted as clean, well-maintained for its age, and orderly.  
The TRP’s were able to enter each of the cellblocks and interact with the inmates in the units.  While the 
facility has limitations due to age, capacity, and layout, the jail staff appears to be using sound 
correctional principles to manage the incarcerated population.   

 

 
10 Sources: Martin, M. D., & Rosazza, T. A. (2004). Resource Guide for Jail Administrators. Washington, DC (320 First 
St., NW, Washington 20534): U.S. Dept. of Justice, National Institute of Corrections; Beyond the Myths (U.S. Justice 
Department) retrieved from June 3, 2016, https://www.youtube.com/watch?v=XylgTmduR9M 
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Section 6.  Town Hall Meeting 
 

Introductions and Expectations 

 
The town hall meeting was opened with a welcome and introductions of the technical resource 
providers and the attendees.  A list of participants attending the meeting is provided in Appendix B.  
The following expectations for the meeting were offered by attendees: 

• Avoid using the jail for substance abuse disorders and persons with mental health issues 
• Provision of direction to move forward 
• Understand community perspectives 
• Provide better information; understand more 
• Address the jail location 
• To have the TRPs share their experience regarding jails 
• Hear from others, and obtain information from others 
• Identify relationship to other communities 
• Incorporate services and increase partnerships 
• Identify issues, what the jail needs, and share observations 
• Support the process 
• Recognition that “something new” is needed 

 

Overview of the National Institute of Corrections 

 
The technical resource providers provided a brief overview of the National Institute of Corrections. 

The National Institute of Corrections is an agency within the U.S. Department of Justice that was 
established to provide leadership, training, and technical assistance to the field of corrections.  NIC 
provides technical assistance to individual jurisdictions.  The technical assistance is usually an on-site 
evaluation of a specific problem the agency is trying to solve. It is followed up with a written report 
that contains recommendations for addressing the issue. 

The NIC Information Center, based in Aurora, CO, is a clearinghouse for a variety of corrections-
related information.  The Information Center contains videotapes, publications, sample manuals, 
training plans, etc. on a variety of jail topics. Some of the materials are provided at no charge, others 
may be borrowed, and still others may be viewed at the Information Center.  

NIC has a website that is an excellent resource for everyone in corrections.  Visitors can download a 
variety of documents from the publications section. The website also includes descriptions of 
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programs and services, training schedules, and links to other useful websites.  NIC also supports 
several online communities for correctional professionals. 

Jail and Justice System Assessment Purpose and Process 

 
The technical resource providers briefly described the JJSA purpose and process. 

The purpose of the JJSA is to assist communities in beginning the process of determining the need for 
improvements to the existing jail and its operations (including the potential need for new 
construction and/or renovation) and/or the need for improvements to enhance the effectiveness and 
efficiency of the overall justice system.  

The process typically includes four main steps: 

1.   Jail assessment.  The technical resource providers conduct a brief assessment of the jail including 
the physical plant and operations, to identify potential life, health, safety, and liability issues that 
may be important for the community to address both in the short term and in the long term. 

2.   Review jail and justice system data.  This includes inmate profile data (typically one-day 
snapshot) to describe who is in jail, inmates profile characteristics, and the levels of risk and need 
they may present in the community.  It may also include trend data on jail use that show the use 
of the jail over time and includes such indicators as number of admissions, average daily 
population, average length of stay, and rate of release.  It may also include other justice system 
data that may indicate the impact of the system on the use of the jail.  Such data typically includes 
arrests, court filings, dispositions, etc.  Historic and projected population changes are also key 
data to review. 

3.   Interviews with key justice system officials.  Discussions with justice system officials help bring a 
common understanding of the policies and practices of the agencies that comprise the local justice 
system.  This helps the County understand how the system works and why it is important to 
provide an opportunity to address inefficiencies and/or incongruence in policy and practices that 
adversely affect the jail. The interviews also provide an opportunity to get the impressions of key 
policy makers on the "jail issue" and the role they can play in helping solve problems. 

4.   Town hall meeting.  The JJSA typically culminates with a town hall meeting which brings 
together justice system officials with funding authority representatives and community members.  
The purposes of the community meeting are to: 

• Educate the participants about the influence of justice system policies and practices on the 
use of the jail and the size of the jail population. 
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• Provide participants with the technical resource providers’ preliminary findings based on 
the jail assessment and interviews. 
 

• Provide participants with some preliminary options to address detention and other 
criminal justice system needs. 
 

• Provide a forum for participants to share their concerns and ideas about the issues raised 
and initiate discussions about planning for change.  

 

Issues Prompting the Request for the JJSA 

 
Former sheriff Shawn Gillen and County Administrator Ryan Pellitier requested technical assistance 
from NIC to provide the County with resources and education as to how to go about planning for, 
and meeting, its current and future incarceration needs.  The jail is an aged facility and has exceeded 
its operational capacity. Technical assistance from NIC in the form of a Jail and Justice System 
Assessment was requested as a step to finding a solution to the crowding issue. 
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Preliminary Assessment Findings 

 
The technical resource providers reviewed their preliminary assessment findings with the 
participants. 

Current Jail Conditions and Concerns 
• Lack of sufficient operational capacity; 
• Inefficient layout and design – the facility design and staffing levels limit staff observation of 

areas without physically entering housing units; 
• Inadequate support services space, including medical exam areas, video arraignment, 

visiting, program space, and indoor and outdoor recreation; 
• Inadequate meeting spaces for law enforcement, probation and parole, and other official 

visitors; 
• Inadequate storage space; 
• Inadequate space in intake and booking 

 
Local Justice System Policy and Practice Issues 
The TRPs noted the degree to which most of the criminal justice partners demonstrated effective 
communication with and deference for the other partners.  While this suggests that the criminal 
justice system is working well, there are also results of this collaboration and cooperation that do not 
result in the preferred outcomes of community safety and ensuring defendants appear in court and 
are held accountable for their actions. 

The technical resource providers identified the following justice system policy and practice issues 
based on interviews with justice system officials: 

• Lack of alternatives to incarceration; especially residential; 
• Lack of sufficient access to alternatives to incarceration, including day reporting whereby 

persons under court supervision would be required to participate in programs, seek 
employment, and/or improve their education while being supervised; 

• Insufficient mental health and substance use disorder services in the jail and community 
generally; 

• Need for better understanding the drivers of the average length of stay; 
• Continued and enhanced involvement of all criminal justice stakeholders. 

 

Facility Development Process 

 
The technical resource providers provided a brief overview of the facility development process. 
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The facility planning process starts with determining if building a new jail is the best and most 
appropriate option to consider. It is likely to result in system-wide improvements that enhance the 
efficiency and effectiveness of the justice system and may, or may not, result in the construction of 
facilities.  

§ Phase 1: Project recognition - This phase includes a problem definition, an assessment of the 
current facilities, programs, liabilities, and resources.  This is the point where the justice 
agencies need to work together to identify the key issues they are facing, develop work 
groups to focus on specific processes, and consider how to proceed. 
 

§ Phase 2: Needs Assessment - Phase 2 includes information gathering, identifying options 
(facility, alternatives, and policy changes), and continuing the evaluation of facilities, 
operations, and programs.  This phase is discussed in greater detail later. 
 

§ Phase 3: Pre-architectural Program Development - This next phase includes activities that 
take place when there is a decision to build.  These activities include functional and space 
programming, scenarios, planning for future operations, and operational efficiencies that 
may be realized.  Projected staffing must also be addressed. 
 

§ Phase 4: Project Definition and Implementation Plan - Phase 4 includes an analysis of all 
options to meet the program, economic feasibility, life cycle evaluation of the options, and 
conceptual design drawings.  In addition, the jurisdiction should be developing support for 
the preferred and alternative options and working to move to the next stage in planning. 
 
In this phase, the burning questions about a new jail project are addressed.  These include: 

1. Who would be in the jail?  (Are there more alternatives available that will keep offenders out 
of jail, classifications, types of beds?) 

2. How big would the jail be? (Directly related to decisions about alternatives, arrest and 
sentencing practices, number of beds.) 

3. How would it operate? (Type of inmate supervision, centralized or decentralized services, 
visiting method, etc.) 

4. What would it look like? (Not actual design, but instead a study of the stacking and 
organization of the building:  1 story, 2 story, how the building positions on the site.) 

5. What site may be selected and where is it? (Evaluation of potential sites, test fitting the 
program and parking requirements on the site, environmental studies, etc.) 
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6. When will it be ready to use? (Schedule for funding, design, construction, transition, and 
opening of new facility.) 

7. How much does it cost? (Preliminary cost estimates) 

8. What happens to the old jail? (Demolish, refurbish for another purpose, etc.) 

§ Phase 5: Design Phases - Phase 5 includes schematic design where the building layout and 
appearance begin to take shape, design development where the drawings are refined and 
systems and materials are selected, and construction documents that are final and used for 
bidding the project. 
 

§ Phase 6: Bidding - The bidding phase includes advertising the bid, determining bidder 
qualifications, selection of the successful bidder, and contract negotiations. 
 

§ Phase 7: Construction - This phase includes permitting, construction monitoring and 
supervision, contract administration, and materials testing.  Construction completion also 
includes punch listing the building, commissioning, testing the systems, warranties, as-built 
drawings, etc.  The facility transition planning process should begin at this phase. 
 

§ Phase 8: Occupancy - Phase 8 includes all of the activities needed to accept the building and 
get it ready for occupancy.  This includes activities such as installation of owner supplied 
furnishings and equipment, opening ceremonies/activities, begin the maintenance cycle, 
occupancy permits, and moving in. 
 

§ Phase 9: Post-Occupancy - Phase 9 includes fine-tuning the facility, policies and procedures.  
After 6 months, conducting a post-occupancy evaluation of how the facility works—both 
operationally and the physical plant. 

 
Several of these phases may overlap during the facility development process, but none should be 
omitted unless there is a determination to suspend the process.  

 
Needs Assessment 
 
Phase I - project recognition – was initiated during the JJSA process.  The criminal justice partners 
have determined the need for some action to be taken with respect to the jail crowding. 
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After project recognition, the next step is to conduct a thorough needs assessment – Phase 2.  The 
technical resource providers reviewed the needs assessment process, providing feedback on their 
initial impressions of facility needs and data provided by the jail. 

The components of a good, thorough needs assessment include: 

1. Interviews with/information collection from all Criminal Justice System (CJS) partners, 
including: 

a. What are the current policies/practices for each CJS component? 

b. What issues (e.g., booking fees; workloads; changes in laws) must be considered?  

c. Are the policies/practices mandated or elective? 

2. Design a data collection instrument to quantify system processing (courts, sentencing 
options, etc.) of accused and convicted offenders, collect and analyze the data.  This data 
collection is broader than a jail data collection.  This type of data would be collected when 
assessing the justice system as a whole.  Data collected must include: 

a. Volume/type of contacts/arrests; 

b. Decisions - street (to arrest, summons, etc.) and jail; 

c. Types of releases and lengths of stay. 

3. Describe current policies, issues considered, and the workloads being experienced. 

4. Design a data collection instrument to take a snapshot of who is in jail, collect and analyze 
the data.  The data collected must include a element, including but not limited to: 

a. Gender 
b. Race 
c. Ethnicity 
d. Residence 
e. Charge Status 
f. Charge Type 
g. Date and time booked into jail and date and time of release 
h. Release type 

 
5. Evaluate alternatives to incarceration. 

a. Inventory the available alternatives; 
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b. Determine level of alternatives usage and coordination; and 

c. Discuss possible additional alternatives and/or different/expanded use of existing 
programs. 

6. Population Projections and Capacity Recommendations 

a. Examine jail data (admissions, length of stay, average daily population), and 

b. Correlate the CJS data collected above and develop different forecast scenarios. 

7. Conduct an evaluation of the facilities used to hold individuals who are sent for diversion, 
alternatives, and jail.  The evaluation should include an assessment of the facility conditions, 
compliance with building codes and operational standards (i.e., determine the standards 
they are accountable to).  It should also include an analysis of the current facility location and 
whether or not the location continues to be effective (e.g., is public transportation available to 
the site). 

8. Jails have a tendency to become crowded before the population growth is identified if it is 
not continually monitored, so it is important to effectively and regularly monitor the jail 
population.  A series of recommendations should result from a complete needs assessment 
and should include alternatives to incarceration, changes to the justice system and/or case 
processing, and, if supported by data, construction of new facilities (jail or alternatives). 

 



Jail and Justice System Assessment 
• • • 

Community Readiness � 34 

 

Community Readiness 

 
Throughout the systems planning process, a determination of readiness must be assessed.  Local 
officials must ensure that the planning process will provide the maximum benefit. Planning takes time, 
coordination, expertise, objectivity and preparation. By making sure that justice system officials and 
community leaders are ready to invest these resources in the process, it is more likely the planning 
effort will have a positive outcome. Additionally, if justice system officials are not ready to plan, 
strategies can be developed to get their “buy-in” before proceeding with the planning process.  

Assessing readiness can help identify: 

1. Issues/obstacles that may impede the process; 

2. Opportunities for strengthening the process; and 

3. Potential allies or supporters who will help move the planning process forward. 

Some tips for assessing readiness to proceed with the system planning process are: 

1. Identify criminal justice system partners and/or stakeholders who will drive the overall project. 
These are people who are well respected and committed to seeing the project to its conclusion. 
They have the enthusiasm to motivate participants and are committed to being inclusive.  

Criminal justice stakeholders have already been identified and are currently serving on the Jail 
Commission.  This group is charged with exploring options and determining a cost effective 
approach to manage the criminal justice system 

2. Find out what the needs are of those who are slow to come on board and use those needs as a 
“jump-start” for their involvement. The process should be of benefit to individual agencies (e.g., 
human services, etc.) as well as the system as a whole. 

3. Develop a work plan to structure the process and help planning team members understand 
their role, responsibilities, and time commitments. 

There are a number of challenges to effective systems planning. As the planning process begins, some 
of the challenges not addressed by the previous suggestions may include:  

1. Lack of understanding of the purpose and benefits of planning; 

2. Lack of leadership “buy-in” to the process; 

3. Lack of participation -- “It’s not my job;”; 
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4. Lack of commitment – “It’s OK if someone else is willing to do it;” 

5. Denial – “If it ain’t broke, don’t fix it;”  

6. Competing demands for time; 

7. Failure to commit adequate resources to the process; 

8. Getting the right players to the table; 

9. Getting the right consultants/advisors/architects. 

It will be important to consider each of these challenges and develop a way to address them as the 
planning process begins. 

Next Steps 

 
The technical resource providers and attendees discussed the following next steps (in the next 3-6 
months) necessary to continue moving forward to addressing the jail issue.  

• Expand the existing Jail Commission to a formal Criminal Justice Coordinating Council (CJCC) to 
provide a forum to address system issues impacting the jail and to improve functioning of the 
system.   

• Reach out to NIC Jails Division to determine if technical assistance can be provided to facilitate 
the implementation of the CJCC and presenting the JJSA information to the county 
commissioners. 
 

• Initiate a comprehensive systems planning process to determine gaps in systems services and 
strategies to address the gaps. 
 

• Begin to identify issues and prepare for a needs assessment for which funding has already been 
designated. 

 

NIC Resources 
 
NIC jail planning training programs and technical assistance are available at each phase of planning: 

Planning of New Institutions (PONI): Appropriate when entering or just beginning needs 
assessment.  The team should be comprised of the operating agency CEO (sheriff, director of 
corrections), the jail administrator, a commissioner, and a fourth team member who may be another 
commissioner, the finance manager, a judge, etc.  All team members must be policy-level decision-
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makers.  This training is held National Academy of Corrections in Aurora, CO and all travel, 
lodging, and meal costs are reimbursed by NIC. 

Managing Jail Design and Construction (MJDC): Appropriate when the needs assessment is 
complete or nearly complete and a decision to proceed has been made.  This training is provided 
on-site as technical assistance.  The team must include the project manager, the jail administrator, 
staff selected to work on the project.  Because this is taught on-site, more team members are 
encouraged to attend so there is an overall understanding of the design and construction processes.  
Others who may attend include commissioners, operating agency staff, etc. 

How to Open a New Institution (HONI): This should be requested at least 18 months in advance of 
opening.  It is recommended that the transition team be formed earlier than this and receive the 
training during design.  This helps them to be more effective during both design and construction.  
This is an on-site program for the transition team. 
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Section 7.  Conclusions and Recommendations 
 

1. The correlation between the county population and jail population should continue to be 
monitored.  The driver of the inmate population appears to be the increase in the number of days 
inmates are held in the jail.   The average daily population and the average length of stay indicate a 
correlation, more than any other population driver – county population, admissions.  Any increases 
in the average length of stay should be explored further to determine the cause – case processing 
time, sentence length, time spent pretrial.  The judiciary must be consulted through this process if 
not for input, certainly awareness. 

 
2. The sheriff has employed alternatives to crowding the jail by housing inmates out-of-county or 

seeking approval from the courts for participation in the Community Corrections Program. 
 

3. The design limits opportunities for active supervision of the inmate population.  The housing 
units are relatively small for adaptation to direct supervision without substantial increases in 
staffing or modification to units to allow staff to manage more than one unit at a time. 

 
4. There is no program space that supports addressing inmate criminogenic needs (e.g., substance 

use disorders, mental health, education, etc.) necessary for successful community reentry. 
 

5. There is limited recreation space for inmates to exercise.  Outdoor recreation, indoor recreation 
and even space in the dayrooms for recreation activities is essential to effective behavior 
management and sustained good physical health. 

 

Recommendations 
 
The technical resource providers offer the following action steps to move forward in assessing and 
addressing jail needs and in developing systemic strategies to better manage the use of the jail. 

1. Establish a criminal justice coordinating council to provide a forum to address criminal justice 
system issues.  Many of the key criminal justice stakeholders are already involved in the Jail 
Commission, but the other stakeholders, such as human services (i.e., veterans, mental health, 
judiciary, etc.) and education, must also be included. 
 

2. Support continued development of community supervision and sanctioning options through 
probation and pretrial programming.   
 

3. Key officials of the justice system and County government should continue discussions to 
determine the need for new jail construction and/or repurposing the existing facility to address 
current and future incarceration needs. 

 
4. The criminal justice coordinating council should consider opportunities to streamline and 
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combine service delivery to: (a) community residents, (b) the population in the criminal justice 
system (e.g., probation and parole), and (c) persons who are incarcerated in the Aroostook 
County Detention Center. 
 

5. At a point when construction of a new jail facility appears necessary, a county commissioner, 
the sheriff, jail administrator, and other criminal justice stakeholder should attend the NIC 
PONI Program and take advantage of any follow-up assistance which might be available. 
 

6. Visit other new facilities to get a sense of what is required in contemporary jail facilities and 
operations.   

 
7. Conduct a staffing analysis of the existing jail with a focus on increasing active supervision of 

the inmate population. 
 
The action steps outlined above are excellent first steps.  They should place Aroostook County in a 
good position to determine their jail needs and make needed improvements to the overall justice 
system. 

The technical resource providers wish to commend County Administrator Ryan Pelletier, Sheriff Peter 
Johnson, Jail Commander Craig, Clossey, and in particular Tammy Pelletier who coordinated 
interviews, town hall meeting location and supplies, and support for the process, and local county 
officials for their hard work and time in preparing for the JJSA and supporting the technical resource 
providers while on-site.  Their efforts were instrumental to a successful effort 

.
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Appendix A - Aroostook County Jail and Justice System Assessment 
3-Day Agenda  

  

Day 1 – June 18 

Caribou Courthouse – Law Library, 144 Sweden St, Caribou  

9 – 10am    Ryan Pelletier (County Administrator), Peter Johnson (Sheriff), Craig Clossey (Jail 
Administrator) 

10-11am Todd Collins, District Attorney 

11-12am Heidi Rackliffe, Director of Programs, Aroostook County Action Program (ACAP) 

12-1pm LUNCH 

1-1:30pm Monthly County Commissioners’ Meeting – Administrative Hearing Room 

 JJSA is included near the beginning of the regular meeting to provide a brief update on 
activities/processes. 

1:30-2:30pm  

2:30-3:30pm Toby Jandreau, ESQ Lead Public Defender 

3:30-4:30pm Phone meeting Julia Macek, LCSW, Program Director, Aroostook Mental Health 
Services (AMHC)  

Day Two – June 19,  

 8:15 AM - 5:00 PM              Jail Tour  / Meeting with Sheriff Johnson and Jail Administrator Clossey 
 
Day Three – May 12, 2016 

9:00 AM – 12:30 AM            Community Meeting 

1230 AM – 1pm              Closeout meeting and discussion of next steps 
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JJSA Community Meeting Agenda 
 

June 20, 2024 – 09:00 AM – 1:00 pm 
Presque Isle City Council Chambers – 12 Second St, Presque Isle 

9:00 AM – 12:30 AM 
Zoom Meeting ID: 860 2572 3256  Passcode: 612673 

 

I. Welcome and introductions; JJSA overview 

§ What is NIC? 
§ NIC Resources and Services  
§ Attendee introductions and expectations 
§ What is a JJSA? 

 
II. Presentation of jail observations and impressions, jail data indications 

III. Review of the inventory of existing and potential alternatives or processes that could impact jail 
population 

IV. Facility development process overview with special emphasis on Needs Assessment as a 
starting point in the planning process 

V. Readiness assessment planning 

VI. Next steps 

VII. Adjourn 
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Appendix B – List of Town Hall Attendees 
  

Penny Thompson, City of Caribou 
Joseph Underwood, Presque Isle Representative 
Ryan Pelletier, Aroostook County Administrator 
Paul Underwood, Aroostook County Commissioner 
Craig Clossey, Aroostook County Sheriff’s Office, Jail Administrator 
Bryan Jandreau, Facilities and IT Director, Aroostook County 
Heidi Rackliffe, ACAP 
Norman L. Fournier, Aroostook County Commissioner  
Donald Guimon, citizen representative (Fort Kent) 
Carroll Therialt, Fort Kent Board 
Matthew Cummings, Fort Fairfield Police 
Kai Libby Committee, Cary 
Paula Brewer, Bangor Daily News, Presque Isle 
Kevin Freeman, City Council Chair, City of Presque Isle 
Tom Powers, Presque Isle Industrial Council 
Tim Goff, Town of Fort Fairfield  
Erica Pelletier, Aroostook County Sheriff’s Office 
Lt. Brian L. Harris, Maine Sate Police  
 
Participating via video conferencing: 
David D. Cyr, Town Manager, Frenchville 
Todd Collins, District Attorney 
Tyler Brown, City Manager, Presque Isle 
Julia Macek, Aroostook Mental Health 
 
NIC technical resource providers Karen Albert and Roger Lichtman 
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Appendix C - A Comprehensive Approach to Addressing Jail 
Overcrowding and Use of Alternatives 
 
This appendix includes information for the local jurisdiction to consider in developing a systemic 
approach to addressing jail overcrowding.11  It expands on the discussion of decision points in the 
criminal justice case flow process presented in the Town Hall Meeting. 

In developing a comprehensive approach, it is helpful to integrate policies, practices and programs 
within the context of the case flow process for the jurisdiction.  Case processing is basically a series of 
stages or decision points that occur as the case of a person accused of a crime moves from arrest 
through final disposition. Day-to-day decisions and agency policies of key criminal justice system 
policy-makers impact outcomes and use of limited resources.  Functions overlap and there is 
interdependence among all justice system components -- changes in one area may have positive or 
negative impact on other areas. Policies and practices can be modified at each stage to achieve optimal 
use of the jail and other alternative programs available to the system.  There is joint responsibility 
among key actors for management and use of resources and for achieving desired results.  

The types of improvements that can be made to improve the efficiency of the system to manage jail 
overcrowding include both process and policy changes: 

Process changes include changes in practice or policy intended to improve efficiency of the case handling 
process.  Results of process changes may include: 

• Reduce delays in case processing; 
• Reduce need for costly programs; 
• Reduce length of confinement in detention. 

 
Program changes involve implementation of interventions for specific offender populations intended to 
improve effectiveness of system.  They may be designed to:  

• Address a specific social problem; 
• Improve offender competencies and skills to reduce recidivism; 
• Help hold offenders accountable; 
• Provide less restrictive and less costly options. 

 

 
11 The content in this section is excerpted from the “Project Guide – Alternatives to Incarceration for Offenders”, a 

publication authored by Mark Martin for the DOJ Native American and Alaskan Technical Assistance Project 
(2005). 
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A number of policy, practice and program options appropriate to each key decision point are outlined 
below. 

DECISION POINT #1 – Decision to Arrest 
Following a report or observation of an offense, law enforcement has several options in dealing with 
the alleged perpetrator. The officer may elect to: 

• Warn and release; 
• Issue a citation; 
• Divert or refer the alleged perpetrator to other services; or 
• Arrest and transport to jail 

 
The system goals at this point are to stop the offending behavior, report the behavior to the prosecutor 
for the possible filing of charges, and to assure the alleged perpetrator’s appearance in court.  Many 
situations can be resolved informally at this stage by law enforcement officers possessing good 
problem assessment and resolution skills and discretion to divert alleged perpetrators to alternative 
services.  Policy and practice options that should be in place at this stage include: 

• Agency policy authorizing citation in lieu of arrest for specified offenses; 
• Agency policy authorizing diversion in lieu of arrest for specified offenses; 
• Court policy authorizing summons in lieu of arrest for persons with active warrants; and 
• Mental health crisis intervention training for law enforcement officers. 

 
Alternative programs and strategies to consider for use at this stage of the process include: 

• Detoxification services; 
• Emergency mental health services; 
• Mobile crisis intervention services; and 
• Law enforcement diversion programs. 

 
DECISION POINT # 2 –Decision to Detain Pretrial 
Once the alleged perpetrator is taken into custody, a decision regarding the need for pretrial detention 
is made.  This decision is typically based upon the severity of the charges, the alleged offender’s level 
of stability in the community, and his or her behavior at the time of arrest.  The availability of resources 
in the community to mitigate the risk of further offending is also often a factor.  The judge may 
delegate release authority to the jail or other criminal justice officials for certain offenses based upon 
some preset criteria.  Some jurisdictions have established pretrial release programs to conduct pretrial 
release screening and supervision.  Pretrial screening programs are able to conduct more in-depth 
background assessments and often use risk assessment instruments to measure and predict risk of re-
offending of offenders who may be released.  Pretrial programs may also screen individuals who may 
be appropriate for diversion from formal processing. 
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The goals of the system at this stage are to prevent further offending and to assure availability of the 
accused for appearance in court.  Policy and practice options that improve decision-making and 
outcomes at this stage include: 

• Court delegated release authority; 
• Court established bail schedule and procedures; 
• Use of validated risk instruments; 
• Pretrial release and diversion screening. 

 
Alternative programs and strategies to consider at this stage include: 

• Pretrial services program with release conditions; 
• Community supervision; 
• Electronic monitoring; 
• Day reporting; 
• House arrest; 
• Urinalysis; 
• Access to mental health and substance abuse services. 

 
DECISION POINT #3 – Decision to Prosecute 
When a case is presented for prosecution, the prosecutor reviews the arrest report or citation and 
decides how to proceed.  The prosecutor may proceed with the original charge, amend the charge 
based upon the facts of the case, or decline prosecution.  The prosecutor may also elect to defer 
prosecution while providing the accused the option of participating in a diversion program if such is 
available. 

The prosecutor is the gatekeeper of the system.  He or she or she decides what cases get filed and at 
what level of charges.  The prosecutor also influences how quickly cases get processed through the 
system.  A number of policy and program options are appropriate at this stage to improve the 
efficiency of the system and assure appropriate use of program resources.  Policy and practice options 
include: 

• Early case screening; 
• Accelerated calendar for jail cases; 
• Use of diversion. 

 
Alternative programs and strategies to consider at this stage include: 

• Diversion programs; 
• Dispute resolution and mediation programs; 
• Access to mental health and substance abuse services; 
• Community service and competency development programs.  
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DECISION POINT #4 – Decision to Release from Pretrial Detention 
If an individual is initially detained upon arrest, he or she has the right to a detention hearing before a 
judge.  The judge may elect to release the accused from detention with or without conditions.  The goal 
of the system at this stage is to provide the level of supervision and structure necessary to prevent 
further offending and to assure the availability of the accused for court.  Information about the alleged 
crime, the individual’s background and home situation, and risk of re-offending are helpful to the 
judge in making the pretrial release decision. 

Policy and practice options that improve decision-making and outcomes at this stage include: 

• Prompt bail settings; 
• Realistic bail schedules; 
• Timely bond review hearings; 
• Range of non-bail release options:  

  - Release on Recognizance (ROR) (unsupervised) 

  - ROR (supervised) 

  - Third party release 

  - Conditional release 

• Range of bail release options: 
- Unsecured bail 

- Deposit bail 

- Property bail 

- Surety bail 

- Full cash bail 

• Access to counsel or advocate at initial hearing. 
 

Alternative programs and strategies to consider at this stage include: 

• Pretrial release screening programs; 
• Community supervision; 
• Electronic monitoring; 
• Day reporting; 
• House arrest; 
• Urinalysis; 
• Access to treatment and support services as needed. 
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DECISION POINT # 5 -- Decision of Guilt or Innocence 
As the case proceeds, there may be several hearings including a preliminary hearing, arraignment, trial, 
etc.  The goal of the system is to make a determination of guilt or innocence. The timeliness and 
efficiency of the trial process has a significant impact on use of the jail and other resources.  

There are a number of policy and program options that serve to reduce the amount of time accused 
offenders spend in jail awaiting the outcome of their case.  Policy and practice options include: 

• Effective calendaring of cases; 
• Docket priority for in-custody cases; 
• Adoption of case progression standards; 
• Periodic bond review by jail staff, prosecutor, public defender and court administrator. 

 
Alternative programs and strategies that support efficient functioning of the system at this stage 
include: 

• Expediter program; 
• Community supervision; 
• Electronic monitoring; 
• Day reporting; 
• House arrest; 
• Urinalysis; 
• Access to services. 

 
DECISION POINT # 6 –Sentencing Decision 
If the offender has been found guilty at trial, the court has several options.  It may order a pre-sentence 
investigation, impose a sanction immediately, or defer sentencing pending successful completion of 
specified conditions.  The timeliness and efficiency of the pre-sentence investigation process is a factor 
at this stage.  Time delays between the finding of guilt and imposition of sentence impact detention 
usage.  Having a range of sentencing options available at this stage provides the court the flexibility to 
impose sanctions and conditions that may be more effective in addressing the offending behavior.    

The goals of the system at this stage are to protect the community, hold the offender accountable, and 
to prevent future offending through rehabilitative programming.  Policy and practice options that may 
improve decision-making and outcomes at this stage include: 

• Timely preparation of Pre-Sentence Investigations; 
• Enhanced case advocacy at sentencing;  
• Criteria for use of alternative sanctions; 
• Use of risk assessment tools to decide level of supervision. 
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Alternative programs and strategies to be considered to provide a range of sanctioning options include: 

• Fines and restitution; 
• Community service; 
• Day fines; 
• Community supervision and case management;   
• Intensive community supervision; 
• Electronic monitoring; 
• Day reporting; 
• Drug testing; 
• Alternative education programs; 
• Job training and placement services; 
• Mediation and Victim reconciliation programs; 
• Counseling; 
• Substance abuse treatment; 
• Family Support Services; 
• Work programs; 
• Residential programs (halfway houses, residential treatment). 

 
DECISION POINT #7 – Sentence Modification Decision 
After conviction, the sentences offenders receive may be modified under certain circumstances.  For 
some, good behavior and compliance with the provisions of their sentences can lead to early release or 
discharge.  More often, sentence modifications occur as a result of a violation of a condition of 
probation or parole.  When a probation or parole violation is alleged, the offender is often placed into 
jail pending a hearing on the matter.  When limited options are available to respond to such violations, 
revocation often results in additional jail time for offenders.  Many communities discover a sizable 
portion of their jail population to be comprised of probation and parole violators.  A number of policy 
and program options may be considered to manage the use of detention for this population while 
holding them accountable for their behavior on community supervision.  Policy and practice options to 
consider include the following: 

• Use of graduated sanctions in lieu of detention for probation and parole violations; 
• Time sensitive policies regarding detainers and revocations; 
• Use of good time; 
• Use of incentives including early release for good behavior and program progress and 

completion. 
 

Program options include many of those listed in the previous decision point as sanctioning options.  
The goal is to think strategically in the use of these sanctions in level of intensity and in combinations 
that allow a “ratcheting up” in response to misbehavior and a “ratcheting down” as offenders 
demonstrate positive behavior and compliance with conditions of community supervision.   
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Structured Decision-making 

 
A comprehensive justice system model utilizing an array of alternative programs and strategies 
requires policies and tools that structure decision-making within the case process.  That is, decision-
makers use objective criteria and risk assessment instruments to match offenders with the appropriate 
levels of supervision and programs based upon an assessment of their risks and needs.  Risk 
instruments12 are typically used within the criminal justice system to guide pretrial release decisions and 
placement decisions after disposition.  These instruments generally measure the probability that an 
offender will re-offend within a particular time frame if placed in community supervision.   

Before developing or adapting an existing risk instrument, the justice system needs to decide what it 
wants to accomplish with the risk instrument.  In a pretrial context, it may be to decrease failure to 
appear rates and further criminal actions by defendants awaiting trial, while releasing the maximum 
number of defendants under the least restrictive conditions.  Research into different risk instrument 
models helps to answer questions about what characteristics to measure, how this is accomplished, 
what interventions are most effective, what client populations are most positively impacted, and how 
community safety can be taken into consideration. 

Summary 

 
The development of an effective system of local alternatives and sanctions is largely dependent upon 
the ability of the jurisdiction to bring key criminal justice decision makers together as a “policy team” 
or “criminal justice coordinating committee”. Typically no single agency or person has the authority, or 
ability, to bring about changes in “system” policies that impact every agency that has a stake in how 
the local criminal justice system functions. If the highest authority sanctions a policy team, effective 
leadership is established and the membership represents all major system players, and is charged with 
a definitive mission with clear goals and objectives, the opportunity to implement lasting, effective and 
efficient change is substantial. In order for alternatives to traditional detention placement to have 
lasting system wide impact, the effort must be well organized, with thoughtful input, consistent 
participation and on-going support.   

 
12 It is important to note that a pretrial risk assessment looks at factors in terms of public safety and likelihood of 
court appearance.  Separate and different risk assessment instruments are also used to determine how inmates 
should be managed while in the jail. 
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Appendix D – Town Hall Meeting Slides  
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Jail and Justice System Assessment

Aroostook County, 
Maine

2

2

What is the
National Institute of Corrections (NIC)?

• DOJ è BOP èNIC
• NIC Resources
– Programs and training
– Technical assistance 

• NIC Information Center
• NIC website: www.nicic.gov

3

3

Introductions and Expectations

• Introduce yourself

• Answer these questions:

– Your role in the justice system, or what 
brought you  to the meeting?

–What expectation do you have for this 
meeting?

4

4

What is a Jail and Justice System 
Assessment (JJSA)?

1. Considers all justice system components 

2. Provides an overview of justice system impacts 
on jail crowding

3. Promotes involvement of local officials and 
demonstrates common purpose

4. Introduces the idea of sustainable justice system 
practices

5

5

JJSA Goals

Help 
jurisdictions 

understand and 
inventory their 
justice system.

Educate 
jurisdictions - 
not just a “jail 

problem,” 

It is a justice 
system and  
community 

issue.

Provide 
information 
about the 

facility 
development 

process.

Guide 
jurisdictions in 

a process to 
begin 

assessing their 
readiness for 

planning.

6

6

Jail and Justice System Assessment

Facility Development Process

7

7

Facility Development Process
1. Project 

Recognition
2. Needs 

Assessment

3. Facility 
Program 

Development

4. Project 
Definition and 

Implementation 
Plan

5. Design6. Bidding and 
Negotiation

7. Construction 8. Occupancy and 
Operation

9. Post-
Occupancy

8

8
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Project Costs and Owner Influence

Planning
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Construction
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Other Costs
23%

Occupancy
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Ability to influence the project
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Facility Development Process
Phase 1 - Project Recognition

• Problem definition
• Assess current facilities, programs, liabilities, 

and resources
• Justice partners work together to:
– Identify key issues 
– Develop work groups
– Consider how to proceed

11

11

Facility Development Process
Phase 2 - Needs Assessment

Information gathering

Identifying options

Continuing evaluation 
of facilities, operations, 
programs

12

12

Facility Development Process
Phase 3 - Pre-Architectural Program

• Functional program, scenarios, and a space 
program
– Includes planning for future operations
– Plan for operational efficiencies

• Preliminary staffing plan

13

13

PLANNING DESIGNCost Benefit
Facility Options
Site Interaction

Facility Development Process
Phase 4 - Project Definition and Implementation Plan

14

14

Facility Development Process
Phase 5 - Design

8-12 months to 
complete Design Types:

• Schematic
• Design Development
• Construction 

Documents

15

15

Facility Development Process
Phase 6 – Bidding and Negotiation

2-4 months to 
complete Tasks include:

• Advertise for bids
• Bidder qualifications
• Selection
• Contract 

negotiations

16

16

Facility Development Process
Phase 7 – Construction

Construction Completion

• Punch list
• Commission
• Systems test
• Warranties
• As-built drawings

Construction

• Permits
• Construction monitoring 

and supervision
• Contract administration
• Materials testing

17

17

Facility Development Process
Phase 8 – Occupancy and Operation

2-4 months to complete Tasks include

• Building acceptance, 
prepare for occupancy 
(permits, cleaning, 
etc.)

• Install owner-
purchased furnishings

• Public events
• Move-in

18

18

Facility Development Process
Phase 9 – Post Occupancy

6-9 months to 
complete Tasks include

• Fine tune policies 
and procedures

• Assess operations 
• Post occupancy 

evaluation

19

19
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Where is Your Jurisdiction in the Process?

Facility Development 
Process

Phase I 
Project 

Recognition

Phase 2
Needs 

Assessment

20

20

Phase 2:  Needs Assessment
Tasks

Develop a policy group, 
a system mission, and 
goals

Review standards/legal 
requirements

Evaluate existing 
facility, standards 
compliance, alternative 
programs, staffing 
levels, current criminal 
justice system and 
policies

Identify options

21

21

Needs Assessment
Components

1. Interview and collect information from all CJ 
system partners
a. Current policies/practices for each CJS 

component?
b. What issues (e.g., treatment fees) must be 

considered? 
c. Are they mandated or elective?

22

22

Needs Assessment
Components

2. Design a data collection instrument to:
a. Quantify defendant processing
b. Collect / analyze data
c. Analysis of who is in jail

Compile a report that describes current policies, 
issues considered, workloads experienced

23

23

County Population and Jail Admissions
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Needs Assessment
Components
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Snapshot:  Who is in Jail?
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In County – not Houlton
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Snapshot:  Who is in Jail?

29

Charge Level

Violent Crimes

High level charge

Lower level charge

Non Violent

Violent

29

Needs Assessment
Population Compared to Capacity

30
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30

Needs Assessment
Components

4.  Evaluate alternatives to incarceration
a. Inventory alternatives
b. Consider 7 key justice system decision 

points
c. Determine level of usage and coordination
d. Compile and discuss alternatives

31

31

32

	

32

Observations and Impressions of 
Alternatives

• Probation
– Post-conviction
– ACCCP

• No Risk and Needs Assessment
– Judiciary

• Drug Court

• There is support for use of alternatives

33

33

Needs Assessment
Components5. Population projections and capacity 

recommendations• Examine jail data
• Correlate CJS data / develop forecast scenarios

• Population change
• Rates of admission or incarceration
• Length of stay
• Peaking
• Policy/practice changes

34
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Needs Assessment
Components

6. Evaluate facilities 
(diversion /alternatives / jail)
• Assess facility conditions, compliance with 

building codes and operational standards.
• Analyze location effectiveness

• Consider legislative modifications

35

35

The Good
• Skilled and Compassionate Staff

• Cleanliness is Next to Godliness

• Adequate Staffing Levels (Recent)

• Staff makes the Most of a Bad Situation

• Availability of Community Mental Health and Substance 
Abuse Programs

• All Stakeholders committed to Doing What is Right

• 95% Non-Adjudicated Felons

36

The Bad
• Physical Facility Condition-Mechanical and Plumbing 

System’s Deficiencies
• Physical Facility Floor Plan

• Sight Lines

• Physical Location of the Facility

• Lack of Facilities to Meet Codes and Standards Including ADA

• Communication Between Service Providers Could Use 
Improvement

• Case Worker Load of 75
• Adequacy of Staff and Communication for Offices of DA, PD 

and Judges

37
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OTHER INSTITUTIONS AND BUSINESSES

• Environmental codes
• Fire codes
• Safety codes (OSHA)
• Building codes
• Clean air/smoke free requirements,
• Accessibility requirements (ADA)
• Food service sanitation codes
• Employee rights laws and rules 
• Worker training and certification

• Same
• Same
• Same
• Same
• Same
• Same
• Same
• Same
• Same

JAILS

Application  of Standards to Jails

38

Plus…
Inmates’ 
Rights, &

PREA

Jail standards - DOC

38

Models of Inmate Management

• Physical containment model.
– Barriers
– Separate Staff from Inmates

• Effective inmate management model.
– Situation normal adult behavior -

• 90-95% will assimilate to appropriate adult behavior
– Six Elements

• Our framework for observations and findings.

39

39

Physical Condition

40

135 
Years Old

567 
Years Old

Equivalent
to

40

41

41

ADA Accessibility

42

42
43

43

44

44

Conveying Expectations

45

45

The Ugly
• Fire and Life Safety Issues

• Physical and Electronic Security 

• Total Lack of Program Space (One Room)

• PREA Concerns

• On-Going Maintenance- Doing Nothing is Not an Option

• Crowding – Impediment to Effective Classification

• 95% Recidivism Rate

• Effective Connections to Aftercare Services

• Data versus perception

46
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Fire Safety

47

47

PREA

48

48

Lack of Program Space

49

49

Cost – Benefit Analysis
• Do nothing

– Extreme liability exposure
– Federal intervention
– Potential fire casualty consequences

• Bring facility into compliance
– Major renovation 
– Facility may not meet operational needs
– Temporary housing during renovation phasing

• Build new
– “Form follows function”

50

50

Needs Assessment
Components

7.  Recommendations
a. Justice system and/or case processing 

opportunities
b. Consideration of site alternatives
• Transition to site alternatives

51

51

Readiness Assessment 
Planning

Jail and Justice System 
Assessment

52

52

Systems Planning Process
Requires….
üA certain degree of readiness
üLocal officials prepared to ensure the 

maximum benefit
üResource commitment
üTime, coordination, expertise, objectivity, and 

preparation
üStrategies to develop “buy-in”

53

53

What Next?

• Create Criminal Justice Coordinating Council
– Identify key stakeholders
– Broader perspective
– Improve communication 
– Resources available through NIC

• Site visits to other facilities

54

54

NIC Jail Planning
Programs and Technical Assistance

Planning of 
New 
Institutions 
(PONI)
• When entering or 

just beginning 
needs assessment

• Team required, 
taught at NIC 
Academy

Managing Jail 
Design and 
Construction 
(MJDC)
• When needs 

assessment is 
nearly complete 
or complete

• Team required, 
taught on-site

How to Open a 
New Institution 
(HONI)
• At least 18 

months before 
opening

• Team required, 
taught on-site

www.nicic.gov 55
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I. Overview 

Aroostook County (County) is seeking proposals from qualified firms to provide multi-

year project consulting, management and oversight assistance to the County’s Sheriff’s 

Department in the advancement of solutions and recommendations for the County Jail. 

Specific tasks include project consulting, project coordination and management, 

meeting facilitation, technical specification preparation, project/program 

development/implementation and project oversight and accountability. The County is 

exploring all aspects of constructing a new county jail facility including, size, location 

and programs offered inside the new facility. An electronic proposal should be 

submitted to County Administrator Ryan D. Pelletier electronically in one document 

(preferably a PDF document) at:  ryan@aroostook.me.us  Proposals will be received 

until 4:30 PM Eastern Standard Time on XXXXX XX, 2023.  All costs incurred by 

proposing firm are to be borne by the proposing firm.  

 

II. Background 

The Aroostook County Sheriff’s Department currently operates a 117 licensed bed 

facility, originally built in 1889 with renovations in 1935, 1959, 1960 and 1986. The jail 

includes dormitory style housing units on three floors. The original jail keepers home 

attached to the jail facility serves today as office spaces for support staff. The current 

jail has design and operational limitations that continue to be a challenge as the jail 

population continues to increase. These pressures require that the County evaluate and 

determine the need for new construction including a new location for a County jail. In 

addition, the County wants to explore ancillary services within the overall justice 

system to include but not limited to drug treatment and mental health services 

contained within the new County jail. This work is collectively referred to as the Jail 

Project. The County requires professional management services from a highly skilled 

individual(s) to navigate through the various steps and keep the Jail Project on task 

and on budget. Organized management of the Jail Project is critical to the success of 

the overall project. Separate studies, including a Needs Assessment and Feasibility 

Study, preliminary design concepts, site location analysis, and the like will be 

contracted separately but will be managed by the Jail Project Consultant unless 

otherwise determined by the County to be managed internally. This Request for 



Proposals is focused on identifying and procuring a professional project manager to 

serve as the County’s Jail Project Consultant (County Agent/Owner’s Representative) 

to effectively and efficiently carry out the various project management aspects of the 

project. The County expects the implementation of the project to be conducted in 

stages. The County expects much of the work to be completed onsite and shall provide 

work space and available office machine usage for the Jail Project Consultant to use.   

 

III. Scope of Work to be Performed 

The work assigned over this multi-year project will vary throughout the course of time 

and will be focused on any and all supplemental services required to advance the 

project. Assignments might also be very broad in developing/implementing multiple 

correctional projects/programs simultaneously or any variation of technical 

specification development, advisory services, project facilitation services, 

studies/calculations and project/program development/implementation combinations. 

While not the focus of the RFP, the County is seeking firms with access to architectural 

capabilities that can conduct existing conditions assessments, growth and space 

studies, develop conceptual proposals, technical specification, associated cost 

estimates and other conceptual architectural services as needed by the County.  

 

The County anticipates a considerable portion of the work will be varied and cover a 

wide range of Correctional System Projects, programs and activities. The anticipated 

work week hours will vary pending the assignment(s), deadlines etc. Total hours are 

undefined at this time, and there is no guarantee of a minimum number of hours. The 

individual or consulting firm will only be paid for hours preapproved by the County and 

actually worked on behalf of the County. The County will not pay overtime rates for 

any work provided and will not pay for hours not directly worked on County 

assignments. The County will not pay mark-ups of any kind. 

 

The individual/consulting firm shall supply a laptop computer and any software or 

other supporting materials or equipment for the individual(s) working on County 

locations while performing the County’s assignment(s) beyond that provided by the 

County (phone, internet, space). Any resulting work product prepared or developed 

under this agreement will be the property of Aroostook County.  

 

The individual/consulting firm shall familiarize themselves with the Detention and 

Correctional Standards for Maine Counties and Municipalities as provided by the 

Maine Department of Corrections Inspections Division. 

 

The selected individual or consultant will be assisting the Sheriff and County 

Administrator along with County elected and appointed officials, managers and 



supervisors, staff, citizens or other County designees in the performance of the work. 

The work and skills required may include but not be limited to the following: 

 

 Provide skilled and timely project leadership and management services 

necessary to successfully guide and complete the project. 

 In consultation with other consultants, the Jail Study Commission and the 

Board of County Commissioners, develop and manage the project 

plan/approach, scope and objectives, work breakdown structure and critical 

path(s) and project budget and manage all project data and all project costs 

associated with the project and ensure identified milestones are met. 

 Predict resources needed to reach objectives, manage resources in an effective 

and efficient manner and develop contingency plans and mitigation strategies 

for ensuring effective and efficient delivery of services and timely attainment of 

milestones. 

 Research and or collect data and information, benchmark projects and 

programs, analyze and evaluate information and make recommendations. 

 Perform studies and technical calculations necessary to support the project and 

develop conceptual plans and cost estimates as well as identify and evaluate 

multiple alternatives including cost/benefit, return on investment, break-even 

point, and other analyses.  

 Prepare regular project status reports, evaluation reports, financial analyses 

and reports, solutions and recommendations documents, white papers, 

presentation materials, and any other documentation required to advance the 

project. 

 Develop meeting agendas, meeting minutes, RFPs, RFQs, Bid documents, 

contract documents, Scopes of Work, resolutions, specifications, cost estimates 

and other technical and non-technical documents pertaining to the project to 

facilitate the advancement of the project and selection of consultants, 

contractors, or other stakeholders. 

 Conduct financial modeling, assist in identifying a variety of funding options, 

provide guidance on tax exempt bonding, grants, initiatives and other 

alternative funding mechanisms, process and timelines, guide and assist in 

financial lobbying and legislative activities. 

 Manage contracts with vendors and suppliers by assigning tasks and 

communicating expected deliverables and prepare documentation and 

coordinate approvals required by various agencies as necessary. 

 Lead and facilitate various reoccurring meetings with county officials, 

stakeholders, the public, other agencies and community groups and any other 

individuals or organizations as needed. 

 Visit facilities and other sites as needed to make determinations that advance 

the project. 



 Perform related work tasks as assigned by the Jail Study Commission, Board of 

County Commissioners, County Administrator, Sheriff or other designees. 

 Utilize industry best practices, techniques, and standards throughout entire 

project execution, monitor progress and make adjustments as needed and 

measure project performance to identify areas for improvement. 

 Work closely with other County staff and departments including the District 

Attorney’s Office, Courts, Social Services, Jail Administration, Finance, Facilities 

& IT, Administration and other departments and staff as needed or assigned 

and perform other duties as required to efficiently and effectively advance the 

project ensuring that all duties and essential functions are conducted in a 

matter consistent with the County’s vision and mission. 

 

This position will not be an employee of Aroostook County and will not receive any County 

benefits associated with this project.  

 

The County reserves the right to select one or multiple proposers as the County deems 

appropriate. Additionally, the County reserves the right to distribute the work as it deems 

appropriate and at the County’s sole discretion. 

 

The individual, consulting firm and/or architectural firm is required to submit a qualification and 

experience document with their proposal. If there is a team of professionals being proposed then 

there shall be a qualification and experience document for each team member. They County 

reserves the right to pre-approve and/or reject the individual(s) assigned to the County project. 

Replacing the assigned individual(s) by the consultant without prior County approval is grounds 

for immediate termination of the agreement. The hourly rate for the individual or consulting team 

(consulting teams shall have hourly rates for each team member if the rate varies) shall be 

presented in the proposal. If a team approach is being presented then the percentage of time per 

team member shall be indicated in the proposal.  

 

The terms of this arrangement will be confirmed in a formal agreement between each individual 

or consulting/architectural firm and the County. The assignment duration is anticipated to be at 

least until year’s end of 2025, including up to four one-year extensions, but there is no guarantee 

of any or all extensions. Each one-year extension that is included in this specification is 

determined at the full discretion of the County. The County and/or the individual or consulting firm 

may discontinue this agreement at any time providing there is at least a 60-day written notice to 

the other party.  

 

IV. Minimum Qualifications 

 

 The responder’s key professionals and/or organization must not have material 

conflicts with Aroostook County or the Aroostook County Sheriff’s Office and 

must carry the minimum County-required insurance. 



 The responder must be capable of providing the requested services and must 

provide a concise description of their qualifications and capabilities in 

delivering project management services in the public sector and correctional 

facility sector.  

 As of April 15, 2023, the responder must possess a minimum of (15) years of 

experience in the business of delivering project management services. 

 The proposed Jail Project Consultant Staff Resource must possess the 

applicable combination of education, skills, experience and certifications to 

successfully oversee a major project involving multiple workstreams, 

departments, interdependencies and resources and must remain on the project 

as the consistent, dedicated project manager.  

 As of April 15, 2023, the Jail Project Consultant Staff Resource must possess a 

minimum of five (5) years’ experience in a lead project management-related 

role and is current on industry best-practices and has germane experience 

related to this engagement. 

 The responder must provide 5 applicable references complete with project 

description, services provided, cost of project, and organizational contact 

information.  

 

V. Proposal Content 

 

At a minimum, the proposal must include the following information to be considered 

for the engagement. For ease of review and to ensure full scoring credit, each 

requirement should be addressed separately. No proposal shall be greater than ten, 

8.5” x 11” double-sided pages including all required information and references.  

 

Cover Letter 

A cover letter, which will be considered an integral part of the proposal package, in the 

form of a standard business letter, must be signed by an individual authorized to bind 

the proposer contractually. This cover letter must indicate the signer is so authorized 

and must indicate the signer’s title or position. An unsigned proposal will be rejected. 

The cover letter must also include: 

a) A statemen that the proposal meets all requirements of this RFP, and that the 

offer tendered by the proposal will remain in full force and effect until and may 

be accepted by the County at anytime prior to 120 days beyond the deadline 

for submittal.  

b) A disclosure of any current business relationship or any current negotiations for 

prospective business with the County, or with any member of the Board of 

County Commissioners, staff, or any party currently rendering services to the 

County. 



c) A statement that the proposer acknowledges that all documents submitted in 

response to this RFP may be subject to disclosure under the Maine Freedom of 

Access Act (FOAA).  

 

Statement of Minimum Qualifications 

Proposers must complete and return the Minimum Qualifications Certification in the form 

contained in Appendix A.  

 

Questionnaire 

The questionnaire contained in Appendix B to this RFP must be completed and returned as 

part of the proposal. 

 

Reference Checks 

A minimum of 5 applicable references shall be provided to include the names, contact 

information and brief synopsis of the work performed, outcomes achieved, cost of the 

project and services provided. Reference checks will be conducted for each finalist.  

 

Fee Proposal 

Proposers must submit a combined, fixed-cost proposal in the format prescribed in 

Appendix C. Any deviation from the prescribed format which in the opinion of the County is 

material may result in the rejection of the proposal. The proposed fee shall include all 

costs and expenses for providing the services as described in this RFP, and any agreed 

upon additional services. Once finalists are selected, fees may be subject to a “best and 

final” offer process to be determined at the discretion of the County. The fee proposal 

must expressly state that the proposed fees are guaranteed for the term of any resulting 

contract.  

 

Contract 

This Request for Proposal is neither a contract nor meant to serve as a contract. It is 

anticipated that one or more of the proposals submitted in response to this Request for 

Proposal may be selected as the basis for negotiation of a contract with the proposer. 

Such a contract is presently contemplated to contain, at a minimum, the terms of the 

proposal submitted, as finally negotiated and approved by the County. The County 

reserves the right to negotiate additions, deletions, or modifications to the terms of 

proposals submitted. However, the terms contained in Appendix D, Addendum to 

Contract, must be agreed to and accepted by the candidate or organization selected to 

perform the work contemplated by this RFP.  

 

Project Schedule 

The submission must include a preliminary project approach and scheduled based on the 

number of calendar days required to perform the work following the award of the contract.  



 

 

 

VI. Submission of Proposals 
 

All proposals must be received no later than the deadline stated in the Timeline and 

Contact Information section. Submissions must be made via email to the identified 

contact person by the stated deadline. Only email submissions will be accepted. 

Proposals become the property of the County upon submission. All costs for developing 

proposals and attending presentations and/or interviews are entirely the responsibility 

of the proposer and shall not be chargeable to the County. Only one proposal from an 

individual, firm, partnership, corporation, or combination thereof, will be considered 

for this assignment.  

 

VII. Evaluation Process  

 

Pre-Evaluation Review 

All proposals will be reviewed to determine if they contain all the required submittals 

specified in this RFP. Those not submitting all required information in the prescribed 

format will be rejected.  

 

Proposal Evaluation 

All proposals received by the County representative on or before the deadline listed 

will be reviewed to determine whether they meet the minimum requirements of this 

RFP. All proposals received by the deadline that pass the pre-evaluation review will 

undergo an evaluation process conducted by County staff and other stakeholders 

and/or representatives. They will be reviewed to determine whether they meet the 

requirements of this RFP.  The County will consider the following factors in the 

evaluation process, ranked in no specific order, and will render a decision based on the 

perceived best fit and best value for the engagement.  Fees will be one of the 

determining factors in this decision but will not be the primary determinative.  

Proposals will be evaluated based on criteria which includes, but not limited to: 

   

 Understanding of the services requested 

 Experience providing the services requested 

 Experience with jail and/or correctional facility projects 

 Relevant knowledge, experience and qualification of firm and team 

members including established record of success in similar work 

 Credentials and experience of the proposed Jail Project Consultant 

Staff Resource 



 Proposed methodology, work plan and timeline to be used in the 

process 

 Cost 

 Warranty of Services 

 Insurance Coverages 

 References 

Proposals that contain false or misleading information or that provide references which do 

not support an attribute or condition claimed by the proposer will be rejected. Issuance of 

the Request for Proposal creates no obligation to award a contract or to pay any costs 

incurred in the preparation of a proposal. Nothing in this RFP or any resulting contract 

shall preclude the County from procuring services similar to those described herein from 

other sources. 

 

During the evaluation process, proposers may be requested to provide additional 

information and/or clarify the contents of their proposal. Other than information requested 

by the County, no proposer will be allowed to alter the proposal or add new information 

after the filing date. Once finalists are selected, fees may be subject to a “best and final” 

offer process to be determined at the discretion of the County.  

 

VIII. Timeline and Contact Information 

 

Schedule     Dates 

RFP Issued     April XX, 2023 

Deadline for Responder Questions  May X, 2023 

County Response to Questions  May XX, 2023 

RFP Responses Due 4:30 PM EST  May XX, 2023 

Evaluations    Week of June XX, 2023 

Candidate Interviews   June XX and/or June XX, 2023 

Selection     July X, 2023 

 

Note:  Schedule subject to change. 
 Jail Project Consultant RFP Contact Information: 

 Name: Ryan D. Pelletier, County Administrator 

 Email: ryan@aroostook.me.us – only electronic submissions will be accepted 

 Mail: County Commissioners Office, 144 Sweden Street, Suite 1, Caribou, ME 04736 

 Phone:  207-493-3318 

 

 

 

 

 



IX. Submission Process 

 

Deadline 

To be considered for selection, proposals must be received via email in Adobe Acrobat 

(PDF) format at ryan@aroostook.me.us before 4:30 P.M. Eastern Standard Time on 

May XX, 2023. (Only electronic submissions will be accepted). Please name your file 

and include in the subject line of your correspondence: “Jail Project Consultant RFP – 

Name of Responder.”  An email confirmation will be sent confirming receipt of the 

proposal.  

 

Withdrawal 

A proposal may be withdrawn any time prior to the deadline by written notification 

signed by the individual applicant or authorized representative of the firm and 

received at ryan@aroostook.me.us no later than the deadline of 4:30 P.M. EST, May 

XX, 2023.  Please reference the “Jail Project Consultant -RFP – Name of Responder” in 

your communications.  An email confirmation  will be sent confirming withdrawal of 

the proposal. The proposal may be resubmitted with any modifications no later than 

the deadline. Modifications offered in any other manner will not be considered. 

 

Questions 

To clarify any issues in this RFP, the County will respond only to questions that are 

presented in writing via e-mail to County Administrator Ryan D. Pelletier at: 

ryan@aroostook.me.us  All questions should be submitted to the County by 4:30 P.M. 

EST, May X, 2023. Please reference the “Jail Project Consultant RFP – Name of 

Responder” in your communications.  These questions will be consolidated into a 

single Q&A document and responded to by the County no later than, May XX, 2023 to 

all proposers without indicating the source of the inquiry.  

 

X. General Conditions 

Freedom of Information Act Disclosure 

All materials submitted in response to the RFP become the property of Aroostook 

County. Proposals remain confidential during the selection process.  However, upon 

completion of the selection process, all responses, including that of the individual, 

vendor or firm selected, will be a matter of public information and will be open to 

public inspection in accordance with the State of Maine Freedom of Access Act 

(FOAA). If, in response to this RFP, trade secrets or commercial or financial information 

are furnished under a claim that they are proprietary, privileged or confidential and 

that disclosure of the trade secrets or commercial or financial information would cause 

competitive harm to the person or business responding to this RFP, such claim must be 

clearly made, and such information must be clearly identified. Responses to this RFP 



with every page marked as proprietary, privileged or confidential will not satisfy this 

requirement.  Bidders are required to make a concise attempt to properly identify only 

those portions of the response that are truly furnished under a claim that they are 

proprietary, privileged or confidential and that disclosure of the trade secrets or 

commercial or financial information would cause competitive harm to the person or 

business responding to this RFP.  

 

Redacted Version of RFP Response 

In the event the Responder believes certain materials in the submitted response are 

exempt from public disclosure in accordance with language contained in the FOAA 

Disclosure section above, Responders are asked to provide a redacted version of the 

response it believes will be suitable for release under the Maine Freedom of Access Act 

and Title 1 M.R.S.A. Chapter 13 § 400-521. 

 

However, any claim of privilege from disclosure is not definitive. The County has the 

right and legal obligation to determine whether such information is exempt from 

disclosure under the Maine Freedom of Access Act and Title 1 M.R.S.A Chapter 13 § 

400-521 and no information will be considered or determined by the County to be 

proprietary, privileged or confidential unless it is identified and separated as indicated 

herein. 

 

Ordinary Course of Business Communications Allowed 

Other than existing normal business matters, respondents, potential respondents, or 

their representatives should not contract anyone at the County (including any County 

staff, members of the County advisory committees and members of the County Board) 

other than the listed RFP contact. In addition, respondents must not discuss this RFP 

with any employee of the County, trustee of the County, custodian, managers, legal 

counsel, or other advisors or persons/entities having contracts or other affiliations with 

the County.  

 

Rights Reserved 

The County reserves the right to amend any segment of the RFP prior to the 

announcement of a selected vendor/contractor. In such event, all respondent will be 

afforded the opportunity to revise their proposals to accommodate the RFP 

amendment. The County reserves the right to award or reject any proposal in the best 

interest of the County. The County may request additional information from any or all 

bidders to assist n the evaluation of proposals, and the County reserves the right to 

conduct background investigations of selected individuals or firms prior to awarding a 

contract under this RFP. The County reserves the right to remove any or all services 

from consideration for this contract. At its discretion, the County may issue a separate 

contract for any service or groups of services included in this RFP. The County may 



negotiate additional provisions to the contract awarded pursuant to this RFP. The 

County reserves the right to cancel the Jail Consultant Contract and award the 

contract to the next most qualified firm if the successful firm does not begin the 

contracted services within thirty (30) days of contract award. 

 

The County does not bear any obligation to complete the RFP process or to select any 

individual(s) or firm(s) and is not responsible for inaccurate or omitted information. 

The County also reserves the right without prejudice to reject any or all proposals 

submitted. The County will NOT reimburse any expenses incurred in responding to this 

RFP.  

 

Equal Opportunity 

Aroostook County does not discriminate because of race, color, religion, creed, sex, 

sexual orientation, age, marital status, military status, certain unfavorable discharges 

from military service, political affiliation, citizenship, ancestry, national origin, physical 

or mental handicap or disability or any other characteristic protected by law. It is the 

County’s intent to comply with all state, federal, and local equal employment and 

opportunity laws and public policies. 

 

Terms and Conditions 

Following a review of submitted materials, if requested, selected individuals or 

organizations must be prepared to make a presentation or otherwise participate in a 

virtual or in-person interview in Houlton, Maine with Aroostook County staff and Board 

members and/or other stakeholder members at a date and location to be determined 

by the County. The County will not provide reimbursement for any costs incurred by the 

individuals or organizations associated with this presentation. Prior to the award of a 

contract pursuant to this RFP, selected individuals or firms must provide all requested 

documentation, including required insurance certificates and enter into a mutually-

agreeable contract for services. The selected individual and/or firm awarded the 

contract and all of its sub-consultants, shall be barred from conducting the Needs 

Assessment/Feasibility Study referenced in the Background Section of this RFP.  

 

 

 

 

 

 

 

 

 

 

 



Appendix A:  Statement of Minimum Qualifications 

 

(Individual/Firm Name)______________________________________certifies that it 

meets the following qualifications: (Please initial each as applicable): 

 

1.  __________  The responder’s key professionals and/or organization has no 

material conflicts with Aroostook County or the Aroostook County’s Sheriff’s Office 

and can satisfy the minimum County required insurance obligations. 

 

2. __________  The responder is capable of providing the requested services and has 

provided a concise description of their qualifications and capabilities in delivering 

project management services in the public sector and correctional facility sector. 

 

3. __________  As of April 15, 2023, the responder possesses a minimum of fifteen 

(15) years of in the business of delivering project management services. 

 

4. __________  As of April 15, 2023, the proposed Jail Project Consultant staff 

resource possesses a minimum of five (5) years’ experience in a lead project 

management-related role and is current on industry best-practices and has 

germane experience related to this engagement. 

 

5. __________  The proposed Jail Project Consultant staff resource possesses the 

applicable combination of education, skills, experience and certifications to 

successfully oversee a major project involving multiple workstreams, departments, 

interdependencies and resources and will remain on the project as the consistent, 

dedicated project manager. 

 

6. __________  The responder has provided at least 5 applicable references complete 

with project description, services provided, cost of project and organizational 

contact information. 

 

 

Signed:_________________________________________ Date:_____________________ 

 

Printed Name & Title:_________________________________________________________ 

 

 

 

 

 

 



Appendix B:  Questionnaire 

 

The following questionnaire must be completed and included with your response to 

this RFP.  Type your responses in the same order as the questionnaire, listing the 

question first followed by your answer. 

 

Contact and Company Information: 

 

Name of Individual/Organization:_______________________________________________ 

 

Mailing Address:_____________________________________________________________ 

 

City:___________________State:_____ZipCode:_______Phone:________Fax:__________ 

 

Federal Employer ID #:__________________________Website:______________________ 

 

Proposed Jail Project Consultant Staff Resource: 

 

Name:____________________________________________ 

 

Title:_____________________________Phone:________________Email:_______________ 

 

Years of Applicable Project Management Experience:____________________ 

 

Project Management Certifications/Licenses (if 

any):________________________________________________________________________

____________________________________________________________________________

____________________________________________________________________________ 

 

Organization Background: 

 

1. Please provide a general description and history of the organization, its operations 

(please include any history of mergers and/or acquisitions), year founded, 

ownership structure, biographies of the principals and percentage ownership by 

current employees. 

2. Provide a brief, descriptive statement detailing evidence of the Respondent’s 

ability to deliver the goods or services sought under this RFP including similar 

project work. Include experience in project management. 

3. Describe the organization’s experience with jail projects, the nature/type of 

project, services provided, outcomes achieved, and applicability to the requested 

services. 



4. Provide detailed information regarding the proposed Jail Project Consultant staff 

resource (project manager) being proposed including the individual’s skills, 

capabilities, education, certifications, licenses, etc. Specifically address whether, 

and to what degree, the proposed Jail Project Consultant staff resources obtains 

experience in jail or correctional facility discipline. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix C:  Fee Proposal 

 

Please include detail regarding scope of services, deliverables and timeframe of the 

additional services. 

 

 FIRM NAME:_____________________________________________ 

 

 ADDRESS:_______________________________________________ 

 

      _______________________________________________ 

 

 TELEPHONE:_____________________________________________ 

 

 REPRESENTATIVE:________________________________________ 

 

Instructions: 

 

1.) List all activities, tasks or other work required to provide the services requested in 

this RFP. 

2.) List the staff members, staff member hourly rates and anticipated monthly and 

annual hours that will be dedicated to fulfilling the services requested in this RFP. 

3.) Include any and all other costs anticipated for completion of the work as well on 

an annual basis. Mark ups will not be allowed. 

4.) Attached at least 5 applicable references to include the names, contact 

information and brief synopsis of the work performed, outcomes achieved, cost of 

the project and services provided. Reference checks will be conducted for each 

finalist. 

5.) Identify all subconsultants (firm names and individuals) that may be working under 

this RFP and include the same information as requested in Appendix C Instruction 

Items 1,2,3 and 4 (above) for those individuals/firms. 

6.) Attach limits of coverage for professional liability insurance and show proof of 

coverage for Worker’s Compensation, Public Liability and Property Damage 

Insurance. 

 

TOTAL ANNUAL LUMP SUM AMOUNT (including subcontracted work):  $________________ 

 

I,________________________________, an authorized representative of the above-

indicated firm, have reviewed and understand the Jail Project Consultant Request for 

Proposals, and I/we am/are prepared to provide the required services for the above costs. 

 

__________________________________ 

Signature 



 

__________________________________ 

Printed Name 

 

__________________________________  Date:_______________________ 

Title 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix D:  Addendum to Contract 

ADDENDUM TO CONTRACT  

In anticipation and consideration of Aroostook County entering into a Contract for professional 

services, the Vendor/Contractor also agrees to the following:  

1) The Contractor certifies that it, and /or its principals and/or proposed staff resource(s) is/are 

not barred from being awarded a contract or subcontract because of a conviction or 

admission of guilt for bribery or for bribing an officer or employee of the State of Maine, 

Aroostook County, or any other state or local government entity in that officer or employee’s 

official capacity.  

2) The Contractor certifies that it is not barred from contracting with Aroostook County or the 

State of Maine because of any violation of either bid-rigging or bid rotating.  

3) The Contractor certifies that no fees, commissions, or payments of any type have been or will 

be paid to any third party in connection with the contract to which this is an addendum, 

except as disclosed in the contract or an exhibit thereto. The Contractor shall promptly notify 

the County if it ever has reason to believe that this certification is no longer accurate.  

4) To the extent governed by Maine Law and is applicable to the Contractor, Contractor agrees 

to:  

a) Refrain from unlawful discrimination and discrimination based on citizenship status in 

employment and undertake affirmative action to assure equality of employment 

opportunity and eliminate the effects of past discrimination; and  

b) Comply with the procedures and requirements of the Maine Human Rights’ regulations 

concerning equal employment opportunities and affirmative action; and  

c) Provide such information, with respect to its employees and applications for employment, 

and assistance as the Maine Human Rights Commission may reasonably request.  

5) The Contractor, at the time of execution of the contract, shall also furnish the County with 

insurance certificates of adequate limits, as later indicated, to protect Aroostook County, its 

agents, and employees from any litigation involving Worker's Compensation, Public Liability 

and Property Damage, involved in the work. All subcontractors must also furnish copies of 

their liability insurance and Worker's Compensation Insurance certificates to the County. No 

subcontractor will be allowed to perform any work under this contract by the County unless 

such certificates are submitted to and approved by the County beforehand.  

6) The Contractor shall maintain, for a minimum of five (5) years after the completion of the 

contract, adequate books, records, and supporting documents to verify the amounts, 

recipients, and uses of all disbursements of funds passing in conjunction with the contract. 

Contractor shall further make all such books, records, and supporting documents related to 

the contract available for review and audit by the Aroostook County Auditor and by the Maine 

State Auditor and shall cooperate fully with any audit conducted by the Aroostook County 

Auditor and/or the Maine State Auditor and will further provide the Aroostook County Auditor 

and the Maine State Auditor full access to all relevant materials. 

7) To the extent it applies to Contractor and this contract, Contractor agrees to comply with the 

Maine Wage Laws.  



8) Contractor agrees to notify the Aroostook County Human Resources Director if it solicits or 

intends to solicit for employment any of the employees of the County during the term of the 

contract.  

9) Contractor understands that the County and this contract are subject to the provisions of the 

Maine Freedom of Access Act and all related Maine Statutes related to Open Meetings and 

public access.  

10) The Jail Consultant Request for Proposals (RFP), the Contractor’s response to the RFP, 

together with any and all contracting documents, shall be incorporated by reference into and 

shall become a part of the full contract.  

11) Counterparts. This Agreement and Addendum may be executed in counterparts, each of which 

shall be deemed to be an original, but all of which, taken together, shall constitute one and 

the same agreement. The counterparts of this Agreement and Addendum may be executed 

and delivered by electronic signature by any of the parties to any other party and the receiving 

party may rely on the receipt of such document so executed and delivered by electronic means 

as if the original had been received.  

12) Under penalties of perjury, Contractor certifies that it has provided the correct Federal 

Taxpayer Identification Number to the County as part of this RFP.  

 

13) Contractor is doing business as a(n) (please circle applicable entity): 

  • Individual   • Sole Proprietorship   • Partnership  

• Corporation   • Not-for-Profit Corporation  • Tax Exempt Organization: 

• Real Estate Agent • Governmental Entity    

Tax Exempt Classification:_____________________                     

• Trust or Estate  • Other:_____________________  

 

I,___________________________________________, an authorized representative of 

____________________________________________, have reviewed, understand and agree to the 

provisions contained in this Addendum for the Jail Project Consultant Request for Proposals, and 

I/we am/are prepared to include them in the final contract. 

 

_______________________________  

Signature  

_______________________________  

Printed Name  

______________________________ 

Title 

 

 

 



Appendix E:  Major Activities 

  

The following table summarizes the major activities of the project, but should not be considered 

all-encompassing.  As previously stated, the anticipated work and tasks will vary and there is no 

guarantee of a minimum number of hours or work and the County reserves the right to modify, 

cancel or reassign the work at its sole discretion.  

 

Task Name 

Jail Project Activities/Schedule: 

 Facilitation of Meetings with Jail Study Commission, any sub committees, the Public, County      

 Commissioners and others (ONGOING throughout project). 

 Pre-Meetings & Feasibility/Needs Assessment (NA) Study Statement of Work (SOW) 

 Advertise, Interview, Select, Contract with Feasibility/NA Consultant 

 Conduct Feasibility/Needs Assessment  

 Review Draft Report, Revise & Present Findings with Commission 

 Public Communications & Meetings 

DECISION POINT:  Go/No Go 

 Develop Concept Design Consultant SOW 

 Advertise, Interview, Select, Contract with Concept Design Consultant 

 Develop Concept Design Concept Plans & Estimates 

 Review Draft Report, Revise & Present Findings with Commissions  

 Public Communications & Meetings 

DECISION POINT:  Go/No Go 

 Legislative/Citizen Approval Process  

 Bonding Process:  Financial Review/Consultation 

 Bond Admin & Sale 

 Bond Issuance 

DECISION TO USE A CONSTRUCTION MANAGER (CM) – If so: Separately Contract to include 

during Design 

 Develop CM SOW 

 Advertise, Interview, Select, Contract with CM 

 Acquire Property/Permits 

 RFP for Design Firm 

 Advertise, Interview, Select, Contract with Design Firm 

 Conduct Design 

 Develop Bid Documents 

 Advertise, Select, Contract with Contractor 

 Mobilization 

 Construction 

 Punch Lists/Facility Commissioning/Testing & Cleaning/Move In 

FACILITY OPEN 
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