
Aroostook County Jail Study Commission Meeting  

August 19, 2024 

10:00 AM 

Caribou Courthouse – Administrative Hearing Room and Via Zoom 

Ryan Pelletier, County Administrator will call the meeting to order. 

Zoom Meeting ID: 824 6916 7247 Passcode: 159019 

AGENDA 

1. Call to Order.
2. Review of minutes.
3. Update on Jail Commission expansion and voting procedures.
4. Discuss upcoming PONI Program training the week of October 7th.
5. Other business.
6. Adjournment.



MINUTES 
 

Aroostook County Jail Study Commission 
Monday, July 15, 2024 10:00 AM 

Administrative Hearing Room – Caribou Courthouse 
 
Present: 
Ryan D. Pelletier, County Administrator 
Bryan Jandreau, Facilities & IT Director 
Dana Gendreau, Finance Director 
Norman Fournier, County Commissioner, Committee Member 
William Dobbins, County Commissioner 
Peter Johnson, Sheriff, Committee Member 
Kai Libby, Committee Member via Zoom 
Brian Harris, Committee Member 
Matthew Cummings, Committee Member 
Carroll Theriault, Committee Member 
Donald Guimond, Committee Member 
Craig Clossey, Jail Administrator via Zoom 
Erica Pelletier, Chief Deputy 
Arthur Thompson, Architect via Zoom 
Scott Adkins, County Administrator, Penobscot via Zoom 
Tammy Pelletier, Operations Assistant 
Rothery Sullivan, WAGM 
Melissa Lizotte, Bangor Daily News 
 
1. County Administrator, Ryan Pelletier called the meeting to Order at 10:00 AM.   

 
2. Mr. Pelletier opened a discussion regarding electing a chairperson.  Sheriff Gillen 

had been the prior chairperson.  Consensus from the team was to wait until we 
expand the group based on the recommendations from the NIC representatives. 
 
MOTION 
Matthew Cummings moved to table electing a chairperson, seconded by Donald 
Guimond. 
 
VOTE 
Motion voted and passed. 
 

3. Initial impressions from the JJSA draft report are that it was well done, thorough, 
and clearly identifies the need that something needs to be done.  Highlights the 
high morale and dedication of the jail staff, shows lack of meaningful space, 
facility licensed for 117 beds, but it is not designed for that volume.  Content 
edits can be sent by Friday to get back to the NIC for their finalized report. 
 

4. The committee currently has 9 representatives and it was recommended that we  
expand the group to include mental health, substance abuse, educators, judges, 
defense attorneys, etc.  The team came to a consensus to increase the 



committee to 12 representatives and to identify candidates from mental health, 
substance abuse, judges, and defense attorneys. It may also be good to look at 
including Steve French from the DOC in order to have someone knowledgeable 
about jail standards.  Mr. Pelletier will work on identifying and reaching out to 
potential candidates. 
 

5. Mr. Pelletier presented information regarding the Planning of New Institutions 
(PONI) program offered by the NIC.  The 3-day training session is designed for 
decision makers in the county such as the Sheriff, Commissioners, County 
Administrator, and other county staff that may have a part in the design or 
function of the new facility. 
 
MOTION 
Matthew Cummings moved to engage the NIC regarding the PONI program, 
seconded by Carroll Theriault. 
 
VOTE 
Motion voted and passed. 
 

6. Mr. Pelletier presented an RFP draft for a consultant to help guide the process.  
It is better to spend upfront than after the process has begun.  It can be costly to 
make changes after a certain point in the process.  A consensus was reach to 
move forward with the RFP for a consultant.  Scott Adkins, County Administrator 
for Penobscot, advised that they did not hire a consultant, but instead are using 
an architect through the process. 
 

7. Mr. Pelletier noted the need to have public awareness and engagement.  
Message needs to get out to the public about why a new facility is needed and 
how it will be funded.  Mr. Pelletier indicated that people want to be involved as 
indicated by the many phone calls received after we have held meetings on the 
topic. 
 
MOTION 
Brian Harris moved to send the request to the Commissioners to approve the 
hiring of a PR Consultant, seconded by Carroll Theriault. 
 
VOTE 
Motion voted and passed. 
 

8. A consensus was taken for the next meeting to be Monday, August 19 at 10 AM 
in the Administrative Hearing Room – Caribou Courthouse.  Mr. Pelletier 
adjourned the meeting at 10:59 AM. 
 

 
 

Next meeting Aroostook County Jail Commission 
Monday, August 19, 2024 10:00 AM 

Administrative Hearing Room – Caribou Courthouse 



National Institute of Corrections  

 

PLANNING OF NEW INSTITUTIONS (PONI) 
Training Program Description 

 

PROGRAM GOALS 
 

o To provide participants with an understanding of the Facility 

Development Process 

 
o To create an opportunity for participants to define their individual role 

in the process and develop as a planning team 

 
o To introduce team members to concepts which may be used in the 

facility planning and design process 

 
o To provide team members with the opportunity to apply these concepts 

under the guidance of program facilitators 

 
o To provide materials and information about jail planning and design to assist 

the jurisdiction in making well- informed planning decisions 

 
PROGRAM AUDIENCE 

 
This 3-day training session is designed for decision makers in the county such as the sheriff or 

jail agency CEO, council members or commissioners, County Executive or Manager, other 

county staff that may have a part in the design or function of the new facility. 

 
 

PROGRAM MODULE CONTENT 
 

FACILITY DEVELOPMENT PROCESS 

 
This session will give users an overview of the entire facility development process from 

project recognition through post occupancy. The process is shown as a step-by-step 

sequence that is divided into its major phases. This module focuses on creating a road map 

for local governments that provides a sequence of tasks, activities and decisions and de- 

mystifies" the process. By becoming more familiar with the process, local officials should 

begin to realize when they can have the greatest impact on their projects. 



ROLE CLARIFICATION AND DECISION MAKING 

 
This module will provide an overview of the roles' different members of the planning 

committee and public officials have during the facility development process. 

The roles for each member of the team will change throughout the planning process 

and it is important that each member know what is expected and desired. 

 
MISSION, VALUES, AND RESPONSIBILITIES 

 

This module will provide an overview of the purpose for and basic structure of a mission 

statement as it relates to the jail planning process, the construction project, and the 

operation of the new facility. In this session, emphasis will be placed on the development 

of a mission statement for the new jail. 

 
The role of the mission statement in the facility development process will be identified. It 

should be mentioned that developing a clear, concise mission statement is an important role 

of the planning team. Describe how it can serve to guide the project, and the decisions for 

which the team will be responsible. 

 
NEEDS ASSESSMENT - USING DATA FOR FACILITY PLANNING 

 
This module provides information about the data which is typically used in criminal justice 

planning and offers opportunities for participants to make decisions based upon data in a case 

study format. 

 
This module is based on the premise that most participants in the PON1 process will not be 

traditional statisticians and researchers; in most cases, they will be users of information that 

is provided to them. If they are to use this information wisely in their decision making 

process, they must be more informed consumers. This means that they should: 

a. Know the information that is likely to be useful to them, and 

 
b. Know how to use the information so that they get the most out of it. 

 
Data collection relates most strongly to the master planning and/or needs assessment steps in 

the facility development process. The data collection tasks completed as a part of these steps 

tends to fall into three general categories: 
 

c. Historical trend analysis, which is the foundation for the next task, 
 

d. Population forecasting, and 



e. Offender/resident profiling. 

 
Each of these tasks provides a different type of information and is useful for different 
purposes. 

 
 

The module shows ways in which people enrich this task by analyzing and interpreting the 

information and giving the "data" or "raw numbers" meaning by linking statistical 

information with policy decisions. 

 
FUNCTIONAL PROGRAMMING 

 
This module provides information about the architectural portions of the planning process. 

General project issues regarding image and appearance, characteristics of the building type, 

and specialized characteristics of each project are discussed. The trainer provides a 

methodology for determining how much space is appropriate for each function. The 

presentation introduces important space planning concepts, such as net and gross square 

footage, and provides examples of what a space program looks like. 

This module provides important information about cost control methods by illustrating the 

relationship between the quantity of square feet constructed, the quality at which they are 

built and the resulting costs. Factors that determine quality, quantity and cost are discussed 

in detail. 

This module next provides an opportunity to practice space programming. Building on the 

decisions made during functional programming, teams will develop a resulting space 

program and determine if their project continues to be within budget. If not, teams are 

asked to develop strategies to bring their project within budget. 

SCENARIO DEVELOPMENT 

 
This module provides information on the scenario development process. It is important 

during the space programming for agencies and jurisdictions to fully discuss how the facility 

will work, how tasks will be accomplished, and the types of services and programs they 

intend to provide and/or implement. 
 

SPACE PROGRAMMING 

 
This module provides information about the architectural portions of the planning process. 

General project issues regarding image and appearance, characteristics of the building type, 

and specialized characteristics of each project are discussed. The trainer provides a 



methodology for determining how much space is appropriate for each function. The 

presentation introduces important space planning concepts, such as net and gross square 

footage, and provides examples of what a space program looks like. 

This module provides important information about cost control methods by illustrating the 

relationship between the quantities of square feet constructed, the quality at which they 

are built and the resulting costs. Factors that determine quality, quantity and cost are 

discussed in detail. 

This module next provides an opportunity to practice space programming. Building on the 

decisions made during functional programming, teams will develop a resulting space 

program and determine if their project continues to be within budget. If not, teams are 

asked to develop strategies to bring their project within budget. 

 
STAFFING AND OPERATING COSTS/ISSUES IN NEW JAIL STAFFING 

 
This module provides information about a method to determine and justify staffing needs 

during the new facility planning process. Staffing levels are influenced by many factors that 

are outside the jurisdiction's control - the population served, case law, and standards. 

However, other areas are - to greater or lesser degrees- actionable. Most jurisdictions can 

influence scheduled activities and operating practices. During facility planning and design, 

jurisdictions are in a unique position to influence a staffing factor (the physical plant) which 

is otherwise much more difficult to influence. The underlying premise of this module is that 

jurisdictions must seize this opportunity to influence future staffing requirements. 

The module next focuses on how participants can do this. The module provides information 

about a staffing analysis process that can be used to identify an appropriate staffing pattern 

for the new institution. Participants work as teams to develop a staffing plan for the facility 

that they have programmed in their case study, allowing them to see the implications of 

their planning and programming decisions. 

 
SITE EVALUATION AND SELECTION 

 
A common perception regarding site selection is that jail location is driven by two factors; 

political issues and dollars. While these are important considerations, jail sites must be 

carefully evaluated and selected if they are to serve in the public's best interest. This module 

will present a basic approach to site evaluation. 

The presentation will outline basic criteria that the jurisdiction may want to 

consider in reviewing various sites. Examples of some specific criteria will also be 

given. 



The module will include a discussion of those who should be a part of the site evaluation 

process, and the steps involved. The role of the planning team will also be reviewed. 

 
TAKING CONTROL OF THE PROJECT 

 
This module will facilitate the participants working together as a planning/decision making 

team during the facility development process. 

A short lecture will be delivered followed by small group work and team reports. The 

presenter should emphasize the importance of the team identifying and understanding how 

it will function as a project planning team. Each member should also understand his or her 

individual role on the team. 

The idea will be presented that the team members' roles may shift during the process 

depending on what type of decision the team is making. For instance, on decisions involving 

design options which will facilitate jail operations, the jail administrator may serve as the 

"expert," while the sheriff and commissioners fill the "approving authority" role. 

It is critical that the team begin to identify the types of decisions they will face, and the 

decision- making process to be followed. 

Life cycle costing is a task with which the planning team will become familiar. It is a tool 

that will allow the jurisdiction to ultimately determine the affordability of operating the jail 

they are planning. The presentation should contain a list of the benefits of life cycle costing. 

The instructor will define life cycle costing and its purpose. The presentation should 

demonstrate a linkage between the decisions made by the team early in the planning 

process and future operating costs. This discussion should make the distinction between first 

costs and ongoing operational costs. 

 
The module will contain a discussion of the basics of developing a life cycle cost analysis. 

Who should be involved in the process, and the qualifications of those developing the 

analysis should also be discussed. 

 
When life cycle costing should be undertaken will be identified. The module will also 

include examples of two or three life cycle cost analysis documents. 

 
The individual handling project management will serve as a key link between the jurisdictions 

planning team and those under contract to complete the project (planners, architects, 

contractors, engineers, etc.). It is critical that the planning team be introduced to the concept 

of project management and the role of the project manager. 

The tasks involved in the project management process should be described in general. Some 



detail about the tasks should be included to enhance the participants understanding. In 

describing each of the general tasks, the technical resource provider/instructor should 

address the role and level of involvement of the planning team members. 

Samples of various project organizational structures might be described. The specific tasks 

and responsibilities of the project manager should be included in the discussion. The 

presentation should contain a discussion of the level and type of authority the jurisdiction 

should invest in the project manager. 

The type of person to be selected for the project manager should be addressed. Appropriate 

qualifications and background should be described, including the necessary skills and 

qualities of a project manager. 

 
ACTION PLANNING 

 
Action planning is the exercise that ties the program's content to the functioning of the 

participants as a planning team. It will forge a link between the team experience at the 

PONI program and their experience upon returning to their jurisdiction. 
 

In conveying the basic process of action planning, simplicity is the key. In completing the 

exercise, the team should focus on the process of action planning itself, and not the 

mechanics of the process. 

 
At a minimum the team should identify the major task to be undertaken, in chronological 

order the sub-tasks to accomplish it, the party(s) assigned to each task, any resources 

required, and a completion date. Teams should action plan for no more than three months 

into the future. 

 
Participants should understand that everyone involved in the project should be a part of 
action planning. It is a tool that can be used to organize and track workloads for tasks of all 
sizes related to planning the new jail. 
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