RarpH J, STEPHENSON, P. K., P.C.
CONMULIING HINGINRER

November 10, 1983

Subject: Monitoring Report #1
Department of Corrections
State of Michigan
United States Justice Department Consent Decree

Note: The information in this report ism confidential and
is prepared for use by the Department of Corrections
Only-

Project: 83140

Date of Monitoring: October 21, 1983 (working day 207) lst sessién
and November 3, 1983 (working day 216)
2nd session

Actions taken:

~ Made general review of program
- Identified overall needs of selected individual projects

-~ Began diagramming various projects

-~ Established basic procedures for future work of the plarning
and overview (oversight) committee (POV)

~ DBegan shakeout of various total program elements

- Worked with POV committee on preparing preliminary network
nodels for several project areas

General Summary

The initial summsry attended was held on October 21, 1983
(working day 207) at which time 2 general review of the
entire program was made by the Director of the Department
of Corrections and his staff, along with attorneys from
the Attorney General's Department, State of Michigan.
Following the briefing session, we began preparation of
information tabulations, and network models for various
parts of the program. The entire consent decree work is
t0o be entitled a program with each of the elements that
have definable beginning and ending points defined as
projects within the prograns.
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¥rs. Luslla Burke has been appointed project directer,

and she 1s to work with s planning and overview (oversight)
committee (POV) that is be chaired by Mr. William L. Kime.
Staff xembers from the Depariment of Corrections that will

be ‘Beeply involved in the program implementation will bes

¥r. George D. Walter and Mr. Robert B. Groenlesr,bdoth of whonm
will provide major technical assistance in the implementation.
The PO¥ will work closely with the major institution

involved - Jackson, Marquetts, and Ionia - esach of which will
have direct input into the ocomponents of the program.

At our sessions we concentrated on identifying major
components of this program. These are listed below in random
order as they have emerged to date:

- : - Projects are fundamentally located at the
- Jackson, Marquette, and Ionia institutions in Michigan.
Five units at Jackson, three units at Marquette, and
two units in Ionia are involved. The designation of
each is as follows:

- SMC (SMI) - Jackson, inside (close custoedy)

- SM¥ - Jackson, inside (medium custody)

- SVK - Jackson, north side complex

- SMT - Jackeon, trusty division

= RGC « Jackson, Reception & Guidance Center

- MBP (¥BI) - Marquette Branch Prison, inside
- MBT - Marquette Branch Frison, Trusty

- MIPC (MIC) - Kichigan Intensive Program Center at
Marquette

- ¥R {RMI) - Michigan Reformatory, Ionia
- ¥RT (RMT) - Michigan Reformatory Trusty, Ionia

Each of these facilities has its owmn -{cclnl characteristics
and part of our work has deen to identify the projects
to ds carried out at sach facility.

- 23;313;_;n¥§%xgg - Dus to the complexity of this entire
TOEr Al re are very many parties involved in its
nplementation and monitoring. Ve are sstablishing

the major of these in our responsiblility code list
and will identify each activity in the network model
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with the parties repponsible for carrying out the
action: Presently the major groups involved are the
Department of Corrections, Department of Management
and Budget, State Legislature, U.S. Justice Department,
the Court, Joint Caplital Outlay Subocommittee, and the
Attorney General's lLepartment. Others will De
identified as planning proceeds.

- gz%%tgg - Within the program there are many projects of
r{ch we have prepared network models wholly or in
part for eight to date. Thess elght are as follows,

- Personnel hygiene plan preparation (project 000l1)

- Pire safety checklist preparation (project 0002)

- Fire safety operational plan preparation (project 0003)
- Vermin control plan peeparation (project 0004)

- Barbering (project 0005)

- Punding (project 0006)

- Operational cell lighting and related wiring
(project 0007)

- Chronic disease index/problem oriented record
system prepsration (project 0008)

- Pire safety training program (project 0009)

- -~ To date we have Ero ed six sheets
05 ﬁotworﬁ models #1, #2, #3, #4, #6, and #7. In
addition we have preparsd two resource tabulation
sheets R~1l and R-2 and one miscellanecus data sheet N-l.
As the project proceeds it will become increasingly
important to be able to quickly find the network
model and the translations (bar chart, slant chart,
narrative tabulation) that refer to and provide
information about the various projects within the
program. We shall make every effort to crose
reference each network model to all other pertinent
information.

- M%W%W~Aew-fmd
grenter reference needs o consent decree it
will be helpful to find methods by which certain
areas of information can be located quickly. At

present on the miscellaneous data sheet M-l we
are ldentifying information about the various
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Report #1

projects by consent decree date number and section.
In addition, the Department of Corrections staff
is putting the conaent decree into thelr word
processor which is capable of key word searches.
This will allow the program staff to index the

consent decree and retrieve information as

required for specific purposes.

projects

q 0 1
can be completed. Sometimes it is possible that
within any given project there will be several
methods of implementation. 3So far the Department
of Corrections staff has ldentified seven methods
which are presently designed A through G. These
are being studied and will be adjusted as regquired.
The seven are as follows:

A

B,

c.

D.

E.

F.

G.

Immediately implementable - Requires no special
ateps to carry out

Operations project - Requires plan, procedures,
and equipment to be allocated but does not
require additional money allocationa

Operations - Requires additional staff, equipment,
gog;raots. and other resources and/or additional
ollars. .

Physical plant staff project - To be accomplished by
existing maintenance staff with CSS & Mmg% ¥ money.

Force account project - Specially hired supervisors
and inmate help coupled with purchased materials

Consultants to develop plans - Operational plans
and professionsal architectural help along with
engineering document required.

Capital outlay construection frojoct - Requires
material and labor by outslde contractor

These basic method definitions will be refined as
additional information becomes available during the
planning process.

- glgg_!gi%_gérgfgégggb- There are several time spans that have
‘ en ldentifie m immediate on up through six years.

These have been broken into categories and will be
further evaluated along with the methode of implementation
as planning proceeds.
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3¢ g - Within each network plan are
standard sequences. For instance, to date we have

1d¢nt1fi¢d several standard sequences including

plan preparation, retention of consultants, hiring

of personnel, funding, procedural reviews and comments,

and others. It is important that we be able to locate

the network plans on which these sf§andard procedures

are used thus speeding up planning timo where we are

repeating procedural steps.

The network models prepared to date have, with the oxoaption
of the chronic disease index/problem oriented record
system, been quantified from a base date of sero which
is the point where the court order is entered and the
consent decree becomes effective. Another base date
used has been the date of ocur first and second meetings
since some of the work involved in the { gram can begin

'

now and connect to work that will be released by the court
order entry.

For reference purposes, given below arc the rc:ponalbility
codes assigned to date (as of November 3, 1983) to the
PATtiaipants are brought into the Planning ploverer o riond

1. U.S. Justice Department |

2. Federal Court

3, Michigan Attorney General's Offlce

4, Department of Corrections

5. Ionia staff

6. Jackson staff

7. Marquette staff

8. MIPC staff

9. Project direotor (PDR)
10. Planning and overview (oversight) committes (POV)
1l. PFire safety consultant

12. Michigan State Police



RaLpPH J. STrepEsNsoN, P.E, P.C.
CONBULTING FINGINEER

Eonitoring Report #1
U.S. Justice Dept. Consent Decree

Page six
13. Department of Corrections staff
14, Civil Service Department
15. Michigan Senate
16. Michigan House ©f Representatives
17. Department of Management and Budget
18. Joint Capital Outlay 3Subcommitties
19. Governor
20. Adminietrative board
21, Unknown suppllers
22. Department of Corrections Training
23. Office of Health Care
24, Office of Health Care Task Force for CDI/POR
25, Data applications consultant
26. Unknown consultants

It is the present intent to continue planning with the
POV committee to get as much early planning done as
possidle. It is critical that the committee and the
entire program team understand the scops of the program
and to show as much early work intensity as possible

to get the projects off and running well.

I shall glan to begin drafting the networks into final
form following our next session and meanwhile will Ddegin
formulating data base fileas that might be of help in
locating information quickly and accurately. '

I have recommended to the Department of Corrections staff
that following each session we make & complete set of
reproducible sepias of the sheets worked on duking the
seasion to provide an ongoing record of work progress for
all ; ies involved. Within the next two or three
sessions we a2lso plan to begin identifying the staff

and other resources required to carry out the various
projects. THis will be done through various translations
and resource allocation techniques. These technigues, "as
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well as others to be used in the planning process, are
being explained to the committee and ths working
groups as we prepars the network models.

I shall maintain ¥ra. Burke, MNr. Walter, and Mr. Groenleer
as ny prime contacts with the Department of Corrections
and the pro + To date it has been impressive seeing
how the various diverse interests and groups have degun
working together on this very important set of projects.
We shall make every effort possible to maintain interest
at a high level and to keep planning moving ahead, and at
an intelligible and useful level.

Ralph Ja st.Ph.nQOn. P.E.
RISi1eps
To: Mrs. Luella A. Burke

cc: Mr. George Walter
¥Mr. Robert Groenlser
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November 27, 1983

Subject: Monitoring Report #2

Hote:

Department of Corrections

State of Michigan

United States Justice Department Consent Decree
The information in this report is confidential

and is prepared for use by the Department of
Corrections only.

Project: 83140

Dates of Monitoring: Session #3

November 8, 1983
(working day 219)
Seasion #4 ~ November 14, 198

(working day 223
Session #5 - November 15, 198
Session #6

(working day 224
November 17, 198
(working day 226

Note: The sessions are numbered for ease of network model
reference. Planning ssssions will continue to be
numdered as they are conducted in the future.

Aotions taken:

-

-

Continued preparing network model for individual projects
within the total program

Began investigation intoc word search techniques within
the conaent decree

Prepared standard sequences for variocus implementation
methods

Reviewed project management methods as applied to the
CDE progran

Planned overall approach to program for next ssveral weeks

Seneral Summary

The total consent decree (CDE) program is now being brought
into the form of several individual projects each of which
is designed to fulfill a portion of the consent decree
reQquirements. To date, we have identified and planned or
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partially planned 18 projects. These projects each contain
several components some of which are standard sequences.

In certain cases, the nstworks themselves are standard
sequences. It is anticipated that over the next month and
a half we will continue to dlagram projects and attempt

t0 complete network models for all of those components

that are considered major.

In addition, we have identified several critical base points
that are very important to the total program. Base polints
identified to date are as follows:

- Zero count date (2C) - This is the date from which the
time measurements aspecified in the consent decree
start; It should be understood that the ZC date
may be different from the date at which the consent
decree is entered into the court.

- Zero date of conaent decree (ZP) - That date on which the
consent decree is entered into the court for
implementation.

- Now date (NW) - A date independent of either the sero
count date or the szerc point date. Usually indicates
dates on which work can proceed immediately under
implementation method A requiring ne special
additional steps to carry out.

- FPFunding date (P) - The date on which the funding necessary
to start or continue the work on any given project
is available. In the network models the funding date is
designated by cross hatched or shaded nodes identified
by a capital F.

The sero count date is very critical in that most of the
completion points for various projects within the progranm
are specified by a given number of calendar s following
the sero count point. Therefore, most of our late finishes
12nth‘ network model will be identified as a ZC+ point in
tine.

For refersnce purposes, the following conversions can be
used as appro tionas

« 60 calendar days equals 42 working days
- 90 calendar days equals 63 working days
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- 120 calendar days equals 84 working days
- 180 calendar days equals 126 working days
- 360 calendar days equals 252 working days

Refermnces to completion points in the consent decree usually
are given in multiples of 60 calendar days from the ZC point.

As part of our work to date, we are also identifying the
participants in the project, and this information is bdeing
tabulated in a name abbreviation list which will become

a project directory. Responsibility codes are also being
assigned, and each major party will have an identification
by :hioh responsibilities for various actions can de
assigned.

One of the most important documents to be evolved to date
is the description of the seven implementation methods
currently being consldered for carrying out the various
projects. Por reference purposes, these are listed below:

- Method A -~ mmed
special steps to

- Method B - 93’%‘*‘“?&;?‘*"93’ Requires plans, procedures,
and equipment ¢ enment but no additlional dollars.

-~ Method C - + Requires additional staff, equipment
contract, anﬁaor asdltionnl dollars. ’

- Method D - W Done by existing staff
with CSS or ollars.

- Method E - xgzng_gfggygx_gg§igg§. Requires hired
supervieion and inmate help with purchased materials.

- Nethod F - ggn{gixgng. Requires retention of a consultant
to develop plans or proposal documents.

- Method G =~ « Requires materiils
A and labor outeide contractors.

| These definitions were provided in Monitoring Report #1 dated
Novembsr 10, 1983 and are repeated hers for ease of reference.

Eilvl ¥

ply imr ble. Requirass no
exscute.

The network models prepared to date are now being drafted into
final form and may be ultimatsly processed by computer to
provide ease of analysis, and optimum help in establishing the
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resources required for each of the projects. To this point,
we have only been able to quantify and calculate thes
network models for those projects that contain a now (NW)
starting point. Those that depend upon a start point
at the zerc count (ZC) date or the zero point (ZP) date

of entering the consent decres cannot de calculated except
from assumed base dates. Also, there %£s no accurate
information on funding dates (F) for the various programs.
Therefore, it has not been felt productive to actually
calculate the network models in real dates until more
accurate information is avallable so that the various
starting dates can be related to each other.

We have experimented briefly with a bar chart format with
the tero count (2C) date shown in such manner that it

could be imposed upon those projects with a now (Nw)
starting point to tsst early sas ions about the starting
of programs and the resources required. Howewery 1t would
be better at this time to obtain more information about the
true starting points before we make more detalled analyses
of the individual projects.

At session #6 on November 17, 1983 (working day 225) we
focused on planning several health related projects
required by the consent decree. These included:

- Suicide projest (3CF) - project 0015

- Emergency medical procedures project (EMP) - project 0016
-~ Access to health care (AC) - project 0017

-~ Epidemic contagion (EC0) - project 0018

We 414 not do additional work at this session on the
chronic disease index/project oriented record program

(project 0008) holding this to a later date when we have
2 better handle on the other health program requirements.

It is the intent in December, 1983 to continue work on
force account and contract construction projects along

with the remaining health programs trying, s noted adove,
to br as many of these projects to plaming completion
as poesidle. From here on, as the projects are planned,

we will also draft them into final form for ultimate

issue and computerization. It is the intent grascntly to
issue these network models both in the full size (24" x 36")
as well as a reduced size (approximately 1ll” x 17"). As
the network models are completed, we 2180 will ba
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translating these into various other forms than the
non-scalar models for ease 0f use by those who must work
with them day in and day out.

We have planned the next several meetings and these are
tentatively set for the following dates:

-~ BSession #7 - December 5, 1983
- Session #8 - December 14, 1983
~ Session #9 - Decdmder 21, 1983
The detailed content of each of these meetings is being

planned by MNrs. Burke, the project director conjunction
with the POV committee and the DOC staff.

Ralph J. Stephenaon, FP.E.
RISisps
Tos Mrs. Luella A. Burke

cos Mr. George Walter
Mr. Robert Groenlser
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December 28, 1983

Subject: Konitoring Report #3
Department of Corrections
State of ¥ichigan
United States Justice Department Consent Decree
Npote: The information in this report is confidential
and is grtparod for use by the Department of
Corrections only.
Project: 83:40
Dates of Xonitoring: Session #7 - Decembder 5, 1983
(working day 237)
Session #8 - December 1&, 1983
(working day 244)
Session #9 - December 22, 198
(working day 250
Actions taken:
- Continued preparing network models for individual projects
- Continued developing standard sequences

- Cegtlnuad assembling and tadulating project and drawing
ats

Geperal Summary

Projects added in this period from December 5, 1983 (working
day 237) through December 22, 1983 (working day 250) include:

- 0019 Segregation - Food service aystem -~ horizontal
delivery and nutrition centers

- 0020 Segregation - Vertical food service delivery -
slevator

- 0021 Segregation - Vertical food service delivery -
dumd walter

- 0022 Segregation - 35pecial use areas

- 0023 Segregation - Remodel MBP (Marquette Branch Prison)
cell dlock F
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- 0024 Segregation - Exercise facilities
- 0025 Pire safety - Remove/replace housing unit FPFE
- 0026 Fire safety - Gas cylinder storage
- 0027 Pire safety - Zxit modifications
- 0028 Fire safety - Interior demolition and construction
- 0029 Pire safety - Housing sprinkler system
- 0030 Pire safety - Smoke detectors and fire alarm
- 0031 Fire safety - Gang release
-~ 0032 PFire safety - Stairwell enclosure
- 0033 Fire safety - Emergency lights and exit signs
- 0034 Psychlatric service plan preparation
- 0008 Problem/oriented record and chronic disease index
The consant decrse has yet not been put in final fora nor
have the ZC or ZP points been reached (see Monitoring
Report #2, page 2 for definition of IC and zZP points.)
There is no authentic current word on when we can expect
the consent decree to be sntered into the court, nor is
there any indication as to when the zero count (ZC) date
will de. Therefore, we are still proceeding on the basis
that as o estinated elapsed time durations as possibdble
will bs assigned to network model activities, and that
no authentic calculations will bs possible until we have
the starting points of consent decree work.
We are still working with several data tabulations of
importance to the full tracking of the job. For summary
purposes, the tabdbulations currently being used and updated
are as follows:s
- Tabulation
- Tabulation
-  Tabulation

= Tabulation

Name abbreviation lists in last name order

Responsibility code list in number order
General abbreviation list by abbreviation

Summary project list by project number

wm o O W >
]

- Tabulation E - Summary project list in entry order but

giving additional data about each projesct
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These tabulations will be kept up to date and as the project
becomea more complex will ases consliderable use. We probably
will be arraying the information in more specially tailored

forn specifically for those who need certain kinds of

data. It 1s the present intent to also track the content of
each drawing so that full information can be maintained relative
to the planning work prepared to date.

During the three sessicns and in preparation of the network
rodels for the plans and projects noted above, several
observations were made. The more important are listed below
at randoz, and numbered for ease of reference:

A, It is of great help to the planning process if those
manager who are to participate prepars a randoa
laundry list of items prior tc the meeting. By now
most of the individuals participating in the session
have been exposed %o, and are knowledgeable about, the
diagramming being done. The groups have proven quick
t0 learn and extreamsly intelligent, and therefore there
is a good understanding of the process. The random
laundry list, when prepared ahead of time, alds
enormously in covering all material and ideas quickly
and accurately.

B. The consent decree will probably be revised slightly,
and I recommend that for eage of future data retrieval
within the system that it be put on the word processor
as with the earlier edition. This should be of help
in indexing and identifying the various portions of
the project when searches ars necessary.

C. Some revisions to narlg network models were accomplished
during sessions 7, 8, and 9. Those network models
that did have revisions made include the following:

- project 0001 - Fersonal hygiene plan preparation
rough drawing #1

- project 0004 - Vermin control plan preparation
rough drawing #1

- project 0002 - Fire safety checklist rough drawing #2

- project 0003 - Fire safety operational plan -
rough drawing #2

- project 0008 - Problem oriented record and chronic
disease index - rough drawing #4 (drawing #4 was
superceded by sheets #44 and #45)
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~ project 0014 - segregation project - rough drawing #16
This was a standard network drawing showing the
preparation of policy and operating procedures
and implerentation plans. After revision it was
used for sevaral succeeding disgrams.

As noted above, diagrams were prepared for projects 19 through
35 during these three sesssions, and thers are some points

to be observed on several of these. A brief review of the
more important of these is given below:

« Project 0019 - Segregation - Food service system
Soms durations should be reviewed in relation to
later diagrams prepared, particularly sheet #29,
project 0025, Fire 3afety - Remove and replace
housming unit FF & E.

- Project 0023 « Segregation -~ Remodel Merqustte cell dlock F -
sheet #27 ~ ¥We prepared a construction network model for
this project since its implementation is part of the
conformance activities required by the consent decree.
The network shows that this project will be completed
by adout March 9, 1984 {working day 304) if certain
procursaent restraints can be worked around. If
procursaent continues to delay however, we can expect
additionsl time will be required to complete the work.
?h&;fnctwork is presently under review by the institution
ataff.

- Project 0028 - Segregation exercise facilities. It is
noted that once ocontract documents for construotion
of these facllities have Desn prepared and issued, that
certain activities are to be done in the fileld. A
definition of these activities is not possible until
after the program anaslysis has been prepared.

~ Project 0027 - Fire safety - Exit modifications - A
decision has tentatively been made to have the drawings
prepared for all three institutions and to possibly
Aaward the three contracts at the same time. Contracts
will probably be let to three aseparsate contractors
due to the geographical differences in locations of the
institutions.

~ Project 0028 -~ Fire safety ~ Interior demolish and
conatruction -~ Same comments as for project 0027. It is
to be noted for force account items identified after
95% of the contract documents are completed that the
work that follows is shown on sheet #34. On sheet #35
of the same project, the construction durations for
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each inatitution will be set up when the full work
scope has been determined.

= Project 0029 - Pire safety - Housing sprinkler system -~
Same comments &8 for project 0027.

- Project 0030 - Fire safety - Smocke detectors and fire alarm-
Comments same as for project 0027.

- Project 0033 - Fire safety - Emergency lighte and exit signs -
Sane comments as for project 0027. Durations for
go?:;rgctian work to be set up as scope of work is

S .7 Y

- Project 0034 - Psychiatric care plan preparation -~ sheet #46
This plan preparation showed that the project length
came out very much farther than desired within consent
decree requiresments. It will be necessary to study the
material and information carsfully so as to dete e
where time savings can be established.

Pressntly it appears that the psychiatric care plan (PSP)
must be submitted to the Justice Department by the
ZC + 270 date., We discussed the item briefly and
those involved will review the network model carefully.

- Project 0008 - Problem orisnted record and chronic
disease index - Rough drawing #44 and #45 - This is a
complex projeet, and we worked carefully to assemble
an accurate depiction of what sctually is to take
place. There was some difficulty in assigning certain
durations and sequences due to a2 natunal reluctance on
the part of the CHC staff to speak for others. We did,
tharefore, requeat management services to assist us in
evaluating EOP needs. The project, when calculated
according to our current loglic, appears to run considerably
beyond the consent decree requirement of having a aystem
on line and in work by ZC + 240. (This requirement should
be cheoked). In addition, there is a ZC + 120 requirement
on forwarding the plan to the Justice Department. (This
requirement also should be checked).

The overrun in time appears to be significant enough
that I recommend a complete evaluation of the proposed
plan of action be made By the OCHC staff to insure
that the plan shows what is truly needed to satisfy
requirements of the consent decree. I discussed the
matter briefly with the OHC ataff and the intent is %o
completely analyze the information and at a futurs

session to identify if and how plan compression c¢an ocour.
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Some of the items of long duration in this plan include:
- Training present OHC staff in POR procedures

- Pinding adequate staff from which to donduct interviews
and select new employees

- Retalning a data applications consultant

- Establishing adequate data from which the needs
asseasnent report can be assembled and submitted

- The time required by the Justice De nt %o
review and approve the overview plan. This,
in turn, restrains the making of sizable commitments
particularly relating to acquiring data processing
equipsent and personnel.

- Acquiring data processing equipaent and personnel

-~ Preparing necessary procedures to make full use of
the systen.

The above review of the projects at this time merely touches
on what appears to be characteristic of the more critieal,
or unusual, of the programs. As the progran moves into
implementation we should plan to carefully monitor each of
the prgjcots on a regular basis to insure it is tracked
properly.

At present the network models are being drafted into final
form as they ars prepared, and we are expsrimenting with the
best format for making computer runs on the network models.
These computer runs will ultimately be used to monitor the
projects and also to identify resources required. Therefors,
I urge tha entire project team, and all those contributing
knoiledge and information %o the syatem, to begin thinking
about each of the network models that have been prepared

in which they are involved and to estadblish the resource
requirements for their participation. This will be an esassntial
ingredient in setting final durations on each sctivity and
each project.

We must also make certain that those directing the overall
nctivities are given adequate early information about
resource needs, and deficiencles, so steps can be taken

in time to permit difficulties with implementation of consent
decree requirsments.
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Presently there are three planning meetings echedfiled for
January, and it is hoped that during these three meetings
we can complete the remaining projects on the list.

It should be noted that we have deviated from the suggested
project list, issued to the plann and oversite committee
12/7/83. In that liast, project 0034 was shown as a fire
safety item. Due to the sequence of assigning numbers in
the project and the desire to kesp them consecutive, 1
reconmend that we revise project numbers from 0034 to 0037

on that memo to numbers to be identifled at a later point.
Meanwhile, we have asalgned project 0034 to the psychiatric
service plan preparation. Any changes to this will be picked
up and noted at the next planning session.

I would like to take this opportunity to wish all these

working on the project a very pleasant holiday season and
a pleagsant and gratifying 1984.

Ralph J, Stephenson, FP.E.
RIS8i1sps
Tos Mrs. Luella A. Burke

o1 Nr. George YWalter
¥r. Robert GCroenleer



