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Since the beginning of time, people have been looking for better and more innuvauvc

‘ways to save time and money. Some have succeeded while others have failed.

We at the Joplin Police Department fedl that we have been one of the few that have =
- succeeded. Our inr_iovative.idea wasto privaﬁ ze our City Jail. In doing so, we have increased

officer availability and have formed a better partnership with the community.

_ ..Why_did we tern te our jail to help save time and mon_e;(? The _aneNer, is sifnpl e._T_he' '
‘most time c.dnlsumi-ng duty the officers and diepatchers didon aday'to day baS| s, was jail d'ut_y_..
.'-:The Ioffi.cers ce'ndu'cted.aj'aj__l -check every thirty m| nutes,'transpo_r\ted _-food from the hospital to |
‘..the jail, fed the i_nmatee, Watehed.b\./_er the eleeni ng_eompaﬁy while theyd eaned, and borh the
| .officefs ‘and. dispatchers bQOked inmates froml.lsta'rt to finish. The dispatchers also mbnit_ored the
"__jeil by closed circuit f[el eQis_ioh cameras, located ih the et)_mmunications center. Howe\/er, ona

\busy'day,- a prisoner committed suicide and it went undetected until the next jail check.

A_ department analysis wae conducted to see W_hich di‘\_/,isj_on Within the department could

; be'op_'erated rhore profici ently, without compromising services to the community. .The Jail ans )

,"the division most in need ef irﬁprovemenf. We e_Onsi dered many different methods to achieve :
our goat,- sucﬁ as leasing out the | ai‘l, ci oei ng our jail and sending our prisohers _to Ithe cou_nt'y

,'j'ail, or setting more court dates instead of arresting offenders of lesser chargee. However, none |



of these methods turned out to be feasible.

Fi.naIIy in March 1994, acontract for privatizing thejail was agreed upon between |
Security Unlimited'and the City of Joplin. The security company would provide our jail with
' one guard 24 hours aday. Training was conducted and Security Unlirnited took over.
t)peratiOns ran srnoothly -how'ev-er officers were il having to provide back-up for jailers,

- transport meals and transport prisoners for medrcal reasons. \We were not saving the time we

o had expected and we did not have the funds to h|re more staffing.

Our sol ution to the problem came in May of 1994, The Jackson County Jail was over

J' " crowded and was looki ng for other Jarls to house some of theiF mmates, A contract was srgned

e and wrthrn thirty days we receved our f|rst Jackson County |nmate The revenue generated has _
enabled us to fully staff theJarl compl etely freer ng al offrcers and d|spatchersfromjarl duties, ‘

-‘"I'_'Due to the success of our mteragency agreement the Crty of . Lours approached us seekrng a -

- similar agreement.

Since Bailout, there have been a decreased number of calls for service for the jail, arrests .
have more than doubled over 1992 and 1993, and officers have been more involved with the

_'cornmunity and community oriented projects.

" Wefed that by these improvernents, we have better enhanced the community by freel ng'.
. the officers to'parti Ci pate in community related activiti.es, as well as saving the City of Joplin -

o " and taxpayer:s. money.



BAILOUT

"1'm sorry, but due to staffing shortages the police department will no longer provide that.
service." How- mahy ti mes havé poli ce'.agencieﬁ héd 'to reduce or €l rhi nate s_ervices to our

: customers_ becauge we d-on',t have.adequate personnel resources? As caIIIs er'service increase .
withbut acor'respon_di ng- inérease in staffing, police agencies become slaves to"911-, Not only .
- dpés response time t-o em_ergenci&é fal below an acceptable level because of Ithis problem, but it

~ also precludes the establishment bf community oriented policing initiatives.

 Calls for police service in Jopiin increased from 82,000 in 1989, to 112,000in 1994 (See Graph
) #1_), Physi ca arests incr__eased f‘rom 3,000 to 11,000 (See Graph #2) during the same period.
There has been no increase in the sixty-two sworn personnel during that time, resultingina

- tremendous-drai,n on officers' time previously spent on crime prevention and patrol.

When David Niebur wasapp0| nted Chief of Policein\ 992, police dispatchers were servi hg
double duty asjailers. Becahsé o_f budget cuts in 1987, the City had eliminated jailers and
| assigned their dut_iestb- dispatchers, who were physically located.one floor below thejail. This

- decision had  disastrous effects

Police officers, previously allowed to transport their prisoners to thejail and leave, how had to |

wait until adispatéher was free to come to thejail and also had to assi_st the dispatéher in .



booking the prisoner in. This doubled the time an officer was off the street because of an arrest "
It also-resdlted in the communication.s center staff being cut ea'chtime an arrest was made. This
jeopardized radio communi cations and emergency cals for service. An analys_is showed that |
p_olice officers were off the street alszt an hour each time they arrested semeone.‘Most of that

time was spent atthejail.

‘Additionally, a street officer was required to make a jail check every thi-rty minutes, and also
officers deIivered'meaIs and fed inmates three times aday. While cleaning of thejail was

performed by_aprivate contractor, an officer had to be present during the entire operation.

“Thejail was monitored by closed circuit tel evi_sion cameras which were monitored in the
communications center. -Asa result, a prisoner who hanged himself in thejail went undetected
because the diepatchers_wete too busy answering and dispatching emergency calls. The City was

forced to pay a Iarg'e'mo'netar'y settlement to the prisoner's fami I'y and the police department .

'r-ecei ved considerable criticism from the news media.

When the C|ty purcha%d anew $2 m|II|on ‘state of the art" communlcatlon wstem in 1993

-_ Chief Ne| bur’and the Command Staff convi nced city leaders that it was not good management to
use dlspatchers as jallers for a number of reasons. City leaders agreed, but insisted that the =
police department find a more cost effectlve way to replace the dispatchers than by h|r| ng Jatlers
An analysis revealed that we had a difficult task at hand without us ng police officers or hiri ng '

new employees.



Privatizati Outi

While the department looked at several options, such as leasing out thejail, Closi ng thejail and

- transborting o_ur prisoners to.the county jail, located eighteen miles aNay, or reducing the types

‘-"of_yiol ations we were phyeicall_y'arreeti hg persons flor and cite them in lieu of arre_stl, none |

abpeared to be very viable to the debart_ment or oommuni_ty, until we considered privatization.
Though numerous oitiee in Missouri had pr.ivati z-ed'servi ces such as garbage disposal and
;utrlrtres none to our knowl edge, had ever turned to the private sector for law enforcement |
services 5] thrswould be aunrque step. A study of the pnvatrzatron of federal correctional |

. '_'| nstitutions conducted by the United States Justroe Department was easily obtai ned and revrewed

', by the Chief of Police and provided i-nput into our final decisionmaking.. -

_ _Request for Propo&als were publrshed and a number of private securrty companree submrtted _. .
j"'brds %ekr ng to operate the jal| It was obvr ous early onin this procees however that only one of;l
: them had experrence In running a Jai l, and that was atlafederal correctional center with Iong
term prisone'rs.' ithiIe the department was dete.r.m'i ned to fr'eeup officers to berform more cri'me
preventi on functions and to become more |nvolved W|th the community, other than respondr ng ;

10911 calls e were just as determined to have avery hrgh quality jail management program

' There were still some city officials who were hot convinced that privatization was the answer to
our problem;, even though the City Co‘un'cil had authorized a study of it. So, it was more than

- seven months after the bids were receiv__ed that a contract was agreed ubon. Initidly it provi ded }



“for one guard, around the clock, at a cost of $ 112,000. The police department has veto power
~over any proposed or current employees and conducts background checks on.them.. Training is

mandatory with content provided by the department.

_. Thi.s initial propoeal worked well, as far as it was sup|ooeed to, but there were sti I'I_time

| constrat nt probl ems for poI ice officers. | They still transported prisoner _meals three ti mes aday;

_ _.sﬁtill had to p.r0\_/i'de backup for jailers; and sti.II had to transport prisonere to hospitals for medical

| reasons The time saw ngs was far less than anticipated. The obvious sol ution was more |orivate '

'-_s_taffing' f'or_l thejail, but there were not funds allocated for that.

,.-'Another community''8 '8 quandary. pwp 0 wrth needed resour ces for communlty
P |ICI[]C] while DromotlnngeLagengygmpqat n.and p[oblem -solving, o

At about the same time the poI ice department was trying to flgure out how we could afford more
_-.-stafflng for the Jarl we Iearned that the Jackson County, MISSOUI’I Jall at Kansas City, was |

_'severely overcrowded and was under acourt ordered miandate to decrease their jarl populatr on _. ..
|mmed|ately. They were fad ng $5,000 aday in flnes if they could not comply. Kansas City is .

_Tlocat_ed approx'imately 120 miles North of Joplin. ‘

Within thirty days of learning of Jackson County's probl_em, we had negotiated a contract with
them to house up to 16 inmates at acost of $45 aday per inmate. Our agreement included a
cl'ause which requires them to furnish .us a complete criminal 'history on each prisoner. We will

- not accept any prisoner serving time for violent crimes and have the right to return any prisoner’



_Wi'thin 24 hours should they cause trouble in jail. All medic_:al costs for the prisoners are

assumed by Jackson County.

_Within afew months, the depar_tment realized more than $100,000 from this agreement. The
additional revenue gehérated by the debartnﬁent's_ entrépreneur_ship has solved many probl ems.

| Officeré are no Io\nger- required td 'remai"n at tﬁejail while their arrestee ié booked in. We now
are able to .affo.rd 'de.li\_/ery'of i“rimate meals from onelof thé city's -h.ospita_ul's; 'When medical

-' prdbl ems hectaté transfer to éhospi_tal, éguard'ié available to transport énd secure the

inmate. .Offiéérs are no longer pulléd from the street to standby Whilethejail is cleaned.

'T_he Big_Payoff -

'.H‘qw hasI(j)ur agre'en%ent. i/lvit'h Jac':ké&n_ County benefitéd efforts to .stréngthen _policé relations and
'prom(')lt.i on.-,of' cquﬁﬁnity partici piati"on’? our off'i'cers a;é now'abié to spend cons daébly more

timein t'h.(—:‘.pre.verition of crime through community ilnteracti on. They havé been able'tp rﬁ'akeJ '
dozens of Iprée&ations to hei ghbdrhdod and school grbupé, coriduét weekly toulrs of_ policé anc_j |
_j-ai | facilities; .'conduét bus ness and residence schrity su'_rveys which we previously did not have

‘timetodo.

An Open Ga_fage Door Program was implemented in December 1994. Thisinitiativeis -

designed to make the com'rﬁunity more aware of the hazards of leavi ng one's garage doof open.



.. When an officer observes an open garage door, they report the address to the Police Senti nel
_Ceordi nator. A letter is then sent te the preperty owner advising them of the hazard and aski ng
_thei r hel p in reducing the chance of a crime occurring. In just four months, the program has
received overwhelming @sponse by the efficers with more than 250 open garage doors being |

- reported.

‘-We.were also able to expand our award winning Sentinel F_’rograrn (Citizens on Patrol) as a
 direct resttlt of Bailout Police Officers new hevé time to train \reiunteers to.partici pate in the
Senti nel Pregram. The trai_ni ng includes orientations, policy and proeedqre issues, assignments

: jlan_d duties, _reroorts Writi ng, "_cemmenicati ons, traffic control, crime preventi_on, Weepon |

- identification, motorist essists; accident invéti'gati on, evidence Handlqrig; basic criminal _w and:
. .many other areas of law enforcement The training is eight weeks i'lrr_-ll.ength a'not provides an _- |

" excellent opportunity for-citizen and officer interaction.

' -IAnother_ result o'f'B-aito.ut.has been the establisttment of ni nety-eight Neighborhoed V\:/ateh'.' ._ -
programs. “ The initial r_n.eeti'ng' of any Neighborhood Watch Program is condugted by police
 officers and the Senti néll Coordihater. '.Citi zens are given written materiel's to take home and
t'hen receive'i.hetructi orts from officers on home and personal safety. There are follow-up visits
by the officers and the Coordi-nator on a semimonthly basis.. Bailout has provided the time for
officers to be involved with these groups and funds for materials. N.either \_/vere available -

previoudy.



Fi naI_Iy, the most important benefit of Bailout has'been ‘improved response-time for both
emergency and non emergency calls. Wheh officers were required to book their owh Iprisoners
and provide 6ther jail servic&e, our response time to emergency calls hadlrisen to mdre than nine
minutes! Experts say that the desired response time to an emergency isthree rﬁinutes, andthat -

‘the _mé_\xi mum should be né morethan five minutes. We were approééhi ng nearly double the

| maxi'mum befbre we found;asol utiqn in Bali-l out While we have not yet r"eéched_thé-five minute
average fesponse tifhe,_'wé afe g_etﬁ ng close. Weare now providing a better quality Servige to

our customers and yet not satisfied that we have done al we can to improve.

The success of-'our interagenby 'agreément has become knovvh throu'ghogt the State of Missouri.

In__M_éréh of 1995, thé Ci.ty of S 'I_o'.uis. épproa_ched ué to seek a"§ r,nilla‘r agreerﬁentﬁ Iéécause of
an increas rllng-crifne réte, thé CiAty of St Louis Jail is also overcrdwdéd. fWithin .da_ys of bei hg -
' cbﬁ’t_acted, We_'reached an _ag_reeme:nt'to house their inmateslas well. T:hé moneyearned i.h‘thi‘s

additional contract will probably allow us to hire additional police officers for street duty.

“\Anot'her meashre of the éjccess of Bailout was recently received. The Jail Review Committee :
of Jasper County recently commendéd the City of Joplin for taki ng proactive steps by adding
additional staff in the jail and building a éxercise area for its inmates. None of this would have'.

been possi ble without Bailout.
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