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PRISON MENTORING: BEST PRACTICES AND CHALLENGES

Dorin MURESAN,

Chair of Staff Training and Development Network
International Corrections and Prison Association;
Batinas IOAN

Prof .dr. Associate Teacher

at Babes Bolyai University of Cluj Napoca,
Romania

Coordinating a Prison
Staff Peer Mentoring
Programme.

Dorin Gabriel MURESAN
loan BATINAS e
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@ Why Staff Peer Mentor

- Challenges prison staff face: stress, burnout, high
turnover

- Benefits: Knowledge transfer, emotional support,
professional growth

- Prison staff are the backbone of rehabilitation—but
who supports them?

« Peer mentoring builds a sustainable support
network.

i Prezi

The Coordinator’s Role — A Multifaceted Approach

* Core Responsibilities:

Matching Mentors/Mentees:
. Skill-based pairing (e.g., veteran officer + new recruit)

. Personality compatibility assessments

* Training Oversight:

. Developing modules on active listening, crisis management, and ethical boundaries

Role-playing scenarios (e.g., handling mentee burnout)

* Progress Tracking:

Digital tools (secure apps) for feedback and milestone tracking
. Quarterly review meetings with prison leadership

* Balancing Acts:

. Security vs. Support: Ensuring mentoring doesn’t compromise institutional protocols.

rmal: Structured check-ins vs. organic “coffee chat” mentorship.

i Prezi
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. Programme Design - Building a Sustainable
Framework

* Confidentiality Protocols:
* Secure documentation (e.g., encrypted digital logs)
* Clear rules on what stays private vs. reportable (e.g., self-harm risks)

* Flexible Structures:

* Hybrid models: Group mentoring for general topics + 1:1 for personal
challenges

* “Mentor Circles” for cross-departmental learning (e.g., guards + social
workers)

* Alignment with Prison Goals:
* Tie outcomes to KPIs (e.g., “Reduce sick days by 15% in 12 months”)

“In Norway’s Halden Prison, staff mentors use ‘reflection journals’—approved
i Prezi by security—to track emotional growth without breaching confidentiality.”

Case Study 1 - “Guardian Mentorship” (Sweder p Dive

. * Challenge: 50% of new officers quit within
stress.

* Innovation: “Buddy System”: 6-month mentoring
trained veterans.

* “Debrief Sessions”: Post-incident emotional check-ins (no
operational reviews).

* (Qutcomes:

*  40% drop in resignations.
»  25% fewer use-of-force incidents among mentees.

* Quote: “My mentor taught me to recognize burnout signs in
myself—now | spot them in inmates too.”

“This wasn’t just about retention—it made the prison safer.
Mentees became more proactive in de-escalation

'Eﬂ Prezi
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Recruiting & Training Mentors — A Step-by-Step Guide mm\r: :ft""\"ﬂn Advice

,(_> ~ ! 3
COACHING ¢~

: MENTORII~. —
* |deal Mentor Profile: @ SNTORING
- . SENT =
5-3- years of service, no disciplinary recolrd. Gogr g '-\s\jl/ = :‘
* High emotional intelligence (assessed via role-play tests). “ i\
« Training Curriculum: PRort 7 potentia
* Module 1: “Listening Without Fixing” (avoiding savior complexes).
* Module 2: “Navigating Power Dynamics” (e.g., mentoring across
ranks).
* Module 3: “Self-Care for Helpers” (preventing mentor burnout).
* Incentives:
* Career advancement credits.
* Public recognition (e.g., “Mentor of the Month”).
“We had a gruff officer say, ‘I’'m no therapist. After training, he mentored a
suicidal colleague. ‘Turns out,’ he said, ‘I just needed tools."”
m i Prezi .
Overcoming Resistance — Tactics That Work
* For Skeptics:
* Pilot programme with volunteers (results sway critics).
* Highlight ROI: “Every $1 spent on mentoring saves $4 in recruitment.”
* For Time-Strapped Staff:
Resistance

*  “Micro-Mentoring”: 15-minute weekly check-ins.
* Mobile-friendly updates (e.g., voice notes via secure apps).

Resistance

Resistance

Support

Support

“One warden resisted until we showed data: Mentored staff filed 30% fewer
grievances. Suddenly, it was a ‘security priority."”

4 Prezi
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Case Study 2 — “Bridge Programme” (Canada) — Behind the Scenes

* |nnovation:
* “Reverse Mentoring”: Junior staff tech-savvy? They mentor seniors on
digital systems.
* “Shadow Days”: Mentees experience mentors’ shifts (and vice versa).

* Qutcome:
*  60% of participants reported improved inter-rank communication.
* Reduced “Us vs. Them” culture between admin and frontline staff.

“A senior officer admitted, ‘l hadn’t walked a cell block in years. Shadowing

mn

my mentee reminded me why we need change.

Measuring Success — Beyond the Basics

* Quantitative:
« Staff surveys (pre/post-programme).
* HR data: Overtime requests, sick days, retention rates.

QUAL"?VEVS )

Qualitati Anaysig | | |-
* Qualitative: -
*  “Impact Stories”: Collected via anonymous audio diaries

*  Wardens’ anecdotal feedback (e.g., “Fewer lockdowns

“Don’t just track numbers—track transformations. One officer’s mentee went
from ‘I hate this job’ to leading training sessions.”
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. Conflict Mediation — Real-World Scenarios

* Scenario 1: Mentor feels mentee is “not trying.”

* Solution: Reframe goals (small wins first).

* Scenario 2: Mentee accuses mentor of “favoritism.”

* Solution: Neutral third-party mediation + clear rubrics.

“Conflict isn’t failure—it’s feedback. One pair clashed until we discovered the
mentee needed ADA accommodations the mentor didn’t know about.”

i prezi

Case Study 3 — “Safe Haven” (Australia) — Trauma-

Informed Mentoring

* Unique Feature:

* Mentors trained in PTSD recognition (common after inmate
suicides/assaults).

*  “Green Light” system: Mentees signal distress without words (e.g.,
colored wristbands).

* Result:
*  70% of mentees reported better coping skills.

* Corrections commissioner called it “a game-changer for staff
wellness.”

“After an inmate’s death, mentored staff used their training to support
neers—while unmentored teams had a 20% spike in sick leave.”

410k prezi
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Technology — Secure Tools for Connection

* TigerConnect: HIPAA-compliant messaging for check-ins.
* Mentorly: Track goals/share resources (approved by prison IT).
* Low-Tech Solutions:

* Physical “kudos boards” in staff rooms (handwritten notes).

"Tech can’t replace trust, but it helps. One team used a secure chat to debrief after
a riot—venting safely prevented PTSD spirals.”

Institutional Advocacy — Winning Over Decision-Makers

* Pitching the Programme:
* Frame as “staff wellness = public safety.”

* Cite data: Mentored staff report 2x job satisfaction (Journal of
Corrections, 2023).

* Budget Asks:
 Start small (e.g., 5K pilot = scale with proven results).

“l1 won over a skeptical governor by linking mentoring to his top KPI:
reducing inmate violence. Mentored staff meant calmer cell blocks.”

i Prezi
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Coordinator Reflections

* Policy Leverage Points:

* Advocate for mentoring hours to count toward mandatory
training credits (e.g., California’s CDCR policy).

* Push for union contracts to include mentor stipends
(]I>Examp|e: Ontario Corrections’ 2022 bargaining agreement).

“In Canada, coordinators lobbied to include mentoring in ‘professional development’ clauses.
Now, officers earn promotions faster by mentoring.”

* (Quotes from coordinators:
* Your job is to listen for the unspoken needs.

* “Celebrate small wins—they’re  everything in this
environment.”

* “One coordinator told me, ‘You’re not just building a
programme. You're rebuilding people.””
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ROMANIAN PRISON SYSTEM

Ctttlin OLARU,
Head of international cooperation,
National Administration of Penitentiaries of Romania

NATIONAL
ADMINISTRATION
OF PENITENTIARIES

ROMANIA

® Catalin OLARU, head of international
cooperation, National Administration
of Penitentiaries of Romania

Short presentation of the prison
system
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Penitentiaries

Facts about prison system

33 penitentiaries with maximum security,
closed, semi-open or open regime

6 hospital penitentiaries: Targu Ocna,
Mioveni, Dej, Constanta-Poarta Alba,
Bucuresti-Rahova, Bucuresti-Jilava

Penitentiary for women Ploiesti — Targsorul
Nou

2 Re-education Centres: Targu Ocna and
Buzias

2 Detention centres: Craiova si Braila-
Tichilesti

Building two new
penitentiaries in progress:
* Berceni Prison

* Unguriu Prison

Trends and facts

L oI iy
’ )

vt e b eiiiassnim  Legendi profilare regimurl

———————— I PENTENCIAR SPITAL [ T

B CENTRU EDUCATW O SECTHE EXTERQARA
CENTRE DE DETENTIE REGIM DESCHIS
CENTRE PERFECTIONARE W FEGIM SEMIDESCHS

19
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Minors

Trends in prison population

Minors are sentenced to o
serve educational measures
in: L

Educational centres;

Detention centres.

Inmates

Trends in prison population

Progressive / Regressive

detention regime:
Maximum security;
Closed regime;
Semi-open regime;
Open regime.
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Number of Inmates

Trends in prison population

Since 2020, there has been a
noticeable increase in the
inmate population, primarily
attributed to the repeal of the
compensatory appeal in
20195
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Reitegration

ACTIVITIES

Psychological evaluation
Social evaluation
Counseling
Programs
Training
School
Therapy
*Recidivism rate 37,02%
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PRISON STAFF

Staff | :

Romanian Prison System
Existing:
12 934 staff:

9 796 men staff
3 138 women staff

2099

Standards:
16 041 staff
Projected in the future:

20 102 staff A s . . ; .

Working activities

Working activities can be provided for
various economic operators, individuals
and legal entities, inside and outside the
penitentiary, for household activities
necessary for the penitentiary, in case of
calamity, on a voluntary basis and in other
cases, according to the law.

For the working activities listed above,
people deprived of liberty from prisons are
remunerated with a share of 40% of the
earned income
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Challenges of the Romanian Prison System

and
Envisioning Progress:

Enhancing the Romanian Prison
System through International
Cooperation, Norwegian Financial
Mechanism, and Council of Europe
Development Bank Projects

/

»

Overcrowding and poor conditions of
detention in Romania’s prisons

European Court of Human Rights — pilot decision

Bragadireanu (final on 06/03/2008)

Rezmives and Others (final on 25/07/2017) group of cases (150 judgments pending
execution)
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The Romanian Government approved the
Action Plan 2020 -2025

* 7.849 new detention places built
* 946 detention places modernized

Funding sources identified

* Council of Europe Development Bank —reimbursable loan
* Norway Grants — non-reimbursable grant
* State budget

Norway Grants /

420 new places and a multifunctional pavilion — Baia Mare Penitentiary

Probation Multifunctional pavilion

Detention section

Detention room
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BUKJIMKH TA PINIEHHS B YMOBAX BOEHHOT'O KOH®JIIKTY”

29 TpaBHs 2025 poky

>

And then...

* Covid pandemics
*  War in Ukraine
e * Building cost raised 100-200%
' *  Procurement procedures halted
* Training of staff moved on-line

e T4l
—

—_—

_Craiovaiwomen
" Detention section

Poarta Alba
Detention section

o p—

Targu Ocna Juvenile Detention section
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210 detention places and multifunctional pavilion
Vaslui Penitentiary

Multifunctional pavilion

The principles that matter
Seamless

Normality

More than 500 staff trained
* Top management

* Middle management

* Frontliners

It’s not about the bricks
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Council of Europe Development
Bank

Berceni Prison — 1000 new detention places

Unguriu Prison — 900 new detention places

Thank You.

Cooperation and Programmes Department

+4031 13033 62
anp-scp@anp.gov.ro

www.anp.gov.ro
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ENSURING SECURE CORRECTIONAL ENVIRONMENTS THROUGH
PRISON DIGITISATION

Pedro das NEVES,
Chief Executive Officer at
IPS Innovative Prison Systems

Ensuring Safe Correctional
(secure and rehabilitative)
Environments through
Technology

!! ll@§ INNQVATIVE
) PRISON SYSTEMS

www.prisonsystems eu www.justice-frends.press  www.corrections.direct www.correctionslearning.online wwwhsafe-lab.org
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INNOVATIVE
PRISON SYSTEMS

nm .

Real time location monitoring

Who's where?
Coming through where?
Doing what?
Intelligent CCTV RTLS

Biometrics

RFID Wristbands

Connected Intelligent Sensors loT
Prison Automation

P
T

ﬂlﬂllPS RS TENs
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