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SUMMARY 

The Office of the Auditor General has conducted a performance audi t  of 

the Arizona Department of Corrections ( D O C )  s t a f f i ng  function. T h i s  

aud i t  was conducted i n  response t o  a January 30, 1585, resolution of the 

J o i n t  Legislat ive Oversight Committee, which requires a performance a u a i t  
of DOC. This report  i s  one in a s e r i e s  of aua i t  reports  on the 

Department. 

For f i s ca l  year 1985-86, DOC has an estimated 4,659 authorized full- t ime 

positions (FTE) ,  including 2,419 secur i ty  posit ions (correctional  service  
o f f i c e r s  iCSOl and supervisors) ,  472 correctional  program posit ions,  and 

217 medical positions. T h i s  report  addresses s t a f f i ng  issues  only a s  
they r e l a t e  d i r ec t l y  t o  secur i ty  s t a f f .  

DOC'S Security Staff ing Level s  
Are tJot P r o ~ e r l  Y Determined (see  Pase 7 )  

DOC cannot accurately determine i t s  secur i ty  s t a f f  needs. Security s t a f f  

needs in a correctional  i n s t i t u t i on  depenu on two factors :  1 ) the number 

of posts required t o  maintain adequate secur i ty ,  and 2 )  the  numDer c;f 

people required t o  cover each post. However, the formula BCC uses t o  

ca lcu la te  the number of s t a f f  needed t o  f i l l  secur i ty  posts ( s h i f t  r e l i e f  

f a c to r )  appears t o  understate the s t a f f i ng  l eve l s  needed. DCC uses 5.0 

fu l l  -time posit ions t o  s t a f f  a  seven-day, 24-hour post,  compared kdi th  t he  
5.3 FTE posit ions t h a t  a  review of actual records indicates  a re  needea. 

In addit ion,  DOC has not c lea r ly  defined the  number and type of posts 

necessary f o r  the proper and e f f i c i e n t  operation of i  ts ins t i tu t ions .  

A1 though several s tud ies  have been undertaken, DOC has not completed a 

comprehensive analysis  of post needs. Further, DOC does not have an 

accurate 1 i s t  of the  Department's posts on which t o  base post needs. 

Due t o  the lack of information on posts needed t o  provide adequate 

secur i ty  and the var ia t ions  between i n s t i t u t i o n s  i n  the  s h i f t  re1 i e f  
f ac to r ,  DOC ana kuai to r  General s t a f f  could not determine the nuriiber of 



CSO p o s i t i o n s  DOC should have. DOC has completed a s t a f f i n g  study. 

However, i t  appears t h a t  t h e  s tudy  does n o t  i n c l u d e  a l l  i n f o r m a t i o n  

necessary t o  determine t i l e  number o f  s e c u r i t y  pos t s  needed. Therefore, 

DOC needs t o  complete a d d i t i o n a l  s t u d i e s  and analyses t o  improve i t s  

dec i  sion-making a b i  1 i ty rega rd ing  s t a f f i n g  1 eve1 s. 

DOC'S Hi r i n g  Process I s  Inadequate 
To Meet CSO S t a f f i n g  Needs (see page 21) 

DOC i s  unable t o  h i r e  enough CSOs t o  meet i t s  s e c u r i t y  s t a f f i n g  needs. 

DOC has cons tan t  vacancies due t o  h i g h  t u rnove r  and a l eng thy  h i r i n g  

process. Once a p o s i t i o n  becomes vacant, i t  takes  DOC approx imate ly  

t h r e e  months t o  f i l l  t h e  i n s t i t u t i o n a l  vacancy - more than f o u r  ana 

one-ha1 f weeks t o  h i r e  a new CSO, p l u s  s i x  weeks t o  t r a i n  t h e  new h i r e .  

Because o f  t h e  approxirnately 11-week delay,  t h e  number o f  s t a f f  r equ i red  

t o  adequately f i l l  a seven-day, 24-hour p o s t  i s  5.3 FTEs. However, 

reduc ing  t h e  de lay t o  two weeks, f o r  example, would reduce t h e  number o f  

s t a f f  needed t o  5.0 FTEs. Tile Department i s  c u r r e n t l y  implement ing a 

program t o  reduce t he  de l  ay. Th is  r e d u c t i o n  woul d s i g r l i  t i c a n t l y  reduce 

s t a f f  needs throughout  t h e  Department. For  example, t h e  ASPC-Tucson 

Santa R i t a  U n i t  r e q u i r e s  127 CSOs t o  fill i t s  e x i s t i n g  pos ts  us ing  the  

5.3 s h i f t  r e l i e f  f a c t o r ,  b u t  would r e q u i r e  o n l y  116 CSOs i f  t h e  f a c t o r  

were reduced t o  5.0. 

A1 though DOC p lans  t o  s i g n i f i c a n t l y  r e v i s e  i t s  h i  r i n g  process, p rob l  ens 

may cont inue.  DOC w i l l  assume a1 1 r e s p o n s i b i l i t y  f o r  CSO recru i tment ,  

s e l e c t i o n  and h i r i n g  from t h e  Department of  Adr i i i n i s t ra t ion  i n  January 

1986. DOC p lans  t o  h i r e ,  t r a i n  and have CSOs ready t o  p l ace  i n  vacancies 

as they  occur. tiowever, DOC c u r r e n t l y  has problenrs beginn ing t h e  h i r i n g  

process i n  a t i m e l y  manner. S ince  t h i s  process w i l l  n o t  change wtlen DGC 

takes  over  CSO h i r i n g ,  t i n le l  i ness  may con t inue  t o  be  a problem. Furt i ' ier, 

t h e  paperwork t o  beg in  t h e  process may cont i r iue t o  be dup l i ca ted .  

F i n a l l y ,  DOC may 1 ack adequate funding f o r  Co r rec t i ona l  O f f i c e r  T ra in i ng  

Academy t r a i n e e  p o s i t i o n s ,  because i t  p lans  t o  r e l y  on vacancy savings. 

If t h e  Department succeeds i n  reduc ing i t s  vacancies, i r i s t i t u t i o n s  w i l l  



n o t  have vacancy savings t o  fund  the  t r a i n e e  p o s i t i o n s .  DOC should 

reques t  fund ing  f o r  t h e  t r a i n e e  p o s i t i o n s  i n  o r d e r  t o  e l i m i n a t e  h i r i n g  

de l  ays. 

DOC ' s  I n s p e c t i o r ~ s  And I n v e s t i  y a t i  ons Sec t ion  
Coul d  Improve I t s  Background I n v e s t i  y a t i o n  Process (see pacje 31 ) 

DOC's background check process f o r  CSG a p p l i c a n t s  c o u l d  be irrlproved. 

Al though t h e  ac tua l  computer background check takes o n l y  minutes, t h e  

background check process takes an average o f  34 days. The delay i s  

caused because background forms a r e  sen t  t o  i n s t i t u t i o n s  f o r  processing. 

Cent ra l  i z i n g  t he  process and a1 1  owing appl i c a n t s  t o  be i n te r v i ewed  by 

h i r i n g  a u t h o r i t i e s  w h i l e  backgrounds a r e  checked c o u l d  s i g n i f i c a n t l y  

reduce t h e  delay. 

DOC a1 so needs t o  develop guide1 i nes  f o r  e v a l u a t i n g  the  r e s u l t s  o f  

background checks. DOC has no c l e a r  p o l i c i e s  i n d i c a t i n g  what 

d i s q u a l i f i e s  an appl  i c a n t .  As a  r e s u l t ,  i n v e s t i g a t o r s  who rev iew t n e  

r e s u l t s  o f  background checks a t  each i n s t i t u t i o n  must use cons iderab le  

judgment i n  deter in in ing who should be r e j e c t e a ,  c r e a t i n g  the  p o t e n t i a l  

f o r  i n c o n s i s t e n t  dec is ions .  

T r a i n i n g  For  CSOs 
I s  Inadequate (see page 3 5 )  

DOC has n o t  p rov ided  CSOs w i t h  adequate t r a i n i n g .  The aniount and type o f  

i n - s e r v i c e  t r a i n i n g  p rov ided  has been i ncons i s ten t .  A1 though a  r e c e n t l y  

enacted DGC p o l i c y  r e q u i r e s  20 hours o f  i n - s e r v i c e  t r a i n i n g  a  year ,  DGC 

CSOs r e c e i v e  f a r  l ess .  Aud i t o r  General s t a f f  rev iewed 150 CSO i n - s e r v i c e  

t r a i n i n g  records. CSOs employed by DOC f o r  more than two yea rs  r e c e i ~ e d  

an average o f  l e s s  than  13 hours o f  i n - s e r v i c e  t r a i n i n g  i n  f i s c a l  y e a r s  

1984 and 1985. I n  add i t i on ,  t h e  t r a i n i n g  rece i ved  i s  n o t  uni form. 

Inadequate i n - s e r v i c e  t r a i n i n g  i s  a1 so s i g n f i c a n t  because some CSOs 

r e c e ~ v e d  no p re -serv ice  t r a i n i n y  when they were i n i t i a l l y  empl oyea. 

Because o f  DOC's i n c o n s i s t e n t  i n - s e r v i c e  t r a i n i n g ,  CSOs may n o t  be 

adequately t r a i n e d  i n  c r i t i c a l  s k i 1  1  areas. Lack o f  i n - s e r v i c e  t r a i n i n g  

i s  due t o  s t a f f i n g  shortages and poor  r eco ra  keeping. 
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INTRODUCTION AND BACKGROUND 

The O f f i c e  o f  t h e  A u d i t o r  General has conductea a  performance a u d i t  o f  

t he  Ar izona Department o f  Co r rec t i ons  (DOC) s t a f f i n g  f unc t i on .  Th is  

a u d i t  was conducted i n  response t o  a  January 36 ,  1985, r e s o l u t i o n  o f  t h e  

J o i n t  L e g i s l a t i v e  Overs igh t  Committee, which r e q u i r e s  a  performance a u d i t  

o f  DOC. T h i s  r e p o r t  i s  one i n  a  s e r i e s  o f  a u d i t  r e p o r t s  on t h e  

Department. 

DOC i s  s t a t u t ~ r i l y  charged w i t h  p r o t e c t i n g  ttre p u b l i c  f roni  o f f ende rs  

under i t s  j u r i s d i c t i o n .  I n  do ing  so, t h e  Department must a l s o  ensure 

t h a t  a  s a f e  and j u s t  env i ror~rnent  e x i s t s  w i t h i n  i t s  f a c i l i t i e s .  DOC s t a f f  

comprise a  c r i t i c a l  e l  ernent f o r  accompl ish ing t h e  Departmental miss ion.  

Departmental S t a f f i n g  

Among s t a f f  who have d i r e c t  i n n a t e  con tac t ,  t h e  l a r g e  m a j o r i t y  a r e  

1  ocated i n  t h e  A d u l t  I n s t i t u t i o n s ,  J u v e n i l  e/Communi ty Serv ices  and Hur~ian 

Resource/Devel opnent D i v i s i o n s .  They i r r c l  ude c o r r e c t i o n a l  s e c u r i t y  

s t a f f ,  c o r r e c t i o n a l  program s t a f f  and medical  s t a f f .  For  f i s c a l  y e a r  

1985-86, DOC has an es t imated  4,659 au tho r i zed  f u l l  - t ime  p o s i t i o n s ,  

i n c l  i l d i ng  2,419 s e c u r i t y  p o s i t i o n s ,  472 c o r r e c t i o n a l  program pr js i  t i o n s  

and 21 7 medica l  p o s i t i o n s .  Because o f  t ime  1  i m i t a t i o n s ,  i~owever,  t h i s  

r e p o r t  addresses s t a f f i n g  i ssues  o n l y  as they  r e l a t e  d i r e c t l y  t o  securi 'cj l  

s t a f f i n g .  

S e c u r i t y  S t a f f i n g  

S t a f f  p r i m a r i l y  concerned w i t h  s e c u r i t y  a re  l a r g e l y  i n v o l v e d  i n  t i l e  

d i r e c t  supe rv i s i on  and c o n t r o l  o f  inmates,  o r  i n  s u p e r v i s i n g  s t a f f  w i t h  

such r e s p o n s i b i l i t i e s .  W i t h i n  DOC, s e c u r i t y  s t a f f  occupy p o s i t i o n s  t h a t  

fa1  1  under t h e  Co r rec t i ona l  Se rv i ce  se r i es ,  which i n c l  udes c o r r e c t i o n a l  

s e r v i c e  o f f i c e r s  (CSGs) , sergeants,  1  ieu tenan ts ,  cap ta i ns  and naJors. 

S e c u r i t y  s t a f f  per form d u t i e s  ass igned t o  s p e c i f i c  s e c u r i t y  posts.  

Examples o f  pos t s  i nc l ude :  

r A tower 5uard watch ing ttse perin;eter o f  an i r ~ s t i t u t i o n  o r  observ ing  
inmate d c t i v i t y  i n  t h e  v i c i n i t y  o f  t h e  tower, 



a A  ga te  o f f i c e r  c o n t r o l  1  i n g  access t o  t h e  i n s t i t u t i o n ,  and 

0 A  hous ing  u n i t  o f f i c e r  m o n i t o r i n g  inmate a c t i v i t y  i n  a  dormi to ry .  

Because o f  t h e  n a t u r e  o f  t h e i r  work, more than  99 pe rcen t  o f  GOC's 

s e c u r i t y  s t a f f  a re  l o c a t e d  a t  t h e  i n s t i t u t i o n s ,  w i t h  t h e  remainder 

i n v o l v e d  i n  f u n c t i o n s  t o  suppor t  i n s t i t u t i o n a l  s e c u r i t y  s t a f f ,  such as 

t r a i n i n g ,  and i n s p e c t i o n s  and i n v e s t i g a t i o n s .  

H i r i n g  Process 

The r e c r u i t m e n t  process f o r  CSOs c u r r e n t l y  i n v o l v e s  severa l  e n t i t i e s .  

The Personnel D i v i s i o n  o f  t h e  Department o f  A d m i n i s t r a t i o n  (DOA), DOC's 

Cen t ra l  O f f i ce ,  DOC's I nspec t i ons  and I n v e s t i g a t i o n s  Sect ion,  and DOC 

i n s t i t u t i o n s  a1 1 share r e s p o n s i b i l i t i e s  i n  t h e  CSO h i r i n g  process. DOA's 

Personnel  D i v i  s io t l  r ece i ves  and scores appl i c a t i o n s  and n a i  n t a i  ns an 

a c t i v e  r e g i s t e r  o f  app l i can ts . *  The I nspec t i ons  and I n v e s t i g a t i o n s  

Sec t i on  completes background checks and n o t i f i e s  DOA o f  r e s u l t s .  DOC's 

Personnel O f f i c e  generates h i r i n g  1  i s t s  f o r  i n s t i t u t i o n a l  use a f t e r  a  

r e q u e s t  t o  f i l l  a  p o s i t i o n  has been submi t ted  by  t h e  i n s t i t u t i o n  ana 

approved b y  DOC's Cen t ra l  O f f i c e .  The i n s t i t u t i o n s  c o n t a c t  and i n t e r v i e w  

p r o s p e c t i v e  empl oyees. F i n a l  l y ,  DOC ' s  Personnel O f f i c e  updates t he  1  i s t s  

when i t  i s  n o t i f i e d  o f  appointments. However, i n  January 1986 DOA w i l l  

r e l i n q u i s h  c o n t r o l  o f  t h e  CSO h i r i n g  process t o  DOC. An 

in te rgovernmenta l  agreement t o  t h i s  e f f e c t  has a l r eady  been approved by 

b o t h  agencies.  

T r a i n i n a  

C o r r e c t i o n a l  s e r v i c e  o f f i c e r s  p a r t i c i p a t e  i n  b o t h  p re - se rv i ce  ana 

i n - s e r v i c e  t r a i n i n g .  P re - se rv i ce  t r a i n i n g  i n v o l v e s  a  six-week c u r r i c u l  uni 

t o  prepare CSOs f o r  i n s t i t u t i o n a l  du t i es .  The t r a i n i n g  i s  h e l d  d t  

r e g i o n a l  academies i n  Tucson, P e r r y v i l l  e, F lo rence  and F o r t  Grant. I n  

J u l y  IS84 the  L e g i s l a t u r e  moved t o  c e n t r a l i z e  and s tandard ize  CSO 

p re - se rv i ce  t r a i n i n g ,  w i t h  an a p p r o p r i a t i o n  t o  e s t a b l i s h  t h e  Co r rec t i ona l  

* ASPC-Fl orence /]as been e x c l  uaea fror,i d i v i c e d  COA-DOC au t r ro r i  ty, and 
c u r r e n t l y  oversees a l l  phases o f  2SO r e c r u i t m e n t  f o r  t h e  
i n s t i t u t i o n .  



O f f i c e r  T r a i n i n g  Academy (COTA) i n  Tucson. CGTA i s  expected t o  beyirr 

ope ra t i on  i n  January 1986. CSOs who s a t i s f a c t o r i l y  complete Acadeil~y 

t r a i n i n g  w i l l  r e c e i v e  a  c e r t i f i c a t e  f rom t h e  Ar i zona  Law Enforcement 

O f f i c e r  Adv iso ry  Counc i l .  

A1 so, DOC has r e q u i r e d  i n-se rv i ce  t r a i n i n g  f o r  CSUs. I n - s e r v i c e  t r a i n i n g  

i s  impo r tan t  t o  improve CSOs' c r i t i c a l  s k i l l s  and keep them c u r r e n t  on 

ope ra t i ona l  procedures. A  po l  i c y  r esc i nded  i n  October 1984 r e q u i r e d  CSOs 

t o  have 88 hours  of i n - s e r v i c e  t r a i n i n g  pe r  year .  DOC enacted a  po l  i c y  

i n  Noven~ber 1985 t h a t  r e q u i r e s  20 hours  o f  i n - s e r v i c e  t r a i n i t t g  per  y e a r  

f o r  CSOs. 

S t a f f i n g  A1 1  oca t ions  and Budget 

Fo r  f i s c a l  y e a r  1985-86, DOC has an es t imated  2,395 au tho r i zed  f u l l - t i m e  

i n s t i t u t i o n a l  s e c u r i t y  s t a f f  a l l o c a t e d  t o  t h e  D i v i s i o n s  o f  A d u l t  

I n s t i t u t i o n s  and J u v e n i l  e/Cor;ir;~uni ty Serv ices.  I n  add i t i on ,  23 

c o r r e c t i o n a l  s e r v i c e  s e c u r i t y  s t a f f  a re  a l s o  employed i n  t i l e  Bureau o f  

I nspec t i ons  and I n v e s t i g a t i o n s  ( D i v i s i o n  o f  Adm in i s t r a t i on ) ,  and the 

T r a i n i n g  Sec t i on  ( D i v i s i o n  o f  Human Resources and Development 1. Tab1 e 1  

shows personal  se r v i ces  and employee re1  a ted  expend i tu res  f o r  f i s c a l  

yea rs  1983-84, and es t imated  expend i tu res  i n  these ca tego r i es  f o r  f i s c a l  

yea rs  1384-85 and 1985-86, i n  t h e  two d i v i s i o n s  i n  which most 

c o r r e c t i o n a l  s e r v i c e  s e c u r i t y  s t a f f  a r e  employed. 



DOC EXPENDITURES FOR PERSONAL SERVICES AND EMPLOYEE RELATED EXPENSES 
DIVISION OF ADULT INSTITUTIONS ANC DIVISION OF JUVENILE/COBIMUNITY SERVICE 

(UNAUDITED) 

Adul t I n s t i t u t i o n s  
FTE P o s i t i o n s  

Ac tua l  
1 983 -84 

FTE Secur i  ty P o s i t i o n s  1  ;594 
Expendi tures (a1 1  FTEs) 

Personal  Serv ices 41,818,800 
Empl oyee Re1 a ted  10,612,200 

T o t a l  

Juven i  1  e/Comuni ty Serv ices  
FTE P o s i t i o n s  499 
FTE S e c u r i t y  P o s i t i o n s  186 
Expendi tures (a1 1  FTEs) 

Personal  Serv ices 8,133,600 
Empl oyee Re1 a ted  1,892,300 

To ta l  

Ac tua l  
1  984 -85 

Est imated 
1  985 -86 

3,372(]) 
2,205 

( I  ) On June 20, 1985, COC underwent a  r eo rgan i za t i on ,  a t  which t ime  t he  
D i v i s i o n  o f  A d u l t  I n s t i t u t i o n s  ( f o r m e r l y  A d u l t  Se rv i ces )  and t i l e  
D i v i s i o n  o f  J u v e n i l  e/Con~muni ty Serv ices  ( f o rme r l y  i u v c n i l  e  
Se rv i ces )  were created.  

Source: Ar i zona  Department o f  Co r rec t i ons  buaget requests  f o r  f i s c a l  
y e a r s  1985-86 and 1986-87 

Audi t Scope and Ob jec t i ves  

T h i s  a u d i t  focuses on t h e  Depar tment 's  a b i l i t y  t o  per form i t s  s e c u r i t y  

s t a f f i n g  f u n c t i o n  e f f i c i e n t l y  and e f f e c t i v e l y .  The a u d i t  r e p o r t  p resen ts  

i t s  f i n d i n g s  and recornfiiendations i n  f o u r  ma jo r  areas. 

@ The a b i l i t y  o f  DOC t o  eva lua te  s e c u r i t y  s t a f f i n g  needs a t  t h e  
i n s t i t u t i o n a l  1  eve1 , 

a The a b i l i t y  o f  TrOC's h i r i n g  process t o  meet Departmental needs f o r  
s e c u r i t y  s t a f f ,  

0 Tile e f fec t i veness  o f  DOC ' s  backgrobtid i n v e s t i g a t i o n s  o f  p rospec t i ve  
CSOs, and 

e The adequacy of  D O C ' S  t r a i n i n g  f o r  c o r r e c t i o n a l  s e r v i c e  o f f i c e r s .  



Due to t ine constraints, we were unable t o  address a l l  potential issues 

identified during our audit  work. The section Areas for Further Audit 
Work describes these issues. 

The Auditor General and s t a f f  express appreciation t o  tile Director of the 

Department of Corrections and his s t a f f  for the i r  cooperation and 
assistance during the audit. 



FINDING I  

DOC ' S SECURITY STAFFIP,IG LEVELS A R E  NOT PROPERLY DETERMINEE 

The Department of Corrections ( D O C )  cannot accurately determine i t s  

secur i ty  s t a f f i ng  needs. The forn~ul a f o r  determining tile s t a f f i ng  level 

needed to  cover a given jest seems t o  underestimate the  s t a f f  needed. In 

addit ion,  the Department has not c lea r ly  defined i t s  secur i ty  post 

needs. As a r e su l t ,  i t  cannot be determined whether i n s t i t u t i ona l  

secur i ty  s t a f f i ng  i s  adequate. A comprehensive s t a f f i ng  study woul d 

resol ve these problems. 

Security s t a f f  needs in a correctional i n s t i t u t i on  depena on two factors :  

1 ) the number of posts required t o  maintain adequate secur i ty ,  and 2 )  the  

number of people required t o  cover each post.  Specific posts generally 

a re  established based on the need t o  monitor and control inmate movement 

and ac t i v i t y .  Thus, the  number and types of posts vary ti~roughotit tire 
day and a l so  from day t o  day, r e f l ec t ing  changes i n  the  level and type of 

inn:ate a c t i v i t y .  Coverage fo r  a pa r t i cu la r  post ranges from 24 ilours per 

day, seven days a week, t o  e i gh t  hours per day, f i ve  days a week o r  

1 ess.  Once necessary posts a r e  determined, the  number of people ireeaed 

t o  cover those posts i s  computed from a s t a f f i ng  formula. A s t a f f i ng  

formula determines the  number of people required t o  cover a post,  taking 

i n to  account time employees a re  expected t o  be away from tne  post ciue to 

vacations, i l l n e s s ,  e t c .  

DOC's Staffing Formul a Appears To 
Understate The Number Of Staff  Needed 

DOC's forriiula fo r  ca lcula t ing the number of s t a f f  t o  f i l l  a  secur i ty  post 

appears t o  r e s u l t  in lower s t a f f i ng  l eve l s  than are  ac tual ly  needed. 

DOC's f igures  f o r  avai lable  work days, used t o  cal cnla te  the formula, 

overestimate the actual f igure by 20 days. DOC f igures  are inaccurate 

because DOC did not follow standard c r i t e r i a  in developing i t s  formula. 

The accuracy of the formula is  highly important, s ince  even small 

differences in f igures  can a f f e c t  the  adequacy of ins t i tu t iona l  s t a f f ing .  



DOC'S est imate of avai lable  work days is  20 days more than the actual 

number of days correctional  service  o f f i c e r s  (CSOs) a r e  ' l ikely t o  be a t  

thei  r posts. The Department estimates 226 avai 1 abl e days. Actual 

f igures  show only 206 days. Auditor General s t a f f  t e s ted  DOC'S formula 

by reviewing the  leave records of a randomly se lected sample of 174 CSOs 

and correctional  secur i ty  sergeants employed by DOC from August 1 7 ,  1984, 

t o  August 16, 1985. Because DOC uses a s ingle  fornula fo r  the en t i r e  

Department, Auditor General s t a f f  t e s ted  the formula by computing a 

Department-wide f igure.  As Tab1 e 2 shows, DOC ' s f igures deviate 

considerably from those of our records review. 



TABLE 2 

COMPARISON OF DOC STAFFING FORMULA WITH AUDITOR GENERAL RECORDS REVIEW 
AUGUST 17, 1984, THROUGH AUGUST 16, 1985 

Category 

Regular days off 
Annual leave 
Sick leave 
Hol i day 1 eave 
Comp time taken 
M i  1 i tary 1 eave 
Absence without approval 
Administrative leave with pay 
Administrative leave without pay 
Bereavement 1 eave 
Civic duty 
Industr ia l  leave 
Jury duty 
In-service t ra in ing  
Pre-service t ra in ing  
Time required to  f i l l  vacancies 
Special assignments requiring 

employee t o  be away from post 
Total number of days employee 

expected to  be away from post 

DOC Formula 

104 days 
12 

Calculation of Staff ing Formula 

a )  365 days per year  365 
b)  Minus number of days 

empl oyee away from post - -1 39 
C )  Equals number of days 

employee avai 1 abl e t o  cover post 226 

Employees required t o  cover: 
Seven-day, eight-hour s h i f t  

(365 divided by avai lable  
days per employee per year 1.6 

Seven-day, 16-hour s h i f t  
(two times number needed t o  
cover seven-day, eight-hour s h i f t )  3.2 

Seven-day, 24-hour s h i f t  ( th ree  
times number needed t o  cover 
seven-day, eight-hour s h i f t )  5 . 0 ( ~ )  

Auditor General Review 

104 days 
14.61 
6.66 
5.68 
2.75 

.39 

.15 

.04 

.26 

.16 
-0- 

1.05 

not avai lable  

159.00 

N/A indicates  t h a t  DOC does not consider t h i s  fac tor  in  i t s  s ta f f ing  formula 
calculat ions.  

( 2 )  Auditor General review showed tha t  the  number of in-service t raining hours CSOs 
receive i s  f a r  below American Correction Association ( A C A )  standards. Because 
using h i s to r ica l  data would have incorporated substanaard c r i t e r i a  in to  the 
formula, ACA standards were used. DOC had no o f f i c i a l  t ra in ing  policy a t  the time 
of t h i s  study. 

( 3 )  DOC current ly requires  a l l  newly hired CSOs t o  receive 240 hours (30 days) of 
pre-service t ra in ing .  Because the period covered by the review did not r e f l e c t  
current  pract ice,  t h i s  f igure was based on current  pract ice.  To calculate  the 
pre-service t ra in ing  fac tor ,  i t  was necessary t o  use a turnover estimate. We used 
31 percent,  a s  reported for  f i sca l  year 198445 by DOA's Personnel Division. 

( 4 )  In computing a s ta f f ing  formula, the turnover r a t e  i s  used to calculdte  time 
required to  f i l l  vacancies. Again, 31 percent was used [see note ( 3 ) l .  

(5) Actual r e s u l t  i s  4.8, b u t  DOC rounds t h i s  f igure  up t o  5.0 
( 6 )  Figures r e f l e c t  rounding. 

Source: DOC payroll records, DOC s t a f f  i n t e r v i e ~ r s ,  ACA standards, DOA Personnel D i v ~  sion 
reports ,  and interview with N.R. Cox arla Associdtes 



DOC's f i g u r e s  a r e  i naccu ra te  because DOC d i d  n o t  f o l l o w  s tandard c r i t e r i a  

i n  deve lop ing  i t s  formula.  DOC's s t a f f i n g  formula:  

Does n o t  account f o r  a l l  f a c t o r s  caus ing employees t o  be away from 
t h e i r  posts.  DOC's fo rmu la  accounts f o r  t h e  impact  o f  o n l y  f o u r  
f a c t o r s :  r e g u l a r  days o f f ,  annual leave,  s i c k  l eave  and h o l i d a y  
1  eave, and om i t s  numerous o t h e r  f a c t o r s  such as m i l  i t a r y  1  eave, 
t r a i n i n g  t ime,  comp t ime  taken, t ime  r e q u i r e d  t o  f i l l  vacancies and 
i n d u s t r i a l  leave. 

0 I s  n o t  based on h i s t o r i c a l  data.  DOC c a l c u l a t e s  i t s  formula us i ng  
f i g u r e s  f o r  annual, h o l i d a y  and s i c k  l e a v e  accrued b y  employees 
r a t h e r  than t ime  a c t u a l l y  taken. As a  r e s u m  thennual l eave  
f i g u r e  i s  two and one-ha1 f days t o o  low, w h i l e  h o l i d a y  and s i c k  
l eave  a r e  more than  f i v e  days t o o  h igh .  

0 I s  n o t  computed b y  i n s t i t u t i o n .  DOC uses t h e  same fo rmu la  f o r  t h e  
e n t i r e  Department, even though marked v a r i a t i o n s  among i n s t i t u t i o n s  
may e x i s t .  

I s  n o t  rev iewed annua l l y .  Evidence i n d i c a t e s  t h a t  DOC's formula 
has n o t  been updated f o r  a t  l e a s t  n i n e  years .  

Thus, DOC's 5.0 s t a f f i n g  f i  yure  f o r  seven-day, 24- i~our  posts  i s  

d e f i c i e n t ,  compared w i t h  t h e  5.3 f i g u r e  r e s u l t i n g  f rom our  review. The 

sarne i s  t r u e  f o r  16-hour and e i gh t -hou r  posts .  However, even 5.3 may 

underes t imate  t h e  t r u e  s t a f f i n g  requi rements ,  s i n c e  i n f o r m a t i o n  on tirne 

spen t  f o r  spec ia l  assignments was n o t  r e a d i l y  a v a i l a b l e .  I n  adai t i o n ,  

A u d i t o r  General s t a f f  used Department o f  A d m i n i s t r a t i o n  (DOA) tu rnover  

f i gu res ,  which may have been l o t i  because t h e  f i g u r e s  a i d  r ~ o t  i n c l uae  

vacancies a r i s i n g  f rom promot ions and t r a n s f e r s  w i t h i n  DOC. Thus, DOC's 

s t a f f i n g  fo rmu la  may be l e s s  accura te  than shown i n  Table  2." 

The accuracy of  t h e  fo rmu la  i s  c r i t i c a l ,  because even smal l  d i f fe rences  

i n  f i g u r e s  computed can have p o t e n t i a l l y  se r i ous  consequences f o r  

i n s t i t u t i o n a l  s t a f f i n g .  Fo r  example, DOC used i t s  own 5.0 f i g u r e  t o  

compute t e n t a t i v e  s t a f f i n g  l e v e l s  f o r  F l o r e n c e ' s  new A d m i n i s t r a t i v e  

Segregat ion Un i t ,  d e s p i t e  c o n s u l t a n t  recommendations a d v i s i n g  t h e  use of  

3 However, DOC can decrease t h e  s t a f f i n g  requi rements  by  e l  i m i n a t i  ng 
i n e f f i c i e n c i e s .  For  example, t h e  t ime  f o r  f i l l i n g  vacancies may be 
unnecessar i l y  :cngthy. The Department may a l s o  be a ~ l e  t o  decrease 
t u rnove r  among s e c u r i t y  s t a f f .  S ince b o t h  f ac to r s  in f luence  
s t a f f i n g  requirements,  decreas ing them waul d a1 SO decrease t h e  
r e q u i  remen t s .  



a 5.2 figure for a seven-day, 24-hour post. This apparently minor 

change, according to an inst i tut ional  o f f i c i a l ,  reduced s ta f f  by 30 

positions for th is  768 bed u n i t . *  Differences among ins t i tu t ions  can 

also a f fec t  the accuracy of the formula a t  the insti tutional leve l ,  
because using a Department-wide formula may provide some ins t i tu t ions  

w i t h  more s ta f f  than they really need, while leaving others w i t h  l ess  
than they require. For example, because Arizona State Prison Complex 

(ASPC )-Perryvi 11 e has a 68 percent turnover rate ,  prel iminary 

cal cul ations show tha t  t h i s  faci 1 i  ty woul d be a1 1 ocated approximately 33 

fewer CSOs under a system-wide formula than i t  \vould under a formula 
based on insti tution-specific data. 

The Need For Posts Is  
Plot Cl earl v Defined 

DOC has n o t  clearly defined posts necessary for the proper and e f f i c i en t  
operation of i t s  inst i tut ions.  DOC has insufficiently analyzed s ta f f ing  
requirements to identify needed security posts. Moreover, the Department 

1 acks the necessary information to  eval uate security post needs. 
Thorough evaluation of post requi rements i s  particularly important 

because Arizona ' s growing pri son popul ation has increased inst i tut ional  
s taff ing requirements. 

No Evidence Of Analysis - DOC has not completed a comprehensive analysis 

of Departmental post needs. Although s taff ing requirements for  an 
inst i tut ion are normally determined through post analysis, which 

ascertains the number and types of posts necessary for effective and 
ef f ic ien t  inst i tut ional  operation, Auditor General s ta f f  could find no 

evidence that  DOC had done such an analysis. We identified two s taff ing 
studies, cornpl eted in 1983 and 1984, tha t  exami ned Adul t Insti t u t i  ons ' 
personnel. However, information in both studies was based almost 
exclusively on s t a f f  interviews or written input from inst i tut ional  

personnel. The few studies tha t  may have incorporated broader substantive 

x We were unable to calculate the s taff ing formula's effect  on the 
enti re Department because of incomplete i nforrnation regarding posts 
a t  a l l  DOC inst i tut ions.  



c r i t e r i a  were o l d e r  s tud ies  l i m i t e d  t o  o n l y  one i n s t i t u t i o n  and thus, do 

n o t  adequately r e f l e c t  changes t h a t  have occur red  s i n c e  t he  s t u d i e s  were 

compl eted. 

A  comprehensive p o s t  a n a l y s i s  i s  necessary because i n s  ti t u t i  onal  p o s t  

requi rements a re  a f f e c t e d  by  severa l  f a c t o r s ,  i n c l u d i n g  inmate custody 

l e v e l ,  t h e  s i z e  o f  t he  i n s t i t u t i o n ,  t h e  des ign o f  t he  f a c i l i t y ,  

i n s t i t u t i o n a l  programs and t h e  miss ion  o f  t h e  i n s t i t u t i o n .  A  pos t  

a n a l y s i s  assesses t h e  e f f e c t s  o f  these f a c t o r s  on i n s t i t u t i o n a l  s t a f f i n g  

u s i n g  elements o f  t ime  and mot ion  s tud ies ,  task  analyses, work l o a d  

measures and eva lua t i ons  o f  s t a f f  u t i l  i z a t i o n .  

DOC Lacks Essen t ia l  S t a f f i n g  I n fo rma t i on  - DOC does n o t  have an accura te  

l i s t  o f  t h e  Department 's pos t s  on which t o  eva lua te  p o s t  needs. 

P o s t  documents t h a t  show du ty  ass igncents  f o r  CSOs on each s h i f t  

c o n f l  i c t e d  w i t h  s t a f f  i n t e r v i e w s  and A u d i t o r  General observa t ions  o f  pos t  

coverage. For  exarnpl e, p o s t  docunlen t s  showed some posts  u e i  ng covered 

(as much as 24 hours per  day) t h a t  i n  r e a l i t y  were r a r e l y  covered because 

o f  CSO vacancies o r  o t h e r  unexpected leave.  I n  a t  l e a s t  two cases, posts  

e x i s t e d  t h a t  were n o t  recorded i n  w r i t t e n  documents. I n  bo th  instances,  

a p o r t i o n  o f  t he  CSOs' r e s p o n s i b i l i t i e s  were i n  areas e n t i r e l y  un re la ted  

t o  s e c u r i t y ,  such as t y p i n g  o r  t ime  keeping. O f f i c i a l s  a t  one f a c i l i t y ,  

i n  which CSO vacancies j~ imped f r ~ n  trio t o  24 i n  l e s s  than f i v e  nontt ls i n  

1984, dec la red  t h a t  t h e  p o s t  document was o n l y  " p a p e r w o r ~ "  t h a t  d i d  n o t  

r e f 1  e c t  t h e  t r u e  s i t u a t i o n .  

E f f e c t  O f  Inmate Popu la t i on  Growth - Compl e t i c n  p o s t  a n a l y s i s  

p a r t i c u l  a r l y  v i t a l  because unprecedented inmate popu la t i on  growth has 

changed i n s t i t u t i o n a l  work loads. For  example, i n  l a t e  1584 COC 

i nc reased  i n s t i t u t i o n a l  c a p a c i t y  by n e a r l y  30 pe rcen t  a t  t h e  San Juan and 

Santa Cruz U n i t s  a t  ASPC-Perryvi l le by zuding 112 tjeds t o  eacll u n i t .  

Yet, t h e  beds were added w i t h  no inc rease  i n  s e c u r i t y  s t a f f .  S i m i l a r l y ,  

when t t le  tilinimurn Custody U n i t  bias c rea ted  a t  ASFC-Tucson, s e c u r i t y  s t a f f  

were p rov ided  f rom e x i s t i n g  I i incon U n i t  a l l o c a t i o n s ,  l e a v i n g  bo th  u n i t s  

sri t h  fewer s t a f f  thdn i n s t i  t u t i o r l a l  o f f i c i a l s  ttrought aaequdte. 



Some i n s t i t u t i o n s  have a c t u a l l y  l o s t  p o s i t i o n s  a-t t h e  very  t ime  t h a t  

c o r r e c t i o n a l  f a c i  1  i t i e s  exper ienced s i g n i f i c a n t  inmate popu la t i on  

increases.  Fo r  example, t h e  ASPC-Fl orence Cen t ra l  Uni t has 1 os t 30 CSBs 

s i nce  1981. Accord ing t o  an i n s t i t u t i o n a l  o f f i c i a l  , t h i s  u n i t  had 265 

a l l o c a t e d  CSO pos i  t i o r ~ s  i n  1981 b u t  o n l y  235 such p o s i t i o n s  f o r  1985-86. 

Even though bed c a p a c i t y  remains unchanged from 1981, t h e  average d a i l y  

p o p u l a t i o n  a t  Cen t ra l  U n i t  has inc reased  s l i g h t l y .  Tine ASPC-Florence 

South U n i t  has l o s t  s e c u r i t y  s t a f f  w h i l e  a t  t h e  same t ime  t a k i n g  on 

a d d i t i o n a l  beds. As o f  June 1985 t h e  South U n i t  had 123 CSGs compared t o  

145 i n  1980. Yet, s i n c e  1980 inmate p o p u l a t i o n  has inc reased  b y  152, t o  

t h e  c u r r e n t  popu la t i on  o f  600. 

Apprgpr i  a t e  S t a f f i n g  Leve ls  
Cannot Be Determined 

W i  t l l o u t  an accura te  s t a f f i n g  fo rmu la  and a n a l y s i s  o f  p o s t  requirements,  

t h c  number o f  s t a f f  needed t o  p rov i de  adequate s e c u r i t y  cannot be 

i d e n t i f i e d .  As a r e s u l t ,  i t  i s  d i f f i c u l t  t o  de te rn i ne  wily i lpparent  

s t a f f i n g  shortages e x i s t ,  o r  i f  t h e y  e x i s t  a t  a l l .  Poss ib l e  exp lana t ions  

i n c l u d e  unde ra l l  oca t ion ,  i n e f f i c i e n t  placement o f  s t a f f  and improper use 

o f  s t a f f .  

Dur ing  t h e  rev i ew  o f  a d u l t  i n s t i  t l r t i o r ~ s '  s e c ~ r i  ty, ( kua i  t o r  General 

r e p o r t  number 85-12) consul  t a n t s  N. R. Cox and Assoc ia tes i d e n t i  f i e a  many 

i ns tances  o f  apparent  s t a f f  shor tages i r l  DOC f a c i l i t i e s .  Yet, w i t t i o u t  d 

comprehensive ana l ys i s ,  t h e y  c o u l d  n o t  determine whether "shor tages were 

due t o  i n s u f f i c i e n t  numbers o f  personnel , i n e f f i c i e t ~ t  deployment o f  

personnel ,  o r  inadequate e v a l u a t i o n  o f  personnel  needs. . . ." The l a c k  

o f  r e1  i a b l  e  i n f o r r i a t i o n  a1 so prevented A u d i t o r  General s t a f f  f rom 

de te rm in i ng  adequate s t a f f i n g  1  eve1 s. Several  p o s s i b i l  i t i e s  may e x p l a i n  

apparen t  shortages. 

Undera l l  o c a t i o n  - I n  some ins tances ,  i r l s t i  t u t i o n s  c,ay be inadequa te ly  

s ta f fed .  Marly ins tances  of inadequate s t a f f i n g  appear t o  e x i s t .  

Inadequdte s e c u r i t y  s t a f f i n g  c rea tes  Iielrastli ps n o t  o n l y  f o r  sec l r r i  ty 

s t a f f  b u t  a l s o  f o r  o the r  s t a f f  as w e l l  as inmates. 



I n s t i t u t i o n a l  o f f i c i a l s  c i t e d  numerous examples o f  need f o r  a d d i t i o n a l  

secu r i  ty posts.  I n  add i t i on ,  p r e l  im ina ry  c a l  c u l  a t i o n s  by Aud i t o r  General 

s t a f f  i n d i c a t e d  t h a t  some i n s t i t u t i o n s  appear 1  ess adequately s t a f f e d  

than others .  Based on e x i s t i n g  posts,  adequacy o f  s t a f f i n g  v a r i e d  from 

l e s s  than 70 percen t  t o  a lmost  95 percent .  However, some i n s t i t u t i o n s  

t h a t  appear more adequately s t a f f e d  may have l e s s  s t a f f  than  needed 

because many f a c i l i t i e s  have e l i m i n a t e d  o r  o m i t t e d  pos t s  due t o  s t a f f i n g  

c o n s t r a i n t s .  For  exampl e: 

e Nor th  U n i t  Outs ide Trustee does ! lo t  p rov ide  s t a f f  f o r  one p ~ s t ,  
the reby  l e a v i n g  a  dorm unguarded. With e x i s t i n g  s t a f f ,  t h i s  u n i t  
cannot  have a  CSO i n  t he  dorm w i t k o u t  s a c r i f i c i n g  s e c u r i t y  
e l  sewhere. I n c i d e n t s  o f  t h e f t  and assaul t have occurred. 

e San Pedro does n o t  s t a f f  t h e  p o s t  a t  one o f  two d i n i n g  h a l l s  i n  the  
u n i t .  As a  r e s u l t ,  216 inmates and t h e  u n i t ' s  CSOs have 90 minutes 
t o  e a t  i n  a  s i n g l e  d i n i n g  h a l l  w i t h  a  maxirnuci capdc i t y  o f  56. 

Because t he re  a r e  o n l y  enough CSOs t o  superv ise  e i g h t  o u t s i d e  work 
crews, F l  orence Complex s e c u r i t y  has apparen t l y  been abl  e  t o  hanal e  
i t s  work l o a d  o n l y  by t a k i n g  o u t  fewer crews than  a re  a v a i l a b l e ,  
desp i t e  s t a t u t e s  t h a t  r e q u i r e  a l l  ab le-bodied inmates t c  work 40 
 OUTS per  week. 

When s t a f f i n g  p rob l  ems occur, i n s t i  tlrti ons address these pro l i l  e ~ i s  through 

a  v a r i e t y  o f  s t r a t e g i e s :  ( 1  ) p r i o r i t i z e  posts ,  ( 2 )  ba lance t h e  nusiber of  

s t a f f  work ing each s h i f t ,  ( 3 )  use s e c u r i t y  superv iso rs  t o  cover r o u t i n e  

posts ,  ( 4 )  use CSOs as s e c u r i t y  superv iso rs ,  ( 5 )  deny requests  t o  a t t end  

t r a i n i n g ,  and ( 6 )  i n  extreme cases, c a l l  i n  s e c u r i t y  s t a f f  on t h e i r  days 

o f f  and leave  v i t a l  pos ts  vacant  temporar i l y .  The s t r a t e g i e s  a re  n o t  

a1 t oge the r  des i r ab le .  For  example, p r i o r i t i z i n g  pos ts  nlay leave  c e r t a i n  

s e c u r i t y  posts  vacant. Accord ing t o  i n s t i t u t i o n a l  s t a f f ,  the  Tucson and 

P e r r y v i l l  e  Complexes each leave  one c o n t r o l  room p o s t  1  arge l  y u n f i l  l e d  

due t o  s t a f f  shortages. A u d i t o r  General s t a f f  observed t h a t  s t a f f  i n  

b o t h  c o n t r o l  rooms were b a r e l y  ab le  t o  keep up w i t h  work demands. Yet, 

N.R. Cox and Assoc ia tes s t a t e  t h a t  c o n t r o l  room pos ts  a r e  o f  such v i t a l  

s i g n i f i c a n c e  t h a t  a p o s t  a n a l y s i s  begins w i t h  assess iny t i l e  iideqclacy o f  

c o n t r o l  room posts.  Using s e c u r i t y  superv iso rs  i n  pos ts  r o u t i n e l y  f i l l e d  

by CSOs can r e s u l t  i n  l e s s  supe rv i s i on  o f  c o r r e c t i o n a l  s e c u r i t y  s t d t f .  

Denying l eave  requests  and c a l l i n g  i n  employees w h i l e  they  a re  on leave  

can r e s u l  t i n  increased work loads,  a d d i t i o n a l  s t r e s s  and decreased 

moral e  f o r  empl oyees. 
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The end r e s u l t  i s  t h a t  ins t i tu t iona l  secur i ty  may suffer .  N.R. Cox and 

Associates observed Inany instances i n  which secur i ty  i s  l e s s  than 

adequate. 

o The Rincon yard control o f f i c e r  had t o  leave the s t a t i on  unattended 
t o  perform another task.  

r ASP-Fort Grant does not have s u f f i c i e n t  o f f i c e r s  t o  guard each dorm. 

o Only one o f f i c e r  supervises more than 100 inmates during the  
m i d n i g h t  s h i f t  in the  ASPC-Tucson 1-ti nin;i;m Custcdy Unit. 

Improper secur i ty  s t a f f i ng  a1 so a f f ec t s  other ir is t i  tut ional  personnel a s  

\ /e l l  a s  inmates. In t i ne s  of severe need, correctional  program o f f i c e r s  

( C P O s )  i n  some f a c i l i t i e s  perform secur i ty  dut ies .  In a t  l e a s t  one 
f a c i l i t y ,  the Deputy Narden and even the secre tary  escor t  irirnates duririg 

severe secur i ty  s t a f f  shortages. Under some circumstances, nonsecurity 

s t a f f  cannot provide services to  inmates unti 1 secur i ty  escor ts  a r e  

availabl e. One I-leal t h  Services o f f i c i a l  s t a t ed  t h a t  the  d e n t i s t  serving 

cellblock 6 may see cl ietr ts  only 15 minutes out  of the  hour aue t o  a 

shortage of seclirity escor ts .  Another s t a f f  mernber s t a t ed  t h a t  a g rea t  

portion of her days a r e  spent  waiting fo r  secur i ty  o f f i c e r s  t o  e s c o r t  

inmates t o  her. As a r e s u l t ,  not  only a r e  s t a f f  time and resources used 

i ne f f i c i en t l y ,  b u t  inmates receive l imited services.  

Ine f f i c ien t  Use Of Staff  - On the  other hand, i n s t i t u t i o n s  t h a t  appear t o  

be shor t  of s t a f f  may be using s t a f f  i r ief f ic ient ly .  Some in s t i t u t i ons ,  

for  example, appeared t o  have a much grea te r  proportion of secur i ty  

supervi sors performi ng adnini s t r a t i v e  functions than others.  Accordi ny 

t o  N .  R. Cox and Associates, some administrat ive posts may not  have been 

created in  response t o  a pressing need, but ra the r  t o  reward senior 

employees. Varying use of secur i ty  supervisors may e x i s t  in par t  because 

DOC has no guide1 ines as t o  the  level and number of secur i ty  supervisors 

appropriate fo r  each i n s t i t u t i o n ,  or how secur i ty  supervisors should be 

used. In response to  a question regarding how secur i ty  supervisor 

s t a f f i ng  i s  determined, some i n s t i t u t i ona l  o f f i c i a l s  s t a ted  t h a t  they 

merely "work w i t h  ;itlat we have." 



CSOs I n  Nonsecur i t y  P o s i t i o n s  - I n  o t h e r  cases, s t a f f i n g  problems may 

have a r i s e n  because many i n s t i t u t i o n s  must  use CSOs f o r  f u n c t i o n s  t h a t ,  

though n o t  s e c u r i t y  r e1  ated, a r e  v i t a l  t o  i ns ti t ~ t i o n a l  opera t ions .  Some 

CSOs work i n  pos ts  t h a t  would be more a p p r o p r i a t e l y  f i l l e d  by  b u i l d i n g  

maintenance superv iso rs ,  c l e r k s ,  t y p i s t s ,  mechanics, s torekeepers  and 

food  s e r v i c e  superv iso rs .  I n  one u n i t ,  t h e  Deputy Marden s t a t e d  t h a t  t en  

CSOs per fo rm work t h a t  shou ld  be doce by food  s e r v i c e  superv iso rs ,  CPOs 

and r e c r e a t i o n  a ides;  and f i v e  more work i n  areas t h a t  do n o t  n e c e s s a r i l y  

r e q u i r e  CSOs. Yet, hav ing  CSOs work ing  i n  f u n c t i o n s  u n r e l a t e d  t o  

s e c u r i t y  may cause an i n s t i t u t i o n  t o  l eave  a  s e c u r i t y  p o s t  u n s t a f f e d  o r  

r e s u l t  i n  inadequate r e l i e f  f o r  some posts .  Some i n s t i t u t i o n s  have 

reques ted  nonsecu r i t y  p o s i t i o n s  f o r  these f u n c t i o n s  b u t  t h e  r eques t s  have 

n o t  been funded. 

S t a f f i n g  Ana l ys i s  Woul d  
Improve S t a f f i n g  Dec is ions  

A  comprehensive s t a f f i n g  a n a l y s i s  uou l  a  iniprove DOC'S a b i l  i ty t o  niake 

dec i s i ons  rega rd i ng  s t a f f i n g  1  eve1 s. DOC has completed a  s t a f f i n g  s tudy 

i n t ended  t o  he1 p t h e  Department i d e n t i  fy s t a f f i n g  needs. A1 though t h e  

s tudy  p rov i des  DOC w i t h  some in fo rmat ion ,  t h e  s tudy  does n o t  f u r n i s h  DOC 

w i t h  in fo rn ia t ion  needed t o  i d e n t i f y  s t a f f i n g  needs because o f  incoh-iplete 

i n f o rma t i on ,  d e f i c i e n c i e s  i n  t h e  s t a f f i n g  formula, and l i m i t e d  c r i t i c a l  

r ev i ew  o f  da ta  submi t ted  b y  t h e  i n s t i t u t i o n s .  

DOC has r e c e n t l y  completed a s tudy  o f  s t a f f i n g  needs. T h i s  s tudy,  

completed i n  December 1985, was in tended  t o  assess s ta f ' f i ng  f o r  t he  

e n t i r e  Depar txent ,  and w i l l  be used t o  determine needs f o r  e x i s t i n g  and 

new p o s i t i o n s .  P rev ious  DOC s t ud ies  c o ~ p l e t e d  f o r  t he  purpose o f  

devel op i ng  s t a f f i n g  p a t t e r n s  f o r  new i n s t i t u t i o n s  used consul  t a n t s  chosen 

s p e c i f i c a l l y  f o r  t h e  task.  DOC o f f i c i a l s  s t a t e d  they  they rniglrt have 

used an ou t s i de  c o n s u l t a n t  f o r  t he  c u r r e n t  s tudy,  b u t  resource  

c o n s t r a i n t s  prevented thern from cons i  a e r i  ng ttli s  a1 t e r n a t i  ve. Tile 

s t a f f i n g  s tudy has enabled DOC t o  o b t a i n  i n f o r m a t i o n  i t  p r e v i o u s l y  

1  acked, and has he1 ped t he  Department update e x i s t i n g  i n f o rma t i on .  For 

example, t h e  s tudy p rov ided  DOC w i t h  c u r r e n t  l i s t s  o f  p o s i t i o n s ,  



organizational char ts ,  and schematic diagrams showing posts for  various 

ins t i tu t ions .  I t  a1 so projected i n s t i t u t i ona l  s t a f f i ng  needs for  f i sca l  

year 1986-87. 

Incomplete Information - The DOC s t a f f i ng  study does not provide GOC with 

compl e t e  inforniation needed t o  accurately determine s t a f f  ins  needs. 

Schematic diagrams, intended to  depict  secur i ty  post 1 ocati ons, were 

incompl e te ly  devel oped fo r  some ins  t i  tu t ions  and mi s s i  ng  fo r  others.  

Schematic diagrams were missing fo r  a1 1 b u t  one un i t  a t  ASPC-Perryvil l e .  

Information showing the  spec i f i c  location of each post and spec i f i c  areas  

covered by each post was missing or incomplete for  most uni ts  a t  

ASPC-Fl orence. 

!.lorever, the Department did not analyze the tasks  and duties necessary t o  

carry  out  each i n s t i t u t i o n ' s  mission. A task analys is  f o r m  a c r i t i c a l  

pa r t  of a s t a f f i ng  study, because the object ive  of such an analys is  i s  t o  

iden t i fy  spec i f i c  tasks ,  du t ies ,  and in te r re la t ionsh ips  among tasks an0 

dut ies ,  t o  determine the numbers and types of pcs ts  needed for tile 1,rost 

e f f i c i e n t  and e f fec t ive  operation of an i n s t i t u t i on .  This inforcation 

must be reviewed and analyzed before accurate concl usi ons rerjdrui n g  

s t a f f ing  needs can be reached. Because DOC did not conduct (1 tasu, 

analys is  as  part  of i t s  s t a f f i ng  study, the  ex ten t  of ineff ic iencies  in 

s t a f f  u t i  1 iza t ion remains unknown, and concl usions about the number arid 

location of secur i ty  posts may not be accurate. 

Staff ing Formula - The s t a f f i ng  formula developed a s  a r e s u l t  of the DOC 

study may be inaccurate. As rioted previcusly, the s t a f f ing  foroul d 

should include a l l  f ac to rs  t h a t  cause employees t o  be away from a post. 

tiowever, DOC o f f i c i a l s  s t a ted  t h a t  a t  l e a s t  one fac to r ,  the tirne requirea 

t o  f i l l  vacancies, was not included." As a r e s u l t ,  DOC came u p  with 

formulas of 4.64 to  4.87 for  seven-day, 24-hcur posts for nost  

i n s t i t u t i ons ,  which was rounded t o  5.0 t o  provide some "cushion." Yet, 

the bas i s  f o r  rounding spec i f i ca l ly  t o  5.0 ( a s  opposeu t o  4 .9 ,  5.1, 5.2, 

* Cther fac tors  re1 ated to  trtiining n~ay have a l so  ~ e e n  excluded. 
However, rde uere unable t o  determine from DOC records hob 
in-service and pre-service t ra in ing fac to rs  were calculated.  
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e t c . )  i s  unc lear .  It i s  a l s o  unc lea r  how DOC p lans  t o  modi fy  t he  

s t a f f i n g  formula f o r  one i n s t i t u t i o n  t h a t  appa ren t l y  r e q u i r e d  t h e  use o f  

a  5.12 formula.  An accura te  s t a f f i n g  formula i s  h i g h l y  impor tant ;  even 

smal l  d i f f e r e n c e s  i n  t h e  formula used can have p o t e n t i a l l y  se r ious  

consequences f o r  i n s t i t u t i o n a l  s t a f f i n g .  

L i m i t e d  Review - In fo rma t i on  gathered f o r  t h e  s tudy was conipi led and 

conc lus ions  were drawn w i t h  o n l y  l i m i t e d  Cen t ra l  O f f i c e  review. For 

example, one i n s t i t u t i o n  a c t u a l l y  s t a t e d  t h a t  t h e  d u t i e s  performed by  one 

CSO cou ld  be performed e q u a l l y  w e l l  by  a  secre ta ry ,  y e t  t he  s ta tement  was 

appa ren t l y  n o t  cons idered i n  t h e  f i n a l  comp i l a t i on  o f  s t a f f i n g  needs. 

One DOC o f f i c i a l  d i d  s t a t e  t h a t  t h e  r e s p e c t i v e  i n s t i t u t i o n a l  treacis were 

contacted, espec ia l  l y  when i n s t i t u t i o n a l  data appeared unrea l  i s t i c .  

However, d i f f e r i n g  op in ions  among i n s t i t u t i o n a l  o f f i c i a l s  regard ing  t he  

types o f  pos ts  needed and t h e  k i nds  o f  p o s i t i o n s  necessary t o  f i l l  

p a r t i c u l a r  pos t s  l e d  t o  i ncons i s tenc ies  i n  de te rmin ing  how s i m i l a r  pos ts  

would be s t a f f e d  anlong d i f f e r e n t  i n s t i t u t i o n s .  For  example, sonic u n i t s  

use a  s torekeeper  i n  t he  " i nna te  s t o r e "  (commissary) post,  whereas o the rs  

use a  CSO i n  t h e  same post.  Another example i s  t h e  WIPP p a y r o l l  post,  i n  

which u n i t s  rnay use CPOs, CSOs arid c l e r k s ,  based on c i f f e r i r i y  

i n s t i t u t i o n a l  r a t i o n a l e s .  

COhJCLUSI ONS 

DOC i s  unable t o  accu ra te l y  determine s e c u r i t y  s t a f f i n g  requ i  rer,ients. 

DOC uses an inaccura te  formula t h a t  appa ren t l y  underest imates s t a f f i n g  

needs. Furthermore, p o s t  needs a r e  n o t  c l e a r l y  def ined.  Consequently, 

DOC does n o t  know whether c u r r e n t  s t a f f i n g  i s  adequate. A  comprehensive 

s t a f f i n g  a n a l y s i s  cou ld  a l  l e v i a t e  s t a f f i n g  problems. 



REC CF1F1E tdDATI ONS 

1. DOC should complete aaciitional s tud ies  and analyses t o  deter~fiine the 

fol 1 owing: 

a. the number of secur i ty  posts needed basea on wor-ic 1 oad measures, 

deta i led  task analyses, s t a f f  u t i l i z a t i o n  and f a c i l i t y  design; 

b. other areas a f f ec t i  rig secur i ty  s t a f f i ng ,  incl udi ng s t a f f i ng  

needs fo r  areas i n  which CSOs a r e  current ly  inappropriately 

assigned; and 

c .  at1 accurate s t a f f i ng  foriilula f o r  each i n s t i t u t i o n ,  along with a 

plan t o  gradually el iminate Departmental ine f f i c ienc ies  t h a t  

tend t o  i n f l a t e  the s t a f f i ng  fon;iula. 

DOC should repor t  t o  the Legislature the r e su l t s  of the s t a f f i n g  

sttrdy, as well as the  Departnxnt's procjrcss in implementin~ study 

resu l t s .  

I f  DOC 1 acks su f f i c i en t  resources t o  perfcrm a coiriprehensive s t a f f i ng  

analys is ,  DOC stiould request monies from the Legislature t o  h i r e  a 

consultant  t o  perforrn the  study. 

2. DOC should review the s t a f f i ng  forniula annually and post neeas 

periodically t o  assess  changes i n  conditions af fect ing s t a f f i n g  

needs. DOC should report  the r e su l t s  of these reviews t o  the 

Legisl ature.  



FINDING I 1  

DOC'S HIRING PROCESS I S  INADEQUATE TO MEET CSO HIRING NEEDS 

The Department o f  Co r rec t i ons  (DOC) i s  unable  t o  h i r e  enough c o r r e c t i o n a l  

s e r v i c e  o f f i c e r s  (CSOs) t o  meet i t s  s e c u r i t y  s t a f f i n g  needs. DOC has 

d i f f i c u l t y  f i l l i n g  CSO p o s i t i o n s  and must c o n s t a n t l y  opera te  w i t h  h i g h  

vacancy 1  eve1 s. The Department p l  ans t o  c e n t r a l  i z e  t h e  h i r i n g  process, 

b u t  severa l  major  problems w i l l  s t i l l  e x i s t .  I n  a d d i t i o n ,  r educ ing  t h e  

t ime  t h a t  p o s i t i o n s  a r e  vacan t  may a l s o  e l i r r i i na te  t h e  vacarlcy sav ings 

counted on t o  fund t r a i n i n g  p o s i t i o n s .  

C u r r e n t l y ,  t h e  Department o f  A d m i n i s t r a t i o n  (BOA)-State Personnel 

D i v i s i o n  i s  u l t i m a t e l y  r espons ib l e  f o r  develop ing procedures govern ing 

CSO rec ru i tmen t ,  s e l e c t i o n  and h i r i n g .  S t a t e  Personnel has an o f f i c e  a t  

DOC's Cen t ra l  O f f i c e  t h a t  employs bo th  DOA and DOC s t a f f .  S t a t e  

Personnel r ece i ves  appl i c a t i o n s  and ma in ta i ns  a  r e g i s t e r  o f  CSO 

candidates.  DOC's Personnel O f f i c e  generates h i r i n g  1  i s t s  f o r  

i n s t i t u t i o n s  and updates t h e  r e g i s t e r .  DOC i n s t i t u t i o n s  r e c e i v e  t ~ i r i  n5 

l i s t s ,  i n te rv iev r  candidates and make f i n a l  h i r i n g  dec is ions.*  tiohever, 

under a  neb4 in tergovernmenta l  agreement between S t a t e  Personnel and DCC, 

DOC w i l l  assume a l l  CSO r e c r u i t m e n t  r e s p o n s i b i l i t i e s .  DCC has 

e s t a b l i s h e d  a  spec ia l  Recruitrr lent U n i t  f o r  S e l e c t i o n  and H i r i n g  (FiUSH) t~ 

c e n t r a l i z e  CSO h i r i n g .  RUSH i s  scheduled t o  beg in  r e c r u i t m e n t  i n  January 

1986. 

DOC Has D i f f i c u l t y  
F i l l i n a  CSO P o s i t i o n s  

DOC has d i f f i c u l t y  f i l l i n g  CSO vacancies.  DOC records  i n a i c a t e  t h a t  i t s  

i n s t i t u t i o n s  operate  w i t h  a  h i g h  number o f  CSO vacancies.  CSO vacancies 

a r e  due t o  h i g h  t u rnove r  and a  l e n g t h y  h i r i n g  process. The cons tan t  

vacancies i nc rease  t h e  number o f  s t a f f  needed t o  opera te  i n s t i t u t i o n s .  

* A r i  zoria S t a t e  P r i s o n  C c ~ p l  ex-F1 orence   as been exc l  uded f r c i c i  

d i v i d e d  DOA-DOC a u t h o r i t y .  I t  i s  t h e  o n l y  i n s t i t u t i o n  p r e s e n t l y  t o  
oversee a l l  phases o f  CSO rec ru i tme r l t .  



CSO Vacancy Levels Are High - DOC i n s t i t u t i o n s  cons tan t l y  operate w i t h  a  

h i g h  number o f  CSO vacancies. DOC vacancies r e s u l t  from newly author ized 

CSO p o s i t i o n s  and CSO terminat ions.  The te rminat ion  vacancies r e s u l t  

from h igh  turnover,  which may have several causes. 

DOC has a  l a r g e  number o f  vacancies caused by newly author ized CSO 

pos i t i ons .  DOC has been author ized 413.5 new CSO pos i t i ons  f o r  f i s c a l  

year  1985-86. Most o f  the  new p o s i t i o n s  (252.5) are f o r  t f ie emergency 

f a c i l i t i e s .  One hundred s ix ty-one new p o s i t i o n s  are  being added f o r  

e x i s t i n g  i n s t i t u t i o n s .  

I n  a d d i t i o n  t o  vacancies caused by newly au thor ized pos i t ions ,  DOC hds a  

h i g h  number o f  vacancies caused by CSO terminat ions.  Since DOC has n o t  

maintained Department-wide h i s t o r i c a l  records on vacancy l eve l s ,  we were 

unabl e  t o  c a l  cu l  a te  a  Departmen t - w i  de average monthly vacancy 1  eve1 . 
However, CSO ~non t h l y  te rmi r la t i  ons fo r  the  1984-85 f i  scal year  were 

obtained from Arizona State Pr ison Complex (AsPC)-Florence, 

ASPC-Perryvil le and ASPC-Tucson. A summary o f  t i l e  terminat ions f o r  these 

i n s t i t u t i o n s  i s  presented i n  Table 3. The th ree  i n s t i t u t i o n s  had a  t o t a l  

of 616 vacant p o s i t i o n s  o f  i ,346.5 au thor ized C S O  pos i t ions ,  r e s u l t i n g  i n  

an o v e r a l l  te rminat ion  l e v e l  of  46 percent. ASPC-Perryvil le had the 

h ighes t  te rminat ion  l e v e l  a t  69 percent, ASPC-Florence ijac; 46 percent, 

and ASPC-Tucson had a  21 percent  te rminat ion  r a t e  f o r  10 months. 



TABLE 3 

MONTHLY CORRECTIONAL SERVICE OFFICER TERKINATIONS(~ ) 
FOR FISCAL YEAR 1984-85 

F a c i l i t y  
Month and Year ASPC-F1 orence ASPC-Perryvi 11 e  ASPC-Tucson 

J u l y  1984 
August 
September 
October 
November 
December 
January 1985 
February 
March 
A p r i  1  
PI ay 
June 

T o t a l  

no da ta  
no da ta  

6 
6 
3 
4  
4 
5 

10 
G 
8 
ti - 

Author i zed  
CSO P o s i t i o n s  
f o r  1984-85 737.5 31 7 226 

1 984 -85 
Termina t ion  Percentage 45.6% 69.4% 2 1 . 0 % ( ~  ) 

) Terminat ions based on p roso t i ons ,  t r a n s f e r s ,  demotions, d i  s n i s s a l s  
and r e s i g n a t i o n s  a t  t h e  end o f  each month. 

(2 ) Ten months on ly .  

Source: Recru i  trnent U n i t  f o r  Sel e c t i o n  and H i r i n g ,  Department o f  
Co r rec t i ons  

CSO vacancies a r e  t h e  r e s u l t  o f  h i g h  tu rnover .  DOA r e p o r t s  i n d i c a t e  t h a t  

f o r  f i s c a l  yea rs  1983-84 and 1984-85 t h e  CSO tu rnove r  r a t e  was 

approx in ia te ly  32 and 31 percent ,  r espec t i ve l y . *  Dur ing  t h e  same per iod ,  

t h e  t u rnove r  r a t e  f o r  a l l  p o s i t i o n s  w i t h i n  DOC was 26 percent .  The 

o v e r a l l  t u rnove r  r a t e  f o r  a l l  S t a t e  s e r v i c e  p o s i t i o n s  was 20 percen t  i n  

1983-84, and 18 pe rcen t  i n  1984-85. Therefore,  t h e  t u rnove r  r a t e  f o r  t h e  

CSO p o s i t i o n  has been much h i g h e r  than t h e  average r a t e  f o r  a l l  S t a t e  

* Turnover,  as def ined by DOU, i nc l t i aes  o n l y  those employees l e a v i n g  
S t a t e  se rv ice .  The r a t e  does n o t  i n c l u d e  CSO vacancies due tc ,  
pronlotions, t r a n s f e r s  or cienotions. Thus, t i i e  DCA tu rnover  r a t e  i s  
u s u a l l y  lower  than t h e  t e r m i n a t i o n  percentage shown i n  Table 3 .  



s e r v i c e  p o s i t i o n s ,  and has been h i g h e r  than  t h e  average f o r  a l l  p o s i t i o n s  

w i t h i n  DOC. CSO tu rnove r  r a t e s  a l s o  va r y  w i d e l y  among i n s t i t u t i o n s  and 

f rom y e a r  t o  year .  Fo r  example, i n  1983-64 ASPC-Tucson' s  tu rnover  r a t e ,  

as d e f i n e d  b y  DOA, was 33 percent ;  b u t  i n  1984-85 i t s  t u rnove r  r a t e  had 

dropped t o  21 percen t .  DOA r e p o r t e d  ASPC-Perryvi 11 e '  s t u rnove r  r a t e  as 

36 pe rcen t  i n  1983-84, and 43 pe rcen t  i n  1984-85. Such annual t u rnove r  

r a t e  v a r i a t i o n  impacts DOC'S a b i l i t y  t o  a n t i c i p a t e  i n s t i t u t i o n a l  CSO 

rep lacement  needs due t o  tu rnover .  

A l though  t h e  CSO tu rnove r  r a t e  i s  h igh ,  t h e  causes f o r  t u rnove r  a r e  n o t  

c l e a r .  Two s t u d i e s  were completed t o  i n v e s t i g a t e  CSO tu rnover .  A1 though 

t h e  s t u d i e s  p rov i de  i n s i g h t  i n t o  p o t e n t i a l  causes o f  CSG turnover ,  each 

has 1 i m i t a t i o n s .  DOA's s tudy  was l i m i t e d  t o  50 CSOs and one 

i n s t i t u t i o n .  DOA rev iewed e x i t  i n t e r v i e w s  o f  50 CSOs r e s i g n i n g  froril 

ASPC-Fl orence between October 1  , 1983, and September 30, 1984. * Resul t s  

o f  DOA's r ev i ew  i n d i c a t e d  t h a t  t h e  most common reasons f o r  CSOs l e a v i n g  

were: 1 )  personal  reasons n o t  r e l a t e d  t o  t h e  j ob ,  2 )  work environment,  

and 3 )  superv iso rs .  DOC co~np le ted  a folio\-+up s tudy  i n  A p r i l  1985 uue t o  

i t s  concern t h a t  CSOs were l e a v i n g  because o f  t h e i r  superv iso rs .  

However, GOC's s tudy  was 1 i m i t e d  t o  CSCl supe rv i so r s  and d i d  n o t  r e f l e c t  

CSO o p i n i o n s  on t h e  causes o f  t u rnove r .  

T h i s  DOC s t t idy  founo t h a t  f rom t i l e  s u p e r v i s o r s '  pe r spec t i ve ,  t he  pr i inary  

f a c t o r  a f f e c t i n g  r e t e n t i o n  o f  CSOs i s  t h e  pay sca le .  The o the r  ma jo r  

f a c t o r  i d e n t i f i e d  i n p a c t i n g  CSO d i s s a t i s f a c t i o n  was unaers td f f i ng .  

Unders ta f f ing,  accord ing t o  t h e  r e p o r t ,  i nc reased  t ens ion  and s t r e s s  on 

i n d i v i d u a l  o f f i c e r s  wtio were expected t o  ccjver two, and son~et i ces  t i i r ee  

posts .  I n  a d d i t i o n ,  t h e  t ask  fo rce  concluded t h a t  one o f  t h e  causes o f  

CSO d i  s s a t i  s f ac t i o r l  w i t h  sergeants and 1 i eutenan ts  i s t h e  " d i  snal level " 
of supervisory/rnanagement t r a i n i n g  p rov i ded  by DOC. 

I n  a d d i t i o n  t o  c o n d u c t i r ~ g  these s tud ies ,  DOC has implemented an e x i t  

i n t e r v i e w  program t o  m o n i t o r  reasons f o r  CSO tu rnover .  Since January 

* E x i t  surveys were sen t  t o  2U2 CSCls who res igned from 
ASPC-Florence. O f  t h e  202 sent,  50 were re turned.  DOA's 
conc lus ions  were based on t l i c  50 r e t u r n e a  surveys. 
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1985 DOC has sen t  ques t ionna i res  t o  CSOs w i ~ o  r e s i g n  f rom t h e  Department 

t o  determine t h e i r  reasons f o r  l eav i ng .  Accord ing t o  DOC o f f i c i a l s ,  t h e  

r e s u l t s  o f  t he  ques t i onna i r es  w i l l  be used t o  develop s t r a t e g i e s  t o  

reduce tu rnover .  

Lengthy t i i r i n g  Process Co~pounds Vacancy Problem - I n  d u d i t i o n  t o  t i l e  

h i g h  CSO tu rnover  r a t e ,  t h e  h i r i n g  process f o r ces  t h e  i n s t i t u t i o n s  t o  

w a i t  a l rnost t h r e e  months u n t i l  CSO p o s i t i o n s  a r e  f i l l e d .  A u d i t o r  General 

s t a f f  rev iewed CSO h i r i n g  l i s t s *  prepared between October 1984 and June 

1985 t o  determine t he  de lay  i n  f i l l i n g  p o s i t i o n s .  However, o f  t h e  487 

p o s i t i o n  numbers reviewed, i n f o r m a t i o n  on t h e  da te  t h e  p o s i t i o n s  were 

f i l l e d  was o n l y  a v a i l a b l e  on 133. Based on t h e  133 p o s i t i o n s  f o r  which 

i n f o r m a t i o n  was a v a i l a b l e ,  r e s u l t s  o f  t h e  r ev i ew  i n d i c a t e  t r i a t  t h e  

average l e n g t h  o f  t i n e  taken t o  f i l l  a CSO p o s i t i o n  i s  more t t ~ a n  fc iur  and 

one-ha l f  weeks. Once h i r e d ,  a  CSO niust a t t e n d  a  six-week t r a i n i n g  

program. Therefore, an i n s t i t u t i o n  must krai t a p p r o x i ~ i a t e l y  11 !.reeks t o  

f i l l  a  vacant  CSO p o s i t i o n .  Accord ing t o  ou r  ana l ys i s ,  ASPC-Florence 

h i r e s  w i t h i n  t l l ree  weeks, s i r lce  i t s  h i r i n g  1  i s t s  a re  prepared w i t i l o u t  

Cen t ra l  O f f i c e  involvement.  Wi th  t h e  r e q u i r e d  t r a i n i n g ,  t h e  t i n e  t o  fill 

a  p o s i t i o n  a t  ASPC-Florence i s  n i n e  weeks. Thus, ASPC-Florence i s  au le  

t o  fill p o s i t i o n s  more q u i c k l y ,  b u t  t t ie  de lay  i s  s t i l l  more than  two 

rnontiis. 

Two ma jo r  areas impact  t h e  de lay  i n  t h e  h i r i n g  process: D O C ' S  h i r i n g  

approach and t h e  inadequacy o f  h i r i n g  l i s t s .  

0 Cur ren t  H i r i n g  Approacll - DOC does n o t  b e g i n  r e c r u i t m e n t  u r i t i l  i t  
rece i ves  n o t i c e  t h a t  a p o s i t i o n  w i l l  become vacant. As t h e  process 
i s  s t r uc tu red ,  even i f  DOC were a b l e  t o  h i r e  a CSO t h e  day a  
pos i  t i o n  became vacant,  t h e  i n s t i t u t i o n  would s t i  11 be w i t h o u t  a 
CSO f o r  s i x  weeks w h i l e  t h e  new h i r e  conp le ted  t r d i n i r i ~ .  

0 H i r i n g  L i s t s  Do Rot  P rov i de  Enough I n t e r e s t e d  App l i can t s  - t i i r i n g  
1 i s t s  do n o t  p rov i de  enough i n t e r e s t e d ,  qua1 i f i e a  appi i c a n t s .  Trio 
of t he  i n s t i t u t i o n s '  personnel o f f i c e r s  s t a t e d  t h a t  they  assume 
t h a t  a t  l e a s t  h a l f  o f  t h e  a p p l i c a n t s  on a  h i r i n s  l i s t  w i l l  n o t  
respond t o  an i n t e r v i e w  con t a c t .  ASPC-Perryvi 1  I e  , f o r  exampi e, 

JC t i i r i n g  1  i s t s  were rev iewed from ASPC-Ferryv i l l  e ,  ASPC-iticson, 
ASP-Fort Grant, ASPC-Doug1 as, Cata l  i n d  5lountain J u v e n i l e  
I n s t i t u t i o n ,  Adobe : lokntai  n  J u ~ e n i l  e  I n s t i  t u t i o r r  ana iaew Darn 
J u v e n i l e  I n s t i t u t i o n .  
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s e n t  93 i n t e r v i e w  c o n t a c t  l e t t e r s  f rom a  h i r i n g  l i s t  t o  f i l l  26 
vacancies.  On1 y 28 appl  i c a n t s  responded. The Assoc ia te  Warden 
s t a t e d  t h a t  f rom t h e  28 respondents, they  would be l u c k y  t o  h i r e  
15; thus, 11 p o s i t i o n s  would remain vacan t  and would need t o  be 
f i l l e d  f rom a  subsequent h i r i n g  l i s t .  One p o t e n t i a l  cause f o r  t i l e  
l o w  response r a t e  may be  t h e  t i m e l i n e s s  o f  cand ida te  i n t e r v i e w s .  
Due t o  t h e  background check requ i rement  f o r  CSOs, a p p l i c a n t s  may 
n o t  appear on a  r e g i s t e r  f o r  severa l  weeks (see F i n d i n g  111). By 
t h e  t ime  t h e  a p p l i c a n t s  a re  con tac ted  they  may no l onge r  be 
i n t e r e s t e d  i n  t h e  p o s i t i o n .  Another cause may be d isc repanc ies  
between DOA and DOC i n  removing a p p l i c a n t s  f rom t h e  r e g i s t e r .  COC 
a u t h o r i t i e s  o f t e n  n o t e  reasons on h i r i n g  l i s t s  f o r  n o t  h i r i n g  an 
i n d i v i d u a l .  However, DOA, which i s  u l  t i m a t e l y  r espons ib l e  f o r  
removing a p p l i c a n t  names f rom t h e  r e g i s t e r ,  may n o t  f i n d  t h e  
exp l  ana t i on  p rov i ded  s u f f i c i e n t  t o  remove an a p p l i c a n t  f rom t h e  
r e g i s t e r .  Thus, these a p p l i c a n t s  may con t i nue  t o  appear on o t h e r  
h i r i n g  1 i s t s .  

Lack o f  c o o r d i n a t i o n  w i t h i n  DOC a l s o  a f f e c t s  t h e  i n i t i a t i o n  o f  t h e  h i r i n g  

process. 

8 D u p l i c a t i o n  O f  Paperwork - DOC i n s t i t u t i o n s  beg in  t i l e  h i r i n g  
process w i t h  t h e  complet ion o f  an i n t e r n a l  303 form. The form i s  
used t o  i n f o r m  personnel  t h a t  a  person i s  l e a v i n g  it p o s i t i o n .  Once 
t h e  p o s i t i o n  becomes vacant, a  form 303 i s  aga in  completed t o  
r e q u e s t  t h a t  t h e  vacant  p o s i t i o n  be f i l l e c i .  The form con ta i ns  two 
sec t i ons  f o r  these two personnel  t r a n s a c t i o n s ,  and bo th  c o u l d  be 
completed s imul taneous ly . *  

e A u t i l o r i z a t i o n  S ig i la tures - Accordirry t o  our  a n a l j s i s ,  t h e  number o f  
s i gna tu res  r e q u i r e a  on t h e  303 form has n e a r l y  doubled i t s  
p rocess ing  t i i ze  f rom 4.4 work days t o  8.2 work days. Dur ing  t he  
p e r i o d  analyzed, two vers io r i s  o f  t h e  form 303 were used. Tile o l d  
form recjui r e d  t h r e e  d i  f f ~ r e n t  DOC s i gna tu res  f o r  p roper  conpl e t i o n ,  
whereas the  r e v i s e d  form added an a d d i t i o n a l  s i gna tu re  
r e q u i  renent .  Since t h e  Personnel O f f i c e  cannot  send h i r i n g  l i s t s  
t o  i n s t i t u t i o n s  u n t i  1  r e c e i v i n g  t h e  form, t h e  process ing t ime  
impacts t h e  t i n e l i n e s s  o f  t i i r i n g  CSOs. 

Tile de lay  i n  f i l l i n g  vacancies a t  i n s t i t u t i o n s  inc reases  s t a f f  needs. 

The l e n g t h  o f  t ime  a  p o s i t i o n  i s  vacant  a f t e r  a  t e rn i i na t i on  impacts t h e  

s t a f f i n g  formula. As i n d i c a t e d  i n  F i n d i n g  I, t h e  s t a f f i n g  fo rmu la  

determines t h e  number o f  CSOs needed t o  s t a f f  a  pos t .  DOC c u r r e n t l y  uses 

a  s t a f f i n g  formula o f  5.0 f o r  a  24-hour, seven-day post .  Based on our  

r ev i ew  o f  t h e  formula,  we found t h a t  w i t h  t l ~ e  c u r r e n t  11-week cielay t o  

* A t  t he  t ime  o f  our  re vier^, ASPC-Florence d i d  n o t  conp le te  the  
" reques t  t o  f i l l "  p o r t i o n  o f  t h e  303 form, b u t  used the  "change o f  
s t a t u s "  s e c t i o n  t o  beg in  t h e  h i r i n g  process. 



f i l l  posi t ions a t  i n s t i t u t i ons ,  the s t a f f i ng  formul a stioul d be 5.3. 

However, i f  the delay in f i l l i n g  vacancies could be reduced t o  two weeks, 

for  exa~iple,  the s td f f ing  formula could be reduced t o  5.0. DGC i s  

currently implementing a procedure t o  reduce the  delay (see  page 28).  

This would reduce s t a f f  needs s ign i f i can t ly .  For example, Dased on 

exis t ing posts, the Santa Rita Unit a t  ASPC-Tucson requires '327 CSOs 

under the 5.3 f igure.  Based on the 5.0 f igure ,  needs woula be reduced t o  

116 CSOs. Department-wide, the  reduction could ?lave a s i gn i f i c an t  impact 

on overall s t a f f i ng  needs. Ho\.iever, s ince  ;re Liere unable t o  obtain the  

to ta l  number of posts Department-wide, we were not  ab le  to  ca lcu la te  a 

Department-wide reduction i  n to td l  number of CSOs needed. 

DOC's New Hiring U n i t  Plans To Hire 
And Train In Advance Of Vacancies, 
B u t  Problems May Sti  11 Exist 

'1 though DOC plans t o  change i t s  h i r ing process, some of the ex i s t ing  

problems may s t i l l  ex i s t .  DOC will assume primary resporlsibil i  ty  for  

recruitment, se lec t ion and hi r ing of CSOs. The ctiancje wi 1 l central  i ze  

tile proc2ss, and el iminate some of the duplicat ion arid coordinaticn 

problems. However, sorrie problerr~s such as  di f f i cu l  ty i n  providing each 

i n s t i t u t i on  with the number of needed CSOs, untirnel iness in Intel  1 igence 

Sc Investigj.tion ( I & I  ) backgrouvrd ciiecks, arid DOC's l e r i ~ t t ~ y  aria 

duplicat ive process t o  i n i t i a t e  h i r ing a r e  l i k e l y  t o  continue. 

Change Wi 11 El in i  nate Some Probl eras - Un~er  an intergovernnieritui 

agreement behieen DOA and D O C ,  DOC will assume a1 1 respons ib i l i ty  fo r  CS3 

recruitment, se1 ect ion,  and hi r ing.  GOC has created a kecrui triient lini t 

for Selection and Hiring t o  perform these functions.* According t o  tile 

IIUSII Administrator, RUSH pl ans t o  besin recrui  tcrent in January 19db. 

Since a l l  new CSCs must receive pre-service t ra in ing  pr ior  t o  beins 

placed a t  an i n s t i t u t i o n ,  RUSH will  work c lose ly  with the Correctiofial 

Officer Training Academy ( C O T A ) .  RUSH will h i r e  new CSOs i n to  l i % i  t ea  

% RUSH was developed t h r o u ~ h  d j o i n t  DOA-002 task force. CCA i ias 

a l so  conducted s tud ies  t o  iden t i fy  ways t o  improve CSO select ion 
and retention.  In addit ion,  DCA bqill continue to be involved w i  t t i  
RUSH as  i t  will  perform audi ts  t o  ensure DOC remains in compliance 
w i t h  DOA personnel ru les  and regulat ions.  



t r a i n i n g  p o s i t i o n s  w h i l e  they a t t e n d  t he  Academy. Upon comple t ion  o f  t h e  

t r a i n i n g ,  each CSO w i l l  be ass igned t o  a  permanent a u t h o r i z e d  CSO 

p o s i t i o n  a t  an i n s t i t u t i o n .  

The new c e n t r a l i z e d  h i r i n g  process w i l l  emphasize f i l l i n g  vacancies as 

t h e y  occur. Through RUSH, DOC p lans  t o  a n t i c i p a t e  CSO vacancies,  and 

thus  have CSOs h i r e d ,  t r a i n e d  and reaciy t o  p l a c e  i n  vacanc ies when they  

occur. By h i r i n g  arrd t r a i n i n g  CSOs i n  advance o f  vacancies DOC i n tends  

t o  reduce t h e  l e n g t h  o f  t ime  3 vacancy e x i s t s .  

C e n t r a l i z a t i o n  o f  t h e  process combined w i t h  p resc reen ing  o f  a p p l i c a n t s  

shou ld  e l i m i n a t e  t h e  problems assoc ia ted  w i t h  d e f i c i e n t  h i r i n g  1  i s t s .  An 

o b j e c t i v e  o f  RUSH i s  t o  remove undes i r ab le  a p p l i c a n t s  f rom t h e  s e l e c t i o n  

process be fo re  t hey  a r e  p laced  on t h e  CSO r e g i s t e r .  Screening w i l l  be 

performed a t  severa l  p o i n t s  th roughou t  t he  process. For  example, t h e  

appl i c a t i c n  packe t  w i l l  c o n t a i n  a  ques t i onna i r e  t h a t  asks t h e  appl i c a n t s  

abou t  t h e i r  a b i l i t y  o r  w i l l i n g n e s s  t o  perform c e r t a i n  d u t i e s  such as t h e  

w i l l i n g n e s s  t o  use f o r c e  o r  t h e  wi l l inc$ess t o  work v a r i e d  s h i f t s .  I f  an 

appl  i c a n t  chooses n o t  t o  perform these func t ions ,  t h a t  app l  i c a r i t  w i  11 be 

removed f rom t h e  process d u r i n g  t h e  i n i t i a l  stages. I n  a d d i t i o r ~ ,  t t i e  rlew 

process d i f f e r s  f rom t h e  c u r r e n t  process i n  t h a t  a p p l i c a n t s  w i l l  n o t  be 

p laced  on t h e  a c t i v e  r e g i s t e r  u n t i l  a f t e r  they  have taken a w r i t t e n  exam 

and had an o r a l  i n t e r v i e w .  Those found undes i r ab le  w i l l  be rerrloved from 

the  s e l e c t i o n  process. Thus, a l l  a p p l i c a n t s  l i s t e d  on t i l e  r e g i s t e r  

shou ld  be h i r e a b l e ,  and t h e  h i r i n g  l i s t s  generated f rom t h e  r e g i s t e r  

shou ld  c o n t a i n  a  g rea te r  p r o p o r t i o n  o f  q u a l i f i e d  a p p l i c a n t s  than a t  

present .  

DOC W i l l  Cont inue To Encounter Sone H i r i n g  D i f f i c u l t i e s  - A problem t h a t  

may con t inue  under t h e  new h i r i n g  process i s  t h e  t ime1 iness i n  o b t a i n i n g  

CSO a p p l i c a n t  backgroutld checks. As d iscussed i n  F i n d i n g  I 1 1  (see pase 

31 ) ,  t h e  background check has been u n t i m e l y  and has de layed appl  i c d n t s "  

a v a i l a b i l i t y  f o r  h i r i n g .  Accord ing t o  t h e  RUSH coo rd i na to r ,  I A I  i v i ' l l  

con t inue  t o  process background checks a f t e r  RUSH assumes h i  r i n g  

respons i  b i 1  i ty. However, backgrourid ci-iecks w i l l  be 1  i n i  t e d  t o  o n l y  t i lose 



who RUSH i n tends  t o  i n t e r v i e w ,  r a t h e r  than a l l  a p p l i c a n t s  as i s  done 

c u r r e n t l y .  RUSH w i l l  need r e s u l t s  o f  t h e  background checks w i t h i n  two 

weeks, t he re fo re ,  i t  w i l l  b e  impo r tan t  f o r  RUSH t o  c o o r d i n a t e  w i t h  I & I  t o  

ensure t h a t  r e s u l t s  a re  r e t u r n e d  i n  a  t i m e l y  manner. 

RUSH may a l s o  encounter problems w i t h  t h e  proceaure used t o  beg in  t h e  

h i r i n g  process. DOC's Personnel D i v i s i o n  c u r r e n t l y  has problems i n  

o b t a i n i n g  t h e  " r eques t  t o  f i l l "  form 303 i n  a  t i r r ~ e l y  rlanner. Accordir iy 

t o  DOC's Personnel Manager, under RUSH DOC w i l l  con t i nue  t o  process t h e  

" requests  t o  f i l l "  form 303 t h r o u ~ h  t h e  same ci-ianriel s  a t  DOC. The ma jo r  

d i f f e r e n c e  i s  t h a t  t h e  form w i l l  go t o  RUSH i n s t e a d  o f  t o  DOC Personnel .  

S ince RUSH cannot  t r a n s f e r  a  COTA graduate i n t o  a permanent p o s i t i o n  

u n t i l  i t  rece i ves  form 303, de lays  i n  RUSH'S r e c e i p t  o f  t h e  " reques t  t o  

f i l l  " forin 303 c o u l d  s t i l l  impact  i n s t i t u t i o n s  ope ra t i ng  w i  t h  vacancies. 

Thus, t i n e l i n e s s  i n  o b t a i n i n g  t h e  form may con t i nue  t o  be  a  problem. In 

aad i  t i o n ,  dupl  i c a t i o n  o f  paperwork w i  11 con t inuo .  The new process w i  11 

r e q i l i r e  t h e  i n s t i t u t i o n s  t o  con t i nue  t o  send a  "change o f  s t a t a s "  form 

303 when a person vacates a p o s i t i o n ,  and a  " r eques t  t o  f i l l "  t o r n  333 t o  

i n i t i a t e  h i r i n g .  Added t o  t h e  process i s  ano ther  change o f  s t a t u s  fo rm 

t r a n s f e r r i n g  t h e  COTA graduatc  i n t o  t t ie  vacan t  p o s i t i o n  number. 

El  i m i n a t i n g  Extended Vacancies May Reduce 
Resources For  T r a i n i n g  P o s i t i o n s  

Because DGC does n o t  have separate  fund ing  f o r  COTA t r a i n i n l ;  pos i  t io r rs ,  

i t  may be unab le  t o  reduce t h e  t i m e  CSO p o s i t i o n s  a re  vacant.  One o f  

D O C ' S  o b j e c t i v e s  i n  c r e a t i n g  RUSH i s  t o  h i r e  and t r a i n  CSOs i n  advance o f  

vacancies,  i n  o rde r  t o  decrease o r  e l i m i n a t e  t h e  t i m e  a  CSO p o s i t i o n  i s  

vacant.  To meet t h i s  o b j e c t i v e ,  DOC has es tab l  i skied 1  i m i  t e a  t r a i n i n g  

p o s i t i o n s  and funded t h e  p o s i t i o n s  w i t h  vacancy sav ings f rom t h e  1985-86 

budget. However, each i n s t i t u t i o n  w i l l  have t o  fund  t he  t r a i n i n g  

p o s i t i o n s  f rom i t s  own personnel funds i n  t h e  fu ture.  When a  COTA 

graduate i s  ass igned t o  an i n s t i t u t i o n ,  t h e  i n s t i t u t i o n  w i l l  be charged 

f o r  t i l e  six-week p e r i o d  t h e  t r a i n e e  a t tended  t h e  Academy. I n s t i t u t i o n s ,  

t n e r e f o r e ,  w i l l  need t o  have personnel  funds a v a i l a b l e  t o  fund b o t h  - 
autho r i zed  p o s i t i o n s  and t r a i n i n g  p o s i t i o n s  i n  o rde r  t o  r eques t  a  CSO i n  

advance o f  a  vacancy. 



Due to  the cur ren t  high turnover and the lengthy period required t o  f i l l  

posi t ions,  i n s t i t u t i ons  skoul d have vacancy savings t o  use for  advance 

hir ing.  However, i f  RUSH i s  able t o  el iminate o r  decrease the time CSO 

posit ions are  vacant, ins t i tu t iona l  vacancy savings w i  l l be reduced. I f  

these vacancy savings a re  depleted, the i n s t i t u t i o n s '  abil  i ty  t o  fund 

t ra in ing  posit ions i s  eliminated. An i n s t i t u t i on  would be forced t o  wait  

un t i l  a posit ion becorries vacant t o  request t h a t  the  position be f i l l e d .  

Without separate funding fo r  t r a in ing  posit ions,  DOC i s  not l i ke ly  t o  

succeed i n  reducing the length of t i n e  i t s  CSO posit ions a r e  vacant. 

CONCLUSION 

DOC'S hir ing process i s  inadequate t o  meet CSO needs. DOC constantly 

operates w i t h  a high level of CSO vacancies. These vacancies a re  due t o  

both a high turnover r a t e  and a lengthy hir ing process. Although DOC'S 

move t o  cen t ra l i ze  i t s  h i r ing process will e l iminate  some problems, DOC 

wil l  continue t o  have d i f f i c u l t y  in  f i l l i n g  CSO vacancies. In adait ion,  

the Department may l ack adequate funding for  t r a i n ing  positions. 

1. DOC should continue t o  monitor reasorrs for  CSO turnover and estiibl ish 

procedures t o  reduce i denti f ied  turnover causes. 

2 .  DOC should require i n s t i t u t i ons  to  complete the  "change of s t a tus"  

and the "request t o  f i l l "  portions of form 303 a t  the  same time to  

el iminate duplicat ion.  

3 .  DOC should request funding for  tile CGTA t r a in ing  positions in Griler 

t o  allow DCC t o  h i r e  CSOs in advance of needs. 



FINDING I 1 1  

DOC 'S INSPECT1 ONS AND INVESTIGATIONS SECT1 ON CCULD IMPROVE ITS BACKGRCUND 

INVESTIGATION PROCESS 

The Department o f  Cor rec t ions '  (DOC) background check process f o r  

c o r r e c t i o n a l  serv ice  o f f i c e r  (CSO) appl i c a n t s  coul d  be improved. Eel ays 

caused by background i n v e s t i g a t i o n s  o f  CSO appl i c a n t s  cou ld  be reduced. 

I n  add i t ion ,  DOC needs t o  develop c l e a r  gu ide l ines  f o r  a p p l i c a n t  

d isqual  i f i c a t i o n .  The c u r r e n t  problems w i t h  background check delays and 

l ack  o f  gu ide l ines  may have an even g rea te r  impact as t h e  background 

i n v e s t i g a t i o n  process i s  niodi f i e d .  

DOC began per forming background i n v e s t i g a t i o n s  f o r  CSO app l i can ts  i n  

November 1984.* Appl icants f o r  CSO p o s i t i o n s  are  requ i red  t o  complete a  

background i n v e s t i g a t i o n  form, and i n d i c a t e  any p r i o r  conv ic t ions .  This  

form i s  sent  t o  the  Department o f  Admin is t ra t ion  (DOA) a long w i t h  t h e  

appl i c a t i o n .  DOA forwards the  background i n v e s t i g a t i o n  form t o  DOC. 

D O C ' S  Inspect ions and I n v e s t i g a t i o n s  ( I & )  Sec t ion  d i s t r i b u t e s  the  forms 

t o  one o f  f o u r  i n s t i t u t i o n s  t o  r u n  Nat iona l  Cr im ina l  In fo rmat ion  Center, 

Ar izona Cr iminal  In fo rmat ion  Center, Ar izona Computerized Cr iminal  

iii s to ry ,  and I n t e r s t a t e  I n fo rma t i on  InGex background checks.** The 

checks i d e n t i f y  any ou ts tand ing  warrants and prev ious conv i c t i ons  f o r  an 

appl i c a n t .  The i n s t i t u t i o n a l  I&I Sect ions then determine whether a  

person i s  e l i g i b l e  f o r  h i r i n g ,  and send a  l i s t  o f  the  r e s u l t s  t o  Central  

Off ice. Once Centra l  O f f i ce  rece ives  t i le  l i s t s ,  t he  r e s u l t s  are 

forwarded t o  DOA. The check serves as a  p re l im ina ry  screen f o r  DOC. I f  

an a p p l i c a n t  i s  h i r e d  by DOC, a  f i n g e r p r i n t  check i s  performed by the  

Department o f  Pub l i c  Safety  and t h e  Federal Bureau o f  I nves t i ga t i on .  

* Before November 1984, backgrour~d checks were o n l y  perforrned a f t e r  a 
CSO was h i r e d  by DOC. 

** Wo\vever, there  appear t o  be incons is tenc ies  anlong i n s t i - t u t i  ons i n  
t he  use of the computerized background checks. 



Background Check 
D e l  ays A v a i l  a b i l  i t v  

The background i n v e s t i g a t i o n s  performed f o r  CSO appl i c a n t s  del ays t h e i r  

a v a i l a b i l i t y .  Background checks have n o t  been conducted i n  a  t i m e l y  

manner. A1 though t he  cause o f  t h e  de lay i s  unc lear ,  d e c e n t r a l i z a t i o n  o f  

t h e  process c o n t r i b u t e s  t o  t h e  un t ime l iness .  S ince t h e  de lay impacts 

appl i c a n t  a v a i l a b i l  i ty, DOC should con t inue  process ing appl i c a n t s  w t l i l e  

a w a i t i n g  r e s u l t s  o f  background checks. 

CSO Background Checks Are Unt imely  - The background checks f o r  CSO 

a p p l i c a n t s  a r e  n o t  performed i n  a  t i m e l y  manner. Al though t h e  ac tua l  

computer i n q u i r y  r e q u i r e s  o n l y  rrrinutes, t h e  checks t ake  an average o f  

more than  30 days. These de lays  may e l i m i n a t e  some j o b  candidates. 

iJhen DOA rece i ves  appl i c a t i  ons i t  codes p r e l  i m i  nary i n f o r n a t i o n  i n t c i  t ne  

CSO r e g i s t e r  and l i s t s  t h e  a p p l i c a n t s  as pending. App l i can t s  a re  l e f t  i n  

a  pending s t a t u s  u n t i l  t he  r e s u l t s  o f  t h e  background checks a re  

rece ived.  h'e reviewed t h e  t ime1 i ness o f  t h e  background check process. 

A l though da ta  was l a c k i n g  f o r  a number o f  a p p l i c a t i o n s ,  f o r  those 

a p p l i c a t i o n s  f o r  which da ta  was a v a i l a b l e  we found t h a t  i t  takes an 

average o f  34 days f rom the  t ime  DOA rece i ves  an a p p l i c a t i o n  f o r  t he  

Department t o  complete t h e  background check. The 34 days does n o t  

i n c l u d e  t h e  t ime  i t  takes f o r  t h e  r e s u l t s  o f  t h e  check t o  be re tu rned  t o  

DOA and updated on t h e  r e g i s t e r .  I n  a d d i t i o n ,  DOC had no reco rd  o f  

complet ing a  background check f o r  30 pe rcen t  o f  t he  app l i can t s  pie 

reviewed. 

The delay i n  background checks may unnecessar i l y  e l i m i n a t e  seine CSO 

candidates. I f  DOA does n o t  r e c e i v e  t he  r e s u l t s  of  a  background check 

w i t h i n  t h r e e  months, the  a p p l i c a t i o n  i s  purged from the computer 's 

pending r e g i s t e r . *  Between February 25 and August 8, 1985, DOA forwarded 

t h r e e  l i s t s  t o  DOC i n d i c a t i n g  a  t o t a l  o f  282 a p p l i c a n t  names f o r  bh i ch  i t  

* Becduse the purge i s  performed a t  a  g iven  t i n e  each ~ lon t i i ,  solne 

a p p l i c a n t s  remain on t h e  r e g i s t e r  more than  90 days. For example, 
an a p p l i c a n t  on t he  l i s t  f o r  88 aays a t  tile t i n e  o f  the  monthly 
d e l e t i o n s  would remain on t h e  1  i s t  f o r  t h e  f o l l o w i n g  month. 



had n o t  r ece i ved  a  response. According t o  a  DOA personnel ana lys t ,  DOC 

d i d  respond w i t h  t h e  r e s u l t s  o f  t h e  background checks f o r  most o f  t h e  

a p p l i c a n t s  on t he  l i s t s ;  however, r e s u l t s  were n o t  r ece i ved  f o r  about  

o n e - t h i r d  of  the  app l i can ts .  Thus, due t o  D O C ' S  f a i l u r e  t o  mon i t o r  t h e  

process, some a p p l i c a n t s  who nay have no c r i m i n a l  h i s t o r y  a r e  n o t  p laced  

on t h e  DOA r e g i s t e r  as e l i g i b l e .  

D e c e n t r a l i z a t i o n  Cont r ibu tes  To Delay - Al though t h e  exac t  cause o f  t h e  

de lay i s  unc lear ,  decen t ra l  i z a t i o n  o f  background check respons ib i  1  i ty 

c l e a r l y  c o n t r i b u t e s  t o  t he  delay.  Accord ing t o  i n s t i  t u t i o n d l  o f f i c i a l s ,  

t h e  background check can be performed q u i c k l y .  However, t h e  t i m e  needed 

t o  send names t o  i n s t i  t l r t i o n s  and r e c e i v e  r e s u l  t s  s i g n i f i c a n t l y  del  ays 

t he  process. Ar izona S t a t e  P r i s o n  Complex (AsPC)-F1 orence has a  

c e n t r a l i z e d  process and, thus, has CSOs a v a i l a b l e  f o r  h i r e  much sooner. 

Accord ing t o  i n s t i t u t i o n a l  o f f i c i a l s  r espons ib l e  f o r  conduct ing t h e  

checks, t h e  background checks a r e  performed q u i c k l y .  The ac tua l  process 

o f  key ing  information i n t o  t h e  computer t o  o b t a i n  a  reco rd  f o r  a  CSO 

a p p l i c a n t  i s  very  quick.  The r e s u l t s  o f  t h e  check u s u a l l y  appear 

immediately.  However, i n s t i t u t i o n a l  I&I  personnel have o t h e r  du t i es ,  and 

u s u a l l y  r u n  the  background checks i n  batches as t ime permits.  I n  

a d d i t i o n ,  some background checks r e q u i r e  f o l l ow -up  t o  determine t h e  

outcome o f  pending d i s p o s i t i o n s .  Acccrd i  ng t o  DOC o f f i c i a l  s, t h i s  can 

sometimes t ake  severa l  weeks. 

Decentra l  i z a t i  on o f  t h e  process has i n h e r e n t  de l  ays. A1 though records  

i n d i c a t e  t h a t  background checks take  an average of  34 days, no l ogs *  o r  

records  e x i s t e d  f o r  t h e  p e r i o d  o f  our  rev iew t o  show e x a c t l y  how much 

delay occur red  a t  t h e  va r i ous  p rocess ing  po in t s .  However, p a r t  o f  t h e  

de lay  can be exp la ined  by t h e  sheer nurnber o f  p a r t i e s  who must r e c e i v e  

t he  form. Background check forms a re  sen t  f rom DOA t o  I&I Cent ra l  

C f f i c e ,  f rom I & I  Cent ra l  O f f i c e  t o  t h e  i n s t i t u t i o n s ,  and then back 

* IGI Degan l o g g i n g  appl i c a t i o n s  i n  i iay l5b5  t o  t r a c k  t i l e  background 
forms' proqress t o  and f rom t h e  i n s t i t u t i o n s .  However. a t  t h e  t i n e  
o f  our  .ana lys is ,  t he re  was i n s u f f i c i e r l t  documentatior; t o  t r a c e  a 
form through t h e  e n t i r e  process. 
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through the same part ies.* Both time1 iness and control could be irliproved 

i f  the background check process were centra l ized.  Central izat ion is 

possible because terminals a r e  avai lable  a t  i n s t i t u t i ons  in the Ptrijenix 

area ,  and the Central Office i s  a l so  planning t o  obtain a terminal. 

ASPC-Fl orence has a central  ized background check process and, t h u s ,  has 

CSOs avai lab1 e for  h i r e  much sooner. ASPC-Fl orence appl ica t ions  a r e  

received and processed a t  Fl orence, w h i  1 e a1 1 other i n s t i t u t i ons  ' 
applicat ions a re  f i r s t  s en t  t o  DOA. The background checks fo r  

ASPC-Fl orence CSO appl i can t s  a re  processed by Florence ' s I&I  Section. 

According t o  the Personnel Administrator a t  Florence, r e su l t s  from 

background checks fo r  CSO applicants a r e  received within two weeks. 

Few Appl i can t s  Have Criminal Records - Delaying appl i can t  processing 

during background checks a l so  appears t o  be unnecessary. The number of 

appl i can t s  \rho do not c l e a r  the  process i s  re1 a t ive ly  small and does not 

appear t o  warrant the del ay. Therefore, DOC could continue processi tiy 

appl icants  while the backgrcund checks a re  being cocducteu. 

Delaying a l l  CSO applicants t o  perform the background checks appears 

unbiarranted. Processi n y  of appl i can t s  stops while backy rour~a checks dre  

completed. During t h i s  pending period, appl icants  do not appear on a 

h i r ing l i s t  and cannot be interviewed by hi r ing au thor i t i e s .  The number 

of applicants screened out  through the  background checks i s  very srilall. 

We obtai ned informati on f r ~ n  30C which indicates  t ha t  approxi~nately 4 

percent of appl icants  fa i  1 the background check.** Therefore, DOC del ays 

the process f o r  a l l  applicants when only a snal l  number f a i l .  

~r DOA wil l  be el irrlinated fror~i tile process when the hi r ing process i s  
central  ized. Beginning in January 1986, the app'l ica t ions  and 
backgrourid check forms will be sen t  t o  the Fiecruitraent U n i t  f r ~ r  
Selection and Hiring in Tucson, which wil l  forward the  forrns t o  Id1  
a t  Central Office in  Phoenix fo r  processing. ** T h i s  f igure contains primarily CSO appl icants ,  b u t  i t  a l so  contains 
background check f igures  f o r  other DUC empl oyees. 



DOC cou ld  a l l o w  a p p l i c a n t s  t o  appear on h i r i n g  1  i s t s  and be i n te r v i ewed  

by h i r i n g  a u t h o r i t i e s  w h i l  e  t h e  background checks a r e  be ing  processed. 

DOC has a l r eady  taken t h i s  approach f o r  Ar izona S t a t e  Prison-Douglds. 

Due t o  t he  number o f  CSOs t h a t  needed t o  be h i r e d  t o  s t a f f  ASP-Douglas, 

DOC ' s  Personnel tlanager i nformed DOA t h a t  he was wa i v i ng  the  requi rement  

t h a t  background checks be performed p r i o r  t o  p l a c i n g  these CSOs on a  

h i r i n g  l i s t .  S p e c i f i c a l l y ,  t h e  l e t t e r  dated !*lay 3, 1905 s ta tes :  

"The f a c i l i t y  s t a f f  w i l l  conduct t he  background 
i n v e s t i g a t i o n  w h i l e  t he  personnel 1  i a i  son o f f i c e  arvai t s  
r e c e i p t  o f  a  h i r i n g  l i s t ,  sends o u t  n o t i c e s  f o r  
i n t e r v i e w s  and conducts t he  i n te r v i ews .  H i r i n g  
dec is ions  w i l l  n o t  be made u n t i l  background checks a re  
completed. Hoi~ever,  t h i s  spec ia l  process i s  b e i  tig 
i n s t i t u t e d  t o  a v o i d  t h e  2-3 months de lay  i n  complet ing 
background checks be fo re  an a p p l i c a n t  can be p laced i n  
t he  CSO r e g i s t e r . "  

DOC Lacks C lea r  Gu ide l ines  
Fo r  Appl i c a n t  Disqual i f i c a t i o n  

DOC l acks  c l e a r  gu ide l i nes  as t o  what f a c t o r s  i c i e n t i f i e d  i n  a backgrourld 

check should cause an a p p l i c a n t  t o  be i n e l i g i b l e .  The l a c k  o f  guide1 i nes  

a1 ong w i  t i 1  t h e  decen t ra l  i z a t i o n  o f  t h e  process may cause incons is tency .  

I n  con t ras t ,  t he  Department of P u b l i c  Sa fe t y  (DPS) has s p e c i f i c  c r i t e r i a  

f o r  e l i g i b i l i t y .  

Lack O f  C lear  P o l i c i e s  on D i s q u a l i f i c a t i o n  - DOC has no c l e a r  p o l i c i e s  

i n d i c a t i n g  what k i n d  o f  background d i s q u a l i f i e s  an app l i can t .  As a 

r e s u l t ,  i n v e s t i g a t o r s  a t  each i n s t i t u t i o n  who rev iew  the  r e s u l t s  o f  

background checks must sometimes use cons iderab le  judgment i n  

determin ing who should be re j ec ted .  As a  r e s u l t ,  t h e i r  dec is ions  may be 

i ncons i s ten t .  For example, t he  i n v e s t i g d t o r s  i n d i c a t e d  t h a t  fe l  ony 

c o n v i c t i o n s  a r e  general  l y  grounds f o r  r e j e c t i o n .  However, DGC has an 

ex-of fender  program ~ r t i i c h  suggests t h a t  fe lony c o n v i c t i o n s  should n o t  

a u t o m a t i c a l l y  d i s q u a l i f y  appl i can t s .  In aadi  t i o n ,  i n s t i t u t i o n a l  I d 1  

o f f i c i a l  s  noted t he  1  ack o f  gui  de l  i nes f o r  misdemeanor offenses. A r r e s t s  

o r  c o n v i c t i o n s  f o r  suco of fenses as s h o p l i f t i n g ,  D W I  o r  n a r c o t i c s  use nay 

o r  may n o t  d i s q u a l i f y  an app l i can t .  However, no s tandard c r i t e r i a  i s  



used t o  ~ a k e  t h e  dec is ion .  Thus, t h e r e  i s  a  p o t e n t i a l  f o r  i n c o n s i s t e n t  

t r ea tmen t  o f  appl i can t s .  

Some i ncons i s tenc ies  cou ld  be reduced i f ,  as discussed e a r l i e r ,  t he  

background check process were c e n t r a l  ized, s ince  fewer people waul d  be 

i n v o l v e d  i n  i n t e r p r e t i n g  r e s u l  t s  o f  t h e  check. tiowever, gu i  del  i nes wolil d 

s t i  11 be necessary t o  ensure c o n s i s t e n t  i n t e r p r e t a t i o n  o f  r e s u l  t s .  

DPS Has S p e c i f i c  C r i t e r i a  For  E l i g i b i l i t y  - The Department o f  P u b l i c  

Sa fe t y  has c l e a r  g u i d e l i n e s  f o r  r e j e c t i n g  a p p l i c a n t s  f rom t h e  s e l e c t i o n  

process. DPS' s  s e l e c t i o n  guide1 i nes d e f i n e  t he  c o n d i t i o n s  t h a t  coul  d  

r e s u l t  i n  r e j e c t i o n .  These c o n d i t i o n s  cover  sexual misconduct, drug 

i n v o l  vement, t h e f t  o r  m i sapp rop r i a t i on  o f  proper ty ,  a c t s  c o n s t i t u t i n g  a 

fe lony ,  f r a u d  o r  m is represen ta t ion ,  and c r e d i t  and d r i v i n g  record.  If1 

a d d i t i o n ,  DPS gui  del i nes i n c l  ude t i n e  elements w i t h i n  ki i i ich the  

c o n d i t i o n s  must e x i s t  f o r  r e j e c t i o n .  For  example, mar i juana  use does n o t  

d u t o m a t i c a l l y  cause an a p p l i c a n t  t o  be r e j e c t e d ,  as l o n g  as t n c  w e  was 

n o t  w i t h i n  t he  12 months before t h e  a p p l i c a t i o n  was submit ted. DPS 

cons iders  any f e l ony  a c t  cause f o r  r e j e c t i o r l  o f  t h e  app l i can t ,  r eya ru less  

o f  t h e  t ime element. DPS a l s o  uses a  polygraph examinat ion i n  e x p l o r i n g  

these conai ti ons. DOC should develop i t s  own standards f o r  screeni  ns 

appl  i can t s .  

!Jew Background I n v e s t i g a t i o r l  Requirenients 
Coul d  I n t e n s i  f v  Prob l  erns 

The c u r r e n t  p rob l  ems wi ti-i background check de l  ays ana 1  iick o f  gu i  del i ner; 

may have an even g rea te r  impact  as t he  background i n v e s t i g a t i o n  process 

i s  modif ied. Tile Arizorsa Law Enforcer,ient O f f i c e r  Advisory Counci l  

(ALEOAC) i s  r e q u i r e d  by s t a t u t e  t o  e s t a b l i s h  un i form standards f o r  

background i n v e s t i ~ a t i o n s  o f  CSO appl i can t s .  DOC i s  c l t r r e n t l y  devel opirry 

standards t o  meet ALEOAC requirements f o r  background i n v e s t i g a t i o n s .  

S ince t h e  standards w i  11 r e q u i r e  CI ri~uch more e x t e r ~ s i v c  i n v e s t i g a t i c r l  than 

i s  c u r r e r l t l y  performed, de lays and t h e  l a c k  o f  g u i d e l i n e s  may c r e a t e  even 

g rea te r  p rob l  ems. 



ALEOAC i s  responsible for  establ ishing uniform standards for  CSO 

background investigations.  The Legi s l  a tu re  approved funding fo r  f i s ca l  

year  1984-85 t o  establ  ish the Correctional Officer Training Academy i n  

Tucson. In connection w i t h  this appropriat ion,  Arizona Revised Statlrtes 

(A.R.S) $41 -1821 was modi f ied  t o  require ALEOAC t o  establ i  sh standards 

for  background investigations t o  be conducted on CSO applicants before 

they enroll  i n  the academy. Specif ica l ly ,  A.R.S. $41-1821 D s t a t e s ,  i n  

part:  

"D. The Council Shall : 

4. Establ ish uniform standards for  background 
invest igat ions ,  irlcl ilding criniinal h i s t o r i e s  under- 
section 41 -1750, subsection G ,  of a l l  appl icants  
before enrol l ing in tkre academy. The Council inay 
adopt special procedures for  extended screening and 
invest igat ions  i n  extraordinary cases to  ensure 
s u i t a b i l i t y  and adaptabi l i ty  t o  a career as a 
correctional  o f f i ce r .  " 

DOC i s  current ly  developing standards t o  rneet ALEOAC requirements. 

ALEGAC's rules and regulat ions define background investigation 

requirements fo r  peace o f f i ce r s .  R13-4-05 requires t ha t  background 

investigations for  peace o f f i c e r s  include a h is tory  statement and a 

writ ten evaluation based on the r e s u l t s  of the investigation,  t o  be used 

for  determining applicant  s u i t a b i l i t y .  The r u l e  s t a t e s  t h a t  t he  sources 

of the investigation should include a polyyraph exam, review o f  a 

d r i ve r ' s  l icense record, contact  of educational i n s t i t u t i ons ,  review of 

police f i l e s  in ju r i sd ic t ions  the appl icant  has l i ved ,  a  review of DPS 

criminal records, a  review of the  Federal Bureau of Investigation 

records, contact  wittl a t  l e a s t  three previous en~ployers, check of 

references,  and contact  w i t h  the appl i c a n t ' s  neighbors. DOC i s  

devel opi ng standards based on ALEOAC guide1 i  nes; tiowever, the  standards 

proposed for CSOs wil l  not be as  extensive. DOC plans t o  present a 

proposal t o  ALEOAC f o r  approval in November 1985. 

Since the standards will require a much more extensive investigation than 

i s  current ly  performed, the delays and lack of guidelines r,lay have ail 

even greater  impact. DOC current ly  requires only corriputerized criminal 



h i s t o r y  checks f o r  CSO appl i can t s ;  however, these checks a r e  de lay ing  

a p p l i c a n t s '  a v a i l a b i l i t y  f o r  h i r e  by 34 days. As t h e  i n v e s t i g a t i o n s  

process becomes more extens ive,  t h e  p o t e n t i a l  f o r  even g rea te r  de lays i s  

increased. In a d d i t i o n ,  t h e  new process w i l l  r e q u i r e  a d d i t i o n a l  sources 

which may c rea te  a d d i t i o n a l  p o s s i b i l  i t i e s  f o r  i n c o n s i s t e n t  dec i s i ons  i n  

t h e  absence o f  gu ide l  i nes  f o r  d isqua l  i f y i n g  appl i can t s .  

CONCLUSION 

DOC'S background check process f o r  CSO a p p l i c a n t s  c o u l d  be improved. The 
background i n v e s t i g a t i o n  performed f o r  CSO appl  i can  t s  unnecessar i l y  

de l  ays appl  i c a n  t ava i  1  ab i  1  i ty. I n  a d d i t i o n ,  DOC 1  acks c l  ear gu i  de l  i nes 

f o r  appl i c a n t  d i s q u a l i f i c a t i o n .  

1. DOC should c e n t r a l i z e  i t s  background check f unc t i on .  C e n t r a l i z a t i o n  

would a l l o w  DOC t o  improve i t s  t i m e l i n e s s  i n  conduct ing background 

checks, and reduce t he  p o t e n t i a l  f o r  i n c o n s i s t e r ~ t  t reat rncnt  o f  

a p p l i c a n t s  based on t h e  r e s u l t s  o f  t h e  background checks. 

2. DOC should a l l o w  CSO app l i can t s  t o  appear on h i r i n g  l i s t s  w h i l e  

background checks a r e  b e i n g  conducted. 

3. DOC should e s t d b l  i sir c l e a r  gu ide l  i nes  f o r  r e j e c t i n g  CSO appl  i can t s .  



FINDING I V  

TRAINING FOR CORRECTIONAL SERVICE OFFICERS I S  INADEQUATE 

The Department o f  Co r rec t i ons  (DOC) has n o t  p rov i ded  c o r r e c t i o n a l  s e r v i c e  

o f f i c e r s  (CSOs) w i t h  adequate t r a i n i n g .  The amount and t ype  o f  i n - s e r v i c e  

t r a i n i n g  r e c e i v e d  by CSOs has var ied ,  due l a r g e l y  t o  s t a f f  s l ~ o r t a g e s  and 

poor  r e c o r d  keeping. A1 though t h e  amount and t ype  o f  p re - se rv i ce  t r a i n i n g  

rece i ved  by CSOs has a1 so been i n c o n s i s t e n t ,  a  new academy has been 

e s t a b l i s h e d  t o  c o r r e c t  t h i s  s i t u a t i o n .  

Amount And Type O f  I n -Serv ice  
T r a i n i n g  Prov ided  I s  I n c o n s i s t e n t  

DOC has n o t  designed a  c o n s i s t e n t  i n - s e r v i c e  t r a i n i n g  program f o r  CSOs. 

The number o f  hours  o f  i n - s e r v i c e  t r a i n i n g  has n o t  met minimum standards.  

Fu r t he r ,  t h e  t ype  o f  i n - s e r v i c e  t r a i n i n g  g i ven  t o  CSGs has been var ied .  

I n  a d d i t i o n ,  CSOs w i t h o u t  p re - se rv i ce  t r a i n i n g  may n o t  have r e c e i v e d  

i n - s e r v i c e  t r a i n i n g  i n  c r i t i c a l  areas t o  make up f o r  t h e   lac^ o f  

p re - se rv i ce  t r a i n i n g .  As a  r e s u l t ,  CSOs may n o t  be adequate ly  t r a i n e d  i n  

c r i t i c a l  s k i 1  1  areas. 

Amount O f  T r a i n i n g  Has bjot Met K in imun G l l i ae l ines  - The nurmer o f  

i n - s e r v i c e  t r a i n i n g  hours  r e c e i v e d  by  CSOs has n o t  met minimum 

guide1 ines.  A1 though DOC has been o p e r a t i n g  w i t h o u t  a  t r a i n i n g  po l  i c y  

s i nce  October 1984, a  new t r a i n i n g  po l  i c y  r e q u i r i n g  CSOs t o  r e c e i v e  ax  

l e a s t  20 hours  o f  annual i r i - s e r v i c e  t r a i n i n g  a f t e r  t h e i r  f i r s t  y e a r  ,-/as 

approved i n  November 1985.* However, as shown i n  Table 4, CSOs have n o t  

r e c e i v e d  s u f f i c i e n t  i n-se rv i ce  t r a i n i n g  t o  meet t h e  20-hour standard.  Tne 

Table  summarizes t r a i n i n g  r e c e i v e d  b y  CSOs f o r  t h e  two y e a r  p e r i o d  o f  J u l y  

1, 1983, through June 30, 1S85. CSOs employed by CGC f o r  hiore than t ~ o  

y e a r s  r e c e i v e d  an average o f  l e s s  than  13 hours  o f  i n - s e r v i c e  t r a i n i n g  f o r  

f i s c a l  y e a r s  1984 and 1985. 

* Th is  20-hour requi rement  i s  l e s s  than t h e  8G hours o f  annual 
i n - s e r v i c e  t r a i n i n g  r e q u i r e d  by D O C ' S  p rev i ous  t r a i n i n g  po l  i c y  and 
t h e  40 hours  suggestea by t h e  American Co r rec t i onh l  Assoc ia t i on  
(ACA). Accord ing t o  a  GOC memo, t h e  80-hour t r a i n i n g  p o l i c y  was 
resc inded  due t o  "a shor tage o f  personnel  resources. "  The 20 - i ~ou r  
requ i rement  i s  based on t r a i n i n g  resources  c u r r e n t l y  a v a i l a b l e .  



TABLE 4 

HOURS OF IN-SERVICE TRAINING 
RECEIVED BY CSOs 

JULY 1 , 1983, THROUGH JUNE 30, 1985 

Length of Number of Average Trai ni ng 
Service CSOs( 1 ) Hours 

0 - 6 months 
7 - 12 months 

13 - 18 months 
19 - 24 months 
over 24 months 

( l )  The total  i s  less  than 150 becduse one CSO resigned before 
completing academy training and was excluded from the sample. Also, 
51 CSOs did n o t  have in-service training f i l e s  and were eliminated 
from the sample. 

Source: Randorn sample of 150 CSO in-service training f i l e s  from five 
correctional faci l i t i es :  Arizona State Prison-Fort Grant, and 
Arizona State Pri son Conql exes a t  Florence, Pert-yvill e ,  Phoenix 
and Tucson 

Type Of In-Service Training 2eceived Is Not Uniform - To the extent that  

training i s  conducted a t  a l l ,  the type of in-service training received by 

CSOs has been inconsistent. A1 though each ins t i tu t ion ' s  training needs 

may vary, certain topics should be taught a t  a1 l f ac i l i t i e s .  According to  

ACA standards, annual refresher courses in f i  r s t  a id,  weapons, security 

procedures and legal issues are essential .  

Although CGC training policy in e f fec t  until October 2 ,  1984, recjuireG 

training in suck areas as f i r s t  a id,  weapons and security procedures, a 

review of DOC training f i l e s  revealed tnat  CSOs were n o t  receiving 

adequat? instruction in these c r i t i ca l  areas. In our sample, of the 47 

CSOs hired before July 1 ,  1983, only s ix ,  13 percent, received in-service 

f i r s t  aid training and only 28, 60 percent, received in-service security 

procedures training during fiscal years 1584 and 1985. 

Training inconsistency i s  further increased because CSOs are allo&ed t o  

subs t i  tu te  OR-the-job training hours for i n-service training tiours. For 

example, a CSO may record as in-service training tiriie spent f i l l i n g  a 
different  post for a day. While on-the-job training nay be an effective 
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way t o  l e a r n  some r o u t i n e  j o b  s k i l l s ,  i t  i s  o r i e n t e d  toward s p e c i f i c  

requirements o f  a  g iven p o s i t i o n .  Moreover, r e l i a n c e  on or i - the- job 

t r a i n i n g  p rov ides  no assurance t h a t  CSOs w i l l  be t r a i n e d  i n  c r i t i c a l  s k i l l  

areas. A  spokesperson f o r  ACA s t a t e d  t h a t  on- the- job and i n - s e r v i c e  

t r a i n i n g  a re  d i s t i n c t  programs and should n o t  be s u b s t i t u t e d  f o r  one 

another.  I n  add i t i on ,  s u b s t i t u t i n g  on-the- job f o r  i n - s e r v i c e  t r a i n i n g  

c o u l d  p reven t  CSOs f rom r e c e i v i n g  formal i n s t r u c t i o n  i n  c r i t i c a l  s k i 1  1  

areas because CSO i n - s e r v i c e  t r a i n i n g  hours would be i n a c c u r a t e l y  i n f l a t e d .  

Lack Of In -Serv ice  T r a i n i n g  I s  C r i t i c a l  For  CSOs With No Pre-Serv ice 

T r a i n i n g  - Inadequate i n - s e r v i c e  t r a i n i n g  i s  a l s o  s i c j n i f i c a n t  because some 

CSOs rece i ved  no p re -serv ice  t r a i n i n g  when they  were i n i  t i a l  l y  empl oyed. 

Nineteen CSOs i n  our  random sample d i d  n o t  r e c e i v e  any p re -serv ice  academy 

t r a i n i n g .  The number o f  hours o f  i n - s e r v i c e  t r a i n i n g  cannot be deterf i l ined 

f o r  f i v e  o f  t h e  19 CSOs because they  do n o t  have t r a i n i n g  records. None 

o f  the  14 w i t h  i n - se rv i ce  t r a i n i n g  records  have rece i ved  adequate 

i n - s e r v i c e  t r a i n i n g ,  as shown i n  Table 5." Nine o f  t he  CSCs, whose years  

o f  s e r v i c e  range f rom one t o  seven, a t tended l e s s  than  20 hours t o t a l  

i n - s e r v i c e  t r a i n i n g .  Only one CSO at tended as much as 20 hours t r a i n i n g  

per year .  Since DOC has no p lans  t o  p rov ide  p re -serv ice  t r a i n i n g  f o r  

those who have n o t  r ece i ved  it, i n - s e r v i c e  t r a i n i n g  i s  v i t a l  t o  ensure 

t h a t  these CSOs are  t r a i n e d  i n  c r i t i c a l  areas. 

~r As noted p r e v i o u s l y  ACA standards r e q u i r e  a  minimum o f  40 hours 

annua l l y  o f  i n - s e r v i c e  t r a i n i n g .  DOC'S r e c e n t l y  approved t r a i n i n g  
p o l i c y  w i l l  r e q u i r e  a t  l e a s t  20 l lours  annua l l y  o f  i n - s e r v i c e  
t r a i n i n s .  



TABLE 5 

HOURS OF IN-SERVICE TRAINING RECEIVED BY CSOS 
LACKIIJG PRE-SERVICE ACADEMY TRAINING 
FROM HIRE DATE THROUGH JUNE 30, 1985 

H i r e  Date 

4/78 
2 /80 
4/81 
8/81 
5/82 
7/82 

10/82 
6/83 
7/83 
8/83 
8/83 
8/83 
2/84 
9/84 

TYPE OF TRAINING 
F i r s t  A i d  Weapons Procedures 

0 6 G 
0 0 10 
0 0 4 
0 0 11 
0 10 4 5 
8 10 4 2 

14 18 18  
0 5 2 
0 5 31 
2 0 9 
0 2 8 6 
0 5 1 
0 5 0 
0 0 0 

To ta l  

12 
7 0 
4 

11 
5 5 
6 0 
5 0 

7 
3 6 
11 
3 4 

b 
5 
0 

Source: Random sample o f  150 CSO i n - s e r v i c e  t r a i n i n g  f i l e s  fror:] f i v e  
c o r r e c t i o n a l  f a c i  1 i t i e s :  ASP-Fort Grant, ASPC-Fl orence, 
ASPC-Perryvi l  1 e, ASPC-Phoenix and ASPC-Tucson 

C r i t i c a l  S k i l l s  Flay Not Be Develoued - Because o f  DOC'S i n c o n s i s t e n t  

i n - s e r v i c e  t r a i n i n g  p o l i c y ,  CSOs may n o t  be adequate ly  t r a i n e d  i n  c r i t i c a l  

s k i l l  areas. As s t a t e d  i n  t he  ACA Standards ;qanual, "Onboiny 

t r a i n i n g  . . . enables employees t o  sharpen s k i l l s  and keep ab reas t  o f  

changes i n  ope ra t i ona l  procedure." W i  t i i o u t  such t r a i n i n g  , CSOs rilay be 

unable  t o  respond t o  a p a r t i c u l a r  s i t u a t i o n  i n  an a p p r o p r i a t e  manner. 

Lack of  i n - s e r v i c e  t r a i n i r i g  i n  c r i t i c a l  areas c o u l d  inc rease  t h e  S t a t e ' s  

p o t e n t i a l  1 i a b i l  i ty .  For  example, some i n s t i t u t i o n s  do n o t  have lnedical 

personnel  on -s i  t e  24 hours  a day. Theretore,  shou ld  an emergency occur, 

i t  would be b e n e f i c i a l  f o r  CSOs t o  be t r a i n e d  i n  f i r s t  a i d  procedures. 

S t a f f  Shortages And Poor Record Keeping 
L i n i  t In -Se rv i ce  T r a i n i n a  

DOC has been unable t o  p rov i de  CSOs w i t h  s u f f i c i e n t  i n - s e r v i c e  t r a i n i n g .  

S t a f f i n g  shor tages have prevented CSOs frcm a t t e n d i n g  i n - s e r v i c e  t r a i n i n g  



c lasses.  I n  add i t i on ,  due t o  poor r eco rd  keeping, DOC cannot e f f e c t i v e l y  

mon i to r  t r a i n i n g  po l  i c y  compliance. 

S t a f f i n g  Shortages Prevent  CSOs From A t tend ing  Classes - S t a f f i n g  

shortages make i t  d i f f i c u l t  t o  schedule CSOs f o r  i n - s e r v i c e  t r a i n i n g .  

Accord ing t o  severa l  Deputy Wardens, CSOs cannot  be t r a i n e d  du r i ng  t h e i r  

r e g u l a r  s h i f t s  due t o  s t a f f  shortages. Schedul ing a  CSO f o r  t r a i n i n g  

c o u l d  compromise a  f a c i l i t y ' s  s e c u r i t y  i f  t h e  CSO's p o s t  remains u n f i l l e a  

w h i l e  t h a t  person i s  i n  t r a i n i n g .  I n  a d d i t i o n ,  because o f  a  l a c k  o f  

funds, compensatory t ime cannot be approved f o r  a  CSO t o  a t t e n d  a  

t r a i n i n g  c l ass  d u r i n g  another  s h i f t .  Whi 1  e  severa l  Deputy Wardens 

recogn ize  the  need f o r  i n - s e r v i c e  t r a i n i n g ,  because o f  s t a f f i n g  problems 

they  a re  re1 u c t a n t  o r  unable t o  a l l o w  CSOs t o  a t t e n d  c lasses.  

To r e c t i f y  t h i s  s i t u a t i o n ,  DOC should i n c o r p o r a t e  a f a c t o r  t h a t  accourits 

f o r  i n - s e r v i c e  t r a i n i n g  hours i n t o  i t s  s t a f f i n g  formula (see F ind ing  I ) .  

DOC'S c u r r e n t  s t a f f i n g  formula does n o t  i n c l u d e  a  f a c t o r  f o r  i n - s e r v i c e  

t r a i n i n g .  A  r e v i s e d  s t a f f i n g  formula coul  a determine s t a f f  1  eve1 changes 

necessary t o  a l l o w  f o r  i n - s e r v i c e  t r a i n i n g .  T h i s  r e v i s i o n  cou ld  s i v e  t h e  

Deputy Wardens the  f l  e x i b i  1  i ty t o  schedul e  CSOs f o r  va r i ous  i n - s e r v i c e  

c lasses.  Once s t a f f i n g  l e v e l s  a re  ad justed,  t h e  Ueputy i idraens should be 

respons ib l e  f o r  ensur ing  t h a t  CSOs r e c e i v e  adequate i n - s e r v i c e  t r a i n i n g .  

DOC Cannot E f f e c t i v e l y  I'iioni t o r  T r a i n i n g  Po l  i c y  Compl iance  - Poor r eco rd  

keeping prevents  DOC from m o n i t o r i n g  CSO compl iance  w i t h  i n - s e r v i c e  

t r a i n i n g  p o l i c i e s .  DOC does n o t  have an agency-wiae reco rd  keeping 

procedure f o r  i n - s e r v i c e  t r a i n i n g .  As a  r e s u l t ,  r e c o r d  keeping f o r  

i n - s e r v i c e  t r a i n i n g  v a r i e s  anlong f a c i  1  i ti es. Me requested i n - s e r v i c e  

t r a i n i n g  records froin Ar izona S ta te  P r i son -Fo r t  Grant  and t he  Ar izona 

S t a t e  P r i s o n  Complexes (ASPC) a t  F1 orence, P e r r y v i l l  e ,  Phoenix and 

Tucson. The records ob ta ined  were n o t  i n  a  s tandard ized  format. I t 

appears t h a t  each f a c i l i t y  has designed i t s  own form t o  document t i i e  

amount o f  t r a i n i n g  rece i ved  by  i t s  CSOs. 

I n  a d d i t i o n ,  t he  records  n;ay n o t  r e f l e c t  a l l  t h e  i n - s e r v i c e  t r a i n i n g  CSOs 

have received.  One i n s t i t u t i o n  had t o  r eques t  t h a t  i t s  enipl oyees submit  



cop ies  o f  t h e i r  t r a i n i n g  reco rds  t o  t h e  i n s t i t u t i o n a l  t r a i n i n g  o f f i c e r .  

Fu r t he r ,  i n  a  sample o f  79 CSO t r a i n i n g  reco rds  f rom ASPC-Fl orence, 35, 

more than 44 percent ,  were miss ing.  Ove ra l l ,  o f  150 CSO reco rds  

reques ted  51, 34 percent ,  had no t r a i n i n g  f i l e s .  

To improve t h e  s i t u a t i o n ,  DOC p lans  t o  c o n v e r t  t o  an automated and 

c e n t r a l i z e d  record-keeping process. D O C ' S  Bureau of S ta f f  Development 

r e c e n t l y  desisned a  T r a i n i n g  Records In fo r r i l a t ion  Management System 

(TRIbl). The system wi 11 s t o r e  CSOsl i n - s e r v i c e  and p re - se rv i ce  t r a i n i n g  

records.  I n f o rma t i on  frorn t h e  r e g i o n a l  i n s t i t u t i o r i s  p i i l l  be ma i l ed  t o  

t h e  main o f f i c e  where an employee w i l l  i n p u t  t h e  data. 

Amount And Type O f  P re -Serv ice  T r a i n i n g  
P rov i ded  Has Seen I n c o n s i s t e n t  

DOC has g o t  p rov i ded  newly h i r e d  CSOs w i t h  adequate p re - se rv i ce  t r a i n i n g .  

The amount and t ype  o f  p re - se rv i ce  t r a i n i n g  CSOs r e c e i v e  has n o t  been 

c o n s i s t e n t .  However, DOC ' s  r e c e n t l y  e s t a b l  i shed Co r rec t i ona l  O f f i c e r  

T r a i n i n g  Academy (COTA) shou ld  e l  i m i n a t e  these  d e f i c i e n c i e s .  

Accord ing t o  a DOC t r a i n i n g  o f f i c e r ,  p re - se rv i ce  t r a i n i n g  f o r  CSOs began 

i n  J u l y  1973 as t h e  r e s u l t  o f  t h e  murder o f  two guards a t  ASPC-Florence. 

Over t ime, r e g i o n a l  academies f o r  p re - se rv i ce  t r a i n i n g  have been 

e s t a b l i s h e d  a t  ASP-Fort Gran t  and Ar izona S t a t e  P r i s o n  Complexes a t  

F lorence,  P e r r y v i l l e  and Tucson. Also,  DOC has con t rac ted  w i t h  Pnoenix 

C o l l  ege t o  p rov i de  p r c - s e r v i c e  t r a i n i n g .  

Amount And Type O f  Pre-Serv ice T r a i n i n g  l ias Var ied  - The amount o f  

p re - se rv i ce  t r a i n i n g  t h a t  CSOs have rece i ved  a t  t h e  r eg iona l  academies has 

va r i ed .  Fo r  exaniple, t h e  p re - se rv i ce  t r a i n i n g  program o f f e r e d  i n  D e c e ~ b e r  

1984 a t  t h e  Tucson academy l a s t e d  160 hours, w h i l e  t h e  program o f fe red  a t  

t h e  F lo rence  academy l a s t e d  240 hotirs. A  random sample o f  150 CZO 

t r a i n i n g  f i l e s  f rom t h e  four  academies shows t h a t  t h e  amourtt o f  

p r e - s e r v i c e  t r a i n i n g  rece i ved  by CSCs has rdnyed fronl 0  t o  280 hours.  

Table  6 h i g h l i g h t s  t h e  r e s u l t s  o f  t h e  study. 



TABLE 6 

HOURS OF PRE-SERVICE TRAINING 
RECEIVED BY CSOs 

Hours o f  
T r a i n i n g  

0 
1  - 80 

81 - 160 
161 - 240 

over  240 
Elo r eco rd  

Number o f  Percentage o f  
CSOs(1) To ta l  

( I  ) One CSO res i gned  b e f o r e  complet ing academy t r a i n i n g  doc! ,,as e x c l  baed 
f rom the  sample. One CSO was a c t u a l l y  a  c o r r e c t i o n a l  medical  
a s s i s t a n t  and was e l i m i n a t e d  f rom t h e  sample. 

Source: Random sample o f  150 CSO t r a i n i n g  f i l e s  f rom f o u r  r e g i o n a l  
acadenies: Ar izona S t a t e  P r i son -Fo r t  G ran t  and t he  Arizorra S t a t e  
P r i son  Complexes a t  Florence, P e r r y v i l l e  and Tucson 

I n  a d d i t i o n  t o  t h e  va r i ance  i n  t h e  amount o f  t r a i n i n g  rece ived,  so r~e  CSCs 

had a  de lay  between t h e i r  s t a r t i n g  da te  and t h e  da te  they  becjan 

p re - se rv i ce  t r a i n i n g .  Sample r e s u l t s  i n d i c a t e  t h a t  9 percen t  o f  t h e  CSOs 

rece i ved  p re - se rv i ce  t r a i n i n g  we1 1  a f t e r  t h e i r  h i r e  dates. The de l  ays 

ranged f rom one month t o  more than t h r e e  years .  

r loreover, t h e  t ype  o f  p re - se rv i ce  t r a i n i n g  CSOs rece i ved  has n o t  been 

c0ns.i s t e n t .  Before May 1965 each r e g i o n a l  academy devel oped i t s  crui 

c u r r i c u l u m  and used i t s  own i n s t r u c t o r s .  For  example, t h e  t r a i : i i n y  

academy a t  ASPC-Tucson emphasized corrlmunicati ons and hurrian re1 a t i c n s ,  

whereas t h e  t r a i n i n g  academy a t  ASPC-Florence empilasized phys i ca l  t r a i n i n g  

and s e l  f-defense. However, s i n c e  klay 1985 a s tandard ized  p re - se rv i ce  

t r a i n i n g  c u r r i c u l  um has been implemented a t  t h e  r e g i o n a l  academies. 

New C o r r e c t i o n a l  O f f i c e r  T r a i n i n g  Academy Shoul d Reduce Problerns - To 

ensure t h a t  CSOs a re  t r a i n e d  c o n s i s t e n t l y ,  i n  1984 t h e  L e s i s l a t u r e  

app rop r i a t ed  $1.9 m i l l i o n  t o  t i l e  Department o f  P u b l i c  Safety  f o r  the 

cons t r l r c t i on  of a  Co r rec t i ona l  O f f i c e r s  T r a i n i n g  Academy. COTA i s  

i n t ended  t o  c e n t r a l i z e  arid s tdndard ize  D O C ' S  p re - se rv i ce  t r a i n i n g  pro5ram. 



COTA i s  l o c a t e d  on t h e  grounds o f  t h e  Ar i zona  Law Enforcement O f f i c e r  

T r a i n i n g  Academy (ALETA) i n  Tucson. COTA was modeled a f t e r  ALETA's 

f a c i l i t y  and w i l l  acconmmodate 150 cadets: 100 i n  res idence and 50 

commuters. 

A t  t h e  t ime  o f  t h e  app rop r i a t i on ,  t h e  L e g i s l a t u r e  r e q u i r e d  t h a t  the  

Ar izona Law Enforcement O f f i c e r  Adv isory  Counci 1  (ALEOAC ) approve COTA's 

cu r r i cu lum.  ALEOAC approved t i l e  c u r r i c u l u m  on A p r i l  17, 1985. The new 

c u r r i c u l  um was based on a  Department o f  A d m i n i s t r a t i o n  j o b  a n a l y s i s  o f  t i l e  

CSO p o s i t i o n .  The c u r r i c u l  urn co r l s i s t s  o f  240 hours o f  c lassroom t r a i n i n g  

i n  t h e  f o l l o w i n g  areas. 

I n t r o d u c t i o n  t o  c o r r e c t i o n s  
Law and l e g a l  i ssues  i n  c o r r e c t i o n s  
Inmixte/ward supe rv i s i on  dna nianayement 
S e c u r i t y  procedures 
P r o f i c i e n c y  s k i l l s  
A d m i n i s t r a t i v e  a c t i v i  t i e s  

CSOs who s a t i  s f a c t o r i  l y  cornpl e t e  t h e  t r a i n i n g  progranl w i  11 r e c e i v e  d 

c e r t i f i c a t e  f rom ALEOAC. 

Accord ing t o  DOC o f f i c i a l s ,  t h e  academy shou ld  be operat ic jna i  by January 

1986. A t  t h a t  t ime, DCC p lans  t o  t e rm ina te  p re - se rv i ce  t r a i n i n g  a t  t he  

r e g i o n a l  academies. The t r a i n i n g  a t  COTA w i l l  be g i ven  t o  groups o f  51) 

CSO cadets,  w i t h  new c lasses  beg inn ing  every  two weeks. 

CONCLUSION 

D O C ' S  p re - se rv i ce  ana i n - s e r v i c e  t r a i  f i i  ng programs have n o t  p r ~ v i  aed CSCs 

w i t h  adequate t r a i n i n g .  Both t h e  amount and t ype  o f  t r a i n i n g  p rov i ded  t o  

CSOs have been i n c o n s i s t e n t .  Moreover, GOC i s  unable  t o  ensure t h a t  CSbs 

r e c e i v e  adequate i n - s e r v i c e  t r a i n i n g .  

RECOt~ll.1ENDATI ONS 

1. DOC shou ld  adopt  ana enforce i t s  d r a f t  t r a i n i n g  po l  i c y  t h a t  r e q u i r e s  

a t  l e a s t  20 ) lours o f  annual i n - s e r v i c e  t r a i n i n g  a f t e r  t he  f i r s t  yea r  

o f  employment. I n  a d d i t i o n ,  DOC should  ensure t h a t  t r a i n i n g  i s  



c o n s i s t e n t  and i n  c r i t i c a l  s k i l l  areas. Once s t a f f i n g  l e v e l s  make i t  

p r a c t i c a l ,  DOC should cons ider  i nc reas ing  t h e  number o f  i n - s e r v i c e  

t r a i n i n g  hours r e q u i r e d  per  year .  

2. DOC should i nco rpo ra te  a  f a c t o r  i n t o  t h e  s t a f f i n g  formula t h a t  

accu ra te l y  s ta tes  t he  r e q u i r e d  number o f  i n - s e r v i c e  t r a i n i n g  hours so 

s t a f f i n g  needs can be r e a l i s t i c a l l y  est imated.  Th i s  w i l l  enable CSOs 

t o  a t t e n d  i n - s e r v i c e  t r a i n i n g  classes. 

3 .  DOC shoul d  adopt  agency-wide record-keepi  ng procedures f o r  i n-se rv i ce  

t r a i n i n g .  Th i s  w i l l  enable DOC t o  m a i n t a i n  CSOs' t r a i n i n g  f i l e s  so 

they  accu ra te l y  r e f 1  e c t  each enpl oyee ' s  t r a i n i n g  hours. 



AREAS FOR FURTHER AUDIT WORK 

During the  course of our aud i t  we iden t i f i ed  potential issues t ha t  we were 

unable t o  pursue due t o  time const ra ints .  

a Can recruitment and retention of correctional medical s t a f f  be 

improved? 

Qua1 i f ied correctional  medical s t a f f  a r e  di f f icul  t to  r e c ru i t  and 

re ta in  in the Department of Corrections ( D O C ) .  For example, 

according t o  health s t a f f ,  the infirmary a t  A r i z ~ n a  Sta te  Prison 

Compl ex (ASPC 1-Fl orence Central U n i t  had t o  be c1 osed temporarily due 

t o  a lack of nurses t o  s t a f f  the un i t .  Among the explanations t h a t  

have been given for  the d i f f i cu l t y  i n  recrui t ing s t a f f  a r e  

noncompetitive s a l a r i e s  f o r  some professions, fewer benef i ts  thari a r e  

available in the private sector  (e.g.,  overtime pay and pay 

d i f f e r en t i a l s  fo r  working l e s s  des i rable  s h i f t s ) ,  and the lengthy 

amount of time required t o  h i r e  medical personnel through the  S t a t e  

personnel system. Even when qual i f i e a  people a re  h i red,  the d i s t a n t  

location of many DOC f a c i l i t i e s  from major population centers arla 

inadequate fac i l  i t i e s  a t  some prisons di scourage niedical s t a f f  from 

staying long. Yet, the  re tent ion of qua l i f i ed  s t a f f  i s  v i t a l  i f  EOC 

i s  t o  provide a system of ready access t o  medical care ,  a s  required 

by a rul ing of the  United S ta tes  Court of Appeals for  the N i n t h  

C i rcu i t  (Liska v .  D O C ) ,  i n  which the court  ruled tha t  a aelzy in 

providing health ca re  may amount t o  a v iola t ion of const i tu t ional  

r igh t s .  Further aud i t  work needs t o  be done t o  determine idhether 

changes can be made t o  improve the recruitment and retention of 

qual i f i ed  correctional  medical s t a f f .  

a Is  correctional program s t a f f i ng  consis tent  and adequate within the  

Department of Corrections? 

Prel ininary audi t  work indicates  t h a t  correctional  program s t a f f i ng  

varies widely among ins t i tu t ions .  For f i sca l  year 1985-56, DOC Itas 

an estimated 472 correctional  progranl posit ions.  Correctional 



program s t a f f  perform va r i ous  du t i es ,  i n c l u d i n g  overseeing re lease  

programs and mandatory par01 e, m o n i t o r i n g  inmate progress,  counsel i n g  

inmates, ensu r i ng  t h a t  inmates a r e  i n v o l v e d  i n  work and educa t ion  

programs, and hand l i ng  inmate problems. Even though c o r r e c t i o n a l  

program s t a f f i n g  needs a re  determined i n  p a r t  by i n s t i t u t i o n a l  

programs and t h e  m iss i on  o f  t h e  i n s t i t u t i o n ,  these  f a c t o r s  a lone  may 

n o t  e x p l a i n  t h e  wide v a r i a t i o n s  i n  c o r r e c t i o n a l  program o f f i c e r  (CPO) 

case loads. Among t h e  a d u l t  i n s t i t u t i o n s  we examined, t h e  average 

case l o a d  o f  CPOs v a r i e d  f rom 31 t o  150 innlates per  CPO. However, 

even when custody l e v e l  i s  taken i n t o  account,  CPO s t a f f i n g  v a r i e s  

w ide l y .  F u r t h e r  a u d i t  work i s  needed t o  determine t h e  app rop r i a t e  

1  eve1 o f  program s t a f f .  

Must t he  S p e c i a l i z e d  Progranl U n i t  (SPU) a t  ASPC-Florence be l i c e n s e d  

under c u r r e n t  s t a t u t o r y  requi rements? 

P r e l i m i n a r y  a u d i t  work i n d i c a t e s  t h a t  because o f  t h e  n a t u r e  o f  t he  

programs and a c t i v i t i e s  conducted a t  t h e  Spec ia l i zed  Program U n i t  a t  

ASPC-Florence, SPU may f a l l  under t h e  Department o f  i iea l  t h  Serv ices 

(DHS) d e f i n i t i o n  o f  a  "behav io ra l  h e a l t h  s e r v i c e  agency. " CHS 

de f ines  "behav io ra l  h e a l t h  s e r v i c e  agency" as "a  c l a s s  o f  h e a l t h  cu re  

i n s t i t u t i o n s  o t h e r  than  a  hospi  t a l  which p rov ides  screening, 

eva l  u a t i  on, c a r e  o r  treatment t o  persons i i a v i  ng mental d i  sorders,  

personal  i ty d i so rde rs ,  emot ional  cond i t i ons ,  o r  substance abuse 

problerils." If SPU does, indeed, meet t h i s  d e f i n i t i o n ,  tnen the  

con t inued  ope ra t i on  o f  t h i s  u n i t  w i t h o u t  a  1  i cense  may be a  v i o l  a t i o n  

o f  A r i zona  Revised S t a t u t e s  536-407.H. 

I f  SPU i s  r e q u i r e d  t o  be 1  icensed as a  behav io ra l  h e a l t h  s e r v i c e  

agency, DHS r u l e s  and r e g u l a t i o n s  f u r t h e r  r e q u i r e  t h a t  t h e r e  be a  

s u f f i c i e n t  number o f  a p p r o p r i a t e l y  q u a l i f i e d  s t a f f  and suppo r t i ng  

personnel  t o  p r o v i d e  t h e  q t i a n t i t y  and types  o f  se r v i ces  s e t  f o r t h  i n  

t h e  agency's w r i t t e n  program statement.  DOC c u r r e n t l y  has one 

f a c i l i t y  t h a t  i s  a  1  icensed p s y c h i a t r i c  u n i t  p r o v i d i n g  mental hea l  t t l  

s e r v i ces  ( 6-Ward, ASPC-Phoenix-A1 hanibra). I n  a d d i t i o n ,  accord ing  t o  



a  Flamenco o f f i c i a l ,  DMS i s  r e q u i r i n g  tne Fla~nenco U n i t  

(ASPC-Phoenix) t o  meet 1  icensure requirements be fo re  t h e  u n i t  opens 

i n  1986. S t a f f  a t  t h i s  u n i t  w i l l  be p r o v i d i n g  care f o r  inmates w i t h  

p s y c h i a t r i c  problems. Fur ther  a u d i t  work needs t o  be done t o  

determine whether SPU should be l i censed  and s t a f f e d  as a  behaviora l  

h e a l t h  serv ice  agency. 
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DEPARTMENT OF CORRECTIONS 

PERFORMANCE AUDIT 

SECURITY STAFFING ISSUES 

GENERAL COMMENTS 

As indicated in the Security Staffing Issues report, staffing concepts for 
corrections institutions involve two major components. The first component 
relates to the number of security posts that are required to make a particular 
institution secure for the inmate population and staff. In the case of 
Arizona, this particular component is not easily identified due to the 
diversity of design and age of the various institutions that are in 
operation. The second component involves the application to those number of 
posts, a staffing formula to determine the total complement that is necessary 
to staff the number of posts that have been identified as required for 
adequate security. When the individual post is a 24-hour a daylseven-day a 
week post, the staffing formula that has traditionally been utilized by the 
Department of Corrections is 5.0. Of course, posts that require less than 
seven days a week, 24-hours a day have a reduced overall staffing formula 
requirement. 

Additionally, security staffing is impacted by the additional requirements 
defined by institutional needs. A correctional institution is not simply an 
institution with security officers. The correctional institution must deliver 
a full range of services to the inmate population as well as that of staff. 
For example, medical care, food service, inmate programming and personnel 
support are additional requirements that must be met beyond that of 
security. If, for example, an institution's food service operation is 
understaffed by virtue of inadequate resource allocation, turnover, or other 
reasons, the need to feed the inmates does not stop. It must occur, and in 
many cases wi 11  occur, through the use of security staff or the reassignment 
or reclassification of security staff to meet that requirement. 
Traditional ly, the legislature has funded security staff more 1 iberal ly than 
support services staff. The focus of this comment is simply to emphasize that 
security staffing cannot be looked at in isolation. Total institutional 
requirements must be considered before judgments can be made from a security 
staff perspective. 

In September of 1985, the Department undertook a comprehensive staffing study 
to more fully analyze the staffing requirements at the institutional level, as 
well as those on a Department-wide basis. This particular study involved a 
post-by-post analysis to determine appropriate staffing levels for each 
institution. In addition, the study reviews the National Institute of 
Corrections' (NIC) recommendation to estimate the staffing level if those 
particular standards were met. We be1 ieve the staffing study adequately 
identifies the staffing requirements and formulas and includes all the 
information necessary to determine the total number of security personnel 
needed. 



Finally, the report is significantly affected by time. Much of the 
information is dated and as can be seen in this response, a great deal of 
progress has been made in the last 12 months. 

FINDING I 

RECOMMENDATIONS: 

NO. 1 - DOC SHOULD COMPLETE ADDITIONAL STUDIES AND ANALYSES TO DETERMINE THE 
FOLLOWING: 

A. THE NUMBER OF SECURITY POSTS NEEDED BASED ON WORK LOAD MEASURES, a 
DETAILED TASK ANALYSES, STAFF UTILIZATION AND FACILITY DESIGN. 

RESPONSE : 

The Department would agree that additional analysis is required as it relates 
to task analysis. Task analysis, as defined by the Department of Corrections, 
includes the "gathering, recording and evaluation of tasks related data used 
for productivity improvements as would be determined through a motion and time 
study." However, the Department's recently completed Staffing Study did cover 
workload measures and facility design noted in the recommendation. 

a 
B. OTHER AREAS AFFECTING SECURITY STAFFING, INCLUDING STAFFING NEEDS FOR 

AREAS IN WHICH CSO'S ARE CURRENTLY INAPPROPRIATELY ASSIGNED. 

RESPONSE : 

While we would take issue with CSOs being inappropriately assigned in view of 
our comments contained in the introductory section regarding requirements in 
addition to security, the Department agrees that additional study and analysis 
in other areas are appropriate. Those studies will be undertaken as 
priorities and resources permit. 

C. AN ACCURATE STAFFING FORMULA FOR EACH INSTITUTION, ALONG WITH A PLAN 
TO GRADUALLY ELIMINATE DEPARTMENTAL INEFFICIENCIES THAT TEND TO 
INFLATE THE STAFFING FORMULA. 

RESPONSE: 

The Department's Staffing Study determined staffing formu1 as based on a 
sampling of 20% actuals for larger institutions and 100% for smaller 
institutions to determine staffing formulas for each special institution. 
Many of the responses to the recommendations contained in the remainder of 
this report are descriptions of actions that have been undertaken to eliminate 
those inefficiencies. In most cases, these corrective actions were initiated 
prior to these recommendations. 



DOC SHOULD REPORT TO THE LEGISLATURE THE RESULTS OF THE ENTIRE STAFFING STUDY, 
AS WELL AS THE DEPARTMENT'S PROGRESS I N  IMPLEMENTING STUDY RESULTS. 

RESPONSE : 

The r e s u l t s  o f  t h e  December 1985 S t a f f i n g  Study w i l l  be r e p o r t e d  t o  t h e  
l e g i s l a t u r e .  

I F  DOC LACKS SUFFICIENT RESOURCES TO PERFORM A  COMPREHENSIVE STAFFING 
ANALYSIS, DOC SHOULD REQUEST MONIES FROM THE LEGISLATURE TO HIRE A  CONSULTANT 
TO PERFORM THE STUDY. 

RESPONSE : 

I f  a d d i t i o n a l  s tudy  i s  r e q u i r e d  and e x t e r n a l  resources a re  needed, t h e  
Department w i l l  seek f u n d i n g  f rom t h e  l e g i s l a t u r e .  

NO. 2 - DOC SHOULD REVIEW THE STAFFING FORMULA ANNUALLY AND POST NEEDS 
PERIODICALLY TO ASSESS CHANGES I N  CONDITIONS AFFECTING STAFFING NEEDS. DOC 
SHOULD REPORT THE RESULTS OF THESE REVIEWS TO THE LEGISLATURE 

RESPONSE : 

Each year,  t h e  Department o f  Co r rec t i ons  uses a  s t a f f i n g  f o rmu la  t o  j u s t i f y  
p o s i t i o n s  requested th rough  t h e  a p p r o p r i a t i o n s  process. We s tand ready t o  
p r o v i d e  t h a t  i n f o r m a t i o n  t o  t h e  L e g i s l a t u r e  on an annual bas i s .  

FINDING 11: DOC'S H IR ING PROCESS I S  INADEQUATE TO MEET CSO HIRING NEEDS 

The r e p o r t  desc r ibes  a b i f u r c a t e d  r e s p o n s i b i l i t y  i n  t h e  area o f  t h e  h i r i n g  
process. It descr ibes  t h a t  p o r t i o n  o f  t h e  process which i s  handled by  t h e  
Personnel D i v i s i o n  o f  t h e  Department o f  A d m i n i s t r a t i o n  and subsequent ly  
descr ibes  t h e  personnel  h i r i n g  r e s p o n s i b i l i t i e s  t h a t  a re  managed by  D O C ' S  
c e n t r a l  personnel  o f f i c e .  It should  be no ted  t h a t  t h e  h i r i n g  p r a c t i c e s  a re  
e s t a b l i s h e d  by  s t a t u t e  and under t h e  Personnel  Rules and Regu la t ions .  
Therefore,  t h e  s u b s t a n t i v e  process i n v o l v e d  i n  h i r i n g  C o r r e c t i o n a l  Se rv i ce  
O f f i c e r s  i s  gu ided by those  laws and r e g u l a t i o n s .  The r e p o r t  o n l y  speaks t o  
t h e  l o g i s t i c a l  concerns i n v o l v e d  i n  t h a t  process. 

It should a l s o  be no ted  t h a t  w h i l e  t h e  Department o f  Co r rec t i ons  has a  c e n t r a l  
personnel  o f f i ce ,  t h a t  personnel  o f f i c e  i s  managed by  personnel  who r e p o r t  t o  
t h e  Department o f  A d m i n i s t r a t i o n  Personnel D i v i s i o n  and n o t  t o  t h e  Department 
o f  Cor rec t ions .  Whi le p a r t  o f  t h e  DOC c e n t r a l  personnel  o f f i c e  s t a f f  a re  DOC 
employees, t h e  personnel  managers r e p o r t  t o  t h e  Department o f  A d m i n i s t r a t i o n .  



FINDIMG I1  

RECOMMENDATIONS 

NO. 1 - DOC SHOULD CONTINUE TO MONITOR REASONS FOR CSO TURNOVER AND ESTABLISH 
PROCEDURES TO REDUCE IDENTIFIED TURNOVER CAUSES. 

RESPONSE 

The Department agrees it should monitor the reasons for turnover. We are 
currently developing and/or implementing policies and/or programs that will 
reduce the turnover. Targeted recruitment that does a better job of informing 
the potential candidate of the nature of the position will result in recruits 
making more informed decisions. Thus, we feel the employed cadet will more 
likely remain with the Department. 

Additionally, the Staff Development/Training Bureau is currently managing a 
statewide Basic Supervision Program for all first- and second-line 
supervisors. More than 400 supervisors have participated in this 24-hour, 
three-day training program. The major elements of the program curriculum are 
basic supervision principles and knowledge. A standardized agency-adopted 
Supervisor's Manual is given to each participant for his/her continued use. 
The manual consists of State Personnel guide1 ines, agency pol icies and other 
recommended supervisory materials that the participant may find helpful. 

As a result of legislative authority and funding to increase the salary levels 
of CSOs two steps and the approval of and implementation of a "lead" CSO 
classification, CSO 11, turnover for the first quarter of FY 1985 was 19%, 
down from approximately 28% the previous quarter. 

Finally, the Department has implemented an exit interview process which seeks 
to solicit information from exiting employees to analyze why they are choosing 
to leave the Department. This information will then be utilized to develop 
strategies directed at reducing turnover and the attendant vacancy levels. 

RESPONSE 

The Department is currently considering a number of alternatives to improve 
the "change of status" and the "request to fill" portions of the 303 to 
eliminate duplication and time delay. One of the alternatives being 
considered is to utilize the Automated Inmate Management System (AIMS) as the 
communications mechanism for communicating vacancies to the Central Off ice. 

This automated system, i f  it could be adapted, would totally eliminate the 
problem in this area. 



NO. 3 - DOC SHOULD REQUEST FUNDING FOR THE COTA TRAINING POSITIONS IN ORDER TO 
ALLOW DOC TO HIRE CSO'S IN ADVANCE OF NEEDS. 

RESPONSE 

The Department agrees. Funding will be requested to fund COTA training 
positions to ensure that training is not adversely impacted with the 
elimination of vacancy savings. 

FINDING 111: DOC'S INSPECTIONS AND INVESTIGATIONS SECTION CAN IMPROVE ITS 
BACKGROUND INVESTIGATION PROCESS 

Pursuant to Arizona Revised Statutes, Title 41-1663, D-4, the Department of 
Corrections is mandated to complete a background investigation, including 
criminal histories, under Title 41-1750, of all applicants before enrolling in 
the academy. This particular statutory requirement to conduct background 
investigations became effective on August 3, 1984. Unfortunately, resources 
have not been appropriated to assist in the accomplishment of that legislative 
mandate. As a result, the Department of Corrections has used its somewhat 
limited resource of Inspections and Investigations to accomplish this 
objective. 

Additionally, a number of aspects of the background investigation process are 
not amenable to the control of the Department of Corrections. For example, 
the background investigation may reveal that an applicant has been charged 
with a criminal offense, but the record of that offense lacks a final 
disposition. In these situations, information with regard to that particular 
offense must be investigated to determine the status of the applicant. 

Since criminal history information is subject to both state and federal 
privacy and security laws, the unrestricted dissemination of that information 
is not possible. In many cases, that information must be obtained personally 
by an investigator with law enforcement status. Such an investigation may 
require the investigator to visit the law enforcement agency that charged the 
individual, as well as one or more court jurisdictions to determine its final 
disposition. 

The problem is exacerbated when the applicant is from out of state. There 
currently exists no national central repository for criminal history 
information. Due to court interpretations regarding criminal history 
information, each state is responsible for developing a repository to retain 
that information. Therefore, if the applicant is out of state, a teletype 
inquiry must be made to the particular repository and then the investigator 
must wait until a response is received. 

Again, if the repository does not have a final disposition of that particular 
criminal history information, the investigator, via telephone or teletype, may 
have to search for the charging agency to determine the final disposition. 
Needless to say, this process is time consuming and not within the control of 
the Department of Corrections. Yet, the process must be completed to comply 
with good personnel practices and statutory mandates. 



Another area t h a t  i s  n o t  amenable t o  c o n t r o l  b y  t h e  Department o f  Co r rec t i ons  
i s  t h e  t ime  necessary f o r  t h e  Federa l  Bureau o f  I n v e s t i g a t i o n  t o  respond t o  an 
a p p l i c a n t  i n q u i r y  as t h e  r e s u l t  o f  t h e  submission o f  f i n g e r p r i n t s  on t h a t  (I 
p a r t i c u l a r  a p p l i c a n t .  It may t a k e  s i x  weeks o r  longer .  

I n  a d d i t i o n ,  t h e  sheer l a c k  o f  resources  a v a i l a b l e  t o  t h i s  f u n c t i o n  combined 
w i t h  a  v e r y  h i g h  t u rnove r  r a t e  and growth f a c t o r  makes t h e  t i m e l y  p rocess ing  
o f  background i n v e s t i g a t i o n s  d i f f i c u l t .  Four i n v e s t i g a t o r s  f o r  t h i s  f u n c t i o n  
were requested i n  t h e  1986187 budget. It i s  an i r o n y  o f  t h i s  e n t i r e  r e p o r t  
t h a t  t h e  o n l y  resources a v a i l a b l e  t o  enhance t h e  background i n v e s t i g a t i o n  

1 

process w i t h i n  t h i s  agency i s  s e c u r i t y  personnel .  

F i n a l l y ,  t h e  h i gh  demand f o r  s e c u r i t y  s t a f f  over  t h e  near term p laces  t h e  
agency i n  a  t r u e  dilemma, as p o i n t e d  ou t  i n  t h e  r e p o r t .  On t h e  one hand, we 
need t o  q u i c k l y  r e c r u i t  and h i r e  s i g n i f i c a n t  numbers o f  s e c u r i t y  personnel .  (I 
On t h e  o the r  hand, i n  o rde r  t o  enhance o r g a n i z a t i o n a l  e f f e c t i v e n e s s  and 
i n s t i t u t i o n a l  i n t e g r i t y ,  t h e r e  i s  a  s i g n i f i c a n t  need t o  improve t h e  q u a l i t y  o f  
t h e  background i n v e s t i g a t i o n .  When t h e  resources necessary t o  improve t h e  
qua l  i t y  o f  t h e  i n v e s t i g a t i o n  a re  a v a i l a b l e ,  t h a t  improved qual  i t y  
i n v e s t i g a t i o n  p o s s i b l y  c o u l d  reduce t h e  number o f  acceptab le  candidates t h e  
Department c o u l d  h i r e .  (I 

We b e l i e v e  t h i s  dilemma can o n l y  be so lved  i n  t h e  l ong  te rm th rough  t h e  
r e c r u i t m e n t  and r e t e n t i o n  o f  t h e  most q u a l i f i e d  candidates.  Those candidates 
must be a t t r a c t e d  t o  t h i s  agency and be w i l l i n g  t o  s t a y  here th roughou t  
h i s l h e r  ca reer .  We be1 i eve  t h a t  t h e  Department I s  e f f o r t s  t o  i nc rease  t h e  
s a l a r y  l e v e l  o f  C o r r e c t i o n a l  Serv ice  O f f i c e r  s e r i e s  personnel ,  our e f f o r t s  a t  (I 
o b t a i n i n g  a  25-year r e t i r e m e n t  p l a n  f o r  personnel ,  and our e f f o r t s  a t  
improv ing supe rv i so r y  t r a i n i n g  and career  development o f  those i n d i v i d u a l s  
w i l l  a l l  c o n t r i b u t e  t o  s o l v i n g  t h e  dilemma we have a l l uded  t o .  

FINDING I11 

RECOHMENDATIONS: 

NO. 1 - DOC SHOULD CENTRALIZE ITS BACKGROUND CHECK FUNCTION. CENTRALIZATION @ 
WOULD ALLOW DOC TO IMPROVE ITS TIMELINESS I N  CONDUCTING BACKGROUNil CHECKS, AND 
REDUCE THE POTENTIAL FOR INCONSISTENT TREATNENT OF APPLICANTS BASED ON THE 
RESULTS OF THE BACKGROUND CHECKS. 

RESPONSE : 
a 

The Department o f  Co r rec t i ons  agrees and, i n  f a c t ,  i s  i n  t h e  process o f  
c e n t r a l i z i n g  t h e  background check f u n c t i o n .  With a d d i t i o n a l  resources 
requested i n  t h e  1986187 budget, i n  c o n j u n c t i o n  w i t h  t h e  es tab l i shment  o f  an 
NCIC/ACIC t e r m i n a l  a t  t h e  Cen t ra l  O f f i c e  i n  I nspec t i ons  and I n v e s t i g a t i o n s ,  a  
more t i m e l y  p rocess ing  of a p p l i c a n t  backgrounds w i l l  occur.  



NO. 2  - DOC SHOULD ALLOW CSO APPLICANTS TO APPEAR ON HIRING LISTS WHILE 
BACKGROUND CHECKS ARE BEING CONDUCTED. 

RESPONSE : 

The Department o f  Co r rec t i ons  does n o t  t o t a l l y  agree w i t h  t h i s  
recommendation. Due t o  t h e  l eng thy  t i m e  i n  p rocess ing  c e r t a i n  background 
i n v e s t i g a t i o n  i n f o rma t i on ,  as i n d i c a t e d  above, i t  i s  n o t  f e a s i b l e  t o  s imp l y  
keep someone on t h e  a p p l i c a n t  l i s t  f o r  t h a t  l e n g t h  o f  t ime.  Therefore,  i t  i s  
t h e  i n t e n t  o f  t h e  Department o f  Co r rec t i ons  t o  h i r e  CSOs when t h e  p r e l i m i n a r y  
i n f o r m a t i o n  i n  t h e  background i n f o r m a t i o n  i s  p o s i t i v e  b u t  w i t h  t h e  
unders tanding between t h e  a p p l i c a n t  and t h e  S t a t e  t h a t  g radua t i on  f r om t h e  
academy and con t inued  employment i s  con t i ngen t  upon t h e  comple t ion  o f  t h e  
background i n v e s t i g a t i o n ,  i.e., t h e  r e c e i p t  o f  any pending i n f o r m a t i o n  b e f o r e  
g radua t i on  f rom t h e  academy. Proposed Ar i zona  Law Enforcement O f f i c e r  
Adv iso ry  Committee r u l e s  t h a t  have been submi t ted  t o  t h e  Counc i l  i n d i c a t e  t h e  
Department w i l l  comply w i t h  t h i s  descr ibed  procedure.  

NO. 3 - DOC SHOULD ESTABLISH CLEAR GUIDELINES FOR REJECTING CSO APPLICANTS. 

RESPONSE : 

The Department agrees and i s  i n  t h e  process o f  deve lop ing a p p l i c a n t  
d i s q u a l i f i c a t i o n  gu ide l i nes .  

FINDING I V  

PRE-SERVICE TRAINING 

P r i o r  t o  May 1985, t h e  above s ta tement  was t r u e .  S ince May 1985, t h e  Pre- 
Serv ice  T r a i n i n g  Program (COTA) has been s tandard ized  s ta tewide.  The COTA 
program i s  a  240-hour, six-week competency-based c u r r i c u l u m  t h a t  has been 
d e l i v e r e d  th rough  f o u r  Regional  Academies l o c a t e d  th roughou t  t h e  s t a t e .  
Beginn ing A p r i l  1, 1986, COTA a t  Tucson w i l l  be our  p r ima ry  Pre-Serv ice Bas ic  
T r a i n i n g  Program i n  t h e  agency. 

Pursuant t o  A r t i c l e  6, A r i zona  Revised S ta tu tes ,  T i t l e  41, t h e  Department o f  
Co r rec t i ons  i s  mandated t o  o f f e r  a  C o r r e c t i o n a l  Se rv i ce  O f f i c e r  t r a i n i n g  
c u r r i c u l u m  approved by  t h e  Ar i zona  Law Enforcement O f f i c e r  Adv iso ry  Counc i l .  
P r i o r  t o  May 1985, p re - se rv i ce  t r a i n i n g  programs f o r  t h e  CSO var ied ,  depending 
upon t h e  amount of t ime  each i n s t i t u t i o n a l  a d m i n i s t r a t o r  f e l t  he/she had. 
That t ime,  of course, was t h e  f u n c t i o n  o f  be i ng  ab le  t o  opera te  s a f e l y  w i t h  
e x i s t i n g  vacancies.  

Since May o f  1985, CSO p r e - s e r v i c e  t r a i n i n g  has been s tandard ized  and o f f e r e d  
v i a  f i v e  r e g i o n a l  academies. The 240-hour competency-based c u r r i c u l u m  
approved by t h e  Ar i zona  Law Enforcement O f f i c e r  Adv iso ry  Counc i l ,  has been 
d e l i v e r e d  under t h e  c e n t r a l i z e d  supe rv i s i on  o f  t h e  Staf f  Development /Tra in ing 
Bureau. 



Effective April 1, the pre-service CSO training program will be housed at the 
Correctional Officer Training Academy (COTA) , Tucson. The 240-hour 
standardized curriculum wi 11 continue to be uti 1 ized. The Staff (I 
Development/Training Bureau will manage the program. 

IN-SERVICE TRAINING 

The In-Service Training program, although being a secondary priority this past 0 
year, has seen significant improvements over previous years' efforts. 
Statistics collected by the Department for in-service training between July 
1984 and June 1985 indicate 62,902 hours of training was provided to 4,977 
staff. The following list of course offerings have served as a foundation of 
our in-service training to date: a 
Cardiopulmonary resuscitation (CPR) training, EEOC workshops, Employee 
Relations Rights, First Aide, Inmate Games, Oral Board Presentation Ski 1 ls, 
Report Writing, Restraint Techniques, Supervising the Problem Employees, Use 
of Force, Supervision and Discipline, Grievance. 

In addition, courses have been offered in Team Building, Sex Offender, Job (I 
Bank Training, Search and Seizure, Report Writing, Classification of 
Offenders, Human Potential Seminars, Stress Management Treatment, Criminal 
Personality, Women and the Law, Reality Therapy, Violation Warrants. 

FINDING IV: 

RECOMMENDATIONS: 

NO. 1 - DOC SHOULD ADOPT AND ENFORCE ITS DRAFT TRAINING POLICY THAT REQUI~ES a 
AT '-EAST 20 HOURS OF ANNUAL IN-SERVICE TRAINING AFTER THE FIRST YEAR OF 
EMPLOYMENT. IN ADDITION, DOC SHOULD ENSURE THAT TRAINING IS CONSISTENT AND IN 
CRITICAL SKILL AREAS. ONCE STlFFING LEVELS MAKE IT PRACTICAL, DOC SHOULD 
CONSI3ER INCREASING THE NUMBER OF I,\-SERVICE TRAINING HOURS ZEQUIRED PER YEART 

RESPONSE : 

The Department agrees and is implementing the process. 

N0.2 - DOC SHOULD INCORPORATE A FACTOR INTO THE STAFFING FORMULA THAT 
ACCURATELY STATES THE REQUIRED NUMBER OF IN-SERVICE TRAINING HOURS SO STAFFING a 
NEEDS CAN BE REALISTICALLY ESTIMATED. THIS WILL ENABLE CSO'S TO ATTEND IN- 
SERVICE TRAINING CLASSES. 

RESPONSE : 

The Department agrees and will  incorporate in-service training hours into the 
staffing formula. 



NO. 3 - DOC SHOULD ADOPT AGENCY WIDE RECORD KEEPING PROCEDURES FOR IN-SERVICE 
TRAINING. THIS WILL ENABLE DOC TO MAINTAIN CSO'S TRAINING FILES SO THEY 
ACCURATELY REFLECT EACH EMPLOYEE'S TRAINING HOURS. 

RESPONSE: 

The Department agrees and i s  responding t o  t h i s  requi rement  i n  t h e  T r a i n i n g  
Records I n f o r m a t i o n  Management (TRIM) program. 

The Department has f e l t  t h e  need f o r  a  system o f  m a i n t a i n i n g  t r a i n i n g  reco rds  
and t r a c k i n g  t h e  volume o f  t r a i n i n g  t a k i n g  p l ace  agency wide. A system t h a t  
would be e f f i c i e n t  and easy t o  operate  were necessary requi rements  i f  it were 
t o  be e f f e c t i v e .  "TRIM" was developed i n  c o n j u n c t i o n  w i t h  an o u t s i d e  computer 
s p e c i a l i s t  and was c rea ted  by  i n t e r f a c i n g  a  v a r i e t y  o f  so f tware  programs w i t h  
seve ra l  programs s p e c i f i c a l l y  c rea ted  f o r  t h e  Department. The d e c i s i o n  was 
made t o  des ign t h e  computer ized r e c o r d  keeping system f o r  use by  COTA 
Academies and i n - s e r v i c e  t r a i n i n g .  


