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The O f f i c e  o f  t he  Aud i to r  General has conducted a  performance a u d i t  o f  the  

Arizona Department of Correct ions (DOC) a d m i n i s t r a t i v e  a c t i v i t i e s .  This  

a u d i t  was conducted i n  response t o  a  J u l y  26, 1985, r e s o l u t i o n  o f  t he  

J o i n t  L e g i s l a t i v e  Overs ight  Committee, and i s  one i n  a  s e r i e s  o f  a u d i t s  on 

the  Department. 

Previous a u d i t  r e p o r t s  have addressed DQC's problems i n  several  f unc t i ona l  

areas i n c l  ud ing new f a c i l i t i e s  p lann ing  and cons t ruc t ion ,  ex te rna l  and 

i n t e r n a l  s e c u r i t y  a t  a d u l t  i n s t i t u t i o n s ,  i n s t i t u t i o n a l  f a c i l  i t i e s  

maintenance programs, and 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 i n g .  I n  add i t i on ,  

an a u d i t  i s  c u r r e n t l y  be ing  completed on DOC's c o n t r a c t i n g  process f o r  

p ro fess iona l  and ou t s i  de serv ices.  

The Department O f  Cor rec t ions  Veh ic le  F l e e t  
I s  Poor ly  Mainta ined (see pacjes 3 through 17 )  

DOC's v e h i c l e  f l e e t  i s  i n  poor cond i t ion .  Many DOC veh ic les  have been 

d r i v e n  more than 100,000 m i l es  and are more than 10 years o ld ,  

c o n t r i b u t i n g  t o  veh i c le  opera t ing  cos ts  t h a t  a re  more than 46 percent  

above t h e  opera t ing  cos ts  f o r  an e f f i c i e n t  f l e e t .  As a  r e s u l t ,  DOC spent 

$443,370 more f o r  v e h i c l e  operat ions i n  f i s c a l  yea r  1984-85 than i t  would 

have w i t h  a  c o s t  e f f i c i e n t  f l e e t .  I n  add i t i on ,  t h e  need f o r  f requent  

r e p a i r s  requ i res  DOC t o  ma in ta in  an unnecessar i ly  l a r g e  f l ee t .  DOC has 

more veh i c l  es per s t a f f  than several  1  arger  co r rec t i ons  agencies. For  

example, t h e  I 1  1  i n o i s  Department o f  Cor rec t ions  r a t i o  o f  s t a f f  t o  veh i c les  

i s  13 t o  one, w h i l e  DOC has s i x  s t a f f  f o r  each vehic le .  The poor 

c o n d i t i o n  o f  some DOC veh i c les  a1 so makes them unsafe and un re l i ab le .  For 

example, i n  August 1984 a  DOC bus t r a n s p o r t i n g  inmates was i nvo l ved  i n  an 

acc iden t  when t h e  a i r  brakes and emergency brakes f a i l e d .  The bus h i t  t he  

r e a r  o f  a  v e h i c l e  stopped i n  t r a f f i c .  One passenger i n  t he  v e h i c l e  

complained of  severe neck pa in  and sued the  State.  

To improve i t s  f l e e t ,  DOC should es tab l  i s h  Department-wi de pol i c i e s  

r e q u i r i n g  t h a t  t he  i n s t i t u t i o n s  conduct p revent ive  maintenance and 

evaluate f l e e t  e f f ec t i veness  i n  terms o f  c o s t  per mi le .  The Department 



should a1 so upgrade i t s  maintenance f a c i l i t i e s  by paving garage areas and 

o b t a i n i n g  s u f f i c i e n t  and proper v e h i c l e  r e p a i r  equipment. Once DOC has 

es tab l  i shed a  p reven t i ve  maintenance program and improved i t s  f a c i l  i t i e s ,  

t he  Department shoul d  es tab l  i s h  veh i c l  e  rep1 acement pol  i c i e s  and purchase 

newer v e h i c l  es. 

The Department Could Save Between $192,000 And 
$328.000 A  Year BY Cont rac t inq  For  More O f  I t s  
Maintenance suppl3es (see pages 19 through 26)  

Increased term c o n t r a c t i n g  f o r  maintenance suppl i e s  cou ld  save t h e  

Department between $1 92,000 and $328,000 annual ly .  DOC has n o t  obta ined 

these p o t e n t i a l  savings s ince  i t  c o n t r a c t s  f o r  o n l y  30 percent  o f  i t s  

r o u t i n e  maintenance suppl ies .  The 1  ow percentage o f  con t rac ted  purchases 

has occurred because few DOC i n s t i t u t i o n s  use term con t rac t s  fo r  

maintenance suppl ies. For example, seven DOC i n s t i t u t i o n s  purchased 

approximately $60,000 i n  suppl i e s  from t h e  same major  plumbing vendor 

dur ing  f i s c a l  yea r  1984-1985 w i t h o u t  t h e  b e n e f i t  o f  a  term con t rac t .  

DOC cou ld  purchase up t o  90 percent  o f  i t s  maintenance supp l ies  on 

con t rac t s  and save 15 t o  25 percent  o f  t he  purchase p r i ce .  For  example, 

DOC cou ld  have saved between $192,000 and $325,000 du r i ng  f i s c a l  years 

1983-1984 and 1984-1985, as shown i n  t he  t a b l e  on the  fo l l ow i r i g  page. 

Increased use o f  con t rac t s  cou ld  a l s o  save t ime f o r  DOC'S  purchasing 

personnel. 

A1 though DOC o f f i c i a l  s  argue t h a t  c o n t r a c t i n g  i s  t h e  respons ib i l  i ty o f  the 

Department of Admin is t ra t ion ,  maintenance suppl i e s  are the  one major 

commodity n o t  on statewide con t rac t .  DOC cou ld  reduce cos ts  f o r  these 

suppl i e s  by p l  ac ing  grea ter  emphasis on con t rac t i ng .  The Department cou ld  

do t h i s  by us ing  the  Department o f  A d m i n i s t r a t i o n ' s  new automated 

procurement system once i t  comes on-1 ine. I n  t he  i n te r im ,  DOC should 

r e q u i r e  t h e  i n s t i t u t i o n s  t o  es tab l  i s h  general requirements cor i t rac ts  f o r  

a l l  i n s t i t u t i o n a l  maintenance suppl ies .  



POTENTIAL SAVINGS WITH ADEQUATE CONTRACTING 
FISCAL YEARS 1983-84 AND 1984-85 

Fiscal Year Fiscal Year 
1 983 -84 1 984 -85 

Total maintenance 
supply purchases $1,907,000 $2,141,000 

Less purchases: 
Currently on contract  439,000 

Not amenable o 
contracts  (1 j 

Potenti a1 contract  
purchases $1,277,000 $1,312,000 

Savings a t  15 percent 

Savings a t  25 percent 

(1 ) Purchases not amenable to  term contracting include one-time 
purchases, special order items, such a s  repai r  par ts  from an 
equipment's original  manufacturer, and emergency repa i r  suppl ies .  

Source: Compiled by Auditor General s t a f f  w i t h  DOC maintenance expenditure 
data from the Arizona Financial Information System and vendor 
information provided by DOC purchasing agents 

The Department Of Corrections Needs To Improve 
Pl annincr For And Develo~nlent Of I t s  Electronic 
Data ~ r o c e s s i n ~  systems' ( see  pages 29 through 42) 

The Department needs to  improve planning fo r  and development of i t s  

e lec t ron ic  data processing (EDP ) systems. Proper pl anni ng and control i s  

c r i  t i c a l  t o  ~ e v e l  oping optimal EDP xys tenrs. However, as the fol 7 owing 

exampl es  show, DOC has not adequately pl anned i ts EDP systems. 

DOC'S f i r s t  on-line offender information system, Ck-IVY a i a  not 
meet the Department's needs despi te  the f a c t  t h a t  DOC expended 
$80,000 and ten months of e f f o r t .  

e The Adult Information Management System's (AIMS) i n i t i a l  budget 
request was exceeded by a t  l e a s t  $537,535, or  50 percent. 
Further, because of time l imi ta t ions  imposed by the  
appropriations process, DOC compromised on the accuracy of data 
i n p u t  in to  AIMS. Concerns about inaccurate data a re  causing some 
AIMS users to  re ly  more heavily on wri t ten  documents than on AIMS. 



a DOC'S most recent  budget request f o r  an automated accounting 
system was prepared w i t h  i n su f f i c i en t  knowledge of the 
Department's needs and a1 t e rna t i  ve accounting systems t h a t  can 
meet those needs. 

DOC has many functions t h a t  may benef i t  from automation, however, the 

Department needs t o  develop the  capabi l i ty  t o  e f fec t ive ly  plan fo r  fu ture  

systems. DOC has f a r  fewer EDP resources than other S ta te  agencies, as 

shown i n  the  t ab l e  below. In addit ion,  DOC lacks a Department-wide EDP 

pl an t h a t  p r io r i  t i z e s  fu ture  system devel oprnent. Final l y ,  the Department 

has not establ  ished standards for  system devel opment. Standards are 

necessary t o  ensure t h a t  EDP problems and solutions a re  thoroughly 

investigated before funding i s  requested fo r  new EDP systems. 

COMPARISON OF EDP BUDGETS AND PERSONNEL 
FISCAL YEAR 1985-86 

E DP % of Agency E CP % of Agency 
Department - FTEs FTEs Budget Budget 

Corrections 17 0.4% $1,313,070 0.8% 

Pub1 i c  Safety 5 2 3.3% $3,361,908 4.7% 

Transportation 132 4.5% $6,212,278 4.6% 

Economic 

Security (1 61.5 2.3% $6,586,600 3.2% 

) Includes S t a t e  funded FTEs and monies only. Federal nionies support 
an additional 155.5 FTEs and provide an additional $10 mill ion to 
the  DES Office of Data Administration. 

Source: Compiled by Auditor General s t a f f  from data obtained from D O C ,  
DPS, ADOT, DES and the  1985 Arizona Appropriations Report 
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INTRODUCTION AND BACKGROUND 

The O f f i c e  o f  t h e  Aud i t o r  General has conducted a  performance a u a i t  o f  the  

Ar izona Department o f  Cor rec t ions  (DOC ) a d m i n i s t r a t i v e  a c t i v i t i e s .  Th i s  

a u d i t  was conducted i n  response t o  a  J u l y  26, 1985, r e s o l u t i o n  o f  t he  

J o i n t  L e g i s l a t i v e  Overs igh t  Committee, and i s  one i n  a  s e r i e s  o f  a u d i t s  on 

t h e  Departnen t. 

Prev ious a u d i t  r e p o r t s  have addressed problems i n  severa l  f unc t i ona l  areas 

i n c l u d i n g  new f a c i l i t i e s  p l ann ing  and cons t ruc t i on ,  ex te rna l  and i n t e r n a l  

s e c u r i t y  a t  adul t i n s t i t u t i o n s ,  i n s t i t u t i o n a l  f a c i l  i t i e s  maintenance 

programs, and 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 i n g .  I n  a d d i t i o n ,  an a u d i t  i s  

c u r r e n t l y  be ing  completed on DOC ' s  c o n t r a c t i n g  process f o r  p ro fess iona l  

and ou t s i de  serv ices.  

DOC ' s  A d m i n i s t r a t i v e  Func t ion  

DOC ' s  D i r e c t o r  i s  r espons ib l e  f o r  managing the Department's o v e r a l l  

operat ion.  I n  o rder  t o  accompl ish t h i s  task,  t h e  D i r e c t o r  has suppor t  o f  

t he  s i x  A s s i s t a n t  D i r e c t o r s  ana o t h e r  aum in i s t r a to r s ,  1  ocated a t  DOC ' s  

Centra l  O f f i c e  i n  Phoenix. DOC's A d m i n i s t r a t i v e  Serv ices D i v i s i o n  

p rov ides  t he  m a j o r i t y  o f  t h e  Departcrent's suppor t  se rv ices .  The D i v i s i o n  

p rov ides  suppor t  t o  a l l  o t h e r  d i v i s i o n s  i n  terms o f  budget  development ana 

c o n t r o l ,  purchasing, and management i r r fo rmat ion  systems. I n  adai  t i o n ,  t he  

Admin i s t r a t i ve  Serv ices D i v i s i o n  oversees DOC's equipment i nven to ry  

i n c l  ud ing  t he  Department 's v e h i c l e s  i nven to ry .  C u r r e n t l y  however, t h e r e  

i s  no c e n t r a l  o v e r s i g h t  o f  DOC's v e h i c l e  management. 

S t a f f i n g  And Budget 

The Department has approx imate ly  285.5 f u l l  - t ime equiva l  e n t  (F IE)  

p o s i t i o n s  work ing f rom t h e  Phoenix O f f i c e ,  as shown i n  Table 1. 



TABLE 1  

FULL-TIME POSITIONS AT DOC ' s PHOENIX OFFICE 
OCTOBER 1985 

Adul t I n s t i t u t i o n s  
Human Resources/Devel opmen t 
A d m i n i s t r a t i v e  Serv ices  
Juveni  1  e/Communi ty Serv ices  
I nspec t i ons  8 I n v e s t i g a t i o n s  
D i r e c t o r ' s  O f f i c e  
ARCOR 

TOTAL 

FTE POSITIONS 

Source: Prepared by A u d i t o r  General s t a f f  f rom i n f o r m a t i o n  p rov i ded  by 
DOC's Bureau o f  Budget and Management 

A u d i t  Scope And Purpose 

The a u d i t  r e p o r t  focuses on t h e  Department 's a b i l i t y  t o  per form i t 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  e f f i c i e n t l y  and e f f e c t i v e l y .  The r e p o r t  

p resen ts  f i  nd inys and recomnenaations i n  t h r e e  ma jo r  areas: 

a t h e  adequacy o f  DOC's v e h i c l e  f l e e t  management, 

a t h e  e f f e c t i v e n e s s  o f  DOC's purchas ing  o f  r ~~a in tenance  supp l ies ,  and 

a t h e a b i l i t y o f D O C t o d e v e l o p a n d i m p l e m e n t a u t o m a t e d s y s t e m s .  

We a l s o  developed o t h e r  p e r t i n e n t  i n f o r m a t i o n  rega rd i ng  t he  Depa r tnen t ' s  

o r g a n i z a t i o n a l  s t r u c t u r e  and management. Due t o  t h e  t ime  c o n s t r a i n t s ,  a1 1 

p o t e n t i a l  i s sues  i d e n t i  t i e d  d u r i n g  t h e  a u d i t  have n o t  been addressed. Tile 

s e c t i o n  Areas For  F u r t h e r  A u d i t  Work descr ibes  these  p o t e n t i a l  issues.  

The A u d i t o r  General and s t a f f  express a p p r e c i a t i o n  t o  t h e  D i r e c t o r  o f  the  

Department of Co r rec t i ons  and h i s  s t a f f  f o r  t h e i r  coopera t ion  and 

ass i s t ance  d u r i n g  t h e  a u d i t .  



FINDING I 

THE DEPARTMENT OF CORRECTIONS' VEHICLE FLEET I S  POORLY MAINTAINED 

The Department o f  Cor rec t ions '  (DOC) v e h i c l e  f l e e t  i s  i n  poor cond i t i on ,  

which has r e s u l t e d  i n  h i g h  opera t ing  costs.  DOC's veh i c les  are n o t  c o s t  

e f f i c i e n t  because o f  inadequate v e h i c l e  maintenance programs and 

f a c i l  i t i e s .  The l a c k  o f  maintenance i s  p a r t i c u l a r l y  c r i t i c a l  because many 

veh i c les  are a l ready o l d  and beyond t h e i r  use fu l  1  i ves  when acqui red by 

DOC. 

DOC's Vehic les Are Expensive 
?o Main ta in  And Unre l i ab le  

DOC's i n s t i t u t i o n a l  f l e e t  i s  n o t  c o s t  e f f i c i e n t .  Because many veh i c les  

are o ld,  ex tens ive  r e p a i r s  a re  needed t o  keep them i n  serv ice.  Despi te  

ex tens ive  repa i r s ,  some o f  DOC's f l e e t  i s  unsafe and un re l i ab le .  

DOC veh i c les  r e q u i r e  c o s t l y  r e p a i r s  - The poor c o n d i t i o n  o f  DOC's f l e e t  

has r e s u l t e d  i n  h i g h  v e h i c l e  opera t ing  costs .  Because rrrany o f  GOC's 

veh i c les  are o l d  and have h igh  mileage, ex tens ive  r e p a i r s  are needed which 

r e s u l t  i n  h i g h  opera t ing  costs .  I n  add i t i on ,  s ince  a  p o r t i o n  o f  DOC's 

f l e e t  i s  always be ing  repa i red ,  a d d i t i o n a l  veh i c les  a re  needed, thus 

c o n t r i b u t i n g  t o  an unnecessar i ly  l a r g e  f l e e t .  

Much o f  DOC's i n s t i t u t i o n a l  v e h i c l e  f l e e t  i s  an t iqua ted  and has h i g n  

mileage. Almost one - th i rd  o f  t he  i n s t i t u t i o n a l  veh ic les  are 10 years  o l d  

o r  o lder .  Fur ther ,  more than 40 percent  o f  t he  i n s t i t u t i o n a l  veh i c les  

have been d r i ven  more than 100,000 mi les.  

The age and h igh  mi leage o f  DOC's veh i c les  c o n t r i b u t e  t o  v e h i c l e  ope ra t i ng  

cos ts  t h a t  a re  more than 46 percent  above the  opera t ing  cos ts  f o r  an 

e f f i c i e n t  f l e e t .  DOC veh i c le  opera t ing  costs  were approx imate ly  

$1,397,100 f o r  f i s c a l  year  1984-85. I f  DCC's f l e e t  were ope ra t i ng  

e f f i c i e n t l y ,  i t s  t o t a l  opera t ing  cos ts  would have been approximately 

$953,735. The c o s t  f o r  an e f f i c i e n t  f l e e t  was determined by o b t a i n i n g  

opera t ing  c o s t  data from t h e  Nat ional  Assoc ia t ion  o f  F l e e t  Admin is t ra to rs ,  



t h e  Department o f  Admin i s t ra t i on  (DOA) Motor Pool, t h e  Arizona Department 

o f  T ranspor ta t ion  (ADOT) and the  City o f  Phoenix.* While t h r e e  DOC 

i n s t i t u t i o n s  expended l e s s  than the  amount necessary f o r  an e f f i c i e n t  

f l e e t ,  o the r  expendi tures were extremely h igh ,  as shown i n  Table 2. DOC 

expended a t  l e a s t  $443,370 more than i t  would have i f  the f l e e t  were 

ope ra t i ng  e f f i c i e n t l y .  

TABLE 2 

DOC INSTITUTIONS ACTUAL VEHICLE OPERATING 
COSTS VERSUS CRITERION COSTS 

FISCAL YEAR 1984-85 

ASPC-Fl orence 
ASPC-Phoenix 
ASPC-Perryvil 1  e  
ASP-Safford 
ASPC-Tucson 
ASP-Ft. Grant  
Adobe Mountain 

Juven i l e  I n s t i t u t i o n  
Cata l ina  Mountain 

Juven i l e  I n s t i t u t i o n  

Actual Veh ic le  C r i  t e r i o n  Veh ic le  
Operat ing Costs Operat ing Costs Variance 

Tota ls  

Source: Compiled by Aud i to r  General s t a f f  f rom sources as shown i n  the 
Appendix. 

D O C ' S  h i g h  opera t ins  cos ts  r e s u l t  p a r t i a l l y  from the  need f o r  exter is ive 

v e h i c l e  repa i r s .  An Audi to r  General rev iew o f  D O C ' S  veh i c le  f l e e t  

i d e n t i f i e d  the  f o l l  owing examples o f  DOC expenditures. 

* See the  Appendix f o r  ~ e t a i l e d  i n fo rma t i on  on how IjOC's v e t ~ i c l e  
opera t ing  cos ts  and c r i t e r i o n  ope ra t i ng  cos ts  were determined. 



0 Ar izona S ta te  P r i son  Compl ex (ASPC )-Phoenix expended 
approx imate ly  $12,000 i n  1985 t o  overhaul t h e  engine i n  a  1964 
t r a n s p o r t  bus. I n  a d d i t i o n ,  i n  1986 DOC expended approx imate ly  
$4,000 f o r  o t h e r  major r e p a i r s  on t h i s  bus. According t o  a  
Phoenix bus vendor, t h e  market  va lue  o f  a  s i m i l a r  bus i n  good 
c o n d i t i o n  i s  between $6,500 and $11,000. However, t h i s  bus has a  
h i s t o r y  o f  brake, s t e e r i n g  and c l u t c h  problems. I n  add i t i on ,  t h e  
bus chass is  i s  worn o u t  and may pose a  s a f e t y  t h rea t .  The 
ex tens ive  r e p a i r s  t o  keep t h i s  bus ope ra t i ng  combined w i t h  t he  
p o t e n t i a l  l y  unsafe chass is  i n d i c a t e  t h a t  t h i s  bus may wa r ran t  
rep1 acemen t. 

Ar izona S ta te  P r i son  (ASP)-Ft. Grant  r ep laced  the  engines i n  18 
o f  92 (20 pe rcen t )  v e h i c l e s  i n  i t s  f l e e t  d u r i n g  1985. Accord ing 
t o  the  v e h i c l e  maintenance superv iso r ,  a t  l e a s t  15 o f  these 
v e h i c l e s  should be rep laced  because o f  worn o u t  d r i v e t r a i n s ,  
suspension systems and o t h e r  problems which may compronise t he  
v e h i c l e s '  sa fe t y .  I n  a d d i t i o n ,  these  v e h i c l e s  r e q u i r e  ex tens ive  
r e p a i r s  t o  keep them running.  

0 ASPC-Fl orence expended a t  1  e a s t  $1 ,I 50 d u r i n g  1985 f o r  r e p a i r s  t o  
a  1968 cargo van used f o r  ma i l  d e l i v e r i e s .  The maximum market  
va lue  o f  a  s i m i l a r  v e h i c l e  i n  good c o n d i t i o n  is-0. Two 
Phoenix area au to  dea le rs  s t r o n g l y  quest ioned t he  p r a c t i c e  ~f 
spending $1,150 on t h i s  veh i c l e .  

@ ASPC-Florence expended a t  l e a s t  $3,330 i n  1985 t o  overhaul t he  
engine o f  a  1982 re fuse  v e h i c l e  w i t h  o n l y  35,000 mi les .  Th i s  
v e h i c l e  had i t s  o i l  changed o n l y  t w i c e  i n  1585 (Flarch and 
November). According t o  a  Phoenix area equipment dealer ,  t h i s  
v e h i c l e  should have i t s  o i l  changed a t  t h r e e  monttl o r  3,000 m i l e  
i n t e r v a l  s, whichever comes f i r s t .  The 1  ack o f  p reven t i ve  
maintenance may have c o n t r i b u t e d  t o  t h e  need f o r  a  major  overnaul.  

The need f o r  f requent  r e p a i r s  a1 so causes DOC t o  ma in ta i n  an unnecessar i l y  

l a r g e  v e h i c l e  f l e e t .  DOC's r a t i o  o f  s t a f f  t o  veh i c l es  i s  lower  than 

severa l  much l a r g e r  c o r r e c t i o n s  agencies, as shown i n  Table 3. For  

example, b o t h  the  I l l i n o i s  Departlnent o f  Co r rec t i ons  dnd t he  Federal 

P r i son  System's r a t i o  o f  s t a f f  t o  v e h i c l e s  i s  13 t o  one, w h i l e  DOC's r a t i o  

i s  s i x  t o  one. 



TABLE 3  

Number o f  
Number o f  Number o f  F l  e e t  S t a f f  

I n s t i t u t i o n s  S t a f f  ( 2 )  S ize  ( 3 )  Per Veh i c l e  

Ar i zona  Department 
o f  Co r rec t i ons  15 3,973 637 (4  ) 6  

I l l i n o i s  Department 
o f  Co r rec t i ons  28 8,674 683 13 

F l  o r i  da Department 
o f  Co r rec t i ons  2  9  8,699 850 10 

Federa l  P r i  son 
Sy s  tem 43 9,974 749 13 

) The 11 1  i n o i s  and F l o r i d a  Departments o f  Co r rec t i ons  were se lec ted  
f o r  comparison on t h e  recommendation o f  t h e  Commission o f  
A c c r e d i t a t i o n  f o r  Cor rec t ions .  The Federa l  P r i son  Systen~ was 
se lec ted  because i t  was known t o  have e s t a b l i s h e d  v e h i c l e  
maintenance po l  i c i  es. 

( 2 )  T o t a l s  i n c l u d e  s t a f f  a t  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  
i n s t i t u t i o n s ,  where app l i cab le .  

( 3 )  I nc l udes  o n l y  i n s t i t u t i o n a l  veh i c l es .  Veh ic les  assigned t o  Cent ra l  
O f f i c e  and r e g i o n a l  a d m i n i s t r a t i v e  o f f i c e s  a r e  excluded. 

( 4 )  DOC has a  t o t a l  o f  699 v e h i c l e s  e x c l u d i n g  ACCDII. O f  these veh ic les ,  
637 a r e  ass igned t o  DOC i n s t i t u t i o n s .  

Source: Compil ed by A u d i t o r  General s t a f f  frorn i n  forrnat ior i  o b t a i n e ~  fror11 
t h e  American Co r rec t i ona l  Assoc ia t ion ,  s t a f f  and v e h i c l e  f i gu res  
frorn o t h e r  c o r r e c t i o n s  agencies, and DOC'S v e h i c l e  i nven to r y  ana 
i n f o r m a t i o n  p rov i ded  by  DOC personnel  

If D O C ' S  f l e e t  were i n  b e t t e r  c o n d i t i o n ,  fewer v e h i c l e s  would be needed. 

For  example, a1 though Cata l  i n a  Mountain J u v e n i l e  I n s t i t u t i o n  (CMJI ) has 

fou r  pe r ime te r  s e c u r i t a  veh i c l es ,  i n s t i t u t i o n  s t a f f  r e p o r t  t h a t  ofily "Lwo 

a re  usua ' l ly  operab le  a t  any one t ime. The v e h i c l e s  have ex tens ive  

mechanical problenis and a r e  r e p a i r e d  a p p r o x i r ~ ~ a t e l y  t h r e e  t o  f i v e  tirnes a 

week. DOC employees a t  most i n s t i t u t i o n s  have s t a t e d  t h a t  i f  t h e  v e h i c l e s  

were dependable, fewer v e h i c l e s  woul a be needed. T h e i r  statenients d re  

suppor ted by  t h e  r e s u l t s  ARCOR r e c e n t l y  achieved. ARCOR reduced i t s  f l e e t  

by r e p l a c i n g  68 o l d ,  wcjrn-out v e h i c l e s  w i t h  25 new ones through a 

1  ease-purchase agreement w i t h  a  1  oca l  1  eas i  ny agent. The 1  eas ing  company 

spokesperson be1 ieves  t h a t  50 t o  60 percen t  of D O C ' S  f l e e t  cou ld  ue 

e l i m i n a t e d  if rep laced  w i t h  new veh i c l es .  



Some vehicles a r e  unsafe and unreliable - In addit ion t o  being expensive 

t o  operate,  the  poor condition of some DOC vehicles make then unsafe and 

unreliable.  Some DOC vehicles have been involvea in accidents because of 

t h e i r  poor condition. 

0 On illay 12, 1984, a CSO on perimeter patrol a t  ASPC-Florence l o s t  
consciousness while driving a 1982 Plymouth. The dr iver  was 
apparently overcome by carbon monoxide fumes and passed out. The 
vehicle d r i f t ed  t o  the edge of the  canal and was suspended on the  
bank. 

On Decenrber 26, 1985, a t  ASPC-Tucson, a 1978 Chevrolet C-10 
pickup's l e f t  door hinge f a i l ed ,  causing the door t o  open 
abruptly while the vehicle was i n  motion. The dr iver  f e l l  out  of 
the vehicle. The veh ic le ' s  t h r o t t l e  stuck,  and the truck 
continued i n  motion unt i l  i t  struck a building. The dr iver  
sustained minor i n ju r i e s  t o  h i s  l e f t  arm. 

o On A u g u s t  2, 1984, a 1464 GPIC bus transport ing 12 inmates to  
Southern Arizona Correctional Release Center was involved i n  an 
accident when the a i r  brakes and emergency hand brake fa i l ed .  
The bus  h i t  the rear  of a vehicle stopped in t r a f f i c .  The 
vehicle had two passengers. The 12 inmates and two correctional  
service o f f i c e r s  (CSO) were not in jured,  however, a passenger i n  
the other vehicle complained of severe neck pain and sued the 
State.  The Department of Pub1 i c  Safety (DPS) invest igat ing 
o f f i c e r  concl uded t h a t  brake f a i l  ure caused the  accident. 

Besides these accidents,  we iden t i f i ed  mechanical problems t h a t  coul d 

jeopardize DOC empl oyees, inmates and the general pub1 i c  safe ty .  We 

requested the ADOT sa fe ty  team to conduct an inspection of t ranspor t  

vehicles based a t  ASPC-Phoenix." i n  addit ion,  we surveyed CSOs who drive 

DOC vehicles for  secur i ty  and inmate t ranspor ta t ion purposes t o  iden t i fy  

vehicle incidents t h a t  could have resul teu i n  injury o r  damage. CSOs and 

the ADOT sa fe ty  team iden t i f i ed  several problems. 

0 A 1962 35-passenger G ~ I C  b u s  usecl f o r  inmate transportat ion a t  
ASPC-Phoenix-Alhambra has severe aamage t o  the  main frame a t  the  
rear  of the bus which supports the engine, transmission and drive 
shaf t .  This bus  i s  i n  such poor condition t h a t  a local bus  
r epa i r  service  refused t o  repa i r  t h i s  vehicle and recofimended 

* The ADGT safe ty  team conducts inspections on l a rge  vehicles t ravel ing 
through the Sta te .  The Office of the  Auditor General asked the  sa fe ty  
team to  inspect  the ASPC-Phoenix t ranspor t  f l e e t .  



t h a t  i t  be scrapped. Despi te  t h e  f a c t  t h a t  t he  bus r e p a i r  
s e r v i c e  re fused  t o  r e p a i r  t h e  v e h i c l e  because o f  concerns t h a t  i t  
would s t i l l  be unsafe, DOC i s  hav ing  the  bus r e p a i r e d  by another 
1  oca l  bus mechanic. 

A  1964 39-passenger GNC bus used f o r  inmate t r a n s p o r t a t i o n  was 
found t o  have severe main frame damage when inspec ted  by t h e  ADOT 
sa fe ty  team t h e  day a f t e r  i t  re tu rned  from a  t r a n s p o r t  
assignment. The s a f e t y  team recommended t h a t  t h i s  bus be 
thorough ly  inspec ted  and r e p a i r e d  by q u a l i f i e d  bus mechanics 
b e f o r e  i t  i s  taken o u t  on t h e  road. I n  a d d i t i o n ,  t h i s  bus was 
i d e n t i f i e d  by  CSOs as hav ing  a  h i s t o r y  o f  s t ee r i ng ,  brake, c l u t c h  
and e l e c t r i c a l  p rob l  ems. Because o f  t h e  e l e c t r i c a l  systern 
mal funct ions,  CSOs have re fused  t o  d r i v e  t h e  veh ic le ,  f e a r i n g  
t h a t  i t  m i g h t  ca tch  f i r e .  

e A 1979 Chevro le t  van used f o r  inmate t r a n s p o r t a t i o n  a t  
ASPC-Phoenix-Alhambra had major  w i r i n g ,  power s t e e r i n g  and brake 
problems. Due t o  t he  v e h i c l e ' s  poor  c o n d i t i o n ,  t he  ADOT sa fe t y  
team recommended t h a t  t h i s  v e h i c l  e  be compl e t e l y  r e p a i r e d  before 
l e a v i n g  t h e  Motor Pool. 

e A 1972 Dodge bus used f o r  inmate t r a n s p o r t  a t  ASP-Ft. Grant  has 
jumped o u t  o f  gear a t  l e a s t  f i v e  t imes s i nce  November 1985. I n  
one instance,  t h e  bus was t r a v e l i n g  on a  mountain highway and the 
d r i v e r  coasted downh i l l  f o r  about  one-ha l f  m i l e  be fo re  the  
t ransc l i ss ion  was reengaged. The d r i v e r  be1 ieved  he woul d have 
had a  d i f f i c u l t  t ime  avo id i ng  an a c c i d e n t  if another v e h i c l e  ttad 
been i n  f r o n t  o f  t h e  bus. 

Veh i c l e  ma1 func t i ons  c o u l d  p lace  t he  S ta te  i n  a  p o s i t i o n  o f  be ing  l i a b l e  

f o r  i n j u r i e s .  For example, i n  1982 two buses t r a n s p o r t i n g  inmates from 

ASP-Safford t o  ASPC-Florence were a lmos t  i n v o l v e d  i n  a  c o l l  i s i o n  when the  

l i g h t s  went o u t  i n  t h e  l e a d  bus. The d r i v e r  o f  t h e  second bus had t o  s top  

suddenly t o  a v o i d  a c o l l i s i o n .  F i v e  inmates c la imed t o  be i n j u r e d  i n  the  

i n c i d e n t  and have sued t h e  s ta te .  

DOC Lacks An Adequate 
Maintenance Proqram 

A1 though many DOC veh i c l es  r e q u i r e  exter is ive maintenance, DClC has n o t  

imp1 emented a  s u f f i c i e n t  f l e e t  maintenance program. DOC has n o t  

es tab l  i shea s tandard ized p reven t i ve  maintenance r e q u i  renients f o r  t h e  

i n s t i t u t i o n s .  I n  a d d i t i o n ,  a1 1  b u t  one DOC i n s t i t u t i o n  1  ack necessary 

i n f o r m a t i o n  t o  eva l  ua te  v e h i c l  e  performance. 



Lack o f  complete p reven t i ve  maintenance program - DOC has n o t  e s t a b l i s h e d  

s tandard ized  v e h i c l e  maintenance requirements f o r  t he  i n s t i t u t i o n s .  

Because no c e n t r a l  po l  i c y  on v e h i c l  e maintenance e x i s t s ,  t he  i n s t i t u t i o n s  

a re  a l lowed t o  determine maintenance standards. As a r e s u l t ,  t h r e e  DOC 

i n s t i t u t i o n s  have n o t  imp1 emented p reven t i ve  maintenance programs and 

t h r e e  o n l y  e s t a b l i s h e d  p reven t i ve  maintenance programs d u r i n g  t he  course 

o f  our  a u d i t .  I n  con t ras t ,  some Ar izona S ta te  agencies and o t h e r  

c o r r e c t i o n s  agencies ' have es tab l  i shed  comprehensive p reven t i ve  

maintenance standards. 

P reven t i ve  maintenance i s  an impo r tan t  p a r t  o f  a maintenance program, I t  

i n v o l v e s  p l ann ing  f o r  r egu l  a r l y  scheduled inspec t ions ,  maintenance and 

adjustments o f  equipment t o  i d e n t i f y  and c o r r e c t  p rob l  enis e a r l y .  The 

p reven t i ve  maintenance i n s p e c t i o n  i s  t y p i c a l  l y  s p e c i f i e d  on a check l  i s t .  

P reven t i ve  maintenance checkl  i s t s  a r e  necessary a t  DOC f o r  two reasons. 

1 )  They document t h e  maintenance conducted on a veh i c l e ;  and 2 )  They 

ensure c o n t i n u i t y  i n  t h e  maintenance performed. Inmates do t h e  m a j o r i t y  

o f  maintenance, and t hey  a r e  f r e q u e n t l y  moved t o  d i f f e r e n t  i n s t i t u t i o n s  o r  

d ischarged from DOC. Preven t i ve  maintenance i n c l  udes, b u t  i s  n o t  1 i n i  t e a  

to ,  r o u t i n e l y  changing o i l  and 1 ub r i can t s ,  i n s p e c t i n g  t i r e s ,  and 

s e r v i c i n g  brakes and t ransmiss ions.  Th is  i n s p e c t i o n  and irraintenance i s  

designed t o  f o r e s t a l l  t h e  need f o r  major r e p a i r  o r  replacement, and t o  

ensure t h a t  v e h i c l e s  remain operable and e f f i c i e n t .  

DOC has n o t  es tab l  i shed  Departmental v e h i c l e  p reven t i ve  maintenance 

p o l  i c i e s  t o  ensure t h a t  t he  i n s t i t u t i o n s  adequate ly  ma in ta i n  veh ic les .  

A1 though DOC Central  O f f i c e  o f f i c i a l s  d r a f t e d  v e h i c l e  p reven t i ve  

maintenance po l  i c i e s  i n  e a r l y  1985, these po l  i c i e s  were n o t  iniplementea 

due t o  o rgan i za t i ona l  changes i n  Cent ra l  Off ice.  Whi le t h e  d r a f t  po l  i c i e s  

were very  general  and d i d  n o t  s p e c i f y  when p r e v e n t i v e  maintenance shou ld  

be completed, they  i d e n t i f i e d  t h e  need f o r  a ~epa r t r nen ta l  v e h i c l e  

maintenance program. 

Because Cent ra l  Off ice does n o t  r e q u i r e  t he  i n s t i t u t i o n s  t o  meet 

p reven t i ve  maintenance standards, t he  adequacy of  v e h i c l e  maintenance 



programs v a r i e s  among DOC i n s  ti t u t i o n s .  Only two i n s  ti t u t i o n s  conduct 

complete programs f o r  s e r v i c i n g  t h e i r  v e h i c l e s  on a regu l  a r  bas i s .  

e ASPC-Tucson and ASP-Safford have compl e t e  p reven t i ve  maintenance 
programs. Each i n s t i t u t i o n  conducts p reven t i ve  maintenance every 
3,000 m i l e s  and uses p reven t i ve  maintenance s e r v i c i n g  c h e c k l i s t s .  

Other DOC i n s t i t u t i o n s  have no program a t  a l l  o r  have es tab l i shed  

p r e v e n t i v e  maintenance programs o n l y  r e c e n t l y .  

ASPC-Fl orence (DOC'S 1 a r g e s t  i n s t i t u t i o n  which has 126 v e h i c l e s )  , 
Adobe Flountain and Cata l  i na Mountain Juveni  1 e I n s t i t u t i o n s  do n o t  
have any form o f  scheduled v e h i c l e  maintenance. These t h r e e  
i n s t i t u t i o n s  r e p a i r  v e h i c l e s  o n l y  when they  break down. 

a ASPC-Perryvil 1 e, ASPC-Phoenix and ASP-Ft. Grant  a1 1 es tab l  i shed  
p reven t i ve  maintenance programs i n  December 1985. Dur ing the  
i n i t i a l  phase o f  t h e  a u d i t  none o f  these i n s t i t u t i o n s  had 
p reven t i ve  maintenance prog rams. Because the  programs were o n l y  
r e c e n t l y  es tab l i shed ,  we were unable t o  f u l l y  eva lua te  them. 
However, t h e  ASPC-Perryvi l le program may n o t  be adequate ly  furiaed 
s ince  t he  program has been suspended t w i c e  s ince  i t s  i ncep t i on .  
S i m i l a r l y ,  ASPC-Phoenix has n o t  been ab le  t o  n ~ e e t  i t s  p reven t i ve  
maintenance schedule due t o  inadequate funds and s t a f f .  F i na l  l y ,  
b o t h  ASP-Ft. Grant  and ASPC-Phoenix' s programs 1 ack p reven t i ve  
maintenance check1 i s t s  t o  guide and document t he  i n s p e c t i o n  and 
repa i  r s .  

I n  c o n t r a s t  t o  most DOC i n s t i t u t i o n s ,  o t h e r  agencies have es tab l  i s i i ea  

po l  i c i e s  t h a t  s p e c i f y  p reven t i ve  maintenance standards t h e i r  d i v i s i o n s  

must  meet. DOA and ADOT have cornpl e te  p reven t i ve  maintenance programs, as 

do severa l  o t h e r  c o r r e c t i o n s  systems. These comprehensive p reven t i ve  

maintenance programs a r e  c a r r i e d  o u t  when veh i c l es  accumulate a speci f i c  

number o f  m i l e s  o r  a c e r t a i n  t ime  p e r i o d  elapses, as shown i n  Table 4. I n  

a d d i t i o n ,  c o r r e c t i o n s  agencies shown i n  Table 4 have more s t r i n g e n t  

p reven t i ve  maintenance standards than Ar izona S ta te  agencies, which lnay 

r e f l e c t  t h e i r  need t o  have r e l i a b l e  v e h i c l e s  a t  a l l  t imes. 



TABLE 4  

COMPARISON OF PREVENTIVE MAINTENANCE PROGRAMS 

DOA Motor Pool 
ADOT 
F l o r i d a  Dept. of Cor rec t ions  
Federal  P r i son  System 

Preven t i ve  Maintenance Schedul e  

Every f o u r  months o r  4,000 m i l e s  
Every t h r e e  rrionths o r  3,000 m i l e s  
Every two months o r  2,500 m i l e s  
Every two months o r  2,000 m i l e s  

Source: Compiled by A u d i t o r  General s t a f f  f rom i n f o r m a t i o n  ob ta ined  from 
o the r  s t a t e  and c o r r e c t i o n s  agencies ' p reven t i ve  maintenance 
programs 

DOC coul  d  decrease cos t s  by imp1 ernen t i n g  an e f f e c t i v e  preven ti ve 

maintenance program a t  a1 1  i n s t i t u t i o n s .  For exampl e, ASPC-Fl orence 

rep laced  t h e  engines on two r e l a t i v e l y  new v e h i c l e s  - a  1981 p ickup w i t h  

o n l y  63,000 m i l e s  and a  1983 p ickup  w i t h  o n l y  45,000 mi les.  These two 

v e h i c l e s '  r e p a i r  h i s t o r i e s  show no evidence o f  r e g u l a r  maintenance. 

According t o  DOA's and ARCOR's f l e e t  managers, t h e  need f o r  these major  

r e p a i r s  may be a t t r i b u t e d  t o  t h e  l a c k  o f  p r e v e n t i v e  maintenance. 

Inadequate i n f o r m a t i o n  t o  eva lua te  v e h i c l e  performance - Iylost DOC 

i n s t i t u t i o n s  1  ack i n f o r m a t i o n  necessary t o  eva lua te  i n d i v i d u a l  v e h i c l e  

performance. A1 though v e h i c l  e  h i s t o r i e s  a re  e s s e n t i a l  t o  sound f l  e e t  

management, most DOC f a c i l i t i e s  do n o t  ma in ta i n  adequate records t o  

eva lua te  v e h i c l e  performance. I n  c o n t r a s t ,  o t h e r  c o r r e c t i o n s  agencies ana 
some Ar izona S ta te  agencies ma in ta i n  comprehensive v e h i c l e  h i s t o r i e s .  

Sound f l e e t  manasenent r e q u i r e s  t h a t  d e t a i l e d  i n f o r m a t i o n  be ma in ta ined  on 

every v e h i c l e  i n  a  f l e e t .  Necessary i n fo rma t i on  inc ludes  each v e h i c l e ' s  

maintenance h i s t o r y  wi l ich t r a c k s  a1 1  r e p a i r s  made on t h a t  veh i c l e .  Repair  

h i s t o r i e s  a l s o  serve as a  c o n t r o l  f o r  v e h i c l e  r e p a i r s  and a s s i s t  i n  

p r o j e c t i n g  f u t u r e  r e p a i r s  and expenses. I n  add i t i on ,  f u e l  and o i l  

consumption needs t o  be moni tored f o r  c a l c u l a t i o n  o f  a  v e h i c l e ' s  ope ra t i ng  

c o s t s  t o  determine whether each v e n i c l  e i s  c p e r a t i n g  e f f i c i e n t l y .  



. Another b e n e f i t  o f  maintenance h i s t o r i e s  i s  t h a t  they a s s i s t  managers i n  

c o n t r o l l i n g  v e h i c l e  maintenance funds. DOC and DPS are c u r r e n t l y  

i n v e s t i g a t i n g  the  poss ib le  misuse o f  v e h i c l e  maintenance funds by an 

ASPC-Perryvil l  e  empl oyee i n  1984. This  misuse o f  v e h i c l e  maintenance 

funds may have been avoided i f  v e h i c l e  h i s t o r i e s  were maintained, because 

v e h i c l e  h i s t o r i e s  e s t a b l i s h  an a u d i t  t r a i l  t h a t  i d e n t i f i e s  a l l  r e p a i r  

costs.  

A1 though v e h i c l e  h i s t o r i e s  have several  bene f i t s ,  most DOC i n s t i t u t i o n s  

have n o t  mainta ined s u f f i c i e n t  records  t o  eva lua te  f l e e t  performance. 

Two i n s t i t u t i o n s ,  AM1 and CrUI, do n o t  keep v e h i c l e  maintenance 
h i s t o r i e s .  

e Several i n s t i t u t i o n s  ' veh i c le  h i s t o r i e s  are incompl ete. 
ASPC-Phoenix, ASP-Ft. Grant, ASP-Safford, ASPC-Florence and 
ASPC-Perryvil l  e  keep r e p a i r  h i s t o r i e s .  However, the  records do 
n o t  i nc lude  a l l  cos ts  associated w i t h  r e p a i r s  and fuel  
consumption. I n  add i t i on ,  mi leage a t  several  o f  these 
i n s t i t u t i o n s  i s  n o t  c o n s i s t e n t l y  recorded. 

I n  c o n t r a s t  t o  most DOC i n s t i t u t i o n s ,  ASPC-Tucson keeps conlpl e te veh i c le  

h i s t o r i e s  and t racks  monthly gas consumption and mileage. This  

i n s t i t u t i o n ' s  method o f  reco rd ing  veh i c le  opera t ing  cos ts  and m i  1 ease 

cou ld  be used by o the r  DOC i n s t i t u t i o n s .  ASPC-Tucson, however, needs t o  

summarize m i  1  eage f o r  each v e h i c l e  and eval uate veh i c le  performance ity 

c a l  cu l  a t i  ng ope ra t i ng  cos ts  per  m i l  e. 

Other co r rec t i ons  agencies and Arizona State agencies a l s o  keep d e t a i l e d  

v c h i c l  e h i  s t o r i e s .  The I 1  1  i n o i s  Department of  Correct ions,  the Federal 

P r i son  System (FPS), DOA Motor Pool and DPS keep txaintenance h i s t o r i e s  

w i t h  the  f o l l o w i n g  in fo rmat ion .  

e Vehic le mileage when serv iced  
Date o f  each se rv i ce  

e Type o f  se rv i ce  performed 
e Monthly and year-end mileage records 
e Ca lcu la t i on  o f  v e h i c l e  m i l e s  per  ga l l on  
e Monthly and year-end fue l  consumption r e p o r t s  



I n  a d d i t i o n  t o  keeping v e h i c l e  h i s t o r i e s ,  t he  agencies eva lua te  f l e e t  

performance. FPS and DPS have implemented an automated system t h a t  

compi les v e h i c l e  c o s t  da ta  t o  determine t h e  o p e r a t i n g  c o s t  p e r  v e h i c l e  and 

f o r  t h e  t o t a l  f l e e t . *  DOA Motor Pool summarizes v e h i c l e  maintenance, 

mi leage and f u e l  consumption expendi t u r e s  monthly.  As a r e s u l  t, month ly  

ope ra t i ng  expenses a re  c a l  c u l  a t e d  on i n d i v i d u a l  v e h i c l e s  and t h e  e n t i  r e  

f l e e t .  Th i s  i n f o r m a t i o n  i s  used t o  i d e n t i f y  problem v e h i c l e s  t h a t  may 

need t o  be replaced. 

Veh i c l e  Maintenance I s  Hindered By 
Inadequate Maintenance F a c i l i t i e s  

DOC'S a b i l i t y  t o  per form v e h i c l e  maintenance i s  h indered  by inadequate 

maintenance f a c i l  i t i e s .  Several  DOC v e h i c l e  maintenance f a c i  1 i t i e s  a re  

inadequate t o  per form p reven t i ve  maintenance and o t h e r  r epa i r s .  

Inspec t ions  o f  DOC maintenance f a c i l  i t i e s  revea l  ed  severa l  d e f i c i e n c i e s .  

The maintenance garage a t  ASPC-Florence i s  inadequate. The 
f a c i l i t y  i s  inadequate ly  equipped because i t  has o n l y  two se t s  o f  
hand t o o l s  f o r  seven mechanics. The body shop cannot De used due 
t o  inadequate v e n t i l a t i o n .  The garage has a low c learance  which 
makes i t  imposs ib le  f o r  l a r g e  v e h i c l e s  t o  be ma in ta ined  indoors.  
I n  a d d i t i o n ,  ASPC-Florence does n o t  have a l i f t  f o r  v e h i c l e  
r e p a i r s .  

The maintenance f a c i l  i ty a t  ASPC-Phoenix-A1 hambra was inspec ted  
by t h e  ADOT s a f e t y  team and found t o  be inadequate. The f a c i l i t y  
i s  n o t  adequately equipped because i t  has t o o  few hana t o o l s  f o r  
t h e  inmate mechanics and no bus p i t  f o r  p reven t i ve  maintenance 
and r e p a i r .  The f a c i l i t y  i s  housed i n  an o l d  t i n  shed. The shed 
has f o u r  s t a l l s  ( two paved, two g rave l  ) where v e h i c l e s  a r e  
ma in ta ined  and repa i red .  The f a c i l  i t y  i s  a1 so overcrowded and 
has i n s u f f i c i e n t  t o o l s  and p a r t s  s torage.  Accord ing t o  t h e  
maintenance superv iso r ,  s t a f f  make approx imate ly  t e n  t r i p s  pe r  
day t o  t h e  au to  p a r t s  s to re .  

e The maintenance f a c i l i t y  a t  ASPC-Perryv i l le  i s  f u l l y  exposed t o  
t h e  outdoors.  There i s  i n s u f f i c i e n t  overhead cover  f o r  t h e  f o u r  
mechanic bays. As a r e s u l t ,  w i t h  excess ive heat ,  b l ow ing  dus t  o r  
r a i n ,  maintenance ope ra t i ons  s t o p  because t h e  mechanics a re  n o t  
p ro tec ted .  DOC requested $695,000 f o r  f i s c a l  y e a r  1986-87 t o  
b u i l d  a maintenance f a c i l i t y ,  however, t h i s  p r o j e c t  was n o t  
funded. 

* The FPS automated system runs  Cin a microcomputer. To ta l  approxir i late 
c o s t  f o r  the  software and hardware i s  $8,500. The so f tware  may a l s o  
be used f o r  i nven to ry  management. 



0 C N I  ' s  hand t o o l s  needed f o r  p r e v e n t i v e  riraintenance and major  
r e 2 a i r s  a r e  o l d  and worn-out. 

DOC needs t o  upgrade e x i s t i n g  maintenance f a c i l  i t i e s  and equipment. The 

maintenance garage areas and mechanic bays need t o  be enclosed, paved and 

have s u f f i c i e n t  drainage. I n  a d d i t i o n ,  p roper  shop equipment and t o o l  s 

a re  necessary f o r  mechanics t o  e f f i c i e n t l y  c a r r y  o u t  maintenance. The 

ADOT s a f e t y  team r e p o r t  on t h e  ASPC-Phoenix Motor Pool c i t e a  t h a t  

unenclosed and unpaved work areas can decrease p r o d u c t i v i t y  and c r e a t e  

sa fe ty  hazards. bloreover, t h e  sa fe ty  team s t a t e d  t h a t  p roper  equipment, 

such as bus ramps, shou ld  be i n s t a l  l e d  so r e p a i r s  can be  completed e a s i l y  

and s a f e l y .  

Orle p o s s i b l e  way t o  upgrade t h e  f a c i l i t i e s  may be f o r  DOC t o  e s t a b l i s h  

r eg iona l  maintenance f a c i l i t i e s  f o r  ma jo r  r epa i r s .  I n  June 1985, DOC 

Bureau o f  Management and Budget s t u d i e d  t h e  f e a s i b i l i t y  o f  a r eg iona l  

motor pool  i n  t h e  Phoenix area. Th i s  s tudy  recommended e s t a b l i s h i n g  a 

c e n t r a l  i z e d  motor  pool  a t  ASPC-Perryvi l  l e y  however, t h e  recommendations 

had n o t  been implemented as o f  June 1986. I n  May 1986, t h e  Bureau o f  

Management and Budget f u r t h e r  s t u d i e d  r e g i o n a l  i z i n g  v e h i c l e  maintenance 

f a c i l  i t i e s .  Th i s  s tudy  recommended e s t a b l  i s h i  ng a r eg iona l  maintenance 

f a c i l  i t y  a t  ASPC-Tucson f o r  Ci4I1, t h e  Southern Ar izona Co r rec t i ona i  

Release Center and ASPC-Tucson. The r e p o r t  a l s o  i n d i c a t e d  t h a t  a d d i t i o n a l  

equipment w i l l  be necessary t o  imp1 ement t h e  recornmendation. 

Veh ic l  e Llaintenance I s  Compl i c a t e d  
By Tile Purchase O f  01 6 V e i ~ i c l e s  

V e h i c l e  maintenance i s  h indered  by DOC'S purchases o f  07 d v e t ~ i c l  t-S. 

I n s t i t u t i o n s  purchase many used v e h i c l e s  b u t  t ake  few o u t  o f  se r v i ce .  I n  

a d d i t i o n ,  DCC has n o t  e s t a b l  i snea  rep1 acernent s tanaaras f o r  01 d veh i c l es .  

Purchase o f  used v e h i c l e s  - DOC i n s t i t u t i o n s  purchase many used v e h i c l e s  

w h i l e  r e t i r i n g  few. I n  IS85 DOC added 111 new and 61 used vekticles t o  i t s  

f l e e t ,  w h i l e  r e t i r i n g  o n l y  18. DOC o f t e n  purchases v e h i c l e s  t h a t  a r e  f i v e  

t o  t e n  y e a r s  o l d ,  and c o s t  f rom $100 f o r  a c a r  t o  $70,000 f o r  a bus. 

Approx imate ly  50 percen t  o f  DOC'S v e h i c l e s  fo r  which i n f o rma t i cn  i s  



avai  1  ab le  were purchased used. * For  example, DOC purchased approx imate ly  

37 used v e h i c l e s  i n  t he  f i r s t  ha1 f o f  f i s c a l  y e a r  1985-86. Many of  t h e  

used veh i c l es  p r e v i o u s l y  belonged t o  o t h e r  S ta te  agencies and were 

purchased from DOA-Finance D i v i s i o n ' s  Surp lus P rope r t y  Section.** 

Al though DOC acqu i res  used v e h i c l e s  a t  a  low purchase p r i c e ,  some o f  t h e  

v e h i c l e s  have exceeded t h e i r  use fu l  1  i v e s  and may n o t  be s a f e  o r  

re1 i a b l  e. Some DOC employees f e e l  t h a t  purchas ing and r e f u r b i s h i n g  usea 

v e h i c l e s  i s  more c o s t  e f f e c t i v e  than purchas ing new veh ic les .  Because t h e  

Department has n o t  ma in ta ined  complete r e p a i r  records,  we were unable t o  

f u l l y  eva lua te  t he  c o s t s  and b e n e f i t s  o f  these two a1 t e rna t i ves .  However, 

a v a i l a b l e  da ta  suggest t h a t  i t  rnay be more expensive t o  opera te  used 

ve i l i c l es  than t o  purchase and operate new ones. DOA's f l e e t  manager and a  

f l e e t  management p u b l i c a t i o n  i n d i c a t e  t h a t  t ne  h i g h e r  f u e l  economy o f  

newer veh i c l es  can p rov ide  s u b s t a n t i a l  sav ings over  t h e  use o f  l e s s  

e f f i c i e n t  o l d e r  ven ic les .  Fuel c o s t  makes up 5.6 cen ts  o f  t he  7.6 cen ts  

pe r  m i l e  average ope ra t i ng  c o s t  r e p o r t e d  by t he  Nat iona l  Assoc ia t i on  o f  

F l e e t  Adm in i s t r a to r s  f o r  cars .  

The f u e l  c o s t  d i f f e r e n c e s  and t he  inc reased  number o f  r e p a i r s  r e q u i r e d  oy 

o l d e r  v e h i c l e s  can r e s u i  t i n  s i g n i f i c a n t  o p e r a t i n g  costs .  For  example, i n  

f i s c a l  yea r  1584-85, v e n i c l  e  ope ra t i ng  cos t s  f o r  ASPC-Fl orence were 

approx imate ly  $304,738. Th i  s  exceeds t h e  c r i t e r i o n  vehi  c1 e ope ra t i ng  c o s t  

by  $151,938. Fur ther ,  as no ted  i n  p rev ious  examples, many ven i c l es  zay 

s t i l l  n o t  be sa fe  o r  r e l i a b l e  even a f t e r  ex tens i ve  r e p a i r s .  Sa fe ty  ancl 

r e l i a b i l i t y  pose r e a l  b u t  hidden cos t s  t o  be cons idered rillen  isi ins o l d  

veh ic les .  

* DOC'S c u r r e n t  i n v e n t o r y  dces n o t  i n c l u d e  information on c o n a i t i ~ n  cf 
v e h i c l  es when purchased. The most r e c e n t  i n f o rma t i on  on purchase 
c o n d i t i o n  i s  a v a i l a b l e  on a 1985 i nven to ry .  394 o f  D O C ' S  628 ve i l i c l es  
l i s t e d  on t h e  1985 i n v e n t o r y  d i d  n o t  have c o n d i t i o n  o r  aa te  o f  
p ~ r c h a s e  completed. Therefore,  t h e  e x a c t  nurnDer o f  ve t r i c les  purc i~dsed  
used cannot be determined. 

** Fu r the r ,  a f oo tno te  t o  t i l e  lY8b-67 app rop r i a t i ons  a c t  d i r e c t s  t he  
Department o f  Pub l i c  Sa fe ty  t o  make a v a i l a b l e  t o  DOC, a t  no cos t ,  
veh i c l es  t h a t  waul a  o therw ise  be auct ioned. 



Lack of vehicle replacement program - DOC has not established vehicle 

replacement guide1 ines  t o  r e t i r e  old vehicles t h a t  perform poorly and are  

cos t ly  t o  operate. Almost one-third of the  i n s t i t u t i ona l  vehicles a r e  ten 

years  old or older. In addi t ion,  more than 40 percent of the f l e e t  have 

more than 100,000 miles. The age and high mileage of DOC vehicles 

combined w i t h  the  Department's high operating cos t s  indicate t h a t  the 

Department may need t o  replace many of i t s  vehicles. ARCOR's f l e e t  

manager, who has 26 years  of f l e e t  management experience including 16 

years  w i t h  a major moving and storage company, s t a ted  t h a t  when a vehicle 

has more than 80,000 miles and i t s  operating cos t s  exceed 16 cents  per 

mile, the  vehicle warrants repl acement. DCA Clotor Pool ' s f l  e e t  manager 

uses 10 cents per mile as  c r i t e r i a ,  and then reviews the veh ic le ' s  age, 

mileage and repa i r  history t o  determine whether i t  should be replaced. 

D O C ,  however, has not  es tabl ished po l ic ies  specifying t h a t  a vehicle be 

repl aced when i t  reaches a ce r ta in  age, mileage or when i t  i s  too cost ly  

t o  operate. 

In con t ras t  to  D O C ,  other corrections agencies, DPS and ADOT have 

es tabl  ished c r i t e r i a  regarding vehicl e repl acement. 

e 111 in0is  Depariment of Corrections replaces ca r s  and vans ihen 
they have been driven 50,000 miles. Trucks are  replaced a t  
75,000 mi 1 es .  

e Federal Prison System replaces vehicles every f ive  years  or 
150,000 miles. 

DPS repl aces vehicles a f t e r  70,000 mi 1 es .  

o ADOT replaces cars a f t e r  90,000 miles or  f ive  years,  AGOT's 
pickups a r e  replaced a t  l('r0,000 miles arid any vehicle with a loaa 
capacity of more than one ton i s  replaced a f t e r  125,000 miles. 

Central Office needs to  es tab1 i sh Depar t~en ta l  vetlicl e repl acei;~ent 

pol ic ies  t o  ensure t h a t  only cos t  e f f i c i e n t  vehicles a re  in i t s  f l e e t .  

Although the to ta l  co s t  to  upgrade the Department's vehicles cannot be 

determined unt i l  DOC ' S  vehicle needs a r e  dccumented, the  Department coul d 

save approximately $443,370 in annual operating cos t s  with an upgraded, 

e f f i c i e n t  f l e e t .  



Some of D O C ' s  vehicle f l e e t  i s  i n  poor condition. The poor condition of 

D O C ' s  vehicles r e su l t s  i n  high vehicle operating costs .  DOC vehicles a re  

i n  poor condition par t ly  because the Department tras inadequate ri~aintenance 

programs and vehicle repai r  f a c i l i t i e s .  The lack of maintenance is  
par t i cu la r ly  c r i t i c a l  because many vehicl es a r e  01 d and beyond t h e i r  

useful 1 ives when acquired by DOC. 

RECOMMENDAT1 ONS 

1 . DOC should establ  ish a standardized Departmental program to  include: 

a. pol i c i e s  requiring preventive maintenance consis tent  w i t h  

standards used by other  agencies w i t h  la rge  vehicle f l e e t s ,  and 

b. pol i c i e s  specifying t h a t  i n s t i t u t i ons  compile information 

necessary t o  evaluate f l e e t  performance in terns  of vehicle co s t  

per mile. Consideration should be given t o  acquiring an automated 

system s imilar  t o  the microcomputer system used by the Federal 

Prison System t o  a s s i s t  the  i n s t i t u t i o n s  nitti this task. 

2. DOC should review and upgrade i t s  vehicle maintenance f a c i l i t i e s  by: 

a. obtaining s u f f i c i e n t  and proper vehicle repai r  equipment, 

b. i n s t a l l i ng  b u s  pits fo r  i n s t i t u t i ons  w i t h  buses, and 
c. paving garage areas and mechanic bays. 

3 .  Once DOC has establ  ished a preventive maintenance program and ii8proveu 

i t s  f a c i l i t i e s ,  the  Department should upgrade i t s  f l e e t  by: 

a.  es tabl ishing vehicle rep1 acement pol i c i e s ,  and 

b. purchasing newer vehicles. Funding fo r  new vehicles could corne, 

i n  pa r t ,  from savings in vehicle repa i r  budgets. 



FINDING I 1  

THE DEPARTMENT COULD SAVE BETWEEX $192,000 AND $328,000 A  YEAR BY 

CONTRACTING FOR MORE OF ITS  MAINTENANCE SUPPLIES 

By c o n t r a c t i n g  f o r  more of  i t s  maintenance supp l ies ,  t he  Department o f  

Cor rec t ions  (DOC c o u l d  save between $1 92,000 and $328,000 annua l l y .  

P o t e n t i a l  savings a r e  l o s t  because DOC c o n t r a c t s  f o r  o n l y  a  smal l  

percentage of  i t s  maintenance suppl i es .  DOC c o u l d  reduce unnecessary 

c o s t s  by  p l a c i n g  g r e a t e r  emphasis on c o n t r a c t i n g .  

DOC'S Purchasing Sec t i on  oversees a l l  Departmental l eas ing ,  b i d d i n g  and 

c o n t r a c t i n g  f o r  equipment and o p e r a t i n g  supp l ies .  A l though t h e  Sec t ion  i s  

r espons ib l e  f o r  ensu r i ng  t h a t  purchases a r e  made i n  accordance w i t h  t h e  

S t a t e ' s  Procurement Code, i n d i v i d u a l  i n s t i t u t i o n s  nave some autonomy. 

Only seven o f  t h e  12 i n s t i t u t i o n s  have buyers r e p o r t i n g  d i r e c t l y  t o  t h e  

Purchasing Sec t ion  manager. Purchases f o r  $2,500 o r  l e s s  can be made by  

these i n s t i t u t i o n s  w i t h o u t  t h e  Purchasing S e c t i o n ' s  approval .  Purchasing 

agents a t  i n s t i t u t i o n s  w i  t i l o u t  buyers r e p o r t  t o  t h e  f a c i l  i t i e s  ' bus iness 

managers. These i n s  ti t u t i o n s  a r e  1  i m i  t e d  t o  purchases under $1,000. 

DOC purchases ma jo r  commodit ies such as food and o f f i c e  supp l i es  tnrough 

S ta te  c o n t r a c t s  es tab l  i s h e d  by t h e  Department o f  Admin is t ra t ion .  For  

example, accord ing  t o  DOC, t h e  Department expenced approx imate ly  $76 

m i l l i o n  f o r  food  i n  f i s c a l  yea r  1984-85, most o f  which was on S ta te  

c o n t r a c t .  DOA does n o t  have s ta tew ide  c o n t r a c t s  f c r  niost maintenance 

suppl i es .  Consequently, we rev iewed maintenance suppl i e s  because i t  was 

determined t h a t  t h i s  area c o u l d  accrue t he  g r e a t e s t  savings through 

c o n t r a c t s  es tab l  i shed  by DOC. 

Inadequate Con t rac t i ng  
Resu l ts  I n  Higher  Costs 
For  Biaintenance S U P P ~  i e s  

The Department may be l o s i n g  between $192,000 and $328,000 y e a r l y  i n  

p o t e n t i a l  savings because i t  c o n t r a c t s  f o r  o n l y  t h i r t y  percen t  of  i t s  

r o u t i n e  maintenance supp l ies .  



Seventy pe rcen t  o f  maintenance supp l i es  n o t  on c o n t r a c t  - Only about  

o n e - t h i r d  of t h e  ~ e p a r t m e n t ' s  purchases f o r  maintenance supp l i es  a r e  on 

c o n t r a c t .  A1 though o b t a i n i n g  term c o n t r a c t s  f o r  maintenance suppl i e s  i s  

c o s t  e f f e c t i v e  and f e a s i b l e ,  DOC does n o t  t ake  f u l l  advantage o f  c o n t r a c t  

o p p o r t u n i t i e s .  

Obta in ing  term c o n t r a c t s  f o r  maintenance suppl i e s  i s  impo r tan t  because 

c o n t r a c t i n g  i s  c o s t  e f f e c t i v e .  A  term c o n t r a c t  i s  e s t a b l  i shed  through 

c o m p e t i t i v e  b i dd ing ,  and can be broken down i n t o  two main ca tegor ies .  

4 F i rm  f i x e d  c o n t r a c t s  i n c l u d e  d e t a i l e d  s p e c i f i c a t i o n s  f o r  a  
d e f i n i t e  q u a n t i t y  o f  goods over  a  d e f i n i t e  p e r i o d  o f  t ime. 
Because these c o n t r a c t s  spec i  fy a  d e f i n i t e  q u a n t i t y  , vendors w i  11 
g i v e  t h e i r  b e s t  p r i c e  quotes. However, s p e c i f i c  needs must be 
known i n  o rde r  t o  e s t a b l i s h  f i r m  f i x e d  con t rac t s .  

0 Requirements c o n t r a c t s  i n c l  ude spec i  f i c  o r  general  spec i  f i c a t i o n s  
f o r  an i n d e f i n i t e  q u a n t i t y  o f  goods over a  d e f i n i t e  p e r i o d  o f  
t ime. The more d e t a i l e d  t h e  s p e c i f i c a t i o n s  are, t h e  g r e a t e r  t h e  
l i k e l i h o o d  o f  g e t t i n g  vendors t o  s a t i s f y  a  u s e r ' s  needs. For  
exampl e, a general requi rements c o n t r a c t  f o r  automot ive suppl i e s  
krould i n c l  ude a  s p e c i f i c a t i o n  t o  f u r n i s h  m i s c e l l  aneous automot ive 
supp l i es  f o r  c a r s  and t rucks .  A  s p e c i f i c  requi rements c o n t r a c t  
would i n c l u d e  t h e  types o f  p a r t s  needed, such as hoses, b e l t s ,  
fi 1  te r s ,  ca rbure to rs ,  a1 t e rna to r s ,  e t c .  

Since a1 1  term c o n t r a c t s  i n v o l  ve q u a n t i t y  purchases, they  usual l y  r e s u l  t 

i n  s u b s t a n t i a l  savings. Purchasing a u t h o r i t i e s  w i t h i n  and  ou ts i de  the  

Department es t ima te  t h a t  between 15 and 25 percen t  can be saved on term 

c o n t r a c t  purchases.* I n  a d d i t i o n ,  i n  a  l i m i t e d  survey, vendors on 

c o n t r a c t  w i t h  DOC f o r  va r i ous  maintenance suppl i e s  quoted noncont rac t  

p r i c e s  t h a t  i n d i c a t e  D O C ' S  c o n t r a c t s  r e s u l t  i n  sav ings between 15 and 30 

percent .  

The m a j o r i t y  o f  DOC ' s  i n s  ti t u t i o n a l  maintenance suppl i e s  a r e  n o t  purchased 

on any S ta te  o r  DOC i n i t i a t e d  term con t rac t .  Maintenance supp l i es  

i n c l u d e  e l e c t r i c a l  , plumbing, p a i n t ,  1  u ~ b e r  and automot ive suppl i e s .  Only 

* Purchasing a u t h o r i t i e s  i n c l u d e  S ta te  Purchasing O f f i c e  o f f i c i a l s ,  a  
purchas ing e x p e r t  from a  S ta te  U n i v e r s i t y ,  a  n a t i o n a l l y  recognized 
procurement spec ia l  i s t ,  and f o u r  DOC purchas ing o f f i c i a l  s. 



23 percent,  approximately $439,000 o u t  o f  $1.9 m i l l i o n ,  o f  a l l  maintenance 

supply purchases were on c o n t r a c t  du r i ng  f i s c a l  yea r  1983-84, as shown i n  

F i  gure 1. * Dur ing f i s c a l  yea r  1984-85, on l y  29 percent ,  approximately 

$615,000 o u t  o f  $2.1 m i l l i o n ,  o f  D O C ' S  maintenance supp l i es  purchases were 

on con t rac t .  

FIGURE 1  

CONTRACT AND NONCONTRACT PURCHASES 
FISCAL YEARS 1583-84 AND 1984-85 

MAR 1083-84 FISCAL YEAR 1984-85 

CONTRACT NON-CONTRACT 

Source: Compil ed by Aud i to r  General S t a f f  u s i n g  maintenance expendi ture 
data from Arizona F inanc ia l  In fo rmat ion  System and c o n t r a c t  
i n fo rma t i on  prov ided by DOC purchasing agents 

DOC has a  low percentage o f  con t rac ted  purchases because few i n s t i t u t i o n s  

use term contracts .  A1 though purchasing agents from a1 1  i n s t i t u t i o n s  

agree t h a t  increased term c o n t r a c t i n g  would be b e n e f i c i a l ,  on l y  two 

* Expenditure f i g u r e s  are based on a rev iew o f  the  n ine  major DOC 
i n s t i t u t i o n s .  These expendi tures comprise the  m a j o r i t y  o f  maintenance 
expenditures. 
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i n s t i t u t i o n s  purchase a  s i g n i f i c a n t  amount o f  t h e i r  maintenance suppl i e s  

through requi rements con t rac t s .  * 

0 Both Ar izona  S t a t e  P r i s o n  Coniplex (AsPC)-Per ryv i l l e  and Ar izona 
S ta te  P r i son  (ASP)-Fort Grant  have requi rements c o n t r a c t s  f o r  
1  umber, p l  umbing, e l e c t r i c a l  and automot ive suppl i es .  
ASPC-Perryvil 1  e  has approx imate ly  57 pe rcen t  o f  i t s  maintenance 
suppl i e s  on term c o n t r a c t s  . 

0 ASPC-Tucson, ASPC-Doug1 as, ASP-Safford, Catal  i n a  Mountain 
J u v e n i l e  I n s t i t u t i o n  and Adobe Mountain J u v e n i l e  I n s t i t u t i o n  do 
n o t  have requi rements c o n t r a c t s  f o r  1  umber, p l  umbing, e l e c t r i c a l  
o r  automot ive supp l ies .  

0 ASPC-Fl orence and ASPC-Phoenix have r e q u i  rements c o n t r a c t s  f o r  
automot ive suppl i e s ;  however, n e i t h e r  have requirements c o n t r a c t s  
f o r  1  umber, p l  umbing o r  e l e c t r i c a l  suppl i e s .  

Dur ing  our  rev iew,  many cases were no ted  i n  which supply  purchases c o u l d  

have been made on a  term c o n t r a c t .  

0 Seven i n s t i t u t i o n s  purchased approx imate ly  $60,000 o f  supp l i es  
f rom t h e  same major  plumbing vendor d u r i n g  f i s c a l  y e a r  1984-85, 
w i t h o u t  t h e  b e n e f i t  o f  a  term con t rac t .  

0 Seven i n s t i t u t i o n s  purchased more than $50,000 o f  m i s c e l l  aneous 
b u i l d i n g  supp l i es  f rom one o f  t he  S t a t e ' s  major s u p p l i e r s  du r i ng  
f i s c a l  y e a r  1984-85, w i t h o u t  t h e  b e n e f i t  o f  a  term con t rac t .  

0 Seven i n s t i  t u t i o n s  purchased approx imate ly  $20,000 o f  
r e f r i g e r a t i o n  s u p p l i e s  f rom a  major  Ar i zona  vendor d u r i n g  f i s c a l  
y e a r  1984-85, w i t h o u t  t he  b e n e f i t  o f  a  term con t rac t .  

Savings l o s t  due t o  inadequate c o n t r a c t i n g  - DOC loses  p o t e n t i a l  sav ings 

because of  i n s u f f i c i e n t  te rm c o n t r a c t i n g  f o r  maintenance suppl ies .  The 

Counci l  o f  S t a t e  Governments conducted a  s tudy o f  purchas ing p r a c t i c e s  and 

found t h a t  seven States,  i n c l u d i n g  Cal i f o r n i a ,  Idaho, Okl ahoma, Nebraska 

and biontana, p l ace  90 pe rcen t  o r  more o f  a l  1  t n e i r  purcnases on t e r n  

con t rac t s .  Accord ing t o  a  consul t a n t  i n v o l v e d  i n  t h i s  study, e f f e c t i v e  

purchas ing agencies a t tempt  t o  es tab l  i s h  term c o n t r a c t s  f o r  i i iost 

* DOC ' s  Purchas i  ng Sec t ion  has secured an agency-wi de requ i  relnents 
c o n t r a c t  f o r  p a i n t  supp l ies .  



purchases. Other purchasing a u t h o r i t i e s ,  i n c l  ud ing the  Sta te  ' s Purchasing 

O f f i ce r ,  est imate t h a t  DOC cou ld  e s t a b l i s h  term con t rac t s  f o r  

approximately 90 percent  o f  i t s  maintenance suppl ies .  

Consequently, DOC cou ld  save between $1 92,000 and $328,000 annual l y  by 

c o n t r a c t i n g  f o r  most of  i t s  maintenance supply  purchases. A f t e r  deduct ing 

those purchases t h a t  a re  a l ready  on c o n t r a c t  o r  a re  n o t  amenable t o  term 

con t rac t i ng ,  we c a l c u l a t e d  the  e f f e c t s  o f  a 15 and 25 percent  savings on 

the  remaining purchases. For f i s c a l  yea r  1983-84, savings would have 

ranged from $192,000 t o  $319,000, as shown i n  Table 5. S i m i l a r l y ,  DOC 

cou ld  have saved between $197,000 and $328,000 du r i ng  f i s c a l  yea r  1984-85. 

TABLE 5 

POTENTIAL SAVINGS biITH ADEQUATE CONTRACTING 
FISCAL YEARS 1 983-84 AND 1 984-85 

Tota l  maintenance 
supply purchases 

Less purchases: 
Cu r ren t l y  on c o n t r a c t  

F i sca l  Year F i sca l  Year 
1 983 -84 1 984 -8 5 

Not amenabl 
con t r a c t s  71 yo 191 ,000 21 4,000 

P o t e n t i a l  con t rac t  
purchases $1,277,000 $1,312,000 

Savings a t  15 percent $ 191,550 $ 196,800 

Savings a t  25 percent  $ 319,250 $ 328,000 

) Purchases n o t  amenable t o  t e r n  c o n t r a c t i n g  i n c l  uae one- t ine 
purchases, spec ia l  o rder  items, such as r e p a i r  p a r t s  from an 
equipment's o r i g i n a l  manufacturer, and emergency r e p a i r  suppl  i es .  

Source: Compiled by % A u d i t o r  General s t a f f  w i t h  DOC maintenance expendi ture 
data from the  Arizona F inanc ia l  In fo rmat ion  Sys tern dnd vendor 
i n fo rma t i on  prov ided by DOC purchasing agents 



In addit ion t o  the  potential savings, increased use of term contracts  

could save time. For example, each time an i n s t i t u t i o n  purchases supplies 

cost ing between $500 and $1,000, three telephone quotes must be obtained 

from potential suppl iers. Likewise, three  writ ten quotes must be obtained 

fo r  purchases between $1,000 and $2,500. I f  more maintenance supplies 

were on term contracts ,  DOC Purchasing personnel estimate t h a t  this time 

consuming ac t i v i t y  would be s ign i f i can t ly  more e f f i c i en t .  One 

i n s t i t u t i o n ' s  buyer s t a t ed  t h a t  dai ly  work load could be reduced by as  

much as  15 percent w i t h  more term contracts .  

DOC a1 so coul d save additional monies by consol i da t i  ng physical pl a n t  

improvement project  purchases. DOC has received a to ta l  of $3.4 million 

since f i sca l  year 1983-84 fo r  physical pl an t  improvements.* These 

projects  a r e  overseen by the Department's Facil i t i e s  Maintenance, Pl anniny 

and Food Service Bureau. A1 though purchases for  some physical plant  

improvement projects  coul d be consol idated, current ly  they a re  not. For 

example, when building supplies a re  needed for  two separate projects  a t  

the same f a c i l i t y ,  the  supplies a re  purctiased through two firm fixed 

contracts  ra ther  than consolidated in to  one. Because savings are  greater  

when la rge  quan t i t i e s  of supplies a r e  procured in a s ingle  purchase, ljCC 

could obtain additional savings i f  purchases for  these projects  were 

coordinated when possible. 

DOC Heeds To Place Greater 
Emphasis On Contracting 

DOC'S 1 imi ted use of term contracts  fo r  purchasing n~aintenance suppl i e s  

r e su l t s  from a lack of emphasis on t h e i r  use. The Department's Purchasirlg 

Section does not compile information necessary to  establ -isti the nost  

beneficial term contracts .  Although a new purchasing information system 

being developed by the Department of Administration ( D O A )  will  ul t i na t e ly  

improve purchasing effect iveness ,  DOC should take some actions now. 

* Physical plant  inlprovenent projects  3re funded witti Land, Building, 
and Improvement ( L B & I )  funds. These projects  consis t  of major 
maintenance items and a re  overseen by DOC. All other DOC LMI 
projects  a r e  overseen by the Department of Administration. 



Impor tan t  i n f o r m a t i o n  i s  n o t  compi led - D O C ' S  Purcl iasing Sec t ion  does n o t  

d i r e c t  i n s t i t u t i o n s  t o  compi le  i n f o r m a t i o n  necessary t o  e s t a b l i s h  e i t h e r  

s p e c i f i c  requi rements c o n t r a c t s  o r  f i r m  f i x e d  c o n t r a c t s  which a r e  more 

b e n e f i c i a l  than general  requi rements con t rac t s .  The Purchasing Sec t ion  i s  

t he  Departmental u n i t  i n  charge o f  c o n t r a c t i n g  f o r  maintenance suppl i es .  

The Sect ion, therefore,  i s  r espons ib l e  f o r  seeking c o n t r a c t  

o p p o r t u n i t i e s .  The Sect ion, however, does n o t  c u r r e n t l y  survey 

i n s t i t u t i o n s  t o  determine what maintenance suppl i e s  each i n s t i t u t i o n  

uses. Est imated annual needs f o r  s p e c i f i c  supp l i es  l i k e  lumber c o u l d  be 

ob ta ined  through surveys o f  t h e  i n s t i t u t i o n s '  purchas ing agents. Such 

surveys would a1 1 ow t h e  Purchasing Sec t ion  t o  coord ina te  commodity 

requirements and e s t a b l  i s h  spec i  f i c  requi rements c o n t r a c t s  o r  f i r m  f i x e d  

c o n t r a c t s  f o r  t h e  i n s t i t u t i o n s '  maintenance needs. The more s p e c i f i c  t h e  

Department can be i n  s p e c i f y i n g  i t s  maintenance supply  requirements,  t h e  

more b e n e f i c i a l  t h e  term c o n t r a c t  w i l l  be. Wi thout  t h i s  i n f o rma t i on ,  t he  

Purchasing Sect ion 1 acks da ta  t o  eva lua te  purchas ing p a t t e r n s  and 

es tab l  i sh s p e c i f i c  requi rements c o n t r a c t s  o r  f i r m  f i x e d  con t rac t s .  

DOA's Purchasing O f f i c e  p e r i o d i c a l  l y  surveys agencies t o  determine 

q u a r t e r l y  and annual needs f o r  va r i ous  suppl i e s .  These surveys r e q u i r e  

agencies t o  es t ima te  annual needs f o r  i tems 1 i k e  food, v e h i c l e s  and 

medical suppl i es .  The S ta te  Purchasing O f f i c e  compi les t h i s  i n f o r m a t i o n  

and consol i dates agency purchases on s p e c i f i c  requi rements c o n t r a c t s  and 

f i r m  f i x e d  con t rac t s .  

Because t h e  S ta te  purchas ing o f f i c e  a1 ready conciucts surveys i n  o t h e r  

areas, DOC be1 ieves  t h a t  DOA shou ld  c o n t r a c t  f o r  maintenance slrppl i e s  as 

w e l l  .* According t o  a DOC spokesperson " I f  [ t h e  S t a t e  purchas ing o f f i c e ]  

awarded s ta tew ide  maintenance supply  con t rac t s ,  a l l  agencies c o u l d  

b e n e f i t . "  The S ta te  purchas ing o f f i c e r ,  however, d isagrees t h a t  i t  i s  h i s  

o f f i c e ' s  r e s p o n s i b i l i t y .  He s t a t e d  t h a t  because purchas ing i n  Ar izona i s  

more decen t ra l i zed  than i n  some o t h e r  s ta tes ,  Ar izona S ta te  agencies i ~ i u s t  

p l a y  a more a c t i v e  r o l e  i n  secur ing  term con t rac t s .  DOC has Cent ra l  

* Cu r ren t l y ,  approx in ia te ly  30 t o  46 perce f i t  o f  a l l  agency purctiases a re  

on S ta te  con t rac t .  S ta te  con t rac ted  maintenance suppl i e s  i n c l  ude o n l y  
a few i terns l i k e  1 i g h t  bu lbs,  c a r  b a t t e r i e s  and t i r e s .  



O f f i c e  and i n s t i t u t i o n a l  s t a f f  t o  meet t h i s  r e s p o n s i b i l i t y  and c o u l d  have 

reduced c o s t s  by u s i n g  i t s  purchas ing personnel t o  determine maintenance 

needs t o  c o n t r a c t  f o r  maintenance supp l ies .  

DOC shou ld  use automated system c u r r e n t l y  b e i n g  developed - The Department 

should inc rease  t h e  use o f  term c o n t r a c t s  f o r  maintenance supp l i es  t o  

a v o i d  unnecessary costs .  A new purchas ing i n f o r m a t i o n  system, c u r r e n t l y  

be ing  developed by DOA, w i l l  a l l  ow DOC t o  s u b s t a n t i a l l y  improve purchas ing 

ef fect iveness.  I n  t h e  i n t e r i m ,  DOC should r e q u i r e  a1 1 i n s t i t u t i o n s  t o  

es tab l  i s h  general  requi rements con t rac t s .  

An automated procurement system, c u r r e n t l y  b e i n g  devel oped by DOA ' s S ta te  

Purchasing O f f i ce ,  can improve DOC'S c o n t r a c t i n g  e f f ec t i veness .  The 

system i s  c a l l e d  Purchasing Autol l iat ion Network and Con t rac t i ng  

E f f ec t i veness  i n  Ar izona (PANACEA). Accord ing t o  a DOA o f f i c i a l ,  a 

p r imary  reason f o r  develop ing t h i s  system i s  so t he  S t a t e ' s  Purchasing 

O f f i c e  can inc rease  t he  amount purchased on S ta te  con t rac t .  Another 

o b j e c t i v e  o f  t h e  system, however, i s  t o  a l l o w  asencies t o  o b t a i n  more 

spec i  f i c  r equ i  remen t s  and f i r m  f i x e d  c o n t r a c t s  themselves. 

PANACEA w i l l  a1 low DOC t o  compi le  t h e  da ta  necessary t o  consol i d a t e  and 

coo rd ina te  maintenance supply  purchases. It w i l l  a1 1 ow DOC t o  mon i t o r  

maintenance sbpply  purchases i n  a v a r i e t y  o f  ways. For  example, t j i t h  

PANACEA DOC can determine: 1 )  what s p e c i f i c  s u p p l i e s  a re  b e i n g  purchased, 

2 )  h o ~ ~  muck each i t e m  costs ,  3 )  t h e  frequency o f  purchases, 4 )  t he  voluriie 

purchased, and 5 )  t he  vendors used f o r  each purchase. With t h i s  

in fo rmat ion ,  DOC c o u l d  maximize i t s  use o f  spec i  f i c  r e q u i  r e m e ~ t s  c o n t r a c t s  

and fi r m  f i x e d  c o n t r a c t s  t o  accrue s u b s t a n t i a l  sav ings annual ly .  

DOC should use PAldACEA when i t  comes on-1 ine .  DOA p lans  t o  beg in  t e s t i n g  

PANACEA i n  September 1986 and would 1 i k e  t o  i n c l u d e  DOC as a t e s t  agency. 

DOC o f f  i c i  a1 s, however, a r e  unsure whether the  computer hardware usea f o r  

t he  A d u l t  I n fo rma t i on  Management System i s  capable o f  hand l i ng  t h e  

p rocess ing  requi rements f o r  PANACEA. DOC, i n  con junc t i on  w i t h  DOA, needs 

t o  analyze i t s  needs and reques t  funding f o r  f i s c a l  yea r  1987-88 so i t  can 

f u l l y  u t i l i z e  PANACEA. 



In the interim, DOC should es tabl  ish general requirements contracts  fo r  

a1 1 ins t i tu t ions .  These contracts  resul t in signi  f i c a n t  savings and a re  

not d i f f i c u l t  t o  obtain. A sophist icated data base is  not necessary to 

i n i t i a t e  general requirements contracts .  Only general speci f ica t ions  a re  

necessary to  es tab l i sh  these contracts .  For example, ASP-Fort Grant has a 

general term contract  for  automotive suppl ies .  The speci f i ca t ions  fo r  

t h i s  contract  a r e  very basic. 

Vendors wil l  be required to  furnish miscellaneous 
replacement supplies and par ts  fo r  the following type 
of equipment; [ s i c ]  automobiles, trucks, buses, 
s ta t ionary indust r ia l  engines, farm t r ac to r s  and 
implements, e t c .  

As a r e s u l t ,  ASP-Ft. Grant was able t o  save between 25 and 50 percent off  

the l i s t  price fo r  purchases from t h i s  vendor. Moreover, general 
speci f ica t ions  s imi lar  t o  these can be writ ten fo r  various types of 

maintenance suppl i e s ,  such as  plumbing, e l e c t r i c a l  and 1 umber suppl i e s .  

However, general requirements con t r a c t s  shoul d not be used indefini  t e ly .  

Even i f  a1 1 i n s t i t u t i ons  had general requirements contracts ,  DOC would 
s t i l l  be l imited in the amount of supplies i t  could purchase on 

contracts .  Without incorporating PANACEA o r  using surveys, the Departrilen t 

cannot determine i t s  spec i f i c  maintenance supply requirements. \ u i  t h  a 
more comprehensive data base DOC could obtain contracts  for  up  t o  90 

percent of i  t s  maintenance supply purchases. 

CONCLUSION 

Increased contracting fo r  maintenance supply i tens coul d save DOC between 

$1 92,000 and $328,000 annual ly .  Potential savings a r e  1 o s t  because CfOC 

contracts  fo r  only a small percentage of i t s  r~laintenance supply needs. 

RECOMMENDATIONS 

1.  The Department should consolidate i t s  maintenance supply requirements 

through increased term contracting.  The Department can do t h i s  by 

u t i  1  izing DOA's new automated procurement system, once i t  coGes 

on-1 ine ,  to  establ  ish spec i f i c  requirements contracts  and firm fixed 



contracts .  In order t o  f u l l y  u t i l i z e  PANACEA, DOC, i n  conjunction 

w i t h  DOA, needs t o  analyze i t s  computer hardware and operating budget 
requirements, and request  funding fo r  f i scal year 1 987-88. 

2. In the  interim, DOC should d i r ec t  i n s t i t u t i ons  t o  compile general 
speci f i ca t ions  and establ  ish general requirements contracts  fo r  a1 l 

i n s t i t u t i on  maintenance supplies. 

3 .  DOC'S Facil i t i e s  Maintenance, Planning and Food Service Bureau and 
Purchasing Section should coordinate and consol i date construction 
supply purchases fo r  physical pl a n t  improvement projects ,  whenever 

poss ib le ,  t o  save additional monies. 



FINDING I11 

THE DEPARTMENT OF CORRECTIONS NEEDS TO IIviPFlOVE PLAIdNING FOR AND 

DEVELOPMENT OF ITS ELECTRONIC DATA PROCESSING SYSTEFYIS 

The Arizona Department of Corrections ( D O C )  needs t o  improve planning fo r  

and development of i t s  e lec t ron ic  data processing ( E D P )  systems. Proper 

planning f o r  and control over EDP systems is  c r i t i c a l  t o  achieve optimum 

resul ts. DOC, however, has inadequately pl anned i t s  EDP systems. 

Furthermore, D O C ' s  current  EDP devel opmen t, as ide  from the Adul t 
Information Management Sys tem, is  of 1 imi ted Department-wi de 

app l icab i l i ty .  

DOC's tremendous growth s ince  i t  was es tabl ished 18 years  ago has created 

the need fo r  increased management information and control .  The Depa r t~en t  

has grown from three  i n s t i t u t i o n s  t o  15, with f i v e  additional f a c i l i t i e s  

under construction,  and now has operations throughout the  Sta te .  In the 

pas t  several years ,  DOC has experienced increasing a i  f f i cu l  t l y  in exer t ing 

su f f i c i en t  control over operations and performing functions e f f i c i e n t l y  

and e f fec t ive ly .  DOC has recognized t h a t  many of i t s  manual systems no 

longer function adequately under the  increased demands the Department 

faces.  As a resul t, DOC i s  attempting t o  address the  need fo r  systems t o  

be t t e r  control and manage essen t ia l  operational data.  The Department has 

developed two major EDP systems s ince  1983. Both of these projects  were 

on-1 ine adul t information systems. In addi t ion,  the 1986 Legisl a tu re  

appropriated $693,600 fo r  the Department t o  develop an automated 

accounting system. 

EDP Planning And 
Control Are Cri t i c a l  

Proper planning and control a r e  c r i t i c a l  t o  develop automated systems w i t h  

optimum resu l t s .  Top level management must determine an organizat ion 's  

EDP needs and develop plans to  meet those needs. Once plans have been 



es tab l i shed ,  management must ensure t h a t  a  l o g i c a l  s e r i e s  o f  s teps f o r  

system development a r e  f o l l  owed.* 

Management invo lvement  i s  e s s e n t i a l  i n  develop ing EDP systems t h a t  w i l l  

meet an o r g a n i z a t i o n ' s  needs. Top 1  eve l  management has a  r e s p o n s i b i l  i ty 

t o  determine i t s  goa ls  and es tab1 i s h  t h e  i n f o r m a t i o n  system's o b j e c t i v e s  

t h a t  w i l l  b e s t  serve these goal s. Management needs t o  be concerned w i t h  

1  ong-term p l  ans f o r  t he  o r g a n i z a t i o n  I s  EDP e f f o r t s .  Such p l  anni  ng 

p rov ides  o b j e c t i v e s  and management c o n t r o l  f o r  meet ing an o r g a n i z a t i o n ' s  

needs, and i s  e s p e c i a l l y  i m p o r t a n t  i n  EDP because o f  t he  l e a d  t ime 

necessary t o  design, develop and implement automated systems. One way t o  

ensure management invo lvement  i s  through an EDP s t e e r i n g  committee o r  

sen io r  management committee. Furthermore, by c l  e a r l y  s t a t i n g  i t s  goal s  

and ob jec t i ves ,  top-1 evel  management i s  b e t t e r  a b l e  t o  p r i o r i t i z e  i t s  

needs t o  ensure t h a t  the  t o t a l  o r g a n i z a t i o n  b e n e f i t s  f rom EDP systems. 

Once EDP p lans  s e t  f o r t h  an o r g a n i z a t i o n ' s  automation needs and 

p r i o r i t i e s ,  management standards must be developed t o  p rov ide  t h e  

framework upon which a l l  EDP e f f o r t s  should be based. Standards f o r  EDP 

system devel opment general l y  c o n s i s t  o f  a  speci  f i c  sequence of  steps. 

P r i o r  s tudy and a n a l y s i s  o f  t h e  proposed systems i s  a  very impo r tan t  p a r t  

o f  t h e  system development process. Lack o f  proper  p l ann ing  increases t h e  

d i f f i c u l t i e s  faced i n  accompl ish ing EDP ob jec t i ves .  As a  r e s u l t ,  t i n e  and 

e f f o r t  may be wasted and excess ive c o s t s  may be i n c u r r e d  be fo re  t h e  

des i r ed  r e s u l t s  a r e  achieved. 

The f i r s t  s t e p  i n  EDP system development i n v ~ l v e s  ga the r i ng  bas i c  

i n f o r m a t i o n  about t h e  problem, and rev iew ing  a1 t e r n a t i v e  so l  u t i o n s  and 

t h e i r  costs .  An i n i t i a l  s t udy  and a  f e a s i b i l i t y  stuay a re  gene ra l l y  

prepared. These a r e  summarized as f o l l  ows. 

* Information p e r t a i n i n g  t o  EDP p lans  2nd standards has been compi led 

from l i t e r a t u r e  by t he  American Management Assoc ia t ion,  t he  EDP 
A u d i t o r s  Foundation, EDP management consul tan ts ,  and from i n t e r v i e w s  
w i t h  ED? spec ia l  i s t s .  



An i n i t i a l  study involves a rough estimate of the p ro jec t ' s  scope 
and provides a bas is  for  determining whether fur ther  study i s  
warranted. 

A f e a s i b i l i t y  study provides a sound and detai led basis  upon 
which management can decide whether a project  should be 
authorized or  not. A f e a s i b i l i t y  study generally includes: 

- analysi s of general sys tem requi remen t s ;  

- a l te rna t ive  solutions to  system problems, analyzed from a 
cos t-benefi t perspective; 

- recommendations and j u s t i f i c a t i on  fo r  system selection;  

- impact analysis  of recommended system; and 

- a project  plan. 

This information shoul d give management a c lea r  statement of the 
organizational consequences, plans, costs  and benef i ts  of d i f f e r en t  
systems upon which to  base a decision fo r  choosing systems a1 ternatives.  

The remainder of the EDP system development process generally includes the  
fo l l  owing three  elements. 

0 Detail Design - The system requirements a r e  more c lea r ly  defined 
and a step-by-step description of how the  system i s  t o  operate i s  
prepared. This information i s  gathered by user representatives,  
technical personnel and special i s t s ,  and reviewed by management 
to  ensure t h a t  the system will meet the  needs ident i f ied  during 
the  study stage. 

@ Program Development - The de ta i l  design information i s  t ransla ted 
in to  computer programs from which the  system will run. 

@ Implementation and Operation - System tes t ing  i s  completed, 
t ra ining i s  done, and conversion to  the  new system takes place. 
Once completed, the system becomes functional and i s  maintained. 

By adopting standards to  ensure t h a t  systems are developed w i t h i n  t h i s  
framework, an organization i s  bes t  able to  develop optirrium systems to meet 

i t s  EDP needs. 



DOC Has Not  Adequately 
Planned I t s  EDP Systems 

A1 though EDP s p e c i a l i s t s  have es tab l i shed  EDP p lann ing  procedures, DOC has 

n o t  fo l lowed these gu ide l ines  o r  adequately planned i t s  EDP systems. The 

Department's f i r s t  on-1 i n e  inmate i n fo rma t i on  system, DM- IVY  l acked 

s u f f i c i e n t  p lann ing  and was o f  l i m i t e d  usefulness t o  DOC. Lack of 

p lann ing  fo r  DOC's Adul t In fo rma t i on  blanacjement System (AIldS) resu l  t e d  i n  

unan t i c i pa ted  cos ts  and concerns about inaccura te  data. I n  add i t ion ,  

DOC's budget reques t  f o r  funds t o  develop an automated account ing system 

du r ing  f i s c a l  year  1986-87 was made w i t h o u t  adequate plans. 

DCI-IV p l an  n o t  adequate - DOC's f i r s t  on- l ine  o f fender  i n fo rma t i on  system, 

D M - I V Y  was poo r l y  planned and consequently cou ld  n o t  meet t he  Department's 

needs. The system no l onge r  e x i s t s ,  desp i te  t he  f a c t  t h a t  DOC expended 

$80,000 and ten  months o f  e f f o r t  on DM-IV. DOC d i d  n o t  complete a 

feas i  b i l  i t y  study o r  perform a comprehensive needs ana l ys i s  p r i o r  t o  

i n i t i a t i n g  DM-IV's devel opment. A1 though DOC o r i g i n a l  l y  p l  anned f o r  

D M - I V  t o  produce l i s t s  o f  inniates e l i g i b l e  f o r  parole, several o the r  

Departmental needs were n o t  considered. Three months a f t e r  the  p r o j e c t  

was underway, DOC met w i t h  t h e  Department o f  Admin is t ra t ion  ( D G A )  Data 

Center t o  discuss expanding DM-IV beyond i t s  o r i g i n a l  design t o  address 

some o f  these o the r  r e l a t e d  needs.* A f te r  rev iewing  ijOC's needs, DOA 

caut ioned t h a t  con t i nu ing  w i t h  DM- IV  as o r i g i n a l  l y  designed coul d compound 

DOC's problems, because the  system would n o t  meet a l  1 needs ana i ~ o u l d  ada 

t o  D O C ' S  many un in tegra ted  systems. I n  add i t i on ,  t h e  system would n o t  be 

ab le  t o  ". . . a l l e v i a t e  l a b o r  i n t e n s i v e  e . f f o r t s  as requ i red  i b y  these 

o ther  systems]." Instead, DOA sa id,  ". . . the  new system will  i n  a l l  

l i k e l i h o o d  add t o  your  di1er;imd r a t h e r  than a s s i s t  you i n  r e s a l v i n g  

problems t o  which you are p resen t l y  confronted." 

Because of  t h e  change i n  p r o j e c t  scope, DGA recommended t h a t  GOC s top  the  

D M - I V  p r o j e c t  and do add i t i ona l  ana l ys i s  t o  ensure t h a t  a l l  areas of 

concern \/ere covered. However, DOC decided t o  cont inue w i t h  the ELI-IV 

* DOC con t rac ted  w i t h  the  DOA Data Center i n  January 1983 f o r  the  design 
and programming o f  DFI-IV. 



project ,  despite DOA's warning t ha t  continuing w i t h  the project  as 

designed would require future redesign, would end up  cost ing the  
Department more, would add t o  D O C ' s  work load, and could not s a t i s f y  a l l  

D O C ' s  needs. DOC made this decision because i t  f e l t  t h a t  i t  lacked the 

time and funds to  redesign the  system. 

Seven months l a t e r ,  however, DOC decided t o  phase out  DM-IV because the  
system coul d not meet DOC ' s comprehensive offender information needs. 

After a change in DOC administrat ion,  the  new DOC Director questioned the  
1 imited usefulness of DM-IV. As a r e s u l t ,  DOC began developing a 

comprehensive adul t offender information system. The Department decided 
t h a t  DM-IV's data base would be t ransferred t o  this system when i t  was 

developed. When i t  was f inal  l y  phased out ,  DOC had expended approximately 

$80,000 f o r  D O A ' s  work on DM-IV over a ten-month period. In addit ion,  two 
DOC programmers and a t  l e a s t  two DOC inmate records s t a f f  were involved i n  

this project  on a f u l l  o r  part-time bas is  during t h a t  period. 

Insuff ic ient  plans contr ibute  t o  AIMS problems - D O C ' s  current  offender 

information system, AIMS, was a l so  insuf f i c ien t ly  planned fo r ,  and 

resul ted  i n  unanticipated cos t s  and s t a f f  needs. A1 though DOC spent  s i x  

weeks analyzing i ts information requirements, the Department's pl an fo r  

AIMS was i n i t i a l l y  unrea l i s t i c .  DOC d i d  not  complete a f e a s i b i l i t y  study, 

which led  t o  a $537,535 increase i n  the Department's AIlllS expenditures 
over i t s  i n i t i a l  budget request.  Despite time and resources devotea t o  

AIMS development i n  f i sca l  year 1984-85, there  a re  some concerns about 

AIMS providing accurate,  re1 iabl e data. 

AIMS, as i n i t i a l l y  envisioned, was un rea l i s t i c  i n  scope. After a six-week 
study, the AIMS task force outl ined 28 spec i f i ca t ions  t h a t  were to be ne t  
by AIMS.* A former DOC Director, i n  a l e t t e r  t o  the  Chairman of the  
Senate Subcommi t t e e  on Appropriations, s t a t ed  t h a t  AIlJiS woul d comprise 

these 28 functions. Additional l y ,  the Director outl ined several other 

systems t h a t  were to  operate along w i t h  AIiqiS on one large  data base. 

* Soon a f t e r  the 1583 First Special Legislat ive Session on Corrections a 
task force of ten DOC employees analyzed and developed DOC's 
information system requirements. The task f o r c e ' s  e f f o r t  became the 
basis  for  the Department's present Adul t Information Management System. 



However, many o f  t he  28 func t ions ,  such as budget ing and f i s c a l  

operat ions, s t a f f  assignment, veh i c les  and t ranspo r ta t i on ,  c a p i t a l  

equipment, and personnel, a r e  un re la ted  t o  DOC ' s  a d u l t  inmate populat ion.  

A  data base o r i e n t e d  t o  inmate records c o u l d  n o t  be expected t o  suppor t  

such operat ions.  Of  t h e  o r i g i n a l  28 AIMS s p e c i f i c a t i o n s ,  on l y  seven are 

f u l  l y  opera t iona l ,  f i v e  f unc t i ons  are c u r r e n t l y  be ing  devel oped, wh i l  e  

s i x teen  func t i ons  w i l l  n o t  be p a r t  o f  AIMS. 

Because t h e  Department d i d  n o t  complete a  comprehensive f e a s i b i l i t y  s tudy 

before reques t ing  funds f o r  AIMS, DOC d i d  n o t  i d e n t i f y  a l l  cos ts  

associated w i t h  t he  p r o j e c t  and AIMS expendi tures exceeded the  i n i t i a l  

budget request  by a t  l e a s t  $537,535, o r  50 percent.  DOC's i n i t i a l  AIMS 

request  inc luded th ree  f u l l  - t ime equ iva len t  (FTE) p o s i t i o n s  and $1,069,200 

f o r  f i s c a l  year  1984-85 t o  develop and implement an a d u l t  i n fo rma t i on  

management system, a l though t h e  s p e c i f i c  system t o  be implemented had n o t  

been determined a t  the t ime  o f  the  request.  Once the  system 

s p e c i f i c a t i o n s  were determined, t he  request  was increased t o  n ine  FTEs and 

$1,335,500.* Moreover, data i n p u t  cos ts  were n o t  inc luded i n  t he  i n i t i a l  

AIMS budget request.  Approximately $40,000, was expended i n  overt ime 

payments from the  i n s t i t u t i o n s '  budgets f o r  AIivlS data en t ry ,  as shown i n  

Table 6. I n  add i t i on ,  approximately 6281,351 o f  UOC's lump sun1 

app rop r i a t i on  was expended on AIlilS i n  f i s c a l  year  1984-35. Because DOC 

used i t s  management i n fo rma t i on  system (MIS) l i n e  i t e m  funds a long w i t h  

o the r  opera t iona l  and i n s t i t u t i o n a l  funds t o  support  AICIS aevel opment and 

imp1 ementation, es tab l  i s h i n g  the  t o t a l  f i s c a l  year  1984-85 expendi tures 

f o r  A I t4S i s  d i f f i c u l t .  However, based on cos ts  t h a t  have been i d e n t i f i e d ,  

DOC's f i s c a l  year  1984-85 AIblS re1 a ted  expenditures exceeded the  o r i g i n a l  

budget reques t  by $537,535, o r  50 percent.  

* The i n i t i a l  request  was rev i sed  du r i ng  the  appropr ia t ions  process. 
The new request  was the  r e s u l t  o f  research done by J o i n t  L e g i s l a t i v e  
Budget Committee s t a f f  and DOC s t a f f .  The r e v i s e d  request  prov ides 
fu r the r  evidence o f  poor p lann ing  - on l y  two o f  t he  a d d i t i o n a l  FTEs 
were programmer/anal y s  t posi  ti ons needed f o r  sys tem development. The 
Department had t o  go through the  t ime consuming process of 
r e c l a s s i f y i n g  f i v e  computer operat ions pos i t i ons  i n t o  
programmer/analyst pos i t i ons .  



TABLE 6 

AIMS APPROXIMATE EXPENDITURES 
FISCAL YEAR 1984-85 

In i t i a l  Budget Request 

Less Approximate Expenditures: 

MIS Line ~ t e m ( l )  

Other AIMS costs  from 
1 urnp sum appropriation (2 ) 

Data i n p u t  cos t s  from 
in s t i t u t i ona l  budgets 

Unfavorabl e Variance 

Percentage Of Unfavorable Variance 50% 

The MIS l i n e  item was established so t h a t  a l l  AIMS cos t s  could be 
closely monitored. The Legislature appropriated $1,335,500 fo r  the  
MIS 1 ine item. The amount presented i s  the  actual expenditure from 
t h a t  1 ine item. 
These expenditures came from D O C ' S  budget for  the MIS bureau. 
During the AIMS budget process, the Department to ld  JLBC s t a f f  t h a t  
the MIS employees a1 ready a t  DOC could not be used for  AIbiS. 
However, a l l  but  one s t a f f  person were involved i n  the  project  on a 
ful l- t ime basis .  

Source: Compiled by Auditor General s t a f f  from AIMS expenditure data 
obtained from DOC personnel and f i sca l  year 1984-85 year-end AFIS 
data f o r  the  MIS 1 ine i tem 

DOC'S f a i l u r e  to  complete a f e a s i b i l i t y  study a1 so resul ted  i n  the 

Department. overlooking how AIMS would a f f e c t  other Departmental operations 

once i t  was implemented. A1 though a member of the  EDP Advisory Corilmittee 

requested t h a t  DOC analyze the  ramificat ions of AIMS on DOC s t a f f ,  an 

organizational impact study was never done. * Consequently, a1 though the 

Department assigned ins t i tu t iona l  personnel t o  coordinate AIMS a t  the 

i n s t i t u t i ons ,  DOC did not ident i fy  the need fo r  additional iristi  tut ional  

personnel t o  maintain the  AIMS system. 

* The EDP Advisory Committee, which met only once, was established by a 
former DOC Director t o  review the progress and development of AIMS. 
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Cur ren t l y ,  accord ing  t o  DOC personnel and t h e  f i s c a l  yea r  1986-87 budget 

request ,  t h e  Department i s  p u l l  i n g  s t a f f  f rom r e g u l a r l y  ass igned d u t i e s  t o  

ma in ta i n  AIMS.* I n  add i t i on ,  because DOC d i d  n o t  a n t i c i p a t e  t h e  need f o r  

a  method t o  ensure t h e  accuracy o f  AIMS data, t h e  Department p r e s e n t l y  

does n o t  have t h e  o rgan i za t i ona l  c a p a b i l i t y  t o  do so. 

To compl e t e  systems devel opment w i t h i n  one year ,  be fo re  a p p r o p r i a t i o n s  

r e v e r t e d  and funds were no l onge r  a v a i l a b l e ,  t h e  Department compromised on 

the  accuracy o f  AIMS data. DOC had t o  f i r s t  determine what system i t  was 

t o  implement and then g e t  i t  ope ra t i ona l  be fo re  t h e  end o f  f i s c a l  yea r  

1985. I n  o rde r  t o  meet t h e  year-end dead1 ine ,  t h e  Department re1 i e d  on 

da ta  from o t h e r  automated o f fender  i n f o r m a t i o n  systems - even though some 

o f  t h e  data was known t o  be inaccurate.  Lack o f  adequate t ime  and s t a f f  

a l s o  hampered DOC's a b i l i t y  t o  update da ta  from o t h e r  systems and check 

t he  accuracy o f  new da ta  be ing  en te red  i n t o  AIMS. 

A  method t o  ensure accurate da ta  i s  p a r t i c u l a r l y  impo r tan t  i n  t h i s  case, 

s ince  some o f  t h e  o r i g i n a l  data was known t o  be inaccurate.  Because of  

concerns rega rd ing  i naccu ra te  data, some users a r e  r e l y i n g  more t ~ e a v i l y  on 

w r i t t e n  documents than  on AIMS. For example, a l though AIBlS i s  designed t o  

p rov ide  d a i l y  counts  o f  inmates by u n i t ,  some u n i t s  a r e  i ns tead  r e l y i n g  on 

manual counts. DOC has o n l y  r e c e n t l y  begun t o  address t h e  need f o r  a  

means o f  ensur ing  da ta  accuracy wi t h i n  A11biS. The Department r e c e n t l y  

formed an AIMS Data Qua1 i ty Group t o  address t h i s  problem. 

Account ing system reques t  l a c k s  adequate p l an  - DOC's f i s c a l  y e a r  1986-87 

budget reques t  f o r  an automated account ing system has been made w i t h o u t  

d e f i n i t e  plans, and c o u l d  r e s u l t  i n  problems s i m i l a r  t o  those enccuntered 

w i t h  AIMS. The Department 's r ecen t  budget reques t  f o r  $751,300 was made 

w i t h o u t  t he  b e n e f i t  o f  a  f e a s i b i l i t y  study o r  a  p lan spec i f y i ng  what 

system broul d  be developed. The Department d i d  perform p r e l  i i n inary  research 

* The f i s c a l  y e a r  1986-87 budget r eques t  f o r  Adul t I n s t i t u t i o n s  inc luded  
f i v e  program p r o j e c t  s p e c i a l i s t s  t o  operate and ma in ta in  AIMS a t  t he  
adul  t i n s t i t u t i o n s .  J u v e n i l e  and Communi ty Serv ices a1 so asked f o r  
s i x  data e n t r y  opera to rs  t o  coo rd ina te  data i npu t .  These pos i t i ons ,  
however, were n o t  funded. 



f o r  t he  system and prepared a r e p o r t  i d e n t i f y i n g  a1 t e r n a t i v e  approaches. 

However, t he  budget request  was n o t  based on cos ts  f o r  any of t h e  

a1 te rna t i ves  examined i n  the  r e p o r t .  Ins tead the  request  was based on 

DOC's est imate o f  what i t  would c o s t  t o  c o n t r a c t  w i t h  a vendor t o  develop 

a system, and s t a f f  needs t o  ma in ta in  t h e  account ing sys te~n once developed. 

DOC's account ing system repo r t ,  which i s  i n c l  uded w i t h  the  Department's 

budget request,  a1 so 1 acks subs tan t ive  Department-wide i n v o l  vemer~t and 

thorough i nves t i ga t i on .  DOC d i d  n o t  assemble a task fo rce  t o  s tudy 

account ing system needs. Instead, two account ing f i  rms and an i n d i v i d u a l  

h i r e d  by DOC conducted t h e  research. Only b r i e f  con tac ts  were made w i t h  

DOC account ing system users. Fur ther ,  a1 t e r n a t i v e s  presented i n  DOC's 

account ing system study were n o t  thoroughly  evaluated be fore  funds were 

requested. For example, the  Ar izona F inanc ia l  I n fo rma t i on  System (AFIS) 

was one of t he  a l t e r n a t i v e s  reviewed. AFIS was ranked low among DOC's 

a l t e r n a t i v e s ,  b u t  DOC d i d  n o t  f o rma l l y  p rov ide  DOA Finance - General 

Accounting O f f i c e  w i t h  a l i s t  o f  i t s  account ing system needs o r  rece i ve  

formal comment from DOA, u n t i l  a f t e r  DOC had completed i t s  p re l im ina ry  

research and submit ted i t s  budget request.*  Another a l t e r n a t i v e  proposes 

t h e  use o f  t h e  Department's minicomputers t o  develop and/or run  an 

account ing system. DOC, however, has n o t  adequately analyzed i t s  c u r r e n t  

hardware c a p a b i l i t i e s  t o  determine whether the  minicomputers used f o r  t he  

AIMS network cou ld  hand1 e the  a d d i t i o n a l  system requirements. Response 

t ime has been a con t i nu ing  problem w i t h  AIMS, and use o f  t h e  minicomputers 

f o r  account ing coul d c r e a t e  a d d i t i o n a l  problems i n  t h i s  area. 

DOC o f f i c i a l s  i n d i c a t e  t h a t  t h e  need f o r  an automated account ing system i s  

c r i  t i c a l .  However, I ack o f  adequate p l  anni  ng f o r  automated system 

development can increase the d i  f f i c u l  t i e s  i nvo l ved  i n  accompl i s h i n g  the  

p ro jec t .  Without adequate eval u a t i  on and c a r e f u l  p l  anning, DOC's at tempt  

* According t o  DOA, most o f  D O C ' S  account ing system needs can be n e t  
when AFIS i s  t r a n s f e r r e d  from the  Honeywell system t o  t he  I B M  computer 
system. DOA w i l l  r ece i ve  funding i n  f i s c a l  yea r  1986-87 t o  begin t he  
conversion process, which they es t imate  w i  11 be conipl e ted  by December 
1989. 



t o  develop an accoun t ing  system c o u l d  r e s u l t  i n  wasted t ime, excess ive 

c o s t s  and 1 i m i  t e d  use fu lness  t h a t  c h a r a c t e r i z e d  t h e  Department 's p rev ious  

e f f o r t s .  

The 1986 L e g i s l a t u r e  has recogn ized  DOC's need f o r  an accoun t ing  system by 

a p p r o p r i a t i n g  $693,600 as p a r t  o f  t h e  Department 's lump sum 

a ~ ~ r o p r i a t i o n .  To ensure t h a t  DOC has adequate ly  s t u d i e d  i t s  needs p r i o r  

t o  deve lop ing  o r  a c q u i r i n g  t h e  system, t h e  L e g i s l a t u r e  has l i m i t e d  t h e  

Depar tment 's  a u t h o r i t y  t o  spend t h i s  a p p r o p r i a t i o n .  The Department may 

spend o n l y  $193,600 o f  t h e  a p p r o p r i a t i o n  w i t h o u t  J o i n t  L e g i s l a t i v e  Budget 

Commi t t e e  (JLBC ) approval .  The rema in ing  $5G0,000 i s  f o r  development o r  

a c q u i s i t i o n  and implementat ion o f  t h e  accoun t ing  system and may n o t  be 

used u n t i l  approved by  JLBC. 

DOC's Use O f  EDP 
Systems I s  L i m i t e d  

Desp i t e  t h e  Department' s need f o r  automated sys tens, DOC ' s c u r r e n t  EGP 

appl  i c a t i o n s  a re  1 i m i  ted.  Whi le  many f u n c t i o n s  m igh t  b e n e f i t  f rom 

automat ion, AIMS remains t h e  o n l y  on-1 i n e  Department-wide EGP system. As 

a r e s u l  t, some a d m i n i s t r a t o r s  w i t h i n  DOC a re  deve lop ing  microcomputer 

appl  i c a t i o n s  w i t h  1 i rn i  t e d  Department-wide b e n e f i t s .  A t  present ,  CGC does 

n o t  have t h e  c a p a b i l i t y  t o  expand i t s  automated systems t o  meet o the r  

needs. 

Many f u n c t i o n s  n o t  automated - A l though  t h e  Department has tr le need f o r  

g r e a t e r  automation, AIMS i s  t h e  most comprehensive Department-wi de 

appl  i c a t i o n  t h a t  DOC's Bureau o f  Data Management (Bl j i4)  i s  a c t i v e l y  work ing 

on. Present  BDM s t a f f  a re  p r i m a r i l y  i n v o l v e d  w i t h  m a i n t a i n i n g  AIMS and 

a r e  n o t  a v a i l a b l e  t o  develop new a p p l i c a t i o n s .  Twelve o f  t h e  Cepartrzerit 's 

13 a v a i l a b l e  p o s i t i o n s  f o r  appl  i c a t i o n  development a r e  ded ica ted  t o  AIMS. 

Most DOC func t ions  a re  c u r r e n t l y  o p e r a t i n g  w i t h o u t  t he  b e n e f i t s  o f  an 

automated system. Many areas a re  o p e r a t i n g  t o t a l l y  manual systems wnich 

r e q u i r e  s u b s t a n t i a l  s t a f f  t ime  t o  ma in ta i n  and organize,  p rov i de  1 i rn i  t e d  

management in fo rmat ion ,  and a re  vu l ne rab le  t o  human e r r o r .  For  example, d 

manual system t o  t r a c k  and m a i n t a i n  i n v e n t o r i e s  i s  used a t  most 



i n s t i t u t i ons .  Ins t i tu t ional  budgets, which range from $900,000 t o  

$36,000,000, are  developed and monitored w i t h  a manual ledger system. In 
addit ion,  DOC's payroll f o r  more than 4,200 employees i s  based on a manual 
time reporting system.* Areas t h a t  might benef i t  from automated systems 
i ncl ude : 

budgeting 
accounti ng 
payroll 
inventory control 
s t a f f  assignment/training 
1 i t igat ion tracking 
heal t h  services 
f l  e e t  and fac i  1 i t i e s  management 

DOC has t r i e d  t o  o f f s e t  i t s  lack of Department-wide EDP systems through an 
increased use of microcomputers. Mi crocomputers have ass i  s tea the 
Department i n  automating some functions, providing more accurate and 
timely informati on. However, while microcomputers a r e  an improvement over 

manual systems, they can provide only 1 imi ted Department-wide information 
and control .  Microcomputer appl ica t ions  a r e  developed on a case-by-case 

basis  and do not benef i t  the Department as  a whole. For example, one 
ins t i tu t iona l  business manager recently acquired a microcomputer t o  

perform budget and inventory control functions t h a t  a re  done manually a t  
o ther  ins t i tu t ions .  DOC's Bureau of Manasernent anti Budget uses a 

microcomputer t o  maintain position control data,  while the i n s t i t u t i o n s  
manually maintain simil a r  data. Both of these microcomputer systems, 
while providing temporary sol utions t o  spec i f i c  problems, do not provide 
Department-wide information o r  control .  

DOC needs the  capabi l i ty  t o  develop systems - DOC currently lacks t he  

abi 1 i ty t o  devel op Departmen t - w i  de EDP sys tems. The Department does not  

have an EDP plan or standards to  guide EDP system developri~ent. DOC nay be 
hampered i n  i t s  EDP e f f o r t s  because of inadequate resources. 

* Payroll data i s  assembled manually a t  the i n s t i t u t i ons ,  forwardea t o  
Central Office for  processing and transmitted t o  DOA where the  
information i s  entered in to  DOA ' s computer sys tem. 



DOC does not have a current  EDP pl an. DOC devel oped an EDP pl an in 1981 , 
but i t  i s  now obsolete and needs to  be updated. In addition, the 

implementation of AIMS has changed Departmental EDP needs. Although DOC 

ant ic ipates  preparing a plan by the  end of the  year ,  as  required by DOA, 

ne i ther  BDM nor any other Departmental s t a f f  a re  assigned to do EDP 

planning. 

In addition to  lacking an EDP plan, DOC a lso  lacks EDP development 

standards to  ensure t h a t  EDP systems a re  thoroughly investigated before a 
system is selected.  DOC needs t o  es tabl ish  EDP standards to ensure t h a t  a 
mechanism for  optimal system development i s  i n  place. For example, i t  i s  
important t h a t  a l l  re la ted needs be iden t i f i ed  before an EBP system i s  

developed. In addit ion,  several solutions to  EDP problems should be 
considered and eval uated from a cos t-benefi t perspective, prior to 

management sel ecting a sol ution and requesting funds. Otherwise, future 
DOC systems may experience problems s imilar  to  those encountered i n  DLI-IV 

and AIMS. 

While DCC has many EDP needs, the Departrzent lacks su f f i c i en t  resources to 

develop any new applications.  In contras t  to  DOC, other Sta te  agencies 
have more resources for  EDP and many comprehensive EDP applications. The 

Arizona Department of Transportation ( A D O T ) ,  the Department of Public 
Safety (DPS), and the Department of Economic Security (GES) a re  sir;;ilar to 

DOC i n  t h a t  these agencies have large  budgets and operations throughout 

the State.  However, DOC uses l e s s  than 1 percent of i t s  bltdyet for EDP,  

while these other agencies devote between 3 . 2  and 4.7 percent of t h e i r  
budgets to EDP,  as  shown in Table 7 .  In addit ion,  DGC has rnore ernpioyees 

than these other agencies b u t  has the fewest EDP positions. Because these 
agencies have the resources, they have many EDP systems. For cxdirple, GPS 

has automated consumable inventory, accounting, personnel information and 

offender tracking systems, as  well as EDP systems fo r  other areas. 



TABLE 7 

CObPARISON OF EDP BUDGETS AND PERSONNEL 
FISCAL YEAR 1 585-86 

EDP % o f  Agency EDP % o f  Agency 
Agency FTEs FTEs Budget Budget 

DOC 17 0.4% $1,313,070 0.8% 

DP S 52 3.3% $3,361,908 4.7% 

Inc ludes Sta te  funded FTEs and monies only .  Federal monies suppor t  
an add i t i ona l  155.5 FTEs and prov ide  an a d d i t i o n a l  $10 m i l l i o n  t o  
t h e  DES O f f i c e  of  Data Admin is t ra t ion .  

Source: Compiled by Aud i to r  General s t a f f  from data obta ined from DOC, 
DPS, ADOT, DES and t h e  1985 Arizona Appropr ia t ions  Report 

These Sta te  agencies a l s o  have EDP planners and agency EDP plans. ADOT 

has th ree  EDP planners, DES has one p r i n c i p a l  planner and th ree  

ass is tan ts ,  and DPS has one person assigned t o  planning. These agencies 

a l l  have comprehensive EDP plans. Cor rec t ions  departments i n  o the r  

s ta tes ,  such as F l o r i d a  and Washington, have EDP p lann ing  c a p a b i l i t i e s  and 

EDP plans. 

CONCLUSION 

DOC needs t o  improve i t s  EDP system development. Althoucjh proper p lann ing  

i s  c r i t i c a l  f o r  developing EDP appl i c a t i o n s ,  DCC has inadequately p l  anneci 

i t s  EDP systems. I n  add i t i on ,  5OC's c u r r e n t  EGP syster i~ development i s  o f  

1 i m i  t e d  Departmen t - w i  de appl i cabi  1 i ty. 

RECOMPIENDATI OtdS 

1 . The Department shoul d ensure top-1 evel manageirient involvement i n  

d e f i n i n g  and p r i o r i t i z i n g  EDP system goals and ob jec t i ves .  One 

poss ib le  way t o  ensure rnanagen~en t involvement i s  through an execut ive  

1 evel EDP s t e e r i n g  committee. 



2.  Once DOC establishes an EDP planning mechanism, the Department should 

develop a Department-wide EDP plan tha t  meets DOA requirements. The 
plan should ref1 ec t  management's EDP p r io r i t i e s  and include recent EDP 

accompl ishments, Department goal s ,  planning assumptions, specif ic  
automation objectives, and more detai 1 ed s t rategies  for  meeting these 
objectives. 

3 .  The Department should develop standards for system development. These 

standards should ensure tha t  the Department foll  ows the patterned 
sequence of steps in development of a1 1 EDP systems. The sequence of 

steps incl udes: study and analysis, detail design, program 
development, imp1 ementation, and operation. 

4. The Department should evaluate i t s  EDP s taff ing needs to determine 
whether additional funding i s  necessary. Special consideration shoul d 

be given to the need for EDP planners, programmers, data entry 
personnel , and insti tutional EGP coordinators. Once DOC has reviewed 

i t s  EDP s taff ing needs, the Department should seek funding for these 
positions. 

5. The Cepartn~ent shoul G coniplete a comprehensive neeus analysis arid 

feasibi 1 i ty study of i t s  accounting needs before requesting J LBC 

approval t o  develop or acqui re the au tonla ted accounting system. DOC 

should examine a1 ternative accounting system sol utions and the i r  
costs. DOC should consider AFIS as one of i t s  a1 ternatives and riork 

with DOA Finance personnel to determine whether the system could meet 
DCC ' s neeas. Top-1 eve1 inanagenlent shoul d then choose an accoun t i  ng 

system to be developed and request the neeaed funds ttlrough the budget 

process, 



OTHER PERTINEtdT INFORtlATI ON 

During the Central Management aud i t  of the Department of Corrections 
( D O C ) ,  we developed pert inent  information regarding the Department's 
organizational s t ruc tu re  and management. In reviewing D O C ' S  

administrative a c t i v i t i e s ,  one problem t h a t  we kept coming across was the 
Department's frequent organizational changes. In f a c t ,  some of the 

conditions described i n  Findings I ,  I1 and I11 may have occurred, i n  pa r t ,  
because of the  frequent organizational changes. In the pas t  e igh t  years,  

DOC has had several major reorganizations. In addition to  changes i n  

organizational s t ruc tu re ,  there  i s  frequent turnover of the administrators 

who oversee various functional areas o r  manage the  ins t i tu t ions .  

Since 1978 DOC has had three  Directors and more than 14 reorganizations.* 
The reorganizations have sh i f t ed  the  various functional areas,  sometimes 
recreating the same s t ruc tu re  el iminated i n  a previous administration. 

For example, Health Services has been moved seven times i n  the past  e i gh t  
years.  Ileal t h  Services has been a separate division a t  d i f f e r en t  times 

and has a l so  been combined w i t h  other Department functions, such a s  
Conimuni ty Services, Operations and Administration. Heal t h  ciare is  

presently within the Human Resources and Development Division, a1 ong w i t h  

personnel, s t a f f  t r a in ing ,  planning a n d  f a c i l i t y  ac t ivat ion.  

In addition to  changes i n  organizational s t ruc tu re ,  there is frequent 

turnover of the administrators who oversee various fu r~c t i  onal areas cir 

manage the  ins t i tu t ions .  For example, f i ve  d i f f e r en t  administrators have 
overseen the Department's Administration Division since 1582. Further, 

Arizona S ta te  Prison Complex (AsPC)-Florence has had four wardens and two 
units have had several d i f f e r en t  deputy wardens since 1381. Sometimes 

several changes take place w i t h i n  a yea r ' s  time. For example, 
ASPC-Tucson's Santa Rita un i t  had three deputy wardens i n  one year. One 

Central Office s t a f f  member had e igh t  d i f f e r en t  supervisors i n  a two-year 
period. 

JC According to  the American Correctional Association, the averase 
tenure for  a Corrections Department d i rec to r  i s  19 months. 



AREAS FOR FURTHER AUDIT WORK 

Du r i ng  t h e  course o f  t h e  a u d i t  we i d e n t i f i e d  severa l  p o t e n t i a l  issues t h a t  

we were unable t o  pursue because they  were beyond t h e  scope o f  our  a u d i t  

o r  we l acked  s u f f i c i e n t  t ime. 

Does the  Department o f  Co r rec t i ons  s u f f i c i e n t l y  c o n t r o l  v e h i c l e  

assignment and use? 

A1 though t h e  Department o f  Co r rec t i ons  has 699 v e h i c l  es exc lud ing  AFZCOR, 

t h e r e  i s  c u r r e n t l y  no e n t i t y  w i t h i n  DOC'S Cent ra l  O f f i c e  t o  ensure t h a t  

veh i c l es  a r e  be ing  p r o p e r l y  ass igned and used. Several DOC employees 

quest ioned many o f  t h e  v e h i c l e  assignments. I n  a d d i t i o n ,  some v e h i c l e s  

appear t o  be i n e f f i c i e n t l y  used. For example, a t  one f a c i l i t y  a  van was 

b e i n g  used f o r  per imete r  s e c u r i t y .  I napp rop r i a te  assignment and use of  

veh i c l es  may be c o n t r i b u t i n g  t o  t h e  unnecessar i l y  l a r g e  f l e e t  discussed i n  

F ind ing  I, page 3. Fu r the r  a u d i t  work i s  necessary t o  determine t he  

e x t e n t  of improper assignment and use, and t h e  e f f e c t  o f  inadequate 

c o n t r o l  of  veh ic les .  

Has t he  Department o f  Co r rec t i ons  es tab1 i shed necessary c o n t r o l  s  

over  f u e l  d i s t r i b u t i o n ?  

DOC does n o t  adequately c o n t r o l  f u e l  d i s t r i b u t i o n  a t  severa l  

i n s t i t u t i o n s .  A t  ASPC-Phoenix-A1 hambra and Catal  i n a  Mountain J u v e n i l  s 

I n s t i t u t i o n ,  d a i l y  f u e l  use i s  n o t  recorded o r  t racked.  ASP-Ft. Grant  

Motor Pool r e c e n t l y  began r e c o r d i n g  d a i l y  f u e l  use, b u t  l a r g e  q u a n t i t i e s  

o f  fue l  have s t i l l  been r e p o r t e d  miss ing.  In c o n t r a s t ,  t h e  Federal  P r i son  

i n  Phoenix i n s t a l l e d  a  key c o n t r o l  f u e l i n g  system. The key c o n t r o l  system 

a l l ows  o n l y  au tho r i zed  users  access t o  fue l  and a u t o m a t i c a l l y  records  each 

f u e l i n g  t r ansac t i on .  Key c o n t r o l  and ca rd  c o n t r o l  systems c o s t  from $750 

t o  $10,000 do1 l a r s  and can handle up t o  10,OCO users.  A1 though t he  system 

cos t s  more than a  bas i c  fuel  system, the  system cou ld  save money because 

o f  t h e  inc reased  c o n t r o l  i t  prov ides.  F u r t h e r  audi  t work i s  necessary t o  

determine t h e  e x t e n t  o f  inadequate ly  c o n t r o l l e d  f u e l  a t  each f a c i l i t y  and 

i t s  c o s t  t o  t h e  Department. 



6 Does t h e  Department o f  Co r rec t i ons  s u f f i c i e n t l y  c o n t r o l  

automot ive p a r t s  and t o o l s ?  

DOC v e h i c l e  maintenance shops may n o t  adequate ly  c o n t r o l  automotive p a r t s  

and t o o l s  usage. The performance a u d i t  on DOC's A d u l t  I n s t i t u t i o n s  
Secu r i t y  (Repor t  No. 85-12) found t h a t  DOC d i d  n o t  adequately c o n t r o l  

t o o l  s  a t  t h e  i n s t i t u t i o n s  ' f a c i  1  i ty maintenance shops, ARCOR s i t e s  and 

o t h e r  areas. Dur ing t he  rev iew o f  v e h i c l  e  maintenance, inadequate 

c o n t r o l s  over v e h i c l e  p a r t s  and mechanics t o o l s  were observed a t  two 

i n s t i t u t i o n s .  For ins tance,  a t  ASPC-Phoenix-A1 hambra, inmates have f r e e  

access t o  mechanics t o o l s  and r e p a i r  pa r t s .  Thus, p a r t s  and t o o l s  can be 

s t01  en by inmates. I n  a d d i t i o n ,  i n s u f f i c i e n t  c o n t r o l  over  automotive 

p a r t s  may have l e d  t o  t h e  a l l e g e d  misuse o f  funds a t  ASPC-Perryvi l le 

discussed i n  F i n d i n g  I, page 12. F u r t h e r  a u d i t  work i s  necessary t o  

determine t h e  adequacy o f  c o n t r o l s  f o r  v e h i c l e  p a r t s  and t o o l s  a t  each 

i ns ti t u t i  on. 

a Has t h e  Department o f  Co r rec t i ons  e f f e c t i v e l y  managed i t s  

ope ra t i ng  supp l i es  and equipment i n v e n t o r i e s ?  

The Department may n o t  be e f f e c t i v e l y  c o n t r o l  1  i n y  i t s  ope ra t i ng  suppl i e s  

and equipment i nven to r i es .  A1 though DOC has es tab1 ished equipment 

i n v e n t o r y  c o n t r o l  s  and po l  i c i  es, t h e  Department ' s  n~os t recen t  i nven to ry  

i d e n t i f i e d  more than $560,000 i n  m iss ing  equipment. The miss ing  equipment 

i s  e i t h e r  t h e  r e s u l t  o f  p o l i c i e s  n o t  b e i n g  f o l l owed  o r  i tems be ing  s to len .  

Centra l  O f f i c e  does n o t  ensure t h a t  t he  i n s t i t u t i o n s  have procedures t o  

mon i t o r  i n v e n t o r i e s  l i k e  food, which c o n s t i t u t e s  more than $ l ( j  n i l l i o n  o f  

DOC's budget. Thus, Centra l  Of f ice 1  acks a  management i n fo rma t i on  system 

t o  determine t he  e f f e c t i v e n e s s  o f  i n s t i t u t i o n s  opera t ing  suppl i e s  

i nven to ry  management. I n  a d d i t i o n ,  d u r i n g  v i s i t s  t o  severa l  i n s t i t u t i o n s  

we determined t h a t  i nven to ry  c o n t r o l s  were weak o r  nonexis tent .  For 

example, a t  Catal  i n a  Mountain Juven i l e  I n s t i t u t i o n ,  when i tens a re  

d e l i v e r e d  i n s t i t u t i o n a l  personnel do n o t  make an independent count  o f  t i l e  

goods received. The l a c k  o f  s u f f i c i e n t  c o n t r o l  over  ope ra t i ng  supp l ies  and 



equipment may resul t i n  m i  smanagement, waste or thef t .  Further audit work 
i s  needed to determine the adequacy of Central Office oversight of 
operating suppl ies  and equipment inventories. 



APPENDIX 

METHODOLOGY FOR DETERMINING VEHICLE OPERATING COSTS 

F l e e t  managers eval  uate t h e i r  f l e e t ' s  e f f i c i e n c y  and i n d i v i d u a l  v e h i c l e  
performance by  mon i t o r i ng  t h e  v e h i c l e s  ' o p e r a t i n g  expenses. These c o s t s  
c o n s i s t  of  a l l  expenses d i r e c t l y  r e l a t e d  t o  r unn ing  a  veh i c l e :  f u e l ,  o i l ,  
t i r e s  and t i r e  r e p a i r ,  and maintenance and r e p a i r .  These expenses a r e  
computed as cos t s  per  m i l e  f o r  each v e h i c l e  and can be r e f e r r e d  t o  as 
v a r i a b l e  c o s t s  per  m i l e  (VCM). 

Because t h e  Department o f  Co r rec t i ons  ' i n s t i t u t i o n s  do n o t  ma in ta i n  
adequate records,  as d iscussed i n  F i n d i n g  I, page 11, i t  i s  n o t  p o s s i b l e  
t o  determine t h e  exac t  VCM o f  DOC'S f l e e t  o r  what t h e  f l e e t ' s  c o s t  p e r  
m i l e  should be. Instead, Aud i t o r  General s t a f f  compared t h e  t o t a l  v e h i c l e  
ope ra t i ng  expenses f o r  v e h i c l e s  a t  each DOC i n s t i t u t i o n  t o  t h e  es t imated  
t o t a l  c o s t  o f  t he  f l e e t  i f  each i n s t i t u t i o n  operated i t ' s  veh i c l es  a t  a  
c r i t e r i o n  c o s t  per  m i l e .  The c r i t e r i o n  c o s t  pe r  m i l e  f o r  the  var ious  
types of veh i c l es  was p rov ided  by t he  Nat iona l  Assoc ia t ion  o f  F l e e t  
Admin is t ra to rs ,  t h e  Department o f  Aami n i s t r a t i o n  ' s  (DOA) tilotor Pool , the  
Ar izona Department o f  T ranspo r ta t i on  (ADOT) and t h e  City o f  Phoenix (Tab le  
7 \ 

TABLE 1  

CRITERION COST PER MILE 

VEHICLE TYPE 

Cars 

Pickups 
4 X 4s 
Vans 
M i  n ibuses 
Buses 
1 ton t r u c k s  
1  .5 t on  t r u c k s  
2 t o n  t r u c k s  
2.5 t on  t r ucks  
5 t o n  t r u c k s  
Boom t rucks  
Wreckers 
Water t r ucks  
Semis 
F i r e  t r ucks  
U n i d e n t i f i e d  l a r g e  

t r u c k s  

SOURCE OF DATA 

Nat iona l  Assoc ia t ion  o f  
F l e e t  Adm in i s t r a to r s  

DOA Motor Pool 
DOA l l o t o r  Pool 
DOA Motor Pool 
City o f  Phoenix 
City o f  Phoenix 
ALj OT 
City o f  Phoenix 
City o f  Phoenix 
City o f  Phoenix 
AD OT 
City o f  Phoenix 
City o f  Phoenix 
ADOT 
ADOT 
City o f  Phoenix 

Average o f  1  t on  
through 5 t o n  VCR 
shown above 



The c r i t e r i o n  c o s t  p e r  m i l e  used t o  eva lua te  DOC's v e h i c l e s  a r e  t h e  ac tua l  

o p e r a t i n g  c o s t s  o f  v e h i c l e s  i n  t h e  i d e n t i f i e d  category.  Using these 

f i g u r e s  t o  eva l  ua te  DOC's performance i s  reasonable  f o r  severa l  reasons. 

1. The Na t i ona l  Assoc ia t i on  o f  F l e e t  A d m i n i s t r a t o r s  (NAFA) annua l l y  
surveys i t s  members t o  determine t h e i r  f l  e e t s '  o p e r a t i n g  cos t s  
and r e p o r t s  t h i s  da ta  i n  t h e  form o f  an average o p e r a t i n g  c o s t  
p e r  m i l e .  The NAFA survey i s  used by  p u b l i c  and p r i v a t e  f l e e t  
a d m i n i s t r a t o r s  t o  eva lua te  t h e i r  f l e e t s '  performance. 

The City o f  Phoenix and ADOT have heavy equipment s i m i l a r  t o  
DOC. These agencies eva lua te  t h e i r  f l e e t s '  e f f i c i e n c y  by 
c a l c u l a t i n g  VCM. A d m i n i s t r a t o r s  f o r  b o t h  f l e e t s  no ted  t h a t  t h e i r  
f l e e t  c o s t s  shou ld  be  h i ghe r  t han  DOC's f l e e t  cos t s  because o f  
t h e  n a t u r e  o f  t h e i r  v e h i c l e s '  usage. For  example, City o f  
Phoenix t r a n s i t  buses make f r equen t  s tops  which l e a d  t o  cos t s  as 
much as f i v e  t imes h i g h e r  than buses t r a v e l  i n g  l onge r  d is tances.  
S i m i l a r l y ,  ADOT v e h i c l e s  a r e  used f o r  heavy du t y  r oad  work, such 
as snow p low ing  and concre te  hau l i ng .  Therefore,  us i ng  t he  C i t y  
o f  Phoenix and ADOT's f l e e t s '  ac tua l  o p e r a t i n g  c o s t s  i s  a  
conse rva t i ve  comparison. 

3. The c r i t e r i o n  c o s t s  i n c l u d e  f u e l ,  l u b r i c a n t s ,  t i r e s  and t i r e  
r e p a i r s ,  and p a r t s  and l a b o r  f o r  maintenance and r e p a i r .  DOC's 
c o s t s  a1 so i n c l  ude t h e  same components, however, DOC riiakes 
ex tens i ve  use o f  inmate l a b o r  t o  ma in ta i n  i t s  veh i c l es .  
Consequently, DOC's l a b o r  cos t s  a re  much lower  than t h e  cos t s  
these o t f i e r  e n t i  t i e s  i n c u r  t o  r e p a i r  t h e i r  f l e e t s .  Therefore, 
DOC ' s  o p e r a t i n g  c o s t s  si-~oul d  t h e o r e t i c a l  l y  be 1  ower than the  
c r i t e r i o n  cos ts .  

The f o l  1  owing method01 ogy \/as used t o  c a l  c u l  a  t e  t h e  approximate t o t a l  

o p e r a t i n g  expend i tu res  t h a t  DOC i n s t i t u t i o n a l  f l e e t s  shoul d  be i n c u r r i  ng. 

We con tac ted  DOC t r a n s p o r t a t i o n  personnel  t o  determi  ne the 
percentage c o n t r i b u t i o n  t h a t  v a r i o ~ s  ca tego r i es  o f  ve t l i c l  es made 
t o  t h e  t o t a l  es t ima ted  r r r i l  eage i n c l u d e d  i n  t he  i n s t i t u t i o n ' s  
budget  request.  Th i s  i n f o rma t i on  i s  presented i n  Table 2, 
Percentage o f  To ta l  k i i  1  eage c o l  umn. Th is  percentage bras 
mu1 t i p l  i e d  by t h e  t o t a l  m i leage  t o  o b t a i n  t h e  es t imated  i:lileage 
f o r  t h a t  category .  The es t ima ted  mi leage f o r  each category  i s  
presented i n  t h e  M i  1  eage c o l  unn. 

2. The es t imated  mi leage was mu1 t i p l  i e d  by  t h e  c r i t e r i o n  c o s t  per 
m i l e  t o  determine t h e  t o t a l  c o s t  o f  i n s t i t u t i o n a l  v e h i c l e s  i f  
t hey  u e r e  o p e r a t i n g  as e f f i c i e n t l y  as t h e  c r i t e r i o n  f l e e t s .  Th is  
t o t a l  c o s t  i s  t h e  c r i t e r i o n  cos t .  

3. C r i t e r i o n  c o s t s  f o r  each v e h i c l e  cs tegory  were combined t o  o b t a i n  
t h e  c r i t e r i o n  t o t a l  c o s t  f o r  each i n s t i t u t i o n ,  as shown i n  t h e  
To ta l  rows o f  Tab1 e  2. 



4. Each i n s t i t u t i o n  ' s  ac tua l  v e h i c l e  ope ra t i ng  cos ts  were ca l  cu l  a ted  
w i t h  Arizona F inanc ia l  In fo rmat ion  System data and i n fo rma t i on  
prov ided by DOC personnel, as shown i n  Table 3. 

5. The c r i t e r i o n  t o t a l  c o s t  f o r  each i n s t i t u t i o n  ( f rom Table 2 )  was 
compared w i t h  D O C ' S  ac tua l  t o t a l  cos ts  ( f rom Table 3 )  t o  
determine t h e  var iance between t h e  cos ts  t h a t  t h e  f l e e t  should be 
i n c u r r i n g  versus t h e  c o s t  t h a t  t he  f l e e t  d i d  i ncu r .  The 
var iances f o r  each i n s t i t u t i o n  are presented i n  t he  Variance 
column i n  Table 4. 



TABLE 2 

CALCULATIONS USED TO DETERMINE CRITERION TOTAL COST 

C r i t e r i o n  
I n s t i t u t i o n  Vehic le  Cost Per M i l e  

ASPC-Fl orence Cars 
Pickups 
4 x 4  
Vans 
Buses 
1 ton  
1.5 t on  
2 ton  
2.5 t on  
F i r e  t r uck  
Water 
Misc. 1 arge 

t ruck  

Tota l  

ASPC-Plloenix Cars 
Pickups 
Vans 
Buses 
1 ton  
1.5 t on  
Semi 
Wrecker 
2.5 ton  

Tota l  

ASPC-Tucson Cars 0.076 
Pickups 0.12 
4 x 4  0.126 
Vans 0.135 
Buses 0.56 
1.5 ton  0.35 
2.5 ton  0.58 
F i r e  t r uck  0.99 
5 ton  0.96 
Water 0.37 

Tota l  

ASPC-Perryvil l e  Cars 0.076 
Pickups 0.12 
4 x 4  0.126 
Vans 0.135 
Buses 0.56 
1 ton  0.3 
2 ton 0.48 
Boom 0.76 
Water 0.37 

Tota l  

Percentage o f  
Tota l  M i  1 eaae M i  1 eage 

C r i  t e r i o n  
Tota l  Cost  



C r i t e r i o n  
Veh ic le  Cost  Per M i l e  

Percentage o f  
To ta l  M i  1 eaae 

C r i t e r i o n  
T o t a l  Cost  I n s t i t u t i o n  

ASP-Ft. Gran t  

M i  1 eage 

Cars 
Pickups 
4 x 4  
Vans 
Buses 
1 t o n  
1.5 t o n  
2 t o n  
2.5 t o n  
Misc. 1 arge 

t r u c k  0.53 
F i r e  t r u c k /  

T r a c t o r  0.59 
Semi 0.62 
Boom 0.76 

To ta l  

ASP-Safford Cars 
Pickups 
4 x 4  
Vans 
Buses 
5 t o n  
1.5 t o n  
2.5 t o n  

T o t a l  

CblJ I Cars 0.076 
Pickups/ 

4 x 4  0.12 
Vans 0.135 
I 4 i  n i  bus 0.26 
Misc. Large 0.53 
5 t o n  0.96 

To ta l  

ACU I Cars 0.076 
Pickups 0.12 
4 x 4  0.126 
Vans 0.135 
1 t o n  0.3 
2.5 t on  0.58 

To ta l  

Source: Compiled by A u d i t o r  General s t a f f  from v e h i c l e ' s  percentage o f  t o t a l  m i leage  
da ta  from DOC t r a n s p o r t a t i o n  personnel and f i s c a l  yea r  1984-85 es t imated  
mi leage f i g u r e s  f rom DOC f i s c a l  y e a r  1985-86 budcjet reques t  and mi leage da ta  
from ASP-Safford. Actua l  mi leage f i g u r e s  a re  n o t  a v a i l a b l e  f o r  a l l  
i n s i t u t i o n s  because t hey  have n o t  c o n s i s t e n t l y  recorded  mileage. 





TABLE 4 

DOC INSTITUTIONS ACTUAL VEHICLE OPERATING 
COSTS VERSUS CRITERION COSTS 

FISCAL YEAR 1984-85 

Actual Vehicle C r i t e r i o n  Vehicle 
Operating Costs Operating Costs Variance 

ASPC-Fl orence $ 304,737.55 
ASPC-Phoeni x 244,343.69 
ASPC-Perryvil l e  243,439.74 
ASP-Safford 147,948.70 
ASPC-Tucson 174,577.96 
ASP-Ft. Grant 222,511.21 
Adobe Mountain 

Juven i l e  I n s t i t u t i o n  26,889.11 
Cata l ina  Mountain 

Juven i l e  I n s t i t u t i o n  32,660.07 

Tota ls  

Source: Compiled by Auditor General s t a f f  from Appendix, Table 2 and 
Table 3. 
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P h o e n i x ,  A r i z o n a  85004 

D e a r  M r .  N o r t o n ,  

The a t t a c h e d  comments are p r o v i d e d  f o r  i n c l u s i o n  i n  t h e  t e x t  o f  
t h e  p u b l i s h e d  P e r f o r m a n c e  A u d i t  o f  t h e  D e p a r t m e n t  o f  C o r r e c t i o n 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 .  T h e s e  comments r e l a te  t o  t h e  Revised 
P r e l i m i n a r y  D r a f t  R e p o r t  w h i c h  was  p r o v i d e d  w i t h  y o u r  l e t t e r  
d a t e d  J u n e  2 0 ,  1 9 8 6 .  

A s  i n d i c a t e d  i n  o u r  l e t t e r s  r e g a r d i n g  t h e  p r i o r  d r a f t s  o f  t h i s  
r e p o r t ,  I a m  c o n c e r n e d  a b o u t  y o u r  s t a f f ' s  o m i s s i o n  o f  c e r t a i n  
i n p u t  t h a t  was  p r o v i d e d  b y  o u r  D e p a r t m e n t  t o  c o r r e c t  e r r o r s  a n d  
i n a c c u r a c i e s  i n  t h e  r e p o r t .  F u r t h e r m o r e ,  t h e  r e p o r t  d o e s  n o t  
a c k n o w l e d g e  t h a t  t h e  D e p a r t m e n t  b r o u g h t  many o f  t h e  i t e m s  d i s -  
c u s s e d  t o  y o u r  s t a f f ' s  a t t e n t i o n .  A s  y o u  are  a w a r e ,  t h e  D e p a r t -  
ment i s  i n  t h e  p r o c e s s  o f  c o r r e c t i n g  many o f  t h e s e  d i s c r e p a n c i e s .  

I mus t  n o t e  t h a t  y o u r  a u d i t o r s  t o o k  o v e r  s i x  months  t o  c o m p i l e  
t h e  s e c t i o n  o f  t h e  r e p o r t  p e r t a i n i n g  t o  v e h i c l e s .  I n  p r e -  
v i o u s  d r a f t s ,  t h e y  compared t h e  D e p a r t m e n t ' s  c o s t  p e r  m i l e  t o  
a n  i n d u s t r y  a v e r a g e .  Your s t a f f  c i t e d  a c o s t  p e r  m i l e  o f  e i g h t  
c e n t s .  A f t e r  m i n i m a l  r e s e a r c h  o n  o u r  p a r t ,  i t  was  d e t e r m i n e d  
t h a t  t h i s  c o s t  was t o t a l l y  e r r o n e o u s .  A s  a r e s u l t ,  t h e  r e v i s e d  
r e p o r t  now states t h a t  i n s t e a d  o f  s p e n d i n g  $ 9 0 0 , 0 0 0  t o o  much 
on v e h i c l e s  m a i n t e n a n c e ,  a b e t t e r  f i g u r e  i s  i s  $ 4 5 0 , 0 0 0 .  

A s  a n  e x a m p l e  o f  y o u r  s t a f f ' s  n e g l e c t  o f  t h e  f ac t s  i s  t h e  d i s -  
c u s s i o n  o f  v e h i c l e s  i n  w h i c h  t h e  f i n a l  r e p o r t  c o m p a r e s  t h i s  
D e p a r t m e n t ' s  c o s t  p e r  m i l e  t o  t h a t  o f  a c o m b i n a t i o n  o f  DOA, DOT 
a n d  t h e  C i t y  o f  P h o e n i x .  Why w a s n ' t  DOC compared  w i t h  o t h e r  
c o r r e c t i o n a l  a g e n c i e s ?  W e  r e p e a t e d l y  a s k e d  t h a t  c o n s i d e r a t i o n  b e  
g i v e n  t o  t h e  c o n d i t i o n s  u n d e r  w h i c h  o u r  v e h i c l e s  are o p e r a t e d .  
W e  h a v e  unpaved  d i r t  r o a d s  a r o u n d  o u r  s e c u r e  p r e i m e t e r s  w h i c h  
are h o t  a n d  d u s t y  i n  t h e  summer a n d  mud i n  t h e  w i n t e r .  Our 
c o s t  p e r  m i l e  i s  h i g h  d u e  t o  t h e  w e a r  on  t h e  v e h i c l e  a n d  t h e  
f a c t  t h a t  some v e h i c l e s  i d l e  a t  areas o f  t h e  p e r i m e t e r  o r  are 
d r i v e n  a t  f i v e  o r  t e n  m i l e s  p e r  h o u r  a r o u n d  t h e  p e r i m e t e r .  



Al though  you d i d  n o t  compare o u r  v e h i c l e  c o s t s  t o  o t h e r  c o r -  
r e c t i o n a l  a g e n c i e s ,  you d i d  u n f a v o r a b l y  compare u s  t o  o t h e r  
c o r r e c t i o n a l  a g e n c i e s  i n  t e r m s  o f  t h e  number o f  v e h i c l e s  p e r  
employee.  My s t a f f  p o i n t e d  o u t  t h a t  w e  had f i g u r e s  f o r  t h e  
S t a t e s  o f  New Mexico and  Oklahoma i n  which  w e  w e r e  compared 
v e r y  f a v o r a b l y .  Your compar i son  d i d  n o t  c o n s i d e r  t h e  l o c a t i o n  
o r  t h e  c l u s t e r i n g  of f a c i l i t i e s  w i t h i n  t h e  s t a t e r  ,T&is  would,  
as i n  t h e  case o f  F l o r i d a ,  e l i m i n a t e  a l a r g e  number o f  v e h i c l e s  
b e c a u s e  many o f  F l o r i d a ' s  f a c i l i t i e s  are c l u s t e r e d  i n  v a r i o u s  
p o i n t s  t h r o u g h o u t  t h e  s ta te .  W e  f e e l  t h a t  y o u r  compar i sons  are 
i r r e l e v a n t  and  o f  l i t t l e  u s e  t o  t h i s  Depar tment .  

W e  do  a g r e e  t h a t  o u r  v e h i c l e s  are h i g h - m i l e a g e  a n d ,  when 
c o u p l e d  w i t h  t h e i r  a g e ,  a r e  more c o s t l y  t o  o p e r a t e  t h a n  new 
v e h i c l e s .  W e  b e l i e v e ,  however ,  t h a t  w e  s h o u l d  have been  
commended f o r  b e i n g  a b l e  t o  d r i v e  more t h a n  f i v e  m i l l i o n  v e h i c l e  
m i l e s  i n  a g i v e n  y e a r  w i t h  as few p rob lems  and  as low a c o s t  
as w e  are c u r r e n t l y  o p e r a t i n g .  

Another  example  o f  y o u r  s t a f f ' s  d i s r e g a r d  f o r  r e a l i t y  i s  t h e  
s t a t e m e n t  t h a t  t h e  Adu l t  I n f o r m a t i o n  Management System (AIMS) 
i n i t i a l  Budget Reques t  w a s  exceeded  by  a t  leas t  $575,535;  o r  
50 p e r c e n t .  T h i s  s t a t e m e n t  was d i s c u s s e d  w i t h  y o u r  s t a f f  and 
d o c u m e n t a t i o n  w a s  p r o v i d e d  t o  p r o v e  o t h e r w i s e ,  y e t  w e  w e r e  
i g n o r e d .  The f a c t  i s  t h a t  t h e  i n i t i a l  Budget Request  f o r  t h e  
AIMS Sys tem w a s  a p p r o x i m a t e l y  $1.4 m i l l i o n  and  was s u b s e q u e n t l y  
a d j u s t e d  t o  $1.5 m i l l i o n  e a r l y  i n  t h e  budge t  p r o c e s s .  

One l a s t  i t e m  must b e  added which f u r t h e r  r e f l e c t s  on t h e  
q u a l i t y  of  t h e  r e p o r t  and  i t s  a c c u r a c y  i n  p r e s e n t i n g  f a c t s .  I n  
t h e  s e c t i o n  e n t i t l e d ,  "AREAS FOR FURTHER AUDIT WORK", a s t a t e -  
ment i s  made t h a t  w e  d o  n o t  m o n i t o r  f u e l  consumpt ion  a t  C a t a l i n a  
Mountain J u v e n i l e  I n s t i t u t i o n  ( C M J I ) .  T h i s  i s  t r u e .  The 
r e a s o n  f o r  t h i s  i s  t h a t  w e  have  no g a s  pumps t h e r e .  The 
underground s t o r a g e  r e f e r r e d  t o  i s  d i e s e l  f u e l  f o r  t h e  emergency 
g e n e r a t o r s  and  n o t  f o r  v e h i c l e  u s e .  

These i n s t a n c e s  c a u s e  m e  a g r e a t  d e a l  o f  c o n c e r n  w i t h  t h i s  a u d i t  
r e p o r t .  O t h e r  s p e c i f i c s  i n  t h e  r e p o r t  a r e  d i s c u s s e d  i n  t h e  
a t t a c h e d .  

S i n c e r e l y ,  

At tachment  

SAL / RHA / g 



F I N D I N G  I 

THE DEPARTMENT O F  CORRECTIONS'S VEHICLE FLEET IS POORLY MAINTAINED 

The Depar tmen t  disagrees with this  s t a t emen t .  The  D e p a r t m e n t  has done a 
commendab le  job of maintaining wha t  we a g r e e  is a n  aging  and high-mileage vehic le  
f leet .  The  Depa r tmen t  should b e  commended for  it's abi l i ty with l imited resources,  
inadequate  main tenance  fac i l i t ies  and  our  r e c e n t  explosive growth,  t o  b e  ab le  t o  do t h e  
job i t  has done. 

RECOMPIIENDATION I - DOC SHOULD ESTABLISH A STANDARDIZED 
DEPARTMENTAL PROGRAM 

T h e  D e p a r t m e n t  concurs  wi th  this recommendat ion  and h a s  t a k e n  s t e p s  t o  imp lemen t  t h i s  
while t h e  audi tors  were  in t h e  process  of  conducting th is  audit.  

RECOMMENDATION 2 - DOC SHOULD REVIEW AND UPGRADE ITS VEHICLE 
MAINTENANCE FACILITIES 

The  D e p a r t m e n t  of Correc t ions  has  a l ready accomplished this  and pointed o u t  t o  t h e  
audi tors  as was  s t a t e d  in the i r  r epo r t  t h a t  s tudies  were  conducted.  Fu r the r ,  an i t e m  
which is not  s t a t e d  bu t  which was pointed o u t  t o  t h e  audi tor  was t h a t  funds  were  
reques ted  t o  cons t ruc t  a ma in tenance  fac i l i ty  at Perryvil le  as the  f i r s t  s t e p  in t h i s  
process. The  $695,000 budget  r eques t  was  denied. I t  should b e  noted  t h a t  t h e  
D e p a r t m e n t  has, on severa l  occasions, reques ted  monies  t o  properly upgrade i t s  vehic le  
fac i l i t ies  b u t  has  been unsuccessful  i n  obtaining t h e  proper funds. 

RECOMMENDATION 3 - ONCE DOC HAS ESTABLISHED A BETTER MAINTENANCE 
PROGRAhl AND IMPROVED ITS FACILITIES, TI-IE DEPARTMENT SHOULD UPGRADE 
ITS FLEET. 

The  D e p a r t m e n t  would very  much l ike t o  upgrade i t s  f l e e t  and has reques ted  a 
subs tant ia l  a m o u n t  of money in the  p a s t  t o  upgrade i t s  vehicles. Due t o  t h e  emphas i s  on 
cons t ruc t ion  of new faci l i t ies ,  t h e  reques ts  have  gone unfunded. I t  should b e  noted  t h a t  
t h e  D e p a r t m e n t  e s t i m a t e s  if i t  rep laced  a l l  vehicles  which a r e  ove r  ten  years  old o r  have  
a mi leage  reading  of 100,000, i t  would cos t  $2.5 million. This f a r  exceeds  t h e  e s t i m a t e d  
annual  savings of $450,000 p ro jec t ed  by t h e  auditors. 

Severa l  o t h e r  c o m m e n t s  mus t  b e  made  concerning  t h e  discussions and conclusions drawn 
by t h e  audi tors  in this  sect ion of t h e  audi t  report .  F i rs t ,  in i t ia l  d r a f t s  of this  r epor t  
a t t e m p t e d  t o  compare  t h e  Depar tment ' s  c o s t  per mile t o  an industry ave rage  of 
approximate ly  e igh t  c e n t s  per  mile. Even though t h e  aud i to r s  took approximate ly  one  
yea r  t o  compi le  this  audi t ,  i t  took t h e  D e p a r t m e n t  one  week t o  r ea l i ze  t h a t  t h e  f igure  
quoted  (8~) would hardly pay for  t h e  fue l  for  an ave rage  vehicle t h e  D e p a r t m e n t  
ope ra t e s ,  such as vans, t r u c k s  and busses. The  comparison with an  industry f l e e t  a v e r a g e  
of ave rage  o f  passenger vehicles  was  a to ta l ly  unfair  comparison.  This resul ted in a 
comple t ed  revision with comparison of this  i l e p a r t m e n t  now t o  a composi te  ave rage  of  a 
f l e e t  composed of DOA, DOT and C i ty  of Phoenix vehicles. Despi te  a g r e a t  deal  o f  
discussion f rom this  Depa r tmen t  concerning  tile condit ions in which our  vehic les  a r e  
ope ra t ed ,  such  as using sedans  on pe r ime te r  pa t ro l  or  l ight  t rucks  which t r ave l  f ive  t o  t en  
mi les  per hour and s tand  idling at var ious  places around pe r ime te r s  for  hours on end,  no  
recognit ion is m a d e  of th is  in t h e  aud i t  report .  



No ment ion  h a s  been made of t h e  a m o u n t  of money reques ted  t o  r ep lace  vehic les  in  t h e  
p a s t  o r  t h e  a m o u n t  of money r eques t ed  t o  upgrade vehicle fac i l i t ies ,  even  though th is  
informat ion  was  provided t o  t h e  auditors .  

T h e  c e n t r a l  t h e m e  of this  repor t  i s  t h a t  mis-management,  poor ma in tenance  and a lack 
o f  vehic le  r ep lacemen t  program h a v e  resul ted  in e x c e s s  expendi tures  of  $443,370 in t h e  
opera t ion  of our  f l ee t .  These ope ra t ing  cos t s  for  t h e  D e p a r t m e n t  o f  Correc t ions  a r e  
compared  t o  t h e  D e p a r t m e n t  of  Administrat ion,  t h e  D e p a r t m e n t  of Trarnspor ta t ion  and 
t h e  C i t y  of  Phoenix, We f e e l  this  is a ve ry  poor comparison because  t h e  D e p a r t m e n t  of  
Cor rec t ions  in no way resembles  t h e  usage  of  t h e  t h e s e  opera tors .  
The re  a r e  forty-nine o t h e r  states ope ra t ing  co r rec t iona l  f ac i l i t i e s  and none o f  t h e s e  were  
chosen f o r  c o s t  comparison. Cor rec t iona l  vehicles  o f t e n  s i t  on secur i ty  pos ts  with t h e  
engine running and .natural ly t h e  c o s t  per  mile would b e  higher. Fu r the r ,  o u r  vehicles  a r e  
o p e r a t e d  on p e r i m e t e r  roads  t h a t  a r e  unpaved, dusty and  hard on vehicles. A t  bes t ,  an 
o f f i ce r  is a b l e  t o  t r a v e l  only f ive  t o  t e n  miles per  hour. All o f  this  a d d s  up t o  more  cos t  
and  abuse  t o  t h e  vehic le  t han  normal  operat ions.  

The  o t h e r  comparison of f l e e t  s i z e  t o  t h e  number of  s t a f f  l eaves  a lo t  t o  b e  desired. I t  
does n o t  t a k e  in to  considerat ion t h e  prison layout ,  dis tr ibut ion of  prisoners  throughout  
t h e  S t a t e ,  and  inma te  in t ake  and r ecep t ion  prac t ices .  The  states we have  been compared  
t o  o p e r a t e  on a c lus t e red  prison concep t ,  in t h a t  s eve ra l  inst i tut ions a r e  l oca t ed  within 
c lose  proximi ty  of e a c h  o ther .  The  S t a t e  of Arizona h a s  chosen t o  build and ope ra t e  
prisons in r e m o t e  loca t ions  and will  be  likely t o  cont inue  t o  do so in t h e  future.  As a 
resul t ,  t h e r e  will b e  a continued need  for  a l a rge  vehic le  f lee t .  As a m a t t e r  of  f a c t ,  this 
D e p a r t m e n t  provided t h e  audi tors  s t a t i s t i c s  t o  compare  t h e  number of  vehic les  per  s t a f f  
be tween  our state, New Mexico and Oklahoma which o p e r a t e  fac i l i t ies  sp read  throughout  
t h e  state. In both instances,  we  a r e  compared  favorably  as Oklahoma's ra t io  is e igh t  t o  
o n e  and New Mexico's r a t i o  is t h e  s a m e  as ours;  s ix  t o  one. 

Most aud i t  r epo r t s  state f a c t s ,  no t  opinions. To qualify as a f a c t ,  t h e  s t a t e m e n t  should 
b e  proveable.  The r epor t  states t h a t ,  "The poor condit ion of  s o m e  DOC vehicles  makes  
them unsafe and unreliable." I t  would be  reasonable  t o  a s sume  t h a t  such a s t a t e m e n t  
would be  suppor ted  by s ta t i s t ics ,  such as acc iden t s  per  mi le  or  employee  injuries per  
mile. Ins tead  of support ing this  s t rong s t a t e m e n t ,  t h e  r epor t  chooses  t o  c i t e  t h r e e  
inc idents ,  two  of which a r e  fac tua l ly  incorrec t .  The D e p a r t m e n t  drives ove r  f ive million 
mi les  per  year. IVe bel ieve a comparison of our s a f e t y  record  t o  t he  mi les  driven would 
b e  favorable.  The audi tors  chose not  t o  m a k e  this  comparison.  

I t  is n o t  p r a c t i c a l  t o  sugges t  a r ep lacemen t  program as sugges ted  by t h e  auditor .  The 
aud i to r s  s e e m  t o  fo rge t  t h a t  we  can only purchase vehicles  when funds a r e  
appropriated.  Fu r the r ,  t he  r epor t  fa i l s  t o  recognize  the  impac t  of i t ems  on this  
D e p a r t m e n t ,  such as t h e  s t a t e m e n t  in this  year's Appropriat ions Bill, which requi res  t h e  
D e p a r t m e n t  t o  obta in  used vehicles  f rom t h e  D e p a r t m e n t  of Public  Sa Ie ty  a f t e r  they no 
longer have  need  for  them.  IVe ce r t a in ly  would l ike to  buy new vehic les  b u t  foo tno te s  
such  as th i s  and  t h e  lack 01 appropr ia ted  funds m a k e s  i t  d i f f icu l t  t o  accomplish. 

In summary ,  this  r e p o r t  makes  unfa i r  comparisons,  ignores per t inent  d a t a  and comes  t o  
unsupported conclusions. 



F I N D I N G  I1 

THE DEPARTMENT COULD SAVE BETWEEN $192,000 AND $328,000 A YEAR BY 
CONTRACTING FOR MORE OF ITS MAINTENANCE SUPPLIES 

The D e p a r t m e n t  concurs  with t h e  recommendat ions  m a d e  in th i s  finding. This  sec t ion  o f  
t h e  repor t ,  however ,  is also a cause  for concern  regard ing  t h e  auditor 's lack  of  
acknowledgement  of t h e  c u r r e n t  situation. F i rs t ,  th i s  sec t ion  of t h e  r epor t  addresses  a 
smal l  a r e a  of t h e  Purchasing funct ion  of  t h e  Depa r tmen t .  While t h e  audi tors  s p e n t  s ix 
months  working on th is  port ion of  t h e  audi t ,  no ment ion  is m a d e  in th i s  sec t ion  o r  in t h e  
a r e a s  for  fu r the r  audi t  work of any  o the r  problems exis t ing  in t h e  manner in which 
Purchasing e x e c u t e s  i t s  c u r r e n t  tasks. The  D e p a r t m e n t  is c r i t i c i zed  in th is  sec t ion  f o r  
no t  having c o n t r a c t s  for  more  of  i t s  ma in tenance  supplies. Since we a l r eady  have  s o m e  
t e rm c o n t r a c t s  in place fo r  our ma in tenance  supplies, t h e  D e p a r t m e n t  should b e  
commended for  in i t ia t ing  a c t i o n s  in  an a r e a  which t h e  De-.)ar tment  of  Administrat ion h a s  
neg lec t ed  t o  issue S t a t e  con t r ac t s .  

Additionally, confusion exis t s  even  at DOA concerning  t h e  responsibi l i t ies  of state 
agenc ie s  purchasing units. In o n e  paragraph of t h e  repor t ,  t h e  S t a t e  Purchasing O f f i c e r  
is r epo r t ed  t o  h a v e  said t h a t  Ar izona  s t a t e  agenc ie s  must  play an  a c t i v e  ro le  in secur ing  
t e r m  cont rac ts .  Yet ,  in a subsequent  paragraph,  a DOA of f i c i a l  is repor ted  t o  have  sa id  
t h a t  a pr imary  reason for t h e  development  of PANACEA is so t h e  State 's  Purchasing 
Of f i ce  can  inc rease  t h e  a m o u n t  purchased on S t a t e  cont rac ts .  These s t a t e m e n t s  a r e  
cont radic tory .  

As a resul t  of  not  con t r ac t ing  for  more  of i t s  ma in tenance  supplies, t h e  r epor t  states 
t h a t  t h e  D e p a r t m e n t  did n o t  rea l ize  a po ten t i a l  savings of  be tween  $192,000 and  
$328,000. According t o  a member  of  t h e  audi t  s t a f f ,  t h e  f igures  quoted  in Table 5 of t h e  
r e p o r t  as "not amenab le  t o  con t r ac t s "  w e r e  based  on an  e s t i rna t e  (1096 of t h e  t o t a l  
ma in tenance  supply expenditures) ,  r a t h e r  than  a n  analysis  of t h e  a c t u a l  expenditures.  
Since an  analysis  of t h e  a c t u a l  expendi tures  was  not  pe r fo rmed  to de t e rmine  which 
purchases were  not  amendab le  t o  t e r m  c o n t r a c t s ,  t h e  Auditor Gene ra l  h a s  no basis for  
s t a t i n g  t h e  po ten t i a l  savings f igu re  c i t e d  in  t h e  report .  

In conclusion, we  do no t  d isagree  wi th  t h e  r e p o r t  in t e r m s  o f  savings  being real ized if t h e  
D e p a r t m e n t  c o n t r a c t e d  for  m o r e  of  i ts  ma in tenance  supplies. Finally, i t  m u s t  b e  said 
t h a t  during a n  in i t ia l  br ief ing wi th  t h e  aud i to r s  be fo re  they  began t h e i r  aud i t  work in  th i s  
a r e a ,  we explained t h a t  we f e l t  t he  increased  use  o f  t e r m  c o n t r a c t s  was a n  a r e a  t h a t  
could  b e  improved upon, not  only in this  D e p a r t m e n t  b u t  throughout  t h e  S ta t e .  A f t e r  s ix 
months  of work, t h e  audi tors  c r i t i c i ze  t h e  D e p a r t m e n t  fo r  not  doing something w e  had  
a l r eady  recognized.  In addit ion,  t h e  r epor t  does  n o t  acknowledge  t h e  a c t u a l  work t h a t  is 
being done in-this a r e a  in t o t a l  te rms.  In a l l  fa i rness ,  a r e p o r t  of  th is  na tu re  should have  
given t h e  D e p a r t m e n t  more c r e d i t  for  real izing t h a t  this  need  exis ted  and for  a l r eady  
having some c o n t r a c t s  in place. Fu r the r ,  no c r e d i t  was  given f o r  our plans t o  expand t h e  
use  of t e r m  c o n t r a c t s  when feas ib le  and a s  resources ,  such as PANACEA, b e c o m e  
available. 



THE DEPARTMENT O F  CORRECTIONS NEEDS TO IMPROVE PLANNING FOR AND 
DEVELOPMENT O F  ITS ELECTRONIC DATA PROCESSING SYSTEMS 

RECOMMENDATION I 

The  D e p a r t m e n t  a l r eady  h a s  priori t ized i t s  sys t ems  goals  and object ives.  I t  h a s  involved 
t h e  Execut ive  S ta f f  in t h i s  process,  even  though we  d o  n o t  have a n  execu t ive  leve l  "EDP 
S tee r ing  Committee",  The  resul t s  of  t h e  Execut ive  Staff 's  pr iori t izat ion was  t h e  r eques t  
for  a n  account ing  sys t em in t h e  FY 1986187 Budget  Request .  

RECOMMENDATION I1 

The D e p a r t m e n t  EDP Plan mus t  b e  developed,  as requircd by S t a t u t e ,  by October  15, 
1986. This  is t h e  f i r s t  yea r  th is  S t a t u t e  is in e f f e c t  and  t h e  D e p a r t m e n t  will  comply. 

RECOMMENDATION Ill 

The D e p a r t m e n t  a l ready does  th is ,  c o n t r a r y  t o  t h e  aud i t  repor t .  

The  D e p a r t m e n t  h a s  a l ready done this  and  will cont inue  t o  do  so in t h e  fu ture .  

RECOMMENDATION V 

The audi t  s ta f f  was  provided a g r e a t  dea l  of informat ion  which indica ted  t h a t  t he  
D e p a r t m e n t  had accomplished t h e  needs  analysis  and feasibi l i ty s tudy of  i t s  account ing  
needs,  with t h e  help o f  t w o  d i f f e ren t  accoun t ing  f irms.  This recommendat ion  is also a 
moo t  point  s ince  the  audi tors  a r e  a w a r e  t h a t  t h e  D e p a r t m e n t  has  been  given funds t o  
proceed  wi th  t h e  acquisi t ion o f  a n  account ing  sys tem wi th  t h e  c a v e a t  t h a t  a fo rma l  needs  
analysis  and feasibi l i ty s tudy be c o n t r a c t e d  fo r  and presented  t o  t h e  Jo in t  Legislat ive 0 
Budget  C o m m i t t e e  for  approval  prior t o  proceeding  with expendi ture  of funds. 

As wi th  t h e  o t h e r  sect ions,  f u r t h e r  c o m m e n t  is required in this  a rea .  First ,  t h e  audi tor  
has  indica ted  t h a t  t h e  D e p a r t m e n t  missed t h e  t o t a l  c o s t  o f  implementa t ion  of AIMS by 
$537,535; o r  50 p e r c e n t  of  t h e  original  budget  request .  Despi te  providing t h e  audi tor  
wi th  t h e  original  budget  submission and updated  budget  i npu t  which c lear ly  indicated t h a t  
t h e  in i t ia l  budget  reques t  on Septernber  1, 1983 of $1,405,500 and a revised Budget  
Reques t  on Janua ry  25, 1984 of $1,516,600. The auditor 's  discussion o f  t h e  AIMS Sys tem 
is a l so  total ly.erroneous.  An example  of  t h i s  is a t  t h e  top  of P a g e  34 o f  t h e  repor t  which 
states t h a t  only seven of  t h e  twenty-e ight  AIMS i t e m s  a r e  cu r ren t ly  operat ional .  In f a c t ,  
t h e r e  a r e  cu r ren t ly  fou r t een  opera t ional  i tems.  We a lso  do no t  a g r e e  t h a t  a l l  of t h e  
twenty-e ight  i t e m s  c i t ed  were  pa r t  o f  t h e  AIMS package ,  t h a t  is, Adult  Information 
Management  System. The  list was  o f  r equ i r emen t s  deemed  necessary  for  t h e  e n t i r e  
D e p a r t m e n t  at t h a t  t ime.  I t ems  such as budgeting,  account ing ,  vehicles  and 
t ranspor ta t ion ,  were  no t  specif ical ly r e l a t e d  t o  AIMS. Fur the r ,  i t e m s  such as cap i t a l  
equipment ,  have  been implemented  as a n o t h e r  sys tem.  



Final ly i t  c anno t  go unsaid t h a t  t h e  list  of  i t e m s  t h a t  might  benef i t  f rom a u t o m a t e d  
s y s t e m s  as outl ined on P a g e  39 of  t h e  repor t ,  was  t h e  e x a c t  list  provided to  t h e  aud i to r s  
by this  Depar tment .  There  is no recognit ion f rom t h e  audi tors  t h a t  th is  list  was  obta ined  
f rom D e p a r t m e n t  sources as known requi rements .  

T h e  Depa r tmen t ,  t he re fo re ,  concurs  with t h e  r ecommenda t ions  b u t  for  d i f f e ren t  reasons  
than  those  outl ined in t h e  auditor 's report .  We d isagree  with t h e  conclusions and t h e  
discussions contained in this  sec t ion  of this  repor t .  The examples  c i t ed  above  a r e  only a 
port ion of  t h e  i t e m s  t h a t  a r e  e r roneous  and for  which w e  d isagree  with th i s  sec t ion  of  t h e  
repor t .  


