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SUMMARY 

The Of f i ce  of  the Auditor General has conducted a performance audit of  

i ns t i t u t i ona l  secur i ty and s t a f f i n g  a t  the Arizona Department of  

Corrections (DOC). The audit was conducted i n  response to  a 

June 14, 1989, resolution of the Joint  Legislat ive Oversight Committee as 

part  of  the Sunset Review set fo r th  i n  Arizona Revised Statutes (A.R.S.) 

$941-2351 through 41-2379. 

This report i s  a follow-up review that examines the steps taken by DOC to 

implement recommendations made i n  two previous performance audit  reports 

issued by our Of f ice i n  1985 and 1986: Report No. 85-12, an audit  of  

Adult I ns t i t u t i ons  Security; and Report No. 86-1, Security S ta f f ing  

i ssues . 

DOC Has Taken Siclnificant Stem To 
lrn~rove Securitv At Its 
Adult Institutions (see pages 3 through 10) 

DOC has made s ign i f i can t  improvements i n  both perimeter and internal  

secur i ty since our last  audit .  

Perimeter Securi tv  

- Fencing - DOC has increased the use of razor wire on i t s  
perimeter fences. 

- Electronic Detection Systems - DOC has addressed detection 
system fa i lu res  through improved maintenance. 

- Escapes - DOC has reduced the number of  escapes from 38 i n  1986 
to  12 i n  1990. 

Internal Security 

- Lockina Svstems - DOC has replaced or refurbished broken 
systems, including some that had deteriorated t o  the point  that 
i n  order t o  open one cel I door, as many as 26 c e l l  doors had to  
be opened a t  once. 

- Commrnication Systems - DOC has increased the number of  radios 
and radio frequencies throughout the system. 

Pol icies and Procedures 

- Visitation - DOC has established securi ty procedures and 
eliminated or reduced the number o f  food v i s i t s .  



- Nedication - DOC now requires that psychotropic medicines and 
control led substances be delivered i n  no more than a one-day 
SUPP IY. 

- Inmate ~ e r s o n a l  property - DOC now l i m i  t s  the amount and type of 
personal property inmates may possess. 

While marked improvements have been made, problems noted i n  some areas i n  

1985 s t i l l  ex is t .  These areas include tool  control ,  inmate counts, 

u t i l i z a t i o n  of temporary structures, the need for addit ional  iso lat ion 

ce l l s ,  and f a c i l i t y  designs. 

New securi ty issues were also ident i f ied  during t h i s  audit .  For 

instance, secur i ty inspections were found t o  be inadequate a t  most 

f a c i l i t i e s ;  post orders were def ic ient  a t  some ins t i tu t ions ;  key control 

problems were i den t i f i ed  at  some f a c i l i t i e s ;  and personal body alarms are 

needed, pa r t i cu la r l y  for secur i ty personnel i n  remote un i t s .  

DOC Has lm~lemented A More 
Obiective Inmate Classification 
~ v s t e m  (see pages 11 through 13) 

Since the last  audi t ,  DOC has implemented a more object ive inmate 

c lass i f i ca t i on  system. The Department's previous system underclassif ied 

inmates leading t o  increased securi ty r i sks  by placing higher r i sk  

inmates i n  lower secur i ty f a c i l i t i e s .  The new system has been reviewed 

and modified twice. Addit ional ly,  DOC plans t o  va l idate the system 

during 1991. 

DOC Has Made Improvements In Its 
Personnel Svstem (see pages 15 through 20) 

With the implementation of a central ized h i r i n g  un i t  i n  1985, DOC has 

s ign i f i can t l y  improved the ef f ic iency and effectiveness of Correctional 

Service Of f i cer  (CSO) recruitment. There appears to  be l i t t l e  more that 

DOC can do t o  hasten the h i r i n g  process without the author i ty  and funding 

for advanced h i  r ing.  Currently, i t  takes approximately 11 weeks to  f i l l 

a pos i t ion,  much o f  that time (seven weeks) i s  for pre-service t ra in ing  

a t  the Correctional Of f icers Training Academy. To reduce that time, DOC 

would need the author i ty  and funding to  h i r e  and t r a i n  CSOs before 

vacancies occur. However, t h i s  would require an addit ional  expenditure 

of  $5.5 m i  l l i o n  annual l y .  



I n  addit ion, DOC has also been able to  reduce CSO turnover from 

approximately 31 percent f i v e  years ago, to  the current rate of 20 

percent for CSO I s  and 8 percent for CSO I l s .  However, DOC o f f i c i a l s  are 

concerned that salary, transportation, and housing problems may 

contr ibute to  a future increase i n  turnover. 

DOC Needs To Do More To Define 
Securitv Staffina Ne& (see pages 21 through 26) 

As noted i n  the 1986 report, DOC needs to  per iod ica l l y  review i t s  

s t a f f i n g  formula. DOC has never recalculated the formula and has 

con t i nua l l y requested the s t a f f  i ng l eve l s recommended i n 1986. However , 
we recalculated the formula and found that s ta f f i ng  needs have changed 

since the last  audit .  For instance, i n  1986 we recommended a s ta f f i ng  

level o f  5.3 Full-Time Equivalent (FTE) posit ions t o  cover a 24-hour 

post; however, since 1986 t h i s  f igure has declined to  5.1. 

In  addit ion t o  a per iodic review of the s t a f f i n g  formula, DOC also needs 

to  do more to  ident i f y  the number of  posts needed a t  each i ns t i t u t i on .  

While DOC has ident i f ied  securi ty posts, the Department has not completed 

a comprehensive analysis of  i t s  secur i ty post needs. Such a review 

should include inspecting post posi t ions, physical plant and ongoing 

program a c t i v i t i e s ,  and a review of s t a f f  assignment records, as we1 l as 

the use and ef  f i cacy o f  management systems. 

While DOC Has Made Strides To Increase 
In-Service Trainina. Manv CSOs Stil l Do 
Not Meet Requirements (see pages 27 through 32) 

Since the last  audit ,  DOC has established a t ra in ing  academy to  provide 

pre-service t ra in ing  and has increased the amount of  in-service t ra in ing  

that i t  provides t o  i t s  correctional service s t a f f .  A l l  CSOs now receive 

288 hours of  pre-service t ra in ing  and are required to  obtain 24 hours of  

in-service t ra in ing  annually. However, a large number of  s t a f f  s t i l l  do 

not meet the requirement for in-service t ra in ing.  We found that 44 

percent o f  a l l  CSOs i n  1989-90 d id  not obtain the required 24 hours. 

Addit ional ly,  over 10 percent received no in-service t ra in ing.  Many 

higher ranking securi ty s t a f f  also fa i led  to  obtain the mandatory 24 

hours . 



Factors such as a  lack of  commitment a t  some ins t i tu t ions ,  s t a f f  

vacancies, and a  lack o f  resources to implement an e f f e c t i v e  tracking 

system may have hampered DOC'S e f f o r t s  to provide t ra in ing to  a l l  o f  i t s  

correctional s t a f f .  
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The O f f i c e  o f  the Auditor General has conducted a performance aud i t  o f  

i n s t i t u t i o n a l  secur i t y  and s t a f f i n g  a t  the Arizona Department o f  

Correct ions (DOC). The audi t  was conducted i n  response t o  a June 14, 

1989, reso lu t ion o f  the Jo in t  Leg is la t i ve  Oversight Committee as pa r t  o f  

the Sunset Review set  f o r t h  i n  Arizona Revised Statutes (A.R.S.) 

$541-2351 through 41-2379. 

This report  i s  a follow-up review that  examines the steps taken by DOC to  

implement recommendations made i n  two previous performance aud i t  reports 

issued by our O f f i ce  i n  1985 and 1986: Report No. 85-12, an aud i t  o f  

Adult I n s t i t u t i o n s  Secur i ty ;  and Report No. 86-1, an aud i t  o f  Secur i ty  

S t a f f i n g  Issues. 

Backaround 

DOC i s  charged w i t h  serv ing and protect ing the people o f  the State by 

imprisoning those adu l t  offenders lega l l y  committed t o  the Department. 

I n  i t s  mission statement, DOC sta tes that  i t  w i l l  accomplish i t s  charge 

by maintain ing e f f e c t i v e  custody cont ro l  over offenders; maintain ing a 

heal thy,  safe, and secure environment fo r  s t a f f  and offenders; and 

prov id ing q u a l i t y  programs t o  offenders. 

As o f  February 1, 1991, there were approximately 13,900 inmates l i v i n g  i n  

DOC'S n ine i n s t i t u t i o n s .  This i s  a 66 percent increase over the number 

o f  inmates incarcerated i n  1985. To accommodate the growing p r i son  

populat ion,  DOC has added three new i n s t i t u t i o n s  (Douglas, Winslow, and 

Yuma) s ince the las t  aud i t .  The pr ison system has a lso  expanded through 

the construct ion o f  new u n i t s  i n  Florence, Tucson, Safford,  and Winslow 

and double-bunking i n  P e r r y v i l l e .  Addi t ional  bed space has a lso  been 

creatsd through the modi f ica t ion o f  ex i s t i ng  space (such as day rooms). 



Institutional Security 

I n  1985, we reported several def ic ienc ies  i n  the area o f  secur i t y  a t  

adu l t  i n s t i t u t i o n s :  1) perimeter and in terna l  secur i t y  was inadequate a t  

some DOC adu l t i ns t i t u  t ions ; 2)  con t raband was widespread and eas i l y  

accessible w i t h i n  the pr isons;  3) the Department's inmate c l a s s i f i c a t i o n  

system d i d  not  proper ly  categorize inmates, thereby increasing secur i t y  

r i s ks ;  and 4) the Department's construct ion program, a t  that  time, d i d  

not provide enough maximum custody beds t o  meet current  o r  fu ture  needs. 

Security Staff inq 

I n  1986, we reported several def ic ienc ies  i n  the area o f  secur i t y  

s t a f f i n g :  1) DOC could not proper ly determine i t s  secur i t y  s t a f f i n g  

needs; 2) DOC was not able t o  h i r e  enough Correct ional  Service O f f i ce r s  

(CSOs) t o  meet i t s  secur i t y  s t a f f i n g  needs; 3) DOC'S process for  

background checks f o r  Correct ional Service O f f i ce r  appl icants needed 

improvement; and 4) DOC had not provided Correct ional Service O f f i ce r s  

w i t h  adequate t r a i n i ng .  

S c o ~ e  And Methodology 

The primary focus o f  t h i s  aud i t  was t o  fo l low up on recommendations made 

i n  our previous reports i n  1985 and 1986; and t o  ascerta in whether 

improvements i n  the areas o f  secur i t y  and secur i t y  s t a f f i n g  have been 

made. To ass i s t  i n  our review o f  i n s t i t u t i o n a l  secur i t y ,  we contracted 

w i t h  secur i t y  consultants t o  conduct a comprehensive review o f  s i x  o f  

DOC'S n ine adu l t  i n s t i t u t i o n s .  

This aud i t  was conducted i n  accordance w i t h  government aud i t i ng  standards. 

The Audi tor  General and s t a f f  express appreciat ion t o  the D i rec to r  and 

s t a f f  o f  the Department s f  Correct ions f o r  t h e i r  cooperation and 

assistance dur ing the aud i t .  



FINDING I 

DOC HAS TAKEN SIGNIFICANT STEPS 

SINCE I985 TO IMPROVE SECURITY 

AT ITS ADULT INSTITUTIONS 

The Department o f  Correct ions (DOC) has made substant ia l  progress i n  

upgrading i n s t i t u t i o n a l  secur i t y  i n  the past f i v e  years. Consultants 

retained by our O f f i c e  found that  a l l  the recommendations i n  our 1985 

report  have been addressed t o  some extent . ( ' )  Although secur i t y  e f f o r t s  

have been enhanced, and s i gn i f i can t  improvements have been made i n  both 

perimeter and in te rna l  secur i t y ,  some problems discussed i n  our previous 

aud i t  report  continue t o  e x i s t .  I n  add i t ion,  dur ing t h i s  review, several 

other secur i t y  def ic ienc ies  were i d e n t i f i e d  that  need t o  be addressed t o  

ensure the safe operat ion o f  the Department's f a c i l i t i e s .  

We f i r s t  reviewed secur i t y  a t  DOC i n s t i t u t i o n s  i n  1985. A t  that  time, 

secur i t y  e f f o r t s  were found t o  be inadequate a t  some f a c i l i t i e s .  

Perimeter secur i t y  was i d e n t i f i e d  as a major problem area. Perimeter 

secur i t y  de f i c ienc ies  were found i n  fencing, e lec t ron ic  detect ion 

systems, use o f  guard towers, and v i s i b i l i t y .  A number o f  i n te rna l  

secur i t y  problems were a lso  i den t i f i ed .  For instance, locking systems a t  

some f a c i l i t i e s  were found t o  be improperly designed and inadequately 

maintained. Tool cont ro l  was weak. Hacksaws, w i re  cu t t e r s ,  welding and 

c u t t i n g  torches, and other too ls  were not secured. Control rooms, the 

"nerve centern o f  a pr ison,  were poor ly secured. Secur i ty  personnel were 

a lso found t o  lack s u f f i c i e n t  radios and frequencies t o  provide fo r  

proper inmate con t ro l .  

(1) We contracted w i t h  James D. Henderson and Associates, a  c r im ina l  j u s t i c e  consu l t i ng  
f i rm ,  t o  a s s i s t  w i t h  a  fol low-up review o f  s e c u r i t y  measures a t  the  Department's a d u l t  
co r rec t i ona l  f a c i l i t i e s .  The consu l tan t  team v i s i t e d  s i x  DOC complexes: Florence, 
Tucson, P e r r y v i l l e ,  Phoenix, Douglas, and Winslow. Together these i n s t i t u t i o n s  
conta in  26 inmate housing u n i t s ,  w i t h  a  t o t a l  inmate popu la t ion  o f  12,522. The 
consu l tan t  team evaluated per imeter s e c u r i t y  measures a t  a l l  u n i t s .  They a1 so 
examined a  v a r i e t y  o f  f a c t o r s  a f f e c t i n g  i n t e r n a l  s e c u r i t y  (such as b u i l d i n g  design, 
yard 1  i g h t i  ng, inmate count procedures, and too l  con t ro l  procedures). The Appendix 
provides i n fo rma t ion  regarding the consu l tan ts1  backgrounds and a  sumnary o f  t h e i r  
f i nd ings .  



DOC Has Improved Securitv A t  I ts 
Adult Institutions Since 1985 

During the past f i v e  years the Department has s i g n i f i c a n t l y  improved 

secur i t y  a t  i t s  cor rect iona l  f a c i l i t i e s .  Our consultants found that  

perimeter secur i t y  now i s  general ly  adequate a t  the i n s t i t u t i o n s  

surveyed. I n  add i t ion,  some improvements i n  in te rna l  secur i t y  were 

noted. F i n a l l y ,  DOC has revised or  added a number o f  secur i ty - re la ted 

p o l i c i e s  and procedures. 

Perimeter Secur i t y  - DOC has improved perimeter secur i t y  a t  i t s  adu l t  

i n s t i t u t i o n s  s ince 1985. lmprovements were noted i n  the fo l lowing areas: 

Fencing - I n  1985 we noted that  perimeter fencing was inadequate a t  
most o f  the Department's adu l t  i n s t i t u t i o n s .  A t  that  t ime, fences 
o f t en  were not secured i n  cement and lacked s u f f i c i e n t  razor wi re  t o  
discourage escape attempts. I n  add i t ion,  the minimum custody pr ison 
a t  For t  Grant, which had more escapes than any other pr ison complex 
i n  the Arizona system, had no perimeter fence. Our secur i t y  
consultants found the fencing now surrounding DOC i n s t i t u t i o n s  i s  
exce l lent .  The Department now makes increased use o f  razor wi re  on 
perimeter fences. I n  add i t ion,  i n  October 1986, t o  discourage escape 
attempts, DOC i ns ta l  led an eight- foot  fence around the perimeter o f  
the For t  Grant pr ison complex. 

E lec t ron ic  Detect ion Svstems - Def ic iencies i n  e l ec t ron i c  perimeter 
detect ion equipment were a lso noted i n  our 1985 report .  i n  
p a r t i c u l a r ,  the systems a t  ASPC-Tucson and ASPC-Perryville had 
pers is tent  system fa i l u res .  Auditor General secur i t y  consultants 
tested the e lec t ron ic  perimeter detect ion systems a t  the i n s t i t u t i o n s  
they v i s i t e d  i n  l a t e  1990 and ear l y  1991 and found that  t h i s  
equipment worked proper ly i n  most areas. I n  add i t ion,  most 
f a c i l i t i e s  that  u t i l i z e  e lec t ron ic  detect ion systems (such as 
microwaves and shaker wires) now have contracts w i t h  companies t o  
maintain t h i s  equipment. 

Esca~es  - The 1985 report indicated that  perimeter secur i t y  
de f i c ienc ies  created oppor tun i t ies  fo r  escapes. Between January 1984 
and May 1985, 56 inmates escaped through the perimeters o f  DOC 
i n s t i t u t i o n s .  lmprovements i n  perimeter secur i t y  s ince that  time 
appear t o  be responsible, a t  least i n  p a r t ,  fo r  a reduction i n  
-escapes from DOC's adu l t  i n s t i t u t i o n s .  As Table 1 (see page 5), 
shows, the number o f  escapes has decl ined s i g n i f i c a n t l y  since 1986. 
A t o t a l  o f  38 inmates assigned t o  DOC'S adu l t  i n s t i t u t i o n s  escaped i n  
calendar year 1986. I n  cont rast ,  only 12 inmates assigned t o  DOC's 
adu l t  i n s t i t u t i o n s  escaped i n  1990. I t  i s  worth no t ing  that  83 
percent o f  these escapes involved minimum custody inmates. 



TABLE 1 

DEPARTMENT OF CORRECTIONS 
ADULT l NSTlTUTlONS 
ESCAPE STATISTICS( a) 

19861990 

Adult Inst i tut ions(b) 

Escapes 38 40 29 32 12 
Apprehensions 36 36 25 26 10 
Outstanding 2 4 4 6 2 

(a)  Tab1 e  excludes escapes i n v o l v i n g  inmates assigned t o  re1 ease centers, work 
fur lough, o r  home a r r e s t .  

(b) Some o f  the escapes recorded i n  the tab le  do no t  i nvo l ve  a  breach o f  per imeter 
secu r i t y ,  bu t  occurred wh i l e  inmates were temporar i l y  ou ts ide  o f  t h e i r  i n s t i t u t i o n s  
f o r  a c t i v i t i e s  such as work d e t a i l s  o r  cou r t  hearings. 

Source: Of f i ce  of  the Auditor General s t a f f  analysis of  DOC Escape Log, 
1986-1990 and DOC Escapee Hotsheet. 

Internal  Securitv - A number o f  internal secur i ty problems iden t i f i ed  i n  

our previous report have also been addressed by DOC. For example, 

improvements i n  internal  secur i ty were ident i f ied  i n  the fol lowing areas: 

Lockina S ~ s t m s  - In  1985 we ident i f ied  problems wi th the locking 
systems a t  Florence's maximum custody Central Un i t .  The locking 
system i n  ce l lb lock 1 had shorted out and rusted due to  leaky 
showers; consequently, c e l l  doors had t o  be opened manually. I n  
ce l lb lock 2 and a port ion of  ce l lb lock 4, s t a f f  were unable to  open 
indiv idual c e l l  doors without opening a l l  c e l l  doors on a t i e r .  In  
the case of ce l lb lock 2 t h i s  involved opening 26 c e l l s  a t  one time. 
These locking sys tem prob l ems have been addressed . The Department 
replaced the locking mechanisms i n  ce l lb lock 1 approximately three 
years ago and recently refurbished the locking systems i n  cel lblock 2 
and cel lb lock 4. 

Communication Svstems - Signi f icant  communication system problems 
were also found i n  1985. Our previous report noted that secur i ty 
personnel lacked su f f i c i en t  radios and radio frequencies t o  provide 
adequate inmate control .  A t  that time, housing o f f i c e r s  i n  the 
medium custody South Unit  a t  Florence were not issued radios. 
Further, complex securi ty lacked a separate frequency for  emergency 
communication a t  some ins t i tu t ions .  Now, the consultants report that 
there are adequate numbers of  radios and radio frequencies throughout 
the system. South Unit housing o f f i ce rs  are now issued radios to  
reduce the i r  vu lnerab i l i t y  i n  case of an emergency. I n  addit ion, 
most i ns t i t u t i ons  now have a separate radio channel for complex 
securi ty personnel. 



Pol ic ies  and Procedures - A number of  security-related po l i c ies  and 

procedures have been improved or added since our previous audi t .  

Improvements have been made i n  the fol lowing areas: 

V i s i t a t i o n  - Our 1985 report was c r i t i c a l  of  DOC'S monitoring of 
v i s i t a t i o n  and o f  DOC'S po l i c ies  allowing v i s i t o r s  t o  br ing food i n to  
v i s i t a t i o n  areas. Both conditions provided an opportunity for the 
introduct ion of contraband. I n  1989, the Department revised i t s  
v i s i t a t i o n  po l i cy  and established securi ty procedures for v i s i t a t i o n  
to  address these problems. I n  addit ion, the pol icy eliminated food 
v i s i t s  a t  medium and maximum custody f a c i l i t i e s  and l imi ted the 
number o f  food v i s i t s  a t  minimum custody un i ts .  

Control o f  Uedication - I n  1985, inmates a t  some ins t i t u t i ons  were 
issued medication i n  mul t ip le  doses, enabling them t o  possibly save 
the i r  medication for sale a t  a la ter  date. Since that time, the 
Department has adopted po l i c ies  and procedures for de l iver ing 
medications to  inmates. DOC now requires that psychotropic medicines 
and contro l led substances be delivered i n  no more than a one day 
SUPP IY. 

Inmate Personal P r o ~ e r t v  - In  our previous report, i t  was noted that 
inmates were allowed to  possess an excessive amount of  property, 
making searches for contraband d i f f i c u l t .  The Department's po l icy 
was revised i n  1988 to  l i m i t  the amount and type of property inmates 
were allowed. 

Despite Marked lm~rovernent In Securitv. Some Problems 
Identified In Our Previous Re-port Continue 

Although DOC has improved securi ty at  i t s  adult i ns t i t u t i ons ,  a number of 

problems iden t i f i ed  i n  1985 pers is t .  Tool control  remains a problem at  

many DOC f a c i l i t i e s .  The Department s t i l l  does not require a su f f i c i en t  

number o f  formal inmate counts. F a c i l i t i e s  avai lable for inmate 

detention and iso la t ion  remain insu f f i c ien t .  Temporary structures 

continue t o  be used for housing inmates at  some ins t i t u t i ons .  F ina l l y ,  

the design o f  some DOC housing structures s t i l l  l i m i t s  the s t a f f ' s  

a b i l i t y  t o  control  inmates. 

Tool Control - Our previous securi ty audit found that tool control 

po l i c ies  and procedures were not consistently followed by i ns t i t u t i ona l  

s t a f f  and needed t o  be revised. At that time, po ten t i a l l y  hazardous 

too ls  were frequently observed to  be unsecured. Our consultants found 

that tool  control  continues to  be a problem a t  many DOC f a c i l i t i e s .  The 

consultant team again observed unsecured hacksaws, blades, cu t t ing  tools,  

and portable welding equipment. In  addit ion, tool inventories were 



sometimes found to  be incomplete or d id  not ex is t .  F ina l l y ,  tools were 

often stored incorrect ly ,  making i t  d i f f i c u l t  to  determine i f  items were 

missing. 

Inmate Counts - Our 1985 report also noted that the number of  formal 

counts required by DOC po l i cy  was insu f f i c ien t .  The po l i cy  required only 

three formal inmate counts each day. The Department's po l icy i n  1991 

continues to  require only three formal counts da i l y .  Our consultants 

also indicated that the length o f  time between counts i s  too long, 

reducing the s t a f f ' s  a b i l i t y  to  account for inmates. They recommend that 

DOC increase the number of  formal counts from three to  f i v e  a day. 

Detention and Iso la t ion  Cel ls  - The number of  detention and iso la t ion  

c e l l s  continues t o  be insu f f i c ien t  a t  some ins t i tu t ions .  In  1985, DOC 

had only 134 iso la t ion  c e l l s ,  accounting for less than 2 percent of  the 

Department's permanent bed capacity. A t  that time, we reported that the 

number o f  c e l l s  avai lable for inmate lockup was not adequate to  ensure 

e f fec t ive  inmate d isc ip l ine .  

DOC con t i nues to  have an i nadequate supp l y of  lockup ce l l s a t  some 

ins t i tu t ions .  Both the consultant team and an o f f i c i a l  from the American 

Correctional Association estimate that a t  any given time, 10 to  13 

percent of  the inmate population w i l l  require some form of locked-status 

housing for purposes such as detention or iso lat ion. ( ' )  However, the 

Department current ly  has only 367 c e l l s  for detention and iso lat ion,  

enough for only 2.6 percent o f  the to ta l  inmate population. I n  addit ion, 

because only l imi ted space i s  available, inmates i n  locked status 

frequently share a c e l l .  The consultants believe t h i s  pract ice l im i t s  

the s t a f f ' s  a b i l i t y  to  adequately control inmates. 

Temporary Structures - Our previous audit report noted that temporary 

structures were widely used for inmate housing a t  DOC f a c i l i t i e s .  The 

use o f  tents, quonset huts, and t r a i l e r s  for housing inmates was 

c r i t i c i z e d  because these structures lacked basic secur i ty features. 

Although the use o f  tents has been discontinued, temporary structures are 

( 1 )  An inmate may be placed i n  locked-status housing f o r  d i s c i p l i n a r y  reasons i f  he o r  she 
i s  found gui 1 t y  o f  v i o l a t i n g  departmental r u l e s .  Addit ional  1 y ,  1 ock-up c e l l  s a r e  used 
t o  i s o l a t e  inmates who a r e  considered a r i s k  t o  the general inmate populat ion o r  an 
escape r i s k .  
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s t i l l  being used a t  the ASPC-Florence East and North Units,  the 

ASPC-Tucson Echo Un i t , the ASPC-Doug l as G i l a  Un i t , and ASPC-Sa f ford . 
Quonset huts and modular bui ld ings are not designed to  provide adequate 

observation o f  inmates. These structures are also not designed to  serve 

as securi ty barr iers .  The securi ty consultants indicated that inmates 

could not be secured w i th in  the i r  quonset huts during a disrupt ion. 

F a c i l i t v  D e s i ~ n  - Some permanent inmate housing structures continue to 

pose r i sks  t o  inmates and s t a f f  because of t he i r  design. In  our 1985 

audi t ,  ASPC-Florence's South Unit  was rated by securi ty consultants as a 

low, medium-custody f a c i l i t y  because i t  has dormitory-style housing and 

no s i ng l e ce l l s . The South Un i t cont i nues to  be used to  house "heavy", 

medium-custody inmates i n  a dormitory set t ing.  Our consultants noted 

that the design of these housing structures l i m i t s  the s t a f f ' s  a b i l i t y  to 

observe a l l  inmate a c t i v i t y .  The consultants were also c r i t i c a l  of  the 

design o f  inmate housing structures a t  the ASPC-Douglas Mohave Un i t ,  

because i t  contains a series of  small rooms i n  which inmates could hide 

or iso late secur i ty personnel. 

4 
Deficiencies Were ldentif ied 

Our current review ident i f ied  several secur i ty problems that were not 

discussed i n  our previous report. The consultant team found that 

secur i ty inspections were inadequate a t  most DOC f a c i l i t i e s .  In  

addit ion, post orders were found to  be def ic ient  a t  some ins t i t u t i ons ,  

key control  problems were i den t i f i ed  a t  some f a c i l i t i e s ,  and body alarms 

were not issued to  s t a f f  a t  any of the ins t i tu t ions  i n  the State prison 

system. 

Security Inspections - Although DOC po l i cy  requires the routine 

inspection and maintenance of secur i ty devices, the po l i cy  i s  not readi ly 

adhered t o  by i ns t i t u t i ona l  s t a f f .  The Department's po l i cy  requires 

l i ne  and supervisory s t a f f  to  inspect secur i ty devices such as gates, 

fences, locking mechanisms, and alarm systems during each s h i f t .  The 

consultants found that "security inspections are not generally being 

carr ied out i n  a consistent, complete, well-defined manner throughout the 

i ns t i t u t i ons  v is i ted . "  I n  addit ion, secur i ty consultants found that DOC 

i ns t i t u t i ons  have not developed standardized methods for recording and 

report ing the securi ty inspections conducted by s t a f f .  
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Post Orders - Post orders were found to  be def ic ient  a t  a number of  

i ns t i t u t i ons .  Our consultants found that the "nature and qua l i t y  of  post 

orders varied from i n s t i t u t i o n  to  i ns t i t u t i on . "  The consultant team 

indicated that post orders frequently lacked information regarding 

hostage s i tuat ions,  the use of force, and emergency evacuations.(') I n  

addit ion, post orders sometimes d id  not contain a face sheet for 

employees t o  record that they had reviewed the post orders. 

Key Control - Auditor General secur i ty consultants found that few DOC 

f a c i l i t i e s  have established comprehensive key-control systems. Master 

key inventories were found to  be inaccurate or incomplete a t  several 

prison complexes. L is t ings  of the number and type o f  keys assigned to  

each key r ing  sometimes were not maintained i n  the control rooms where 

the keys are issued. Keys were sometimes stored improperly, making i t  

d i f f i c u l t  to  determine i f  key r ings were missing. Key rings often were 

not properly soldered t o  deter the removal of  keys from them. Emergency 

keys were sometimes not marked i n  such a way as to  f a c i l i t a t e  the i r  use. 

In  addit ion, emergency keys were not regular ly tested to  ensure that they 

worked properly. A t  one i ns t i t u t i on ,  emergency keys fa i l ed  to  provide 

access t o  the complex detention u n i t .  

Body Alarms - The consultant team found that the Department does not 

issue body alarms to  s t a f f  a t  any DOC f a c i l i t y .  This equipment, which 

can be connected to  an o f f i c e r ' s  radio, i s  designed to  sound an alarm i n  

the control  center when an o f f i c e r  i s  i n  trouble. The consultants 

believe body alarms are a "cost e f fec t ive  method of providing personal 

protect ion for s t a f f n  and should be issued to  secur i ty s t a f f  i n  cer ta in  

locations. Body alarms should f i r s t  be issued to  s t a f f  i n  locked un i t s  

and those on the more remote assignments. 

(1 )  DOC has establ ished Departmental p o l i c i e s  on hostage s i t u a t i o n s  and use o f  f o r c e .  
However, the consultants be1 i e v e  these p o l i c i e s  should be incorporated i n  the post 
orders t o  ensure they a r e  reviewed f requent ly  by s t a f f .  



RECOMMENDATIONS 

The Department of Corrections should revise several of its policies 

and procedures to reduce risks to both inmates and staff. Policies 

that require revision include security inspections, post orders, 

inmate counts, tool control, and key control. 

The Department should determine the amount of additional lock-up 

space that is needed at DOC institutions and request additional 

funding for the construction of these facilities. 

The Department should assess the need for body alarms for security 

staff and request additional funding for this equipment. 



FINDING II 

DOC HAS IMPLEMENTED A MORE OBJECTIVE 

INMATE CLASSIFICATION SYSTEM 

DOC has improved inmate c l a s s i f i c a t i o n  since the las t  aud i t .  A new 

system was implemented i n  1986 t o  resolve problems w i t h  the previous 

c l a s s i f i c a t i o n  system. Since implementation, DOC has reviewed and 

modif ied the system twice and plans t o  con t inua l l y  evaluate the system. 

Our 1985 review o f  DOC found that  inmates were o f t en  m isc lass i f i ed  

causing increased secur i t y  r i s ks  and other problems. Problems w i t h  

c l a s s i f i c a t i o n  occurred because o f  the sub ject ive  nature o f  the 

c l a s s i f i c a t i o n  methods then i n  use. The Department's c l a s s i f i c a t i o n  

system lacked a formal model fo r  making decisions regarding an inmate's 

custody level  and i n s t i t u t i o n a l  assignment. For instance, although s t a f f  

were required t o  review the resu l t s  o f  psychological and s k i l l s  tes ts  

p r i o r  t o  making c l a s s i f i c a t i o n  decisions, there were no guidel ines fo r  

assigning weights t o  the t es t  resu l t s  or  considering them i n  a s t ruc tured 

manner. A t  the time o f  the aud i t ,  DOC was i n  the process o f  developing 

an ob jec t i ve  system. 

The Offender C lass i f i ca t i on  System (OCS) was i n i t i a t e d  by the Department 

i n  August 1986 t o  resolve problems w i t h  the c l a s s i f i c a t i o n  methods that  

were i n  use a t  the time. Developed w i t h  the assistance o f  an outs ide 

consul tant ,  the c l a s s i f i c a t i o n  system i s  based on the Correct ional  

C lass i f i ca t i on  P r o f i l e ,  which involves the development o f  a ser ies  o f  

numerical scores f o r  ten fac tors  re la ted t o  inmates' r i sk -po ten t ia l  and 

needs. These fac tors  include pub l i c  and i n s t i t u t i o n a l  r i s k ;  medical and 

mental healthcare needs; work s k i l l s ,  educational and vocational t r a i n i n g  

needs; a lcohol ,  drug, and sexual offense treatment needs; and prox imi ty  

t o  residence. C lass i f i ca t i on  guidel ines and procedures were ou t l i ned  i n  

the OCS Operating Manual. DOC s t a f f  received t r a i n i n g  i n  the new 

c l a s s i f i c a t i o n  procedures once the system was ready fo r  implementation. 



DOC Has Reviewed And Modified The 
Current Classification Svstem Twice 

The Department has reviewed and modified the c lass i f i ca t i on  system twice 

since the 1986 implementation. The Department f i r s t  reviewed i t s  new 

c lass i f i ca t i on  procedures i n  March 1987. The OCS Operating Manual was 

modified to  address problems ident i f ied  i n  the months fol lowing the 

implementation of the system. For instance, DOC decreased the number of  

r i s k  score levels from ten t o  f i v e  to  reduce the complexity of the 

system. However, t h i s  change affected the d i s t r i bu t i on  of the inmate 

population, rap id ly  increasing the proport ion of the inmate population i n  

the lower publ ic- r isk  custody levels. 

I n  1989, DOC again reviewed i t s  inmate c lass i f i ca t i on  system. The 

evaluation was prompted by concerns that too many inmates had been 

c lass i f i ed  below the appropriate r i s k  levels. An independent consulting 

agency was asked t o  assist  wi th  the evaluation. The consultants, a t  that 

time, also val idated the system. A number of  recommendations were made 

to  further improve the Department's c lass i f i ca t i on  system, including 

increasing the amount of  time an inmate must serve before being 

considered for a lower publ ic- r isk  score. 

DOC Plans To 
Evaluate The Svstem 
On An Onuoina Basis 

The Department plans to  cont inual ly evaluate the v a l i d i t y  of  i t s  

c lass i f i ca t i on  system. DOC s t a f f  recently attended a National I ns t i t u te  

o f  Corrections t ra in ing  program on val idat ing inmate c lass i f i ca t i on  

systems. The information obtained from t h i s  t ra in ing  w i l l  ass is t  DOC i n  

constantly reexamining the system to ensure i t s  effectiveness. 

While DOC has implemented a more object ive c lass i f i ca t i on  system, proper 

c lass i f i ca t i on  o f  inmates w i l l  continue to  be hampered by l im i ta t ions  of 

bed a v a i l a b i l i t y .  Many DOC i ns t i t u t i ona l  un i ts  are current ly  operating 

near capacity. I n  addit ion, the prison population continues to 



increase a t  a ra te  o f  approximately 75 inmates per month.(') The 

pressures o f  the increasing pr ison populat ion make i t  d i f f i c u l t  fo r  the 

Department t o  place inmates i n  the f a c i l i t y  most appropr iate f o r  t h e i r  

needs and r i s k  po ten t i a l .  

RECOMMENDATION 

DOC should continue i t s  e f f o r t s  t o  evaluate i t s  c l a s s i f i c a t i o n  system t o  

ensure i t s  ef fect iveness.  

(1 )  DOC p r o j e c t s  t h a t  the  p r i son  popu la t ion  w i l l  increase a t  a  r a t e  o f  75.1 inmates per 
month through December 1992. However, the Department p r o j e c t s  t h a t  the long-term 
growth r a t e  a t  DOC f a c i l i t i e s  w i l l  be 89 inmates per  month. 



FINDING Ill 

DOC HAS MADE IMPROVEMENTS 

IN ITS PERSONNEL SYSTEM 

I n  add i t i on  t o  addressing secur i t y  def ic ienc ies ,  DOC has a lso made 

improvements i n  several other areas since the las t  aud i t .  The s t a f f  

recruitment and se lec t ion  process has been strengthened and l i t t l e  more 

can be done t o  speed up the h i r i n g  process without the au tho r i t y  fo r  

advanced h i r i n g .  The Department a lso has reduced s t a f f  turnover. 

DOC Has Done Much 
To Speed UD Hirinq 

The implementation o f  a cent ra l ized h i r i n g  u n i t  i n  1985 has vas t l y  

improved the e f f i c i ency  and ef fect iveness o f  CSO recruitment, se lec t ion,  

and h i r i n g .  DOC'S Recruitment Un i t  fo r  Select ion and H i r i n g  (RUSH) has 

replaced the previously i n e f f i c i e n t  method o f  h i r i n g  Correct ional  Service 

O f f i ce r s .  DOC can do l i t t l e  more t o  hasten the h i r i n g  process without 

the au tho r i t y  and funding fo r  advanced h i r i n g .  

I n  our 1985 aud i t ,  we reported that  DOC'S h i r i n g  process was inadequate 

t o  meet i t s  h i r i n g  needs. A t  that  time, the respons ib i l i t y  fo r  

developing procedures governing the recruitment, se lec t ion,  and h i r i n g  o f  

CSOs was the responsibi l i t y  o f  the Department o f  Administrat ion 's  (DOA) 

Personnel D iv i s ion .  However, DOC had establ ished RUSH and was t o  assume 

respons ib i l i t y  f o r  the process. The establishment o f  RUSH i n  1985 has 

g rea t l y  improved the process f o r  rec ru i t i ng ,  se lec t ing,  and h i r i n g  a 

large number o f  personnel on an ongoing basis.  Through an 

intergovernmental agreement w i t h  DOA, DOC now has d i r e c t  au tho r i t y  t o  

r e c r u i t ,  se lec t ,  and h i r e  entry- level  CSOs. 

DOC begins the h i r i n g  process by forecast ing annual s t a f f i n g  needs. RUSH 

u t i l i z e s  a forecast ing p lan t o  p red ic t  when and where vacancies w i l l  

occur. Through analys is  o f  h i s t o r i c a l  data on CSO a t t r i t i o n ,  RUSH, i n  

conjunct ion w i t h  the Correct ional  O f f i ce r  Tra in ing Academy (COTA), i s  



able to  ant ic ipate workload, i ns t i t u t i ona l  h i r i n g  needs, and the timely 

flow of cadets in to  t ra in ing.  

E f fo r t s  t o  recru i t  s t a f f  to  f i l l  forecasted posi t ions are more aggressive 

and innovative now than i n  the past. I n  addit ion to  basic newspaper 

advert ising, the Department also sponsors job f a i r s .  Addi t ional ly ,  DOC 

has acquired the services o f  an advert is ing agency that special izes i n  

employee recru i t ing.  Speci f ica l ly ,  the agency assists DOC i n  conducting 

needed research and design, wr i t ing ,  and advert ising. Advert ising 

methods u t i l i z e d  include newspaper advert ising, publ ic  service 

announcements, and posters. This new approach i s  aimed a t  increasing 

both the number and qua l i t y  of  CSO applicants. 

Application processing and candidate screening are also more thorough and 

e f f i c i e n t .  When RUSH receives an appl icat ion (which i s  d i r e c t l y  

forwarded from the i ns t i t u t i ons ,  the DOA Personnel Of f ice,  or any DES job 

service o f f i c e ) ,  the appl icat ion i s  reviewed to  determine i f  the 

applicant meets the minimum qua l i f i ca t ions .  The applicant i s  then 

n o t i f i e d  w i th in  3 to  4 days regarding h i s  or her qua l i f i ca t ions  and i s  

scheduled to  appear for test ing. Testing i s  much more comprehensive than 

i t  was p r i o r  to  RUSH. Applicants must take a wr i t ten  exam, a 

psychological exam, a medical exam, undergo a background check, and have 

an interview.( ') Once applicants have successful l y  completed the ent i  re 

screening process, the i r  names are placed on h i r i n g  l i s t s  awaiting notice 

of  vacancy by the ins t i tu t ions .  As vacancies occur, candidates are 

selected for pre-service t ra in ing  a t  the academy. 

In  addit ion to  the establishment of RUSH, there have been other 

improvements that have increased the ef f ic iency of the h i r i n g  process. 

In  our 1985 audit ,  i t  was noted that background checks of applicants are 

untimely, resul t ing i n  delays of more than 30 days. Decentral ization of 

the background check responsib i l i ty  was found to  contribute to  the 

de lays . Add i t i ona l l y, i t was noted that app l i cant process i ng was 

unnecessar i l y delayed wh i l e background checks were conducted. S i nce that 

audit ,  DOC has improved the timeliness of background checks. The process 

(1)  P r i o r  t o  RUSH, the screening process included only a background check and an i n t e r v i e w  
a t '  the  i n s t i t u t i o n .  



i s  now central ized and takes an average of 5 work days.(') However, to  

avoid any further delays, RUSH continues the h i r i n g  process during the 

background check. 

Without the author i ty  and funding to  implement an advanced h i r i n g  

program, DOC can do l i t t l e  more to  speed up the h i r i n g  process. 

Currently, i t  takes approximately 11 weeks to  f i l l  a posi t ion.(2) Seven 

weeks are required for pre-service t ra in ing  a t  the academy. The 

remaining four weeks include about two weeks to  process the posi t ion 

request and another two weeks for the applicant to  report to  the academy. 

Advanced h i r i n g  would al low DOC to  f i l l  vacancies almost immediately by 

h i r i n g  and t ra in ing  CSOs before vacancies occur. Although DOC has 

cont inual ly requested funding for advanced h i r i ng ,  the high cost of  the 

program has prohibi ted annual appropriations from the Legislature. DOC 

estimates that i t  would cost approximately $5.5 m i  l l ion annual l y  to fund 

230 posi t ions for advanced h i r i ng .  

CSO Turnover Rate 
Has Decreased 

Steps have been taken t o  reduce turnover i n  recent years. However, DOC 

o f f i c i a l s  remain concerned about turnover rates and the factors that 

could increase turnover i n  the future. 

During our last  audi t ,  DOC was experiencing high turnover of  Correctional 

Service Of f icers.  I n  f i sca l  years 1984 and 1985, the turnover rate for 

CSO posi t ions was approximately 32 and 31 percent, respectively. In  

contrast, the turnover rate for a l l  State employees was 20 percent and 18 

percent for the same years. Addit ional ly,  the CSO turnover rate was also 

higher than the average rate for a l l  posit ions w i th in  DOC (26 percent). 

(1)  DOC a l so  implemented a  p o l i c y  i n  1988 t h a t  es tab l ished gu ide l ines  f o r  d i s q u a l i f y i n g  
CSO app l icants .  RUSH i s  responsible f o r  determining q u a l i f i c a t i o n s  based on a  
background check by the Inspect ions  and Inves t i ga t i ons  D iv i s i on .  

(2)  DOC s t a f f  r epo r t  t h a t  i t  took up t o  20 weeks o r  longer  t o  f i l l  vacancies p r i o r  t o  the 
establishment o f  RUSH. 



Since the release o f  our last  audi t ,  some steps have been taken that have 

contributed to  a decrease i n  CSO turnover. 

DOC has established an addit ional  level for CSOs. I n  f i sca l  year 
1986, a CSO I I posi t ion was establ ished to  provide more o f  a career 
ladder for Correctional Service Off icers.  

A central ized promotional system was established i n  1986 that allows 
for more o b j e c t i v i t y  i n  the promotion process. 

Approximately f i v e  years ago, CSOs were given an automatic salary 
increase of 2.5 percent once they graduated from COTA. 

In  1986, CSOs were offered the opportunity o f  par t i c ipa t ing  i n  a 
newly established correctional o f f i c e r  retirement plan that provided 
more o f  a career incentive for CSOs because i t  a l  lows them t o  r e t i r e  
a f te r  25 years o f  service, regardless of  the i r  age. 

Based on concerns noted i n  an employee survey, DOC provided basic 
supervisory t ra in ing  for i t s  supervisors to  help improve working 
relat ionships between supervisors and the i r  s t a f f .  

Since these steps were taken, turnover has dropped to  20 percent for 

CSO I s  and i s  about 8 percent for CSO I l s .  Addi t ional ly ,  as of  

December 31, 1990, t h i s  rate had dropped even further to  an annualized 

rate of  15 percent for CSO I s  and 6 percent for CSO I Is ,  which i s  close 

to  the current State service turnover rate of  11 percent. 

Despite reductions i n  turnover, DOC o f f i c i a l s  remain concerned about 

factors that may contribute to  a future increase i n  turnover. One factor 

that has always been a concern i s  CSO salary. Ex i t  questionnaires 

completed by CSOs reveal that many s t a f f ,  even though they enjoy the i r  

job, resign due t o  the low salary. As shown i n  Table 2 (see page 191, 

current s ta r t i ng  salar ies for CSOs are not competitive w i th  s imi lar  

posi t ions both in-state and out-of-state. Concerns about salary have 

also been expressed by the Department of  Administration. DOA has 

recommended that the Legislature fund an a l te rna t ive  salary plan for CSO 

I s  that,  beginning January 1, 1992, would increase the s ta r t i ng  salary 

a f te r  graduation from the academy. 



TABLE 2 

COMPARISON OF CSO SALARIES WITH THOSE OF 
SIMILAR POSITIONS IN-STATE AND OUT-OF-STATE 

Cal i fo rn ia  Dept. o f  Corrections $29,436 (a f te r  academy) 
Pima County (Detention Of f i cer )  22,233 (entry level)  
Federal Bureau o f  Prisons 21,023 (af ter  6 months) 
Maricopa County (Detention Of f i cer )  20,966 (af ter  probat ion) 
Nevada Dept. of  Prisons 20,005 (a f te r  1 year)(a) 
Arizona Dept. o f  Corrections 18,199 (a f te r  academy) 

(a)  Nevada a l s o  pays 100 percent o f  the  employee's r e t i r e m e n t  con t r i bu t i on .  

Source: Of f ice o f  the Auditor General February 1991 survey of CSO 
salar ies.  

Two other factors -- transportat ion and housing -- have emerged as 

factors that can and do impact turnover. DOC has found that,  i n  addit ion 

to  salary,  transportation i s  a reason some CSOs resign. For instance, 

according to  a DOC o f f i c i a l ,  almost 500 of Florence's 1,700 employees 

commute round t r i p  approximately 140 miles a day from Tucson. Some 

employees feel the cost of  commuting i s  too high, especial ly when the 

salary i s  considered to  be insu f f i c ien t .  In  addit ion, inadequate housing 

i n  some prison locations contributes to  the transportation problem. In 

some areas of the State, such as Winslow, housing i s  l imited. According 

to  the warden i n  Winslow, the biggest problem facing the pr ison i s  the 

lack o f  housing for the s t a f f .  The d i f f i c u l t y  i n  a t t rac t i ng  s t a f f  to  

some o f  these locations i s  evidenced by the incentive pay provided for 

some pos i t ions . DOC provides an add i t i ona l 10 percent " i ncen t i ve payt' to  

a t t r a c t  Correctional Service sergeants and captains. However, s imi lar  

incentive pay i s  not of fered to  CSO I s  and CSO I l s .  



RECOMMENDATION 

1. The Legislature should consider increasing the s ta r t i ng  salary of  

Correctional Service Of f icers to  al low DOC t o  be more competitive. 



FINDING IV 

DOC NEEDS TO DO MORE TO DEFINE 

SECURITY STAFFING NEEDS 

DOC needs to  do more to  define securi ty s t a f f i n g  requirements. DOC needs 

to per iod ica l l y  recalculate i t s  formula for s t a f f i n g  to  re f l ec t  current 

conditions. Addit ional ly,  while DOC has taken some steps toward 

ident i f y ing  post posi t ions, more needs to  be done. 

Security s t a f f i n g  needs i n  a correctional i n s t i t u t i o n  depend on two 

factors: 1) the number of  posts required to maintain adequate securi ty,  

and 2) the number of  people required to cover each post. Speci f ic posts 

are generally established on the basis of  the need to  monitor and control 

inmate movement and a c t i v i t y .  Thus, the number and types of posts vary 

throughout the day and also from day to  day, re f lec t ing  changes i n  the 

level and type of inmate a c t i v i t y .  Coverage for a par t i cu la r  post ranges 

from 24 hours a day, seven days a week, to  eight hours a day, f i v e  days a 

week or less. Once necessary posts are determined, the number of  people 

needed t o  cover those posts i s  computed from a s t a f f i n g  formula. A 

s ta f f i ng  formula determines the number of  people required to  cover a post 

and takes in to  account the amount of  time employees are expected to  be 

away from the post due t o  vacations, i l l ness ,  e tc .  

In  January 1986, the Of f i ce  o f  the Auditor General issued a performance 

audit report on DOC's Security S ta f f ing  (Report #86-1). That report 

concluded that DOC could not accurately determine i t s  secur i ty s t a f f i n g  

needs for two reasons. F i r s t ,  DOC's formula for determining the number 

of  pos i t i ons needed to  cover a 24-hou r post was not accurate and had not 

been.updated for nine years. Second, a comprehensive post analysis had 

never been performed. This type of analysis i s  necessary to  assess the 

impact o f  the size, nature, and design of each f a c i l i t y ,  the inmate 

custody level ,  and several other factors on s t a f f i n g  needs. We 

recommended that DOC review the s ta f f i ng  formula annually and undertake a 

comprehensive s t a f f i n g  study to  ident i f y  post needs and per iod ica l l y  

assess changes i n  conditions a f fec t ing  s t a f f i n g  requirements. 



DOC Should Review 
Its Staffina Formula 

Our analysis o f  current secur i ty s ta f f i ng  reveals that a per iodic review 

o f  DOC'S s t a f f i n g  formula i s  essential. Conditions have changed since 

our 1985 report, and we found that s ta f f i ng  needs per post now are not as 

high. For example, DOC has made improvements i n  reducing s t a f f  turnover 

(as noted i n  Finding I I I )  that have consequently reduced the turnover 

factor i n  the formula. DOC should per iod ica l ly  review i t s  formula to 

account for changing factors. 

DOC reauests for  s t a f f i n a  levels have not re f lected chanaes in  s t a f f i n q  - 
Although DOC has cont inual ly requested the s t a f f i n g  levels recommended by 

the Of f i ce  o f  the Auditor General i n  the 1985 audit ,  these requests do 

not re f l ec t  the current level of  secur i ty s ta f f ing .  Since our last  

audi t ,  DOC'S requests t o  the Legislature for funding for secur i ty 

s t a f f i n g  have been based on the formula o f  5.3 people to  cover one 

24-hour post. However, t h i s  s ta f f i ng  has not been authorized by the 

Legislature. 

We recalculated DOC'S current s ta f f i ng  formula and found that s ta f f i ng  

requirements have changed since the last  audit .  We reviewed a 

s t a t i s t i c a l  sample of  payrol l  records for 341 Correctional Service 

Of f icers (CSO I s  and I Is )  to  determine present post s t a f f i n g  needs.(') 

The resul ts  o f  t h i s  recalculat ion showed that the number of  s t a f f  needed 

to  cover a 24-hour, seven-day post has declined from 5.3 to  5.1. Table 3 

(see page 23), i l l u s t r a t e s  the changes i n  various categories since 1985 

that have affected s ta f f i ng .  For example, DOC has been able to  reduce 

turnover for CSO I s  and I I s  from 31 percent f i v e  years ago to an average 

o f  18 percent. This reduced turnover has impacted the length of  time 

needed to  f i l l  vacancies and thus has had an impact on the resul ts of  the 

calculat ion. While some factors have changed, DOC has never recalculated 

i t s  s t a f f i n g  formula. As stated i n  our last  audi t ,  because the formula 

i s  sensi t ive t o  unstable factors such as turnover, i t  should be regular ly 

updated t o  re f l ec t  current s ta f f i ng  needs. 

( 1 )  Using a populat ion o f  3 ,095 CSO I s  and 11s employed a t  DOC between October 1989 and 
October 1990, we selected a sample s i z e  o f  341 employees based on a 95 percent  degree 
o f  confidence and a f i v e  percent  margin o f  e r r o r .  



TABLE 3 

COMPARISON OF 1985 AND 1990 
OFFICE OF THE AUDITOR GENERAL STAFFING STUDIES 

Catesorv 
Regular days 
Annual leave 

o f f  

Sick leave 
Holiday leave 
Compensatory time taken 
M i l i t a r y  leave 
Absence without approval 
Administrative leave w/ pay 
Administrative leave w/o pay 
Bereavement leave 
Civ ic  duty 
Industr ia l  leave 
Education leave 
Time to  f i l l  vacancies 
Total number of  days 
employee was away from post 

Avera~e Days Per Posi t ion 
1985 Studv 1990 Study 
104.00 days 104.00 days 
14.61 13.72 
6.66 8.16 
5.68 4.90 
2.75 4.75 

.39 1 . 1 2 ( a )  

.15 .13 

.04 .01 

.26 1.21 

.16 .38 

.O1 .05 
1.05 1.22 
5.00 3 .OO(b) 

18.24 8 . 3 7 ( c )  

Calculation o f  S ta f f ina  Formula 
365 days per year 365 365 
Minus number of  days 

emp l oyee away f rom post -159 -148.9 
Equals number of  days 

employee avai lable to  
cover post 206 216.1 

Employees required: 
Seven-day , 8-hou r sh i f t 
Seven-day, 16-hour s h i f t  
Seven-day , 24-hou r sh i f t 

(a)  Pay ro l l  records reviewed d i d  no t  inc lude the t ime per iod  o f  the Gulf War. Therefore, 
cu r ren t  m i l i t a r y  leave t ime may have increased and would have had a g rea te r  impact on 
the  s t a f f i n g  formula than was r e f l e c t e d  i n  our review. 

(b) I n  the  1985 a u d i t  in -serv ice  t r a i n i n g  was based on the ACA standard of 40 hours a year 
because a t  t h a t  t ime DOC had no o f f i c i a l  t r a i n i n g  p o l i c y .  Whi le our review o f  p a y r o l l  
records revealed an average o f  .85 days per  p o s i t i o n  taken f o r  t r a i n i n g ,  DOC o f f i c i a l s  
i nd i ca ted  t h a t  p a y r o l l  records do no t  always capture t ime taken f o r  in -serv ice  
t r a i n i n g .  Our review a l so  showed some t r a i n i n g  occurs on days o f f  and i s  charged as 
compensatory time. Because actual  t r a i n i n g  t ime i s  no t  ava i l ab le ,  we have 
incorpora ted the cu r ren t  DOC requirement o f  24 hours i n t o  the 1990 s t a f f i n g  formula. 

( c )  Th is  category i s  a combination of t ime spent du r i ng  pre-serv ice t r a i n i n g  (i .e.. COTA) 
and the  combined tu rnover  r a t e  f o r  CSO I s  and 11s. To a r r i v e  a t  the  1990 ca l cu la t i on ,  
the t ime requ i red  t o  f i l l  vacancies (9.3 weeks) was m u l t i p l i e d  by 5 ( t h e  number o f  
regu la r  work days per  week ) t o  a r r i v e  a t  the number o f  days l o s t  f o r  each p o s i t i o n  
each t ime turnover occurs. This number was then mu1 t i p l i e d  by the  turnover r a t e  (18 
percent) .  

Source,: Of f i ce  o f  the Auditor General review of 341 DOC payro l l  records 
for CSO I s  and CSO I l s  during f i sca l  year 1989-90; DOC s t a f f  
interviews; Auditor General Report No. 86-1; and a review of 
DOC'S process for f i l l i n g  vacant CSO posi t ions. 
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Post Positions 
Should Be Reviewed 

In  addit ion t o  a per iodic review of i t s  s ta f f i ng  formula, DOC needs to  do 

more t o  i den t i f y  the number of posts needed a t  each i n s t i t u t i o n .  While 

DOC has performed some s ta f f i ng  studies, these studies have been based on 

internal  estimates of work a c t i v i t y  and j us t i f i ca t i ons  for ex is t ing 

posts. A more c r i t i c a l  review i s  needed. 

Post w s i t i o n s  have been iden t i f i ed  - Since our 1985 audi t ,  DOC has 

i den t i f i ed  i t s  secur i ty post posi t ions. The 1985 audit revealed that DOC 

d id  not have an accurate l i s t  of  the Department's posts on which to 

evaluate i t s  secur i ty post requirements. Recently, each warden 

iden t i f i ed  a l l  secur i ty post posi t ions i n  h i s  i ns t i t u t i on ,  and t e s t i f i e d  

about post functions to  the House Subcommittee on Prison Staf f ing.  This 

information was designed t o  j u s t i f y  ex is t ing posts. 

More can be done t o  quant i f v  post needs - Wh i l e secur i t y  posts have been 

ident i f ied ,  DOC has not completed a comprehensive analysis of  

Departmental post s t a f f i n g  requirements that includes the c r i t i c a l  

elements recommended i n  our 1985 report. The 1985 audit  recommended a 

comprehensive study of s ta f f i ng  to  determine the number o f  secur i ty posts 

that were needed, based on workload measures, detai led task analyses, 

s t a f f  u t i l i z a t i o n ,  and other factors a f fec t ing  securi ty s ta f f i ng .  

Although DOC has conducted some s t a f f i n g  studies, the Department has not 

performed a comprehensive study. We examined several DOC s t a f f i n g  

studies such as a 1985 DOC Sta f f ing  study,(') and a Security S ta f f  

Analysis of  ASPC-Douglas i n  July 1987. However, these studies re l y  on 

estimations o f  workload and ins t i t u t i ona l  j u s t i f i c a t i o n  of post posi t ions 

rather than a c r i t i c a l  review of each post. Some states, such as 

Ca l i fo rn ia  and Flor ida, have a central o f f i c e  function that performs 

s t a f f i n g  studies and validates post posit ions on a routine basis. For 

example, F lo r ida  has a fu l l - t ime s t a f f i n g  coordinator to  perform s t a f f i n g  

studies and review the functions of each post task and pos i t ion  i n  each 

i n s t i t u t i o n .  

(1)  This study was conducted a t  the same t ime as our 1985 a u d i t  and, according t o  DOC 
s t a f f ,  i t  was performed as a r e s u l t  o f  the  recornnendations i n  t h a t  aud i t .  



Addi t ional ly ,  our secur i ty consultants i n  the i r  observations of secur i ty 

s ta f f i ng ,  noted that some housing un i ts  appeared t o  be understaffed. As 

a resul t ,  they have strongly recommended conducting an independent 

s t a f f i n g  study involving the analysis o f  post posi t ions, physical plant 

and ongoing program a c t i v i t i e s ,  a review of s t a f f  assignment records, as 

well as the use and ef f icacy of management systems. Our consultants 

estimate the cost of  such a study would be approximately $60,000. 

Chanaina condit ions i m ~ a c t  s t a f f i n g  - The need for a s ta f f i ng  review 

assumes greater importance when other factors impact the s t a f f i n g  of  

secur i ty posts. For example, i n  1990 DOC ins ta l led  a telephone 

monitoring system that requires the on-line monitoring and recording of 

inmate telephone ca l l s .  DOC supervisors s tate that t h i s  task requires a 

considerable amount of  CSO s t a f f  time. One i n s t i t u t i o n  reports that two 

CSOs are required t o  s t a f f  the phone l ines s i x  hours a day. Because t h i s  

function i s  not defined as a post posi t ion, the dut ies are absorbed by 

current s t a f f  posi t ions, thereby impacting the s t a f f i n g  of  both the 

defined and undefined posts. Further, the u t i l i z a t i o n  of secur i ty s t a f f  

i n  nonsecurity posi t ions impacts post pos i t ion s ta f f i ng .  We found, for 

example, that CSOs are being u t i l i z e d  as locksmiths, timekeepers and 

t ra in ing  o f f i ce rs .  A comprehensive analysis of  s t a f f i n g  would measure 

the workload of each post and ident i f y  the type sf s t a f f  best sui ted t o  

performing each task. 



RECOMMENDATIONS: 

1. DOC should recalculate the s t a f f i n g  formula per iod ica l l y .  

2 .  DOC should request funding from the Legislature to  have an 

independent comprehensive s t a f f i n g  analysis performed to  determine 

the fol lowing: 

the number of  secur i ty posts needed, basedon workload analysis; 
and 

s t a f f  qua l i f i ca t ions  t o  determine i f  CSO s t a f f  are appropriately 
ass i gned . 

3 .  DOC should also review post posit ions per iod ica l ly  to  assess changes 

a f fec t ing  s ta f f i ng .  



FINDING V 

WHILE DOC HAS MADE STRIDES TO INCREASE 

INSERVICE TRAINING. MANY CSOs STILL 

DO NOT MEET REQUIREMENTS 

A1  though DOC has made attempts to  provide su f f i c i en t  in-service t ra in ing  

for i t s  CSOs, further improvement i s  needed. While the average number of  

t ra in ing  hours has increased, many CSOs s t i l l  have not met current DOC 

in-service t ra in ing  requirements. The reasons in-service t ra in ing  has 

been inadequate may be lack o f  commitment by i ns t i t u t i ons  to  ensure 

t ra in ing  i s  received and s t a f f  shortages. 

Since the duties of  correctional o f f i ce rs  can impact the i r  safety, as 

well as the safety and well-being of inmates and sometimes the publ ic ,  

proper t ra in ing  i s  essent ial .  To receive proper t ra in ing ,  the American 

Correctional Association (ACA), i n  cooperation wi th  the Commission on 

Accreditation for Corrections, recommends that correctional o f f i ce rs  

receive 40 hours o f  t ra in ing  each year a f te r  the i r  i n i t i a l  year of 

t ra in ing.  The ACA recornends that the t ra in ing  program include areas 

such as securi ty procedures, inmate supervision, detection of the signs 

of suic ide r i s k  and precautions against suicide, the use of force 

regulations and tac t ics ,  f i r e  and emergency procedures, firearms 

t ra in ing,  key control ,  and f i r s t  a id .  

In  our 1985 audi t ,  some CSOs had not received pre-service t ra in ing  p r i o r  

to  assignment to  an i ns t i t u t i on .  In  addit ion, others d id  not receive 

su f f i c i en t  in-service t ra in ing  t o  meet DOC'S t ra in ing  requirement o f  20 

hours. For f i sca l  years 1984 and 1985, CSOs employed by DOC for more 

than two years had received an average o f  less than 13 hours of  

in-service t ra in ing.  

While More Trainina Is Beina Provided, 
Manv CSOs Stil l Do Not Meet Requirements 

Although problems w i th  pre-service t ra in ing  have been addressed, and 

in-service t ra in ing  for CSOs has increased since our 1985 audi t ,  many 

CSOs s t i l l  do not meet DOC t ra in ing  requirements. Furthermore, even when 

s t a f f  do receive t ra in ing ,  i t  may not be enough. 
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Pre-service t ra in ina  i s  now provided t o  a l l  0 s  - Since the 1985 audi t ,  

DOC has implemented i t s  Correctional Of f icer  Training Academy (COTA), 

which provides pre-service t ra in ing  to  a l l  new CSOs. Pr io r  to  that time, 

t ra in ing  was l e f t  to  individual ins t i tu t ions ,  and some CSOs received 

l i t t l e  or no pre-service t ra in ing.  DOC'S current pre-service t ra in ing  

consists of  a 288-hour, seven-week program encompassing nine major 

subjects: e th ics and professionalism, inmate management, legal issues, 

communication s k i l l s ,  o f f i c e r  safety, secur i ty,  custody and contro l ,  

emergency procedures, con f l i c t  and c r i s i s  management, and medical and 

mental health. The f i r s t  COTA class was held i n  January 1986. Since 

that time the academy has conducted about 130 classes, and approximately 

4,500 cadets have graduated and been assigned to  i ns t i t u t i ons  throughout 

the Department. Once assigned to  an i ns t i t u t i on ,  COTA graduates are 

required to  attend an addit ional  40 hours of  on-site or ientat ion.  

More t ra in ina  i s  beina ~ r o v i d e d  - In  addit ion to  ensuring that s t a f f  

receive pre-service t ra in ing,  i t  also appears that DOC has increased the 

amount o f  t ra in ing  provided to  i t s  s t a f f .  In  1989 DOC adopted i t s  

current po l i cy  o f  requir ing that CSOs receive a mandatory 24 hours of 

in-service t ra in ing  annually. To meet t h i s  requirement, DOC provides 

annual CSO refresher courses. These "refreshers" are generally taught i n  

blocks o f  3 to  5 days and are provided throughout the year. In  addit ion 

to  refresher courses, s t a f f  are provided wi th  the opportunity to  obtain 

t ra in ing  i n  other areas as wel l .  Also, as new issues develop, t ra in ing  

i n  these areas becomes mandatory. 

Our review o f  1989-90 t ra in ing  records(') for Correctional Service s t a f f  

re f lec ts  an improvement i n  the area of s t a f f  t ra in ing.  For 1989-90, 

t ra in ing  received by Correctional Service s t a f f  employed more than two 

years i n  each i n s t i t u t i o n  on average ranged from 20.7 hours t o  71.5 

hours. Overall ,  i n  1989-90, those securi ty s t a f f  employed more than two 

years received an average of over 33 hours of  advanced t ra in ing.  In  

addit ion, while correctional s t a f f  are required to  obtain 24 hours of 

t ra in ing  each year as part  of  thei r refresher courses, some ins t i t u t i ons  

are providing more than 24 hours. 

( 1 )  Because DOC t r a i n i n g  requirements are based on an Employee Performance Appraisal 
System (EPAS) year, our review o f  1989-90 records i s  based on the most recently 
completed EPAS year (May 1, 1989 t o  Apr i l  30, 1990). 



hiany s t a f f  have not received su f f i c i en t  t ra in ing  - Although the average 

number of  t ra in ing  hours received has increased, and most s t a f f  attend 

t ra in ing  i n  excess of the 24-hour requirement, many s t a f f  s t i l l  do not 

meet the t ra in ing  requirements. Our analysis of  the t ra in ing  hours 

received by 1,970 securi ty s t a f f  during 1989-90 revealed the fol lowing: 

Forty-four percent o f  a l l  CSOs d id  not receive the required 24 hours. 

Over ten percent o f  a l l  CSOs received no t ra in ing.  

Many higher ranking securi ty s t a f f  a lso fa i l ed  to  receive the 
mandatory 24 hours of  t ra in ing.  Table 4 i l l u s t r a t e s  by employee 
c lass i f i ca t i on  the percentage of secur i ty s t a f f  that received 
t ra in ing  during 1989-90. Further, Table 5 (page 30) i l l u s t r a t e s  by 
i n s t i t u t i o n  the percentage of secur i ty s t a f f  that received t ra in ing  
i n  1989-90. 

I n  addit ion, DOC may not be able to  ident i f y  the spec i f i c  subjects i n  

which individual CSOs have received t ra in ing.  CSOs that attend the 

refresher courses are given c red i t  for receiving a "CSO Refresher" on 

the i r  t ra in ing  records i n  the Arizona Personnel Payrol l  Leave Education 

System (APPLES). We found that the type of t ra in ing  provided i n  the 

refresher courses varies by i ns t i t u t i on .  While some subjects such as 

c e l l  area searches, report wr i t ing ,  f i r s t  a id ,  staff/ inmate relat ions, 

and the use of force are offered a t  most i ns t i t u t i ons ,  not a l l  

i ns t i t u t i ons  include these subjects i n  the i r  annual refresher courses. 

TABLE 4 

DEPARTMENT OF CORRECTIONS 
PERCENTAGE OF IN-SERVICE TRAINING HOURS RECEIVED 

BY CORRECTIONAL SERVICE STAFF IN 1989-90 
BY EMPLOYEE CLASSIFICATION 

Class i f i ca t ion  0 Hours 1 - 23 Hours 24+ Hours 

cso I 
cso I I 
Sergeant 
Lieutenant 
Captain 
Major 

A l l  Classes 12.9% 30.7% 56.4% 

Source: Of f i ce  of  the Auditor General s t a f f  analysis o f  t ra in ing  hours 
received by 1,970 DOC securi ty s t a f f  i n  1989-90. 



TABLE 5 

DEPARTMENT OF CORRECTIONS 
PERCENTAGE OF IN-SERVICE TRAINING HOURS RECEIVED 

BY CORRECTIONAL SERVICE STAFF IN 1989-90 
BY INSTITUTION 

I n s t i t u t i o n  0 Hours 1 - 23 Hours 24+ Hours 

Doug l as 
F lorence 
Fort Grant 
Perryvi l le  
Phoen i x 
Saf ford 
Tucson 
Winslow 
Yuma 

A l l  I ns t i t u t i ons  12.9% 30.7% 56.4% 

Source: Of f i ce  o f  the Auditor General s t a f f  analysis of  t ra in ing  hours 
received by 1,970 DOC securi ty s t a f f  i n  1989-90. 

DOC'S 24-hour annual t ra in ina  requirement may not be enoush - Although 

DOC has increased the required number o f  hours for in-service t ra in ing 

since our 1985 audi t ,  addi t ional  t ra in ing  requirements may be necessary. 

As noted e a r l i e r ,  DOC'S annual t ra in ing  requirement i s  24 hours each 

year, while the most recent information avai lable from ACA standards 

suggest that correctional l i ne  s t a f f  receive 40 hours of  t ra in ing  each 

year. Addit ional ly,  according to  the National I n s t i t u t e  of  Corrections, 

26 states provide the i r  correctional o f f i ce rs  wi th  40 hours o f  annual 

t ra in ing.  Four states provide more than one week of t ra in ing. ( ' )  One 

DOC o f f i c i a l  stated that the Department recognizes the need for 

increasing i t s  t ra in ing  requirements and would eventually l i k e  to 

increase the requirement to  40 hours. 

Lack Of Commitment And Resources 
Mav Have Hindered Traininu Efforts 

Regardless o f  the number of  t ra in ing  hours that are mandated, i f  

i ns t i t u t i ona l  s t a f f  are not f u l l y  committed t o  ensuring that a l l  s t a f f  

receive t ra in ing,  then i t  i s  un l i ke ly  most s t a f f  w i l l  receive adequate 

( 1 )  Informat ion obtained as o f  November 1988. 
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t ra in ing.  A lack of  commitment to  s t a f f  t ra in ing  may be one reason many 

correctional s t a f f  a t  DOC have not met t ra in ing  requirements. In  

addit ion, because o f  s t a f f  vacancies i t  may be d i f f i c u l t  for CSOs to f ind  

the time for t ra in ing.  A lack of resources to  implement an e f fec t ive  

tracking system may also hamper t ra in ing  e f fo r t s .  

Lack o f  comnitment t o  s t a f f  t ra in ina  mav be one reason that many s t a f f  do 

not meet reauirements - A lack o f  commitment on the par t  of  some 

ins t i t u t i ona l  s t a f f  may be a reason that many CSOs have not obtained the 

necessary t ra in ing.  According to  a DOC o f f i c i a l ,  i n  order for CSOs to 

meet the requirement of  24 hours of  t ra in ing  each year, the warden and 

s t a f f  a t  each i n s t i t u t i o n  must be committed to  ensuring that a l l  secur i ty 

s t a f f  receive the required hours of  t ra in ing.  Without t h i s  commitment, 

i t  i s  not l i k e l y  that the required number of t ra in ing  hours w i  l l be met. 

For example, a t ra in ing  o f f i c e r  a t  one i n s t i t u t i o n  recently noted that 

since the a r r i v a l  o f  a new warden, attendance a t  t ra in ing  classes has 

great ly improved. He a t t r ibu ted  the increase to  the new warden's 

commitment to  t ra in ing.  In  fact ,  he noted evidence o f  how the 

importance of t ra in ing  has been stressed recently -- some o f f i c e r s  were 

now coming i n  for weapons t ra in ing  who had not been c e r t i f i e d  for three 

or four years. 

S ta f f  shortages mav prevent some s t a f f  from attendina t ra in ing  - Even 

when there i s  a commitment t o  t ra in ing ,  i f  there are a high number of 

vacancies i n  an i ns t i t u t i on ,  attendance a t  s t a f f  t ra in ing  may be low. 

One t ra in ing  o f f i c e r  noted that correctional supervisors t e l l  him that 

they cannot a f fo rd  to  send CSOs to  t ra in ing  because of s t a f f  shortages. 

Another t ra in ing  o f f i c e r  noted that the only reasons c i t ed  for lack of 

attendance a t  t ra in ing  are s t a f f  shortages i n  the un i t s  or due t o  i l l ness .  

Lack o f  resources may have also hampered t ra in ina  e f f o r t s  - A lack of  

funding to  improve DOC'S system for monitoring t ra in ing  may also 

contribute to  the problem of inadequate t ra in ing.  Since the 1985 audi t ,  

DOC has implemented an automated system to  track t ra in ing  hours for a l l  

of i t s  s t a f f .  DOC'S i n i t i a l  attempt to  automate used a personal computer 

that quickly ran out of  space and capacity to handle t ra in ing  information 

for approximately 6,000 employees. As a resu l t ,  the t ra in ing  records 



management function was added to  the mainframe system DOC was developing 

a t  the time, APPLES, for payro l l  and personnel information. APPLES was 

established i n  January 1988. However, according t o  a DOC o f f i c i a l ,  the 

Department receives no funding for the personnel needed t o  run the 

system, although i t  does receive funding for processing time. DOC 

o f f i c i a l s  indicate that two programmers and a t ra in ing  person are needed 

to  upgrade and maintain the system. Without su f f i c i en t  funding for the 

APPLES system, the system's a b i l i t y  to  generate adequate management 

reports on s t a f f  t ra in ing  i s  l imited. 

DOC should ensure that each of i t s  Correctional Service s t a f f  receive 

the required 24 hours o f  t ra in ing  by stressing the importance of 

advanced t ra in ing  on an ongoing basis even when there may be s t a f f  

shortages. 

DOC should review i t s  refresher courses and determine which subjects 

are c r i t i c a l  t o  a l l  ins t i tu t ions .  Those iden t i f i ed  as c r i t i c a l  

should then be taught a t  a l l  ins t i tu t ions .  

DOC should review i t s  t ra in ing  monitoring system to determine what 

changes can be made to  make the system more e f fec t ive  i n  tracking 

s t a f f  t ra in ing.  



OTHER PERTINENT INFORMATION 

During our audit ,  we compiled data on the growing impact of  compensatory 

time accumulated by securi ty s t a f f .  

Growina impact o f  camensatory time - The impact of  the use of 

compensatory time on securi ty s ta f f i ng  i s  increasing. During our 

ca lcu lat ion o f  the securi ty s t a f f i n g  formula (Finding I V  , page 23) we 

found that ,  as compared to  the 1986 formula, CSOs are taking nearly twice 

as much compensatory time o f f  now. In  f i sca l  year 1989-90, CSO I s  and 

CSO I l s  averaged 4.75 days o f f  for compensatory time compared t o  the 1985 

average o f  2.75 days. In  addit ion to taking time o f f ,  we found that many 

CSOs are receiving pay for compensatory time. I n  our sample review of 

341 CSOs for the s t a f f i n g  formula, 200 (approximately 60 percent) were 

paid for compensatory time during f i sca l  year 1989-90. According to  a 

DOC o f f i c i a l ,  i n  f i sca l  year 1989-90 the Department paid $834,786.70 for 

compensatory hours to  s t a f f  a t  the adult i ns t i t u t i ons ,  the major i ty  of  

whom are Correctional Services s t a f f .  Addit ional ly,  DOC paid over $2 

m i l l i o n  during the f i r s t  months of f i sca l  year 1990-91. This was a 

one-time payoff o f  a l l  accumulated compensatory time and holiday leave 

time. DOC budget s t a f f  stated that t h i s  was the f i r s t  time they had ever 

paid o f f  the balances. 

These large payments for compensatory time very l i k e l y  w i l l  continue to 

grow. A court decision i n  June 1989 found that cer ta in  employees who 

work overtime have the option of receiving overtime payment or earning 

compensatory time. The employer and employee must reach an agreement or 

understanding p r i o r  to  the performance o f  any overtime work. This 

decision applies to  cer ta in  employees covered by the Fai r  Labor Standards 

Act (FLSA). The Department o f  Administration was n o t i f i e d  by the 

Attorney General's Of f i ce  that t h i s  ru l ing  would apply t o  Arizona. This 

decision w i l l  have a s ign i f i can t  e f fec t  on agencies, especial ly those 

that operate on a 24-hour basis. Agencies such as DOC w i l l  have to  give 

a employees the option o f  taking compensatory leave or receiving pay for 

' compensatory time. I n  fact ,  agencies w i l l  not be able to  allow 



employees, such as CSO I s  and CSO I l s ,  who are subject to  the FLSA to  

work unless the agency i s  able t o  pay time and a ha l f  or unless these 

employees have elected t o  receive compensatory leave. This pol icy w i l l  

be implemented by DOC i n  May 1991. Over ha l f  o f  a l l  e l i g i b l e  s t a f f  a t  

the i ns t i t u t i ons  have indicated that they would accept e i ther  

compensatory leave or cash payment. An addit ional 20 percent elected 

cash payment only. DOC has requested $2.8 m i l l i o n  to cover the cost of 

the compensatory time payments. 

Security s t a f f i n g  w i l l  be impacted by t h i s  po l i cy  i n  several ways. 

F i r s t ,  CSOs are needed to  work overtime during emergency s i tuat ions,  such 

as escapes, disturbances, and s t a f f  shortages. Should the agency be 

without funds to  cover these overtime expenses, i t  i s  un l i ke ly  that some 

CSO s t a f f  would be avai lable to work during emergencies o r ,  i f  they must 

be used, DOC w i  l l have to  make budgetary adjustments afterwards to cover 

the cost. DOC previously had the option to provide time o f f  i n  l i e u  of  

overtime pay. Second, t h i s  po l i cy  could a f fec t  ca lcu lat ion of the 

s t a f f i n g  formula. Since employees may elect t o  receive a cash payment 

for overtime rather than time o f f ,  the amount paid for compensatory time 

may be increased and the amount o f  compensatory time taken as time o f f  

may decrease. I n  such a case, the s ta f f i ng  formula could be affected, 

po ten t i a l l y  reducing the number of  s t a f f  needed. 



FIFE SYMINGTON 
GOVERNOR 

1601 WEST JEFFERSON 
PHOENIX, ARIZONA 85007 

(602) 542-5536 

SAMUEL A. LEWIS 
DIRECTOR 

May 17, 1991 

Douglas R. Norton, Auditor General  
Off ice  of t h e  Auditor General  
2700 North Centra l  Avenue, Sui te  700 
Phoenix, "irizona 85004 

Dear Mr. Norton: 

Thank you for  t h e  opportunity t o  review your revised d ra f t  a s  a result of our 
meet ing on hlay 9, 1991. The  Depar tment  of Corrections acknowledges and agrees  
t o  t h e  changes of your preliminary draft .  

Please  include t h e  Depar tment  of Corrections' comments  where appropriate as  
submit ted on May 7, 1991, in response t o  your previous d ra f t  dated April 30, 1991. 

Thank you for your cooperation. If additional information i s  required, please 
advise. 

- 
Director ! 



FIFE SYMiNGTON 
GOVERNOR 

1601 WEST JEFFERSON 
PHOENIX. ARIZONA 85007 

(602) 542-5536 

SAMUEL A. LEWIS 
DIRECTOR 

Donald X. Norton,  Auditor  Gene ra l  
O f f i c e  of t h e  Auditor  Gene ra l  
2700 Nor th  Cen t r a l  Avenue,  S u i t e  700 
Phoenix, Ar izona  85004 

Dear  Mr. Norton: 

A t t a c h e d  i s  t h e  pre l iminary  response t o  t h e  P e r f o r m a n c e  Audi t -Draf t  on Ins t i tu t ional  
Secur i ty  and  Staff ing.  

With minor except ions ,  t h e  D e p a r t m e n t  of Cor rec t ions  a g r e e s  and  a c c e p t s  t h e  f indings of 
th is  pe r fo rmance  audit.  Your o f f i ce  should be commended  f o r  producing a r e p o r t  t h a t  
accu ra t e ly  descr ibes  pe r fo rmance  def ic ienc ies  and  r ecommenda t ions  on  me thods  for  
improvement .  T h e  secu r i ty  consultants ,  Mr. J a m e s  D. Henderson and  David E. Musacchio 
were  a n  exce l l en t  choice. The i r  knowledge and expe r t i s e  was  ve ry  evident .  T h e y  o f f e r e d  
valuable suggest ions t o  our  s t a f f  fo r  improvemen t  of s ecu r i ty  opera t ions  and  a lways  
demons t r a t ed  the i r  professionalism and leadership  qualities. 

P l e a s e  be assured  t h a t  t h i s  D e p a r t m e n t  will m a k e  e v e r y  e f f o r t  t o  ach ieve  our  goals  t o  
improve  secu r i ty  and  max imize  t h e  use of s t a f f  as addressed  i n  t h e  a t t ached . r e sponse  t o  
your P e r f o r m a n c e  Audit.  

Th i s  aud i t  will s e r v e  as a valuable  r e source  and should prove  s igni f icant  i n  support ing our  
goals  t o  o p e r a t e  e f f i c i e n t  and  s a f e  prisons. 

A t t a c h m e n t  



RESPONSE TO AUDITOR GENERAL PERFORMANCE AUDIT 

ON SECURITY AND STAFFING OF THE 

ARIZONA DEPARTMENT OF CORRECTIONS 

T h e  D e p a r t m e n t  of Cor rec t ions  i s  app rec i a t ive  of t h e  Audi tor  General 's  recognit ion of 

t h e  s igni f icant  improvemen t s  m a d e  by th i s  D e p a r t m e n t  s ince  t h e  t w o  previous Audi t  

r epo r t s  issued by your o f f i c e  i n  1985 and 1986. 

T h e  D e p a r t m e n t  of Cor rec t ions  a g r e e s  wi th  m o s t  of t h e  f indings as submi t t ed  and o f f e r s  

t h e  following c o m m e n t s  and comrn i t tmen t  t o  improve  t h e  noted  deficiencies.  

TOOL CONTROL: pg. 6 , 9  

ADC policy requi res  t h a t  prisons ma in ta in  a c o m p l e t e  and c u r r e n t  inventory  of a l l  tools  

and ma te r i a l s  t h a t  m a y  a f f e c t  t h e  sa fe ,  s e c u r e  and orderly ope ra t ion  of e a c h  faci l i ty.  

Wardens a r e  aga in  being d i r ec t ed  t o  improve  the i r  procedures  t o  properly moni tor  th is  

m o s t  i m p o r t a n t  issue. Annual  rev iew of al l  tool  cont ro l  ope ra t ion  will be conducted  t o  

ensu re  compl i ance  with policy. R e c e n t  e f f o r t s  have  improved t h e  tool  cont ro l  p r a c t i c e  

at m o s t  prisons. However ,  s o m e  ins t i tu t ions  s t i l l  a r e  no t  in  compliance.  

INMATE COUNTS: pg. 6 , 9  

T h e  Depar tment ' s  c u r r e n t  policy requi res  a minimum of t h r e e  f o r m a l  coun t s  (one e a c h  

sh i f t )  at e v e r y  inst i tut ion.  It's bel ieved t h a t  increas ing  t h e  number  of counts  t o  f i v e  i s  

not  necessary,  cost ly,  and  would not  s ignif icantly improve  i n m a t e  accountabi l i ty .  

Our  belief i s  t h a t  t h e  Audi tors  m a y  have  been  misled by t h e  t e r m  "informal count". 

Informal coun t s  a r e  random periodic checks,  es tab l i shed  by A D C  policy, t o  de t e rmine  if 

all i n m a t e s  a r e  p re sen t  and  t o  moni tor  t he i r  well being. T h e  number  of i n fo rma l  coun t s  - 
i s  dependent  on cus tody leve l  bu t  in  a l l  ins tances ,  occu r s  at l e a s t  o n c e  be tween  e a c h  

f o r m a l  count ,  Ins tances  where  i n m a t e s  have  not  been a c c u r a t e l y  a c c o u n t e d  f o r  in  a 

t ime ly  manner  a r e  a l m o s t  non-existent  e x c e p t  where  human e r r o r  o r  f a i lu re  t o  fol low 

establ ished procedure  occurs. 

DETENTION AND ISOLATION CELLS: pg. 7 

Double bunking De ten t ion  C e l l s  i s  no t  good p r a c t i c e  and  l imi t s  t h e  Depa r tmen t ' s  ab i l i ty  

t o  e f f ec t ive ly  manage  and discipl ine inmates .  Ideally, e v e r y  unit  would have  a 

pe rcen tage  of ce l l s  fo r  Isolat ion and disciplinary problems. However ,  t h e  c o s t s  a r e  

prohibitive. A inore  r ea l i s t i c  goal would be  t o  r educe  t h e  i n m a t e  populat ion via 

a l t e rna t ives  t o  i nca rce ra t ion  and o t h e r  e f f e c t i v e  programs t o  m a k e  avai lab le  m o r e  room 

i n  our  c u r r e n t  prisons s o  t h a t  t h e y  c a n  o n c e  again  become  single c e l l  operat ions.  



Response  t o  Auditor  Gene ra l  P e r f o r m a n c e  
Audit  on Secur i ty  and  S t a f f i n g  of t h e  
Ar izona  Depa r t rnen t  of Cor rec t ions  
P a g e  2 

TEMPORARY STRUCTURES: pg. 6 

T h e  D e p a r t m e n t  ag rees  wi th  t h e  Audi t  findings t h a t  quonsets ,  t ra i le rs ,  modulars  and  

s o m e  dormi to ry  i n m a t e  housing a r e  substandard.  However ,  r ep l acemen t  c o s t s  f o r  t h e s e  

uni t s  a r e  conserva t ive ly  e s t i m a t e d  at $25,000 thousand pe r  bed and wi th  over  2,000 

subs tandard  beds o r  approximate ly  $50,000,000 - t h e  r ep lacemen t  c o s t s  a r e  prohibitive. 

Real i s t ica l ly  speaking,  t h e  state has  not  e v e n  been  successfu l  in keeping  p a c e  wi th  i t s  

c u r r e n t  prison populat ion growth,  l e t  a lone  replac ing  exist ing inadequa te  faci l i t ies .  

R e p l a c e m e n t  of t h e s e  s t r u c t u r e s  will b e c o m e  a priori ty as o t h e r  pr ior i t ies  deminish or  

where  t h e r e  i s  a tu rn  of unfavorable e v e n t s  t h a t  he ightened t h e  awareness  of opera t ing  

under such precar ious  conditions. 

FACILITY DESIGN: pg. 6, pg. 8 

T h e  rapid  g rowth  and l imi t ed  resources  t o  m e e t  t h e  inc reased  demands  f o r  addit ional  

prison s p a c e  of t h e  l a s t  20 yea r s  have  not  k e p t  pace. T e m p o r a r y  emergency  beds with 

l i f e  expec tancy  of a f e w  yea r s  somehow a lways  seem t o  b e c o m e  permanent .  Conditions 

which caused  development  of i nadequa te  f ac i l i t i e s  a r e  o f t e n  forgot ten .  Fo r tuna te ly  t h e  

Leg i s l a tu re  has begun t o  recognize  t h e  i m p o r t a n c e  of good prison design and appropr ia ted  

funds  accordingly,  examples  of which a r e  t h e  Rynning Unit,  SMU, ASPC-Winslow, ASP- 

Yuma  and ASPC-Tucson. O n c e  cons t ruc t ion  and i n m a t e  populat ion g rowth  leve l  off ,  and 

t h e  leg is la ture  appropr i a t e s  funds, remodel ing  o r  r ep lacemen t  of i n a d e q u a t e  fac i l i t ies  

c a n  b e c o m e  a real i ty.  

Additionally, while t h e  D e p a r t m e n t  ag rees  with t h e  c o m m e n t s  regard ing  t h e  South  Unit's 

design, i t  should be  noted  t h a t  except ional ly  good i n m a t e  m a n a g e m e n t  skills ex i s t  by 

s t a f f  at t h e  South  Un i t  t o  a c c o m m o d a t e  t h e  successful  p l acemen t  of high medium 

cus tody i n m a t e s  p laced  the re ,  and because  of this success  i t  i s  not  being r ecommended  

t h a t  a change  i n  cus tody leve l  for  Sou th  Uni t  be  m a d e  at th i s  t ime.  

KEY CONTROL: pg. 9 

A D e p a r t m e n t a l  policy i s  being promulgated  t o  es tab l i sh  and moni tor  key  control .  T h e  

D e p a r t m e n t  acknowledges  t h a t  c u r r e n t  procedures  a r e  inadequate .  A D C  policy will 

requi re  t h a t  procedures  be  es tab l i shed  90  days  a f t e r  t h e  e f f e c t i v e  d a t e  of t h e  Key  

Con t ro l  policy. Ful l  compl i ance  i s  e x p e c t e d  by Janua ry  1, 1992. 
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PERSONAL BODY ALARMS: pg. 8,10 

Instal lat ion,  monitoring equ ipmen t  and  cos t s  fo r  t h e  personal  body a l a r m s  will be  

examined;  as will t h e  e f f ec t iveness  of t h e  alarms.  Based on t h e  r e su l t s  of t h i s  

inves t iga t ion  a decision will be m a d e  as whether  t o  r eques t  funding f o r  th is  addit ional  

s a f e t y  equipment.  

SECURITY INSPECTIONS: pg. 8 

A policy requir ing e a c h  ins t i tu t ion  t o  establ ish wr i t t en  procedures  t h a t  requi re  regularly 

scheduled  and cons is ten t ly  documen ted  secu r i ty  inspect ion  f o r  al l  a s p e c t s  of prison 

secu r i ty  opera t ions  i s  being developed. C u r r e n t  A D C  Policy 304.3, "Inspections of 

D e p a r t m e n t  Faci l i t ies"  shal l  be  rev ised  t o  a d h e r e  t o  Auditor 's recommendat ions .  

Ins t i tu t ion  will have  90 days  f rom t h e  e f f e c t i v e  policy d a t e  t o  es tab l i sh  the i r  

procedures.  Ful l  compl iance  i s  e x p e c t e d  by Janua ry  1, 1992. 

POST ORDERS: pg. 9 

Hos tages  and  use of f o r c e  s i tua t ions  a r e  issues t h a t  have  a l r eady  been  establ ished by 

D e p a r t m e n t a l  policy and t h e r e f o r e  should not  be  pa r t  of spec i f i c  pos t  orders. 

However,  t h e  D e p a r t m e n t  does  a g r e e  t h a t  e a c h  job ass ignment  o r  pos t  should have  pos t  

o rde r s  and s igna tu re  s h e e t s  f o r  employees  t o  record  t h a t  t hey  have  r e a d  and unders tand  

the i r  job responsibilities. T h e  wardens  will be d i r ec t ed  t o  m e e t  fu l l  compl i ance  through a 

d i r ec t ive  f r o m  th is  off ice.  A rev iew f o r  compl iance  will be  p a r t  of t h e  Secur i ty  

Inspect ions Policy. 

INCREASE STARTING SALARY FOR CSO: pg. 20 

T h e  D e p a r t m e n t  endorses  t h e  r ecommenda t ion  t o  i n c r e a s e  t h e  s t a r t i n g  sa lary  f o r  

Cor rec t iona l  Se rv ice  Officers .  T h e  higher t h e  s t a r t i n g  sa l a ry  t h e  m o r e  a t t r a c t i v e  i s  t h e  

job, t he re fo re ,  drawing a b e t t e r  qual if ied c a r e e r  o r i en ted  individual t h a t  helps t o  r e d u c e  

employee  turnover  and  improved job per formance .  



Response t o  Auditor General  Performance 
Audit on Secur i ty  and Staff ing Of 
Arizona Depar tment  of Corrections 
Page  4 

POST POSrrION REVIEW: pg. 24, 25 

T h e  Depar tment  welcomes a comprehensive study of our s taf f ing requirements. 
... 

However, given t h e  cur ren t  economic condition in  Arizona i t  may be a waste  of t h e  

proposed $60,000 f o r  t h e  study unless t h e  Legislature i s  prepared t o  a l locate  funds for 

additional positions as determined by t h e  study. Previous studies completed internally all 

indicate  a shor tage of personnel. W e  believe any responsible analysis of staffing 

requirement would m e e t  with t h e  s a m e  conclusion. 

WHILE ADC HAS MADE STRIDES TO INCREASE IN-SERVICE TRAINING, MANY CSO5 

STILL DO NOT MEET REQUIREMENTS: pg. 27 

"The reasons In-Service Training has been inadequate may be  lack of commitment  by 

insti tutions t o  ensure  training i s  received, and staff  shortages." 

T h e  lack of commi tment  may be a c c u r a t e  for one t o  two  insti tutions according t o  d a t a  

reported, but overall,  t h e  commi tment  t o  all aspects  of training, in my opinion, i s  very 

high. 

T h e  following factors ,  have g rea te r  irnpact on lack of In-Service Training than 

insti tutions not commi t ted  t o  training: 

1. Staff  shortages at mos t  insti tutions have had t h e  g rea tes t  i m p a c t  on ensuring 
staff  receive  t h e  required and mandatory training. This also includes in many 
ins tances  t h e  lack of a Training Off icer  t o  d i rect  and coordinate t h e  required 
training program. 

Historically, filling vacant  Training Officer positions has taken th ree  t o  six 
months. Additionally, at two  institutions, t h e  legislature has not commi t ted  t o  
funding Training Officer positions (i.e., ASP-Y uma and ASP-Saf f ord). As new 
insti tutions a r e  const ructed and s taffed,  i t  i s  imperat ive  t h a t  Training Officer 
positions be recognized as a n  important  a r e a  t o  be  funded. Also, it is  essential 
t h a t  support  s taf f  (i.e., clerical)  and operating resources be properly funded so 
t h a t  in-service can  achieve t h e  goals and mission of ADC. 
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2. Repor t ing  of Tra in ing  in fo rma t ion  m a y  be a f a c t o r  t h a t  cont r ibuted  t o  t h e  lack  
of requi red  training. En te r ing  d a t a  f r o m  ins t i tu t ions  i n t o  t h e  APPLES c o m p u t e r  
sys tem i s  slow and i n  t h e  pas t  provided i n a c c u r a t e  information.  T o  da t e ,  
ins t i tu t ions  and bureaus  have  not  been  provided t h e  necessary  in fo rma t ion  t o  
ind ica t e  t ra in ing  def ic ienc ies  o r  problem a r e a s  t o  be  cor rec ted .  

E a c h  f i sca l  year  ( s t a r t i ng  with FY '91) S t a f f  Development  and  Tra in ing  will 
aud i t  employee  t ra in ing  r eco rds  by conduct ing  a n  employee  review of t he i r  
t ra in ing  r eco rds  wi th  t h e  e x p e c t a t i o n  of co r rec t ing  any d a t a  e n t r y  e r r o r s  o r  l a c k  
of t raining information.  T h e n  monthly,  e a c h  Tra in ing  Of f i ce r  and  ins t i tu t ional  
Adminis t ra tor  will be provided a s t a t u s  r epor t  on  employee  training.  Quar ter ly ,  
S t a f f  Development  will ana lyze  employee  t ra in ing  d a t a  and  submi t  a r e p o r t  t o  
ADC Ass is tan t  Direc tors ,  as t o  t h e  s t a t u s  of employee  t ra in ing  ca t egor i e s  such  
as: Employee  Or ienta t ion ,  Re f re she r  Training,  Weapons Qualif icat ion,  
Professional  Development ,  etc. Improving d a t a  r eco rds  and  increas ing  t h e  
distr ibut ion of t ra in ing  d a t a  will hopefully e l imina te  t h e  problem of s t a f f  who 
lack  or  d o  not  m e e t  t ra in ing  requirements .  

MANY STAFF HAVE NOT RECEIVED SUFFICIENT TRAINING: pg. 29 

T h e  a v e r a g e  of 33 hours In-Service Tra in ing  i s  a n  a c c e p t a b l e  f igure.  

T h e  44 pe rcen t  of CSOts who did no t  r ece ive  t h e  requi red  24 hour In-Service Tra in ing  i s  

not  acceptable .  

V a n y  higher ranking secu r i ty  s t a f f  fa i led  t o  r ece ive  24 hours requi red  training.  T h e  d a t a  

i nd ica t e s  approximate ly  45% of secu r i ty  supervisors  a n d  manage r s  did not  ach ieve  t h e  24 

hours required training.  T h e  new Professional  Development  P rogram should e l imina te  

t h i s  problem. I t  i s  pro jec ted  t h a t  220 supervisors  will r ece ive  P D P  Leve l  I t r a in ing  and  

160 manage r s  will r ece ive  P D P  Level  I1 t ra in ing  during F Y  '92, assuming t h a t  t h e  funding 

t o  conduc t  t h i s  Profess ional  Deve lopmen t  P rogram is  avai lable.  

Ar izona  D e p a r t m e n t  of Cor rec t ions  m a y  not  be a b l e  t o  i den t i fy  t h e  spec i f i c  sub jec t s  in  

which individual CSO's have  r ece ived  training. 

1. Th i s  i s  not  a n  a c c u r a t e  s t a t e m e n t  as ins t i tu t ional  r e f r e she r  t ra in ing  i s  e n t e r e d  
i n t o  APPLES as a single e n t r y  bu t  e a c h  spec i f i c  cou r se  t h a t  compr ised  t h e  
r e f r e she r  t ra in ing  i s  de ta i led  i n  a s e p a r a t e  s e c t i o n  of APPLES documenta t ion .  

I t  i s  t r u e  t h a t  A D C  needs  t o  s t anda rd ize  as m u c h  as possible t h e  CSO R e f r e s h e r  
Tra in ing  and  o t h e r  t ypes  of r e f r e she r  training. A Tra in ing  Of f i ce r  has  been  
assigned t h e  t a s k  of coordina t ing  a l l  r e f r e she r  t ra in ing  and proposing a c o r e  
curr iculum f o r  a l l  ins t i tu t ions  t o  comply wi th  when conduct ing  t h e  requi red  
r e f r e she r  training. 
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ADC'S 24 ANNUAL TRAINING REQUIREMENT MAY NOT BE ENOUGH: pg. 30 

Arizona  D e p a r t m e n t  of Cor rec t ions  recognizes  t h a t  24 hours of In-Service Tra in ing  m a y  

not  be  suf f ic ien t  bu t  addit ional  t ra in ing  will have  a f i sca l  i m p a c t  t h a t  will be d i f f icu l t  t o  

increase .  T h e  Ar i zona  Leg i s l a tu re  and  J.L.B.C. will have  t o  unders tand  t h e  i m p o r t a n c e  

of a d e q u a t e  t ra in ing  f o r  s t a f f  and  c o m m i t  t h e  necessary  appropr ia t ions  t o  expand t h e  

p re sen t  In-Service Training. 

Present ly ,  m o s t  ins t i tu t ions  a r e  conduct ing  t h e  40 hours of r e f r e she r  t ra in ing  fo r  CSO1s. 

This  inc ludes  t h e  24 hours t ra in ing  requi red  and approximate ly  8 hours of weapons 

qualifications. T h e  o t h e r  e ight  hours i s  de t e rmined  by t h e  ins t i tu t ional  Tra in ing  Advisory 

C o m m i t t e e  and  ins t i tu t ional  Warden. Four  of t h e  nine ins t i tu t ions  o f f e r  t h e  24 hours In- 

Se rv ice  Tra in ing  and o n e  day  f o r  weapons qualification. I t  would b e  m o r e  a c c u r a t e  t o  say  

t h a t  A D C  has  a 32 hour In-Service r e f r e she r  t ra in ing  program f o r  Cor rec t iona l  Se rv ice  

se r i e s  employees. 

LACK OF COMMITMENT MAY BE ONE OF THE REASONS THAT MANY STAFF DO 
NOT MEET REQUIREMENTS: pg. 31 

This  r e f e r e n c e  i s  t o  ASPC-Florence where  t h e  r e f r e she r  t ra in ing  was  previously only 20 

hours annual  and  s t a f f  were  no t  m a n d a t e d  t o  a t t end ,  but  w e r e  encouraged.  S ince  Warden 

Roger  C r i s t  a r r ived  at ASPC-Florence,  h e  has  c o m m i t t e d  t o  t ra in ing  and i s  i n  cornpliance 

by mandat ing  24 hours of In-Service Tra in ing  and e ight  addit ional  hours f o r  weapons 

qualif icat ion.  

RECOMMENDATIONS: pg. 32 

Concur  wi th  al l  t h r e e  recommendat ions .  

Numbers  I and  2 a r e  i n  progress  while r ecommenda t ion  number  3 will requi re  t i m e  t o  

r e sea rch  t h e  problems wi th  APPLES and t h e  co r rec t ive  measu res  needed  fo r  a quali ty 

t ra in ing  r eco rds  sys tem.  Ini t ial  rev iew ind ica t e s  s o m e  f i sca l  funding will be  necessary  t o  

rev ise  and  improve  APPLES t o  m e e t  t h e  needs of S t a f f  Deve lopmen t  and  Adult  

Institutions. 
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90% OF ALL ELIGIBLE STAFF WILL CHOOSE THE PAY OPTIONS: pg. 34 

Initial d a t a  does not  suppor t  t h i s  high percentage .  I would sugges t  a lesser  f i gu re  such  as 

50% of s taff  will choose  t h e  pay option. 

This  compensa tory  i ssue  has  a g r e a t  i m p a c t  on t h e  COTA opera t ion  because  i t  reduces  

t h e  f lexibi l i ty in  designing and imp lemen t ing  t h e  288 hour curr iculum. Additionally, t h e  

compensa tory  t i m e  i ssue  will have  a negat ive  i m p a c t  on s t a f f  who a r e  ab le  t o  a t t e n d  In- 

Se rv ice  and professional  t ra in ing  programs. 

RECOMMENDATIONS: 

I would r ecommend  t h a t  A D C  pursue a longer pay period s imi lar  t o  l a w  e n f o r c e m e n t  

agenc ie s  i n s t ead  of using t h e  s t anda rd  40 hour work  week. T h e  40 hour work week i s  very  

r e s t r i c t i ve  and causes  compensa to ry  t i m e  and over t i rne  pay which could be g r e a t l y  

reduced by increas ing  t h e  pay period t o  80  o r  169-hours. 

Concur  wi th  r ecommenda t ions  on  P a g e  20 t o  i n c r e a s e  t h e  s t a r t i n g  sa l a ry  t o  Cor rec t iona l  

Se rv ice  Of f i ce r s  t o  be  compet i t ive .  

Recommend  addit ional  funding t o  provide t r anspor t a t ion  fo r  s t a f f  t o  c o m m u t e  t o  

ins t i tu t ions  i n  r e m o t e  a r e a s  such  as ASPC-Florence a n d  ASP-Fort  Grant .  A D C  would 

def ine  w h a t  i s  cons idered  a r e m o t e  loca t ion  and i n  conjunction wi th  state t r anspor t a t ion  

(van pooling) s t a f f  would be  supplemented  f o r  t he i r  daily commute .  

Recommend  ADC es tabl i sh  a cen t r a l i zed  s t a f f  position con t ro l  sys t em on  c o m p u t e r  s o  a l l  

d a t a  e l e m e n t s  c a n  b e  e n t e r e d  t o  a c c u r a t e l y  r e f l e c t  t h e  f a c t o r s  f o r  proper  s ta f f ing .  

T h e  Cor rec t iona l  O f f i c e r  Tra in ing  Academy (COTA) should be  recognized  as a 288 hour 

pre-service t ra in ing  program f o r  Cor rec t iona l  Se rv ice  Of f i ce r s  wi th  a n  addit ional  40 

hours of On-The-Job Tra in ing  (OJT) f o r  g radua ted  c a d e t s  at t h e i r  assigned inst i tut ion.  

Marginal s t a f f ing  has  been  c r e a t e d  by t h e  leg is la t ive  appropriat ion 's  process  and  

Represen ta t ive  Evans1 sub-committee.  Th i s  has  resu l ted  in: 

1. Increased  compensa to ry  t i m e  especial ly a t  t h e  l ine  s t a f f  level.  

2. L a c k  of c o m m i t m e n t  t o  t ra in ing  (and o the r  lower pr ior i ty  ac t iv i t ies )  because  of 
t h e  i m p o r t a n c e  t o  o p e r a t e  t h e  ins t i tu t ions  in  a s a f e  and  s e c u r e  manner  i s  t h e  
highest  priority. 

3. Increased  s i ck  leave.  
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Therefore,  i t  i s  imperat ive  t h a t  t h e  legislature recognize t h e  importance of properly 

s taff ing insti tutions in order  t o  m e e t  t h e  mission and goals of ADC. Continued marginal 

s taf f ing will only resul t  in  continued a r e a s  such a s  training t h a t  will not  be  able t o  

achieve t h e  required objectives and possibly creat ing a liability situation. 

Historical  turnover r a t e s  for  CSO 1's indicates a higher percentage than t h e  18% s ta ted  

. on Page  23. Presently,  t h e  r a t e  is 18% but over t h e  pas t  seven years, t h e  f igure would 

indicate  a 20% turnover r a t e  for  calculating s taff ing needs. Additionally, t h e  18% figure 

could quickly increase  due  t o  economic recovery and other  changes in t h e  Arizona 

economy. If t h e  Arizona Legislature does not improve t h e  sa lary  fo r  Correctional 

Service  Officers,  t h e  turnover r a t e  will certainly increase,  and will probably increase 

beyond t h e  20% average.  

CSO I TURNOVER RATE 

1984 - 32% 1988 - 17% 

1985 - 30% 1989 - 20% 

1986 - 19% 1990 - 20% 

1987 - 20% To Date - 18% 

GROWING IMPACT OF COMPENSATORY TIME: pg. 33,34 

T h e  Depar tment  of Correct ions  requested $2.3 million dollars fo r  payment of overt ime, 

unfortunately i t  was not funded. Therefore,  t h e  Department's. position will be t o  only 

work those s taff  who choose t o  work for  compensatory time. 

STAFFING FORMULA: pg. 34 

T h e  Depar tment  agrees  t h a t  several  f ac to rs  e f f e c t  t h e  s taff ing formula  and should be 

addressed when opening new insti tutions and annually reviewed t o  ensure existing 

faci l i t ies  a r e  properly staffed.  



The O f f i c e  o f  the Auditor General contracted w i t h  James D. Henderson and 

Associates t o  ass is t  w i t h  a follow-up review o f  secur i t y  a t  the 

Department o f  Correct ions' adu l t  i n s t i t u t i o n s .  L i s ted  below are the 

names and backgrounds o f  the consultants. 

James D. Henderson, a r e t i r e d  warden and regional d i r ec to r  fo r  the 
Federal Bureau o f  Prisons, who i s  now a cr imina l  j u s t i c e  consul tant .  
Mr. Henderson has served as a consultant on p ro jec ts  invo lv ing pr ison 
operations, management, secur i t y ,  and s t a f f i n g  i n  16 other s ta tes.  
He has pa r t i c i pa ted  i n  numerous special p ro jec ts  and t r a i n i ng  
assignments, and co-authored American Correct ional  Associat ion 
pub l ica t ions about r i o t s  and disturbances, and the development o f  
secur i t y  programs. 

David E. Uusacchio, a former d i r ec to r  o f  cor rect ions fo r  local  
government cor rect iona l  f a c i l i t i e s  i n  Kentucky and Louisiana has 
worked i n  cr imina l  j us t i ce  consul t ing since 1980. Mr. Musacchio has 
served as a consultant on more than 150 p ro jec ts  invo lv ing cr imina l  
j u s t i c e  planning, and pr ison design and construct ion.  

A copy o f  the Executive Summary from t h e i r  report i s  attached. 



Technical Assistance Visit 
Arizona Department Of Corrections 

James D. Henderson 
David E. Musacchio 

Criminal Justice Consultants 

Executive Summary 

This report summarizes the results of a technical assistance visit conducted during :he 

period Sovember 1990 through January 1991 for the Arizona Auditor General's Office 51 

criminal justice consultants James D. Henderson and David E. Musacchio. The projec! 
involved on-site visits to sixcorrectional complexes operated by the Arizona Department or 

Corrections: Perryville, Phoenix, Florence, Tucson. Douglas, and Winslow. 

In general, this project resulted in a findrng that substantial progress has been made toward 
upgrading institutional security in the five years since an earlier consultant review of the 

Department's operations by N.R. Cox kssociates, Inc. From the results of this survey. I r  

appears that master planning and other management improvements that have been the  

focus of Department activity in recent years are beginning to show appreciable returns. 
These efforts should be continued and expanded. 

The Consultants generally found that the physical perimeter security of the institut~ons 
surveyed is adequate. While there remain individual areas that will require additional 
attention, and continual vigilance is necessary, overall, perimeter security was not a major 
issue, as evidenced by the reduced number of escapes annually. 

The Department's inmate classification system generally appears to be functional, although 
increased cousistency in procedures would be desirable. While there were signs of minor 
imbalances at'rome locations, considering the level of crowding the system is experiencing. 
the Department appears to be doing a satisfactory job in balancing the population at the 
various units. More creative program use of existing facilities couid effect a reduction In 
the use of inmate transportation and ultimately impact the need for Cellblock Six and 
Special Management Unit assignments. This would, however, require more locked unlt 

space in the various units. 



The system as a whole does a very good job in employing inmates. In particular, the use of 
properly classified inmates on community service jobs is commendable, as are the efforts to 

occupy higher security inmates through Arizona Correctional Industries. As cro~cd~ng 
continues, so should the efforts to expand job opportunities. a 

High security operations in the Special Management Unit and Cellblock Six, two ot the 

most critical units in the system, appeared to be quite good. 

Inmate accountability procedures in most locations appeared to be satisfactory. This 1s a 

critical factor in overall security, since inmates who are not properly controlled throughout 
the day will be able to exploit even minor weaknesses in an othexwise sound facility. 

a 
Procedural issues were somewhat more of a concern. Staff have undertaken to upgrade 
critical areas such as key and tool control, inmate accountability, security inspections, and 
post orders. However, system-wide, these are common denominator problem areas that 
will require additional direction by the Central Office and effort by institutional staff. (I 

Virtually every institution displayed these problems in one or more units. A system-wtde 
security evaluation and monitoring process should emanate from the Central Office. This 
appears to be a new concept in the Department, but it could also improve communications, 
and the sharing of functional procedures and other improvements, throughout the system. (I 
Major findings on those points are enumerated in the body of the report. 

In addition to these broad arcas, there are several specific points of concern that were 
observed throughout the system. 

Some units had little or no locked unit capaclry: others had locked units that were double- 
bunked. Based on guidelines accepted by r he .&nerican Correctional Association and 
generally accepted correctional practice, the re does not appear to be a sufficient number of • 
either isolation or segregation beds available in the system, Increases in this type of 
security housing in the individual complexes would improve overall system effectiveness. 
Double-bunking is not desirable in any med~um or high security prison, and certainly not in 
special management or other locked-type umu. Understanding that virtually every • 
correctional agency in the Nation is double bunking to a sipficant degree, the Anzona 
system should make a conarted effort to eliminate it in all locked units. 



Although hand-held radios were well-distributed throughout most institutions, there were 
no personal body alarms. This shouid be a high priority, starting with locked units and the 

more remote assignments. Body alarms should definitely be considered as a part of any 

radio equipment replacement program. as it is the most cost effective method of providing 
personal protection for staff. 

Several of the housing units displayed less than ideal design features. This can only be 

improved with major renovations. Some detention units had doors that opened inuard, 

making barricading easy. Other housing areas were so arranged as to make impossible 
proper supervision by any reasonable number of staff. In a similar vein, the use of trailer 

and other modular units, although necessitated by population pressures, is generally 
undesirable and inevitably will lead to high maintenance and repair costs. 

Staffing was not a focus of this project, but there were clear indications of the need for a 

full study of the staffing requirements of the system. The Consultants strongly recommend 
that another consultant or consultant firm be engaged for this purpose. Such a project 
would entail, in each Department facility, a detailed review of perso~el  asslgnrnenr 
records, extensive staff interviews, visits to posts, analyze the physical plant and ongoing 
program activities, as well as the use and efficacy of any unit management system. Such a 

study would be a major undertaking; it would involve not less than a week for each major 
institution like Central Unit. The use of arbitrary relief factors should be abandoned, slnce 

they do not reflect the true staffing situation in any institution or the system as a whole. 

Overall, the Arizona Department of Corrections has made sipficant progress toward 
rectrfylng the conditions identified in the Cox report, and is continuing in its efforts to 

upgrade procedures and policies that will further strengthen internal inmate supervision 
and perimeter security. In addition to the specific questions and areas that were part of the 

project, some additional areas were examined. In addition to the above comments relatlve 
to tool control, key control, and inmate accountability, the following areas were observed: 
security inspections, policy implementation, post orders, and audit oversight. 

Security inspections generally were not carried out in an organized manner. When and 

where they were conducted, there is no standardized method of recording and reporting 

that would allow for routine review by security supervisors. 



Policy and audit oversight as described above. there are department level policies and 
directives on almost every subject. However, there currently is no process in place that 

reviews staff understanding of those documents or that monitors compliance. Such a 
process is recommended. (I 

Post orders are inconsistent throughout the system. These should be standardized. and 

each should include a signoff sheet for staff manning the post, to sign. indicating the! 

reviewed and understand the orders. 

The Arizona Department of Corrections should be commended for their efforts to improbe 
operations and security. The problems found in this survey are more in line with a need for 
streamlining, rather than a total re-design of the system. With the implementation of these • 
recommendations, significant improvements can be expected. 


