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ARTHUR YOUNG & COMPANY

SUITE 800 AMFAC BUILDING
700 BISHOP STREET
HONOLULU, HAWAII 96813

August 31, 1976

Mr. Michael Kakesako, Administrator o R
Corrections Division ' ?‘*’i @’j .
Liliuokalani Building

1390 Miller Street Y @ 2 40T
Honolulu, Hawaii 96813 WAy 231

Dear Mr. Kakesako: jxﬁjg@ijﬁggﬁﬁi}é%uf

We are pleased to submit this final report on the organi-~
zational analysis of the Corrections Division and its facilities.
Specifie¢ recommendations for the reorganizatien of the Division
and for each proposed facility are preéented in our report. We
have also iacluded summary position descriptions for key jobs, an
organization implementation plan, and program effectiveness
measures.

It is important to note that our recommendations were
developed with the primary goal of providing an organization
structure that would be most effective in meeting the Master Plan
objectives. Thus we were not constrainted by existing political,
economic, or operational conditions. Nevertheless, we strived
to be conservative and extremely pragmatic in our approach to
solving the organizational needs faced by the Division.

We want to emphasize that new facilities and reorganization
of divisional personnel cannot, of thémselves, assure the success
of the Master Plan. If effective and efficient facility operations
are to be realized, a highly trained staff of security, programmatic
and support personnel will be reguired. It is our opinion that
only intensified recruitment and training of qualified employees
and extensive retraining of existing staff will provide the type
of personnel needed for Hawaliil to successfully implement its
innovative correctional program. |



ARTHUR YOUNG & COMPANY

Mr. Michael Kakesako -2- August 31, 1976

An organization study, by definition, is difficult to recap
in a management summary. We have not attempted to do so and
encourage the reader to review the entire report so that the logic
and rationale of our recommendations are clear. The text of this
report treats the recommended organization structure in traditional
form i.e. in terms of administrative relationships and reporting
hierarchies. Like many organizations, the individual facilities
will actually have two organization forms: the traditional
administrative hierarchical form and a functional or working form.
In this case the functional form will be based on the "Unit Manage-
‘ ment' concept that will be used as the mechanism to provide
offender treatment by both program and security personnel. Attach-
ment I explains the relatioéonship between the two organiza?ional P
forms.

We were extremely pleased with the cocperation received at all
levels of the Division and from other agencies. We have enjoyed
working with you and your staff and would like to express our
appreciation for the valuable guidance and support rendered during
this project. If there are any questions concerning the content of
this report, or if assistance is required in submitting our recom-
‘ mendations to the Legislature, please call Mr. Thomas E. Brightbill
at 521-4545.

Yours very truly,

Vs ) » . 1Y
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I. INTRODUCTION

The State of Hawaii is in the process of deﬁeloping a new
approach to the corrections component of its eriminal justice
system. Since 1965, efforts have been directed toward the design
and implementation of a Master Plan for correctional facilities,
the objective of which is to reduce crime in the state. Today the
state is approaching the realization of that effort through the
construction of new facilities in each of the four counties. The
facilities, as designed, represent a totally new approach to
corrections with emphasis on diagnosis and treatment in a low
profile security setting -- a technique designed to maximize
pre-trial release and rehabilitative programming, while minimizing
the average daily facility population, and reducing recidivisim.

Recognizing that a successful implementation of the new
approach to corrections will require more than just brick and
mortar, the Corrections Division of the Department of Social
Services and Housing contracted with Arthur Young & Company
to develop an organizational structure which could best meet the
custodial, programnatic, and operational objectives of the Fa-
cilities Master Plan. This report presents the results of that
work.

1. STUDY OBJECTIVES

The primary objective of the project was to e...”prbvide a
thorough orgaﬁizational analysis of the Corrections Division and
its facilities in order to develop position distribution charts,
function statements and position descriptions for a proposed
correctional master plan organization structure.'" To accomplish
this, the project was divided into two phases, each of which had
its own set of objectives:



PHASE I - DATA GATHERING AND ANALYSIS

= Review existing facilities and staff functions
relative to reporting relationships, duties and
responsibilities, authority, work load, etc.

- Review Master Plan documentation, relevant cor-
rectional literature and laws, etec.

- Review current organizational concepts
- Prepare an interim report describing the current

situation.

PHASE II -~ ORGANIZATION STRUCTURE AND IMPLEMENTATION
DEVELOPMENT .

- Document the Master Plan organizational concept
- Review the 1977-1979 biennial budget forecasts

- Develop a recommended organizational structure,
including function statements and summary position
descriptions

~ Develop recommended program effectiveness measures

- Prepare an organizational implementation plan.

Our basic approach to conducting the project was to develop a
detailed work plan of specific tasks to be performed and the
products to be expected from those activities. Project monitoring
of that work plan was accomplished via a steering committee, which
met weekly throughout the project and included representatives of
the Corrections Division, Department of Budget and Finance, Cor-
rections Research and Statistics Bureau, DSSH's Personnel and
Administrative Services Offices, and a mainland corrections con-
sulﬁant retained by DSSH.

These weekly meetings served as a forum for the Arthur Young &
Company project team to discuss project activity and to obtain
decisions concerning alternatives. The meetings also Serve& to
provide project input and to solicit feedback from the steering
committee members in their areas of expertise.



The results of Phase I were documented in an Interim Report
dated July 23, 1976 which essentially presented our understanding
of the current situation relative to organization, facilities,
master plan status, current laws, etc. It also contained responses
from a questionnaire sufvey designed to elicit information about
the current organization from key divisional personnel. Much of
the information obtained from the survey influenced the development
of the new organization structures.

The results of Phase II are presented in this report which is
designed to be used as a working document for the move from the
present organizational structure to the one recommended for the new
facilities. The remaining sections in this report contain the
following information:

. Section II discusses the Master Plan concept as it
‘influences organization and the status of the plan's
implementation.

. Section III presents a detailed analysis of the intended
relationships between the Intake Service Center (ISC) and
the Community Correctional Centers (CCC) and how each
impact organization structure.

v Section IV presents our proposed organization structure
for the Corrections Division relative to the new facil-
ities. ZEach facility is discussed in terms of the chain
of command, functional units, personnel types and numbers,
and rationale for these recommendations.

. Section V presents a base implementation plan -- one
which identifies the major activities required to move
successfully to the proposed organization.

. Section VI discusses a program structure for budget
purposes and presents some suggested measures of program
effectiveness.
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IT. THE MASTER PLAN CONCEPT

The basic organizational structure of the new correctional fa-
cilities was established in the Master Plan, as developed by the
National Clearinghouse for Criminal Justice Planning and Archi-
tecture. In that plan two facility types were suggested -- an
Intake Service Center and a Community Correctional Center. The
ISC would essentially receive new entrants, provide initial
screening for pre-trial release eligibility, utilize diagnostic
screening to develop programs for committed offenders, and provide
referral services for pre-trial and post-release clients. The CCC
would provide detention facilities for offenders convicted and
sentenced; it would also offer programs designed to enhance the
clients' return and integration into the community. These
facilities were to be supplemented by other residential units
including a high security facility, conditional release centers,
and halfway houses,

1. LEGAL AUTHORITY

The Master Plan, as developed, was approved by the Hawaii
Legislature in 1973 and made law through Act 179. This Act
provides for the creation of the major facilities as follows:

Section 353-1.1 -~ Establishment of Community Correctional

Centers.

"There shall be a community correctional center for each
of the counties under the direction and administration
of the director of the Department of Social Services and
Housing. Any community correctional center may be in-
tegrated and operated concurrently with any other
correctional facility or facilities."

Section 353-1.2 -~ Establishment of a High Security
Correctional Facility

"The Director of Social Services and Housing shall
establish a high security correctional facility for



the residential care, correctional services, and control
of high custodial risk convicted felons or the temporary
detention of high custodial risk persons awaiting trial;
the high security correctional facility may be inte~
grated and operated concurrently with any other cor-
rectional facility or facilities."

Section 353-1.4 —- Creation of Intake Service Center

"There shall be an intake service center for each of the
counties, each of which shall be directed and managed by
an executive director appointed by the governor pursuant
to the section 353-1.3.... Any center may be integrated
and operated concurrently with a community correctional
center."

Section 353-1.5 -- Intake Service Centers Integrated With
Community Correctional Centers

"The community correctional centers for Maui, Hawaii and
Kauai shall integrate their services and facilities with
the intake service centers created under the authority
of Section 353-1.4."

Section 353-3 established the organizational responsibility
for the above facilities through the following language: '"The
Director of Social Services and Housing shall have the entire
government, contrcl, and supervision of state correctional fa-
cilities, except intake service centers, and of the administration

thereof" (emphasis added). Subsequent organizational decisions
have placed the Intake Service Center function on Oahu under the
Governor's office and 1976 legislation places the directors of
the neighbor island ISCs under the Executive Director of the
Oahu ISC.

The legislative decisions noted above havgwgssentially
designated two separate correctionally—orientéﬁ @?&énimﬁfions -
one responsible for correctional facilities; ﬁhe{Corrections
Division of the Department of Social Services and Housing, and one
responsible for the intake service centers; an organization
reporting to the Governor's office. The Predesign Report, which
translated the concepts and features of the initial Master Plan
into more definitive programmatic requirements and specific

facility design components, was guided by the legislative action

i

described above.



2. PREDESIGN REPORT

The Predesign Report was prepared by the Planning and Design
Institute of Champaign, Illinois -- a nonprofit corporation con-
nected at least indirectly with the National Clearinghouse. The

‘report, as noted previously, further developed the concepts

offered in the original Master Plan and presented additional

details regarding module design, facility design, and implementation

options. It has become the '"bible'" for implementation of the
Master Plan as it describes, in some detail, the operational
processes that relate to the bi-facility concept: i.e. the ISC
and the CCC.

This report, like Act 179, reemphasized the Master Plan's
operational philosophy with certain functions being identified as
performed by the ISC, and cther functions (sometimes not too
different) being the responsibility of CCC personnel. The report
further defines the Master Plan through the specific definition of
facility design features.

Oahu - There will be an integrated faciliiy complex
housing the ISC function within the overall community
correctional center. Although each function (ISC and
CCC) will be organizationally separate, they must, of
necessity, function as a unit.

Oahu - The high security fa0111ty (HSF) is to be staffed
solely by the Corrections Division; however, it will be
impacted by the Oahu ISC since the primary data used to
make the decisions to house offenders in this facility
will be obtained and provided by ISC personnel. Close
coordination will be required between HSF, ISC, and CCC
versonnel if the proper balance of cllents is to be
maintained betwssn those classified as high risk and
those classified otherwise.

Maui, Hawaii, and Kauai - Each of the neighbor islands
will utilize a single structure for a combined ISC-CCC
facility. Although they vary to some degree in design
and size, each will include an intake area within which
the ISC personnel will operate and a residential/program
are2 under the primary responsibility of CCC personnel.




Kulani Honor Camp, Hawaii - The Predesign Report
recommended that Kulani be phased out and ultimately
used for non-correctional purposes. The primary reasons
given appear to focus on its remote location and, as a
result of that, its limited capabilities related to the
"community corrections'" concept. (See our comments on
page 41)

Conditional Release Center (CRC) - The Predesign Report

recommends the continuation of the two existing centers,
Kamehameha and Laumaka, and suggests that additional
CRCs be considered if offender population increases.

The CRCs as now constituted are separate facilities
operated and supervised solely by social workers. No
correctional officers are involved, although the partic-
ipants are still the responsibility of the Corrections
Division. ' The maximum population, which usually is
comparable to the actual population, is about 15 clients
for each facility. Although the staffing ratio (about
one staff member per two inmates) is quite high compared
to other similar operations, neither time nor the scope
of our effort permitted an analysis extensive enough to
draw accurate conclusions as to their effectiveness.
Accordingly, our organizational recommendations are
limited to a change in reporting responsibility within
the Correctional Division. We do suggest, however, that
meaningful measures of effectiveness be developed for
the CRC's and closely monitored so that an accurate
cost-benefit comparison can be made.

; 3. MASTER PLAN STATUS

!

[ Subsequenf to the acceptance of the Predesign Report, funding
ﬁf ‘I' was obtained from LEAA and the Hawail Legislature to implement the

facility recommendations. As of this date, all construction

(1)
3 ' (2)

contracts except the one for the Oahu ISC/CCC have been let and
several are currently under construction. The latest completion
schedule for the facilities is as follows:

Oahu ISC/CCC March, 1979 (1)
Oahu High Security Facility August, 1978 (4)
Hawaii ISC/CCC August, 1977

Kauvai ISC/CCC July, 1977

Maui ISC/CCC July, 1977

Status of Modules 17, 18 and 19 not known
Status of Module C not known
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Two major planning efforts are underway in coannection with
the operation of the new facilities and in accordance with the op-
erational philosophies of the Master Plan. A consultant recently
developed a recommended organization structure for the Intake
Service Center of Oahu, which also included proposed function
assignments for each organizational unit. The Executive Director
of the ISC is utilizing those recommendations as guidelines for;
(1) the acquisition of ISC personnel and (2) in discussions with
Corrections Division personnel concerning the delinqation of
duties and responsibilities between:the two organizations. The
consultant who prepared the organizational recommendations is
currently developing a conceptual design for a management in-
formation system to serve the entire criminal justice process in
terms of information concerning offenders who pass through the
ISC/CCC system. The major use of this system will be for offender
classificafion and the development of treatment needs.

The second major planning effort is documented within this
report: a recommended organizational structure for the Corrections
Division for the operation of its new facilities. It also will
provide guidelines for acquiring new personnel and for training
existing personnel in the new concepts and operations necessary to
meet the goals of the Master Plan.

This section has essentially provided the background of the
project by presenting information which, in our opinion, mandated
certain aspects of an organizational structure. This primarily
refers to the division of responsibilities between the ISC and the

~TCCT."™ " The next section provides an indepth discussion of these two

entities to provide the reader with a clear understanding of the
duties and responsibilities of each, as we understand them, and as
they then affected our approach toward development of the organi-
zational concept for Community Correctional Centers and the High
Security Facility.
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ITI. ORGANIZATIONAL AND FUNCTIONAL RELATIONSHIPS
BETWEEN THE ISC AND CCC

An understanding of the duties and responsibilities of the
ISC and the CCC is extremely important from an organizational
concept viewpoint because each is a separate entity reporting to
different government organizational units. Currently the ISC
reports to the Governor's Office and the CCC to the Director of
Social Services and Housing through the Corrections Division
Administrator. The matter is further complicated by the fact that
all new correctional facilities {(except the HSF) include both ISC
and CCC functions which in themselves are operationally interwoven
and will require the closest of cooperation and coordination.
Discussions with personnel responsible for ISC and CCC operations
hafe left us with the observation that there is considerable
confusion and uncertainty as to what the specific interface will
be between the two organizations. More importantly, an exact
definition of the duties and responsibilities of each, relative to
the Master Plan concept, is lacking. We are of the opinion that
the two primary documents which present the Master Plan concept
(Act 179, S.L.H. 1973 and the Predesign Report) have created the
existing "grey" areas due to their lack of specificity and/or the
overlapping of assigned functions which were identified.

The purpose of this section is to develop a base of infor-
mation concerning the split in ISC-CCC functions from which a
logical organizational structure for the CCC's function can be
developed.

1. ACT 179, SESSION LAWS OF HAWAII, 1973

Act 179 S.L.H. 19873, revised Section 353 of the Hawaii
Revised Statutes to include the establishment of community cor-
rectional centers and intake service centers. The revision also
includes a statement of responsibilities for each. They are as
follows: ‘



Community Correctional Centers

Each Center shall:

H(l)

(2)

(3)

(4)

Provide residential custody and correctional care
for committed misdemeanants and for felony offenders
committed to indeterminate sentences;

Provide for committed persons, correctional serv-
ices inecluding, but not limited to, social and
psychiatric-psychological evaluation, employment
counseling, social inventory, correctional pro-
gramming, medical and dental services.

Provide for committed persons, recreational, ed-
ucational and occupational training and social
adjustment programs.

Provide for persons released from the centers
referrals tc community educational, vocational
training, employment, and work study programs; and
aftercare, supervisory and counseling services."

Intake Service Centers

Each Center shall:

H(l)

(2)

(3)

(4)

(5)

(6)

...provide guidance and technical services for vol-
unteer referrals and to admitted persons, cor-
rectional diagnostic and evaluation services for
diversionary determinations, presentence investi-
gations for the courts, and post-sentence cor-
rectional prescriptive program planning for

~committed persons.

Provide short-term residential detention for
persons awaiting judicial disposition who have not
been conditionally released.

Provide such other personal and correctional
services as needed.

Monitor and record the progress of persons admitted
to the center, who undergo further treatment or who
participate in prescribed correctional programs.

Refer persons admitted to the center in selected
cases, to community programs pending judicial
disposition or where judicial proceedings are dis-
continued or suspended.

Provide correctional service for adult persons,

including but not limited to: orientation, social,

psychiatric - psychological evaluations, employment

counseling, social inventory and programming,

medical and dental services, and referral services

to community programs."

-10-



Analysis of the above legal requirements indicates some areas
where further clarification is needed. For example, both the CCC
and the ISC have the responsibility for housing incarcerated
persons; however, security responsibilities are not mentioned.
Item (2) under CCC and item (6) under ISC both. call for the
provision of similar services, with the exception that one states
they are for "committed persons' while the other indicates they
are for '"adult persons.'" This is a prime area of contention when
attempting to define the specific duties to be assigned to each.

A final example of ambiguity lies in item (2) under CCC which
calls for '"correctional programmming'" for committed persons while
the item (1) under ISC calls for 'post-sentence correctional
prescriptive program planning" for committed persons. It is quite
obvious that these incongruities must be solved in order to
facilitate a mutual understanding of each organization's respon-
sibilities.

2, PREDESIGN REPORT

The Predesign Report attempts to distinguish between the two
primary activities (ISC-CCC) but is less precise than Act 179,
S.L.H. 1973. The duties and responsibilities are scattered
throughout the narrative and are not definitively itemized for
easy identification and assessment. A review of the Predesign
Report and the original Master Plan resulted in the identification
of certain responsibilities for the CCC and the ISC. . They are
paraphrased below:

Community Correctional Center

(1) Provide appropriate levels of physical control in
conjunction with a range of community-based and in-
house treatment programs.

(2) Provide short-term residency for alleged felons and
misdemeanants not eligible for pretrial release.

(3) Provide programs to pre-trial offenders including

education, vocational counseling, and community-
based. '

~-11-



(4)

(5)

Provide residency for sentenced misdemeanants and
low- and medium-security sentenced felons.

Provide in-house and community-based programs for
sentenced offenders.

Intake Service Ceriter

(1)

(2)

(3)

(4)

(5)

(6)
(7)

Provide pre-trial investigation to determine
eligibility for diversion programs.

Provide referrals (pre-trial) to community-based
residential diagnostic services such as halfway
houses, narcotic/alcohol treatment programs, etc.

Provide post-trial diagnositc services for sentenced
offenders to determine program needs.

Provide pre-~sentence investigation data to the
judiciary with recommendations as to programs
required.

Evaluate programs and offender progress for each
program's effectiveness; initiate changes in programs.

Provide aftercare referrals to offenders.

Provide short-term residential psychiatric ob-
servation and treatment.

In addition-to the responsibilities shown above, which were

extracted from the Master Plan and the Predesign Report, the

. Predesign Report contained some other information on responsi-

bilities concerning a recommended activity called the Progfam

Center.

The Program Center is to be organizationally within the

CCC and responsible for the following:

(1)

L (2)
ro - (3)

Assessment and classification of all prisoners, in-
cluding assignment to residency modules and programs.

Administration of residency programs and personnel.

Program development and program administration.

-12-
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(4)' Maintenance of records on. all those incarcerated using
the information system and computer resources developed
at the ISC,

(5) Assistance to residency staff teams in the development
of residency programs in their units.

(6) Provision of supplemental program staff to the ISC for
the conduct of programming for the offenders and alleged
offenders held there.

(7) Technical and specialized resource assistance to the ISC
in pre-sentence investigations.

A comparison of the ISC/CCC responsibilities contained in the
Master Plan/Predesign Report with those listed in Act 179 S.L.H.
1973, shows some similarity but unfortunately does not provide the
clarification needed.

3. CONSULTANT REPORT ON ISC ORGANIZATION

In developing a recommended organization structure for the
ISC, the consultant retained by the ISC identified specific func-
tions be performed. This was the first time that any detailed

delineation of ISC responsibilities had been made and it established

" the foundation for our discussions with both ISC and CCC personnel

in an attempt to obtain mutual agreement in that area. The Intake
Service Center responsibilities were seen by the consultant as
follows:

(1) Provide assessment for all clients on pre~trial, pre-
sentence, post-sentence, residential and nonresidential
levels.

(2) Provide generic diagnostic services to the judiciary and
other agencies to meet the needs of short-term pre-trial
offenders.

(3) Provide appropriate diagnostic and referral services
into non-detention or detention programs for long-term
sentenced and post-sentenced offenders.

(4) Seek to develop a wide range of program alternatives
throughout the correctional system and the community
based upon needs and requirements of offenders as
identified by ISC personnel

~13-



(5) Develop and maintain a computerized information system
whereby data on offender assessment and subsequent
behavior can be correlated and analyzed to evaluate the
effectivenss of program alternatives and provide necessary
feedback on the criminal justice system.

(6) Assume a supportive or advisory role to other agencies
who operate their own programs.

In addition to the above overall listing of the ISC's re-~
sponsibilities, more definitive duties for specific internal
organizational units were proposed. The IBC units which we have
identified as having the most direct interface with CCC operatinns,
and their respective identified functions, were:

. . Program Development and Evaluation Branch

- Assists the Program Center of the Oahu CCC in
evaluating and developing programs for long-term
pre-trial and post-sentenced offenders based upon
information and findings of Information Processing
and System Evaluation (IPSE) reports.

. - Evaluates and develops programs for short-term and
: ‘ long-term pre-trial offenders, post-sentenced

| residential and nonresidential offenders, proba-
tioners and parolees based upon information and
research findings of the IPSE reports.

- Provides the offender contact branches with current
| information on latest programming techniques,
evaluations, effectiveness, and availabilities of
. public and private programs.

- Coordinates and develops strong linkages between the
correctional programs and community programs.

&y Administers contracts to private service agencies
and technical and professional consultants in the
area of correctional and social programs.

- - Assists the Information Processing and Systems
Evaluation Branch in the development and imple-
mentation of evaluation processes and techniques to
assess ongoing programs for effectiveness in at-
taining program goals and for efficiency in terms of
overall costs, i
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Assists program agencies in monitoring the post-
program behavior of the offender to evaluate the
relative effectiveness of program alternatives.

Establishes a mechanism for determining the ac-

countability and assessing the overall results of
the ISC.

Provides or refers technical assistance to ageuncies
relative to the implementation of the Intake Service
process.

Provides service to neighbor islands ISC's in
conducting facility and procedural assessments as
nesded or on a regular basis.

Operates a program for the recruitment, selection,
training and assignment of volunteers to assist
professional staff and perform selected tasks.

Provides the planning of volunteer programs in
conjunction with program development and evaluation
activities and the requirements of offender contact
branches.

Pre-trial Branch

Cooperates with the judiciary and police in estab-
blishing criteria for police selection of alter-
natives at the point of apprehension. These include
arrest, counsel and release in the field, or police
diversion programs.

Receives offender from police prior to initial in-
take processing.

Conducts initial intake processing (ISC registration),
intake interview and initiates the recordkeeping and
data gathering process on the offender.

Escorts the offender through steps of the intake
service “process including the receipt of personal
effects, shower, issuance of clothing, medical exam
and initial short-term residential assignment.

Develops and establishes a hearing process with the
public defender or personal lawyer whereby the
offender may participate in pre-trial intervention
programs on a voluntary basis without legal con-
straint.

Conducts a pre-trial interview, collects nzcessary
additional data, and makes an assessment of the
offender's eligibility for pre-trial release or
other pre-trial programs. '
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Provides the Judiciary with Release on Recognizance
(ROR) reports, and other pre-trial reports as may be
required.

Provides for the release by the ISC of a portion of
offenders who have not been eligible for release by
police. Develops and establishes improved, pro-
fessional methods for selection of those to be
released.

Provides for the supervision and support of those
offenders who are released under (1) release under
supervision, (2) ROR, and (3) Deferred Acceptance of
Guilt (DAG) plea.

Provides for pre-trial intervention programs which
offer programming in addition to opportunities for
release for the offender, based upon information
provided by the Pre-trial Assessment Section and the
IPSE Branch.

Develops, coordinates, and establishes evaluation
criteria for pre-trial intervention programs such as
DAG plea, deferred adjudication, community counseling
services, programs and job training and placement.

Provides relevant data to appropriate users re-
garding the performance of the offender in pre-trial
intervention programs or in pre-trial residency at
the CCC and relevant data regarding the effectiveness
of pre-trial intervention programs.

Pre-sentence Branch

Provides information and resources for the conduct
of short form pre-sentence investigations and
reports. The report also includes the preparer's
assessment of the offender’'s c¢riminal activity,
motivation, and pre-trial performance.

Provides the information and resources for the
conduct of full pre-sentence investigations and
reports. The report also includes the preparer's
recommendation as to disposition of the convicted
offender. Information regarding the offender and
alternative treatment resources is provided by the
information system in the Information Prccessing and
System Evaluation Branch in addition to other
outside sources.
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- Develops and maintains a close working relationship
with respective judicial bodies handling the
offender's case.

- Provides ongoing programs, treatment and counseling

to the convicted offender during the pre-sentence
period.

Post-sentence Branch

Assists the Correctional Services Section of the
CCC and HSF in the initial security classification
and the program involvement of inmates held in these
facilities based upon the inmates' prior close
contact with and detailed information file con-
. tained at the ISC.

- Provides ongoing evaluation of both the offender and
his program alternatives during the period of
sentence fulfillment, collects necessary data for
submission to the information system administered by
the IPSE Branch.

- Assists in providing information and analysis to
program committee hearings in the CCC and -HSF which
address the offender's overall performance and
possible reclassification into another facility or
program.

- Assists in the preparation of parole reports based
upon inmates' information file and parole base
expectancy tables developed and computed by the
IPSE Branch.

- Assists in the recommendation of assignment of the
paroled offender to program alternatives and super-
vision levels.

- Provides parole supervision and counseling to
individuals as may be necessary or required.

- Provides probation supervision and counseling to
individuals as may be necessary or required.

In developing the ISC organization, the consultant attempted
to identify, based on the Predesign Report and Master Plan con-
cepts, those duties and responsibilities that reflect the purported
function of the 1ISC. Essentially, their function statements do
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indicate the primary activities antidipated by the Master Plan;
however, the consultants also recognized that there were some
incongruities, and pointed out that the Program Development and
Evaluation Branch of the ISC appeared to duplicate the role of the
Program Planning Office of the Corrections Division's CCC. 1In
addition, upon further analysis of their proposed functions, we
identified activities suggested for the ISC which, for operational
reasons, should be the responsibility of the CCC.

It is quite clear from the above information that much clari-
fication is needed relative to the separation of duties and
responsibilities as they relate to the operation of the Intake
Service Centers and the Community Correctional Centers. Since
both organizations will be operating in the same facilities and,
in some instances,'in'the same physical areas, it is extremely
important that each recognizes the other's responsibilities so as
to preclude any lapse in security, functions, or service to
fesidents. In the next subsection we attempt to express more
definitively the operational distinction between the ISC and the
CCcC.

4. RECOMMENDATIONS FOR ISC-CCC RESPONSIBILITIES

The purpose of this subsection is to identify certain func-
tions which will be required in the new ISC/CCC facilities and
to recommend organizational responsibility. We will restrict the
range of functions discussed to those areas of responsibility
which are currently ambiguous. The recommended assignment of
functions presented are based on an analysis of the Master Plan,
the Predesign Report, the ISC Consultant report and, most
importantly, interviews with the personnel who will be responsible
for the ISC and CCC facilities. Exhibit I, following this page,
lists the functions in question and the recommended assignment

of responsibility.
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EXHIBIT I
Page 1 of 2

RECOMMENDED ISC/CCC FUNCTIONAL ASSIGNMENTS

RESPONSIBLE
FUNCTION DESCRIPTION ORGANIZATION

Coordinate with police and judiciary to ISC
develop criteria for field or station
release of offenders.

Receive custody of offender from police cccC
agency which will include: initial search

and confiscation of property and money,

booking or registration, shower, in-

stitutional clothing issue, offender

clothing storage, photographing and

fingerprinting.

. Custody responsibility during intake CCC
processing holding.

. Security responsibility for any movement CCC
of offender during the intake process.

. Initial interview of offender to determine ISC
eligibility for pre-trial release or
diversion. Includes generation and pro-
cessing of all related paperwork.

Maintenance of basic offender records ISC
(via MIS).

Responsibility for offender on pre—tfial ISC
release status.

Provide reports to the judiciary for pre- ISC
trial appearances.

Participate in nousing decision for pre- Isc/ccce/
trial offenders not eligible for pre- HSF
trial release.

Security responsibility for offenders CCC
housed in modules or holding facility.

Develop community-based post-trial/post- Isc/ccce
sentenced program resources (includes
eligibility criteria).

Develop in-facility recreational (keep-busy) " Ccce
programs for pre-trial and sentenced offenders.

Develop in-facility post-trial/post-sentenced ’ Isc/cce
rehabilitative programs.
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EXHIBIT I

Page 2 of 2

RECOMMENDED ISC/CCC FUNCTIONAL ASSIGNMENTS (CONT.)

each long-term pre-trial, and sentenced offender
based on diagnostic work-up, prior record, and
other historical/personal information gathered.

Evaluate rehabilitative program effectiveness.
Supervise the work release program.

Provide input data to the MIS relative to
long-term pre-~trial, and sentenced offender
program participation and overall behavior.

Provide referrals to community services for
short-term pre-trial offenders who are
released at this point in the criminal Jjustice
system.

Provide references to community services for

long-term pre-trial and sentenced offenders
as they are released,

@ ¢
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RESPONSIBLE

FUNCTION DESCRIPTION ORGANIZATION

Provide in-facility personal counseling - ISC

crises intervention services to all

short-term pre-trial offenders.

Conduct and supervise in-facility recreation ISC

programs for all short-term pre-trial offenders.

Provide in-~facility personal counseling CccC

and recreation programs for all long-term

pre-trial, and sentenced offenders.

Participate in making housing decisions for Isc/ccc/

sentenced offenders. HSF

Provide diagnostic services (interviews, test-~ ISC

ing, etc.) to long-term pre-trial, and

sentenced offenders.

Develop individual rehabilitative programs for ISC

ISsC
Cccc
CCC

ISC

ccc



Basically, in Exhibit 1 we recommended the following:
(1) The CCC be responsible for those intake functions
normally associated with a custodial institution.

(2) The ISC be responsible for intake interviewing, pre-trial
release decisions, and diagnostic workup and testing. We

suggest that diagnostic workup and testing be accomplished

for all sentenced offenders plus those offenders who are
determined to be long-term pre-trial. Long-term pre-
trial should be defined in specific terms of weeks or
months taking into consideration the time required for

an offender to participate effectively in any given program.

(3) The ISC be responsible for all activities in the short-
term pre-trial housing areas except security.

(4) The CCC be responsible for all security activities
throughout the facility, and programmatic activities in
the long-term pre-trial and sentenced housing areas.

(5) The ISC and CCC program personnel coordinate in the
following:

; Development of community resources (they both will
make use of such rescurces).

Development of in-facility programs.

Offender housing decisions.

It is recommended th~t Exhibit I be further delineated as to
additional detailed operations so that specific areas of responsi-
bility can be accurately assessed and mutual agreement reached as
to responsibility. It is obvious that the key to meeting the
objectives of the Master Plan lies in the ISC and CCC programmgtic
functions -- the better the coordination, the more effective the
operation will be. The recommended organizational structure for
the Corrections Division takes into consideration the division of
functions described above.

5. ORGANIZATIONAL LOCATION OF THE ISC

There is some apprehension relative to the current organi-
zational location of the ISC -- that of reporting to the Governor's

-19-
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Office. We are aware of the background of the decision but feel
that ultimately, for the sake of a more effective facility op-
eration, the ISC should be re-assigned to another agency.

Our primary concern is the degree of cobrdination required
between ISC personnel and CCC personnel.  Once an offender enters
the criminal justice system via the Intake Service Center, he is
the recipient of actions taken by both ISC and CCC personnel.
Unfortunately, from an operational viewpoint, he is not processed
first through the ISC unit and then through the CCC unit. 1In fact,
as he moves through the various phases, he moves through ISC
processes, then CCC processes, then ISC processes, etc. If the ISC
and CCC personnel were in the same organization, then uniformity,
continuity, and effectiveness would be easier to attain. Under the
current situation, personnel working in the same areas and per-
forming closely integrated activities are responsible to different
administrators with all the attendant differences in personality,
goals, responsibilities, etc. In our opinion, such a division of
responsibility and authority, when superimposed over a series of
activities requiring extremely close coordination, will make it
difficult, if not impossible, to attain the degfee of efficiency
required.

We recognize that the ISC was placed under the Governor's
Office for essentially two reasons. (1) to assure independence
from the Criminal Justice agencies when making decisions concerning

‘pre-trial release, housing (security risk), and resident program
participation, and (2), to limit undue influence pending a decision

concerning the responsibility for preparing pre-sentence inves-
tigation reports. In spite of these two concerns we recommend

that the ISC be placed organizationally within the Corrections

Division so that the goals and objectives of the Master Plan can be
met in the most effective and efficient manner. ’

First, there is no reason why decisional independence canngt
be maintained since the decisions involved are based primarily °

¥

~20-



on historical data, and the judgment of personnel in the various
professional disciplines. Besides, regardless of where the ISC is
organizationally located, most of the decisions involved will be
made jointly by ISC and CCC personnel.

The more difficult problem relates to the traditional pro~
bation activity of pre-sentence investigation reports. It is
obviously the most sensitive of issues because even though the
Master Plan has been approved by the Legislature, and included
the pre-sentence reporting responsibilities in Act 179, S.L.H.
1973, as that of the ISC, the '"problem'" has not been resolved. We
suggest that it may be some time in the future, i1f at all, before
the probation activity is assimilated into the ISC. Therefore, we
would not sacrifice the overall effectiveness of the ISC because
they may become responsible for a function not normally within the
framework of a Corrections operation.

The degree of effectiveness of the working relationship
between ISC and CCC personnel may very well spell the difference
between success and failure of the new corrections system. This
factor should be carefully considered before the new correctional
facilities are placed in operation.
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IV. PROPOSED CORRECTIONS DIVISION
ORGANIZATIONAL STRUCTURE

In this section the proposed organiZation structure for the
Corrections Division is discussed in detail. In addition, po-
sition distribution charts which will include types, number, and
assignment of personnel, and summary position descriptions are
provided and most importantly, the logic and rationale which went
into making the recommendations.

1. FACTORS INFLUENCING ORGANIZATION CONCEPTS

Before developing the proposed organizational structure, we
compiled a list of factors or criteria which we felt would impact
the conceptualization process. Each factor is discussed below:

(1) The Recommended Organization Must Reflect Master Plan
Objectives

The basic objective as articulated in the Master Plan
concerns.... ''the development of a range of resources within
the community to meet the needs of society for protection
from anti~social behavior and for the responsibility of
scciety to provide the offender with an opportunity to
adjust." Essentially this means that emphasis is placed on
making programs available that are basically community
oriented. If such programs are not available, then emphasis
is placed on providing them in a facility which reflects a
non-institutional setting. The Master Plan facility designs
have responded to the requirement for a non-institutional
setting, while the organization structure meets the pro-
grammatic demands.

(2) Effective Lines of Authority and Communication Are

Reguired

During this project, questionnaires were distributed to
Corrections Division personnel. ' The responses to that
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questionnaire indicated a significant concern with existing
communications and supervision coverage. It seems that part

of the existing problem is due to current organizational
structures and ill-defined lines of responsibility and authority.
The recommended structure provides the framework within which
such problems can be minimized.

.

(3) A Promotional and Career Ladder Capability Must Be
Included

Some existing organization structures now have gaps in
the "ladder". These gaps not only create promotional pro-
blems, but also leave gerious holes in the supervisory
hierarchy.

(4) The Unit Management Concept Will Be Utilized

A decision has been made within the Division to utilize
the Unit Management concept in the operation of the '"module-
oriented" facilities. This concepf is based on the technique
used in most Bureau of Prisons institutions. Basically it
involves the separation of offenders into shall self-supportive
groups so as to enhance facility management and, more im-
portantly, effect positive response by offenders to‘the
programs. The concept is applied to security as well as
program responsibilities.

(5) Facilities Are Operational Twenty-Four Hours A Day

Correctional facilities, by definition, are responsible
for holding alleged offenders to assure their appearing
in court or their serving of commitments if so adjudicated.
This requires that facilities be manned twenty-four hours
a day, seven days a week with certain activities excepted.
The impact of the operational requirement is generally iden-
tified in terms of personnel relief. Additional staffing
is required to cover weekends, holidays, vacation, sick leave,

[}
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and training. Two personnel relief ratios have been
developed ~- one for those positions required seven days a
week and one for those required only five days a week. See
Exhibit II, following this page for the information relative
to the development of these personnel relief factors.

(6) Facilities Differ in Operational Complexity

Consideration must be given to the size of the facility
relative to immate population as well as to the facility's
functions. The Oahu CCC is a large multi-module facility
involving considerable internal movement of offenders. It is
considered a medium security unit with corresponding struc-
tural and security design. The High Security Facility is the
residence for high risk offenders and has correspondingly
tighter security and movement features. Such factors impact
the composition and density of tke staffing organizations
required to operate the diverse facilities.

(7) Proper Staff Supervisory Ratios Must Be Maintained

Our review of the existing organizations and facility
operations highlighted some basic organizational inadequacies.
- For example, supervision was not always available on every
watch, span‘of control varied as to number of people super-
vised, gaps occurred in the supervision chain of command, etc.
Necessary ingredients for a successful organization are, (1)
to maintain proper staff supervisory ratios, (2) provide
proper direction, (3) assure the correct level of authority
for decision making, (4) provide adequate emergency back.
up, and (5) offer a recognized promotional path.

(8) Level and Quality of Service Must be Equitable

There appears to be a tenﬁency to provide a level of
service and quaiity in relation to the size of the facility.
It was noted that in some instances, a given position in one
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STAFFING REQUIREMENTS FOR RELIEF PURPOSES

Staffing positions, or posts, are usually manned either seven days a week twenty-four hours a day, five days a

week twenty-four hours a day, or some other combination of days and hours. By calculating a relief factor based either

on a seven- or five-day week operation, the factor can then be applied shift by shift to determine overall relief require-

ments.

The two relief factors used in this project wgre developed as follows:

ONE B-HOUﬁ SHIFT FOR EACH OF 365 DAYS (7 DAY WEEK)

- & hours per shift x 365 days = 2920 hours requiring staff coverage

- Authorized annual off-duty hours: .

2 days per week (40 hour week) 16 hours x 52 weeks = 832 hours
14 holidays 8 hours x 14 days = 112 hours
Average sick leave/vacation 195 hours
In-service training 40 hours

Total annual off-duty hours = 1,179 hours

- 2920 required annual hours - 1,179 authorized off-duty hours = 1,741 hours available per man

- 2920 required annual hours per 7-day post = 1,741 hours available annually per man = 1,68 personnel

required to man one post one shift seven days a week,

ONE 8-HOUR SHIFT FOR EACH OF 260 D&YS (5 DAY WEEK)
- 8 hours per shift x 260 days = 2,080 hours requiring staff coverage
- Authorized annual off-duty hours: =

14 holidays 8 hours x 14 days

= 112 hours

Average sick leave/vacation = 195 hours
In-service training = 40 hours
Total annual off-duty hours = 347 hours

It

- 2,080 required annual hours - 347 authorized off-duty hours 1,733 hours available per man

- 2,080 required annual hours per 5-day post = 1,733 hours available annyally perhﬁhn = 1.20 personnel
required to man one post one shift five days a week.

!,,a X o
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facility had a lower classification in a smaller facility.
According to current job descriptions, a lower classification
means a less qualified employee. It seems reasonable to
assume that services provided at a small facility on Maui or
Kauai should have the same quality of service as that provided
in the larger Oahu facilities. Although there may be some
recruitment problem on the neighbor islands, effort should be
made to obtain properly qualified personnel for all facilities,
large or small.

(9) All Cuvrrent Legal Requirements Must be Met

All existing legal documents affecting organization have
been reviewed and we are confident that legal stipulations are
reflected in the recommended organization. To the extent
possible, case law has also been considered.

(10) Generic Terms Wlll be Used to Describe the Organlzatlonal
Concept

Under the current personnel system, there are a myriad of
job classes and specifications, many of which seem overlapping
and/or redundant. To preclude any disagreement based on
levels within job classes (I, II, III, etc.), we will describe
each job generically. We may use existing job titles, but
will not endeavor to indicate the steps within the class. It
is our opinion that subsequent to acceptance of the final
organizational "structure', a more detailed analysis of duties
and responsibilities should be undertaken. Such analysis

. would aim to identify specific steps within classes.

We also intend to use generic terms when describing
organizational units since there is some disparity between
current terms used and those described in the Master Plan and
Predesign Report. TFor example, instead of using "Correctional
Services" to indicate that unit which supplies counseling
services to offenders, we think that "Correctional Programs"
is more descrlptlve
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After considering all of the factors just discussed and
then basing our decisions strongly on a comprehensive, indepth
analysis of the plans for the new facilities, we have developed
an organization structure. If the structure is properly
staffed with qualified personnel, it will provide the base
for the effective and efficient operation of each of the fa-
cilities. It will also meet the objectives of the Master
Plan, Specifig organizational recommendations are presented
in the following pages.

2. OVERVIEW OF RECOMMENDED CORRECTIONS DIVISION ORGANIZATION

The Corrections Division currently resides organizationally
within the Department of Social Services and Housing, with a
reporting relationship to a deputy director. We do not propose to -
change that concept; The Division also curfently consists of a
division administration activity and eight branches. Each branch
reports to the Division Administrator through the Assistant
Division Administrator. We are recommending a major change in
that repofting concept. Two alternative structures are presented
in Exhibits III and IV, following this page. In both structures,
we are attempting to incorporate several major organizational
concepts, some of which‘are missing from the existing organization.
The missing organizational concepts are: i

. A reasonable number of persons reporting directly to the
Division Administrator and the Assistant Division Ad-
ministrator.

Elimination of a one-to-one supervisory ratio relative
to the Division Administrator and the A851stant
Division Administrator.

Assignment of spe01flc responsibilities to the Assistant
Division Administrator.

- Reduction in Administrative duties of the Division
Administrator.

. Introduction of budget flexibilities for the smaller
- island facilities through consolidation at a branch
level.

. Provision of promotional IQQder;capabilities.
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CORRECTIONS DIVISION ORGANIZATION - ALTERNATIVE NO. 1

Corrections
Division
Administrator

Assistant
) Secretary Division
Administrator
Oahu High Neighbor Youth
Community Secu%ity Island Correctional Adm?;X;iiggive
Correctional Facility Facilities Facility Services
Center Branch Branch Branch '
Branch
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CORRECTIONS DIVISION ORGANIZATION - AT.TERNATIVE NO, 2

Corrections
Division
Administrator
Secretary
i Assistant Assistant
Division Division
Administrator Administrator
Oahu Neighbor High Youth
Community Island Security Correctional
Correctional Facilities Facility Facility
Center Branch Branch Branch
Branch

Division
Adminigstrative
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The primary difference between the two organizational struc-
tures is the incorporation of a second assistant division ad-
ministrator. Although this adds additional supervision, we think it
is logical because of the magnitude of the organization and the
importance of a successful implementation of the Master Plan. It
also follows the pattern of major Bureau of Prison concepts. More
importantly, through the broad delegation of authority, it will
provide the Administrator the time needed to properly supervise
the division and plan for its future growth and change. Although
either structure can be effective, we are recommending the one
shown in Exhibit IV. We think that the reputation of Hawaii,
relative to corrections, is deeply entwined in this new concept
and that every effort should be made to assure successful imple-
mentation. It is our opinion that this structure will be the most
effective for operating a geographically dispersed organization.

In conjunction with the divisional structure just discussed,
we developed a statement on the functions for which it will be
responsible. Exhibit V, following this page, itemizes those
functions. .

Following is a description, of the administration function of
the Corrections Division and of the recommended internal organi-
zation structure for each of the operational facilities. The
Youth Correctional Facility, however, is not included. '

3. CORRECTIONS DIVISION ADMINISTRATION

Based on Exhibit IV, this function will consist of the
division administrator, his secretary and two assistant division
administrators. The division administrator's role should be one of
leadership and providing overall direction to the division through
effective delegation of duties and authority to his two assistant
division administrators. The application of efficient ”exceﬁtion
reporting'" techniques will keeﬁ'him apprised of problem areas while
assuring him of overall control and continuity in operations. More

s
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EXHIBIT V

FUNCTION STATEMENT
CORRECTIONS DIVTISION

The Corrections Division, as an entity, is responsible for:

Providing physical facilities for detention and
correction of offenders pending trial or those who have
been committed to the Division by the courts.

Providing overall operation and maintenance of the
requiried facilities which constitute the Correctional. .

" Master Plan. These facilities are:

- Oahu Community Correctional Center

- High Security Facility

- Youth Correctional Facility
- Hawaii Community Correctional Center
- Maui Community Correctional Center

- Kauai Community Correctional Center
~ Conditional Release Centers

- Kulani Honor Camp (until phased out)
Development of Division-wide policies and general operat-
ing procedures for the above facilities.,

Development and operation of a correctional program
which emphasizes the least restrictive alternative to
incarceration, assures the protection of the public
and offers reasonable and practical alternatives to
criminal behavior.

Develop, foster, and maintain coordination

and cooperation with the Intake Service Center
organization and other components of the criminal
justice system.

Maintain a capability for shoft and long range
planning so as to assure a continuity in effective
correctional programming and adequate compatible:

facilities.



Lo

time will then become available to develop and maintain necessary
contacts within both the governmental and private sectar. The
administrator will also be able to allocate the proper amount of
time for planning future direction and solving immediate and
specific problems. Exhibit VI, following this page, provides a
recommended statement of functions of the Corrections Division
Administrator.

From an organizational peoint of view, the two recommended
Assistant Corrections Division Administrators are included within
the overall division administration. The purpose of the As-
sistant Adminigzrators is not to deveiop two super branch organi-
zations but to develop, logically and equitably, a stronger and
more effective reporting relationship -- one based on a broad
delegation of duties and responsibilities. Although there will be
some minor variances in functional responsibilities because of ¢
the different facilities assigned to each assistant adminiétrator,
their duties will be similar. Exhibit VII, following Exhibit
VI, presents a summary function statement for a Corrections
Division Assistant Administrator.

4, OAHU COMMUNITY CORRECTIONAL CENTER

The Oahu CCC is the single largest facility in the Hawaii
correctional system. It includes the primary ISC, the staffing of
which has been the subject of another study but not included in
this report. The recommended Oahu CCC organization structure,
relative to its interface with ISC functions, is based on the
assignment of responsibilities as presented in Section III of this
report. Any change in those assignments will have an immediate
impact on the CCC organization and staffing requirements. Exhibit
VIII, following Exhibit VII, is a site plan layout of the ISC/CCC
facility and will be referenced through the discussions on staffing
requirements. Each module will be referred to by the dark nuﬁbers
(1, 2, 3, ete.) in Exhibit VIII. The dotted outlines and dotted
numbers on the plan represent future module expansion.

i
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EXHIBIT VI

FUNCTION STATEMENT
CORRECTIONS DIVISION ADMINISTRATOR

The Corrections Division Administrator is responsible for:

Overall management and operation of each of the
correctional facilities through proper delegation
of authority.

Maintaining a constant awareness of the status of
the Hawaii correctional system through application
of effective reporting techniques.

Providing administrative and technical support to
facility administrators while exercising fiscal
and operational control.

Developing long range divisional cobjectives relative

to on-going improvement of the operational and organi-

zational aspects of the Hawaii correctional system.

Developing and maintaining personal contacts‘with
appropriate governmental agencies (primarily those
involved in the criminal justice system and those
offering correctional services) and the private
sector so as to further the coordination required
to effectively deliver offender services.



EXHIBIT VII
Page 1 of 2

FUNCTION STATEMENT :
CORRECTIONS DIVISION ASSISTANT ADMINISTRATOR

The Assistant Administrator is responsible for:

Overall management and operation of each branch or
operational unit assigned to him.

Providing guidance and direction to Branch Administrators
in day-to-day facility operations.

Interpreting and implementing Divisional policies and
procedures.

Delegating responsibility and authority to an organi-
zational level relative to the requirements for safety
and security of staff and offenders.

Acting for  the Corrections Division Administrator in
his absence if so designated.

Implementing in-service training programs as prepared
by the Division Training Coordinator.

Acting as Branch Administrator in the absence of a
Branch Administrator.

Preparing that portion of the annual budget related to
those facilities for which he is responsible.

Developing short- and long-range plans for improving
the operation of each facility and for more effectively
meeting the objectives of the Master Plan.



EXHIBIT VII
Page 2 of 2

FUNCTION STATEMENT
CORRECTIONS DIVISION ASSISTANT ADMINISTRATOR

Maintaining a state-of-the-art awareness of correc-
tional and programmatic techniques through periodicals,
attendance at workshops, and participation in training
programs.

Providing the Corrections Division Administrator with

appropriate, accurate, and meaningful reports on
operational, personnel, and programmatic status.

i
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it should be noted that modules 17, 18 and 19 are included in
staffing recommendations since action is currently being taken to
include them in the initial construction. Staffing recommendations
for these modules, however, will be presented separately from

the overall facility recommendations.

Exhibit IX, following this page, presents the recommended
organizational structure for the Oahu CCC, including functional
responsibilities within sections. As indicated earlier, generic
terms are used to direct the reader's attention to functional
organization, operation placement, and reporting relationships
rather than to comparisons with existing position levels, etc.
The analysis at this point should be in terms of potential effec-
tiveness relative to the new correctional concept. Comparisons
with the existing organizations will be addressed in the section
on implementation. In that section, a plan will be developed for

moving from the existing to the recommended organization.

The organization shoWn in Exhibit IX reflects the assignment
of responsibilities for each unit under the Facility Administrator
as follows:

(1) Security

This unit is responsible for all aspects of security for
the entire facility -- internal and perimeter. Considering
the size of the facility and the modularity of design, which
minimizes visual control of residents, 'security areas'" are

" recommended with a Central Control function operating in a
coordinative capacity. (See Exhibit VIII)

Area "A" = Modules 1, 2, 3, and 4
K Area "B" = Modules 5, 6, 7, 8, and 9
R Area "CY" = Modules 11, 12, 13, 14, 15 and 16
. Area '"D' Modules 17, 18, and 19

Central Control (includes perimetéer control).
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OAHU COMMUNITY CORRECTIONAL CENTER ORGANIZATION

(Recommended Functional Arrangement)

Facility
Administrator

Secretary
Security Programs
Function Function
Administrator Administrator
Clerical Clerical
Central Conditional
Control Release
Centers
Area Residency
nan Programs
Medical
Area Programs
"B"
Recreation
Services
Area
HC"
Library
Services
Area
HD"
Religious
Services
Hoomana
School (UH)

Assistant
Facility
Administrator
I
! 1
Operat%ons_ Administrative
Function enosora
Administrator
. Clerical :
Food Business
Services office
Facility .
Maintenance Training
Pfggziiy Medical
Custodial Services
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(2)

Programs

This unit is responsible for the development and imple-

mentation of in-facility and community-based offender oriented
preograms. The primary responsibilities are segregated into
the following specialized areas:;

(3)

The current CRCs (Kamehameha and Laumaka) are to be
under the general supervision of the Program Function
Administrator. It is our opinion that CRCs do not
warrant branch status and, more importantly, are a
logical extension of the programs developed for in-
facility application. A normal progression of moves for
each offender would be to go from successful parvici-
pation in a facility program to a work release program
(in-facility) and then to a CRC program.

The Residency Program unit would be responsible for all
programmatic activity in those modules housing long-term
pre-trial detainees and those housing committed or
sentenced offenders.

Medical programs refer to those medical procedures

such as psychiatry or psychometrics. This unit does not
include traditional medical service such as general
medical, dental, etc. (These services will be provided
by the Administrative Services unit. However, intake
examinations and subsequent forwarding of resultant

data to "Programs" will be one of Administrative
Services' responsibilities.)

Recreation, library, and religious services are self-
explanatory. However, the Program unit will be responsible
for providing these services to all offenders in all
modules, as needed.

Although the Hoomana School staff is provided by the
University of Hawaii, it cannot enjoy total independence
within the Corrections Division, either organizationally
or programmatically. The activity must be closely
coordinated with the program development function or else
goal-oriented conflicts will ultimately develop. The
educational arm of the program endeavor should be re-
sponsible to the Program Functional Administrator.

Cperations

This unit is responsible for those functions which are

termed ''support'" activities. Included, as shown, are food
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services, building maintenance activities, and janitorial and
stores duties. It is this area where incarcerated offeunders,
both pre-trial and sentenced, are traditionally used as a
labor force to offset facility operating costs. Heavy use of
trusties is planned at the Oahu CCC.

(4) Administrative Services

The functions located here are administrative Zn nature
and are usually associated with requiring top management
support so that the proper application or level of service can
be attained. It is also responsible for most of the '"paper
work" generated in the administration of a Branch.

In addition to the narrative description of each of the
organizational units just presented, summary function statements
were also developed. Exhibits X, XI, XII, XIII, following this
page, present those statements.

The administration of the facility is vested in a Facility
Administrator‘and an Assistant Facility Administrator. We believe
that in an organization of this size, an Assistant Facility Ad-
ministrator is necessary to assure an effective operation; logic
similar to that used in suggesting Assistant Division Administrators.

Based on the organizational structure presented in Exhibit
IX and, more specifically, on meeting the facility design and
Master Plan objectives, recommendations were developed relating
to staffing types and numbers. Exhibit XIV, (pages 1 through 4)
following Exhibit XIIi, presents position distribution charts
(relief positions are not included) for each functional unit of
the Oahu CCC. In most instances, module numbers are referred
to and the staffing densities shown are directly related to the
activities or functions occurring within thap_moduleu
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EXHIBIT X
Page 1 of 2

FUNCTION STATEMENT
' OAHU ccc
SECURITY

The Security Section of the Oahu Community Correctional
Center has the primary responsibility for the safety of staff,
residents, and the public. It accomplishes this through per-
formance of the following functions: ‘

OFFENDER INTAKE SECURITY

Assumes responsibility for incoming offenders from the
transportating law enforcement agency at point of entry
into facility.

Processes offender through registration to include search,
the taking of personal property, booking (or registra-
tion), finger printing, photographing, shower, clothes
change, etc. Maintaining appropriate records/files.

Maintains surveillance of offenders in the intake
service area,.

Escorts offenders to and from housing area for intake
interview, medical examination, testing, etc.

Participates in classification process relative to offender
housing decisions.

MODULE SECURITY

Maintains surveillance of residents in housing module.

Controls flow of offenders into and out of modules;
maintains records on offender location.

Promotes attitudinal stability of offenders through
participation in treatment programs.

Conducts periodic "shakedowns'" to locate and confiscate
contraband.

FACILITY SECURITY

Controls flow of staff, residents, and the public within
the facility through the operation of various control
stations.

Monitors residents and visitors during visiting hours.



EXHIBIT X .
Page 2 of 2

FUNCTION STATEMENT
OAHU CCC
SECURITY (CONT.)

Maintains surveillance of residents in non-module
areas; infirmary, program areas, recreation yard,
trusty work areas, etc.

Maintains external perimeter security through periodic
patrolling.

Controls access to service area through staffing of =
gate station.

Maintains proficiency of staff through in-service
training programs.



EXHIBIT XI
Page 1 of 2

FUNCTION STATEMENT

' OAHU CCC
PROGRAMS

The Program section of the Oahu Community Correctional
Center is responsible for the development of treatment programs
oriented to the resocialization - reintegration of offenders
into the community. The following functions are involved.

Plan, develop and implement the Unit Treatment Team
concept within all modules housing long-term pre-trial
and sentenced offenders.

Coordinate with ISC bersonnel and residents in deter-

mining individual offender treatment program and
security classification.

Plan, develop and implement in-facility individual
and group treatment programs for residents.

Identify community services/programs available to
offenders and establish criteria for eligibility. Main-
tain liaison with identified agencies.

Conduct individual and group counseling sessions.

Evaluate in-facility and community program effectiveness
and introduce change, as appropriate.

Prepare resident progress reports and introduce changes
to offender treatment program, as appropriate.

Maintain appropriate records on residents.

Develop, operate and monitor furlough program (work,
educational, vocational, week-end, etc.).

Develop post-release programs for sentenced residents.

Supervision of volunteers, when appropriate.

Plan develop and implement a recreational progrém
for all residents regardless of status.

Coordinate, as appropriate, with Division Program
Coordinator to identify/evaluate, and implement in-
novative resident treatment programs.

Supervise and maintain a law, recreational, and -
-educational library.



EXHIBIT XI
Page 2 of 2

FUNCTION STATEMENT
OAHU CCC
DROGRAMS (CONT. )

Coordinate with Security Section relative to joint
participation in resident treatment programs.

Arrange for and monitor appropriate, program-oriented
medical services (psychiatrist, pschologist).

Coordinate as appropriate, with Hoomsna School and
Correctional Industry personnel to develop resident
work, educational and vocational programs. (Coordi-
nation with Correctional Industry personnel applies
toc the HSF only). ‘

Maintain proficiency of treatment staff through
attendance at periodic training programs.

Provide for religious counseling or services through
development of chaplaincy program.

o

o
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EXHIBIT XII
Page 1 of 2

FUNCTION STATEMENT
OCAHU CCe

OPERATIONS

The Operations Section is responsible for providing certain

support services and facility maintenance functions as indicated
below:

Plan daily ‘menus to assure nutritious and palatable
meals.

Plan food requirements and obtain in cost-effective
quantities. Maintain proper inventories.

' . Prepare and serve resident and staff meals.

Supervise and maintain security control of kitchen
trusties, as applicable.

Conduct food service vocational training to residents,
to the extent possible.

Prepare and maintain appropriate budget, record and
report data on food service activities.

Maintain food service facilities and equipment to

meet or exceed standards of cleanliness established
by the Department of Health.

e FACILITY MAINTENANCE

Perform facility preventive maintenance and repair
work, as required and/or planned, in the following

areas:

-~ Carpentry - Painting - Refrigeragtion

- Electrical -~ Glazing - Vehicle .

- Plumbing -~ Masonry " - TFacility equipment

Coordinate with Administratiwve Services to acquire
specialized commercial servizes for repair woxrk in

areas of expertise not available through facility
staff.

Supervise trusties assigned to assist in the general
maintenance areas listed above.



EXHIBIT XII
Page 2 of 2

FUNCTION STATEMENT
OAHU CCC
OPERATIONS (CONT.)

Obtain, madntain, and apply strict controls over
appropriate tools, spare parts, equipment, etc.

Prepare and maintain appropriate records.

Maintain landscaping and perform other groundskeeping
duties.

Coordinate with Programs Section to develop vocational
training programs. S

PROPERTY AND SERVICES

Maintain working inventory of facility-issued resident
clothing, blankets and bed linens.

Operate facility laundry (if applicable).
Maintain physical and record control of residents'

personal clothing and property to prevent loss or
pilferage.

Maintain proper inventory of janitorial and other related

supplies.
Provide janitorial services throughout facility.

Utilize trusties, to the extent possible, consistent
with security objectives.



EXHIBIT XI

IT
Page 1 of 2

FUNCTION STATEMENT
OAHU CcCC
ADMINISTRATIVE SERVICES

The Administrative Services Section is responsible for
providing the following support services:

BUSINESS OFFICE

. Provide secretarial, stenographic, typing and other
clerical services to the Facility Administrator,
Assistant Facility Administrator and other facility
personnel as requested.

Provide interface with Division personnel, the public,
and representatives from other governmental agencies.

. Prepare applicable portion of Division's biennial budget
for submittal to Division. Maintain budget status
records throughout the biennium.

Prepare and distribute appropriate status reports on
facility activities.

Maintain resident monetar§ accounts including all
transactions involving compensation, sales through the
hobby store (as applicable), cash received, etc.

Operate resident hobby ciraft store (if applicable).

Perform personnel management function to include
maintenance of local personnel records, preparation
and processing of various transaction documents and
other related duties as required by the Personnel
Office of DSSH.

Maintain resident incarceration/personnel records in-
cluding the preparation and processing of various
transactions such as transfers.

Maintain appropriate resident and facility files.
Maintain and apply, as applicable, Division Rules and
Regulations and Facility policies and procedures.

STAFF DEVELOPMENT

Coordinate with Division Training Coofdinator in the
development of training curriculum and program content.



EXHIBIT XIII
Page 2 of 2

FUNCTION STATEMENT
OAHU CCC _
ADMINISTRATIVE SERVICES (CONT.)

Prepare and maihtain training schedule for all facility
personnel.

Conduct in-facility training programs consistent with
qualifications of training personnel. Obtain outside
instructors, as necessary.

Implement training schedule and maintain status of
personnel ‘individual programs.

MEDICAL SERVICES

Provide for initial physical examination of incbming
residents including medical, dental, psychiatric, etc.

Provide for regular medical treatment and surgical
procedures, as necessary, during period of incarceration
to an extent consistent with available facilities and
equipment. ’

Maintain appropriate health records on each resident.

Conduct annual physical examinations for designated
facility employees.

Conduct sanitary and health inspections of the facility. v

Q
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EXHIBIT XIV

Page 1 of 4
OARU COMMUNITY CORRECTIONAL CENTER
POSITION DISTRIBUTION CHARTl/
SECURITY
Function or Area Number of Personnel
lst* 2ndx* 3rd*
Watch Watch Watch
Function Administrator 1 0 0
Clerical 2 0 0
Watch Commander
Captain 1 1 1
Central Control
Lieutenant 1 1 1
Sergeant 0 1 1
Adult Corrections Officer 1 2 2
Area "A" (Modules 1, 2, 3 and 4)
Area Commander - Lt. 1 (Sgt) 1 1
Module 1 & 2 Supervisor - Sgt 0 1 1
Module 1 - ACO 1 2 2
Module 2 ~ ACO 1 2 2
Module 3 & 4 Supervisor - Sgt 0 1 1
Module 3 - ACO 1 2 2
Module 4 - ACO 1 2 2
Area "RB" (Modules 5, 6, 7, 8 and 9)
Area Commander - Lt. 1 (Sgt) 1 1
Infirmary - ACQ 1 1 1
Intake Office - Sgt 0 1 1
- ACO 2 2 2
Control Station No. 1 - Sgt 0 1 1
- ACO 0 1 1
Module 7 (Females) - ACO 1 1 1
Module 8 (Females) - ACO 1 1 1
Control Station No. 2 = ACO 1 1 1
Holding Facility - ACO 2 3 3
Area "C" (Modules 11, 12, 13, 14,
15 and 16)
Area Commander - Lt. 1 (Sgt) 1 1
Module 11 and 13 Supervisor = Sgt 0 1 1
Module 11, - ACC 1 2 2
Module 13 - ACQ 1 2 2
Module 12, 14, 15 and 16
Supervisor - 8gt 0 1 1
Module 12 - ACO (¢} 1 1
Module 14 - ACO 0 1 1
Module 15 - ACC 0 1 i
Module 16 - ACO 0 1 1
Perimeter Control
Roving Patrol - ACO 2 2 2
Reveiving Station - ACO 0 1 1
Transportation - ACO 0 2 2
Area "D" (Modules 17, 18 and 19)
Area Comrjander - 8gt 1 1 1
Module 1% - ACO 1 1 1
Module 18 - ACO 1 L 1
Module 19 - ACO 1 L 1

¥ 1lst Watch = 11:00 P.M. to 7:00 A.M.
2nd Watch - 7:00 P.M. to 3:00 P.M.
3rd Watch - 3:00 P,M. to 11:00 P,M.

Note: Somg personnel, depending on function, may be assigned to
Split watches or slightly modified watches (such as cooks
who may start at 4:00 a.m.).

1/ Numbers do not include relief requirements.



OAHU COMMUNITY CORRECTIONAL CENTER

POSITION; DISTRIBUTION CHART

PROGRAMS

Function or Area

Function Administrator

Clerical

Program Coordinator

Module 1 (24 Residents)

Unit Manager
Case Manager
Counselor

Module 2 (24 Residents)

Unit Manager
Case Manager
Counselor

Module 3 (30 Residents)

Unit Manager
Case Manager
Counselor

Module 4 (30 Residents)

Unit Manager
Case Manager
Counselor

Module 7 and 8 (24 Residents)

Number

EXHIBIT XIV
Page 2 of 4

of Personnel*

Unit Manager
Case Manager
Counselor

Module 17 (24 Residents)

Unit Manager
Case Manager
Counselor

Module 18 and 19 (72 Residents)

Unit Manager
Case Manager
. Counselor

Medical Program Support

Psychiatrist
Psychometrist
Medical Records Clerk

Library
Librarian
Assistant Librarian -
Clerk . et

Recreation Program

Coordinator
Therapist

Religious Program

Chaplain

o W B

RN

* Personnel will generally be scheduled for 40 hours per week on
second watch, however split shifts, week ends, etc., will be
involved so as to effectively use offender spare time. Per~
sonnel totals do not 1nc1ude Hoomana School (University of

Hawaii) employees.



EXHIBIT XIV
Page 3 of 4

OAHU COMMUNITY CORRECTIONAL CENTER

POSITION DISTRIBUTION CHART

OPERATIONS

Function or Area Number of Personnel*

Function Administrator 1

(V]

Clerical

Food Services

Steward

Cook (2nd and 3rd

Butcher watch)

Baker
Clerk

I e B .

Facility Maintenance .

General Foreman

Electrician

Plumber

Carpenter

Painter

Maintenance Mechanic

Auto Mechanic

Grounds Maintenance Foreman
Maintenance Worker

N

Property/Stores/Janitorial

Stores Foreman
Storekeeper
Janitor Foreman

N DN

(2nd and 3rd
watch)

For Modules 17, 18 and 19 Add:
Cook 1

* All personnel will work on 2nd watch except where noted.



EXHIBIT X1V
Page 4 of 4

OAHU COMMUNITY CORRECTIONAL CENTER

POSITION DISTRIBUTION CHART

ADMINISTRATIVE SERVICES

Function or Area Number of Personnel*

Business Office

Office Manager (Secretary) 1
Account Clerk 1
Personnel Clerk 1
Typist 2
Receptionist - Public Entrance 1
Staff Development
Training Coordinator 2
Medical Services
Physician 1
Dentist 1/2
Registered Nurse 2 (1 - 2nd watch;
1 - 3rd watch)
Licensed Practical Nurse ' 5 (2 - 2nd watch;
2 - 3rd watch;
. 1 - 1st watch)
Medical Records Clerk 1

* All personnel will work 2nd watch, 40 hours per week except as
noted. Also, an Administrative Services Administrator is not
recommended.

PR



The current

Module
Module
Module
Module
Module
Module
Module

NI o B S R
!

Module &8 -

"Module 9 -

_ Module 11 -

() Module 12 -
Module 13 -

Module 14 -

Module 15 -

Module 16 -

Module 17 -

Module 18 -

Module 19 -

intended use of each module is as follows:

Housing
Housing
Housing
Housing

for sentenced offenders
for sentenced offenders
for long term pre-trial offenders
for long term pre-trial offenders

Infirmary
Offender Intake

ISC Administration/Female Housing; Pre-trial and
sentenced

Public lobby - women's visiting/female housing;
pre-trial and sentenced

Men's visiting - Faciiity Administrator - staff

Housing

for short~term pre-trial offenders

Food service

Housing

for short-term pre-trial offenders

Facility maintenance/program space

Program
Program
Housing
Housing
Housing

Comments related to

recommendations,

SECURITY

space

space

for sentenced offenders

for offenders on release programs
for offenders on release programs

Exhibit XIV showing the staffing

are as follows:

Basically the staffing patterns and numbers were developed to
reflect the following principles:

There should be an appropriate chain of command at all
times with the proper decision-making authority and to
provide supervision for all situations.

A proper span of control (supervisor to supervised)
should be maintained to assure adequate and continued
supervision,

The span of control, geographically, should be reasonable
so that the proper, personal coverage can be maintained.
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PROGRAMS

Adequate security must be maintained in those areas where
offenders are housed or are present for other reasons.
The degree of security exercised will relate to the
classification and density of offenders, and the degree
of access to potential weapons or escape routes.

Sufficient staffing must be maintained so that ''post"
coverage is not diluted to provide personnel for other
unplanned activities.

Sufficient staffing must be planned to accommodate
critical control points twenty-four hours a day, seven
days a week.

Staffing must take into consideration the dual role to

be assumed by Corrections officers assigned to housing
areas. Although their primary responsibility is security,
they will also participate heavily as a member of the
Unit Treatment Team with program counselors.

Staffing recommendations for programs were based on several *

factors including the following:

OPERATIONS

The structure and density of the Bureau of Prisons
unit management program.

The responsibilities as delineated in Exhibit I relating
to ISC.

The capability to influence offenders dramatically
through intensive programmatic application.

The maintenance of accurate, up-to-date records on
offenders concerning program needs, program progress,
etc. y

Determining staffing requirements for facility support serv-

ices is admittedly less than '"scientific." In the absence of work-

load standards, estimates become subjective. They are then based on

previous experience, the relationship of existing staff to offender
population, and an opinion about the effectivenss of that service.
We have taken into consideration several other factors, among which
afe the following:
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Offenders classified as '"trusties" will be utilized

to the extent possible. Staffing shows the supervisory
positdions necessary to guide trusties used in the support
services.

An assumption has been made that the butcher and baker
will also be utilized as cooks, sincé their specialized
function will not be full-time. It 1is our understanding
that the meat vendor will perform the major meat cutting
operation, therefore the facility butcher will be working
with quantities smaller than guarters. The baker will
limit his specialty to desserts, avoiding bread-making.
It is also assumed that both baker and butcher will
develop and conduct special training programs for in-
terested offenders.

. Considering the size of the proposed facility, it
appears reasonable to provide maintenance capabilities
in the basic trades, including vehicle repair. Con-
sideration should be given to providing repair services
to High Security Facility vehicles since it will not have
staff for that function.

ADMINISTRATIVE SERVICES

As with Operations, staffing estimates for administrative
‘support,functions are‘subjective. The recommendations were developed
based on current experience, discussions with personnel responsible
for the listed functions, and Master Plan objectives.

The position distribution charts presented for the Oahu CCC do
not include those positions required for relief relative to seven
day twenty-four hour posts, holidays, vacations, sick leave, etc.
They reflect only the suggested allocaiion of manpower by watch,
supervisory levels, and numbers. Exhibit XV, following this page,
presents a recap of the recommended staffing for all functions of
the Oahu CCC including relief requirements.

5. "HIGH SECURITY FACILITY

The High Security Facility is, as the title suggests, a
facility for housing offenders in the high risk category. "High
risk' refers to those who are dangerous to themselves or others and
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OARU COMMUNITY CORRECTIONAL CENTER

SUMMARY OF STAFFING RECOMMENDATIONS

SECURITY PROGRAMS OPERATIONS ADMINISTRATIVE SERVICES*
Function Administrater - total Function Administrator 1 Function Administrator 1 Facility Administrator 1
Clerical - total Clerical 6 Clerical 2 Secretary 1
Watch Commander - regulanr 3 Program Coordinator 1 Steward 1 Assistant Facility Admin. 1
Watch Commander - reliefl 2 Unit Manager 4 Cook - reuular 4 Office Manager 1
Watch Commander -~ total Case Manager 8 Cook - relief 3 Account clerk 1
= e . Counselor 15 Cook - total 7 Personnel clerk 1
Lieutenant - rexulm . Psychiatrist 1 Butcher 1 Typist 2
Lieutenant - total - Psychometrist 1 Baker 1 Receptionist . 1
Medical records clerk T General foreman 1 Training Coordinator 2
Sergeant - regular 20 Librarian 3 Electrician 1 Physician 1
Sergeant - relief 14 Recreation Specialist 3 Plumber 1 Dentist 1/2
Sergeant - total Chaplain _1 Carpenter 1 Registered Nurse - regular 2
remr t - . Painter 1 “Registered Nurse - re}’ef 1
Ad;:;ugg;lectxons officex 092 Maintenance mechanic 1 Registered Nurse - total
2 . . - Auto mechanic 1 Licensed Practical Nurse -
Ad:;{ig?rleatlons Ofticer 63 Grounds maintenance foreman 1 regular 5
Adult Corrections Officer - — Maintenance worker 1 Licensed Practical Nurse -
tl t 10 ) 155 Stores foreman 1 relief 3
ota -322 Storekeeper 2 Licensed Practical Nurse -
Janitor foreman _2 total 8
ledical records clerk 1
Total studd 12 TE a 48 Total staff 27 Total staff. 24,8
1 == —— _—

Includes faciiity

administration personnel.

TOTAL STAFF REQUIREMENTS - 308.5
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who are apt not to appear in court as directed. Although specific
"eligibility" criteria have not been established for determining
exactly which offenders will be assigned to HSF, offenders (alleged

or canvicted) in the following categories are tentatively scheduled
as candidates:

Those convicted of serious predatory and violent crimes
against persoris.

Intractable recidivists.

Those with varying degrees of personality disorders.

Recidivists in organized crime.

Those who are considered violent and dangerously deviant.

From these criteria it is apparent that the primary concern
of the facility administration will be security of the staff,
other offenders and the public. The facility design and the
staffing recommendations ére compatible with these security goals.

Exhibit XVI, following this page, is a plot plan showing the
location of three primary housing areas (Modules A, B, and C), the
Special Holding Module, and the remaining activities.

The housing modules (A, B and C) are divided into quadrants
which are individually cbntrolled relative to ingress and egress.
Control stations are fully enclosed and not accessible by residents.
Each quadrant has either 6 rooms on one level with program space
on the second level; or 6 rooms on each of the two levels.

Movement between quadrants is controlled by security personnel via
electrically-operated dqors.

Recreation areas are provided for each module and thus limit
the number of offenders in any one area at any one time. The
availability of several recreation éreas also provides more space
for individual exercise time, when necessary.
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" Program space is available in areas outside the modules and
will be accessible to those who demonstrate the ability (or will-
ingness) to co-exist with other residents.

The Special Holding Module is reserved for extreme security
risks. Movement permitted these individuals will be restricted to
that module, its adjacent exercise yard, and one adjacent program
area. The module contains 12 individual rooms with electrically-
operated doors.

The staffing recommended for the HSF reflects the maximum
security aspect of that facility, however, the functional arrange-
ment generally follows that of the Oahu CCC. Exhibit XVII,
following this page, presents the recommended organizational
structure for the HSF organization. Comments on the responsi-
bilities of each functional unit would be repetitious of those
made on the Oahu CCC, therefore, we are including only those
that are unique to the HSF.

SECURITY

Because the HSF is more compact than the Oahu CCC, we are
suggesting, a '""Module Security" organizational unit and a '"Building
Security" organizational unit, rather than the '"area'" approach used
previously. The primary difference in security recommendations
relates to closer surveillance via mandatory full-time operation
of each module control station and interior building control
stations. In fact, we are suggesting that because the residents
pose such a high-risk, their movement within the facility be
further controlled by adding a "movement control station.," This
is needed becauszs the facility design has som “inherent visibility
voids. The '"movement control station" would7be located at the
"crossroads'" aimiwes, one of which leads to the kitchen. The
recommended station will aol1so be in position to ‘maintain
surveillance on one outdoor exercise area, as well as program and
hallway space. ‘ . ’
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HIGH SECURITY FACILITY

(Recommended Functional Arrangement)

Facility
Administrator
Secretary
Security Programs
Function Function
Administrator Administrator
g -—-—~-—-~=-4 Clerical [—]
Module Reéidéﬁéy
Security Programs
Medical
Building Programs
Security
Recreation
Services
Library
Services
Religious
Services
Hoomana
School (UH)
Correctional
Industries

Assistant
Facility
Administrator
i
[ 1
_9233321225_ Adm@histrative
Function .
Administrator Services
-
Clericél
Food Business
Services Office
Facility Trainin
Maintenance g
Stores Medical
Property Services
Custodial
Laundry

&
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PROGRAMS

Current plans call for the Correctional Industries function
to be relocated tc the HSF. In order to encourage the development
'of vocational training programs for eligible offenders, we have
placed it within the Program functional unit.

OPERATIONS

There are two basic differences between this unit at HSF and
the one at Oahu CCC. One is the laundry operation and the other
is the possibility that residents will not be used as labor. The
design of HSF includes a commerical-type laundry operation to
handle all washables. Only the residents' personal clothing is
excepted. Additional staffing is required to operate the equip-
ment, maintain an inventory, and collect and redistribute washable
items.

The decision to use trusties is based on the facility manage-
ment's concern for security. A final decision has not yet been
made, therefore the recommended staffing numbers will reflect both
possibilities.

To avoid redundancy, function statements for HSF operational
units are not included here. As stated, the responsibilities
assigned are almost identical with those at the Oahu CCC. The
primary difference at HSF is the degree of security, and possibly
a difference in approach to programming. The function statements
for the Oahu CCC will identify those activities associated solely
with the HSF.

Specific staffing recommendations have been developed based
on the organization structure presented in Exhibit XVII. Rec-
ommendations were also designed to meet the objectives of the
Master Plan. Exhibit XVIII, (pages 1 through 4) following this
page, offers position distribution charts for each functional
unit. Module numbers or facility areas are referenced and
attention is directed to the floor plan (Exhibit XVI).
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HIGH SECURITY FACILITY -/

POSITION DISTRIBUTION CHART

SECURITY

Function or Area

Function Administrator

Clerical (see "Programs'')

Watch Commander

Building Security

Security Supervisor -~ Lieutenant

Internal Security

Building Control Center

Sergeant
ACO

Central Control Center

Sergeant
ACO

Movement <Jontrol Center
(Recommended)

ACO

Movement QOfficers
ACO

External Security
Gate Officer - ACO

Perimeter Patrol - ACO
Transportation -~ ACO

Module Security

Special Holding Module

Lieutenant
Sergeant
ACO

Module A"

Lieutenant
Sergeant
ACO

Module "B"

Lieutenant
Sergeant
ACO

Module "C"

Lieutenant
Sergeant
ACO

EXHIBIT XVIII

Page 1 of 4

Number of Persionnel

1st* 2nd* 3rd*

Watch Watch Watch
1 0 0
o] Q Q
1 1 1
1 1 1
1 1 1
1 1 1
0 1 1
1 1 1
0 1 1

PET L] 6x% 6%*
0 (Gate 1 1

locked)

1 1 1
0 1 1
) 3 3
1 1 1
1 2 2
3 3 3
1 1 1
1 2 2
3 3 3
1 1 1
1 2 2
S 3 %
1 1 1
1 2 2

1/Numbers do not include relief requirements

* See Exhibit X1V, Page 1

** Could be increasied to nine - to pnrovide surveillance of

Correctional Industries

**%% May be increased to three if infirmary requires full-time post

P
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EXHIBIT XVIII
Page 2 of 4

HIGH SECURITY FACILITY
POSITION DISTRIBUTION CHART

PROGRAMS
Function or Area . Number of Personnelx
Function Administrator 1
*
Clerical® 5
Residency Programs

Program Coordinator i

Module '"A" (30 residents)

Unit Manager
Case Manager
Correctional Counselor

B s

Module "B" (30 residents)

Unit Manager
Case¢ Manager
Correctional Counselor

DO ped rO4

Module "C" (30 residents)

Unit Manager
Case Manager
Correctional Counselor

DD 1= o

Special Holding Module (12 residents)

Unit Manager
Case Manager
Correctional Counselor

[ VRl

Medical Programs

Psychiatrist 1
Psychometrist 1

Library
Librarian 1
Recreation Program

Therapist - Module A-B 1
Therapist - Module C-Special Holding 1

Religious Program
Chaplain 1

) L Rk
Correctional Industries

Manager
Account Clerk
Print Shop Foreman

DN

*¥* Existing staffing; current activity limited to printing and binding,
** Clerical typing pool should provide appropriate typing support to
security.
* See note on Exhibit XIV, Page 2.



EXHIBIT XVIII

Page 3 of 4
HIGH SECURITY FACILITY
POSITION DISTRIBUTION CHART
OPERATIONS

Function or Area Numbeér of Personnel*
With Without
Trusties Trusties

Function Administrator 1 1

Clerical 1 1

Food Services

Steward 1 1
Cook (two each; 2nd/3rd watch) 4 4
Cook Helpers 8
Facility Maintenance
General Foreman 1 1
Maintenance Worker (one each; 2nd/3rd watch) 2 2
Plumber 1 1
Electrician 1 1
Grounds Maintenance Foreman 1 1
Groundskeeper 0 3
Property/Stores/Janitorial
Storekeeper 1 1
Janitorial Foreman 1 1
Janitors (work 2nd/3rd watch) 0 4
Laundry
Laundry TForeman 1 1
Laundry Worker 0 2

* A11 personnel will be scheduled for 2nd watch except as noted.

>



EXHIBIT XVIII
rage 4 of 4

HIGH SECURITY FACILITY
POSITION DISTRIBRUTION CHART
ADMINISTRATIVE SERVICES

Function or Area Number of Personnel¥

Business Office

Office Manager (secretary) 1

Account Clerk 1

Typist 2
Staff Development

Training Coordinator 1

Medical Services

Physician

Dentist

Registered Nurse
Licensed Practical Nurse
Medical Records Clerk

0D 1 o

* See note on Exhibit XIV. Page 4.



SECURITY .

Factors identical to those concerning security in the Oahu
facility are also applicable here. The personnel recommended for
"Movement Officers" would perform the following functions:

Supervise all movement of residents between modules

and within program and service areas of the facility.
("Movement officers'" are required if close security is to
be maintained in the modules and program areas via
constant supervision by module/program officers.)

Maintain surveillance of residents during their stay
in non-module areas.

Security for the infirmary is now planned through
periodic counts and locked doors, although a 24-hour post
may be required. If so, additional staffing may be
necessary. .

Receive and process new residents.

Random patrol of in-facility areas.

Back-up to module officers.

May be required to provide continued surveillance of
Correctional Industries (one shift).

PROGRAMS

A slightly higher ratio of residents to counselors is shown
compared to that at Oahu CCC. We are recommending this because due
to the nature of the intended population, resident response to
.program participation will probably be somewhat less than that of
the. general population anticipated for the CCC's.

OPERATIONS

The obvious difference between Oahu CCC and the HSF is
in the use of residents as a labor source. Because that decision
has not been made for the HSF, we computed staffing requirements

-38-
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for both.

Therefore, we have included figures with use of res-

idents and without use of residents.

ADMINISTRATIVE SERVICES

No additional comments are needed to elaborate further on

administrative services.

Total staff requirements for the HSF, including relief

staffing,

are shown in Exhibit XIX, following this page.

6. NEIGHBOR ISLAND COMMUNITY CORRECTIONAL CENTERS

The
Maui and
- then the
terms of
The same

community correctional centers for the counties of Hawaii,
Kauzi are much less complex (functionally and structurally)
two larger facilities discussed above. Essentially, in
the Unit Management concept, each facility is one '“unit."
functions and responsibiliticss as those described for the

Oahu facilities are involved, however, there are fewer people, most

of whom have been given multiple responsibilities. An operational

approach

such as this is realistic and wecrkable since the offender

load is also considerably less. However, all other management

principles and organizational development criteria discussed

previously apply to the other county facilities.

Since the functions in each county facility are basically the
same as those outlined for the Oahu CCC and the HSF, they will not
be restated in this section. Refer to Exhibits X, XI, XII and XIII
for information concerning specific responsibilities in the four

functional areas.
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HIGH SECURITY FACILITY

SUMMARY OF STAFFING RECOMMENDATIONS

0]
(1) ]
ot
0 2
1] 1)
o =]
w &
B w
< g
K] k-]
b b
SECURITY PROGRAMS OPERATIONS = ;_ ADMINISTRATIVE SERVIQES*
Function Administrator 1 Function Administrator 1 Function Administrator 1 1 Facility Administrator 1
Clercial 0 Clerical 5 Clerical 1 1 Secretary 1
i Program Coordinator 1 Steward 1 1 Assistant Facility Admin, 1
‘\z:tia gg’;::i::gz; _ ;2%‘;;2" g Unit Manager 2 Cook - regular 4 Office Manager 1
Watch Commander — total = 5 Case Manager 4 Cook -~ relief 3 Account clerk 1
Counselor 8 Cook - total 7 Typist 1
Lieutenant - regular 8 Psychiatrist 1 Cook helper ~ regular 8 Training Coordinator 2
Lieutenant -~ relief 5 Psychometrist 1 Cook helper - relief 5 Physician 1/2
Lieutenant - total 13 Librarian 1 Cook helper - tutal 0 13 Dentist 1/2
_ Recreation Specialist 1 Geéneral foreman 1 1 Registered Nurse 1
S:rggzstt _ ;2%2&;“ }; Chaplain 1 Maintenance worker 2 2 Licensed Practical Nurse -
Se;gea t - total == 99 Industries Manager 1 Plumber 1 1 regular
gean Industries clerk 1 Electrician 1 1 Licensed Practical Nurse -
Adult Corrections Officer - Industries foreman 2 Grounds foreman 1 1 relief
regular 49 Grounds keeper ] 3 Licensed Practical Nurse -
Adult Corrections Officer - Storekeeper 1 1 total 5
relief a3 Janitor foreman 1 1 Medical records clerh 1
Adult Corrections Officer -~ Janitor 0 4
total 82 Laundry foreman 1 1
Laundry worker 0o 2
Tatal staff 130 Total staff 45 Total staff 19 41 Total staff 16
TOTAL STAFF REQUIREMENTS: WITH TRUSTIES - 195
WITHOUT TRUSTIES -~ 217
2]
L -
* Includes facility administration personnel, G E
"¢
-
B

8]

o
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Exhibits XX, XXI and XXII, following this page, show the
floor plans for the proposéd county ISC/CCC's on the neighbor
islands. The proposed facilities are similar in size and design.
Resident capacities for each are:

Hawaii - 22 resident rooms, 3 holding rooms
. Maui - 18 resident rooms, 4 holding rooms

. Kauai - 12 resident rooms, 3 holding rooms

Each facility has a single control center, day room and pro-
gram space, and recreation area. The facilities do not have a
surrounding fence.  They depend solely on the exterior walls of
the facility for perimeter security.

The recommended organization structure.for each facility is
shown in Exhibit XXIII, fcocllowing Exhibit XXII. Specific staffing
recommendations for each, including relief requirements, are
presented in Exhibits XXIV, XXV, and XXVI. Because the facilities
are less complex. than those on Oahu, recommendations are shown in
conjunction with the functional structure. In each case, staffing
was based on meeting the objectives of the Master Plan, providing
necessary services to residents, and assuring the safety of staff,
residents and the public.

The numbers of staff recommended were affected by economic
considerations. The objective was to contain operating costs
within the framework discussed above. When services were required
but work load was minimal, a "fee for service'" plan was anticipated.
In this plan, such services would be contracted for on an indi-
vidual, as-needed basis. Staffing recommendations will require

some overtime in lieu of planning for relief for cooks.

As with the High Security Facility, we have not prepared
separate function statements for each functional unit. Those
prepared for the Oahu CCC reflect the same responsibilities
assigned to each of the outer island facilities.

~40-
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RECOMMENDED ORGANIZATION STRUCTURE

FOR HAWAII, MAUI, AND KAUAI CCCs

Facility
Administrator
Security Programs Operations
Building and Residency Business
Perimeter Programs Office
Security
Food
Medical Services
Programs
] Facility R

g Maintenance
i\
|
1

‘\
|

|
\ Transportation
-
3 \\
R
!
| Medical
i Services

.\ |
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’ EXHIBIT XXIV

HAWAII COMMUNITY CORRECTIONAL CENTER

Proposed Organization and Position
Distribution Chart

Facility Administrator .
¢+ . (Unit Manager)

Security Operations
- Programs
Function Administrator Function Administrator
0' Lieutenant Case Manager Lieutenant
1st Watch Residency Programs Business Office
(1) Sergeant (1) Account Clerk
(1) ACO (1) Counselor (1) Typist
2nd Watch Medical Programs Food Services
T Psychiatrist
(1) Sergeant (1) Steward
(3) aco Fee for Service (2)‘Cooks

3rd Watch Facility Maintenance
(1) Sergeant
(3) Aco (1) Maint. Worker
Relief Transportation

2) 8
§4g Agggeant (2) ACO

Medical Services

TOTAL STAFF REQUIREMENTS* - 29
= Physician
Dentist

Fee for Service

* Excludes "Fee for Sq%vice" functions.
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MAUT COMMUNITY CORRECTIONAL CENTER

Proposed Organization and Position

Distribution Chart

Facility Administrator
(Unit Manager)

EXHIBIT XXV

]

Security

Function Administrator

Programs

Operations

Lieutenant

Case Manager

Funetion Admiﬂistrator

tisutenarnt

|

J

1st Watch

(1) Gergeant
(1) aco

Residency Programs

Business Office

(1) Counselor

(1) Account Clerk
(1) Typist

2nd Watch

Medical Prograns

(1) Sergeant
(3) ACO

Psychiatrist

Food Services

Fee for Service

s
(1) Steward //

(2) Cooks 0/

3rd Watch

(1) Sergeant
(3) aco

Relief

(2) Sergeant
(4) AcCO .

* Excludes: "Fee for Service" functions.

TOTAL

s

Facility Maintenance

(1) Maint. Worker

iy B

£ .

Transportatioi—

(1) aco

STAFF REQUIREMENTS* -~ 28

Medical Ser?ices

Physician
Dentist

Fee for Service




KAUAI COMMUNITY CORRECTIONAL CENTER

Proposed Organization and Position

Distribution Chart

Facility Administrator
(Unit Manager)

EXHIBIT XXVI

r

Security

Function Administrato:

Programs

Lieutenant

Case Manager

|

1st Watch

Residency Programs

(1) Sergeant
(1) ACO

(1) Counselor

2nd Watch

Medical Programs

(1) Sergeant
(2) aco

Psychiatrist

Fee for Service

3rd Watch

(1) Sergeant
(2) aco

Relief

!
N

{2) Sergeant
(3) Aco

* Excludes "Fee for Service" functions.

TOTAL STAFF REQUIREMENTS* -

24

QOperations

Function Administrator

Lieutenant

|

Business Qffice

(1) Account Clerk

Food Services

(1) Steward
(2) Cooks

Facility Maintenance

(1) Maint. Worker

Transportation

(1) ACo

Medical Services

Physician
Dentist

Fee for Service




7.  KULANI HONOR CAMP

The Master Plan and the Predesign Report both recommended the
eventual phasing out of the Kulani Honor Camp. We strongly U

recommend that Kulani be retainéd as a viable component of the
Hawaii correctional system. It is an alternative for those who

will not be interested in participating in other programs offered
‘at other facilities and who prefer, to all other environments, one
which offers the Hawaiian cultural tendency to spend much time
out-of-doors.

We also contend that practical and effective ''programs' can
be implemented at Kulani in spite of the so~called remoteness of
the camp. We suggest that such programs may, in fact, be more
succes+; 1 than those presented in the other facilities. There is
a lower degree of confinement, reducing "pressure' and enhanting
the desire to participate and learn. We suggest that insteadiof
closing Kulani, that it receive higher priority and that plans be
made for establishing a similar camp on Oahu.

When, and if, a decision is made to retain Kulani, then a new
set of objectives for that facility will be required. These
objectives will establish Kulani's place and function within the
range of facility alternatives. After goals and objectives are
set; the proper staffing can be determined.

- 8. YOUTH CORRECTIONAL FACILITY

As indicated earlier, organizational recomméndations for the
Youth Correctional Facility were not considered as part of this
project.

9. ‘PIVISION ADMINISTRATIVE SERVICES

Administrative Services is a generic term used to identify
that unit handling functions which either do not fit in other

-4l
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organizations or which provide services to all other organizational
units. The fﬁnctions suggésted include (1) a business office, (2)
planning and research, (3) staff development, (4) legal services,
and (5) program and volunteer coordination. The recommended
staffing is shown inh a combination structure and position dis-
tribution chart, Exhibit XXVII, following this page.

(1) Business Office

?his function processes the paperwork of Division
- Administration. It also includes specialists for handling
the budget and personnel work which, under current policies
and procedures, constitutes a major workload.

A new position for a purchaéing agent is recommended
which if effective, could pay for itself through operational
savings. Although the new facilities will be dispersed, it
appears entirely feasible to attempt centralization of the
purchasing of items commonly used. It has been.conclusively
proven that bulk buying is less costly on a per item basis.
Therefore, we suggest augmenting divisional staff with an
agent whose duty is to handle purchasing.

(2) Planning and Research

i The importance of planning and research in the success-
ful implementation and on-going operation of the new facilities
cannot be over-emphasized. The planning activity is es-
pecially critical now, when revising objectives and goals in
terms of the Master Plan. The plan calls for a new concept
in offender treatment and will require a major amount of
planning. Extensive planning is needed now, and in sig-
nificant quantity, if the division is to be ready to operate
the new facilities effectively on opening day. Some of the

activities a planning group would be responsible for are:

-492~
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DIVISION ADMINISTRATIVE SERVICES

Proposed Organization and Position

Distribution Chart

Administrative Services

(No Staff Position)

Business Office

Planning and Research

Staff Development

Legal Services

Program Cocordination

Office Manager

Supervisor

Trninihg Coordinator

Attorney

Social Worker

[ ST S

[}

Personnel Technician
Persounel Clerk
Accountant

Typist -

Purchasing Agent

2 - Plaaners
2 - Management Analysts

1

1 -~ Training Specialist

TOTAL STAFF REQUIREMENT - 20

1 - Volunteer Coordinator

IIAXX LIGIHXE



" Development of a detailed implementation plan for
each facility.

Preparation of a Division policy and procedural
manual. ‘

Preparation of facility operational manuals.

Development of a community relations program including
the interface with other criminal justice components.

Planning and implementing facility improvements.
Anélysis of operations and development of improvements.

Developing, implementing, and monitoring a cost-reduction
program.

Developing, and monitoring a Division reporting system,
including forms design.

Monitoring Division statistics, analyzing trends and
recommending corrective action.

s Maintaining awareness of the state-of-the-art of con-
temporary corrections.

Conducting cost-benefit studies as necessary.

Developing, implementing, and monitoring a long-range
plan for the Division.

The planning function would be used extensively during
the initial phases of construction and implementation of each
new facility., After that, planning would operate more as an
"industrial engineering" function whose task would be to
continue improving the operation of the entire division. It
can be an extremely effective unit if staffed properly and
given top management support.

(3) Staff Development

Another important activity required to begin effective
operation of the new facilities is staff development, or
personnel training. The Master Plan mandates a new concept
in corrections that differs considerably from the traditional
methods used for incarcerated offenders. As shown by the
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survey conducted by.this project, very little training has

been given Corrections personnel. Almost no training has
been given in the areas of expertise required to reach the
objectives of the Master Plan.

The Division currently is attempting to develop a
training program in anticipation of the needs of the new
facilities. However, it seems that the program is not pro-

gressing as rapidly as it should be. We recommend that top

priority be given to the training effort together with the

establishment of the suggested Planning and Research furnction.

(4) Legal Services

Corrections organizations throughout the nation are

experiencing a dramatic increase in legal'activity related to

prisoner rights. Inmates are not only pursuing all pos-
sibilities through private attorneys and public defenders,

but many are becoming rather effective '"jail house lawyers."

There is a need for continuing legal advice for Corrections
administrators which cannot be adequately supplied by a
part~time attorney. A full time staff position for an
attorney appears justified for the Corrections Division.

(5) Program Coordination

A key component of the Master Plan concept concerns
the development and application of offender-oriented re-
habilitative programs. Recognizing that need, each fa-
cility will have professional '"programmatic" staff
responsible for fhis important function.

44 -



" It is, of course, extremely important to the successful
implementation of thé new correctional concept in Hawaii,
that maximum effort be directed toward using the most
effective programs available. Such programs must be supplied
Division-wide. . '

We suggest a Program Coordinator at the Division level
who will be given the responsibility of maintaining up-to-
date knowledge ¢f other innovative and/or successful pro-
grammatic approaches to cffender treatment. He would work
closely with each facility program coordinator to assure
proper application of appropriate programs. A secondary
responsibility would be the develoupment and operation of a
coordinated volunteer program for each facility.

Recommendations regarding some of the '"services" just de-
scribed, are extremely subjective and usually reflect the experi-.
ence of the ''suggestor." Rationale can be developed for each
category, but, in the absence of accurate work load data, would
be difficult to substantiate. Also, in many instances, a higher
unit (usually the organization's reporting unit) supposedly has

personnel in those ''service" specialties available to support
their line units,

We lack specific work load data in this project, but we do
recognize the need for the identified services. Unless the
"higher organization' can effectively deliver these required
services, then we strongly recommend that the appropriate posi-
tions be approved for the Corrections Division. ~Again, proper and
adequate staffing of the Corrections Division is important so that
the organization, in conjunction with the new facilities, can, in
fact, accomplish what is expected.

10. SUMMARY OF RECOMMENDED STAFFING REQUIREMENTS FOR THE
CORRECTIONS DIVISION

Exhibit XXVIIT, fbllowing this page, presents a recap of the
staffing recommendations for operating the new facilities,
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as recommended by the Master Plan. It shows the total number of
personnel required for each generic positioni by facility. It
also includes similar data for existing facilities that are
comparable to the new ones. Current organizational data was taken
from official charts as we received them from the Corrections
Division. The totals include positions authorized to be estab-
lished, established but not filled, vacancies, and relief re-
quirements. They do not include positions funded by LEAA, SCETA,
or other government programs. A comparison of the position
totals for each group indicates the staffing problem involved in
moving from the existing organization to the proposed one. More
discussion of this problem is contained in the next section on
implementation.

Recommended summary position descriptions for the key
categories shown in Exhibit XXVIII are included in this report as
Attachments, Classic categories such as 'clerical', 'chaplain',
"cook'", '"plumber'", etc., have not been developed. The existing
position descriptions are sufficient and any effort to improve
them would be inappropriate.
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V. IMPLEMENTATION PLAN

An implementation plan is usually necessary in the development
and initiation of any new organizational structure. In Hawaii's
case, the implementation plan is extremely important as the state
is opening several new innovative facilities. The personnel
required to operate the facilities must be qualified to function
under a community-based corrections '"philosophy'. If they are
not, then there is a very real danger that the new system will
fail to meet the objectives of the Master Plan.

This section presents the outline of an implementation plan.
It can be used as a guide fior identifying and accomplishing all
key actioné that are required to develop and effectively place
into operation the recommended organization structures. However,
the implementation plan contained in this report is concerned only
with the organization and must be coordinated and integrated with
another critical activity -- the planning required to open the new
facilities. Some organization planning steps will depend on what
has been developed by the Facility Implementation Plan. For ex-
ampie, before the facility can be placed in operation, a procedures
manual must be written. The personnel who will be running the
facility must then be ‘trained in terms of that manual before they
can be considered qualified. The dependency is obvious and only
one of many such inter-relationships. It is our opinion that a
major overall planning effort must be initiated immediately if

the operation of the new facilities is to be a success.

1. IMPLEMENTATION PLAN

The steps we.have identified for implementing the recommended
organization structure are as follows:

Step 1 Finalize Organization Structure

Establish a committee composed of representatives
from those state agencies with responsibilities in
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Step 2

Step 3

the personnel or organization functions; e.g.,
Budget and Finance, Personnel Office of DSSH,
Corrections Division, etc.

Obtain agreement on basic organization structure
(number of Assistant Division Administrators, number
of branches, etc.). ’

Determine number of positions (captain, lieutenant,

cook, ete.). ¢

Document above decisions in organization charts and
obtain approvals per Administrative Directive No. 4.

Finalize Key Position Descriptions

Review recommended key position descriptions with
personnel office of DSSH to indicate new tralnlng/
experience requirements.

Request personnel office to develop minimum qual-
ification requirements appropriate for each key
position description.

Obtain approval to recruit pef new key position
descriptions.

NOTE: Review current recruitment process for
ACO's relative t¢ interview and test
requirements. Explore possibility of
requiring applicants to pass an emotional
and psychological fitness test as part of
the hiring process. As an adjunct to any
recruiting process, division rules and
regulations should require a probationary
period during which each new recruit
receives intensive monitoring to evaluate
his ability to funection in a correctional
environment. ‘

" Determine Status of Current Employees Relatlve to

New POSlthH Deszriptions
i

A

Review each employee record and compare it to the
new position description minimum requirements.

Identify deficiencies per employee, if any....

(needs basic correctional training, needs training
in reality therapy, etc.).
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Step 4 Develop TrainingﬁPrOgram'for Security and Program

Use Bureau of Prisons' Training Manual as a guide
and develop a curriculum of training classes for the
retraining of current personnel

- correctional officer
- unit/case manager
- correctional counselor

. Use Bureau of Prisons' Training Manual as a guide
and develop training classes for new correctional
employees —~ same categories as above.

. Research funding sources for training programs and
initiate acguisition procedure.

Step 5 Coordinate with Labor Unions, as Applicable

Review employee deficiency lists
Review proposed training and re-training programs
Obtain agreement on course of action 'to be taken if

the deficient employee fails to pass tests or re-
training programs.

Step 6 Conduct Re-Training Program

Develop training schedule based on completion dates
of new facilities, employee deficiencies, instructor
availability, etc.

Implement training schedule

Negotiate with unions on drop-out or fail-to-pass
employees.

Step 7 Conduct Recruliting and Training Program

Advertise for and select qualified candidates using
new hiring criteria :

Conduct recruit training program

Place graduating recrults in an existing facility
as trainees pending opening of the new facilities

Monitor, through specific progress reporting, re-
cruit's performance as a trainee.
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SAMPLE TIME-PHASED IMPLEMENTATION PLAN
Hawaij Comniunity Correctional Center
Estimated Facility Completion Date - August 14, 1977

MONTHS TO FACILITY COMPLETION

TASK DESCRIPTION Sept. Oct. Nov. Dec. Jan, Feb. Mar. Apr. May Jun, | Jul. Aug. 14

Step 1. Finalize Organization
Schedule

Step 2. Finalize Key Position Des-
cription

Step 3. Determine Status of Cur-

rent Employees Relative
to New Position Descrip- 7/
tions R i
Step 4. Develop Training Program ‘ {
for Security and Program » ’

Personnel
Step 5. Coordinate with Labor
Uniions
Step 6. Conduct Re-training |} ~ | = e—e—t — — T N T3] PR
Program LON—GOI G
— v vt fus mmm e ] i aan e ofe mm e e e cm e e e e e o —
Step 7. Conduct Recruiting and ——— .._.._..._..._.L._V_,_._..._..._...._._._.1
Training Program ON-GOIKG

Step 8. Conduct Orientation to

New Facilities . H

I
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Step 8 Conduct Orientation to New Facilities

Review new Division rules and regulations with
all personnel

Review new facility procedures manual with all
personnel who are to be assigned to that facility

Conduct "dry-run'" of key operations in new facil-
ities prior to official occupancy.

We suggest that the above implementation steps be time-phased
on a chart for each facility with appropriate responsibiiity
assignments. Exhibit XXIX, following this page, is only an example
of such a chart since the time factor is different for each facility
and will no doubt change. As each step is assigned, the chart -
should be delineated into additional individual tasks for better
control. For example, if Step 1 were to be defined in more detail,
it could look like the following: ’

Step 1 Finalize Organization Structure

. . Prepare a memo requesting the assignment of rep-
resentatives to an implementation Task Force.
Mail to:

- Corrections Facility Administrators
- Personnel Office - DSSH

- Department of Budget and Finance

- Management Analyst Unit - DSSH

Provide Task Force with coupy of consultant report to
review;
- Basic organization structure recommended
- Branch organization structure recommended
- Number of positions recommended
- Key positions recommended
. Convene Task Force ana oplain dgreement on:

- Basic organization structure

- Branch organization
- Number of positions A
- Key position descriptions
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Prepare organization charts for Corrections Division
Administration and all Branches

Prepare all other justification data required by
Administrative Directive Number 4

Monitor flow of the requested organization change
through approval process; by organization

- Director of Finance
- Management Servyices Branch
- Bargaining Unit .

- Governor's Office

Once the tasks are identified and completion dates established,
the plan can be implemented. Specific task assignments are then
made, regular progress meetings scheduled, and progress very
closely monitored againét the schedule. Delays or constraints must
be identified quickly and corrective action initiated to preclude
any drastic scheduling set-back. It is critical‘that integration
of this organization implementation plan be made with facility
implementation plans. By doing this, interrelated activities can
be performed simultanecusly to eliminate delays.

2. POTENTIAL PROBLEMS AND CONSTRAINTS

In developihg the implementation ounitliue.above, we foresaw
several problems and constraints which, if not solved, could delay
the implementation schedule. Possible problems or constraints are:

(1) Overall Decision-Making

We believe there must be a minimum of delay in moving to
~the new organization, if the schedule for facility occupancy
is to be met. Many of the implementation tasks will require
high-level decisions and immediate action. B@sed on observations
and information obtained, decision-making cuﬁ%ently seems - to
take an inordinate amount of time. Thereforef“we think it is
essential that the Implementation Task Force previously
mentioned be established with the authority to make final 4
decisions. . |
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(2) Approval of New Organization

Although the above suggested Task Force would partici-
pate in defining the final organization, Administrative
Director No. 4 has specific processing requirements which
normally take.considerable time. We recommend that emergency
processing procedures be authorized to eliminate delay. In

essence, the paperwork should be '"walked" through the process.

(3) Review of Each Employee's Record

Reviewing employee records is an important but time-
consuming activity. A temporary clerical task force will have
to be established to complete the evaluation in a minimum of
time.

(4) Development of Training Program

Priority must be given to the development of a training
program. From the results of our questionnaire, it appears
that a significant amount of retraining will be required of
present staff. The retraining will be primarily in areas
related to resident treatment programs; subjects that in all
probability will be entirely new to correctional personnel,
especially security officers. We anticipate the requirement
for a major training program and emphasis must be placed on
training now, if it is to be completed before the new fa-
cilities are ready for occupancy.

Since the unit management concept 'is new to Hawaii, some
consideration should be given to obtaining assistance from
the Bureau of Prisons (who currently uses it) or to hiring a

qualified consultant in developing and conducting the training
programs.
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(5) Coordination with Labor Organizations

’

To preclude any'union problems, we recommend that labor
representatives be oriented to the program early, and contact
maintained throughout implementation.

(6) Recruitment and Training

The primary concern here is time: time reqﬁired to
obtain qualified candidates, time to process recruits through
the academic training programs, and time to give recruits
line experience through work assignments in an existing
+ facility. 'In addition to expediting the initial recruiting

process so that adequate time will be available for academic

and actual job experience, funding must be made available to
pay for all phases of the program. Funding sources should be
identified and acquisition processes initiated as soon as
possible.

(7) Orientation to New Facilities

Orientation to the physical facility can be done as soon
as the facility is completed or is nearing completion.
Orienting staff to their duties is most important as they
must understand when and how they are to do their jobs. Such
instructions normally are found in procedures manuals; one of
which must be developed for each facility prior to its
opening. The preparation of the manuals is one of the steps
to be identified in the previously mentioned "Facility
Implementation Plan'; and will be the key to an effective and
meaningful orientation.

The implementation plan suggested in this section presents

the basic format and content of a process for moving from the
present organization and structure to the one proposed. A stropg
planning team must be formed to develop more refined tasks and
_subtasks so that activities required can be monitored for progress
on a day-by-day or hour-by-hour basis. Time is most important.
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Expediency is also required for planning the obening of each new
facility (Facility Implementation Plan). These planning efforts
should be concurrent and if they are not performed by the same
personnel, they should at least be coordinated to the maximum
extent possible. The success or failure of the Correctional

Master Plan will be directly proportional to the degree of emphasis
placed on and priority assigned to, the overall planning effort.

~54-

N . '\\



VI.

PROGRAM OBJECTIVES AND
MEASURES OF EFFECTIVENESS




VI. DPROGRAM OBJECTIVES AND
MEASURES OF EFFECTIVENESS

One of the goals of this study was to develop recommendations
relative to "program objectives and measures of effectiveness."

It is our understanding that the above phrase refers to infor-
mation used in the preparation of the biennium budget. In that
context, '"program" usually is synonymous with a facility or some
specific activity. 'Measures of effectiveness' refers to the
identification of quantitative data that would reflect the success
or failure of that facility or activity.

In reviewing the latest budget data concerning program
objectives and measures of effectiveness, it appeared that "effec-
_tiveness” was to be measured primarily at the facility level, and
involved only information relative to escapes aﬁd incidents of
physical violence. In our opinion, a total facility is only as
effective as each of the organizational units that are function-
ally responsible for its operation. Therefore, measures of '
effectiveness should first be defined at that level.

In-the folldwing pages, a series of factors are presented
which, when compared to "norms" or mutually agreed upen '"'stand-
ards," will accurately reflect the effectiveness of functional
operations. In turn, they will reflect the overall effectiveness
of the facility. '"Norms" or "standards" have not, to our knowl-
edge, ever been established or published for use in evaluating the
effectiveness of a correctional facility. The experience of other
states or federal facilities with regard to the measures recommended,
may be available on an individual basis, and reference to them
could be used at least as a simple comparison. However, an
apparent danger is that the facility, organization, etc., will .be
disimiliar, making any comparison less than meaningful.
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It is suggested that Hawaii establish its own 'goals" for
each of the measures used:to evaluate facility effectiveness. For
the first year or two of operation, most standards for comparison
should be established at '"0" or at an extremely low level of
activity. This would depend, of course, on the specific measure
" itself. Subsedquently, charts should be maintained showing the
trends for each measure with new goals or objectives established
each year and charted accordingly.

We recommend the following‘"objectives” and "measures of
effectiveness'" for these Master Plan Facilities: (1) Oahu Com-
munity Correctional Center, (2) High Security Facility, (3) Hawaii
Community Correctional Center, (4) Maui Community Correctional
Center, and (5) Kaual Community Correctional Center.

We propose developing measures of effectiveness in terms of
the primary functional areas contained in our recommended Cor-
rections Division organization structure. These would be '"Se-
curity," "Programs,'" "Operations," and "Administrative Services."
Each of these areas involves specific responsibilities, many of
which can be measured quantitatively. The data needed to evaluate
effectiveness is almost always readily available. It is infor-
mation every competent and conscientious manager should be
collecting and'analyzing to improve his area of responsibi;ﬁty.
From these lower level measures, facility and divisional effec-
tiveness measures can then be developed.

Since each Master Plan facility will be organizationally and
operationally similar (with some difference in degree of security),
a single set of "effectiveness measures'" should be applicable to
all, Iffany facility performs a unique function, it will be so
identified.

The primary objectives and measures of effectiveness suggested
for each functional area are as follows:
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1.

SECURITY

Primary Objectives

- To assure the safety of staff, residents and the
public through constant surveillance and control of

residents

- To protect property and equipment from damage or
loss

- To participate in treatment programs designed to

offer residents alternatives to criminal behavior.

. Measures of Effectiveness

- Number of physical assaults on staff by residents

PN in intake area
. in modules
‘s in program areas
. during work details
. in infirmary
during movement between mocules or areas

- Number of documented verbal assaults on staff by
residents (intimidation, threats)

- Number of incident reports involving residents being
in unauthorized areas

- Number of assaults on residents by residents (by
area or module)

- Number of resident complaints charging brutality,
harassment.

number substantiated
- Number of reported instances of damage to facility,
equipment or material perpetrated by residents (by
area)

- Number of reported instances of facility property
being stolen (by area)

- Number of '"shake downs" resulting in confiscation of
contraband '

- Number of disciplinary actions taken against staff
‘- dismissals

. time off
reprimands
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- Number of man hours spent working in "programmatic"
capacity '

- Number of attempted escapes

.. violence involved
. violence not involved

- Number of successful escapes

violence involved
. violence not involved

- Number of incidents involving two or more residents

- Number of incidents occuring during contact visit-
ing period

- Average number of sick leave hours taken by staff

- Average number of man hours of training received
' per staff member

- Number of personnel leaving . the Organization:

.. resignations

..  terminations for cause (fired)

. terminations for cause (did not pass pro-
bationary period)

. transfer within division (without prejudice)

. transfer to another staff agency (without
prejudice)

- Number of overtime hours

. by job classification 4
. by shift : e

- Security cost per resident -

2. PROGRAMS

. Primary Objectives

- To develop in-house and community-based treatment
programs founded on residents' needs. These
would be determined from individual in-depth
diagnostic evaluations.
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- To facilitate, through counseling, the voluntary
participation of residents in those treatment
- programs which can significantly increase the
possibility of successful reintegration into the
community.

- To provide viable‘and meaningful alternatives to
; criminal behavior.

Measures of Effectiveness

- Average number of hours per week (or per day) of
individual counseling per resident

long-term pfe—trial
‘e sentenced

- Average number of hours per week (or per day) of
group counseling per resident '

long-term pre=trial. .
sentenced

- Percentage of facility residents participating in
individual counseling program

long-term pre-trial
sentenced

- Percentage of facility residents participating in
group counseling program

“ long-term pre—trial'
sentenced

- Number of individual resident treatment plans
developed

long-term pre-trial
sentenced

- For each in-facility/in-community program (if
applicable):

number of participants - percentage of facility
population
. number completing program requirements
- average number of hours spent in program,
per resident
number of residents not finishing program
- dropped out (include reason)
— released from custody
- terminated for cause (transfer, dis-
ciplinary action, etc.)

~59-



‘e number of residents continuing program after
release
e number of residents completing vocational
training programs who found jobs in that
field after release
- number residents retaining job for one
year, two years

- Number of residents changing status

. from close security housing to medium securlty
housing
.- from medium security housing to work/education
release housing
e from work/education release housing to con-
ditional release center
from CCC to High Security Facility
the reverse of each of the above

- Number of library books, periodicals or magazines
lost, destroyed, damaged or stolen

by module
by main library
- Average number of sick leave hours taken by staff
- Average number of man hours of training recelved per

staff member
e Number of personned leaving organization

resignation
termination for cause

‘e transfer within division
transfer to another state agency

\
)

- Number of hours staff spends writing reports,
documenting interviews, etc.

- Number of overtime hours

- v4Program cost per resident

- Number of resident hours spent in in-community
programs - percentage of total program hours

- Number of resident hours spent in in-facility
programs - percentage of total program hours.

3. OPERATIONS .

Primary Objectives
- To maintain facility in operationail condition
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- To provide food services to residents and staff

To maintain proper material and equipment inventories
and provide adequate janitorial services.

Measures of Effectiveness

- Hours expended on regular, scheduled maintenance by
category of maintenance

- Hours expended on emergency repairs

- Material costs expended on emergency repairs

- Hours expended on resident-caused emergency repairs
- Material costs of resident-caused emergency repairs

- Average response time to calls for emergency service,
by category of service

' - Cost of specialized contract repair service by type
of service

- Trusty hours utilized on scheduled maintenance
operations; trusty compensation costs

- Quantity and type of material/tools/equipment lost,
stolen, damaged

- Number of hours staff expended as instructors in
vocational training programs; by vocation

- Cost per meal per resident

- Number of trusty hours utilized in food services
. functions ;

- Replacement cost of resident facility-issued
clothing, bed linens, towels, etc.

- Cost of janitorial supplies by module or area.

- Trusty hours utilized for janitorial/laundry functions;
compensation costs involved

- Number of personnel leaving organigzation
resignation
termination for cause
transfer within division
transfer to another state agency
- Average number of sick leave hours taken by staff

- Number of overtime hours, by craft.
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4.

ADMINISTRATIVE SERVICES

; Primary Objectives

- To provide administrative support to all other
facility functions

- To coordinate a division training program

- To coordinate and arrange for medical services for
residents.

. Measures of Effectiveness

- Business Office

Measures of effectiveness for many administrative
activities are normally developed through appli-
cation of a work measurement program. Comparing
work accomplished to established standards then
provides the manager with an immediate indication
of effectiveness. Since the work performed in the
Business Office unit of Administrative Services is
primarily oriented to paper processing, it is
suggested that such a program be used to develop a
series of activity standards for measuring effec-
tiveness.

- Staff Development ' o

. Number of hours staff expended attending
: training programs; by job classification; by
program subject

Number of hours of instructions given by staff
training officers; by subject

< Number of hours of instruction given by non-
divisional personnel; by subject

- Number of employees receiving training cer—
tificates by program subject

. Number of employees receiving diplomas, degrees
or advanced degrees

. Percent of staff having completed total
training programs. ,
. AN

T R

- Medical Services | A !

- Department of Health to. conduct semi-annual
audit of infirmary and patient charts, records
and inspection of facilities. DOH to determine
specific factors to be evaluated. :
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The measures of effectiveness presented above can only be
considered guidelines. The method or process used to obtain the
data required must be develbped as part of each facilities' manual
and the Division's rules and regulations. The manuals should also
include the frequency of reporting, the ''standard" against which a

~comparison is made, and the related ''percentage of total' categories

desired. Any reporting system developed for an effectiveness
measurement program should also require a responsible manager to
plan corrective action, when applicable.
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THE UNIT MANAGEMENT CONCEPT

The Unit Management concept basically involves the separa-
tion of offenders into small self-supportive groups. This is
done to enlance facility management and to provide an envirénment
that increases the likelihood of obtaining a positive response by
offénders to the programs.

Use of this concept has been designed into Hawaii's new
facilities in that they consist of physically ‘separate modules
that will house from 15 to 36 offenders, depending on their classi-
fication. A "Unit Manager'" will be in éharge of one or two modules,
depending on the type of offenders housed in the modules, for pur-
poses of directing all aspects of an offender's residence and treat-
ment program. (Each.of the Neighbor Island facilities is a module
for purposes of implementing the Unit Management Concept.) One of
the Unit Manager's responsibilities is to assure that adult correc-
tional officers (ACOs), whose primary duties are security oriented,
are used to the maximum extent in the treatment programs.

Thus for security related activities the ACO's report through
the tradition organizational hierarchyqto the Watch Commander. How-
ever, for program purposes they report to the Unit Manager.

Exhibit I, following, depicts this relationship and compares it to
the traditional organizational form.

The physical design of the facilities enhances this approach
in that ACOs can be assigned to their basic security duties by
module and thus have an opportunity for extensive contact with the
same offenders over an extended time period. To the extent that this
contact, or other activities initiated as part of a planned program, =
develops a meaningful relationship, ACOs represent the potential
for gounselling offenders that;might not otherwise be available.
The direction of these activities by someone experienced in offender
treatment ?é necessary to maximize use of resources that otherwise’
would focqé only on security.

it
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ILLUSTRATION OF TRADITIONAL AND FUNCTIONAL ORGANIZATION FORMS

TRADITIONAL FUNCTIONAL MANAGEMENT CONCEPT
Facility Facility
Administrator Administrator
Assistant
Secretary Facility
Adminigtrator
[ I [ 1
Assistant
Secretary Facility Securitfy Programs Operations Adm;gig;r:?ive
Administrator ’ ces
L I [ |
. Administrative Central "y
QSecurity Programs Operations Services Control >
Agsignment ) Unit
By Programs Y Managers
Central »
Control
Conditional [ — r"-—L‘9 T T -
Release
(1 Center Case 2zgagers ACGs Medical Recreation Other Opgﬁgggggal
Counselors Programs Programs Prograns Services
acOs Resid A : ;
Assigned — P sicency Plans, directs, Performs »F——Provides specialized services at request of Unit Manager.———ﬁ
to Areas rograms and performs program ) .
Within counseling and functions ' i
Facilities adjunctive as assigned
services. in addition
Medical to normal
Programs gecurity )
duties,
Y -] Recreation '
}
— ETC. '
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SUMMARY - POSITION DESCRIPTIONS

One of the requirements of this project was for Arthur Young
& Company to provide summary job descriptions for the positions
included in the proposed organizational structure. During the
project we had the occasion to obtain and analyze the existing
descriptions for each position within the Corrections Division.
It is our opinion that the data contained in many of these current
descriptions is very detailed and any effort in terms of adding
or deleting functions designated for a specific job would be

unproductive.

The major changes in position descriptions will occur only
in those concerned with the functions of Security and Programs.
Although most of the currently assigned duties and responsibilities
of existing security and program personnel wili be the same for
operating the new facilities, major changes in certain key functions
will occur. Based on the Master Plan concept and its associated
objectives, the "Security" personnel will now be required to
actively participate in resident treatment programs. Such par-
ticipation will require knowledge of and training in redirective
treatment techniques, heretofore not a part of their position
requirements. "Program" personnel now performing in individual
counseling roles will be reorganized to implement the unit
management concept, as utilized by the Bureau of Prisons. The
recommended position descriptions for program personnel reflect
this new treatment approach. ’

We have elected to provide detailed descriptions for the
key positions in the two functional areas, “§écurity”'and "Programs",
excluding those we consider “standard' or "classic." The posi-
tions of clerk, physician, dentist, etec., are'adeqqately described
in current documentgxﬁﬁgwand, in our opinion, need.not be changed

or included here. "\ =



The same rationale is given for all positions prescribed for
the Operations organizatibn. Cooks, laundry workers, electricians,
plumbers, etc. perform the same basic duties regardless of the
design of the facilities and again, existing documentation is
adequate.

One other point should bé made. We do not include recom-
mendations, within the proposed summary job descriptions, for
minimum qualification requirements. It is our opinioan that either
the Personnel Office of DSSH should conduct the necessary research
to develop such criteria or a qualified personnel consultant be
hired for that purpose on a contract basis. Such an activity has
been considered beyond the scope of this project.

Summary job descriptions are attached for the following
positions:

Security

Function Administrator for Security
Watch Commander - Captain
Lieutenant

Sergeant

ACO I, II and IIT

Programs

Function Administrator for Programs
Facility Program Coordinator

Unit Manager

Case Manager

Correctional Counselor



RECOMMENDED SUMMARY POSITION DESCRIPTION

FUNCTION ADMINISTRATOR FOR SECURITY

Definition

Under the general direction of the Facility Administrator to

plan, develop, coordinate and direct the security personnel in

their 24 hour function to provide safety for staff, residents and

the public, and to assure resident control and facility security.

Primary Duties and Responsibilities

Formulate policies, establish procedures, and coordinate
security operations for the safe custody, discipline and
controlled movement of all residents.

Confer with the Facility Administrator on security
policies and procedures. Assist with the overall plan-
ning for the facility.

Plan and direct the compilation of security policies
for the Facility Procedures Manual, to include an
emergency operations plan and the means for its imple-
mentation. R

As a member of the Unit Treatment Team, work with and
advise staff on classification, discipline, and pro-
grammatic decisions.

Plan, direct, and review the work of all Captains and
indirectly, that of all security personnel in their
function to maintain security and actively participate in
the resident redirective programs.

Review all assignment rosters.

Provide technical direction to watch commanders in their

supervision of correctional officers to assure proper
execution and completion of assigned duties. :

Assure uniform interpretation and appllcatlon of Division
Rules and Regulations and the policies set forth in ‘the
Facility Procedures Manual. Take disciplinary measures
against infractions thereof.




Function Administrator for Security (cont.)

Assure proper training and staff development of all
security personnel in their functions of providing
security and taking part in rehabilitative programs.

Prepare required administrative reports and insure that
subordinate personnel prepare and submit reports required
of their assigned duties.

Conduct periodic and unscheduled inspections of the
Facility and its activities to ascertain that proper
security, health, and safety measures have been taken.

Coordinate the Security function with that of Programs
and Operations to maximize the effort toward redirecting
residents.

Maintain cooperative relations with and answer inquiries
by citizens or public and private agencies.

Provide pertinent data for the prepdrdtion of the
biennial budget.

Inform Facility Administrator of any significant in-
fraction by residents and/or personnel against Division
Rules and Regulations and/or policies contained in the
Facility Procedures Manual.
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RECOMMENDED SUMMARY POSITION DESCRIPTION

WATCH COMMANDER ~ CAPTAIN

Definition

Under the general direction of the Function Administrator for
Security to provide (through subordinate supervisors) the security,
discipline, and control of all facility residents during an assigned
watch.

Primary Duties and Responsibilities

Administer, schedule, direct and review the work of
security personnel to achieve the safe custody and
control of all residents during an assigned watch.

Possess a working knowledge of the theories and principles
of redirective treatment techniques such as reality,

therapy, transactional analysis, facilitative counseling,
behavior modification, etec.

Direct and continue to develop the effective application
by security personnel of current correctional and re-
directive programming methods and techniques.

Determine staff training needs. Assure proper recruit
training, and/or reeducation of security personnel.

Assist with the selection of training methods for security
personnel and conduct such training when reguested.

Assure the active participation of security personnel in
.resident rehabilitative programs.

Maintain and assure workable liaison with all functions
of the facility thereby maximizing the rehabilitation
efforts and minimizing security problems.

Supervise and control inmate movement to and frem
their assigned duties, work lines, meals and other
authorized activities. Monitor regular resident counts.

it
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Watch Commander - Captain (cont.)

Establish and enforce procedures for the searching of
incoming and outgoing residents, staff, vehicles,
vigitors, materials and supplles to detect contraband.

Review facility policies, procedures, and operations with
the Function Administrator for Security to assure an
efficient and economic operation that provides security,
resident control, sanitation and an effective utilization
of space.

Receive and evaluate incident reports relative to fa-
cility procedures and/or Division Rules and Regulations
infractions. Take or recommend appropriate action.

Assist in the development of a blennlal budget for the
security function. :

Establish and maintain cooperative relations with in-
dividuals or private and public agencies who are
interested in providing community-based resources.

Determine the need for medical attention by a resident.
Thoroughly brief the on-coming watch commander of any

operational or resident problems that have occurred
during the previous watch/watches.



RECOMMENDED SUMMARY POSITION DESCRIPTION

LIEUTENANT

Definition

Under the general direction of the Watch Commander~Captain or
the Function Administrator for Security this position will plan,
direct and review (through subordinate supervisors) the work of all
security personnel on a shift to ensure the security and control of
a specifically assigned area. In small correctional facilities, he
may perform as the Function Administrator for Security.

Primary Duties and Responsibilities

Supervise, plan, and direct the work assignments of
all security personnel on a shift, within a specified
area of responsibility.

Have a working knowledge of the theories and principles
of redirective treatment techniques such as reality
therapy, transactional analysis, behavior modification,
facilitative counseling, etc. Be prepared to apply these
techniques in the absence of regularly scheduled cor-
rectional officers.

Provide guidance and training to personnel relative
to proper interpersonal relationships with residents and
direct their part in rehabilitative programs.

Maintain control of security equipment and devices.

Maintain pertinent records and prepare reports as
required.

Evaluate work operations and the performance of sub-
ordinates. When necessary, take or recommend appropriate
corrective action. : '

Enforce facility procedures as well as Division Rules’
and Regulations.

Assist residents in their adjustment to the facility,
advise them on their attitudes and behavior, cooperate
with Program personnel in an active effort to redirect
the resident. S :

@



Lieutenant (cont.)

Function as a member of the Unit Treatment Team, rec—
ommend housing and work assignments of all residents.

Arrange for security escorts when residents are traveling
outside facility.

Inspect facility daily to assure that appropriate
security, health and safety standards are met.

Report all operations or resident problems to the
Lieutenant of the next shift.
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RECOMMENDED SUMMARY POSITION DESCRIPTION

SERGEANT FOR SECURITY

Definition

Under a Lieutenant's supervision, the Sergeant will supervise,
direct and work with a small group of correctional officers in the
control of an assigned area or functional operation.

Primary Duties and Responsibilities

Assign, direct, supervise, and assist subordinate
correctional officers in the control of an assigned area
or functional operation during a watch.

Possess a working knowledge of the theories and prin-
ciples of redirective treatment techniques such as:
reality therapy, transactional analysis, facilitative
counseling, behavior modification, etc. Assist cor-
rectional officers in the application thereof.

Supervise and assist security personnel in their work in
resident rehabilitative programs.

Provide on~the-job training in security techniques for
correctional officers. Direct corxectional officers in
various methods of controlling overly emotional or
disturbed residents.

& .
Supervise and control all resident movement in assigned
areas.

Receive and process residents entering or leaving
the facility.

Direct and record accurate and frequent resident counts.
Keep complete and accurate records of all residents as to

custody, housing, work location, and all movement within
or outside the facility. , o

Report sick or injured residents to the Area Supervisorw’

Periodically inspect and search residents and their
quarters for contraband of any type.

=
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Investigate and report irregularities, suspicicus T
occurrences, and/for unusual behavior to Area Supervisor.
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Sergeant for Security (cont.)

Attend Unit Treatment Team meetings when requested dnd
actively participate in formulating classification,
programmatic and adjustment decisions.

Lead group discussions with residents to develop insights
and open channels for communication between residents and
personnel.

Assure the control of knives and other tools used in the
kitchen or other work aress.

Coordinate and work with the food service manager and
culinary staff in all matters concerning food management
and service to inmates.

Maintain an accurate accounting and control of all
emergency equipment issued during a shift.

Account for and control all keys stored in or issued
from the control center.

Determine through positive identification, persons
authorized entry to or exit from the fac111ty and
direct their search.

Enforce the policies of the Facility Procedures Manual
and Division Rules and Regulations. Report any infract-
ion by residents or staff personnel to the Area Supervisor.

Prepare requireqd reports and maintain logs.

Evaluate the work performance of new correctional
officers and prepare applicable reports.

Brief the on-coming Sergeant of any operational or
resident problems from the previous watch/watches.




RECOMMENDED SUMMARY POSITION DESCRIPTION

CORRECTIONAL OFFICER III FOR SECURITY

Definition

Under the supervision of a sergeant, is indepedueduly re—
sponsible to maintain the security and control of residents, foster
proper attitudes, and generate channels of communication conducive
to the redirection process.

Primary Duties and Responsibilities

. Through active program participation strive for resident
| redirection. Take part in Unit Treatment Team meetings.

Orient new residents to the facility procedures, rules,

schedules; search and strip the resident and catalogue

their personal items upon admittance, returning the same
, upon their release.

Work with individual residents toward rehabilitative
goals by applying the theories and princ¢iples of treat-
ment techniques such as reality therapy, transactional .
analysis, facilitative counseling, behavior modification,
ete. -

Instruct security personnel in the proper method of
finger printing and cataloging.

Instruct and direct the photographing, devéloping and
printing of residents, probationers and employee plctures
for file and identification purposes.

Lead group discussions with residents.

Supervise the conduct and control of residents in housing
units, during meal periods, and on in-facility work
assignments.

Escort and maintain security of residents traveling to
and from activities outside the facility i.e, work
assignments, court appearance, medical treatilent and
other authorized movements. Inspect and search all
incoming or outgoing persons and vehicles.

&
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Correctional Officer 1II for Security

N

Inspect resident rooms to assure that proper security,

'health and safety measures are being maintained. Search

for contraband of any type.
Conduct frequent resident counts.
Assist in the search for and apprehension of escapess.

Enforce Division rules and regulations and the policies
contained in the Facility Procedures Manual. Provide
written and/or oral reports of either resident or
personnel infractions thereof.

Inform supervisors of suspicious occurrences or irregular
activities.

Control assigned keys and operate electronically con-
trolled doors per established procedure. Keep fire arms
in good working condition.

Brief on-coming Correctional Officers of any operational
or resident problems from previous shifts.



RECOMMENDED SUMMARY POSITION DESCRIPTION

CORRECTIONAL OFFICER II FOR SECURITY

Definition

Under the supervision of a Correctional Officer III or
Sergeant, perform security, control and resident redirective L
functions at assigned post during a watch.

Primary Duties and Responsibilities

Supervise the conduct and maintain control of residents
in housing units, during meals, at authorizZed activities
and at work assignment locations.

Work with individual residents or groups of residents
toward rehabilitative goals by applying the theories and
principles of treatment techniques such as reality
therapy, transactional analysis, facilitative counseling,
behavior modification. o

Prevent escapes; prevent injury by residents to them-
selves, employees or other residents; prevent damage to
property.

Attend in-service training classes to learn current cor-
rectional security concepts and techniques and also to
become equipped for effective participation in resident
rehabilitation programs,

Provide information to residents on community resources,
make referral recommendations to professional staff, and
assist in the redirective programs. Maintain good rapport
with residents.

Make periodic resident counts. e

Stand watch at a poé% or patrol the facility, hausing;rv
perimeter security walls and fences or shops.

Inspect housing and residents for contraband. Check for '§
orderliness and sanitary conditions. X

Search for and aid in the apprehension of escapees.

Enforce Division Rules and Regulations, policies of the
Facility Procedures Manual; and report any infractions
thereof, o ,



Correctional Officer II for Security (cont.)

Report to supervisor and on-coming staff any abnormal
occurrences.
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RECOMMEND SUMMARY POSITION DESCRIPTION

AL OFFICER I FOR SECURITY

Definition

In a

trainee capacity and under close supervision this position

serves to maintain the security and control of residents on an

assigned watch.

Primary Duties and Responsibilities

Assist in the supervision and control of inmates in
housing units, during meal periods, on work and other
assignments and during recreation periods.

Work with individual residents or group of residents
toward rehabilitative goals by applying the theories and
principles of treatment techniques such as reality
therapy, transactional analysis, facilitative counseling,
behavior modification. '

Take an active part in resident rehabilitation programs.

Stand watch at a post or patrol the fac111ty, hou81ng,
perimeter security walls and fences or shops.

Take periodic count of residents.

2eriodically search residents and inspect their housing
for contraband of any form. Check sanitary conditions
and orderliness, :

Act as an entrance gate officer, search any person or
vehicle entering or leaving the facility.

Request presentation of proper identification by visitors.
Instruct visitors as to the rules, regulations, and
procedures of the facility. Escort visitors through the
facility. S

Supervise visits to residents.

Search for and aid in the apprehension of escapees.

Report any unusual behavior or actions to supervisor.



RECOMMENDED SUMMARY POSITION DESCRIPTION

FUNCTION ADMINISTRATOR FOﬁ PROGRAMS

Definition

Under the general direction of the Facility Administrator,
plan, develop, coordinate and direct vocational, educational,
recreational, and medical programs for residents of the facility.

Primary Duties and Responsibilities

Under the unit management concept, administer a program
of diagnosis, classification, social casewark, education,
religion, recreation, employment counseling and psycho-~-
logical and psychatric services.

Formulate and direct treatment programs to meet the
needs, interests, and abilities of residents as deter-
mined by various objective methods and techniques.
Confer with ISC and CCC facility personnel, specialists,
and interested agencies. ‘

As a Unit Treatment Team member assist with the classi-~
fication, determination of program, and/or adjustment
ireatment necessary for a resident.

Direct the development of program policies and procedures
to be contained in the Program section of the Facility
Procedures Manual.

. Supervise, review and evaluate all facility programs and
their operation. Prepare a monthly progress report on
the program section. Make appropriate recommedations or
changes as needed.

Establish and maintain operating and administrative
control of the Program section in compliance with
Division Rules and Regulations.

Supervise and review the proper training of program
staff to maximize the redirection and rehabilitation
effort.

' Participate in or direct the compilation of monthly
resident evaluation summaries. These reports to be
maintained as record, issued to the Board of Paroles
and Pardons, and/or submitted as court reference.
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Function Administrator for Programs (cont.) : ¥

Provide appropriate data to assist the preparation of the
bieunnial budget for programs.

. Review and approve program supply and equipment requests.

. Coordinate the program function with other facility

functions. Maintain good public relations with state,
community, and private agencies.



RECOMMENDED SUMMARY POSITION DESCRIPTION

FACILITY PROGRAM COORDINATOR

Definition

Under the direction of the Function Administrator for Pro-
grams, provides technical supervision to unit and case manager
relative to treatment programs.

Primary Duties and Besponsibilities

Provides technical direction in the development of
individual treatment programs.

Acts as a resource person for case managers and coun-—
selors in providing training and guidance in diversified
treatment programs.

Monitors all counseling programs.

Maintains state~of-the-art in the area of innovative
treatment technigues through correspondence, periodicals,
services, workshops, etc.

Coordinates and assures uniformity in programs among
all treatment units.

Develops a staff training program and monitors its imple-
mentation.

Reviews Treatment Unit progress reports and prepares
consolidated reports, as reguired.

Sits in on Unit Treatement Team meetings and provides
guidance, as required.

Reviews and makes recommendations on 'special transifer
cases, residents proposed for work/study furlough pro-
grams, etc. ’

Assists in development of departmental budget.



RECOMMENDED . SUMMARY POSITION DESCRIPTION

UNIT MANAGER

Definition

Under the direction of the Function Administrator for Pro-
grams, plans, develops, administers and evaluates the function of a
treatment unit or units (Module).

Primary Duties and Responsibilities

Directs and manages one or more treatment unit within
the facility. A single housing module, regardless of
resident numbers, is considered one treatment unit.

Plans, organizes, implements and evaluates all phases of
a unit's correctional treatment programs. Assures that

the operations of the unit are integrated with the total
mission of the applicable Community Correctional Center,

. Assures that adult correctional officers, whose primary
duties are security-oriented, are utilized to the maximum
extent possible in treatment programs.

. Directs a continuous program of individual and group
counseling designed to guide attitudes and behavior
toward achievable goals.

. Directs casework services provided by correctional
counselors who develop and implement individualized
treatment programs for residents.

Directly supervises and evaluates the performance of
staff as well as the development of on-going training
programs.

. Supervises all activities, devises innovative treatment
programs and assures that these programs are implemented.

Interprets and utilizes evaluations and recommendations
of education, recreation and medical specialists.

Aqts as Chairman of the Unit Treatment Teamn.




Unit Manager (COht.) G

Provides quality control supervision over all progress
reporting, transfer recommendations, correspondence, etc.

Exercises unit responsibility over the library, chap-
laincy, and recreational programs through coordination
with appropriate staff specialists.



RECOMMENDED SUMMARY POSITION DESCRIPTION

CASE MANAGER

Definition

Under the direction of the Unit Manager and in coordination
with the Facility Program Coordinator, develops individual resident
treatment programs.

Primary Duties and Responsibilities

Functions as a member of the Unit Treatment Team.

]

Collects, verifys and analyzes information relative

to social history to supplement data obtained by the ISC.
Makes community contacts to verify information, as
necessary.

Develops, with the assistance of each assigned resident,
an individual treatment goal in education, vocational
training, group therapy, etc.

Monitor resident progress to program goals and make
modifications, as appropriate.

Works directly with residents in a counseling capacity
utilizing the theories and principles of reality therapy,
transactional analysis, etc. Prepares progress reports
accordingly.

Assists residents with detainers, concurrent sentences,
and writs.

Prepares special reports relative to paroles, transfers,
restoration of forfeited time; making appropriate rec-
ommendations. Corresponds with judges, attorneys, probation
officers, etc., regarding his assigned residents. :

Adjusts his work schedule so as to be available to
residents during residents' non-working hours.

Interprets treatment plan to counselors relative to
program cbhjectives.

Serves as liaison between counselors and security staff
on matters. concerning resident behavior.

Acts as a leader in group counseling discussions.



Case Manager: (cont.)

Responsible for pre-release planning for assigned
residents,

Acts in a liaison capacity with community agencies;
public and private. Be knowledgeable of release
planning problems and the steps required by residents
to apply for community assistance.

Develops and provides general supervision of furlough
program. Maintains regular contact with furloughees'
employers, schools, families, etc.

Develops and coordinates community resources to maximize
the resocialization/reintegration goals of the Unit
Program,

Maintains those liaisons with community agencies, both
government and private, so that referrals can be made
when the need is identified.



RECOMMENDED SUMMARY POSITION DESCRIPTION

CORRECTIONAL COUNSELOR

Definition

Under the direction of the Unit Manager, and in coordination
with the Case Manager, implements the treatment plans developed
which includes supervision of furlough programs.

Primary Duties and Responsibilities

Assists the Unit Manager in administering the total unit
program.

Functions as a member of the Unit Treatment Team.

Functions as counselor to specified residents; orients
new residents; conducts interviews to become awa;e of
their problems.

Assists Unit Manager in the development of individual
treatment programs.

Works directly with assigned residents by applying the
theories and principles of redirective treatment
techniques such as reality therapy, transactional
analysis behavior modification, etec.

Counsels residents regarding personal problems, reduc-
tion of frictional relationships, irresponsible behavior,
etc.; through individual and group counseling.

Assure that Unit.policy is being followed and that o
counseling functions are compatlble with other programg
areas and the general mission of the Community Correc-
tional Center.

Serves as liaison between assigned residents, the
Unit Treatment Team, and Security personnel.

Communicate effectively with individuals of different
backgrounds and levels of educational achievement.

Adjusts his work schedule so as to be available to
assigned residents during resident's non-working hours.
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Correctional Counselor

Prepares resident progress reports on behavior,
program participation, etc.

Provide direct supervision over furlough program
participants to ensure compliance with furlough plan
and Divisional policies.

Provides counseling and guidance to furloughees in
resolving problems in coping with interpersonal
relationships and attitudes which interfer with their
adjustment in the community.
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END






