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RESEARCH REPORT NO. 4

CORRECTTONAL OFFILCER TURNOVER
AT THE

pTAH STATE PRISON JUNE; 1978 -

A
i

John .Campbell

7 " ABSTRACT ; o B

The turnover rate for correctional officers at the Utah State
Prison is nearly twice as high as that for State employees generally.
Data collected over a four-year period indicated that 74 percent of the
correctional officers resigned voluntarily, 11 percent retired normally,
six percent had to quit for health reasons, five percent retired for “
medical reasons, and four percent were dismissed. More than half of the
employees who terminated employment. did so prior to working a year. There ©
was no difference in age between those who termirated employment and those
who ‘did not. There was some difference in‘marital status. A variety qf
reasons were stated for terminating employment. , N
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ACQUJSITIONS

Correchonal officer turnover at the Utah State Pr:son has

entire state turnover rate and the turnover rate of officers at the’

Priscg‘ix for 1976 and 1977 show that the officer rate is almost double: "

State ( Officers
1977 Turnover . 16% - 28%
y : . ) .
1976 Turnover 13% 24%

This study was undertaken to gather data that caild be of use
to the 'agency and division administrations, personnel offices, ana._

other parties interested in reducing the problem.

PROCE DURE '

i

The data collected came from the 4-year span of J'anuary l 1974,
to December 31 1977, A review was made of persdnnel files to 1dent1fy

characterisvtic:s of employees who resigned during”that period.

' . In the 4-year period there were 122 terminations. The percﬁentages
‘ %

of e:a‘.ch" kind of fermination are as follows:
¢
74% Re51gned (voluntanly)
11%. Normal retirement at 65
6%  Had to quit for health reasons
5%  Medical retirement
. 4% Dismissed
0 100%
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Ihé next step was to identify major characteristics of just these ‘d.
that fesigned“ (the 74%). Of those, 11% were hired but never did report
for-wo:?k. In other words, they rné.de application,' passed whatever i
screening tests were given, were intereviewed,were offered emplosrmént,
‘accepted the offer, and then never did report for work. The other 89%
resigned a(itér’ geing to work at the Prison.
Now of those who did come to work, the following graph indicates
the n&m’per who quit, when they quit, ‘and perckenta.ges\‘iay time period
(figures in the bars).
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The graph shows that 65% are quitting after they gain regular -

status and almost 50‘7; are quitting after a full year at the institution.

Only 10% are quitting during the initial 2-week training and drienta;ﬁic;n
- that all new officers m\ist Ucornplete. Impligations ;111 be discussed
1ater; ® | |

'I';vo other ,charac:teristics, mar;tél status and nage at the time
of apPlication, were re;‘ear’ched t§ see if signijicant differences
| appear:e& between those who quit and those who stayed. Fiies of“{k:hose‘
| who started at the same time and stayed were compared “with th’ose who
resigned, ‘

Practically no :eal difference was found a;.a to average age of

" those that stayed was 30,3 and the avei:agé age of those that resigned

was 30 7.
. -

The following statisitics on marital status suggest that therevis

little real difference between those who stay and those who don't.

e
. Marital Status R//esigne& Stayed
B Married . 72.5% 71%
“ ‘ Single 21% - - 14%
’ Divorced 4% ) 8%
Separated 1. 25% R
Not Available 1.25% , 7%

The data would indicate that it would be quite difficult to predict
‘those who would:stay versus those who would quit based on age or marital

status.
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' INDICATIONS

An'in-depth" statistical analysis of all possible variables affecting

AR . " o

turnover/was not undertaken. General indications or trends were

sought to assist prison administrators in personnel-decisions. The

key data in the resea.rch appears to be when o:ffu:ers qu1t ,ﬁ

Prev1ously, it was thought that the‘ major factor behmd correctional
officer turnover was the hazard mvol.ved in close c‘:ontact with the mma.tes’.
The statistics 1nd1ca.te that only 35% are qulttwg in the f1rst 6 months
before ‘chey- complete probatmn while almost 50% are not quxttxng until
s.fter a full year at the institution. - ‘

Logic would say tha.t ‘the ha.za.rdous conditions: would push the em-
ployees to'res:.gn long before a yeas’ has passed It appears that they

i

come on the job, get used to the ‘condj.firgps, receive a promotion aftei'k

- 6 months and then around a year or‘;j{;“nore become dissatisfied. Possible

reasons for the job dissatisfaction at chat point in time could include: .

1. There is a lack of premotional opportunities in
the prison system after movmg up to the senior
officer level,

2.  The employees bé‘gin to look to transferring to
sister agencies now that they've completed:a
year in correctional work. ~

3.  Having been there a year - - long enough to know
the system and its problems - - they may become
dissatisfied -with the rna.nagement the rules and
regulations they must work under, of dlssatlsfled
with their immediate supervisor. : O

e

Inasmuch as the officers are staying quite a while before quitting,

it appears that the salalry: at the entry le\;ol is probably‘a'de:qua.te.
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Dissatisfaction with salary may be occurring after they have been

©

there some time and they see that promotional opportunities are

very limited.
k2 L4 L] LAV lk L . L] [ 2 » [ ] L] LJ L l ../'

The final part of the research was to interview officers who
have resigned and others still at the Prison. In order to get candid

opin:ioi:s of why officers quit, the following is a summation of all the

responses., Names and dates of the respondents are withheld to pre-

"~ vent any confidentiality problems. The responses are categorized for

ease of identification and use, A .

Management/Administration

B

- Officers are not well-informed of the administration's new
i '
rules and procedures - inmates know of ¢hanges before the officers

i

on occasion.
- There is a lack of communcation with the administration.

- The deputy warden over our area doesn't really know what's
happening down on the firing line.

- Bad reports on inmates written up by officers bring no action.
The s<(11pervisor ignores it so that the inmates appears to be doing fine |
which results in his being transferred to a lesser level of custody. The

supervisor wants that so he won't have to deal with the inmate anymore.

Al
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- The prison has an extremely low morale among rank-and-file

~officers. I didn't quit because of the salary or the working conditions, .

just that I got tired of the mis-management and inconsistent application

~ of rules and procedures. If we rewarded competencé, officers would

&)

stay.

- Performance appraisals are extremely subjective. Thoshe with.
poor pé:gfbrma;zce someti_me ‘are promoted before those with good per-
formance. My supervisor cqvered up for incompetent officers so that
bad reports woulcin‘t go 'out. When an offi.cer“tries to do. a good job and

enforces the rules, the in;natés get upset. They czjfnplain and the

(o
Com

b

lieutenant moves the '"good'' officer out.”
' Il

- We feel very little support from the administration. It seems

the inmates are believed ';nore and afforded more rights than the officers.

. Pay

- Some quit because the pay is not worth the hassle.

- The pay is pretty good. I make as much as people I know with
the police department. .

- I think those at maximum and B-North earn the extra $50. 00

&

a month.

- Maximum and B-North don't deserve extra pay as they are

some of the safest areas of the Prison because they are lock-up.

2



o f\}
Q

R - . L I
. = The extra pay for .some posts is.unfair, ' Fox example,

*

the man in the control room at maximum gets an extra $50\\> 00 a

month and it's probably the safest spot in the Rrison.

4]
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Wozrking Conditions

- Some quit because of boredom (tower work).

- Fear of inmates causes someto quit, How many people

‘do you know want to work with criminals 8 hours a. day?

- I was terrified the first couple of months on the job, but

I learned how to survive. You have to be ""half-crazy!' to work here,

~ The ones that quit do so because they don't learn how to get

along with inmates.

Promotional Opportunities/Job Specifications

- Older officers quit because they see no future if they stay.

- Right now promotions are a big issue. Younger officers are
promoted to sergeant before officers who have been here longer. Oﬁc;_e
in a while, officers still on probation are promoted before others with
more experience. The ones who are not chosen want to know why and

gef pretty upset when no explanation is given.

A
- Officers should be allowed to advance as soon as they can

and want to.

N



- When officé{;s bid and take a job out of custody, they can't |

come back into custody' at\/a\. cbﬁlparablez level. That nﬂakeé them

mad. . o

=,

- Your work performance doesn't cerrelate with whethexr you

are promoted or not. Adyancement was possible if you were a.

i . L

friend or relative of the lieutenant, deputy, warden, etc, Isaw
several instances where basically poor workers were promoted be-

cause they were a friend of the boss.

[s]

- -Experience isn't counted as much as education in getting,

promotions. That seems very unfair,
- It's not ‘what you know, but the degree you have.

-1 supérvise functionally other officers but can't have the
direct supervisor's posit’idn because they require a degree without

substituting for experience.

- People without the degree are being discriminated

against , ‘
g * / .

Famil

o

- Shiftwork causes problems for the younger officers. It -

& i

can be 2 real strain on a marriage.
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- Family members put pressure on the officer to quit when

there is a disturbance or ancther officer is hurt.

- There is a stigma about being a ''prison guard, "

iV

Recruitment

- Expectations of the jb‘b are not fuifilied. They start and
then the job turns out to be ve:{;,g‘;g}_ifférent than they thought.

- It would be helpful to get people whko have had military

experience. It's easier for them to adjust to the jobs here.

'Rules & Regulations

- We need tighter security - it's now a "fun house. "

- The administration needs to restrict the verbal abuse
that the officers take. Inmates need to show more respect for

officers.

- Those officers that are stricter are under more pressure

ji

from the inmates than the more lenient officers.

- Rules are often changing and are inconsistently enforced.
This makes both the cfficers and inmates very nervous. Things have

become very loose and strict standards are not enforced. .
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RECOMMENDATIONS 5

are appropriate:

Based on all the data f’pres‘ented, I think the following recommendations

7

We need to do further study of Correctioial Officer selection

y

and recruitment procedures to see if we can reduce the number of

= - @

peop}e who are hiz;ed and then,”ne\ve: report for work. Further studyw
could also help f-in’d'ways, of reducing the vovera’.‘.,ll:’turnbver.

Even more important, Ithink,than reviewing the selection
process, we need to evalﬁ;.te the efféétiveness of the Prison's
personnel policies and procedures. Since most officers are fesigning
after they've worked quite awhile, I &on't think the hazardous cond;iftions
and pay are causing it as much as otheru factors.

We need to look at the bid system and the job'speciﬁca{:iéns.v to
Are we not allowingkthe kind of movernent in the Prison that is’ “ {
necessary to keep the officers from feeling deéd-ended? Arg our . ~

.

minimum qualifications too restrictive? Should we allow experience

at the Prison to substitute for college study more often than we db“now? \\\’\ =

We nced to take a look at the lines of communication~in the Prison.
. R . '
Why do some officers feel a lack of support? ) Do we need to set up
management training for first-line sup@gvis\b\.rs? What is the policy

or method for disseminating information tﬁroughout the Prison? 'A,re

lines of accountability cleatly drawn?
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. The study suggests that the overall turnover problem is
’ serious but not terrible. It also suggests that our focus should °
shift to how the personnel system at the Prison is working. . "
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