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Office of the Auditor

The missions of the Office of the Auditor are assigned by the Hawai‘i State Constitution
(Article VII, Section 10). The primary mission is to conduct post audits of the transactions,
accounts, programs, and performance of public agencies. A supplemental mission is to
conduct such other investigations and prepare such additional reports as may be directed
by the Legislature.

Under its assigned missions, the office conducts the following types of examinations:

1. Financial audits attest to the fairness of the financial statements of agencies. They
examine the adequacy of the financial records and accounting and internal controls,
and they determine the legality and propriety of expenditures.

2. Management audits, which are also referred to as performance audits, examine the
effectiveness of programs or the efficiency of agencies or both. These audits are
also called program audits, when they focus on whether programs are attaining the
objectives and results expected of them, and operations audits, when they examine
how well agencies are organized and managed and how efficiently they acquire and
utilize resources.

3. Sunset evaluations evaluate new professional and occupational licensing programs to
determine whether the programs should be terminated, continued, or modified. These
evaluations are conducted in accordance with criteria established by statute.

4. Sunrise analyses are similar to sunset evaluations, but they apply to proposed rather
than existing regulatory programs. Before a new professional and occupational
licensing program can be enacted, the statutes require that the measure be analyzed
by the Office of the Auditor as to its probable effects.

5. Health insurance analyses examine bills that propose to mandate certain health
insurance benefits. Such bills cannot be enacted unless they are referred to the Office
of the Auditor for an assessment of the social and financial impact of the proposed
measure.

6. Analyses of proposed special funds and existing trust and revolving funds determine if
proposals to establish these funds are existing funds meet legislative criteria.

7.  Procurement compliance audits and other procurement-related monitoring assist the
Legislature in overseeing government procurement practices.

8. Fiscal accountability reports analyze expenditures by the state Department of
Education in various areas.

9. Special studies respond to requests from both houses of the Legislature. The studies
usually address specific problems for which the Legislature is seeking solutions.

Hawai'‘i’'s laws provide the Auditor with broad powers to examine all books, records,

files, papers, and documents and all financial affairs of every agency. The Auditor also
has the authority to summon persons to produce records and to question persons under
oath. However, the Office of the Auditor exercises no control function, and its authority is
limited to reviewing, evaluating, and reporting on its findings and recommendations to the
Legislature and the Governor.
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Summary

The Department of Public Safety proposed a revised staffing formula
(called shift relief factor) to the 1992 Legislature. If fully funded, the
proposed change in the formula would add almost 200 security staff
positions at an annual cost exceeding $5 million. The Legislature
requested this review because of the cost implications of the staffing
formula. To assist us in conducting this review, we engaged the
consulting services of James D. Henderson, a recognized authority in
correctional security management and staffing.

We found the revised shift relief factor for determining the level of
security staffing for Hawaii’s correctional institutions to be reasonable,
The data used in calculating the formula, however, are questionable.
Thus, until reliable data are available, a definitive formula cannot be
developed. More importantly, the base, or the number of work positions,
to which the shift relief factor is applied appears to be larger than
necessary.

The shift relief factoris calculated from the number of work days required
for a correctional security job and the number of days actually worked by
a security staff member. The formula relies on leave data that, subtracted
from the number of work days a year, would show the actual number of
days worked. The department’s data on leave are questionable. The data
are manually maintained at the individual correctional institutions and the
institutions are inconsistent and sometimes inaccurate in the way they
record leave data. We found incorrect and improper data being recorded
on official leave forms.

To derive the number of security staff needed, the shift relief factor is
applied to a base—the total number of security work positions deployed
throughout the correctional institutions. We found that the base to which
the formula is applied appears to be larger than necessary at a number of
theinstitutions. Our consultant noted, for example, that Oahu Community
Correctional Center is the most overstaffed. For example, he considers
a total waste the $150,000 per year cost of staffing a 24-hour post to
oversee a parking lot.

Uulike the systematic approach followed in many correctional systems
where security staff deployment is based on clear criteria and careful
analysis, Hawaii’s correctional institutions generally have been left 10
develop their own individual staffing patterns. With indications of
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Recommendations
and Response

excessive staffing in a number of areas, the whole staffing base needs to
be properly analyzed and justified.

The department is incurring overtime expenditures for its security staff
that far exceed appropriations for this purpose—$8.4 million against an
authorized $3.8 million for fiscal year 1991-92. Overtime pay for the
correctional security staff is virtually out of control. During fiscal year
1991-92, the top earner of overtime pay received more than $36,750 in
extra income above his regular salary and 285 security employees—
almost one-third of the total—were paid $12,000 or more each in
overtime income. A separate financial audit has revealed lax control gver
and abuse of overtime usage.

This excess reflects a lack of management control of the various forms of
lost ime which result from leaves and vacancies. These problems are
symptomatic of a general sitnation where the depantment fails to keep
track of and control such matters as vacancies, training time, sick leave,
and vacation leave, all of which impact the staffing formula.

We recommend that the Department of Public Safety fix responsibility
for security staffing at a seniormanagement level and assure the reliability
of data used in calculating the staffing formula. This includes making
sure that employees are properly trained to record leave information
correctly and that internal controls are in place to ensure accuracy and
accountability. We also recommend that the department should install a
comprehensive and systematic approach to assessing its security staffing
needs and deploying its security staffing resources. Before approving a
revised staffing formula, the Legislature should require the department to
submit a more reliable and valid staffing base—that is, a base founded
upon clearly established criteria and careful analysis. Finally, we
recommend that the department should establish appropriate management
controls over lost time and overtime.

The department did not respond to our recommendations. Instead it took
exceptiontoour finding thatthe data used to calculate the staffing formula
are not reliable. It does acknowledge, however, that it will be addressing
the problem of standardizing the way leaves are recorded and making sure
that persons responsible are properly trained. The department also says
that we denied it full access to our consultant’s report. We had previously
notified the department that our consultant’s communications to us would
remain confidential until our report was issued. Omnce the report is
published, the consultant’s report becomes part of the official working
papers for the study. Like all our official working papers, these are
available for public inspection.

Marlon M, Higa Office of the Auditor
Staie Audltor 465 South King Strest, Room 500
State of Hawall Honolulu, Hawall 96813

(808) 587-0800
FAX (808) 587-0830
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Foreword

This report was prepared in response to Section 5(152) of the
Supplemental Appropriations Act of 1992 (Act 300) which requested
the auditor to conduct a study and teview of security staffing needs at
the various correctional institufions under the Department of Public
Safety. Due to the large budget implications involved, the Legislature
was particularly concerned that an examination be made of the revised
staffing formula which the department had proposed to the 1992
legislative session.

To assist us in conducting this review, we engaged the consulting
services of James D. Henderson, a recognized authority in correctional
security management and staffing. With forty years of experience in
the field, he has advised numerous jurisdictions on security staffing,
including Hawaii in 1985 and 1988.

We wish to express appreciation for the cooperation and assistance
extended to us by the director and staff of the Department of Public
Safety during the course of this review.

Marion M. Higa
State Auditor
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Chapter 1

Introduction

Administering comectional institutions is a complex and demanding
challenge. These institutions function on a continuous basis—24
hours a day, 365 days a year—and provide a variety of interrelated
services including law enforcement, food service, medical care, public
utilities, education, recreation, vocational training, and industrial
production of commercial goods. Moreover, correctional institutions
deal with persons who have been charged with or convicted of
committing ctiminal offenses. Correctional employees, inmates, and
the general public face danger should escapes or major incidents
occur.!

In Hawaii, the Department of Public Safety administers, along with a
variety of other law enforcement functions, the State’s adult
correctional institutions. Currently, there are eight institutions spread
among four islands:

Oahu
Cahu Community Correctional Center (OCCC)
Women's Community Correctional Center (WCCC)
Halawa Correctional Facility (HCF)
Waiawa Correctional Facility (WCF)

Hawaii
Hawaii Community Correctional Center (HCCC)
Kulani Correctional Facility (KCF)

Maui
Maui Community Correctional Center (MCCC)

Kauai
Kauai Community Correctional Center (KCCC)

The five community correctional centers generally confine persons
convicted of minor crimes or those awaiting trial or sentencing. The
Kulani and Waiawa faciliies are minimum security institutions for
persons convicted of crimes, while Halawa provides medium and
maximum security. The two largest institutions are HCF and OCCC,
which account for more than 70 percent of Hawaii’s inmate
population.
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Request for the
Study

Objectives of the
Study

Scope and
Methodology

The Legislature requested this study in Section 5(152) of the
Supplemental Appropriations Act of 1992 (Act 300). Legislators were
concemed about a large increase in the department’s budget request
for security staffing. The request was based on a proposed change in
the “shift relief factor” or the formula used to calculate security
staffing needs for the department’s around-the-clock correctional
operations. If fully funded, the proposed change in the formula would
add almost 200 security staff positions at an annual cost exceeding $5
million.

1. Evaluate the methodology and data used to develop and support
the requested change in the shift relief factor for security staffing
for Hawaii’s correctional system.

2. Assess the security staffing base and other management policies
and practices that may affect security staffing utilization within
Hawaii’s correctional institutions.

3. Make recommendabions as appropriate with respect to the first two
objectives.

This study focused upon two related areas of concermn:

1. The *‘shift relief factor” or the formula that is widely used in the
correctional field to calculate security staffing needs for 24-hour
operations. The formula takes into account the staffing needed to
cover posts seven days a week.

2. Management policies and practices of the Departrnent of Public
Safety that significantly impact on the use of the shift relief factor.
Control of and accounting for lost time due to leaves and
vacancies affect the calculation of the shift relief factor. How
management sets up the staffing base affects the application of the
shift relief factor.

To help us in assessing the two areas of concern, we engaged the
consulting services of Mr. James D. Henderson, a recognized authority
in correctional security management and staffing. With 40 years of
experience in the field, including 29 years with the Federal Bureau of
Prisons, he has advised a large mumber of varied correctional systems
on security management and staffing. In addition, Mr. Henderson is
already familiar with Hawaii’s correctional system. In 1985 and again
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in 1988, he assessed security staffing for Hawaii’s correctional system
under Technical Assistance Projects funded by the National Institute
of Corrections. In 1991, he was a consultant to a private firm that had
been contracted by the Department of Public Safety to develop an
automated management information system for Hawaii’s correctional
institutions.

As criteria and guidance for this evaluation, we relied primarily upon
the professional judgment of James D. Henderson. We also reviewed
professional literature on correctional security staffing in Hawaii and

elsewhere.

We made on-site visits to each of the eight institutions in the
correctional system; examined relevant departmental and institutional
rules, policies, procedures, and records; and interviewed staff at
various levels within Hawaii’s correctional system. More specifically,
we examined institutional post designations (work stations), post
orders, security staffing patterns, roster management, staff utilization
records, overtime records, and methods for tracking security positions.
We also worked with agency staff on a shift relief factor.

This study examines security staffing, but it does not assess the
staffing needs of the individual institutions nor the department’s
security policies and practices. Data used in this report were supplied
by the department. Our work was performed from June 1992 through
October 1992 in accordance with generally accepted government
auditing standards.
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Chapter 2

The Shift Relief Factor and Its
Application In Hawaii

The use of a formula, referred to as the “shift relief factor,” is an
accepted methodology for determining security staffing needs in the
corrections field. At the 1992 legislative session, the Department of
Public Safety proposed a revision in the shift relief factor it bad
followed for a number of years. If fully funded, this revised formula
would add almost 200 security staff at an annual cost exceeding $5
million. In this chapter we explain the shift relief factor and how it
works. We then examine the methodology and data used by the
department in calculating inifial and corrected versions of its revised
shift relief factor. Finally, we examine the base to which the shift
relief factor is applied.

Summary of 1. The revised shift relief factor proposed by the Department of

Findings Public Safety appears reasonable. The data used in calculating the
shift relief factor, however, are questionable. Until reliable data
are available, a definitive shift relief factor cannot be developed.

2. The base, or the number of work positions, to which the shift relief
factor is applied warrants examination. In many instances, it
appears to be larger than necessary.

Explanation of the The purpose of the shift relief factor is to provide a relatively simple

Shift Relief Factor means of estimating how many persons will be required for each
security job. Such a formula is needed because of (1) the 24-hour
nature of correctional security work, and (2) the disparity betweer the
number of days per year correctional security jobs have to be
performed (365 in many cases) and the number of days per year
security staff actually work on average (always less than 365). Over
the course of a year, most of these jobs will each require more than

O11e person.
Elements of the shift The shift relief factor is a ratio between: (1) the number of work days
rellef factor per year required for a correctional security job and (2) the average

number of days per year worked by a security staff member. This
ratio may be expressed as a fraction or in decimal form. For example,
if a job must be covered 365 days per year and the typical security
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Definitions of key
terms

employee works 220 days per year, then the fraction would be 365
over 220 and the decimal would be 1.66 (365 divided by 220).

This ratio is then applied to the base, or the total number of security
jobs that must be staffed, to arrive at the total number of security
employees required to cover the jobs. Thus, if the base is 500
correctional security jobs that must be covered 24 hours a day for 365
days of the year and the shift relief factor is 1.66, then the total
staffing required would be 830 persons (1.66 times 500).

Relatively small changes in the shift relief factor result in significant
changes in staffing requirements when applied to a large correctional
system. For example, if security employees work an average of 195
days per year instead of 220 days, then the shift relief factor would be
1.87 (365 divided by 195) instead of 1.66. If this higher relief factor
were applied to a job base of 500, then the total staffing requirement
would be 935 (1.87 times 500) instead of the 830 called for under a
1.66 shift relief factor,

To better understand the shift relief factor and its use, it is important
to be familiar with the following key terms:

Post. The duties and functions that would occupy one security staff
member at a work station. Normally, a post is stationary, but it can
involve moving around, such as patrolling the perimeter of a
correctional institution.

Work position. The work of one post for one 8-hour shift per day.
Thus, a post regularly staffed for three shifts per day would require
three work positions; those staffed for one or two shifts per day would
need one or two work positions respectively. The total number of
work positions, and not the total number oOf posts, is the job base to
which the shift relief factor is applied.

Employee position. The job of a particular employee. The total
number of employee positions is authorized by the Legislature and is
different from the total number of work positions. A number of
employee positions may be needed for a single work position. The
shift relief factor bridges the gap between employee positions and
work positions by helping to determine how many employee positions
will be needed to provide coverage for a given number of work
positions. For example, if the shift relief factor is 2.00, twice as many
employee positions are needed as there are work positions.

Shift. A shift, also known as a “watch,” is one of the three 8-hour
work periods per 24-hour day that security staff normally work. In
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Standardized format
for computing the
shift relief factor

Hawaii’s correctional institutions, the first watch is from 10:00 p.m. to
6:00 a.m.; the second is from 6:00 a.m. to 2:00 p.m.; and the third
from 2:00 p.m. to 10:00 p.m.

Workweeks; different shift relief factors for 7-day and S-day
posts. Correctional institutions function 7 days per week. There are,
however, some operations that function 5 days per week, such as
vocational training programs for inmates and provision of inmate
services 10 agencies outside the correctional system. Thus, some
security positions are programmed on a 7-day workweek while others
are on a 5-day workweek. Different shift relief factors are used for 7-
day posts and 5-day posts since the first element in the shift relief
factor raio—the number of work days per year—is 365 days for the
first and 260 for the second.

Other variations of workweeks exist within the correctional system.!
But because the affected posts are few in number, their impact on
staffing requirements tends to be minimal. We focus in this report
only on the shift relief factors for 7-day and 5-day posts.

A standardized format, called the “Uniform Manning Formula
Computation,” has been developed to facilitate computation of the
shift relief factor. This format, adapted to Hawaii with columns for
both 7-day and S-day posts, is shown in Exhibit 2.1. The standard
format calculates the shift relief factor step-by-step by identifying the
average number of days employees are away from their jobs (including
both leave time and the two days per week they are regularly off),
subtracting that number from 365 to derive the average number of
days actually worked, and then dividing the 365 days by that number.
The steps as adapted to Hawaii are described below.

Step 1. Shows that operations are continuous year around.

Step 2. Shows the number of days per year the posts actually
function: 365 days for 7-day posts, 260 days for 5-day posts.

Step 3. Calculates the two days off per week automatically granted
to each employee as 104 days (52 weeks times 2).

Step 4. Shows as a separate item the average number of days of
vacation Jeave taken per security employee member because vacation
leave is one of the larger uses of leave time.

Step 5. Provides for holidays taken by security employees. But
since Hawaii offers premium pay for holiday work and this assures
coverage, a zero is entered for this step.
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Step 6. Shows as a separate item the anrual average number of days
of sick leave taken per security employee because sick leave also
usually accounts for another large use of leave time.

Step 7. Shows average annual leave time taken per employee for all
reasons other than vacations, holidays, sickness, and training. It also
includes lost time due to vacancies.

Step 8. Accounts separately for the average time spent per employee
on training because a standard number of days is usually specified for
training and because records for this type of leave are often kept
separately.

Step 9. Shows the total number of days off per employee by adding
the numbers entered for steps 3 through 8.

Step 10. Gives the average number of days worked per employee for
the year by subtracting the total for step 9 (number of days off) from
365 (number of days in the year).

Step 11. Considers down time for lunches and breaks. But this
refinement is disregarded as minor and entered as a zero.,

Step 12. Since step 11 is zero, the number for step 12 is the same as
the number for step 10.

Step 13. Shows the shift relief factor obtained by dividing the number
for step 2 (number of work days per year) by the mumber for step 12
(average number of days worked per year per employee).
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Exhiblt 2.1

Standard Format for Computing the Shift Rellef Factor
Unlform Manning Formula Computatian

(Adapied to Hawall)

Step 7-day posts 5-day posis

1. No. of days per yr. agency is 0 0 (a)
closed, no services offered

2. No. of agency work days per year 365 260 (b)
3. Annual total of days off per 104 104 (c)

employee (52 weeks x 2)

4. No. of vacation days per employee

per year (d)

5. No. of holidays per employee 0 Q (e)
per year

6. No.of sick days per employee : (f)
per year

7. No. other days off per employse (g)
per year (time off for all
purposes except those covered by
steps 4, 5, 6, and 8)

8. No. of training days per employee (h)
per year

9. Toftal no. days oft per employee (i)
per year
[(c) + (d) + (&) + () + (g) + (h) = (i}]

10. No. of work days per employee )
per year
[365 - (i)]

11. Lunches and breaks, down time 0 0 (k)

12. No. of wark days per employee (1)
per year
[(1) - (k)

13. Shift relief factor (m)

[(b) divided by (1))
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An Assessment of
the Proposed Shift
Relief Factors

Different
methodology used

Comparlson of
special study with
new study

10

We found that the shift relief factors the department proposed to the
1992 Legislature (see Exhibits 2.2 and 2.3) were not supported by
accurate data. These proposed factors were based on a special study
carried out in 1991 by research statisticians in the department’s Office
of Planning, Programming, and Budget. We reviewed the study's
methodology and its source data and found shortcomings with respect
to both.

In response to our concerns, the department developed different shift
relief factors. While the corrected shift relief factors appear to be
reasonable, serious weaknesses in data sources undermine their
reliability. Without a reliable information base, the shift relief factors
lack credibility.

Our consultant found that the methodology used in the special study
varied in two major ways from that followed in other jurisdictions:
(1) the length of time covered by the sample and (2) the type of
sample used. Because of these differences, it was difficult for him to
compare this study with those in other jurisdictions or to0 determine
whether a sufficient sample had been used.

The usual methodology covers at least a one-year period, but the
special study covered only six months in 1991. In terms of the type of
sample, the usual practice is to include all regular security employees
who are employed for the entire study period. The special study
focused instead on positions. Positions may not be as stable a base for
measurement due to turnovers that may occur during the time period
of the study.

In response to our questions, departmental personnel prepared anotber
analysis covering the entire calendar year of 1991 and including only
those security employees on staff during all of this period. We then
compared the new data with the data that had been presented to the
Legislature.

The special study covered 893 positions for a period of six months in
1991. The new study covered 687 permanent security employees for
all of 1991. In both cases, the source used for the data was the
standard statewide form for recording employee leave time, DPS
Form 7. For the new study, training data for new recruits were added
to the data base. In addition, the new study used a different technique
for calculating vacancies.
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Exhibit 2.2

Uniform Manning Formula Computation for 7-Day Posts
(Revised Shift Rellet Faotor Proposed to the 1992 Legislature by the Department of
Public Safety)

Step

1. Number of days per year that the agency is closed, 0 (a)
i.8. no sarvices offered.

2.  Number of agency work days per year 365 (b)

3. Number of regular days off per employee per week 104 (c)
(usually 52 weeks/yr. X 2 days off per week)

4. Number of vacation days off/employee/year 13.8 (d)
5. Number of holidays off per employee per year 0 (e)
6. Number of sick days off per employee per year 16.5 (f)

(should be actual average for facility staff)

7.  Number of other days off per employee per year 31.7 (g)
(including time off for injuries on the job, filling
vacancies, military leave, funeral leave, unexcused
absences, disciplinary time off, special assignments,
etc.)

8. Number of training days per employee per year 5 (h)

9. Total number of days off per employee per year 171 (i)
[(c) + (d) + (e) + (1) + (9) + (h)] = (i)

10.  Number of actual work days/employees/year 1 )]
[365 - (i}]
11.  Lunches and breaks per employee = 0 (k)

(j) X 0.0625 down time faclor
12.  Actual work days per employee = (j) - (k) 194 1))

13.  Shift reliet factor = (b) divided by ()

c

1. In Hawail, holidays should not be induded In this computation.

11
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Exhibit 2.3

Unlform Manning Formula Computation for 5-Day Posts

(Reviaed Shift Rellet Factor Proposed to the 1992 Lagislature by the Department of

Public Satety)

Step

1. Number of days per year that the agency is closed,
i.e. no services offered.

2.  Number of agency work days per year

3. Number of regular days off per employee per week
(usually 52 weeks/yr. X 2 days off per week)

4. Number of vacation days off/employae/year
5. Number of holidays off per employee per year

6. Number of sick days off per employee per year
(should be actual average for facility staff)

7. Number of other days oft per employee per year
(including time oft for injuries on the job, filling
vacancies, military leave, funeral leave, unexcused

absences, disciplinary time off, special assignments,

etc.)
8. Number of training days per employee per year

9. Total number of days off per employee per year

[(c) + (d) +(e) + () + (q) + (h)] = (i)

10. Number of actual work days/empioyees/year
[365 - (]

11.  Lunches and breaks per employee =
(i) X 0.0625 down time factor

12.  Actual work days per employee = (j) - (k)

13.  Shift relief factor = (b) divided by (I)

1. In Hawall, holidays should not be Included In this computation.

0

260  (b)

104 (c)

13.8 (d)
—0_ (e
16.5_ (f)

31.7 (9)

)
AVAREN(




Resulting changes
In the shift rellef
factor
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The differences between the two studies in average times lost are
shown below:

Special Study New Study

Vacation leave 13.80 17.54
Sick leave 16.51 18.87
Other (except vacancies) 19.04 19.05
Vacancies 14.67 26.52
Training time 0.91 1.83

Total 64.93 83.81

The new study shows more time lost for vacation leave and sick leave.
This may be because the new study excluded persons employed for
less than a year who had not earned as much leave credit and therefore
used less Jeave time.

Between the two studies, the time lost for other reasons (excluding
vacancies, vacations, sick leave, and training) is remarkably close—
19.04 days for the special study and 19.05 days for the new study.
This suggests that these rates of lost time are reasonably accurate,

The two studies differ most significantly in time lost through
vacancies. The new study’s figure of 26.52 days is almost double the
special study’s figure of 14.67 days. Differences in data sources and
in ways of computation help to explain this variance. The special
study did not include more than 100 positions out of the total
authorized position count. Out of 1001 authorized positions, it had
counted the total time that only 853 positions were vacant. The new
study determined the average number of vacancies for the year—
102—and then computed an average number of days lost to vacancies
for authorized employees. The computation was 102 (average
vacancies) times 260 (maximum number of working days per year per
person based upon a 5-day workweek) divided by 1,000 (the
approximate work force for the year). The department needs more
adequate data on vacancies before confidence can be placed in the
26.52 number. A high vacancy rate impacts significantly on the shift
relief factors, resulting in substantial increases in staffing
requirements.

We entered the new data in the Uniform Manning Formula
Computation (see Exhibit 2.4) and compared them with the data the
department presented to the Legislature, The new numbers for days
lost, particularly those due to vacancies, resulted in a significant
change in the shift relief factors.
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Exhibit 2.4
Uniform Manning Formula Computation Using Data
from New Study

Step

. Number of days per year agency is

closed, i.e., no services offered

Number of agency work days per year

. Annual total of regular days off per

employee week (usually 52 weeks
limes two days per week)

Number of vacation days off per
employee per year

Number of holidays oft per employee
year

Number of sick days off per employee
per year

Number of other days off per employee
per year (includes time off for all
purposes except those covered by
steps 4, 5, 6, and 8)

Number of training days per employee
per year

Total number of days off per employee
per year

[(c) +(d) + () + (f) + (q) + (h) = (i)]

. Number of actual work days per

employee per year [365 - (i)]

. Lunches and breaks, down time factor

[(i) X 0.0625]

. Actual number of work days per

employee per year [{j} - (k)]

Shift relief factor [(b) divided by (I)]

7-Day 5-Day
Posts Posts
0 0 (a)
365 260 (b)
104 104 (c)
17.54 1754 (d)
0 0 (e)
18.87 18.87 ()
4557 4557 (g)
5 5 (h
190.98 190.98 (i)
174.0  174.0 ()
0 0 (k)
174 174 ()
210 1.49 (m)
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Based on the new data, the number of days for vacation leave is
increased to 17.54 and the number for sick leave is increased to 18.87.

The department’s exhibits had shown 5 days for training. But the
special study showed less than a day—0.91—for training and the new
study showed 1.83 days. The department explained that it had decided
to use 5 days because that was the minimum number of yearly training
days prescribed by departmental policy. It did not use the actual ime
spent on training because the data source (the DPS Form 7s) did not
accurately reflect training leave. Other information on training was
not readily available.

The department did not note in its presentation to the Legislature that,
unlike the other data, the number for training did not represent actual
experience, But until more adequate data are available, the mumber set
by policy—5 days—is probably as good as any number. However, the
department has the burden of demonstrating that this much training is
actnally being provided.

The number of other days off in Step 7 increased from the 31.7 in the
department’s exhibits to 45.57 because of (1) the inclusion of leaves
previously excluded and (2) the increase in the number of days off due
to vacancies (15.05 for other except vacancies + 26.52 for vacancies).

Using the data from the new study, the shift relief factor for 7-day
posts would be 2.10 instead of the 1.88 shown in Exhibit 2.2 and for
S-day posts it would be 1.49 instead of the 1.34 shown in Exhibit 2.3,
Considering the shortcomings in the data used for both studies,
however, at the present time there is no definitive answer as to what
the shift relief factors should be.

Unreliable Data
Sources

Inconsistencles in
recording leave data

The department is in the process of developing a computerized
administrative information system, but the new system is not yet
operational. As a result, both studies relied on data which are
manually maintained at the individual institutions. The institutions
are inconsistent and sometimes inaccurate in the way they record leave
data.

The data are taken from the DPS Form 7, a statewide form used to
keep track of leave time for employee pay and benefit purposes. The
correctional institutions are inconsistent in the way they record leave
data. Various institutions use different codes and differing ways of
recording leaves on the forms. For example, because the DPS Form 7
does not have codes for all types of leaves, some of the personnel have

15



16

Chapter 2: The Shift Rellef Factor and iis Application In Hawall

Inaccurate records

devised their own codes. In addition, personnel have recorded
absences and training in different ways. Some have not reported
training time at all. Personnel were also inconsistent in reporting
changes from one type of leave to another, such as from sick leave to
workers’ compensation leave.

Problems in this area became apparent during our review. In
particular, it was noted that the training (240 hours) required of new
security recruits was not being recorded on the DPS Form 7s. Data on
this could be drawn from the department’s training office, but
information on other training was not available, As a result, no
confidence can be placed in the number shown for training.

The inconsistencies occur because the department has neither a
program to train personnel on the proper use of the DPS Form 7 nor a
method to momitor compliance and consistency. The department also
has to decide whether the DPS Form 7 will be used to record all leave
time, including leave time for training.

Our financial auditors found in a concurrent financial audit that
incorrect and improper data were being recorded on the DPS Form 7s.
They were unable to confirm actual hours worked because many
attendance sheets could not be found, others lacked employee
signatures, some lacked sign in and sign out times, and some were
signed in and out incorrectly.

Our auditors also found instances where employees’ timesheets
showed vacation or sick leaves taken that were not recorded on the
DPS Form 7. This means that employees may be taking leave without
having leave request forms approved. In addition, leave records were
not always mathematically correct—that is, hours accumulated at the
beginning of the year plus hours eamed less hours taken did not agree
with the balance on the leave records.

The DPS Form 7 is the official leave record for every state employee.
It is used to determine amount of vacation leave due when employees
resign or retire from state service. Accumulated sick leave, at the time
of retirement, is also used to increase the amount of retirement pay a
retiree is entitled to. It is essential that the balances be accurate.
Failure to record vacation and sick leave annually taken inflates the
amount of vacation and sick leave for which the State is liable. Such
extra leave may also contribute to the problem of excessive overtime.

All leave taken and recorded on the time sheets should be supported
by an approved leave request form. Further, computations of
accumulated leave should be checked for mathematical accuracy.
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Need for accurate
data

A Questionable
Base

The department needs to develop and maintain basic data to assure the
proper and accurate calculation of the shift relief factors. More
accurate data would also help the department 10 manage more
effectively. Manually maintained DPS Form 7s are not only difficult
to access, but they are also being handled in ways that are
inconsistent, incomplete, inaccurate, and improper.

The department has undertaken a large effort to computerize the
information. Along with computerization, the department must train
all employees who enter or use data in the computerized system.
Attention must also be paid to internal controls to ensure accuracy.

The shift relief factor is applied to a base to arrive at the number of
security staff needed. A sound base is as important as the ratio. The
base consists of the total number of security work positions that are
deployed throughout the correctional institutions.

Correctional security posts take a variety of forms, such as guarding
the main entrances, staffing watch towers, and patrolling the
perimeters of medium and high security facilities, Supervisory and
support posts operate out of central control centers at the various
institutions, Other posts are situated throughout an institution where
inmates may be allowed to go—such as kitchens, laundries, medical
clinics, recreational areas, and classrooms. Posts are set up to watch
over inmate residential units, whether they be barred cells or
dormitory type facilities. Still other posts have search and escort
duties and bear responsibility for the safe transfer of inmates within
and between institutions or other agencies.

To a great extent, maintaining security depends upon locks, strong
barriers, and tght procedures to control passage through the barriers.
In low security institutions, security staff must supervise and maintain
accountability over inmates ratber than ensure strict security. In more
progressive correctional systems, the security staff are directly
involved in programs and activities of inmates. In all instances, clear,
appropriate, and specifically applicable post orders, as well as
adequate supervision, are essential to the proper functioning of the
pOStS.

A security post represents the work of one person. A security work
position is the work at one post for one 8-hour shift. The security
staffing base is the total number of work positions. If the shift relief
factor is applied to an inadequate base, security coverage will be
inadequate. If it is applied to an inflated base, there will be excess
security coverage. Management decisions on the number and

17



18

Chaptar 2: The Shitt Rellet Factor and Its Appllcation In Hawsll

Model for managing
securlty staffing

placement of work positions become critical with respect to personnel
resources. To assure a proper base, a number of interrelated steps
should be taken. The steps may be structured in the form of the model
set forth below.

In well run correctional systems, the establishment and maintenance of
security posts and security work positions are guided by the following
management actions:

Basic policies and guldelines, Formulate and adopt at the system
level a comprehensive set of staffing policies and procedures,
including criteria and guidelines for determining the need for and
location of security posts and security work positions.

Security post and work position plans. Develop at the
institutional level a security post and work position plan using
system level criteria and guidelines. The plans should identify
posts and work positions, describe their location and function, and
depict them graphically on institutional plot plans. The plans
should also prioritize posts to show which ones can be closed
down temporarily t0 meet occasional staff shortages.

Security post orders. Develop institutional level security post
orders that give general and detailed instructions to personnel
staffing the work positions. The post orders should be available at
the posts and personnel should be familiar with them.

Master security rosters. Review and approve at the system level
security post and work position plans developed by each
institution along with the post orders. These should be
incorporated into master security rosters for each of the
institutions with copies available at the system and institutional
levels. These become the official security staffing bases for each
institution and are not changed without system level approval.

Staffing complement. Develop at the institutional level a staffing
complement to cover the approved security post and work position
plan, subject to system level approval. Ideally, this would result
from applying the shift relief factors.

Advance schedules. Formulate schedules at the institutional level
to assign security personnel to posts in advance and revise the
schedules periodically to rotate shifts.

Daily rosters. Use daily rosters for work positions to account for
all employee positions, including vacant positions. Rosters
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Comparing Hawalli
with the model

include presence on the job or reason for absence (vacation, sick
leave, training, detached assignment). They also indicate when
overtime i8 being used.

Monitoring of performance. Install procedures to enable the
system Jevel to monitor institutional performance and compliance.
The procedures should include regular reporting and periodic
compliance audits.

Amending and updating. Establish procedures for amending
both the security post and work position plans and the staffing
complements, as well as for conducting periodic reviews and
revisions of the plans and complements.

This model approach assures that security posts and work positions are
founded upon careful analysis and serve as firm and defensible support
for the base to which shift relief factors are applied.

While the department has taken action in several of the above areas, its
actions still fall short of what is needed to ensure a sound base.
Indications are that some security posts and security work positions
are duplicative or unnecessary. Policies and procedures and better
post orders and rosters are needed.

Basic policies

The department lacks policies and procedures for security staffing as
well as criteria and guidelines for security posts and work positions.
The various institutions are at different stages in developing master
security rosters and seem to make little or no use of post or work
position plans. Neither do they prioritize the posts; one institution
simply classifies all posts as top priority.

In the absence of criteria and guidelines, current staffing appears to be
based primarily on tradition and past practice. Appendix A contains
our consultant’s comments on posts in individual institutions that
warrant more thorough scrutiny. He notes, for example, that Oahu
Community Correctional Center is the most over-staffed. Among
posts that need to be examined are those relating to housing units,
parking lots, and medical facilities. A 24-bour post to oversee a
parking lot currently costs the State $150,000 a year, Two staff
members are assigned to a small medical wing even when there are no
inpatients.

The department has begun to require the institutions to prepare master
security rosters to be reviewed at the departmental level. However,
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Conclusion

the process is still in the formative stages. In the meantime, no
approved and agreed upon security staffing base exists at the
departmental and institutional levels.

Post orders

The institutions vary widely in their post orders. At some, the orders
appear well developed, complete, and up to date; and staff seem
knowledgeable about them. At others, the orders are very general and
have not been updated in years; and staff appear unfamiliar with them
or even unable to locate them. The department has developed policies
in this area but compliance at the institutional level is inconsistent.

Daily rosters

The institutions use a variety of daily rosters. These rosters are
inconsistent and do not account for vacant positions. This prevents
ready reconciliation of actual staffing against anthorized staffing or an
assessment of the impact of vacancies on overfime costs.

Inefficient and ineffective scheduling practices

Institutions continue to use inefficient and inappropriate scheduling
practices. For example, they make assignments on the basis of
seniority. This could jeopardize security if only inexperienced staff
are on duty. It is also common practice to allow all security staff at
least one weekend day off. This complicates scheduling and weakens
security. The department should set clear policy in this area and then
require each institution to review its scheduling methods to make sure
that these result in the most efficient and effective use of security
employees.

Based on our review, we conclude that the department has made a
well-intentioned effort to justify a revision of the shift relief factors.
Although there is no assurance that the numbers are accurate, Hawaii’s
shift relief factors fall within the range of those of other jurisdictions
with similar Jeave policies. However, the base to which the shift relief
factors are applied is questionable. The department needs to develop a
management system that will ensure appropriate and justifiable work
positions.

To deal with these problems, the department needs to give top level
attention to security staffing, including monitoring developments that
affect the computation of the shift relief factors. Currently there
appears to be no one below the director’s level with responsibility for
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security staffing and for ensuring that appropriate shift relief factors
are maintained. The director should assign responsibility for
monitoring security staffing and for recommending corrective actions
where these may be indicated.

—

The Department of Public Safety should fix responsibility for
security staffing at a senior management level. Senior
management should also be responsible for assuring the reliability
of data used in calculating the shift relief factors.

The department should train its personnel in the proper use of the
DPS Form 7 and establish intemnal controls to ensure the accuracy
of data recorded on the forms.

The department should install a system for managing security
staffing based on a model that includes:

a. Security staffing policies and procedures, as well as criteria
and guidelines for determining whether posts are necessary.

b. Approved security post and work position plans that are
incorporated into master security rosters.

c. Approved post orders for all posts included in the master
security rosters.

d. Approved staffing complements to fit the approved master
security rosters.

¢. Schedules to achieve proper coverage of security posts and
work positions included in the master security rosters.

f. Methods of scheduling that result in the most efficient use of
staff.

g. Departmental monitoring of performance and compliance at
the institutional level.

h. Provisions for amending and updating master security rosters
and staffing complements.

Before approving a revised shift relief factor, the Legislature
should require the department to submit a more reliable and valid
base. The base should be developed from new institutional post
and work position plans that meet system level criteria and
guidelines.
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Chapter 3

Control of Overtime and Leaves

In this chapter, we assess some management actions that have a
significant and direct impact on security staffing for Hawaii's
comectional system. These include management control over leave
time and overtime, The amount of Jeave time granted and the manner
in which it is controlled and accounted for zffect the numbers in the

shift relief factor.
Summary of The most serious security staffing problem facing Hawaii's
Finding S correctional system is the high costs for overtime—over $8.4 million

in fiscal year 1991-92. Overtime is one aspect of a more general
problem relating to management control of various forms of lost time
due to leaves and vacancies. This lost time directly affects the
computation of the shift relief factors.

Management of Large overtime costs are often the result of poor management. For

Overtime and FY1991-92, the Legislature authorized $3.8 million for overtime costs
: at the correctional instituions. The institutions’ costs for overtime for

Eﬁ:{o{ﬁn l:ﬁectl ng this period exceeded $8.4 million. Our consultant deplored the

amounts being spent on overtime.

The pervasiveness and magnitude of the overtime problem can be seen
in the overtime payments made to individnal security employees
during FY1991-92.

*  28S security employees, or almost one-third of the total,
earned, in addition to their regular pay, $12,000 or more each
In overtime pay.

*  Of these. 89 eamed more than $20,000 each in overtime pay.

* Of the 89 top eamers of overtime pay, 6 eamed more than
$30,000 each in overtime pay for the year.

¢ The very top earmer received more than $36,750 in overtime
pay.
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Management
responsibility for
overtime

Supervisors responsible for approving overtime and controlling
expenses received overtime pay as well as regular members of the
security staff. One watch captain received almost $29,000 in overtime
pay giving him a total annual pay of more than $66,000.

Overtime pay is designed 1o deal with the unusual, not the usual.
Because of its higher cost, it should be avoided unless absolutely
necessary. The automatic premium pay required for holidays may be
unavoidable, but most of the time management has some options
regarding the use of overtime. This means that management has the
responsibility and the obligation to control overtime to the fullest
extent possible and to accept and observe budget authorizations for
overtime as ceilings and not as floors for further expenditures.
Management includes everyone in the organization who has
responsibility for authorizing expenditures, approving the use of
overtime, and overseeing the time and attendance of employees.

Large overtime expenditures may indicate that operations are severely
understaffed. They may also indicate that management is not
exercising effective control over lost time—such as employee leave
time and vacancies. Lost time figures importantly in the computation
of shift relief factors, so it is appropriate to look at the management
control that is being exercised over the elements that affect lost time
and attendant overtime.

Management can take a number of actions to bring lost time and
overtime under control. These include improving supervision and
scheduling, filling vacancies as quickly as possible, making sure that
all posts and work positions are actually essential, and establishing
priorities for temporarily closing down posts 10 meet short-term
staffing shortages. Underlying all of these is a process for closely
monitoring what is happening with each type of lost time and with the
use of overtime.

Types of lost time

We found a genera! failure among the security staff to appreciate the
importance and urgency of controlling lost time and overtime. We
summarize below certain categories of lost time and our assessment of
the process for approving overtime.

Training time. As indicated in Chapter 2, how much leave time is
actually being devoted to training is not known except for the initial
training given to new security recruits. Training time is inconsistently
recorded on the DPS Form 7 leave forms. The training office has
computerized data for recruits receiving initial training, but has no
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readily accessible information on other types of training. Department
policy calls for at least five days of tralning per year for each security
employee. This significant amount of time away from the job should
be taken into consideration when scheduling staff. It should be
receiving much more attention.

Vacancies. Keeping positions vacant is a way to save money. Just
the opposite effect is achieved, however, if replacement help is sought
at overtime rates. The latter is the case in Hawaii’s correctional
system.

The department’s 1991 special study found that vacancies are the
second highest cause of lost time, exceeded only by sick leave, The
1992 corrected study shows they are by far the highest cause of lost
time. According to the departmental personnel office, total vacant
positions during calendar year 1991 averaged 162 per month, or more
than 15 percent of the authorized security force. In June 1992, the
vacancy total was 109, or about 10 percent of the authorized work
force. This is an improvement but the vacancy rate remains too high.

Contributing to the problem are difficulties in keeping track of the
extent and effects of vacancies. For example, the institutions use a
variety of daily rosters for recording security staff ime and
attendance, but none of these rosters are used to keep daily track of
vacancies. Inconsistent and incomplete reports make system level
moritoring almost impossible.

Two separate offices in the department maintain data on authorized
employee positions and on vacancies with no apparent coordination
between them. Tracking of vacant positions is further complicated
since positions are classified as vacant even when they are temporarily
filled with persons hired on an emergency basis.

Considering the financial impact of vacancies on overtime
expenditures, the department should closely monitor the relationship
between authorized positions and vacancies and the resultant impact
on overtime.

Sick leave. The department’s studies show sick leave as a large cause
of employee lost time. According to our consultant, Hawaii ranks
high in this category when compared with mainiand jurisdictions.

Sickness is unpredictable and thus, in a sense, uncontrollable, but sick
leave is also susceptible to abuse. During our tours of the correctional
institutions we often heard that some security staff were abusing their

sick leave rights.
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Lax approval of
overtime

Our financial audit of the department, conducted concurrently with
this review, supports the view that abuses seem to be occurring. In
examining a sample of security staff, our financial auditors found
some employees working two shifts on their regular days off for which
they were paid at overtime rates and then calling in sick on their next
regular day of duty.

Management has a right to investigate abuses in sick leave.
Management can even require an employee requesting sick leave to be
examined by a physician to verify illness. We believe that the
department should remain alert to possible abuses of sick leave and be
prepared to take appropriate action.

Vacation time. Vacation time accounts for a considerable amount of
lost time in calculating the shift relief factors. The department cannot
control the number of days of vacation time taken within earned
limits, but it can exercise considerable control over how the leave is
scheduled. Vacations should be scheduled as evenly as possible over
the entire year to avoid staff shortages. We found wide variations
among the institutions in their vacation schedules—while some
scheduled vacations fairly evenly over the year, others showed
pronournced peaks and valleys in their vacation schedules.

Over the years, system level management has exercised little control
over the approval of overtime. The result has been runaway overtime
costs. Stricter control over the use of overtime appears warranted.

Our financial auditors found 2 pattern of abuse in overtime that was
being approved by supervisors. As an example, at the Halawa facility
two employees worked two unscheduled 8-hour shifts which were paid
on an overtime basis on the first of two days they were scheduled 1o be
off. They then took the next day off, as scheduled, and took vacation,
sick leave, or compensatory (“‘comp”) time on the following work day.
One individual did this 25 times, the other 30 times (out of a possible
52 times during the year). Shift supervisors approved this by signing
the timesheets.

Shift supervisors also approved timesheets authorizing overtime when
no overtime was eamed or worked. For example, employees can eam
overtime pay by working three full consecutive weekends. We found
supervisors approved timesheets on which employees had claimed
overtime credit for working three full consecutive weekends when, in
fact, they did not work three full consecutive weekends.
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They also found instances where supervisors approved employee
timesheets that claimed overtime for work performed during the
employees’ regularly scheduled shift.

When supervisors approve timesheets, they are in essence approving
invoices for payment—that is, they are authorizing the State to pay a
person based upon work performed and hours worked. When
employees sign timesheets they are, in effect, submitting a certified
invoice of hours worked, sick leave, vacation leave, compensatory
time, and overtime or other premium pay due. Supervisors who
approve erroneous timesheets may cost the State unearned overtime
payments. Supervisors are responsible for insuring that the timesheets
they approve reflect actual and proper hours worked.

Management control begins with clear and firm instructions from the
system level that overtime (apart from premium pay automatically
paid on holidays) is not to be approved except when a documented
emergency exists or when an essential post will be left uncovered.
This means that both the institution and the system levels will have
reviewed, approved, and established priorities for each post and work
position. The institutions should also carefully schedule controllable
forms of leave time (vacations, training, etc.) to ensure coverage of
work positions. The system level should monitor performance and
compliance at the institutions and impose appropriate sanctions when

necessary.

The department has yet to adopt these controls. It has not issued clear
and firm instructions in writing. It has no process for reviewing and
justifying all security posts and work positions and no consistent
program of prioritizing them. The scheduling of vacation leave and
training leave is uneven, and current monitoring of overtime is
virtually non-existent. The director only recently instituted a manual
reporting system through which the institutions must detail and justify
their use of overtime.

No sanctions have been imposed even though certain institutions have
exceeded their authorized budgets for overtime—often by two or three
times the budget limits and sometimes in dollar amounts exceeding $1
million. Yet it does appear possible to bring overtime under control.
One of the smaller institutions has been able to stick fairly close to its
authorized budget for overtime.,

Recommendations

The Department of Public Safety should establish appropriate
management controls over lost time and overtime, The controls would
include:
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Implementing information systems to keep track of each category
of lost time and any resultant overtime.

Examining the causes of vacancies and attempting to fill them as
soon as possible,

Being alert to the use and possible abuse of sick leave and making
supervisors responsible for approving only overtime claims that
are accurate and appropriate.

Scheduling vacations evenly throughout the year.
Establishing and prioritizing all security posts and work positions

and limiting the use of overtime to documented emergencies or
non-coverage of critical posts.



Chapter 1

Chapter 2

Notes

1.

F. Warren Benton, Planning and Evaluating Prison and Jail
Staffing, Volume 1, Washington, D.C., U.S. Department of
Justice, National Institute of Corrections, 1981, pp. 2-4.

For example, some security posts may function only one or two
days per week, such as happens when certain areas are set aside for
outside visitations to inmates but visitations are allowed only one
or two days per week. When this happens, it is necessary to use a
separate relief factor for each variation when determining staffing
requirements.
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APPENDIX A
Summary of Institutional Observations

This appendix summarizes the Consultant’s observations at each of the institutions visited. The reader
should note that this report does not represent the findings of a full position audit, nor an analysis of the total
staffing needs of the system or any of its institutions, Although some limjted comments will be made on
staffing at individual facilities, this material was compiled to gain an overall picture of the staff utilization
and management system in place, not to develop specific findings or recommendations for any one
instituion.

As an additional note, while stafffinmate ratios are referenced in these descriptions, they should not be
regarded by the reader as an absolute guide to staffing adequacy or inadequacy. They are a convenient but
sometimes misleading benchmark, and the Consultant has used them only because there have been no recent
attempts to ascertain the actual staffing needs at any of these facilities through a comprehensive analytical
process.

Oahu Community Correctional Center

Oahu Community Correctional Center was visited on July 14th and 15th; the inmate count at the time of
that visit was 846. The institution has an authorized complement of 365 positions, yielding a staff/
inmate ratio of 1/2.32. There were 22 vacancies at the time of the survey.

This facility is the most over-staffed and uses the greatest amount of overtime of any in the system. One
gains the impression that if the complement here were 1,000, there would still be overtime granted. This
institution probably demonstrates a greater lack of managerial control over overtime than any other
facility, with the possible exception of Halawa.

The institution was budgeted in FY1991-92 for $1,900,677 in overtime. Actual overtime expended
through June 1992 was $3,476,000. This clearly is excessive, particularly in view of the generous
complement and the absence of any institutional emergencies that might have generated uncontrollable
overtime, a statement true for all of the institutions surveyed in this project.

Some of the overtime problems are clearly attributable to managerial inaction. Staff members had not
prioritized posts t0 be used as “pull posts” to avoid overtime, as requested by the central office last
September when the Data House survey was under way. Managers here indicate they consider every post
as a Category A (required) post that must be covered with overtime when a vacancy occurs.

Other problems can be attributed to the fact that when the master roster was developed here, there were at
least 35 posts that were not covered. As a result, overtime was required from the beginning, Overtime is
being used primarily because of the vacated positions. However, if the facility is only authorized 365
positons, then over a period of time there are ways to deploy them in a fashion that would only require
365 staff.

Beyond these elements, there is a need to Jook at some of the posts. Areas that will require concentrated
attention include: housing units, parking, tower 6, medical, transportation, and supervisory positions.

The housing units are staffed under a formula that assigns two staff members on all shifts in 48-bed units;
put quite simply, this level of staffing is not necessary. There also are two staff members in the 72-man
umits. Most certainly, only one staff member is needed in all units on the first watch, and the Consultant
urges that the agency consider dropping coverage in the 48-bed units to 1 staff member per shift.
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Where two staff members are left in modules, they could be prioritized as pull posts in some cases to
reduce overtime.

The parking lot post costs the State $150,000 a year, an expenditure the Consultant views as a total
waste.

A ground-level tower (#6) is operated 16 hours a day on the yard and could be vacated; a past escape in
that vicinity is not sufficient justification for continuing this coverage.

The medical department warrants scrutiny; two staff members are assigned there in a smmall wing with no
inpatients--one would suffice.

It may be possible to combine the school and library posts; they are within 30 feet of another post.

Staff members should review the transportation section (documenting hours spent on trips) because some
idleness was seen at certain times. The Consultant has no view as to whether the oumber of staff is too
large or too small; with the proper documentation of activity here, local staff can make that
determination.

There are two locksmith/key control positions when one could suffice.

Laumaka Community-Based Unit is a satellite facility located two blocks from the main Oahu facility.
Every shift change, Laumaka staff members are required to come to the main institution for roll call; they
also sign out there at the end of their shift. As a result, all of its staff receive at least 30 minutes overtime
every shift. Since there are supervisory persornel at this location, they could handle these timekeeping
functions at Laumaka itself, eliminating $20-30,000 a year in regular overtime.

In general, the principle in place here appears to be to staff the institution each day for every eventuality.
In the Consultant’s view, for day-to-day operations, safe staffing can be far below those extreme Jevels.

Halawa Correctional Facility

The Consultant visited this facility on July 15th and 16th; the count at the time of his visit was 1,168.
The institution has 298 authorized positions, yielding a stafffinmate ratio of 1/3.92. There were 27
vacancies here, and management staff cannot fill the complement.

Halawa was budgeted in FY 1991-92 for $1,189,353 in overtime. Actual overtime expended through
June 1992 was $3,035,000.

There were very few employees with even a minimum accumnulation of sick leave, indicating high level
of usage, and making it impossible to meet complement needs. Management here has prioritized posts,
but there still is 2 major overtime problem.

Like many other locations, management officials here assert that a major problem is the lack of
responsiveness in the 1abor management section of the central office and the State Department of
Personnel Services. They indicated these components are not supportive enough of their efforts to
discipline employees who are abusing sick leave or otherwise reporting irregularly. As an illustration of
the scope of the problem, from January 1 to December 22, 1991, 169 people were on leave without pay
status at this site,



In addition to the personnel-related issues observed here, the facility has some serious security problems
that were pointed out to a security manager. Inasmuch as this project was not oriented toward a security
review, those details will not be included in this report.

As a final, more positive note, the administrative segregation unit at this location was well-maintained
and designed, and was operating effectively. Staff members should be commended for their efforts in
this important area.

Waiawa Correctional Facility

The Consultant visited Waiawa on July 16th. The inmate count was 170. The authorized complement
was 54, yielding a stafffinmate ratio of 1/3.15 which is a high staff complement for a minimum security
institution.

Waiawa was budgeted in FY1991-92 for $207,168 in overtime. Actual overtime expended through June
1992 was $422,000.

While this minimum security facility used more than double the amount of authorized overtime, many
similar institutions operate with less than half of the authorized complement to begin with. The high
staffing levels here should be a focus area for the Security Manager to review; inmate accountability at
this security level does not require this many employees.

Women's Community Correctional Center

The Women's Community Correctional Center was visited on July 17th. The inmate count at the time of
the visit was 99. The institution has an authorized complement of 66 positions, yielding a very high
staffinmate ratio of 1/1.15, again, a kigh staff complement. There were 7 vacancies at the time of the
visit.

The institution was budgeted in FY1991-92 for $225,338 in overtime, Actual overtime expended
through June 1992 was $646,000.

In addition to an overage of line staff, this location appeared to be somewhat top heavy in supervisory
personnel with both a watch commander and watch supervisor on a 24-hour basis. One or the other can
be eliminated to save five positions.

Staff here are making preparations for a move to another nearby location, to what is now a youth facility.
At that time, it will be incumbent upon the department to conduct a complete staffing review to assess
the staff levels required by the new physical plant, hopefully reducing the rumber of employees
required.

Kulani Correctional Facility

The Kulani Correctional Facility was visited on July 20th. The inmate count at the time of the visit was
180. The institution has an authorized complement of 50 positions, yielding a staff/inmate ratio of 1/3.6.

The institution was budgeted in FY1991-92 for $111,587 in overtime, and actual overtime expended
through June 1992 was $208,000.



This minimum security institution is located in an isolated area. It has an active work program which is
the most effective the Consultant has seen in this system. However, with the count increasing, this
location needs to be reviewed in the near future for appropriate staffing levels.

Management here has prioritized posts, but the other staff management systems that are recommended in
this report are still absent.

Hawaii Community Correction Center

The Hawaii Community Correctional Center was visited on July 20th. The inmate count at the time of
the visit was 101. The institution has an authorized complement of 58 positions, yielding a staff/inmate
ratio of 1/1.7.

The institution was budgeted in FY'1991-92 for $95,540 in overtime. Actual overtime expended through
June 1992 was $363,000.

The Hale Nani housing unit was recently activated here, requiring 13 additional positions. It is located
some distance from the main facility and has no program space. However, this arrangement otherwise
appears to be working well.

Maui Community Correctional Center

The Maui Community Correctional Center was visited on July 21st. The inmate count at the time of the
visit was 124, The institution has an authorized complement of 61 positions, yielding a staff/inmate
ratio of 1/2.03. There were nine staff vacancies. In addition, three staff members who otherwise would
have been on workers' compensation are on light duty, filling posts that are not on the master roster.

The institution was budgeted in FY 1991-92 for $67,891 in overtime. Actual overtime expended through
June 1992 was $226,000.

There are plans for an expansion unit here that will add about 100 beds, and another new building will be
built outside the perimeter with an additional 40 beds.

There also are plans to build another 89-bed dormitory next year, so the count at this location will
increase dramatically in a relatively short period of time.

Post orders are in the process of being revised, and staff indicated that some work will be done on annual
leave and training scheduling. However, management here has not yet developed master or daily rosters,
and still is using a sign-up system for time and attendance recordkeeping. This must be changed so that
these functions are performed in accord with central office direction.

Kauai Community Correctional Center
The Kauai Community Correctional Center was visited on July 22nd. The inmate count at the time of

the visit was 68. The institution has an authorized complement of 35 positions, yielding a staffinmate
ratio of 1/1.9.



The institution was budgeted in FY 1991-92 for $52,236 in overtime, and actual overtime expended
through June 1992 was $60,000. These figures suggest that the administration here is doing a relatively
good job in keeping overtime to a minimum, and in general, this location impressed the Consultant as a
well-managed institution.

An 80-bed minimum security unit will be added here in the near future. The director is taking an active
interest in the planning for this project.

There is a major problem at this location in that a past practice has been established with the union with
respect to staff days off. Management has allowed a situation to develop where staff are assured of
having at least one weekend day off, severely constraining the management right to assign employees as
needed for the overall good of the institution. This issue should be addressed and corrected in the next
contract negotiation session.
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Comments on
Agency
Response

Response of the Affected Agency

We transmitted a draft of this review to the director of the Department
of Public Safety on November 24, 1992. A copy of the transmittal
letter is included as Attachment 1. The director's response is included
as Attachment 2.

The department did not respond to our recommendations. Instead it
took exception to our finding that the data used to calculate the shift
relief factor are not reliable. Nevertheless, it acknowledges that it will
be addressing the problem of standardizing the way leaves are
recorded and making sure that persons responsible are properly
trained.

The department also says that we denied it full access to our
consultant’s report. We had previously notified the department that,
until the report is issued, our consultant’s communications to us are
confidential. Once the report is published, the consultant’s work
becomes part of our official working papers. Like the working papers
for all our audits and studies, these working papers are available for
public inspection.
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ATTACHMENT 1

STATE OF HAWAII

OFFICE OF THE AUDITOR
465 S. King Street, Room 500
Honolulu, Hawaii 96813-2917

MARION M. HIGA
State Auditor

(808) 587-0800
FAX: (808) 587-0830

November 24, 1992

CoOPY

The Honorable George W. Sumner
Director of Public Safety

677 Ala Moana, Suite 1000
Honolulu, HI 96813

Dear Mr. Sumner:

Enclosed are three copies, numbered 6 through 8, of our draft report, A Review of a
Formula for Security Staffing at the Department of Public Safety. We ask that you
telephone us by Friday, November 27, 1992, on whether you intend to comment on
our recommendations. If you wish your comments to be included in the report,
please submit them no later than December 3, 1992.

The Governor and presiding officers of the two houses of the Legislature have also
been provided copies of this draft report.

Since this report is not in final form and changes may be made to it, access to the
report should be restricted to those assisting you in preparing your response. Public
release of the report will be made solely by our office and only after the report is
published in its final form.

Sincerely,

Marion M. Higa
State Auditor

Enclosures
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ATTACHMENT 2

QEORGE W. SUMNER

JOHN WAIHEE DIRECTOR
GOVERNOR
ROBEAT €. VIDUYA
DEPUTY OIRECTOR
GEORGE IRANON
STATE OF HAWAN DEPUTY DIRECTOR
DEPARTMENT OF PUBLIC SAFETY ERIC PENAROSA
877 Ala Mosna Boulevard, Suite 1000 DEPUTY DIRECTOR
Honolulu, Hewaii 98813
No. 92-1689989
December 3, 1992
Ms. Marion Higa RECEIVED
Legislative Auditor bie ¢ 97 YD
465 South King Street, Room 500 Vot
Honoluly, Hawaii 96813 075 27 T-l nGhiOR
STATE OF HAWAL
Dear Ms. Higa:

We appreciate the opportunity to comment on the findings and recommendations
contained in your draft report, "A Review of a Formula for Security Staffing at the
Department of Public Safety.”

The Department takes exception to the Summary of Findings stated in your
report. We feel that the staffing relief factor proposed to the 1992 Legislatare is
reasonable and was based on data which reliably stated whether the employee was
available for work or not. The DPS Form 7s that were used to record official leave for
employees consistently provided a substantial proportion of the information on leave
taken during both the six-month and twelve-month periods. In the case of your study,
the use of the DPS Form 7 as a data source was discussed with your staff and agreed
to. Moreover, although there may have been some differences in the recording of the
type of leave taken, the overall amouns of leave taken was reliable.

The Department believes that 1t 1s irresponsible on your part to re-do our study,
calculate a staffing factor of 2.10, which is higher than what we had caleulated, then
negate both studies. Based on your report, the conclusion we make is that the original
study may have under-reported the amount of days off and that the staffing factor may
actually be somewhere between what we had calculated and what your study calculated.
Because of this, your conclusion should have accepted our factor of 1.88 as a
preliminary figure. Jim Henderson, your consultant on this project, and the United
Public Workers Union also agree that the actual staffing formula is af least |.88.

In the meantime, the Department will be addressing the problem of
standardizing the way leaves are recorded and making sure that all persons responsible
are properly trained. Using the standardized format, called the "Uniform Manning
Formula Computation,"” we can again calculate the staffing factor.

as
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Ms. Marion Higa
December 3, 1992
Page Two

As a final note, I would like to add that Jim Henderson previously advised me
of the many positive remarks he made in his report about the Department's recent
efforts to properly handle the staffing problem. You failed to mention these remarks in
your biased, slanted, and incorrect report. You refused to give us copies of his report
and only offered us selected excerpts. You choose to come forth with an inconclusive
report and site many negative factors with almost nothing that was positive. In my
entire career in Corrections, I have never seen such a distortion and misrepresentation
of facts.

Sincerely,

.

George/W. Sumner
Director





