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EXECUTIVE SUMMARY 

INTRODUCTION: 

A. The Task Force Mission 

During the February 1988 Administrative Planning Session the group agreed that 
there was a current and on-going need to review and improve the Department's 
organizational structure. James Rowland, Director of Corrections, established the 
Departmental Task Force on Organizational Structure in response to this need. 

The Task Force was charged with the mission of making a critical analysis of the 
organizational structure in relation to its effectiveness and efficiency in carrying out 
the Department's mission, goals and objectives. To accomplish this mission, the 
task force needed to analyze both tangible structure and process issues as well as the 
equally important issue of perspectives and ideas held by staff related to the roles 
~nd responsibilities of vanous functional branches of the Department and their 
mteractIOn. 

B. The Need For Periodic Review 

As organizations grow and are tasked with new and ever expanding missions and 
challenges; there is a critical need for periodic review by top management to ensure 
maximum efficiency of the organizatIOn to absorb new missions and respond to 
challenges. 

The California Department of Corrections has experienced unprecedented growth 
since 1977. The service population has grown from 40,287 in 1977 to 155,935 in 
1990. The new prison construction program has added 21,238 new beds to the 
Department with over 15,000 more in various phases of construction and design. 
The Department's staffing has also increased from 8,518 in 1977 to 29,093 in 1990. 
With population growth exceeding projections it is possible that the Department 
may have as many as 30 to 35 individual prisons to manage. 

To manage this expandin~ organization, the Director appointed Bill Bunnell, 
Warden, California CorrectIOnal Institute, to chair the Departmental Task Force on 
Organizational Structure. The Task Force also installed sIX other Wardens and two 
Regional Administrators to ensure a wide base of experience and valuable input. 

The Task Force met during -1989 and identified a variety of operational and 
attitudinal problems. These problems were analyzed and recommendations made 
for improving the organizational structure to better meet Departmental needs. 

C. Review of Prior Reorganizational Effort 

The Task Force also analyzed the major reorganizational efforts which took place 
during the three year period extending from early 1983 through late 1985. This 
reorganization effort was divided into two phases. Phase I of that effort focused on 
Central Office, and resulted in a number of organizational changes. Phase II 
focused on the filed. A decision was made to address the problems identified in 
Phase II by improving systems and procedures. 

Discussions of the Task Force revealed that, with few exceptions, communications 
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breakdowns and inefficiencies can be traced as the root problem of operational 
problems. It was the consensus of the Task Force that even in a stable organization 
maintaining efficient, responsive communication systems is a critical issue. When 
communications issues are viewed in a high growth and complex organization such 
as ours, the criticality of the issue is heightened. 

Large, complex organizations have difficulties in communications. Messa~es are 
inadvertently altered or skewed as they make their rounds through the orgaruzation. 
To the extent that messages change in transmission, the staffs' perception of 
organizational effectiveness and efficiency is changed. The ability of top 
management to create an atmosphere wherein all staff, at every level in every 
branch, can have a shared vision of the organization is diluted by lack of 
communication. 

The Task Force analyzed the prior work efforts to form the historical 
foundation for conducting a valid review and forming recommendations. 
The Task Force recommendations center on the following issues: 

1. Communications 
2. Personnel Issues 
3. Standards Versus Centralized Control 
4. Management of Change 
5. Regionalization Reorganization 

The Task Forces' recommendation for the long term is regionalization. 
Accompanying this report is a model concept for implementing regionalization. 

Current Needs. Analysis and Recommendations for Improvement. 

1. Communications 

As within any complex organization, the task force felt that there are continuing 
needs to improve channels of communication. The Phase I and II efforts clearly 
evidenced communication as an underlying factor in almost each identified need or 
problem. The Task Force firmly believes that progress can be made in this area. 
Progress however is dependent to a great degree on the strategies and technology 
employed. 

To address this situation, a through assessment should be conducted to determine 
the information needs of the nepartment. Standards and guidelines for information 
technology development and selection should be used to assist the Department in 
making choices from the often bewildering variety of technological alternatives. 

A Master Plan, similar to that used to address bed needs and construction programs 
should be adopted by the Department to address our Management Information 
System need. This should be a high profile/high priority living document with 
periodic formal review. The development of the master plan should have broad 
development input from the field and should be widely disseminated to field staff to 
ensure the management commitment is clear. 

Establishing a clearinghouse for information gathering requests is a target ideally 
suited for a computer application. Requests for information are generated by 
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managers in each division, parole region or prison, they would be funnelled through 
the clearinghouse. The clearinghouse would make the actual contact with the 
parties needed, collect the information and return it to the requestor. The 
Important feature is that the clearinghouse could electronically store and track 
information. By storing and tracking information at one point, unnecessary 
duplication of requests could be eliminated; previous information ~athered on a 
topic could be retrieved and compared to new information, thus mcreasing the 
overall value of the information to management. 

Clear lines of communication need to be established which encourages and 
recognizes the need for field input into critical policy formation decisions. 

An additional aid to the Departments overall communications needs would be n the 
form of usin~ technology to aid in training and general staff information sharing. 
The use of VIdeo tele-conferencing is a technology which could aid in brin~ing staff 
together for important meetings without the travel expenses traditionally mcurred. 
Equipping institutions and parole regions with appropriate equipment could pay for 
itself in lif~ cycle by reducing travel and per diem expenses. The ease of scheduling 
and reduction in time needed to bring people together is a great asset needing to be 
tapped. 

The Department should also become more involved in sharing technology with 
other State agencies. The California State University system currently makes use of 
satellite transmissions to transmit classes and presentation throughout the State. By 
tapping into this and other satellite and interactive technology based systems, staff 
training could be standardized. Polices and procedures, critical information and 
important decisions can be quickly and accurately transmitted throughout our 
growing Department in hours. 

Many new prisons are currently being equipped with satellite receivers. The cost of 
retrofitting existing facilities may be as little as $5,000 per site. The price associated 
for improving the morale, sense of teamwork and ensuring that all staff truly share 
the Department's philosophy and goals is critical. In the interim, the Department 
should consider returning to producing the videotapes "Dialogue with the Director" 
to aid in bridging some of the communication gaps. 

2. Personnel Issues 

Since the implementation of the State Employer Employee Relations Act 
(SEERA), an ever deepening riff has been created between pay and benefits 
accorded employees in Unit 6 and other bargaining units. Disparity in pay has on 
one hand made efforts to recruit Correctional Officers easier, but on the other, has 
made it harder to recruit and retain staff in ancillary positions. Such areas as Food 
Service, Maintenance and Business Services are impacted. 

A recommended approach would be to, as an example, reclassify the Supervising 
Cook I and II jobs to a new position of Correctional Cook I and II. The 
reclassification of these position should emphasize the functions of supervising 
inmates, maintaining security, key and utensil control, as well as diSCIpline of 
inmates. A new classification should recognize that these staff are working in an 
environment and performing tasks every bit as potentially dangerous and stressful as 
that of Correctional Officers. 

III 
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An additional area for focus should be in the Correctional Case Records series. For 
the degree of knowledge, skill and precision required of staff in this series, they are 
seriously under compensated and their workload is often unreasonable. 

Staffing formulas which adopt strict inmate/staff ratios for certain classifications 
should be reviewed. The methodology employed to establish these ratios should 
emphasize transactions per inmate by custody and classification level and recognize 
the individual institutjon's mission, i.e., camp operations versus Security Housing 
Units. 

Staff in the case records series need to be provided career paths which allow and 
encourage bridging into other professional fields within the Department and State 
service. Not having such a clear career ladder makes recruiting and retaining staff 
difficult when it is viewed as a "dead end" classification. 

To impact the continuing perception by field staff of insensitivity of Central Office 
staff, the Task Force recommends the adoption of a staff assignment rotation policy. 
Such a policy should focus on creating an atmosphere wherein staff do not become 
so ingrained in either the field perspective or the Central Office perspective as to 
loose their effectiveness to the organization. Central Office staff should spend time 
in the field to gain insight into the total operation, and conversely, field staff should 
spend time in a Central Office position to help them gain insight into the 
departmental perspective. 

3. Standards Versus Centralized Control. 

The Task Force recommends that the manu'!-l Revision Task Force effort be taken 
one step further, into development of Departmental Operations Standards. 

The Manual Revision Task Force had two very important benefits; that of focusing 
attention on the fact that some policies, procedures, rules and regulations were 
outdated, duplicated or contradictory in the several manuals previously in place. 
The second, was focusing attention on the serious need for Department-wide 
standards, a need which had long existed in the organization. 

The Manual Revision Task Force effort has met with some objection by field staff. 
Field staff perceive that the new operations manual takes away the Warden or 
Re~ional Administrators flexibility in meeting local needs. The Task Force does not 
belIeve that this is an accurate depiction of the intent of the Department Operations 
Manual. On the contrary, it is a long overdue attempt to set the very standards that 
will aid in bringing the Department together and help dispel the notion of each 
institution or parole region being its own autonomous mini-department. 

Establishing and enforcing Department-wide standards and decentralizin~ control 
are not mutually exclusive concepts. They are complimentary if orgaruzed and 
managed correctly. 

Decentralizing some personnel, labor relations and budget functions is possible and 
desirable if clear standards are articulated to the Wardens and Regional 
Administrators. Articulating clear standards for performance will have the effect of 
placing responsibility for achieving Department goals and objectives at a lower 
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level, will give the Warden/Regional Administrator tools to carry out the goals and 
objectives and will hold them accountable for their performance. 

4. Management of Change 

Under the leadership of Director Rowland, the Department has made significant 
changes and improvements in its management of the inmates and parolees. 
Significant steps have been taken, without the benefit of this or other task forces, to 
improve correctional strategies, to re-think the Department's role in the criminal 
justice system and become pro-active in addressing problems facing the corrections 
community. 

Change, even the most important and valuable change, in an organization brings 
with it a set of problems. It is the problems associated with the acts of change that 
the Task Force felt Executive staff should confront itself with. The Department of 
Corrections, as a quasi-military structured law enforcement/correctional agency 
thrives on stability. Change is difficult even when the new goal is exciting and well
accepted by the field staff. When staff are generally focused across the board with 
developing and implementing the change, it has a good chance for success. 

As the number of changes attempting to be implemented increases, staff lose their 
focus; their energy is scattered among many worthy projects and they become 
generally frustrated since none of the projects seem to be progressing. 

It is the recommendation of the Task Force that serious attention be given to 
limiting new program initiatives for implementation. By allowing staff to focus 
energy and resources on only one or two programs initiatives at a time, successful 
implementation and change can become reality. Focused energy can create a 
quality product; one which will long serve the Department's and the public's needs. 

This recommendation should not limit the efforts of such entities as the Program 
Development Council to explore innovative correctional strategies. It is these kinds 
of efforts which help alleviate some of the inflexibility ingrained in an organization 
of this size, complexity and mission. These kinds of program development efforts 
help bring the Department into a mainstream leadership role in the criminal justice 
system. 

It is crucial that staff achieve and maintain a shared vision of the Department. They 
must feel that each and every one of them has a vested interest in the Department 
and that without their support and involvement, achieving the Department's goals is 
not possible. 

"Our plans miscarry because they have no aim. WIzen a man does not know what 
harbor he is making for, no wind is the right wind'~ (Seneca - 4 B. C. to A.D. 65) 

An additional, but somewhat broader recommendation of the Task Force centers on 
the issue of planning for change. Executive Staff should strongly consider adopting 
a five to eight year Master Plan for the entire operation and evolution of the 
Department of Corrections. 

A Master Plan would help administrators, managers and staff keep a focus of not 
only short term goals; now addressed by the implementation of Management By 
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Objectives, but of the long range goals of the Department. A shared vision is a 
lasting vision to staff who gain insight into the general direction of the organization. 
A Master Plan is envisioned by the Task Force as a living document which would 
incorporate the Departments Mission and Philosophy Statement, a summary of 
program initiatives and challenges facing the Department and Goals and Objectives 
to meet them. 

5. Reorganization. Regionalization 

The Task Force recommends that the Department Executive Staff consider laying a 
foundation for future implementation of regionalizing the Department. The Task 
Force realizes that implementing this proposal is certainly a long term initiative. 
However, the Task Force would point out that streamlIpjng the processes and 
improving and changing policies, procedures, rules and regulations are limited in 
their effectiveness if the problems and ne,eds are treated without a view toward 
reorganization and regionalization. 

The Department has, for some time, rf!t;ognized a regionalization model. The 
Parole and Community Service Division has long operated successfully under this 
model. The Selection and Standards Branch has operated under a regionalized 
organization model for testing and background investigations for various positions. 

A comprehensive report and recommendations have been prepared by Wardens. 
Bunnell and Vasquez to address regionalization. It is important to note in this 
report that the Task Force has made its recommendations for system improvement 
with a view that the recommendation can be implemented under the current 
organizational structure and can be easily assimilated into a regional approach. 

The Department has faced unprecedented challenges in the last ten years. It has 
weathered these dema:ads well. But, at some point as the demands and challenges 
grow at ever increasing rates, our ability to address them and do so successfully will 
be hard pressed. It is important now that Executive Staff begin to look into the 
future and entertain the concept that regionalizqtion is a viable method of long term 
resolution of needs and problems. 

To view the Department today and compare it to ten years ago, it is clear that we 
have fielded many serious challenges. Our ability to handle the future challenges 
demands that we take a serious look at the organizational structure and its potential 
responsiveness for the future. 

The Task Force recommends that for the long term the Department reorganize 
itself and adopt a regionalized structure. Accompanying this report is a model 
concept for implementing regionalization prepared by Wardens Bunnell and 
Vasquez. Volume II, entitled " Departmental Task Force on Organizational 
Structure, Task Force Report on ReglOnalization" dated March 1990, describes in 
detail the concept and a potential method of implementation. 

This type of change requires that a foundation be laid far in advance of 
implementation; that barriers and resistance to change be broken down gradually; 
that an atmosphere is created wherein a major reorganization is looked upon not as 
a threat to the Unit or Branch where one works, but as an opportunity for improving 
the effectiveness of each individual staff member. 

VI 
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ORGANIZATIONAL TASK FORCE REPORT 

I. INTRODUCTION 

The Task Force Mission 

The Departmental Task Force on Organizational Structure was established by 
James Rowland, Director of Corrections, on January 24, 1989. The Director formed 
the Task Force in response to a high priority need to review the Department's 
organizational structure identified in the February 1-2, 1988 Administrative 
Planning Session. Examination of organizational structure was delayed until the 
work groups on communication, pre-release programs, inmate employment, drugs 
and alcohol, and staff development established by that Administrative Planning 
Session completed their assignments. 

In establishing the Task Force, the Director stressed his interest in improving 
decision making processes, information sharing on decisions, and commumcations 
between field and headquarters. In addition, he requested that the Task Force 
review the issues of management accountability and functional supervision. 

This report focuses on short term resolution of problems identified by the Task 
Force. A second report will discuss long term solutions. 

The Task Force Membership 

The Organizational Task Force is chaired by Bill Bunnell, Warden, California 
Correctional Institution (CCI). In addition to Warden Bunnell, membershiJ? of the 
Task Force includes the following: Robert J. Bowman, Regional Admimstrator, 
Region IV; L. Chastain, Warden, California Rehabilitation Center (CRC); Ronald 
Y. ehun, Regional Administrator, Region II; Teena Farmon, Warden, Northern 
California Women's Facility (NCWF); AI Gomez, Warden, Deuel Vocational 
Institution (DVI); Carl Larson, Warden, Design and Program Planning Branch, 
Planning and Construction Division (P&CD); Chuck Marshall, Warden, Pelican Bay 
State Prison (PBSP); and Dan Vasquez, Warden California State Prison, San 
Quentin (SQ). 

The Task Force Process 

This report is the product of six meetings of the Task Force held between March 
1989 and August 1989. Sessions were one to two days long, and were held at various 
institutions, the Training Academy and Central Office. During these meetings, the 
Task Force focused on problem identification, review of prior reorganization efforts, 
interviews with each Deputy Director to explore problems, and development of 
short term resolutions. The Task Force spent time analyzing prior work efforts 
addressing this topic to lay the historical foundation. The Task Force has presented 
a summary of the Phase I and II reorganization efforts undertaken by the 1983-85 
Steering Committee. As additional background material for the discussions, the 
Task Force developed a description of current Central Office functional 
responsibilities. This description was based on material provided by the various 
departmental divisions and offkes. 
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The Task Force used the historical basis as a J?erspective from which it framed five 
basic recommendations. The recommendations address issues the Task Force 
identified as root problems or needs which have manifested themselves in a variety 
of ways. The recommendations of the Task Force focus on the following issues: 

1. Communications 
2. Personnel Issues 
3. Standards Versus Centralized Control 
4. Management of Change 
5. Regionalization Reorganization 

These recommendations will be discussed in detail following the historical 
perspective. 

The Task Force is continuing to meet to discuss long term solutions. Wardens Bill 
Bunnell and Dan Vasquez visited the State of Florida in August 1989 and the State 
of Georgia in October 1989. The purpose of these visits was to review the regional 
structures of the correctional systems of these States. 

II. PRIOR REORGANIZATION EFFORTS 

A. 

1. 

2. 

Departmental Needs Analysis - Steering Committee 
(1983-1984) Phase I - The Central Office Focus 

In late 1983, at the prompting of Robin J. Dezember, then Undersecretary of 
the Youth and Adult Correctional Agency (Y ACA) , and the Department of 
Corrections (CDC) undertook a comprehensive reorganization effort. A 
Steering Committee made up of representatives from throughout the 
Department addressed both Management By Objectives (MBO) and 
reorganization. Phase I of MBO /Reorganization effort was the Central 
Office reorganization project. The Steering Committee identified the 
following needs in CDC management and organization: 

Departmental Image: The Department lacked a positive ima~e with the 
public, Legislature, and the Administration. The Department is In need of a 
pro-active public relations program designed to address this deficiency. 
Implementing of a dynamic public relations/education effort would 
materially assist the Department in improving its image to the public, the 
Legislature, and the Administration. 

The Department should also strive toward recruiting staff with strong 
analytical backgrounds and experience. Analytical staff play a vital role in 
assisting the management of the Department in maintaining credibility with 
various control agencies. 

Management Information Systems (MIS): The Department lacked 
automated data processing systems needed to provide management with vital 
information. The increasing demands and challenges facing the Department 
made it critical that a multi-tiered computer based management information 
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systems be identified and developed. Without such a system, the 
Department would continue to react to situations rather than be able to 
prevent problems. 

To properly achieve a refined MIS, a systematic analysis of management 
practices and procedures would be necessary. This MIS capacity was seen as 
critical to meeting the chalienges confronting the Department with the 
confronting the Department with continuing overcrowding of the prisons. 

3. Facility Planning: The Department needed to refine its facility plannin~ and 
construction process. Due to the population demands made on the pnsons, 
the Department began an aggressIve construction program to bring on new 
beds and relieve overcrowding. This effort has proven to be the largest 
prison construction program in the United States. At the inception of the 
construction program, the Department was embarking on a task for which 
management resources and experience did not exist anywhere in the country. 
The Department was in a "learn as you go" operation despite its best efforts. 

From this picture it was clear that improved planning strategies needed to be 
developed. The Department needed to improve its capacity to forecast 
population trends and project bed needs by classification levels, 
demographics, and identify new reception center beds. 

4. Communication and Coordination: As with any large organization, 
communication within the structure can be problematic. The Department 
was in the midst of a period of dynamic change and growth which tasked its 
communication capabilities beyond capacity. An additional hindrance to 
good communication is the fact that the Department has a "quasi military" 
structure which creates strong and independent minded management teams 
at each prison. The degree of autonomy or centralized control was not 
clearly defined leading to individual interpretation shaded by personal 
philosophy. 

The same situation existed within Central Office and this lead to serious 
misconceptions of the roles, responsibilities, and responsiveness of each of 
!he . major divisions with each other and between Central Office and the 
InstItutlons. 

5. Communication and Coordination With Outside Agencies: The De~artment 
was in need of improving its communication and coordination With other 
criminal justice agencies, other state department, agencies, and the courts. 
The Department's management mind-set was of CDC as a wholly 
independent agency, not part of a vital functional component of the criminal 
justice system. This mind-set hampered the Department's capacity to react 
appropriately to external forces. 

6. Department Organization: The unprecedented growth of service ~opulation 
made review of the Department's organizational structure critIcal. The 
autonomy of individual institutions and parole regions to react to prevailing 
conditions in their geographic areas was critical to fulfilling the Department's 
overall mission. 
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7. Inmate Transportation System: The advent of serious overcrowding and new 
prison sites rendered the inmate transportation system ineffective and 
mefficient. Limited system capacity and inherent scheduling delays could 
eventually cripple the Department. Improved strategies needed to be 
identified and implemented to keep up with the changing atmosphere. 

8. 

9. 

10. 

11. 

12. 

Management Capacity: The Department needed to make substantial 
improvements in developing its management capacity. The growth of the 
Department meant that staff were promoting more rapidly than ever before 
and would bring fewer years of experience with them. Policies &uch as staff 
assignment rotation would assist in rounding out the lack of experience 
problem. A clear plan was needed to address management development. In 
addition, the Department lacked management support capability (support 
services, clerical, data processing) which hindered its ability to respond to the 
ovenyhelming problems and expectations placed on it. 

Control of Inmate Violence: The Department needed to develop a 
standardized system for controlling inmate violence and make substantial 
improvement in processing in-custody crimes. 

Departmental Policy, Procedure, Standards and Compliance Tracking: The 
Department needed to make substantive revisions of its Policy and 
Procedure manuals to reflect current management philosophy Policy 
documentation and standards for developing policies and procedures was 
inadequate. Rules and Regulations and various policy and procedure 
manuals were poorly written, out of date, and tended to duplicate or 
contradict each other. There was no systematic process for revising manuals 
or ensuring accountability of managers to follow up on assignments. 

Additionally, the Department lacked a clear statement of its philosophy and 
mission and a clear statement of professional organization values. 

Legal Counsel: The Department's legal counsel/resources was poorly 
staffed. Managers did not have the ability to tap into in-house counsel for 
advice and guidelines in making critical decisions. 

Personnel and Training Policies and Practices: The Department needed to 
improve the rewards and incentives to staff for positive performance and 
concurrently improve its management of the disciplinary system. 
"Management Team" concept had eroded to a point that cross fertilization of 
management ideas was not possible; there was no desire on the part of 
supervisors to promote into the management ranks. Roles of staff were ill 
defined leading to poor understanding of roles and poor performance. 

Innovative training concepts were needed to supplement the lack of 
experience which staff traditionally had when promoting into 
supervisory/management ranks. 
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13. Resource Utilization: The Department needed to identify its resources in 
order to meet the demands and challenges with which it was focused. Poor 
or under utilization of resources lead to poor organizational performance. 
Improved strategies and greater utilization of technology was necessary to 
deal with the situation especially in an atmosphere of low austerity. 

14. Rehabilitation and Inmate Program Concepts: The Department had shifted 
its management focus and resources toward cost avoidance and punishment 
modalities and needed to blend rehabilitation and inmate programming back 
into the picture. A more balanced approach was needed if prison was to 
make a positive impact on crime. 

The foregoing needs are in large part interrelated manifestations of a problem 
found rooted in poor organizational structure. These needs can best be addressed 
with an innovative reorganization effort and with the development of sound 
organizational performance standards . 

B. Organization'll/Management Changes As A Result of the 1983-1984 Needs 
Analysis 

A number of organizational changes were made in Central Office to address these 
needs. 

Division to Division Transfers 

1. The Evaluation and Compliance Division (E&CD) was established by 
combining the existing Policy Operations Division and the Inspector General, 
and adding Court Services and Management Analysis and Evaluation. Also, 
the Department initiated the Manuals and Procedures Task Force, and 
increased the Inspector General's staff. 

2. The Correctional Case Records Unit was transferred from the 
Administrative Services Division to the Institutions Division. 

3. The Inmate Transportation Unit was transferred from the Law Enforcement 
Liaison Unit to the Institutions Division. 

4. The Legal Counsel Unit was transferred from the Policy Operations Division 
to report to the Chief Deputy Director, and was later increased in staff. 

Internal Division Changes 

Institutions Division 

1. 

2. 

Program Planning was renamed Institutional Services reporting to the 
Deputy Director. 

Program Development and Evaluation was renamed Work Incentive 
Program reporting to the Deputy Director. 
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3. Camps changed from reporting to the Deputy Director to reporting to the 
Assistant Deputy Director. 

4. Institutions changed from reporting to Deputy Director to reporting to the 
Assistant Deputy Director. 

5. Medical Services changed from reporting to the Deputy Director to reporting 
to the Assistant Deputy Director. 

6. The Emergency Preparedness Coordinator, Classification Services, 
Correctional Case Records, and Transportation Unit were all placed under 
the responsibility of the Assistant Deputy Director. 

Planning and Construction Division 

1. There was a complete restructuring of internal operations to improve 
construction of new prisons and renovation of existing facilities. 

Administrative Services Division 

1. Personnel/Health and Safety, and Training Services were combined in a new 
Branch, Human Resources Management. 

2. The Background Investigation Unit was transferred from Trainin~ Services 
to a new Unit, Standards and Selection, within the Personnel SectIOn of the 
Human Resources Management Branch. 

A number of management changes took place in CeI}tral Office which addressed 
these identified needs: 

1. The Communications Division began a more active campaign of public 
relations. Public relations/education films were produced and distributed in 
conjunction with the Planning and Construction Division's new prison siting 
efforts. The Department established an awards program recognizing 
significant achievements and acts of bravery by staff. Awards are presented 
each year at the State Capitol with significant media coverage. 

2. The Management Information Systems Steering Committee was formed and 
began addressing Departmental needs. Development of personal computer 
use in institutions, parole regions, and Central Office. 

3. The Planning and Construction Division improved its use of resources in 
siting new prisons and addressing long term Departmental bed needs. 
Standards for space planning and design criteria were established to improve 
the speed of pnson construction and ensure greater operational efficiency for 
staff. 

4. Greater emphasis was placed on improving communication within the 
?rganiza~ion through increased training and use of tele-copiers ,to speed 
mformatIOn. 

5. The Department placed a greater effort on improving its image with other 
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criminal justice agencies. Under the leadership of Director Rowland, the 
Department took an active role in such issues as Victims' Rights, Community 
Service, Gangs and Drugs. 

6. Structural changes were made to the organization to improve responsiveness. 
The issue of institution and parole region autonomy remain to be dealt with. 

7. New CDC busses were purchased to improve inmate transportation capacity. 
A Transportation Task Force was formed at the direction of the Deputy 
Director Denninger to review the transportation system and recommend 
improvements. 

8. Director Rowland and former Chief Deputy Director James Gomez placed a 
high priority on the development and implementation of a formal 
Management Development Training Program. Additionally, Director 
Rowland made enhancement of clerical support and inmate case records 
staff a high priority in the Department's budget process. 

9. A Task Force on in-prison crimes was formed and gave recommendations for 
a standardized system of case handling. Greater autonomy was given to 
institutions in processing cases and standards for case processing were 
established in cooperation with the local prosecutors. 

Additionally, new prison designs and construction were developed to 
minimize the potential for inmate violence and maximize the ability to 
control and deter misconduct. 

10. Efforts were made by Institutions Division to review and rewrite various 
sections of the various departmental manuals. These early efforts were not 
at a scale commensurate with the enormity of ,the task. 

11. Liaison with the Attorney General's office enhanced. Attorney General's 
office establishes a Correctional Law Division to meet demand for legal 
services and representation of the Department. 

12. The Basic Correctional Officer Academy curriculum was expanded to six 
weeks. Greater emphasis was placed on ensuring all supervisors received the 
Basic Supervision Course during their probationary period. Training 
Services Was directed to develop specialized training for ancillary support 
staff, Sergeants, Lieutenants, and Medical Technical Assistants. Training 
Services Branch lead development of the Management Development 
Program. 

13. Training programs were offered to managers which sensitized them to the 
need for sound resource management. Training in such topics as planning, 
organizing, and time management helped managers make better use of 
scarce resources. 
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14. Education Services began review of curriculum in an effort to identify 
strategies for improving chances of inmates reintegration into main stream 
society. Pre release erograms at various institutions were begun to pilot 
education. asa rehabIlitative tool. Because of the constraints placed on 
certain programs for credit earning purposes these efforts were minimal. 

C. Departmental Needs Analysis - Steering Committee 1985 Phase II - The 
Field Focus 

Under the direction of Director Rowland, this phase of the reorganization 
effort focused on input from the field. The SIze and composition of the 
Steering Committee was changed. The Steering Committee now consisted of 
Executive Staff. They relied on formal data gathering instruments to secure 
the field input. The input sought by the Committee was the perception of 
field staff as to what the Department problems and needs were, the causes of 
the problems or deficiency giving rIse to a need, and most importantly, 
recommended solutions. This data gathering effort spanned the time of 
November 1984 through February 1985 and resulted in the following: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

The institutions and parole regions reported a perceived lack of 
communication/ coordination between various Divisions within 
Central Office as evidenced by duplicated requests made of them for 
the same or similar information. 

The institutions and parole regions reported difficulty in reaching key 
Central Office managers when they needed critical decisions or 
needed to consult. Roles and responsibilities of Divisions and 
reporting structures needed to be refined and streamlined to enhance 
responsiveness. 

The institutions perceived that the Institutions Division was 
understaffed considering the demands made on them by the various 
institutions and other key managers in Central Office. The 
responsibilities and workload generated by the changin~ complexion 
of the Department outstripped the resources of the DivisIOn. 

In contrast, the institutions and parole regions expressed a general 
feeling that other Divisions within Central Office were over staffed. 

Field staff felt that greater emphasis needed to be placed on 
developing business services skills and knowledge in managers 
responsible for this function. The field felt that many Correctional 
Administrators were lackin~ the functional knowledge necessary to 
properly manage this operatIOn. 

Institutional parole region staff felt that the Central Office processing 
time was excessive on matters related to personnel, fiscal and 
confidential documents. The delays experienced by field staff were 
causing difficulties in meeting workload demands. 

Conversely, the field staff felt the turnaround dates given them by 
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Central Office were unrealistic. This problem highlighted the field 
perception that Central Office staff may n.ot have a complete and 
current picture of the workload and operation of institutions and 
parole regions. 

8. Field staff generally felt that some Central Office functions should be 
decentralized and reinstated as field functions. They felt that if field 
staff were given responsibility for some of these functions, they would 
be more timely in their response to local needs. 

9. Field staff generally felt that it was important for the Central Office 
and Regional management to periodically visit institutions and parole 
offices. This would provide an opportunity for field staff to illustrate 
current work conditIons to top managers and those managers would 
have a better feel for the actual operation of functioning under their 
conditions. 

10. Institutions perceived a lack of communication and coordination 
within Central Office Branches and Divisions regarding audits and 
reviews performed in the institutions. 

11. Institutions and parole region staff perceived a lack of communication 
and coordination between field units from Institutions Division and 
Parole and Community Services Division. 

12. A specialized concern was raised by institution staff relative to the 
reporting relationship for new prison management. The reporting 
structure at that time was awkward and did not clear avenues for field 
input into design issues. 

13. Institution staff expressed a concern that Central Office was slow in 
approving and returning operational plans to the prisons. This 
perception raised an issue as to the adequacy at the Central Office 
review and approval process. 

14. Field staff reported that they perceived the Department as having its 
primary focus on "warehousing" inmates and that the Department had 
abandoned program options for inmates. 

15. Field staff perceived a need for clarification of the role of Central 
Office in the daily field operations. The roles, responsibilities and 
functional authority of various divisions needed to be clearly 
communicated. Additionally, staff felt that Central Office needed to 
ensure some avenue for periodic communication to the field was 
established. Ongoing communication to the field defining the 
Department Director's focus was critical for the integrity of the 
organization. 
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16. 

17. 

18. 

Institution staff felt that Central Office did not have adequate 
monitoring systems and communication with the field regarding 
approved capital outlay projects. 

Field staff expressed a concern that Central Office needed to 
coordinate focused training for field staff in each functional area. 

Institutional Parole Region staff expressed a critical need for a 
management information system. Adequate computer support was 
felt critical to service the needs of Central Office, institutIons and 
parole offices. The computer system should network the field and 
Central Office and sufficIent terminals should be made available in 
each location. 

In addition to identifying the above field perceptions of Departmental needs and 
problems in Phase II, the Steering Committee also gathered information on the 
organizational structures of other agencies. The organization charts of nine other 
state prison systems and five other California State departments were closely 
reviewed. 

The Steering Committee summarized this review with a discussion of four general 
organizational approaches. These approaches were suggested as the foundation for 
developing an acceptable alternative field structure for the Department. 

Also, an .intensive review of the organizational structure of four other states' 
correctional systems was conducted in March 1985. A formal report summarizing 
findings pertinent to a possible field reorganization was prepared. 

Discussion of the needs and problems identified in Phase II by the Steering 
Committee led to a decision to resolve these issues through systems improvements 
rather than through reorganization. The Committee's rationale was that focusing on 
restructuring the organization may simply reorganize the needs and problems rather 
than resolving them. Responsibility for improving specific systems, e.g., the 607 
process, was given to the Deputy Director with functional responsibility for that 
area. 

D. Overview of Changes to Central Office Organization Since 1985 

The Appendix contains a detailed description of current Central Office 
functional responsibilities. The following IS a brief overview of the major 
changes in the organizational structure of Central Office since 1984, 
following the Reorganization Phase I effort. 

Administrative Bulletin 88/11 transmitted the February 1, 1988 
Departmental Organization Chart, noting the following major organizational 
changes: 

1. A new Legal Affairs Division was created. 

2. A new Assistant Director for Program Development was established. 

3. A new Assistant Director of Labor Relations was created by moving 
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the Assistant Deputy Director for Labor Relations from the 
Administrative Services Division. 

4. An additional Assistant Deputy Director position was established in 
Institutions Division and functional supervision was divided between 
them. Half of the institutions began to report to one of these 
Assistant Deputy Directors, and the remainder to the other. Medical 
Services became Health Services and management of this function 
was elevated to the Assistant Deputy Director level. 

5. Civil Addict Legal Processing was moved from E&CD to P&CSD. 
Also, two new functions were added to P&CSD: the Distributed Data 
Processing System and Substance Abuse Revocation Diversion. 

6. A number of new units were shown in Planning and Construction 
Division: Contract Procurement and Cost Control, and Program 
Support and Systems under Construction Support; Engineering 
Services, Quahty Assurance and Telecommunications under 
Construction Operations; Design Development and Planning under 
Design and Program Planning/New Prison Activation Branch; Facility 
Services and Inmate Day Labor under Existing Facility/Day Labor; 
and New Prison Siting and Minority/Women Business Enterprise 
under Government and Community Relations. 

7. Data Processing was moved from the Administrative Services Division 
to E&CD and re-titled Information Systems. 

8. The Research and Support Services Office within E&CD was 
reorganized. Inmat~ Appeals , Policy Documentation (re-titled 
Regulation and Policy Management) and Research began to report to 
the Deputy Director. 

In order of occurrence, significant recent changes in 
Central Office organization include the following: 

1. The Special Projects Branch was created in E&CD 
(July 1988). 

2. Court Services Branch was disbanded, and the function was 
transferred from E&CD to Institutions Division (late March 1989). 

3. The Operations and Support Services sections within P&CSD were 
combined (late FY 1988789). 

4. A new Office of Substance Abuse Programs was created (May 1989) 
reporting to the Chief Deputy Director. 
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III. THE DEPARTMENTAL TASK FORCE ON ORGANIZATIONAL 
STRUCTURE REVIEW 

A. Review of Current Situation and Progress Since Phase II 

Initially the Task Force on Organizational Structure reviewed the current status of 
the Department and analyzed what progress had been made on the issues identified 
in Phase II. From this perspective, the Task Force was looking for the common 
theme which ran throughout all prior reorganization efforts. 

1. The need for a central clearinghouse for handling request for 
information from the field still exists. Although this can be labeled an 
operational problem, duplication of requests for information from 
various ~entral Office Divisions, the ongoing nature suggests that an 
organizational deficiency exists. Addressing this need with 
reorganization/ creation of a unit to coordinate information requests 
may be very valuable in an organization as complex and growing as 
CDC. 

2. 

3. 

4. 

5. 

6. 

For the most part, institutional staff have enhanced access to 
Institutions Division decision makers due in large part to 
reorganization efforts in that Division. Roles and responsibilities 
were more clearly defined when the second Assistant Deputy Director 
was added to the Institutions Division. 

Again, for the most part, the perception of under staffing of the 
Institutions Division has been mitigated. Reorganization and more 
realistic staffing patterns has helped make the Division more 
responsive in providing field services. 

The general feeling of field staff that Central Office is over staffed 
still exists to some degree. Field staff are tasked with increasing 
workload as are Central Office staff. The main issue here is one of 
perceptions and raising the sensitivity of both groups to the roles and 
responsibilities of each other. 

The need to develop managers skills in the area of business services 
functions should still be addressed. Having well-rounded skills in all 
areas of Corrections, from custody operations to business services will 
produce managers who are better able to identify problems and needs 
and identify appropriate resources to address them. 

The issue of Central Office turn around time on processing personnel, 
fiscal and contract matters is still a concern. Efforts to streamline 
processes have been implemented and have been beneficial to some 
degree. Reorganization options need to be explored as well. 
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7. 

8. 

9. 

10. 

The perception that assignments given to field staff by Central Office 
often have unrealistic due dates remains. The field needs to be 
sensitized to the reality that Central Office is often responding to 
inquiries made by Agency, the Administration, Courts, or the 
Legislature. These inquiries often have short turn around dates and 
with the information located in the field the dates become more 
difficult to meet. Organizational and operational strategies, as well as 
training, need to be explored to address this continuing issue 
appropriately. 

Some reorganization efforts have been made to respond to the issue 
of decentralizing some Central Office functions. The use. of a regional 
accounting office in Visalia to address needs for several of the new 
prisons in the area is a step toward decentralization, although further 
progress can be made. 

Despite the increasing demands made on top managements' time, 
managers are trying to schedule trips to the institution and parole 
regions and offices to keep first hand contact with field issues. Field 
staff though need to be sensitized to the types of demands made on 
Central Office generally. The perception of field staff is sometimes, 
of necessity, limited to the institutions perspective and its own needs. 

A broader view of Department-wide issues and priorities needs to be 
communicated to truly create a shared vision of the Department 
amongst all staff. To achieve this, a staff rotation policy should be 
adopted. Such a policy should focus on creating an atmosphere 
wherein staff do not become so ingrained in either the field 
perspective or the Central Office perspective as to loose their 
effectiveness to the organization. Central Office staff should spend 
time in the field to gain insight into the total operation, and 
conversely, field staff should spend time in a Central Office position 
to help them gain insight into the departmental perspective. 

As for the need for increased communication and coordination with 
Central Office divisions and branches re~arding audits and reviews 
performed in the institution, the solution IS twofold. First, field staff 
need to be made aware of the fact that some overlap or duplication of 
audits and reviews is done by design. If top mana~ement are to make 
informal decisions about Departmental issues, WIde input is critical. 
Often times it is desirable to have two separate sets of audit teams 
independently address an issue. The results produced by the first 
team are validated by the second. Conversely, if the second team 
produces results far different than those of the first team, managers 
look to the process used to conduct the audit. 

The second approach to correcting this perception is creating the 
information clearinghouse so results of audits can be tracked more 
closely and resources are used more efficiently. 
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11. 

12. 

13. 

14. 

15. 

16. 

17. 

18. 

The perception by field staff of lack of coordination between field 
units of the Institutions Division and Parole and Community Services 
Division has been addressed to some degree by improving the 
timeliness of publication and dissemination of audit reports. 

The reorganization effort with Planning and Construction has 
improved the reporting relationship of new prison mana~ement staff. 
The current approach provides for wide input from fIeld staff on 
design issues and a clear avenue for resolution of concerns and 
disagreements. 

Improvements in both the system for tracking, reviewing and 
approving operational plans, as well as reallocation of staff within the 
Institutions Division has helped alleviate delays. 

Under the leadership of Director Rowland, the Department has taken 
a more balanced approach to its mandated mission. The Director has 
taken affirmative steps to increase inmate programs, to bring 
innovative program ideas into the Department and to establish 
education/pre-release programs and substance abuse programs as a 
high priority. 

Improvements have been made in the area of defining and 
communicating the roles and responsibilities of the Central Office. 
There is further room for improvement in this area through the 
publication of the Department Mission and Philosophy Statement and 
Departmental Priorities was a positive step forward alleviating the 
perception that the Department's focus was not cleqrly defined. 

Reoq~anization efforts in the Planning and Construction Division, 
Existmg Facility/Inmate Day Labor Branch have improved the 
monitoring and management of capital outlay projects. 

The Training Services Branch is engaged in the process, through the 
Departmental Training Advisory Committee, of making substantial 
improvements for curriculum for staff training. 

Although the Department has implemented its mana~ement 
Information System, its migration throughout the field facilitIes has 
been slow 
and cumbersome. This is a recognized critical need which receives 
on-going attention. 

B. Task Force Recommendations for Department-wide 
Improvement 

With the history of ~rior reorganization efforts fully reviewed, the Task Force 
conducted an analYSIS of the current challenges facing the Department and 
narrowed its focus to general key issues. These key issues are felt by the Task Force 
to represent the most significant areas for improvement which will materially assist 
the organization as a whole. The Task Force divided the key issues into those which 
can be addressed in the short term and those which require long terms for 
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implementation. This report will concentrate on the following short term issues: 

1. Conununications 
2. Personnel Issues 
3. Standards Versus Centralized Control 
4. Management of Change 
5. Regionalization Reorganization 

The Task Forces' reconunendation for the long term is regionalization. 
Accompanying this report is a model concept for implementing regionalization. 

Current Needs Analysis and Recommendations for Improvement. 

The following needs were identified by the task force as able to be implemented in a 
relatively short time frame. These topics are presented in random order. 

I. Communications 

As within any complex organization, the task force felt that there are continuing 
needs to improve channels of communication. The Phase I and II efforts clearly 
evidenced communication as an underlying factor in almost each identified need or 
problem. The Task Force firmly believes that progress can be made in this area. 
Progress however is dependent to a great degree on the strategies and technology 
employed. 

The Task Force believes that the Department could benefit from improved use of 
computer and electronic media technology. Technology which will aid in moving 
information, ~olicies and important decisions to and from the field and Central 
Office is of cntical importance to achieving the Department's goals. 

The concept of establishing a clearinghouse for information gathering requests is a 
target ideally suited for a computer application and could be accomplished with a 
minimum of reorganization. 

As requests for information are generated by managers in each division, parole 
region or prison, they would be funnelled through the clearinghouse. The 
clearinghouse would make the actual contact with the parties needed, collect the 
information and return it to the requestor. The important feature is that the 
clearinghouse could electronically store and track information. By storing and 
tracking information at one point, unnecess'ary duplication of requests could be 
eliminated; previous information gathered on a topic could be retrieved and 
compared to new information, thus increasing the overall value of the information 
to management. 

This approach would greatly improve th~~ quality of information gathered and the 
timeliness of dissemination. A general improvement in the use of technology by the 
Department is in order. For an agency of our size and complexity in a critical public 
service role, the DepartIIlent should be on the cutting edge of innovation and 
technology. 

The rate of progress made in the Distr.ibuted Data Processing System (D.D.P.S.) 
implementatlOn has been disappointing. The Department's needs since the 
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inception of the D.D.P.S. effort have changed and the ability to respond to those 
changes has been slow and costly. In some cases, institutions and parole regions 
have resorted to using personal computers and local staff talent to bridge the gap 
between D.D.P.S. capability and local needs. Also, Central Office Data Processing 
staff have perceived the local initiatives as threatening their efforts. This is an 
uncomfortable and undesirable atmosphere for both entities. 

To address this situation, a through assessment should be conducted to determine 
the information needs of the Department. Standards and guidelines for information 
technology development and selection should be used to assist the Department in 
making choices from the often bewildering variety of technological alternatives. 

The size and complexity of the Department dictates our need for timely 
information. The Department has a need to create a networked, automated 
information access system to keep pace with the challenges we face. 

The Department should support efforts on a State-wide level to streamline, shorten 
and simplify the process of taking a project from the idea stage to completion. 

A master plan similar to that used to address bed needs and construction programs 
should be adopted by the Department to address our Management Information 
System need. This should be a high profile/high priority living document with 
periodic formal review. The development of the master plan should have broad 
development input from the field and should be widely disseminated to field staff to 
ensure the management commitment is clear. Staff need to hear that the 
Department will come into the 90's. 

An additional aid to the Departments overall communications needs would be n the 
form of using technology to aid in training and general staff information sharing. 
The use of video tele-conferencing is a technology which could aid in brin~ing staff 
together for important meetings without the travel expenses traditionally Incurred. 
Equipping institutions and parole regions with appropriate equipment could pay for 
itself in life cycle by reducing travel and per diem expenses. The ea~e of scheduling 
and reduction in time needed to bring people together is a great asset needing to be 
tapped. 

The Department should also become more involved in sharing technology with 
other State agencies. The California State University system currently makes use of 
satellite transmissions to transmit classes and presentation throughout the State. By 
tapping into this and other satellite and interactive technology based systems, staff 
training could be standardized. Polices and procedures, critical information and 
important decisions can be quickly and accurately transmitted throughout our 
growing Department in hours. 

Many new prisons are currently being equipped with satellite receivers. The cost of 
retrofitting existing facilities may be as little as $5,000 per site. The price associated 
for improving the morale, sense of teamwork and ensuring that all staff truly share 
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the Department's philosophy and goals is critical. In the interim, the Department 
should consider returning to producing the videotapes "Dialogue with the Director" 
to aid in bridging some of the communication gaps. 

2. Personnel Issues: 

Since the implementation of the State Employer Employee Relations Act 
(SEERA), an ever deepening riff has been created between pay and benefits 
accorded employees in Unit 6 and other bargaining units. Disparity in pay has on 
one hand made efforts to recruit Correctional Officers easier, but on the other, has 
made it harder to recruit and retain staff in ancillary positions. Such areas as Food 
Service, Maintenance and Business Services are impacted. 

Viewing the critical nature of their function, the environment in which they work 
and the responsibility for supervising inmates, there should not be such a wide gap 
in salary. The Department needs to champion the position that all employees, 
re~ardless of classification, both peace officer and non peace officer alike are 
CrItical to carrying out the mission of the Department. 

A recommended approach would be to, as an example, reclassify the Supervising 
Cook I and II jobs to a new position of Correctional Cook I and II. The 
reclassification of these position should emphasize the functions of supervising 
inmates, maintaining security, key and utensil control, as well as discIpline of 
inmates. A new classification should recognize that these staff are working in an 
environment and performing tasks every bit as potentially dangerous and stressful as 
that of Correctional Officers. 

An additional area for focus should be in the Correctional Case Records series. For 
the degree of knowledge, skill and precision required of staff in. this series, they are 
seriously under compensated and their workload is often unreasonable. 

Staffing formulas which adopt strict inmate/staff ratios for certain classifications 
should be reviewed. The methodology employed to establish these ratios should 
emphasize transactions per inmate by custody and classification level and recognize 
the individual institution's mission, i.e., camp operations versus Security Housing 
Units. 

Staff in the case records series need to be provided career paths which allow and 
encourage bridging into other professional fields within the Department and State 
service. Not having such a clear career ladder makes recruiting and retaining staff 
difficult when it is viewed as a "dead end" classification. 

To impact the continuing perception by field staff of insensitivity of Central Office 
staff, the Task Force recommends the adoption of a staff assignment rotation policy. 
Such a policy should focus on creating an atmosphere wherein staff do not become 
so ingrained in either the field perspective or the Central Office perspective as to 
loose their effectiveness to the organization. Central Office staff should spend time 
in the field to gain insight into the total operation, and conversely, field staff should 
spend time in a Central Office position to help them gain insight into the 
departmental perspective. 

The Task Force believes that such a policy will assist all staff in gaining a broader 
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view of Department-wide issues, priorities and operations. Such a policy will 
increase the skill and experience levels of management and ensure the Department 
has a more qualified, well rounded pool of staff to elevate into positions of 
leadership. 

3. Standards Versus Centralized Control. 

In Phase I, the Steering Committee identified the need for improvements in policy, 
procedure and monitoring systems. Additionally, it has been identified that Central 
Office is perceived as not being sensitive to field needs and problems. Central 
Office is also perceived by field staff as having a control orientation rather than a 
support orientation. The Department's efforts to revise and update all manuals and 
incorporate them into one Departmental Operations Manual has to some degree 
heightened the perception of a Central Office control orientation. 

The Manual Revision Task Force had two very important benefits; that of focusing 
attention on the fact that some policies, procedures, rules and re.gulations were 
outdated, duplicated or contradictory in the several manuals previously in place. 
The second, was focusing attention on the serious need for Department-wide 
standards, a need which had long existed in the organization. 

The Manual Revision Task Force effort has met with some objection by field staff. 
Field staff perceive that the new operations manual takes away the Warden or 
Re~onal Administrators flexibility in meeting local needs. The Task Force does not 
beheve that this is an accurate depiction of the intent of the Department Operations 
Manual. On the contrary, it is a long overdue attempt to set the very standards that 
will aid in bringing the Department together and help dispel the notion of each 
institution or parole region being its own autonomous mini-department. 

Establishing and enforcing Department-wide standards and decentralizin~ control 
are not mutually exclusive concepts. They are complimentary if orgaruzed and 
managed correctly. 

A continuation of the Manual Revision Task Forces' positive effort is called for, in 
the form of further development of Departmental Operations Standards. Standards 
for operations and performance are needed to round out the management tools of 
the Department. Standards should enhance existing policy and guide Wardens and 
Regional Administrators in the management of their area of responsibility. Their 
area of responsibility should encompass some functions now centralized with 
headquarters. 

Decentralizing some personnel, labor relations and budget functions is possible and 
desirable if clear standards are articulated to the Wardens and Regional 
Administrators. Articulating clear standards for performance will have the effect of 
placing responsibility for achieving Department goals and objectives at a lower 
level, will gIve the Warden/Regional Administrator tools to carry out the goals and 
objectives and will hold them accountable for their performance. 
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The efforts of the Manual reVISIOn Task Force needs continuing management 
support to maximize the implementation and effectiveness of the Departmental 
Operations Manual in the field. 

The desirability of decentralizing some functions and creating standards is 
illustrated by the following examples: 

8. Personnel· Hiring Process 

The :present hiring process requires that some management positions be 
subIDltted to Central Office for approval. This is done primarily as an audit 
process to ensure the person submitted meets the requirements for the 
classification and that departmental hiring goals were met. 

This process is unnecessarily time-consuming and could be discarded in favor 
of a decentralized institution or region based process. By establishing a clear 
statement as to the hiring policy and standards for carrying out the policy, the 
Warden or Regional Administrator could accomplish the Department's goal 
locally. Central Office could then monitor and audit local compliance, rather 
than control it. If a Warden or Regional Administrator were havin~ difficulty 
in meeting a hiring standard, Central Office could supply assIstance in 
recruiting for the vacancy. If, after all avenues were explored and the 
standard could not be met, both the Warden/Regional Administrator and 
Central Office would be satisfied that every effort was made. 

Conversely, if the Warden/Regional Administrator disregards the standard, 
they should be held accountable for this lack of acceptable performance and 
if appropriate, be replaced. 

b. Labor Relations - Adverse Actions 

The present system for handling adverse actions against employees requires 
that the package be sent to Central Office for review and approval before a 
penalty is assessed against the employee. This process provides an audit to 
ensure due process rights are not violated, time constraints are met and that 
punishments/penalties are applied in a uniform manner, non disparately. 

An unwelcome by-product of the current process is time consumption. The 
long turn around time between local action and a decision in Central Office 
dilutes the effectiveness of the disciplinary process. Long turn around times 
also have the effect of changing the relationship between the impacted 
employee and management. The longer it takes between the time the 
Warden/Re~ional Administrator makes a decision or recommendation and 
the time it IS approved by Central Office, the employee tends to become 
embittered. The embitterment stems from the fact they see themselves in a 
prolonged unsettled position with their employer. This unsettled feeling is 
stressful and they are concerned about the employment; their careers. 

The underlying philosophy of the disciplinary system is to set standards for 
conduct on the Job, to enforce those standards through a graduated set of 
sanctions for misconduct and to correct or eliminate future misconduct. 
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To the extent that most acts of misconduct result in less than termination, it 
is in everyone's benefit that the disciplinary process be administered quickly. 
The quicker the punishment, the quicker the employee returns to the job re
focused on complying with the standards. It is imperative that the employee 
is reintegrated mto the work force and that any cloud of ill will distrust is 
quickly dispelled. 

The impact of having employees in this kind of limbo effects not only the 
employee undergoing some disciplinary action, but co workers and 
supervisors as well. When an employee remains on the job, under 
disciplinary action for a protracted time without resolution, the supervisor 
who initiated the action feels that they are unsupported. This also impacts 
the ability of the supervisor to effectively manage the work-place. 

With the volume of adv.erse actions generated by institutions and parole 
regions, there is a natural bottle neck generated by the present system. 
While the objective is sound, uniformity in administering the disciplinary 
system; the process is choking the Department's ability to achieve it. 

The process can be decentralized by articulating clear standards for 
administering employee discipline. 

Under a decentralized process, the individual Warden/Regional 
Administrator is, as currently, responsible for ensuring due process and time 
constraints are met. At the appropriate point, they would make a decision 
about what ~unishment is warranted by applying the standards. If the 
Warden/RegIOnal Administrator was confronted with an unusual situation, 
they could use Central Office in an advisory capacity to aid in making a 
decision. 

Copies of adverse actions could be promptly forwarded to Central Office for 
auditing and review. If the Warden/Regional Administrator was found to be 
disparate in applying standards they would be held accountable by the 
Director and Executive Staff. 

The decentralized process would aid in shortening the time necessary to 
process disciplinary actions and would improve the Department's compliance 
with the underlying philosophy. The Task Force would also point out that 
the efforts of Armund Burrell's staff in creating a personal computer based 
program to aid in administering the disciplinary process makes the concept of 
decentralization all the more realistic. 

c. Budget Management - Vocational and Academic Education 

The present system for administering budgets for vocational and academic 
education programs is entirely vested in Central Office. Individual 
institutions have little or no flexibility in administering these funds. This 
limits the ability of Wardens through their Supervisor of Correctional 
Education Programs to meet local needs and program initiatives. 

A decentralized process for administering the education budget would entail 
drafting and implementing clear standards for budget management, program 
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management and implementation of correctional education programs. 
Adopting a decentralized process would place the responsibility and 
accountability for successful implementation at the institutlOn level. The 
Wardens, throl,lgh their staff, would have greater flexibility in meeting local 
needs and implementing important initiatives such as: Victims Rights, 
Substance Abuse programs and the Stirling Bill (9.0 GPL). 

These are but a small selection of examples of functions which can be 
decentralized without negatively impacting the Department or moreover, 
enhancing the overall efficiency and effectiveness of the Department. 

4. Management of Change 

Under the leadership of Director Rowland, the Department has made significant 
changes and improvements in its management of the inmates and parolees. 
Significant steps have been taken, without the benefit of this or other task forces, to 
improve correctional strategies, to re-think the Department's role in the criminal 
justice system and become pro-active in addressing problems facing the corrections 
community. 

Many changes and improvements have been made to the organization to make it 
more responsive to needs. One example would be the establishment of regularly 
scheduled meetings of Wardens of newly constructed prisons with the Deputy 
Director-Planning and Construction. This has established a highly responsive 
avenue for identifying problems in design and construction of new prisons and 
translating them into improvements and corrections to projects in the design and 
construction phase. Involving the appropriate decision makes all the managers in 
the process has helped ensure the long term effectiveness of our new prisons and 
has helped dissuade any feeling that the Department may have been insensitive to 
design and construction problems in the early steps of the new prison construction 
program. 

Another example of the positive changes would be the establishment of the office of 
Special Projects. This office oversees the implementation of Victims Rights projects 
throughout the Department and provides staff support to the Presley Institute, Blue 
Ribbon Commission and the Program Development Council. 

The Program Development Council in itself has been a great benefit to the 
Department by generating serious and timely discussion about various operations of 
the Department. This has lead to the generation of many Department Issue 
Memorandums addressing such topics as adopting a "Structured Prison 
Environment" and revising the Work Incentive Laws. 

The reception of that "Structured Prison Environment" paper alone has had a 
positive effect on the field. Field staff, through the Wardens and Regional 
Administrators have long complained about how the work incentive law seems to 
have been slowly eroding away and were having the actual effect of encouraging 
misconduct and lack of respect from law and authority. As a result of the PDC 
efforts, the Department is now addressing this crucial concern. 

The establishment of the Program Development Council as a forum for staff 
involvement and interaction has created a mechanism which will long benefit the 
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Department. 

One last example of positive change would be the establishment of the Office of 
Substance Abuse Programs (OSAP). This program initiative is seen as one of the 
most dynamic and meaningful changes the Department/Director has implemented. 
The OSAP will address a critical gap which has long existed in the correctional 
treatment/management model of the Departments and represents an important 
move to establish the Department of Corrections as a leader in the criminal justice 
system. 

Change, even the most important and valuable change, in an organization brings 
with it a set of problems. It is the problems associated with the acts of change that 
the Task Force felt Executive staff should confront itself with. 

The Department of Corrections, as a quasi-military structured law 
enforcement/correctional agency thrives on stability. 

Change is difficult even when the new goal is exciting and well-accepted by the field 
staff. When staff are generally focused across the board with developing and 
implementing the change, it has a good chance for success. 

As the number of changes attempting to be implemented increases, staff lose their 
focus; their energy is scattered among many worthy projects and they become 
generally frustrated since none of the projects seem to be progressing. 

It is the recommendation of the Task Force that serious attention be given to 
limiting new program initiatives for implementation. By allowing staff to focus 
energy and resources on only one or two programs initiatives at a time, sllccessful 
implementation and change can become reality. Focused energy can create a 
quality product; one which will long serve the Department's and the public's needs. 

This recommendation should not limit the efforts of such entities as the Program 
Development Council to explore innovative correctional strategies. It is these kinds 
of efforts which help alleviate some of the inflexibility ingrained in an organization 
of this size, complexity and mission. These kinds of program development efforts 
help bring the Department into a mainstream leadership role in the criminal justice 
system. 

It is crucial that staff achieve and maintain a shared vision of the Department. They 
must feel that each and every one of them has a vested interest in the Department 
and that without their support and involvement, achieving the Department's goals is 
not possible. 
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"Our plans miscarry because they have no aim. ~Yhen a man does not know what 
harbor he is making for, no wind is the right wind'~ (Seneca - 4 B. C. to A.D. 65) 

The Task Force recommends that the focal point of departmental efforts be 
directed at such worthy programs as Substance Abuse and Structured Prison 
Environment. 

An additional, but somewhat broader recommendation of the Task Force centers on 
the issue of planning for change. As has been previously spoken to, the Task Force 
recommends adoption of a Master Plan for addressing the Departments 
Management Information Systems needs, similar to the successful process used to 
plan the new prison construction program. Taken a step further, Executive Staff 
should strongly consider expanding the concept to include a five to eight year 
Master Plan for the entire operation and evolution of the Department of 
Corrections. 

A Master Plan would help administrators, managers and staff keep a focus of not 
only short term goals; now addressed by the implementation of Management By 
Objectives, but of the long range goals of the Department. A shared vision is a 
lasting vision to staff who gain insight into the general direction of the organization. 
A Master Plan is envisioned by the Task Force as a living document which would 
incorporate the Departments Mission and Philosophy Statement, a summary of 
program initiatives and challenges facing the Department and Goals and Objectives 
to meet them. 

5. Reorganization - Regionalization 

The Task Force recommends that the Department Executive Staff consider laying a 
foundation for future implementation of regionalizing the Department. The Task 
Force realizes that implementing this proposal is certainly a long term ,initiative. 
However, the Task Force would point out that streamlining the processes and 
improving and changing policies, procedures, rules and regulations are limited in 
their effectiveness if the problems and needs are treated without a view toward 
reorganization and regionalization. 

The Department has, for some time, recognized a regionalization model. The 
Parole and Community Service Division has long operated successfully under this 
model. The Selection and Standards Branch has operated under a regionalized 
organization model for testing and background investigations for various positions. 

A comprehensive report and recommendations have been prepared by Wardens 
Bunnell and Vasquez to address regionalization. It is important to note in this 
report that the Task Force has made its recommendations for system improvement 
with a view that the recommendation can be implemented under the current 
organizational structure and can be easily assimilated into a regional approach. 

The Department has faced unprecedented challenges in the last ten years. It has 
weathered these demands well. But, at some point a's the demands and challenges 
grow at ever increasing rates, our ability to address them and do so successfully will 
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be hard pressed. It is important now that Executive Staff begin to look into the 
future and entertain the concept that regionalization is a viable method of long term 
resolution of needs and problems. 

This type of change requires that a foundation be laid far in advance of 
implementation; that barriers and resistance to change be broken down gradually; 
that an atmosphere is created wherein a major reorganization is looked upon not as 
a threat to the Unit or Branch where one works, but as an opportunity for improving 
the effectiveness of each individual staff member. 

IV CONCLUSION 

The Task Force members feel that laying out the historic perspective of previous 
reorganization efforts is critical for the reader to view the present findings. The 
Task Force found that the previous bifurcated efforts to change or refine processes 
and procedures were not wholly successful. It is the feeling of the members that a 
systems perspective/needs analysis needed to focus on root issues. Treat not the 
symptoms, but the cause. 

The common theme that the Task Force found running throughout previous efforts 
and in its own inquiry was difficulties in communication, lack of operational 
standards, staffing issues and the management of change. The manifestations of 
these problems and identified needs are not unique to the Department of 
Corrections. They are universal among large and complex organizations and were 
found by Task Force members who confronted correctional agencies in other states. 

Many positive steps have taken place to bring to all staff a shared vision of the 
Department. Many more steps remain to completely achieve it. 

The area of communication requires that the Department identify a clear plan of 
implementing an automated state of the art Management Information System. A 
master plan should be developed to identify strategies and technologies to speed 
communication, reduce duplicated tasks and improve information sharing. Clear 
lines of communication need to be established which encourages and recognizes the 
need for field input into critical policy formation decisions. 

The Task Force recommends that issues of pay and benefit disparity be explored 
between Unit 6 employees and other ancillary staff. The substantial disparity which 
exists makes recruiting and retaining staff in critical operations such as food service 
and maintenance difficult. Career ladders need to be examined in the case records 
field to ensure staff do not view the series as a "dead end" and adequate 
compensation should be given recognizing the criticality of the function. 

Decentralizing certain functions and establishing performance standards is seen as a 
viable approach to addressing critical needs. By placing functional responsibility for 
many functions at a local level the Department can better address the needs which 
vary around the State. Establishing standards for carrying out certain decentralized 
functions can facilitate timely solutions without impairing the overall goal of the 
Department. Accountability on the part of the individual Wardens and Regional 
Administrators is critical to ensuring standards and Department goals are met. The 
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Department would aid in mitigating the negative perception that Central Office is a 
non-supportive, control oriented function. 

Focusing attention on one or two important program initiatives at a time would aid 
the organization in making the monumental changes it has embarked upon. The 
positive steps taken so far should not be lost for lack of focused energy. Staff are 
beginning to see remarkable changes taking place and sincerely want to see these 
programs come to fruition. It is imperative that our desire not get ahead of our 
resources. 

To view the Department today and compare it to ten years ago, it is clear that we 
have fielded many serious challenges. Our ability to handle the future challenges 
demands that we take a serious look at the organizational structure and its potential 
responsiveness for the future. 

The Task Force recommends that for the long term the Department reorganize 
itself and adopt a regionalized structure. Accompanying this report is a model 
concept for implementing regionalization prepared by Wardens Bunnell and 
Vasquez. Volume II, entitled " Departmental Task Force on Organizational 
Structure, Task Force Report on Reglonalization" dated March 1990, describes in 
detail the concept and a potential method of implementation. 
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EXECUTIVE OFFICES 

CALIFORNIA DEPARTMENT OF CORRECTIONS 
CENTRAL OFFICE FUNCTIONAL RESPONSIBILITIES 

OFFICE OF THE LEGISLATIVE LIAISON 

Hission 

APPENDIX 

Provides executive policy advice on all matters with legislative implications. 

;unctional Responsibilities 

~he Office develops legislation and secures its introduction in the Legislature; 
ioentifies bills of departmental interest, coordinates their analysis and 
recommends the department's position; explains the department's view to 
legislators and provides direct advocacy through appearances before legislative 
committees; logs, coordinates and controls responses to inquiries from State and 
federal legislators; and coordinates investigations arising from lj:l~islative 
concerns. 

Resources 

One (1) Assistant Director--Legislative Liaison; one (I) Staff Services 
Manager II (SSM II); one (1) Staff Servic,es Analyst (SSA); one (1) Office 
Technician (OT). 

OFFICE OF LAW ENFORCEMENT LIAISON 

'Ii s s i on 

Commonly referred to as the Special Services Unit (SSU), this Office serves as 
1n investigative force for CDC administration. 

:'lJnct;ona1 Responsibi1 ities 

Provides State level investigative liaison service to local police agencies 
involving major crimes when prison inmates or State parolees are known or 
suspected responsible parties. 

Provides investigative services for the Department's institutions, programs and 
divisions including internal affairs investigations. 

Coordinates and provides staff support for the statewide Prison Gang Task Force. 

Provides polygraph services for the Department and outside agencies upon request. 
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OFFICE OF LAW ENFORCEMENT LIAISON (CONTINUED) 

Resources 

One (1) Assistant Director--law Enforcement; seven (7) Senior Special Agent; 
twenty (20) Special Agent; one (1) SSAj five (5) aT; 1.5 Office Assistant II 
(OA I I ) . 

OFFICE OF LABOR RELATIONS 

Mission 

The mi s s i on of the Labor Re 1 at ions Offi ce is to promote a harmon i ous , abor
~anagement relationship. This includes: 

o Implementing the collective bargaining law for rank-and-file employees 
and negotiating labor contracts for the rank-and-file/labor unions under 
SEERA and the Fair Labor Standards Act (FSLA). 

o Ensuring that all members of the management team are kept informed and 
trained in carrying (j~lt their responsibilities under SEERA, the labor 
contracts and the FLSA. 

u Providing advice, assistance and policy recommendations to manageffient i~ 
all areas of labor-management relations. 

o Representing the department during all phases of the collective bargaining 
process including negotiations, impasse resolution and contract 
administration. 

Functional Responsibilities 

Srievances: administers the grievance procedure; monitors grievance handling 
effectiveness; investigates grievances which relate to departmental policies and 
procedures and recommend decisions at the Director's level. 

Labor-management formal negotiations/delegations on impact: serves as the Chief 
Negotiator in meet and confer and other departmental bargaining sessions, with 
broad authority to commit the Department; directs the development and 
presentation of management's positions and strategies at meet and confer 
sessions, arbitration and unfair labor practices hearings, 

FLSA: responsible for implementing and coordinating the FLSA, including ongoing 
review and maintenance of information and consultation with managers and 
supervisors. 

Adverse personnel actions: responsible for administering and coordinating the 
adverse personnel actions procedure, and reviewing and making recommendations 
for approval by the appropriate Deputy Directors and Assistant Directors; works 
with the Attorney General's Office on all cases. 
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OFFICE OF LABOR RELATIONS (CONTINUED) 

Functional Responsibilities (Continued) 

Training: develops and implements training programs for Executive staff and other 
managers on employer-employee relations policies and issues such as grievance 
handling and arbitration, contract administration and relationships with employee 
organizations. 

Statewide contract negotiations and contract administration: directs the 
development and presentation of management's positions and strategies at contract 
negotiations; represent the Department at the bargaining tables; familiarizes 
departmental managers and sup'arvi sors with i nterpretat ions of new contracts and 
enforces contract administration. 

Provides consultation and advice to management team members in interpreting 
memoranda of understanding (MOUs), lacor relations laws and policies; 
functionally supervises the department's local employee relations officers, which 
is a cadre of approximately 40 managers located in institutions, parole regions 
and Central Office who act as local labor relations advisors to Wardens, Regional 
Parole Administrators and Deputy Directors; researches and makes recommendations 
for' management's position on proposed legislation, case law, and administrative 
rule/ regulation changes; maintains liaison with the Youth Authority, Department 
of Personnel Administration, State Personnel B~ard, Public Employee Relations 
Board in resolving problems of mutual concern and responding to inquiries and 
complaints. 

Resources 

One (1) Assistant Director, one (1) Labor Relations Specialist II, five (5) Labor 
Relations Specialist I, one (1) Labor Relations Analyst, one (1) SSA, one (1) 
OT, one (1) Word Processing Technician (WPT), one (1) OA II, one (1) Seasonal 
Assistant (Temporary). 

OFFICE OF COMMUNITY RESOURCES DEVELOPMENT 

Mission 

The Office of Community Resources Development (eRD) was established in 1981, 
reflecting the philosophy that increased understanding and interaction between 
the communities and Goe benefits both. CRO helps bridge the gap between the 
Department and the community at large. By dramatically increasing the use of 
community resources, it has helped the Department provi de program servi ces, 
access non-State materials and equipment and increase public involvement. CRD 
is made up of six major areas: 

o Financial Resources Unit--provides systemwide technical assistance and 
leadership in the accessing of community resources to meet departmental 
needs; administers and monitors departmentwide pol ides and procedures 
concerning donations, citizen participation, grants, and community service 
contracts associated with inmates and their families. 
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OFFICE OF COMMUNITY RESOURCES DEVELOPMENT (CONTINUED) 

Mission (Continued) 

o Arts-In-Corrections Program--departmentwide arts program implemented in 
1980 by the Legislature following a pilot project at California Medical 
Facility, Vacaville begun in 1977. Makes use of the creative processes 
to raise inmate self-esteem and lower institutional tensions. 

o El ementary and Secondary School Improvement Amendment (ESIA) 1988 
Chapter I of Title I--administers the federal ESIA grant to meet the 
special educational needs of institutionalized neglected and delinquent 
children. Federal ESIA funds became available in 1974 and programs and 
services were implemented in institutions in 1975. The 1988 amendments 
provided greater State and local flexibility. 

o Vocational Education Act (VEA) Grant--administers and coordinates the 
federal VEA grant. Federal VEA funds became available in 1977. The 
Department is under a federal mandate to establish and use a Vocational 
Education Advisory Council (VEAC) to recommend the priority uses of VEA 
funds on an annual basis. The funds are used for (1) travel and per diem 
of the VEAC; (2) purchase of training equipment for selected vocational 
programs; (3) support administrative functions; (4) on site welder 
certification of inmates. 

o Citizens Participation Program--created effective May 1, 1989, its purpose 
is to involve citizens in the delivery of services to inmates and parolees. 
Citizens participation is defined as the advisory and/or voluntary 
involvement of the community and citizens in Departmental activities to 
improve publ ic understanding of correctional operations, to positively 
influence correctional direction, and to improve inmate/parolee 
programming. 

Q Religious Programs--created effective June 1, 1989, provides functional 
supervision of chaplains in institutions. 

Functional Responsibilities 

Financial Resources Unit 

Prepares, admi ni sters, moni tors and evaluates Centerforce Vi sitor Center Program, 
Friends Outside Prison Representative Program, and the M-2 Sponsors Inmate Match 
Program. 

Monitors, coordinates, and provides technical assistance for activities of 
Community Resource Managers in 18 institutions. 

Develops contacts with the private sector, governmental agencies, foundations, 
publ ic and private nonprofit organizations, and other community agencies to 
generate and increase goods, services, financial support and technical assistance 
to meet departmental needs and increase self-sufficiency. 
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OFFICE OF COMMUNITY RESOURCES DEVELOPMENT (CONTINUED) 

Functional Responsibilities (Continued) 

Financial Resources Unit (Continued) 

Provides technical assistance to institutions, Parole Regions, and Central Office 
administration in accessing community resources to include federal and private 
grant funding, donations, and volunteer services, and community service projects. 

Arts-In-Corrections 

Contracts with professional artists and arts organizations to provide instruction 
and guidance in the visual, literary and performing arts. 

Oeve lops overall program content and document at ion, and the coordinates the 
acquisition of non-departmental funding and other resources. 

-\dministers arts programming and collects monthly statistical and narrative 
reports of Arts-In-Corrections program activity through Artist/Facilitators (9 
institutions) and Lead Artists (9 institutions). 

Elementary and Secondary School Improvement Amendment (ESIA) 1988 
Chapter 1 of Title I 

Provides oversight of supplementary education progrilms in ten lnstitutions 
providing educational support to over 1,000 inmates per year. 

Vocational Education Act (VEA) Grant 

Carries out the administrative tasks of the grant; prepares the annual funding 
application; prepares the annual claim for reimbursement; prepares the Final 
Reports. 

Serves as staff to the VEAC. 

Conducts quarterly compliance reviews of the department's VEA funded programs 
and services. 

Oevelops and annually revises the Three-Year VEA Program Plan. 

Citizens Participation Program 

Coordinates a systemwide effort to involve citizens in the delivery of services 
to inmates and parolees by developing additional linkages with individuals and 
organizations for utilization by institutions, paroles and Central Office 
operations. 

Coordinates citizen advice and consultation to achieve greater responsiveness 
by the Oepartment to the needs of the community while promoting involvement in 
the reduction of crime and delinquency. 
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OFFICE OF COMMUNITY RESOURCES DEVELOPMENT (CONTINUED) 

Functional Responsibilities (Continued) 

Citizens Participation Program (Continued) 

Coordinates a program of community education to achieve public understanding of 
correctional operations and to obtain the resources needed to effectively 
implement improvements. 

Religious Programs 

Functionaily supervises 60 chaplains in institutions. 

Responsible for administration and technical management of departmental policies 
and proceaures governing religious service programs. 

Resources 

Executive: one (1) Assistant Director; one (1) Secretary; two (2) OT. 

Financial Resources Unit: One (1) Staff Services Manager I (SSM I) and three 
(3) Associate Governmental Program Analysts (AGPA). 

Arts-In-Corrections Program: 

Headquarters: One (1) Arts Program Administrator, one (1) Associate Arts Program 
Administrator. 

Institutions: Nine (9) Artist/ Facilitators; nine (9) Lead Artists (contract). 

Contracts with the William James Association and Arts Reach for additional part. 
time artists statewide. 

Elementary and Secondary School Improvement Amendment (ESIA) 1988 
Chapter 1 of Title I 

Headquarters: one (1) program manager, one (1) part-time consultant. 

Institutions: nine (9) teachers, five (5) teaching assistants. 

Vocational Education Act (VEA) Grant 

One (1) Vocational Consultant. 

Citizens Participation Program 

One (1) Parole Agent III. 

Religious Programs 

One Correctional Counselor II (CC II). 
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OFFICE OF COMMUNICATIONS 

Mission 

People are interested in what happens in the Department of Corrections. Most 
learn about the department from the media. The media generally get their 
information from the Communications Office. 

As the department's primary spokesperson, the Office maintains direct contact 
with local, state, national and international print and broadcast media. 

Functional Responsibilities 

Responds to from 1,500 to 2,000 media calls per month. 

Prepares and distributes brochures, videotapes and information materials to the 
general public. 

Prepares and distributes employee-oriented informational materials such as the 
monthly newsletter, Corrections News, and the orientation booklet, "Inside 
Corrections." 

Works with other divisions to develop and distribute informational material on 
special program development activities, e.g., working with Evaluation and 
Compliance and Institutions Division on m~terials fOf· the Inmate Work Program. 

Resources 

One (1) Assistant Director, one (1) Video Manager, one (1) Public Information 
Officer II, one (1) Public Information Officer I, one (I) Executive Secretary, 
one (I) Seasonal Clerk. 

OFFICE OF AFFIRMATIVE ACTION 

Mission 

Strives to provide equal employment opportunity (EEO) in a discrimination-free 
work environment; handles two major functions: 

o Human Relations--develops and manages affirmative action programs such as 
the disabled employees program, reasonable accommodations, the women's 
program and affirmative action goal setting; monitors informal 
discrimination complaints; and provides training and resources to local 
EEO counselors. 

o Discrimination Complaint--monitors formal discrimination complaints; 
coordinates training for discrimination complaint investigators; and 
provides resources to compliance agencies involved in the process. 
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OFFICE OF AFFIRMATIVE ACTION 

Functional Responsibilities 

Sets annual goals and objectives for the department's Affirmative Action (AA) 
Program; monitors and evaluates progress toward accomplishing objectives; work 
with local institutions and parole regions in the implementation of AA programs; 
makes recommendations and presentations on the status of AA programs to Executive 
Staff. 

Collects and analyzes data needed to evaluate the AA program in the areas of 
recruitment, selection, job assignment, promotion, training and termination; 
coordinates the Department's goals and timetables as required by the State 
Personnel Board. 

Provides technical assistance to departmental staff regarding the interpretation 
and implementation of Department policy and processes regarding informal 
discrimination complaints, special program access, reasonable accommodation, 
Telecommunication for the Deaf (TOO), women's upward mobility, training, career 
development and job opportunities. 

Develops and maintains lesson plans and conducts EEO Counselor and Discrimination 
Complaint Investigator Training. 

Monitors relevant court cases/ decisions involving EEO issues anrl their potential 
impact on the Department; revi ews and updates the Departmen t of Corrections 
Administrative Manual (DAM) relative to affirmative action. 

Provides assistance with affirmative action recruitment efforts. 

Develops, implements and monitors special women's programs, i.e., Program 
Alternatives for Tradeswomen Hiring (PATH), Career Development Systems and 
disabled,employees' programs, i.e., Limited Examination and Appointment Program 
(LEAP); provides LEAP appointment hiring lists to local personnel offices, and 
LEAP information to disabled persons interested in employment opportunities with 
the department i 

Serves as staff resource to the departmental Women's Liaison Council and the 
Disabled Advisory Committee; provides outreach activities at various career fairs 
for disabled persons; provides outreach to help comply with the mandates of the 
Minority/Women's Business Enterprise (M/WBE) Program. 

Assigns, directs and provides technical assistance to Oiscrimination Complaint 
Investigators and field staff in the timely completion of formal investigations 
and/or responses to inquiries from State and federal agencies; conducts 
investigations of the most sensitive and complex nature; maintains liaison with 
other departmental units, and State and federal agencies; reviews d'iscrimination 
complaint investigative reports and makes recommendations for appropriate 
disposition of formal complaints. 
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OFFICE OF AFFIRMATIVE ACTION (CONTINUED) 

Functional Responsibilities (Continued) 

Evaluates the effectiveness of the discrimination complaint process and recommend 
changes as necessary; coordinates with departmental legal staff and the Attorney 
GeneralIs Office for legal counsel as needed. 

Resources 

One (1) CEA I, one (1) Program Administrator, one (1) SSM I, three (1) AGPA, one 
(1) EEO Analyst, one (1) Student Assistant, one (1) OT, one (1) OA II. 

OFFICE OF PROGRAM DEVELOPMENT 

I~ission 

The Office of Program Development was established February 16, 1988. The Office 
seeks to promote and coordinate programs which involve the community and private 
industry in correctional programs. 

Functional Responsibilities 

Works with a variety of programs and groups, e.g., education, substance abuse, 
pre-release, inmate self-help and parole re-entry. Special emphasis is given 
to inmate employment programs. After analyzing existing activities, the Office 
looks for improvements and fosters publici private partnerships. The Office also 
develops cooperative agreements with the Employment Development Department and 
other governmental agencies in support of CDC programs. 

Resources 

II One (1) Assistant Director. 

II OFFICE OF SUBSTANCE ABUSE PROGRAMS 

Mission 

I 
I 
I 
I 
I 
I 

The Office of Substance Abuse Programs (OSAP) was created effective May 1, 1989, 
and was fully staffed and operational in September 1989. Its establishment 
refl ects the Department I $ commitment to the development of a multi -faceted 
publ ic/private comprehensive substance abuse program that strives to give 
balanced attention and resources to control, enforcement, education and 
treatment. The goals of the program are to further promote public safety and 
to improve the effectiveness of departmental operations through the reduction 
of substance abuse related problems among inmates and parolees. 
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OFFICE OF SUBSTANCE ABUSE PROGRAMS (CONTINUED) 

Mission (Continuedl 

aSAP is respons i bl e for ensuri ng that CDC substance abuse act i vi ties are 
effectively planned and coordinated within the Department as well as with other 
State agencies and departments. aSAP is also responsible for the development 
and implementation of a Corrections Substance Abuse Master Plan. 

A Substance Abuse Advisory Panel provides overall guidance for the Department's 
substance abuse and treatment efforts. This panel is jointly chaired by the 
Deputy Directors of Institutions Division and Parole and Community Services 
Division. The membership of the panel consists of key management and field 
staff throughout the Department. 

Functional Responsibilities 

Administers the Corrections Substance Abuse Master Plan, which will contain the 
following elements: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

Clear communication of a philosophy of accountability and toughness for 
inmates, parolees, ·,tisitors and staff concerning the use/possession of 
drugs. 

Accurate inmate/parolee substance abuse screening and assignment methods 
to ensure appropriate and timely provision of education and treatment 
services. 

Basic information on substance abuse for all inmates and parolees. 

Increased education on substance abuse for all inmates and parolees. 

Substance abuse educat i on as a requi rement for pl acement in some jobs 
throughout prisons. 

A recognition of the significant value of Alcoholics Anonymous, Narcotics 
Anonymous and other proven self-help recovery programs is an important 
aspect of substance abuse treatment of inmates and parolees. 

Cont i nued support for Substance Abuse Revocation Di versi on (SARD) and 
Substance Abuse Treatment Units (SATU) as model programs and the 
deve 1 opment of add it i ona 1 parole opt ions for substance abusers such as 
specialized caseloads in parole services. 

8. Evaluation and increased support for pre-release and re-entry programming. 

9. 

10. 

Increased training for Special Emergency Response Team (SERT) members and 
other correctional staff on the control and detection of SUbstance abuse. 

Increased sanctions included in Department rules and regulations concerning 
inmate, parolee and inmate visitor substance abuse. 
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OFFICE OF SUBSTANCE ABUSE PROGRAMS (CONTINUED) 

Functional Responsibilities (Continued) 

11. Establishment of Substance Abuse Coordinators at each prison and parole 
region. 

12. 

13. 

14. 

15. 

16. 

17. 

18. 

Increased knowl edge of CDC employees about offender substance abuse 
patterns and the availability of effective education, intervention and 
treatment services to address offender sUbstance abuse. 

Increased coordination with other State and local departments that have 
a stake in substance abuse treatment and education. 

Cont i nued cooperation with the Narcot i c Eva 1 uat i on Authority Board on 
strengthening the Civil Addict Program. 

Evaluation of and, when appropriate, the expanded use of urine testing as 
an effective and integral component of the Department's substance abuse 
program. 

Deve 1 opment of a pri son-based therapeutic community and parol e-based 
continuation of treatment demonstration programs to include the following: 

a. A 200-bed specialized prison-based treatment facility. 

b. Increased training for custody staff. 

c. 

d. 

e. 

f. 

Involvement of private treatment providers including appropriate 
utilization of ex-offender and addict staff. 

A case management approach to inmate and parolee substance abuse 
treatment. 

Involvement in peer support groups. 

Continuation of treatment services after prison including special ized 
residential re-entry facilities for selected parolees. 

g. Specialized parole services. 

h. Urine testing. 

Development and maintenance of information systems and field experimental 
methods for all substance abuse programs to ensure timely, accurate and 
reliable program monitoring and evaluations. 

Coord; nat i on of all Department substance abuse related act i vit i es to ensure 
program quality and to pr.omote the transfer of effective education and 
treatment efforts throughout the Department. 
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OFFICE OF SUBSTANCE ABUSE PROGRAMS (CONTINUED) 

Resources 

One (1) Assistant Director; one (1) Community Resources Manager; one (1) SSM I; 
one (1) Correctional Counselor II (CC II); one (1) Parole Agent II; one (1) 
Research Analyst II; one (1) Secretary. 
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DIVISIONS 

INSTITUTIONS DIVISION 

Mission 

Any matter dealing with the day-to-day operation of the prisons or camps fal1.s 
within the Institutions Division. Overall responsibility rests with the Deputy 
Director, Institutions. Wardens, who have administrative responsibility fo.r 

. operating their institutions, report to two of three Assistant Deputy Directors. 

The Inst itut ions Divi si on is organi zed into operati ona 1 uni ts under the Assistant 
Deputy Directors. All institutions' Chief Medical Officers report to the 
Assistant Deputy, Medical Services. Half of the institutions, all camp 
operations and various institution operations units (Program Support, 'li/o.r.k 
Incentive, Classification Services, Case Records and Transportation) fall under 
the Ass i stant Deputy Di rector, Inst i tut i ons/Operat ions. The Ass i stant Dep1J~Y 
Di rector, Inst itut ions/Programs supervi ses Inst itut ion Servi ces, Invest i gati'v.e 
Services (including Emergency Operations), Education/Religion Services, and tbe 
remaining institutions. 

Functional Responsibilities 

Institutions/Operations 

Transportation Unit 

Responsible for the transportation of CDC inmates throughout the State and the 
extradition of CDC inmates from other states to California. Staff include both 
Central Office personnel and mobile transportation teams. 

Plans, organizes and directs the inmate transfer system including the statewide 
transfer of inmates between institutions and county jails, and the return of 
inmates from out-of-state to the Department. 

Recei ves and correlates i nformat i on from departmenta 1 units and Sheri ff' s Offi.ces 
regarding proposed receipt and transfer of persons committed to the Department. 

Prepares inmate transfer schedul es and rout i ngs for the most economi ca 1 and 
effective transfer of inmates between institutions by departmental vehicles; 
arranges transportation for highly sensitive, protective custody and violent 
inmates. 

Coordinates the return of the Department's parole violators and escapees from 
other states (extradition); performs liaison with other law enforcement agencies 
for the return of parole violators and escapees throughout the United Stateso 

Prepares written responses perta i ni ng to inmate appeals and Un it incidents; 
performs statistical analysis for budgetary purposes. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Operations (Continued) 

Transportation Unit (Continued) 

Coordinates the repair and maintenance of prisoner transportation vehicles. 

Transports inmates between institutions; transports inmates from California to 
other states and from other states back to California; returns parole violators 
from county jails to institutions; coordinates the transfer of inmates with 
institutional R&R and Watch Commanders; inventories and processes inmate records 
and property to ensure that they accompany the inmates bei ng transported; 
maintains discipline on transportation vehicles; arrange for meals for prisoners 
while en route; responds to emergency situations; maintains duty logs. 

Assists in the training of Transportation Officers regarding procedures, rules 
and regulations governing transporting and extraditing prisoners. 

Classification Services 

Responsible for the administration and technical management of the departmental 
inmate classification policies and procedures. 

Manages and administers the statewide Inmate Work/Training Program; conducts on
site operat i ona 1 comp 1 i ance eva 1 uat ions to ensure camp 1 i ance wi th governi ng 
statutes, departmental policies and procedures. 

Prepares statistical reports monitoring inmate employment levels; statewide 
responsibility for the automated inmate assignment system; provides assistance 
to institutions in the interpretation and implementation of the WIP, developing 
an inmate job bank system, and coordinating the statewide Labor Intensive/Low 
Techno logy Inmate Work Program proposal revi ews and anal ys is; responds to 
controlled correspondence regarding the WIP. 

Manages, operates and evaluates the classification system; develops, recommends 
and administers changes in classification system policy; serves as technical 
resource for the Division on this subject; directs changes in the Classifi~ation 
Manual and related procedures. 

Manages classification functions related to security, protective, 
medical/psychiatric and reception center housing; plans and coordinates special 
housing programs and the classification scoring system; trains staff in the 
classification system. 

Responsible for reception center processing, including coordinating related 
policies and procedures; coordinates with all in~titut;ons and the Transportation 
Unit in the weekly development of schedules for movement of endorsed inmates. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Operations (Continued) 

Classification Services (Continued) 

Responsible for coordinating bed activation; coordinates overall management of 
bed use and management placement and weekly placement of inmates. 

Conducts audits of institutional classification procedures; provides direction 
to institutions on compl icated issues; supervises the preparation of Departmental 
Review Board cases. 

Performs compliance assessment evaluations of IWTIP programs at all institutions 
and selected camps to ensure compliance with the Penal Code, Director's Rules, 
and departmental policy and court decisions; prepares reports on the IWTIP to 
the Governor, Legislature, YACA, Director and DOF; analyzes proposed legislation 
and formulates IWTIP procedures, policies and legislative recommendations. 

Provides functional management of statewide work/training programs; coordinates 
implementation and provides follow-up evaluations of new programs; coordinates 
between PIA, Planning and Construction Division, and other departmental units 
relating to IWTIP programs; establishes and maintains th~ Inmate Job Bank. 

Conducts statewide, technical IWTIP training meetings for Department employees, 
including administrative staff and special training for institution Work 
Incent i ve Coord; nators; serves as a techni ca 1 resource for the Department on 
IWTIP issues before the courts and Legislature; responds to oral and written 
communications from inmates, inmate families, attorneys and the general public 
concerning work incentive issues. 

correctional Case Records 

Has overall functional responsibility for compliance with Penal Code (PC) Section 
2081.5, which requires the Director to keep complete case records of all 
prisoners under the custody of the department. These records are required to 
be made available to the Board of Prison Terms (BPT) upon request. Also has 
overall responsihility for compliance with PC Section 969(b), which requires 
the Director to maintain and provide certified copies of to the court upon 
request, records of any person imprisoned in state prison for use by the court 
to prove the person has served a prior prison term. 

Responsible for statewide administration and management of the departmental 
uniform case records system which provid~s the informational base for critical 
decisions affecting inmates and parolees; provides direct technical supervision 
to institutional and parole case records offices; conducts the records portion 
of the annual Institutions Division Combined audit and Paroles audits. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Operations (Continued) 

Correctional Case Records (Continued) 

Processes inmate legal status "work-ups" for all cases with 1 ife commitments, 
zero to year-and-a-day commitments, and cases sentenced pursuant to Penal Code 
(PC) 1170(a)(2) and Welfare and Institutions Code (W&IC) 1731.5. 

Provides inmate/parolee location and commitment data information to law 
enforcement agencies; provides information on persons discharged from the CDC 
since 1957 to authorized persons, places PC 3056 and/or W&IC 3151 holds for 
Parole and Community Services officesj conducts file searches and issues new 
identification numbers for newly received CDC commitments; maintains the 
departmental Warrant Register; maintains teletype services for CDC and the Board 
of Prison Termsj receives and distributes initial Institutional Incident reports. 

Pl ans dnd develops pol; c; es govern i ng the departmental uniform case records 
system; assumes responsibil ity and accountabil ity for the accurate interpretation 
and application of laws, administrative standards and court decisions related 
to the processing, maintenance and control of inmate and parolee records; acts 
as adm; ni strat i ve and techn; ca 1 advi sor to the department's management on matters 
re la t i ve to the records system and ; s the pri mary 1 i a i son wi th other governmental 
agenc; es, courts, 1 egi sl ators and other persons on matters rel ated to the records 
system. 

Processes inmate legal status "work-ups" for all case with Life commitments, zero 
to year- and-a-day commitments, and cases sentenced pursuant to PC Section 
1170(a)(2) and W&IC Section 1731.S(c). 

Functions as the primary institution in handling Records related matters for 
inmates serv; ng the; r pri son terms inCa 1 iforn; a Youth Authority (CVA) facil it i es 
pursuant to W&IC Section 1731.5(c). 

Reviews legal docu'1ents on cases with sentencing discrepancies and communicates 
with the court and the Attorney General's Office to resolve the discrepancy. 

Functions as liaison between the Department and related city, county, state and 
federal agencies on matters concerning the application of sentence and parole 
laws and the control of prisoners in institutions and on parole; consults/adVises 
departmental staff, court offices, inmates and other governmental agencies or 
authorized persons regarding departmental responsibility under pertinent laws 
and administrative standards and interpretation and application of laws and 
standards related to inmate receipt, sentencing, paroling and release. 

Locates the region of a parolee's supervision; locates the facility where an 
inmate is housed; aids institutions and parole regions in identifying and 
locating inmates/ parolees when the identification number is unknown, utilizing 
the computer name search capability. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Operations (Continued) 

Correctional Case Records (Continued) 

Provides commitment data to law enforcement and other authorized agencies with 
a need-to-know; provides information on persons discharged from the department 
within the past 30 years (some basic commitment information is available for 
persons imprisoned prior to that date). . 

Place Holds pursuant to PC Section 3056 and/or W&IC Section 3151 for the Parole 
and Community Services Division. 

Conducts file searches for prior CDC commitments and issues new identification 
numbers for newly received felons and civil addicts committed to the Department; 
,'esponds to telephone inquiries concerning felons/civil addicts that require non
confidential information. 

t~aintains the departmental Warrants Register; maintains the teletype services 
for the Department and the BPTj utilizes a Central Dispatch System for the BPT 
and Narcotic Addict Evaluation Board (NAEA) Warrants issued on parolees-at-large 
(PALs), releasees-at-large (RALs) and institution escapees; abstracts warrants 
by teletype upon request. 

Acts as Central Office receiving point for incident reports and distributes to 
appropriate administrative personnel. 

Coordinates the work of other departmental records units; receives and accounts 
for records of discharged inmates and administrative records delivered to the 
Archives Unit; audits incoming files for completeness and documentation of 
aam;n;strative and release board actions; processes authorized document requests 
and PC Section 969(b), Proof of Prior Convictions, certifications for discharged 
i~mates/residents and parolees. 

Program Support Unit 

Acts as the primary liaison between Institutions Division and other departmental 
entities on matters of fiscal administration and management; provides technical 
support to institutional and Division personnel involved in the development of 
institutional/departmental budget concept/proposal preparation; develops and 
analyzes the Institutions Division short and long-range reorganization proposals; 
reviews institutional proposals on staffing needs for use in program planning, 
activation/deactivation alternative development and planning for staff testing 
and assignment; serves as the primary liaison with the Planning and Construction 
Division; develops the 90 day plan, reviews and audits managers of the status 
of their budget allotments and expenditures, allocates ratio positions and 
assists Administrative Services Division with presentations to the Department 
of Finance (DOF) for fiscal reviews. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Operations (Continueq1 

Program Support Unit (Continued) 

Analyzes fisc:al proposals submitted by and for institutions, including BCPs, 
Major and Minor Capital Outlay and Special Repair requests, and deactivations 
of overcrowding packages.; makes site visits of institutions as needed to verify 
requests; assists the Deputy Director and Assistant Deputy Director, Institutions 
Division, in the presentation of staffing proposals and other administrative and 
fiscal documents to the Director and Chief Deputy Director, other departmental 
units, control agencies and other departments; provides "expert testimony" on 
behalf of the Division. 

Identifies and initiates needed corrective action in program and organizational 
areas; consults wi th i nst itut ions and other Di vi sian units on departmental 
policies; develops policies and procedures for various administrative functions 
assigned to the Institutions Division. 

Serves as the Division's principal representative for the Staffed Capacity/Bed 
Activation Plan (gO-Day Plan) and New Facility Activations; particip~tes in the 
coordination and reconcil iation of all phases of the that planning process; 
provides analytical input and divisional perspective on fiscal and other 
administrative areas concerning new facilities; acts as a liaison within the 
Division to reconcile fiscal and programmatic interests; presents and represents 
the Division's position in these areas to staff in other divisions, control 
agencies and other departments. 

Reviews post assignment schedules for conformity with policies and standards; 
seeks resolution where an institution deviates from acceptable practices. 

Camps Program Unit 

Administers and provides technical management of the statewide conservation camp 
programs as well as other public resource agencies; acts as the principle liaison 
between CDC and the Department of Forestry and Fire Protection on conservation 
camp issues; coordinates camp bed activations, develop off-site inmate work 
programs and implement CDC contracts with Federal/State/local jurisdictions 
relating to Camp Program materials and services. 

Plans, organizes and analyzes the conservation Camp Program; provides overall 
leadership, direction and guidance to the Camp Program through the Wardens of 
the Sierra Conservation Center, California Conservation Center, and four 
institutions with conservation camps, including response to the new mUlti-agency 
concept specified in Assembly Bill (AB) 436; provides staff support services 
necessary for the program; directs and coordinates the camp expansion program, 
including planning, evaluation, budgeting, interagency agreements, legislative 
liaison, public and community relations and news media responsibilities. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Programs 

Institution Services Unit 

Acts as a resource, advocate and 1 iaison to institution and Central Office 
managers within the Institutions Division by providing technical assistance and 
information resources to the institutions, other units and divisions; acting as 
a resource for the institutions, the public, other units, division and law 
enforcement agencies; evaluating, monitoring, implementing and clarifying 
policies, procedures and regulations; assisting the Division in the development 
of automated and manual i nformat i on systems (both at Headquarters and in the 
institutions) and the utilization of self-auditing tools; conducting special 
ongoing projects involving areas such as correspondence, .inmate property, 
visiting, discipline, appeals, legislation, etc. 

·Provides 1 ine assistance to the Assistant Deputy Director, Institutions Division; 
oversees the development, implementation and evaluation of institution 
operational plans and procedures to direct the safe operation of correctional 
facilities; establishes efficient monitoring/auditing systems to evaluate the 
effectiveness of operational procedures and to ensure that departmental goals 
and objectives are met. 

Conducts on-site evaluation and inspection of institution procedures, policy and 
pract ice to ensure securi ty and program compl i ance; evaluates fi ndi ngs and 
identifies systemwide deficiencies; makes recommendations to institution 
administrators and to Executive Staff for corrective action to correct 
deficiencies and for major program changes to improve operational effectiveness. 

Responsible for a review and analysis of the Inmate Visiting Program, conducting 
a study of the Inmate Disciplinary System, developing a personal computer-based 
Institutions Division information system, developing departmental uniform and 
grooming standards, developing criteria for the Community Prison Mother Program, 
coordinating Division implementation of the Management Performance Appraisal 
System and Supervisory Bonus Program, acting as coordinator for the Division 
concerning many of the department's Distributed Data Processing System 
applications, and developing a revised Administrative Officer of the Day 
(AOD 837) reporting mechanism. 

Formally coordinates the established Combined Audit; serves as a liaison with 
wardens for compilation of the final audit report which is prepared for the 
Deputy Director's signature; acts as a focal point within the department for 
implementing court orders of major consequence, including analyzing each court 
order, developing action plans for compliance, monitoring implementation and 
completion; provides operational support for litigation defense strategies. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Programs (Continued) 

Institution Services Unit (Continued) 

Develops and implements a broad range of policies and systems impacting statewide 
institution operations; serves as functional manager for the interpretation, 
implementation and evaluation of statewide policies and procedures such as inmate 
d'iscipline, escape pursuit, control of tools, institution and inmate search 
procedures, institution visiting procedures and inmate personal property; meets 
and confers with Wardens and other high level administrative staff to ensure the 
effective and uniform application of departmental policies and procedures; 
researches and develops issue memos whi ch recommend major statewi de program 
development or revision; participates in the formulation of policy decisions 
concerning the implementation of court decisions and legislative mandates and 
to address system-wide deficiencies identified by the Inspector General, Auditor 
Genera 1 and the Department of Health Servi ces; revi ses and/or formul ates new 
policies and forms for inclusion in the appropriate departmental manuals. 

Invest i gates and prepares written responses to i nqui ri es and correspondence 
referred from the Governor, YACA, legislators, public, inmates and other public 
agencies; serves as an expert resource on institution operations in investigating 
and verbally responding to telephone inquiries ·from the public and inmate 
families and in responding to requests for information from institution staff 
and other public agencies. 

. Sc'reens special reports and/or studies submitted for Executive review and action; 
monitors, coordinates and conducts projects and surveys specific to institution 
operations. 

Education and Inmate Programs Unit 

Responsible for administration and technical management of departmental policies 
and procedures governing inmate academic education programs, inmate libraries, 
law libraries, handicraft programs and apprenticeship programs; conducts routine 
audits of institutional programs to ensure compliance with pilot educational 
programs; mon; tors expendi ture of departmenta l/other governmenta 1 education funds 
and contracts with local school districts; ensures compliance with court orders 
affecting institutional education program operations, coordinates cooperative 
vocat iona 1 programs wi th Pri son Industry Authority; provides techni cal assi stance 
to institution educational staff; works closely with the Planning and 
Construction Division in the development of education related programs and 
facilities for new prisons. 

Administers the Academic Education, Vocational Education, Recreation/ Physical 
Education, Handicraft/ Arts and Crafts, Pre-Release and Apprenticeship programs 
on a statewide basis; maintains liaison with educational, labor and management 
leaders from the community in improvement of programs. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Programs (Continued) 

Education and Inmate Programs Unit (Continued) 

Provides functional supervision of 12 Institutional Supervisors of Education, 
33 Instructional Supervisors, 402 Teachers/ Instructors, 24 Recreational 
Supervisors, 18 Librarians, 12 Handicraft Managers; directs all phases of inmate 
education program operations and planning; develops performance standards and 
expectations for administrators, supervisors, faculty and students. 

Conducts fiscal and program reviews of all field operations to ensure compliance 
with established policies, regulations and procedures; monitors 
field operations and official reports and identifies problem areas; works with 
institutional and Central Office staff in resolving problems and making 
recommendations to meet needs and/or improve programs; evaluates program 
~ffectiveness based upon inmate participation, performance and achievement. 

Ident ifi es crit i ca 1 trends or changes occurri ng in the community that impact 
inmate programs of education, training, leisure time and religion; modify 
proqrams- as appropriate; coordinates the interface of inmat~ training/education 
programs with institution operations; analyzes legislation which impacts programs 
administered by the Education and Inmate Programs Unit. 

Deve lops and ut il i zes commun ity and inmate advi sory committees in program 
planning, implementation, operation and evaluation; interfaces education programs 
',yith the Work Incentive Program, including maintenance, PIA and support services. 

Investigations Unit 

Technically manages Investigations Units in all institutions, including technical 
support and direction relating to the investigative functions at each institution 
field unit; coordination of inter/intra-agency investigative operations among 
the institution field units; liaison with administrators of outside law 
enforcement or other agencies; development and implementation of training 
programs for investigative, management, supervisory and line staff in the areas 
of criminal investigative techniques, crime scene/evidence preservation and 
processing, report writing and courtroom proficiency; development of 
investigations as an integral element of the correctional career pattern; 
statistical accumulation and analysis of institution-related crimes and criminal 
act i vity for the purpose of management advi sory reports for i nst itut i on and 
Headquarters administrators. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Programs (Continued) 

Emergency Operations Unit 

Statewide, administers and manages departmental policies and procedures governing 
emergency preparedness, di sturbance control, weapons and securi ty related issues, 
and the departmental Post Trauma Intervention Program; coordinates and audits 
institutional implementation of local disturbance control plans and annual 
exercises; establishes and maintains departmental liaison with the State Office 
of Emergency Services and mutual aid departments/agencies; administers the SERT, 
NMT and Conflict Management operations/training and budget; coordinates support 
training academies and specialized training courses. 

Jevelops statewide policies and procedures to ensure that Central Office and each 
of the institutions maintain maximum readiness to respond to, and effectively 
and efficiently handle emergencies which provides maximum protection for the 
public, staff, inmates and institution property as it relates to Departmental 
Disturbance Control, Special Emergency Response Teams (SERT), Negotiations 
I~anagement Teams (NMT) , and Depa,rtmenta 1 Emergency Preparedness; develops, 
implements and directs the departmental Disturbance Control Plan; revises, 
implements and directs the departmental Emergency Preparedness Plan. 

Provides direction, control, supervision of staff, operational and technical 
assistance, coordination and guidance to Wardens for the purpose of responding 
to varying stages of emergencies arising from mass inmate disturbances, hostage 
situations, civil disturbances, employee job actions, earthquakes, fire, flood, 
war, etc. 

Acts as the departmental liaison with local/State agencies for the purpose of 
aSSisting in, responding to, and/or resolving emergency situations, interfacing 
departmental Emergency Operations with the California National Guard, California 
state Police, California Highway Patrol, and other State and local agencies; 
serves as the departmental representative for emergency operations to the State 
Office of Emergency Services; serves as the Departmental Emergency Coordinator 
when the Departmental Emergency Operations Center (EOC) is activated and 
activates the EOC upon the direction of the Deputy Director, Institutions 
Division. 

Automation Services Unit 

Responsible for the coordination and support of automated systems for the 
institutions, including personal computer-based, the Distributed Data ProceSSing 
System (DDPS), and other mainframe systems. 

Responsible for the appl lcabil ity and accuracy of automated systems for the 
Division; acts as primary contact for the institutions on automation related 
issues, including both personal computer, OOPS and Offender Based Information 
System (OBIS) concerns. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Institutions/Programs (Continued) 

Automation Services Unit (Continued) 

Designs, develops and monitors information systems and computer equipment 
utilization; proposes, organizes and oversees special projects; provides 
technical guidance to task force and study teams; conducts and evaluates 
analytical studies and surveys . 

Coordinates the review of OOPS programs deSign specifications, testing and 
implementation for the Division; develops standards, self-auditing tools and 
guidelines for institution automated systems; acts as liaison between the field 
and Information Systems Branch; assists the institutions in the analysis, design, 
development, impl ementat ion, monitor; ng, mal ntenance and standard; zat i on of 
personal computer-based programs; coordinates training for field staff; 
coordinators the activities of institutions' automated systems coordinating 
positions. 

Deve10ps and/or maintains Division information systems, i.e., Mail Control, 
assignment tracking, Environmental Health Report tracking, etc. 

Assists the Division in the analysis, approval and procurement of computer and 
related equipment; presents the Division's proposals/reports to the Management 
Information System (MIS) Committee; reviews and recommends approval/disapproval 
of all Division automated systems; serves as the Division's liaison with ISB and 
Offender Information Services Branch; serves as the Division's information system 
contact with other State agencies inc1uding CYA. 

Health Services 

Responsible for administration and technical management of health care services 
to inmates throughout CDC including conducting periodic audits of institutional 
health care facilities; monitoring the establishment and administration of health 
care-related contracts with outside vendors/providers; providing health care 
training for institutional/parole staff; monitoring environmental health; 
responding to health care~related controlled correspondence; and providing sworn 
testimony on health care related issues under court or legislative examination. 
Currently coordinating departmental efforts to achieve full licensure for CDC 
hospital facilities, as well as reviSing departmental policy and procedures to 
incorporate ACA standards relating to health care for inmates. 

Develops and implements standardized clinical protocols and standards for 
effective and efficient delivery of mental health care programs for hospitals 
and infirmaries. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Health Services (Continued) 

Provides direction and leadership for long-range planning to improve the delivery 
of mental health care in the state correctional prison system including the 
development and shepherding of legislative proposals relative to mental health 
programs, the assessment of current mental health program problems and needs, 
the evaluation of future mental health program needs for an expanding and aging 
inmate population; evaluates alternatives for delivering mental health programs 
in the State prison system. 

Conducts studies and audits of mental health programs to identify systemwide 
deficiencies and recommend corrective actions; develops, implements and evaluates 
corrective action plans to correct systemwide program deficiencies; provides 
direction to hospital and infirmary staff in the review and approval of 
institutional policiES and procedures in the delivery of mental health care. 

Provides direction and ensures performance accountability of hospital 
psychiatric/psychological staff efforts to comply with hospital licensing 
requirements administered by the Department of Health Services. 

Serves as departmental liaison between the Department of Mental Health and the 
BPT; performs liaison between the Office of Health Care Services and Planning 
and Construction Division relative to the design and construction of new prison 
health facilities. 

Develops cost accounting system for monitoring health care contracts; develops 
the automated health care information system. 

Coordinates hospital planning and operation of all CDC hospitals; reviews and 
man i tors camp 1 i ance wi th hospital 1; censure standards; coordi nates health support 
services with administrators at infirmary level institutions; assists 
institutions in staffing and planning for health services, especially with 
equipment, minor and major capital outlay projects and new plants; coordinates 
and assists in recruitment of support health staff at all institutions. 

Plans and implements training programs, 1ST, post-graduate education for all 
health support staff. 

Coordinates and reviews statistical health reports from institutions and makes 
recommendations to the Assistant Deputy Director, Health Services. 

Provides functional supervision to institutional pharmacists and develops 
statewide policies and procedures governing the administration, management and 
staffing of CDC pharmacies; prepares a pharmacy plan projecting future needs; 
develops and provides standardized pharmacology in··service training programs; 
surveys, monitors and provides consultation and technical advice to CDC hospital 
and correctional treatment center pharmacies. 
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INSTITUTIONS DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Health Services (Continued) 

Analyzes and makes recommendations on the feasibility of corytracting out the 
procurement, storage, packaging and distribution of pharmaceuticals for all CDC 
pharmac i es; coord i nates a 11 pharmacy budgets; determi nes what automated equ i pment 
is necessary for packaging, inventorying and managing the state pharmacy system. 

Develops training and educational programs relative to AIDS and other 
communicable diseases to facilities health services staff, other staff and 
inmates; develops program operating pol i ci es, impl ements and monitors the 
statewide AIDS and infectious di sease control program; develops lang range 
strategic planning for program needs of eXisting and new facilities; assists in 
analysis and evaluation of environmental health and preventative medicine 
programs. 

Develops standard i zed methods and coordi nates procedures for recordi ng and 
transcribing significant patient data in hospital medical records; conducts 
studies and provides consultation on needs for and the most effective means of 
recording, collecting and analyzing patient care data to meet standards of public 
medical care programs. 

Develops, implements and conducts quarterly facility audits of the correctional 
hospitals' infectious disease control, envi'ronmental health and preventative 
medicine program servicesj assists correctional hospital infection control nurses 
in the development of plans to correct deficiencies; develops, implements and 
monitors data collection for management information and program monitoring needs; 
coordinates the collection of technical data from correctional hospitals and 
develop monthly aggregate reports. 

Resources 

Executiye: One (1) CEA IV, three (3) CEA III. 

Institutions/Operations 

Transportation Unit: One (1) Captain, two (2) Correctional Lieutenants, thirteen 
(13) Correctional Sergeants, thirty (30), Correctional Officers (CO), one (1) 
aT, two (2) OA II. 

Classification Services: One (1) Correctional Administrator, four (4) Program 
Administrators, one (1) aT, one (1) Senior WPT, one (1) Statistical Clerk, three 
(3) WPT; twenty (20) staff, classification unidentified. 

Correctional Case Records: One (1) Chief, Correctional Case Records (CCR), one 
(I) CCR Manager, three (3) CCR Administrators, one (1) CCR Supervisor, nine (9) 
CCR Specialists, two (2) Office Supervisor II, one (1) Office Supervisor I, five 
(5) aT, thirteen (13) OA II, one (1) WPT. 
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INSTITUTIONS DIVISION (CONTINUED) 

Resources (Continued) 

Program Support Unit: One (1) SSM I, one (I) Program Administrator (retired 
annuitant), two' (2) Correctional Lieutenants, three (3) AGPA, two (2) Student 
Assistants (blanket), one (1) OT. 

Camps Operations Unit: One (1) Conservation Camps Coordinator, one (1) Camps 
Liaison, one (1) OT. 

Institutions/Programs 

Institution Services Unit: One (1) Chief, Institutions Services, three (3) 
Program Administrators, three (3) Correctional Lieutenants, three (3) AGPA, one 
(I) OT, one (1) WPT. 

Education and Inmate Programs Unit: One (1) Chief of Education, two (2) 
Assistant Chiefs of Education, one (1) Program Administrator, three (3) SeEP, 
one (1) Education Program Consultant, one (1) Correctional Counselor III (CC 
III), two (2) AGPA, one (1) SVI, one (1) Principal Librarian, one (1) Curriculum 
Consultant, one (1) Production Manager II, one (I) Executive Secretary, 2.5 other 
clerical support. 

Investigations Unit: One (I) Correctional Administrator, one (1) AGPA, one (1) 
OT. 

Emergency Operations Unit: One (1) Program Special ist, Disturbance Control 
(Exempt), two (2) Correctional Lieutenants, one (1) CC I, two (2) Correctional 
Sergeants. . 

Automation Services Unit: One (1) Staff Services Manager I, three {3} SSA/AGPA, 
one (1) ~T. 

Health Services: One (1) Assistant Deputy Director, one (1) Correctional 
Administrator, two (2) Retired Annuitants, one (1) Chief Psychiatrist, one (1) 
Correctional Health Services Administrator, one (1) Health Program Manager II, 
one (1) Senior Medical Technical Assistant, one (1) MHPS II, one (1) Clinical 
Psychologist, one (1) MHPS II, one SSM I, one (1) HPS I, one (1) Health Program 
Manager I, one (1) Medical Records Consultant, one (1) Nurse Consultant 1/11, 
one (1) Associate Health Program AdVisor, three (3) AGPA, three (3) Associate 
Health Program Analyst, one (1) Student Assistant, one (1) Executive Secretary, 
two (2) WPT. 
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PAROLE AND COMMUNITY SERVICES DIVISION 

Mission 

Protect the public through close and proper supervision and surveillance of all 
offenders under its jurisdiction. 

Operations and Support Services were merged in the latter part of FY 1988/89 as 
the result of a review of Central Office functions. Operations is 
administratively responsible for training, labor relations, liaison with the 
paroling authorities and other departmental divisions, legislative bill analysis, 
deve 1 opment of parole po 1; ci es and procedures and speci a 1 projects. Support 
Services coordinates support services to the field including personnel, business 
services, fiscal management, equipment and space management. The 

Program Review and Quality Control is primarily responsible for assuring that 
existing operational policies and procedures are being complied with at all 
levels, for the collection and analysis of information from field operations 
(arrest qata, holds, violations, etc.), American Correctional Association (ACA) 
accreditation, parolee/inmate appeals/grievances and correspondence. 

Reentry Administration administers the department's community-based correctional 
program as authorized by Penal Code (PC) Sections 6220, 6250, 6260, 2910, 2910.5, 
2910.6 and 3410. These programs are funded through annual legislative 
appropriations and are administered through contracts approved by the Department 
of General Servi ces. The Department's reentry program is composed of the 
fall owing components: Work Furlough, SATU, Rest itut ion, Community Pri soner 
Mother Program (CPMP) and Return-To-Custody (RTC). 

Substance Abuse Revocation Diversion (SARD) was authorized for a two year period 
effective July 1988. A preliminary report is due to the Legislature in September 
1989 and the final report is due September 1990. It provides intensive"parole 
supervision to parolees who, absent the program's planned intervention, would 
be referred to the Board of Prison Terms (BPT) for revocation hearings. 

The Distributed Data Processing System (DDPS) Units plans field tests and 
implements the Division's distributed data processing system. 

Functional Responsibilities 

Executive Unit 

Provides a wide range of functions including direct supervlslon of the field 
operations (Regional Administrators) and the Parole Outpatient Clinics. 
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PAROLE AND COMMUNITY SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Operations/Support Services 

Assures that the MOUs pertaining to employee relations are being implemented 
properly; participates in direct negotiations with the 'union and their 
representatives; assists the regions ·in preparing adverse personnel actions and 
in processing grievances and complaints; acts as the Parole and Community 
Services Division (P&CSD) liaison with the departmental Labor Relations Unit. 

Assures that the training needs of P&CSD are being met; develops P&CSD training 
goals and objectives and assures that a training program to meet those objectives 
is provided. 

Handles special assignments from the Director/Chief Deputy Director including 
difficult and sensitive correspondence; special studies and investigations; 
prepares reports and informational memo~; assists in the development of new or 
modified policies and procedures. 

Performs legislative bill analysis; acts as the liaison between P&CSD and the 
Legislative Coordinator; handles correspondence and inquiries from the 
Legislature or Legislators. 

Updates the Parole Operations Manual; assess the need to revise the manual and 
make needed changes. 

Functions as the primary liaison between P&CSD and Institutions Division. 

Oversees the fiscal, contract administration, personnel, space management and 
procurement functions on a statewide basis for P&CSD. 

Analyzes management problems, develops and recommends policies and procedures 
related to operational concerns; develops and analyzes Budget Change Proposals. 

Ensures the divisional staffing and program implementation is accomplished in 
a timely manner to meet population growth and new program needs; ensures OBIS 
projections are consistent with regional caseload count; supervises planning 
and implementation of new program elements; participates in program design 
planning in projecting current and future trends in reduction of inmate 
population and coordinating information contained in the various manuals which 
affect parole operations. 

Acts as the P&CSD Affirmative Action coordinator; resolves discrimination 
complaints and makes recommendations on appropriate action in regard to 
Affirmative Action issues. 

Maintains a liaison with various law enforcement agencies that provide services 
to parolees; represents P&CSD in preventing and resolving conflict with other 
public agencies. 
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PAROLE AND COMMUNITY SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Program Review and Quality Control 

Develops evaluation systems and monitors parole case supervision and other field 
operational programs for compliance with procedural requirements, policies and 
standards; identifies problem areas and works with the Regional Administrators 
to resolve them. 

Has principal P&CSD responsibility for liaison with the Offender Based 
Information System (OBIS); develops and implements information systems; 
coordinates data collection with other units, divisions and agencies; implements 
procedures pertaining to reporting parole violations, the placement of parole 
holds, compl iance with due process procedures and other related concerns; 
identifies problem areas related to the determinate sentencing law (DSL) and 
recommends improvements. 

Responsible for the establishment of liaison between P&CSD &nd ACA accreditation 
teams; coordinates the preparation of pre-ACA audits; plans, schedules and 
develops pre-ACA audits with the Inspector General's Office and regional 
components; coordinates, monitors and modifies Management by Objectives (MBO) 
goals for the division, including the submission of quarterly progress reports; 
responds to public inquiries relating to parole policy, procedures, practices 
and statistics: develops coordination and liaison in securing statistical data 
on parolee arrest, county of commitment, location of parole and other statistical 
data affecting P&CSD operations. 

Reentry 

Provides carefully screened and selected low-risk inmates and parole violators 
the opportunity to complete their prison terms in community-based correctional 
centers in preparation for their scheduled release under parole supervision. 
This program is designed and administered to minimize risk to public safety while 
reducing prison overcrowding, as well as reducing correctional costs to the 
taxpayers of California. 

Coordinates and helps administer the department's community-based correctional 
program; works closely and effectively with the department's Institution 
Division, regional parole staff and local public and private correctional service 
providers under contract to the department. 

Responds to the department's present and projected needs concerning the number 
of inmates that can be safely detained and supervised in community-based 
correctional programs; meets these needs by recruiting local public and private 
correctional service providers and successfully negotiates contracts for their 
services. These service contracts must adher~ to applicable state laws, rules 
and regulations, and to the department's policies and procedures. The contracted 
vendors are subject to quarterly and annual audits on all components of their 
programs and services provided. 
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PAROLE AND COMMUNITY SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

SARD 

Coordinates the implementation of the SARD program, including developing policies 
and procedures for program implementation; directly supervises SARO Unit 
supervisors during implementation and training phases; functional supervision 
of SARO Units for duration of project; performs liaison with Regional 
Administrators; implements and monitors all parole related activities concerning 
SARO; supervises implementation activities in the field. 

Advise the Director and Deputy Director of P&CSD on matters concerning substance 
abuse and intensive supervision; maintains good public relations; meets with 
legislative bodies. 

Monitors and evaluates the SARD program; reviews research and program data with 
project staff and regional coordinators; prepares progress reports; coordinates 
meetings with regional coordinators and contractors. 

OOPS 

Plans, organizes and directs the statewide OOPS project; aaVlses the Director 
and Deputy Director, P&CSD, on implelTlentation and start-up; represents the 
Director at meetings of legislative bodies; serves as a resource to Regional 
Administrators; works and meets with County Sheriff Departments and local police 
departments to coordi nate project imp 1 ementat ion; coordi nates with the contractor 
in obtaining equipment and programming changes to meet field needs. 

Develops policies and procedures for program implementation; develops Operations 
Manual sections; liaison to regional administrators during implementation and 
training phases; supervises implementation in the field. 

Primary responsibility for monitoring and evaluating OOPS; reviews system and 
programming data with project staff and regional coordinators; prepares progress 
and post-evaluation reports; provides for regular meetings between regional 
coordinators and various contractors. 

Designs and implements training program for parole staff and for OOPS project 
staff. 

Resources 

Executive Unit: One (1) CEA IV, one (1) CEA III, two (2) Executive Secretaries, 
two (2) Parole Agent III (Retired Annuitants). 
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PAROLE AND COMMUNITY SERVICES DIVISION (CONTINUED) 

Resources (Continued) 

Operations/Support Services: One (1) Parole Administrator II, one (1) Parole 
Agent III, one (1) SSM I, one (1) Associate Personnel Analyst, five (5) SSA/AGPA, 
one (1) Management Service Technician, two (2) OT, one (1) Secretary (Retired 
Annuitant), three (3) Student Assistants. 

Program Review and Quality Control: One (1) Parole Administrator II, two (2) 
Parole Agent III, one (1) OT, one (1) Student Assistant. 

Reentry: One (1) Parole Reentry Administrator, two (2) Parole Agent III (one 
of which is on temporary assignment in the Reentry Unit), two (2) Parole Agent 
II, 'two (2) T&D Parole Agent I, four (4) AGPA, three (3) SSA, one (1) Research 
Specialist, one (1) Student Assistant, two (2) WPT, one (1) Governor's Fellow 
on Temporary Assignment. 

SARD: One (1) Parole Administrator I, one (1) AGPA, one (I) WPT, one (1) Student 
Assistant. 

OOPS: One (I) Parole Administrator I, one (I) Parole Agent III, six (6) Parole 
Agent I, one (1) Office Services Supervisor, three (3) OA II, two (2) WPT. 
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PLANNING AND CONSTRUCTION DIVISION 

Mission 

Responsible for the largest prison construction program in the United States. 
As of May 1, 1989, the Division supervised construction of about 12,000 beds, 
with 5,462 beds currently under construction, 10,750 beds .in design, and a 
remaining 39,000 bed deficit for the next five years (1989-94). Division staff 
provide physical facilities for the care, custody, treatment, training, 
discipline and employment of inmates sentenced to the state correctional system. 
Funda,menta 1 to the construct i on program is p lann i ng for future facil it; es based 
upon projections of increased inmate population. In addition to carrying out 
the Governor's major prison building program, Division staff coordinate the 
maintenance and renovation of existing facilities. 

Construction Support handles all financial issues concerning new prison 
construction. Funding comes primarily from bonds, but additional monies have 
been made available in State General Fund, tidelands revenue and special lease/ 
purchase arrangements. This section is responsible for contracts management, 
construction procurement, legislative analysis and development, and special 
projects and studies. 

Construction Operations is responsible for all of the activities key to 
completing new prisons on time and within budget. The core of the construction 
program is a cooperative relationship between the Department and privatp sector 
construct i on management, architects and engi neers. The Department's primary 
consultant is assigned overall responsibility for coordinating design of the 
State's new prisons. Departmental project directors are assigned to each project 
to oversee all aspects of the construction process. A key to the State's 
successful approach is aggressive schedul ing backed by firm action by the 
Department should delays occur. 

Existing Facility/Day Labor handles the construction and renovation work at 
existing facilities; services to existing facilities include budgeting and 
administration of capital outlay and special repair projects, architectural and 
engineering services as needed, maintenance and energy conservation programs, 
and preventive maintenance programs. It manages the use of inmate day labor for 
construction projects at existing institutions. Work is accomplished by 
construction crews headed by departmental staff and using both free trade union 
laborers and trained inmates. 

Des·jgn and Program Planning staff work with architectural/engineering (A/E) firms 
to ensure that the integrity of security, safety and operational issues 
pertaining to custody are incorporated into facility designs; prototypical 
designs have been developed for various custody level facilities and these are 
adaptable to various sites with minimal modification. Once construction is 
underway, the Director assigns a new prison manager who establishes an office 
in the local area. He or she becomes active in local civic affairs, responds 
to public inquiries and establishes a mechanism to fill as many prison jobs as 
possible with local residents. 
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PLANNING AND CONSTRUCTION D,IVISION (CONTINUED) 

Mission {Continued} 

New prison activation staff work with the Prison Industry Authority and 
departmental Education Services staff to identif~ and develop he inmate 
work/training plans, staffing profiles and eqUipment complel1)ents for the new 
prisons. 

Government and Community Relations is responsible for managing the new prison 
site selection process, including working with the community to identify 
potential sites; conducting community workshops and public meetings for local 
citizens; coordinating environmental review of sites under serious consideration; 
recommending sites based on departmental needs, potential environmental impacts, 
and community concerns and preferences; and coordinating with the Department of 
General Services to purchase all properties in the final site selected. This 
unit is also responsible for managing the Minority and Women Business Enterprise 
(MWBE) Program. The main objective is to obtain the legislatively mandated goals 
of 15 percent Minority Business Enterprise and 5 percent Women Business 
Enterprise participation in new prison construction contracts. 

Functional Responsibilities 

Executive Unit 

Manages all phases of physical planning, ongoing capital outlay, deferred 
maintenance and special repairs projects, control management, and program 
management sections of the Division. 

Construction Support 

Develops the financial plans, policies, priorities and systems related to 
managing and tracking the $3 billion capital outlay program for new prison 
construction. 

Directly prepares and incorporates the annual new prison construction budget into 
the proposed Governor's Budget that includes preparing reappropriations, 
allocation orders, Schedule lOs, updating galleys, and coordinating with DOF and 
the Legislative Analyst's Office (LAO). 

Manages lease/purchase transactions to finance the acquisition, construction and 
underwriting of prison facilities; serves as the focal point in the process and 
coordinate with the Bond Counsel, the Treasurer's Office, the underwriters, in
house staff and others to ensure that the correct completion of the transaction 
in an expedient, efficient and effective manner. 

Manages formal project budget submittals, expenditure control for project fees, 
cant i ngency balances, 1 ong-l ead equi pment items, AlE expenses, etc.; rev; ews 
submittals to the legislative oversight committee for financial compliance and 
accuraCYi prepares approval documents (14-0s) for DOF review and approval; 
prepares Public Works Board agenda items. 
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PLANNING AND CONSTRUCTION DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Construction Support (Continued) 

Based on the negotiated scope of service and fees, develops c9ntract documents 
for architectural/ engineering, construction management and other services and 
ensures that all operational and program requirements, and financial and billing 
provisions are included and displayed in proper contract terms; monitor the 
status of service and construction contracts, review and approve invoices and 
change orders and close out contracts after the work is accepted. 

Procures construction materials and equipment for the day labor program; prepares 
various reports to the Legislature and Public Works Board on the status of 
authorized new prison projects; coordinates and develops legislative proposals 
and analyses of bills that impact the division, provides division administrative 
support services related to personnel and maintaining information retrieval in 
the Division's files and library. 

Manages general obligation bond fund utilization and needs. Coordinates with 
State General Obligation Bond Fund Committees, Pooled Money Investment Board, 
DOF and State Treasurer's Office regarding projected bond needs and expenditure 
levels. Coordinates input from CDC, CVA, Board of Corrections, and Prison 
industry Authority relative to bond sales and pooled money loan needs. 

Construction Operations 

On a project specific basis, branch project directors assume a lead management 
role and provide direct oversight of the project planning and provide the 
extensive coordination necessary to complete new prisons. Responsibilities 
include maintaining the scope, schedules, or budget of the project; 
identification and resolution of policy issues related to site specific 
construction plans; negotiations with local governments and utility districts 
for off-site utilities and services and access to the ~ite; making presentations 
and providing testimony to the Public Works Board and the Joint Legislative 
Committee on Prison Construction and Operation. 

Provides direction and guidance to the Program Manager, the A/E firms, and the 
on-site construction managers, including approving change orders and variances 
to plans and specifications and authorizing acceleration of work when necessary. 
Provides Engineering and Quality Assurance Services which ensure compliance with 
design criteria standards and applicable codes and regulations and monitors 
construction schedules for review and documentation to avert potential claims. 

Responsible for the development of the telecommunications systems in new prisons; 
monitors construction process from the telecommunications perspective to ensure 
that appropriate systems are operational and adequate when each new prison comes 
on line. 
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PLANNING AND CONSTRUCTION DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Construction Operations (Continued) 

Conducts a limited review of project plans and specifications prepared by the 
AlE firms after the Program Manager performs an in-depth technical 'review to 
ensure that all of the technical elements are consistent with program and policy 
guidelines and State code requirements, and to evaluate the Program Manager's 
review from a quality control perspective. 

Existing Facility/Day Labor 

Facility Services--responsible for the planning, budgeting and administration 
of the construction (capital outlay), renovation and major repair (special 
repair) programs for eXisting facilities; coordinates the development of 
guidelines and monitors the activity of the department's maintenance, energy 
conservat i on and water conservat i on programs; provi des project schedul i ng, 
equipment management, auditing and fiscal management support for the Inmate Day 
Labor (IOL) Program. 

IDL--administers a statewide in-house direct construction operation which 
combines trade union craftsmen and inmates under State supervision to complete 
public works projects at various institutions. 

Architecture and Engineering--provides a broad range of technical services to 
the branch and existing facilities; produces construction documents for the IOL 
Program to enable them to complete construction projects; provides assistance 
to existing facilities on technical problems requiring architectural and 
engineering services, coordinates technical requirements developed by consultants 
and other State agencies for improvement projects on existing facil ities, 
provides input into long-range capital improvement planning. 

Design and Program Planning/New Prison Activation 

Provides the institutional expertise and perspective for the administrative and 
custodial development of new prisons and ensures the operational integrity of 
each--establishes the correctional/ security guidelines and policies, or owner's 
specifications, for new prisons, including programmatic requirements for the 
care,· feeding, clothing, education, and employment of inmates. 

Reviews the plans and specifications for new prisons in the design phase from 
an institutional or user point of view to ensure that the design will be 
functional in a prison setting and that it meets operational, security, and 
inmate work/training program needs. 

Identifies and develops new technology to assist in the management of eXisting 
and future prisons, particularly in the area of prison security such as 
contraband detect i on systems, personal alarm systems, perimeter security systems, 
etc.; analyzes and evaluates new products or enterprises for possible 
manufacture/development by PIA. 
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PLANNING AND CONSTRUCTION DIVISION (CONTINUED) 

Functional Responsibilities {Continuedl 

Design and Program Planning/New Prison Activation (Continued) 

Prepares and implements activation schedules to ensure that appropriate staff 
are recruited, selected, hired, and trained and that all equipment is ordered 
and in place for orderly, efficient, and timely opening of new prisons. 

Government and Community Relations 

Acts as the Department's liaison with local governments and community groups in 
the site selection and acquisition process. Identifies potential sites and 
consults with local entities in site selection and development, including holding 
public meetings; soliciting and responding to local public comments; and 
informing management of local issues/ problems regarding the placement of any 
facility in the community. 

Manages and controls the overall environmental review process, including 
determining the environmental documentation that is needed; establishing time 
frames for completion; coordinating the development of environmental documents 
in-house or through pri vate consultants and/or DGS; di rects the technical 
evaluations for the environmental documents, e.g., geology, hydrology, util ities, 
solid wastes, etc.; and resolving any public or private issues related to the 
environmental process. 

After a site is selected, coordinates with DGS Office of Space and Real Estate 
Services in the process of appraising and acquiring the site. 

Responsible for the development and coordination of the department's efforts to 
provide and expand the role of minority and women owned businesses in the prison 
construction program, including coordinating an intensive outreach program to 
encourage the parti ci pat i on of these bus; nesses in pri son construct ion and 
monitori ng contractors' "good faith" efforts to comply with the Department's 
participation goals and guidelines. 

Resources 

Executive Unit: One (1) CEA IV, one (1) CEA III, one (1) AGPA, one (1) Executive 
Assistant, one (1) Secretary. 

Construction Support: One (1) CEA I, one (1) Staff Services Manager (SSM) II, 
four (4) SSM 1, eight (8) AGPA, eight (8) SSA)/AGPA, one (1) SSA, one (1) 
SSA/ABA, one (1) Business Services Officer III (BSO III), three (3) BSO II, one 
(1) BSO I, one (1) BSA, three (3) Management Services Technician (MST), two (2) 
Student Assistant (IT), three (3) OT, three (3) WPT, three (3) OA II, one (1) 
OA 1/11 (limited term). 
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PLANNING AND CONSTRUCTION DIVISION (CONTINUED) 

Resources (Continued) 

Construction Operations: One (1) CEA II, one (1) Assistant Chief (Exempt), one 
(1) Principal Construction Engineer, one (1) Telecommunications Systems (1S) 
Manager II, five (5) Project Director (Exempt), one (1) ,Construction and 
Maintenance Supervisor (LT), one (1) Construction Operations Analyst, one (1) 
Senior Architect, one (1) Supervising Construction Engineer, one (1) Associate 
Architect, one (1) Associate Mechanical Engineer, one (1) Associate Structural 
Engineer (LT), one (1) Supervising Engineer (LT), one (1) Program Manager (L1)1 
one (1) Construction Management Supervisor, one (1) Senior Specifications Writer 
(LT), one (1) Assistant TS Engineer, five (5) TS Analyst 1/11, nine (9) AGPA~ 
one (1) SSA/AGPA, one (1) MST, four (4) Student Assistant (LT), one (1) 
Secretary, one (1) Office Services Supervisor, one (1) OT, one (1) WPT, one (1) 
OA II, two (2) OA 1/11. 

Ex; sti ng Fac; 1; ty /Day Labor: One (1) CEA I I, one (l) SSM II I, two (2,) 
Construction Supervisor III, one (I) Chief, IDL, one (1) Supervising Civil 
Engineer, one (1) Associate Electrical Engineer, one (1) Senior Mechanical 
Engineer, one (I) Senior Civil Engineer, one (1) Senior Architect, three (3) 
Architectural Assistants, one (1) Materials and Stores Supervisor II, one (I) 
Materials and Stores Supervisor I, four (4) Construction Supervisor II, one (I) 
CPO III, twelve (12) Construction Supervisor I, six (6) Associate Construction 
Analysts, five (5) Electrical Supervisor, three (3) Carpenter Supervisor, three 
(3) Plumbing Supervisor, one (1) Painter Supervisor, two (2) Utility Shop 
Supervisor, two (2) Departmental Construction and Maintenance Supervisors, one 
(1) Assistant Mobile Equipment Superintendent, one (1) Pool Manager I, one (1) 
AGPA, one (1) SSA, five (5) Student Assistants, one (I) MST, one (1) Secretary, 
four (4) OT. 

Design and Program Planning/New Prison Activation: One (1) Warden, one (1) Chief 
Deputy Warden, two (2) Correctional Administrators, five (5) Program 
Administrators, one (I) Vocational Supervisor-Institution, one (1) Associate 
Electronics Engineer, three (3) Procurement and Services Officer II, one (1) 
Chief of Plant Operations III, three (3) Correctional Lieutenants, one (1) 
Executive Secretary, two (2) Office Technicians, one (1) Personnel Assistant II, 
one (1) Personnel Technician, two (2) OA II, one (1) Senior WPT, three (3) WPT, 
one (1) Student Assistant. 

Government and Community Relations: One (1) CEA I, one (1) Senior Environmental 
Planner, three (3) SSM I, eight (8) AGPA, one (1) Graduate Student Assistant, 
one (1) WPT, one (1) OT. 
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LEGAL AFFAIRS DIVISION 

Mission 

The Correctional Law unit acts as house counsel, providing a broad spectrum of 
legal support services including legal opinions and advice to departmental staff, 
acting as liaison with the Attorney General's Office, and coordinating discovery 
actions affecting the department. 

The Claims Review unit administers the second level review of all outstanding 
construction claims. This includes the analysis of the cause, liability and 
damages, and the preparation of recommendations to the Plannir.g and Construction 
Division on resolution of the claims. 

The Arbitration Defense unit fulfills the Department's statutory obligation to 
arbitrate claims where the contractor is unwilling to settle outside of 
arbitration. The unit coordinates the discovery process and launches the 
Department's legal defense position in arbitration for claims that cannot be 
resolved. 

Functional Responsibilities 

correctional Law 

Provides advice and consultation, including analyzing and responding to oral and 
written requests for legal opinions from throughout the ~epartment; reviewing 
contracts, inmate appeal s , workers' compensation cl aims ,grievances, adverse 
personnel actions, and discrimination complaints; training departmental staff 
in basic legal principles, statutes and case law relevant to employment duties. 

Litigation support, including documentation and explanation of the Department's 
pol icy position and explanation of the factual circumstances surrounding the case 
to the deputy Attorney General, consultation with departmental staff regarding 
settlement and appeal, discovery responses for Executive staff, and case 
monitoring to ensure the litigation remains consistent with the Department's 
position. 

Claims Review 

Reviews, analyzes and proposes settlements of construction claims; assists claims 
attorneys in preparing for arbitration of unresolved construction claims 
including discovery and trial strategies. 

Contacts and interviews contractors, construction managers, inspectors and other 
parties involved in construction claims; visits sites. 

Location, determination and review of expert witnesses, technical, scheduling 
and other services required for arbitration. 

Participates in arbitration, claims review boards and claims negotiation. 
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LEGAL AFFAIRS DIVISION (CONTINUED) 

Functional Resp~nsibilities 

Claims Review (Continued) 

Authors or provides support for the authoring of change orders and department 
policy revisions based on construction claims, requests for proposals and 
contracts for additional services. 

Arbitration Defense 

Working with Claims Review staff, reviews all the arguments and positions the 
contractor has brought to bear against the Department prior to arbitration. 

Assembles discovery material, including interrogatories and depOSitions. 

Resources 

Executive Unit: One (1) Deputy Director, one (1) Assistant Chief Counsel, and 
one (1) Legal Secretary. 

Correctional Law: One (1) Senior Staff Counsel, five (5) Staff Counsel, one (1) 
Senior Legal Typist, one (1) Legal Assistant, and one (1) Seasonal Clerk. 

Claims Review: One (1) Supervising Structural Engineer, one (1) Senior 
Structural Engineer, four (4) Associate Civil Engineers, one (1) Associate 
Mechanical Engineer, one (1) Associate Electrical Engineer, .5 SSA. 

Arbitration Defense: One (1) Senior Staff Counsel, two (2) Staff Counsel, one 
(1 ) Legal Ass i stant, .5 Sen i or Legal Stenographer, .5 OA II, one (1) Student 
Assistant. 
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EVALUATION AND COMPLIANCE DIVISION 

Mission 

Seeks to enhance the effectiveness of departmental policy and program decision 
making. This is accomplished by analyzing how departmental systems work and 
making recommendations for improvements. 

The Office of the Inspector General is responsible for departmental operational 
evaluation and review. This includes general program rev.~ws, court compliance 
reviews, American Correctional Association (ACA) pre-au6~ts~ internal fiscal 
audits, special reviews, peer reviews, and information security audits in 
institutions, parole regions and headquarters. 

Management Analysis and Evaluation plans, controls and directs management 
analysis and program reviews of departmental systems, operations, performance 
standards, pol icy and procedures, issues and systemwide probl ems. The uni t 
assists departmental managers in designing and installing more effective and 
efficient organizational structure, administrative policies and management 
systems, procedures and operating methods. The unit is responsible for 
reorganization planning and implementation of management by objectives (MBa). 

Research carries out large scale program evaluations, such as the continuing 
analysis of the bed savings and comparative costs of the Work Furlough Program. 
Maintains the department's parole follow-up system which generates information 
on parolee involvement in further criminal behavior. It conducts small scale 
studies such as the surveys of prosecutions of inmate felonies and forfeitures 
and restorations of work incentive time credits. The information provided by 
this research helps to ensure the safety of the public, staff and inmates. 

Regulation and Policy Management manages the adoption and amendment of 
regulations (Director's Rules) pursuant to the requirements of the Administrative 
Procedures Act (APA) , the development of departmental administrative and 
operations manuals, and the processing of- Administrative Bulletins (ABs) used 
to issue new or revised policy and procedures. The unit maintains the central 
policy files and manages public access to departmental records. 

Inmate Appeals reviews inmate complaints at the Director's level, pursuant to 
the Revised Plan for Inmate Discipline, promulgated in 1973. This established 
a number of due process rights to be included in the inmate disciplinary process, 
including the right to a review or appeal. The right to appeal was subsequently 
extended to include any policy, procedure or staff action affecting the inmate. 
The Director's level appeal provides the inmate with his last administrative 
remedy before court action. The unit meets with institution administrators to 
review institutional policy and procedure needs as revealed by inmate appeals; 
conducts audits of the institutional appeals units; documents appeals for the 
administrative record in court actions; maintains the DAM section pertaining to 
inmate appeals; coordinates quarterly institution and parole reports of inmate 
appeal activity and prepares summary reports for top management. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Mission (Continued) 

Special Projects facilitates and coordinates the implementation of the Director's 
major goals and objectives for program development and provides staff support 
for legislatively mandated commissions and other entities reviewing the 
correctional systems in California., ' 

Information Systems designs, develops, implements and maintains all new automated 
applications for departmental information systems and provides full user support 
services. Staff manage and guide departmental information systems including: 

o DDPS--a "state-of-the-art" on-line inmate information system operating 
within each institution and headquarters on a 24-hour basis. Links mini
computers in the field to a larger minicomputer at headquarters, providing 
tremendous information capabilities. 

o OBIS--a centralized information system providing on-line access to inmate 
commitment and movement data during normal working hours. 

o Microcomputer-based systems--automated applications tailored to meet 
specific small-scale information or functional needs. Staff participate 
in the development of these local systems and provide users access to data 
mai nta i ned on the larger departmental i nformat i on systems for speci a 1 
reports or files. 

Functional Responsibilities 

Executive Unit 

Plans, organizes, directs and coordinates the ongoing operations of the Division. 

Inspector General 

Reviews program areas for c~mpliance with statute, the Director's Rules, policies 
and procedures, court orders and settlements; evaluates departmental compliance 
with ACA standards for accreditation for units seeking accreditation; 

Directs the development of systems to ensure that departmental programs are 
functioning in accordance with policy and established standards. 

Identifies problem areas in staffing or operations, including the adequacy of 
established patterns. 

Reviews financial practices of institutions, parole regions and headquarters to 
ensure compliance with State law, and financial poliCies and procedures; provides 
official, written reports for management at institutions and parole regions. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Inspector General (Continued) 

Responsible for information security, including audit of data processing systems 
to ensure compliance with State Administrative Manual (SAM) requirements 
regarding staff responsibil ities, inventories, security, risk analysis and 
disaster recovery. 

Management Analysis and Evaluation 

Plans, manages, directs and conducts critical and diversified management analysis 
studies, program reviews, data analysis, and evaluation of departmental issues, 
problems and operations; identifies sensitive and key issues, develops and 
compares alternatives, and makes recommendations to management. 

Develops requests for proposals (RFPs) for management analysis studies and 
program reviews to be conducted by external consultants; coordinates the review 
of proposals; works with Business Services in the development of contracts and 
the monitoring of contractor performance; prints and distributes final reports 
produced by contractors. 

Plans, manages, directs and develops departmental standards, such as staffing 
of institutions, institution management, and institution procedures; coordinates 
the development of standards with institutions, parole regions, program units, 
divisions and top management. 

Develops and updates the Department's functional organization chart; organizes 
and provides technical assistance and staff support on the Department's MBO; 
coordinates the preparation of quarterly and annual MBO reports. 

Coordinates the Evaluation and Compliance Division budget process, e.g., 
responses to budget call letters and the Budget Change Proposal process. 

Research 

Designs and carries out large scale program evaluation~; collects and analyzes 
statistical data for program evaluation projects; writes programs for personal 
computer; writes evaluation reports. Data used in these evaluations pertain to 
the characteri st i cs of the program part i ci pants, the servi ces they recei ve, 
misbehavior on the part of the participants while they are in the program and 
post-program outcome. Reviews related outside research. 

Designs and carries out studies such as research into how to reduce violence and 
recidivism, prison gang activity, inmate discipline, prison overcrowding, prison 
des i gn and construct ion, and data systems used in the department and other 
agencies; writes research reports. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Research (Continued) 

Organizes workload for the parole follow-up information system; consults with 
reporting units submitting data on issues of accuracy and consistency among 
different sources; enters and edits data from criminal records (including rap 
sheets, parole violation reports, and parole activity reports); accesses various 
systems in the OBIS data base to obtain supplementary information; sorts, checks 
and logs BPT violation decisions and other criminal records; produces routine 
follow-up tables and answer special requests for parole follow-up data. 

Regulation and Policy Management 

Serves as the departmental liaison with the Office of Administrative Law (OAL)i 
schedules, takes, records and reports public testimony as it relates to the 
adoption or amendment of regulations; prepares and distributes documents to the 
public, departmental employees, inmates and parolees. 

Manages the revision, printing and distribution of departmental administrative 
and operations manual s, i ncl udi ng telephone and face-to-face meetings wi th 
affected program units and staff, related research and correspondence, and 
tracking revisions and printing and distribution processes; responsible for 
writing all manuals. 

Ensures that ABs prepared by program units are accurate, formatted properly, 
including telephone and face-to-face consultation with affected program units 
and staff and rel ated research and correspondence; revi ses ASs as needed to 
conform to departmental standards; manages the duplication and distribution of 
completed ASs. 

Maintains central policy files, including developing and maintaining filing 
system, filing and storing documents, and controlling access to files by the 
public and departmental staff. 

From January 1987 through June 1989, the unit provided oversight and coordination 
of the Manuals and Procedures Task Force. The Task Force was responsible for 
transforming ~even departmental manuals into a single departmental operations 
manual, including analyzing all material to ensure complete, concise and non
duplicative policy and ensuring that all regulatory material is incorporated in 
the Director's Rules. . 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Inmate Appeals 

Conducts investigations of third level (Director's level) inmate appeals, 
including interviewing the inmate who filed the appeal, staff involved in the 
incident under appeal, and other inmates and staff who have or may have witnessed 
the incident, supervisory staff, family, friends and private citizens named in 
the appeal, clinical staff, police agencies, Department of Justice personnel and 
the inmate's legal counsel, as appropriate. 

Reviews the California Penal Code, Director's Rules, Board of Control 
regulations, CDC manuals and institution operating procedures; determines 
applicable rules and regulations; consults with CDC legal counsel as needed, 
proposes decisions on appeals based on applicable rules and regulations; 
discusses proposed decisions with the Warden where the incident occurred; 
prepares response to the claimant. 

Ana 1 yzes, interprets and recommends changes in department a 1 operating procedures; 
consultation with institutions, parole regions and Central Office managers on 
appeals and policies; technical supervision of institution and parole region 
appea 1 s processes; aud its the i nterna 1 appea 1 s process at both the 
institutional/regional levels and the departmental level, assisting in 
identifying, modifying and eliminating practices which may not be necessary, or 
may impede the accomplishment of correctional goals, and helping to ensure 
comp 1 i ance with the departmental appeals process; proposes revi s ions to the 
departmental appeals process. 

Coordinates the submisslon of quarterly reports by institution and Parole Region 
inmate _appeals coordinators; compiles departmentwide quarterly and annual 
reports; analyzes appeals data and prepares statistical reports emphasizing 
identification of trends in types of appeals; distributes reports to top 
management. Liaison with other State and federal agencies involved in inmate 
grievance handling. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Speci a 1 Projects 

Provides staff support to the Blue Ribbon> Commission on Inmate Population 
Management (BRC), the Presley Institute of Corrections Research and Training 
(Institute), and the California Corrections Executives Council (CCEC). This 
incl~des coordinating departmental staff efforts to gather data and material for 
the BRC, Institute and CCEC; analyzing and synthesizing the data gathered and 
developing the Department's responses to the BRC, Institute and CCEC; 
coordinating, schedul ing and attending BRC meetings, attending Institute meetings 
and attending and facilitating CCEC meetings; assists the Institute to design 
and conduct surveys, and compl ies survey data; coordinates/facil Hates the 
evaluation of recommendations produced by the BRC, Institute and CCEC; assists 
in preparing reports to the Legislature and in preparing presentations and 
workshop material for national conferences; ensures compliance with 
confidentiality laws in providing information to the BRC, Institute and CCEC; 
keeps CDC top management apprised of BRC, Institute and CCEC activities. 

Serves as the Department's central coordinating unit for developing and 
supporting the Administrative Planning Sessions; departmental forums such as the 
Women's Liaison Council, Domestic Violence, Sex Offender and Citizen's 
Participation; departmental committees and interagency work groups such as the 
Advi sory Committee on Correct i ona 1 Servi ces (ACeS) and Educat i ona 1 Advi sory 
Committee (EAC); and facilitate special activities such as the Program 
Development Council (PDC). Compiles quarterly progress reports from the work 
groups· and committees and develops a consol idated report for the Director's 
Cab; net. 

Responsible for imple~enting the Department's master plan to develop a Victims 
of Crime Services Program. Th'is includes developing impact training, restitution 
programs, notification procedures, victim participation procedures at parole 
hearings, procedures for providing information to victims, forums on victims 
issues, a toll free "800" number and victim services in all institutions and 
Parole Regions. > 

Information Systems Branch 

Admi ni strati on- -di rects and control s the work of the data processing staff; 
manages system development, system maintenance, user support, and operations 
activities; clerical and typing support. 

Development--encompasses the tasks required to develop and implement a new 
computer system or application. May involve creating a new customized system or 
adapting an off-the-shelf system to meet the needs. Includes defining the 
problem and needs, setting objectives, identifying requirements, analyzing 
alternatives, designing and programming the system, testing, user training, 
implementation and conversion. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Information Systems (Continued) 

Program maintenance--the activities involved in maintaining an existing system, 
including fixing problems in the system which may arise during its operation, 
making modifications to the system as required by changes in user needs and 
developing new reports requested by users. 

Database administration--the organization and management of the data maintained 
on the Department I s computers, i ncl udi ng des igni ng the structure and 
specifications of new databases as well as monitoring, managing, and modifying 
existing databases. 

Central Office and Institution support--support t.o non-ISB staff who use existing 
information systems, including providing assistance in the operation of a system, 
helping a user produce information from the system, answering questions from 
users, training new users, resolving problems, and providing hotline support. 

Operations--those activities related to the day-to-day operation of computer 
systems that are not performed by users, including controlling computer 
operat ion, runni ng routine production jobs, performi ng system back-ups and 
recovery, monitor; ng the day-to-day condition of hardware and software, and 
initiating contact with the appropriate staff/vendors when system 
(hardware/software/communications) problems occur. 

Ope rat ions support- -support for the ope rat i on of the Department I s computer 
systems, including installing and maintaining the systems and communications 
hardware and software, identifying problems with hardware and software and taking 
appropriate action to resolve them. 

Resources 

Executive Unit: One (1) Deputy Oirect?r, one (1) CEA II, one (1) Executive 
Secretary I. 

Inspector General: One (1) Correctional Administrator, three (3) Program 
Administrators, three (3) Correctional Lieutenants, three (3) Associate 
Management Auditor, one (1) aT, one (1) WPT. 

Management Analysis and Evaluation: One (1) SSM II, two (2) SSM I, five (5) 
Associate Management Analysts (AMA) , one (1) SSA, one (1) OA II. 

Research: One (1) Research Program Specialist II, two (2) Research Program 
Specialist I, one (1) Research Analyst I, one (1) Program Technician I. 
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EVALUATION AND COMPLIANCE DIVISION (CONTINUED) 

Resources (Continued) 

Regulation and Policy Management: One (1) Correctional Administrator, one (1) 
SSM I, seven (7) AGPA, one (1) Associate Data Processing Analyst (ADPA), two (2) 
WPT. 

Inmate Appeals: One (1) Correctional Administrator, seven (7) Program 
Administrators, one (1) AGPA, one (1) OT, one (1) WPT, one (1) OA II; plus 
retired annuitants: two (2) Program Administrators, one WPT. 

Special Projects: One (1) SSM II, two (2) SSM I, four (4) AGPA, two (2) SSA, 
one (1) OT. 

Information Systems: Administrative Support--one (1) Data Processing 
Manager III (DPM III), two (2) OA II; Computer Technology Services--one (1) 
DPM II, one Systems Software Specialist--Supervisor, three (3) Associate Systems 
Software Specialist--Technician, three (3) Associate Programmer Analyst-
Specjalist, six (6) Programmer II, four (4) Programmer I; Operations--one (1) 
DPM 1, one (1) Staff DP Analyst--Supervisor, one (1) Associate Programmer 
Analyst--Special;st, one (1) Telecommunications Systems Analyst II, one (1) 
Associate DP Analyst, one (1) DP Technical Supervisor II, one (1) Programmer II, 
three (3) DP Technical Supervisor I, three (3) Senior DP Technician, ten (10) 
Computer Operators; Systems Development and Support--One (1) DPM II, two (2) 
Staff DP Analyst--Superv;sor, two (2) Staff Programmer Analyst--Supervisor, one 
(1) Associate Programmer Analyst--Specialist, one (1) Associate Programmer 
Analyst--Supervisor, one (1) Associate Management Analyst, three (3) Associate 
DP Analyst--Specialist, three (3) Programmer II, eight (8) Programmer I, one (1) 
Senior DP Technician, one (1) Management Services Technician. 
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ADMINISTRATIVE SERVICES DIVISION 

Mission 

Provides the services that keep the wheels of CDC turning. Division staff make 
sure that people are hired and trained, that funding is available and bills get 
paid, that essential services are provided and that needed information is 
generated and processed. 

Most of the units and functions within the Division are organized into two 
branches, each under an Assistant Deputy Director: Human Resources Management 
and Financial Management and Support Services. The smaller Offender Information 
Services Branch reports directly to the ASD Deputy Director. 

Functional Responsibilities 

Detailed information on functional responsibilities was not provided to the 
Organizational Task Forc~. The following information ;s taken from IIInside 
Corrections. 1I 

Human Resources Management 

Selection and Standards 

Background Invest i gat ion: conducts pre-employment background invest igat ions 
for all peace officer and some non-peace officer classifications to ensure that 
applicants meet the legal minimum standards and are suitable for employment. 

Correctional Officer Recruitment and Selection: tests and selects COs and MTAs 
and administers physical abilities tests and medical examinations for all new 
peace officer appointees; strives to provide qual ified peace officers and a 
balanced work force for new and existing prisons. 

Personnel Management 

Personnel Examining: plans, develops and conducts civil service examinations 
to meet projected departmental hiring needs. Examining staff provide training 
for institutional staff and monitor their testing activities. Staff also report 
to the State Personnel Board (SPB) on departmental exams and provide support for 
SPB for examinations it administers on the Department's behalf. 

Personnel Services: transactions staff prepare appointment documents; explain 
and enroll employees in benefit programs; process identification cards; prepare 
attendance reports; prepare payroll documents and salary advances; and process 
documents for withholding taxes, wage garnishments, merit salary increases, 
retirement determinations, range changes and promotions. Note: Each institution 
has its own transaction function. Operations staff provide managers and 
supervisors with technical expertise concerning selection, classification and 
pay, merit issues, training and discipline; assure that the appointments and 
assigned duties meet all legal and classification requirements. Note: In an 
institution, the Personnel Officer provides these services. 
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ADMINISTRATIVE SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Health and Safety: administers the Workers' Compensation and disability benefit 
programs; manages the return-to-work programs to aid the retur~ of employees 
after injury or illness; administers the Hazardous, Toxic and Volatile Substances 
program to ensure safety when storing, handling, using and disposing of hazardous 
sUbstances; coordinates with the Employee Assistance Program; and manages the 
annual Biood Drive for Central Office. . 

Training 

In-Service Training (1ST): coordinates and manages orientation and 1ST for 
Central Office staff and central ized training for all department personnel; 
allocates funding and monitors training provided thr'ough institutionalIST 
offices; coordinates requests for training provided by the Department of 
Personnel Administration, the state EDP program and private vendors. 

Training Academy: provides basic training for new Correctional Officers who 
"live in" at the Academy while completing training in 46 different subjects for 
a total of 304 hours over a six-week period; provides advanced training for 
first and second line supervisors, other peace officer personnel and ancillary 
staff. The Academy is located in Galt, 25 miles south of Sacramento. 

Financial Management and Support Services 

Office of Accounting Management 

Accounting Services: sets departmental policies on fiscal issues such as travel 
and relocation; performs accounting services for administration, the community 
correctional program (including paroles) and the capital outlay program 
(including all invoices and contractor payments for new prison construction and 
day labor projects); prepares the Travel and Expense Guide and the out-of-state 
travel blanket; issues relocation packages and coordinates all Board of Control 

.claims. Note: Each institution has its own accounting office. 

Audit/Rate Development: reviews and evaluates the operations of individuals and 
agencies who contract with or provide services to the department to ensure 
compliance with laws, rules and regulations to minimize fraud, errors, abuse or 
waste of government funds. 

Accounting Systems: assists all institutions, Central Office and the Academy 
accounting offices resolve problems; provides CALSTARS accounting system 
training; sets guidelines for implementing or changing accounting procedures. 

ll _______________ _ 
page 74 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

l 

ADMINISTRATIVE SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continuedl 

Financial Management and Support Services (Continuedl 

Office of Budget Management 

Charged with both obtaining and controlling the funds needed to run the 
Department. To accomplish this, the Budget Office annually prepares a budget 
for submittal to the Legislature by January 10. Before it gets there, however, 
the Department's budget is scrut i ni zed and approved by the Youth and Adul t 
Correctional Agency (YACA), the Department of Finance (DOF) and the Governor. 
Every staff position must be justified in the budget along with costs for housing 
and supervising close to 120,000 offenders. 

Contract and Business Services 

Business Services: provides support services in acquisition of office sites; 
building management; procurement of eqUipment, materials and supplies; the 
materials management program; records and forms management; supply and mail 
services; and reproduction and work proceSSing services. Note: Each institution 
also has its own business services function. 

Contract Services: ensures that all departmental contracts and agreements are 
executed in compliance with state laws and regulations. Construction Bid Package 
staff are responsible for all aspects of contract bids and awards for new prison 
construction. Construction Contracts staff write and process consulting and 
management contracts and approve and process easements, stop notices and escrow 
agreements for new prison construction. Services and Re-entry Contracts staff 
review and process all institution contracts over $10,000 and all Central Office 
and Parole and Community Services Division contracts. 

Food Services: develops, administers and monitors the feeding program for all 
institutions, camps, parole and community centers; trains departmental food 
service staff; and reviews and approves food service needs for new prisons. 

Offender Information Services 

Estimates and Statistical Analysis 

Ensures that the Department has accurate data and analyses on wh i ch to base 
program planning and direction; responds to requests for information from the 
media (through the Communications Office), institutions, YACA, the Governor's 
Office, Legislature, OaF, and other federal, state and local agencies; compiles 
and analyzes information for speCial task forces or programs; prepares periodic 
statistical reports about inmates and parolees (e.g., the the Weekly Report of 
Population or "Weekly POp") used in budget planning, legislative responses, 
audits, etc. This unit is also responsible for analyzing and estimating the 
population and fiscal impact of all pending legislation, ballot initiatives and 
other proposals--numbering over 500 per year--which could increase or decrease 
prison or parole papUlation. 
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ADMINISTRATIVE SERVICES DIVISION (CONTINUED) 

Functional Responsibilities (Continued) 

Offender Information Services (Col,t1nued) 

Technical Support 

Coordinates the timely, accurate and consistent coding and entry of data and 
performs quality control for major computerized inmate and parolee information 
systems; provides support for the Management Information Systems (MIS) Committee 
to facilitate the development and automation of information systems; develops 
procedures for the MIS pl anni ng process, coordi nate proposals to automate 
information systems, monitors computer projects, consults with MIS Committee 
members, and deSigns and compiles various reports for CDC management. 

Resources 

Information on resources was not pr.ovided to the Organizational Task Force. The 
following information is taken from the FY 1989/90 Governor's Budget. 

Executive: One (1) CEA III, one (l) AGPA, one (1) Executive Secretary. 

Human Res""r{'~s Management: One (1) CEA II. 

Selection and Standards: Statewide--one (1) Correctional Administrator, five 
(5) Correctional Lieutenant, two (2) SSM II, fifty-two (52) Correctional 
Sergeant, two (2) SSM I, three (3) Registered Nurse III, four (4) Registered 
Nurse II, one (1) AGPA, two (2) Associate Personnel Analyst, three (3) SSA, one 
(1) Correctional Officer, one Personnel Technician II, four (4) Physical 
Evaluation and Testing Specialist, two (2) Personnel Technician I, one (1) 
Executive Secretary, two (2) Office Services Supervisor I, eight (8) OT, 30.5 
OA II, one (l) Steno, three (3) WPT, three (3) OA I, one (1) Stock Clerk; plus 
Temporary Help consisting of .6 Correctional Sergeant, .3 OA II, 5.8 Examiners. 

Personnel Management: Personnel Examining--one (1) SSM I, two (2) Associate 
Personnel Analysts, three (3) SSA, six (6) Personnel Technician I, one (1) OT, 
one (1) WPT, one (1) OA II; Personnel Services--one (I) SSM III, one (1) SSM II, 
four (4) SSM I, 6.5 Associate Personnel Analyst, four (4) SSA, one (1) OT, one 
(1) Secretary, two (2) WPT; Health and Safety--one (1) SSM II, three (3) AGPA, 
one (I) SSA, one (I) WPT. 

Training: One (1) Correctional Administl'ator, one, (1) SSM I, one (l) 
Correctional Counselor I, four (4) Training Officer I, two (2) AGPA, two (2) OT. 
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ADMINISTRATIVE SERVICES DIVISION (CONTINUED) 

Resources (Continued) 

Financ;a1 Management Support Services: One (1) eEA II, one (1) OT. 

Off-lce of Accounting Management: Accounting Services--one (1) Accounting 
Administrator III, one (1) Accounting Administrator II, one (1) Accounting 
Administrator I, one (I) Associate Administrative Analyst, two (2) Senior 
Accounting Officer, one (1) SSA, one (I) Personnel Assistant II, s;x (6) 
Accountant I, two (2) Accountant Trainee, ten (lO) Accounting Technician, three 
(3) OT, six (6) Senior Account Clerk, eleven (11) Account Clerk II, one (I) 
OA II; Audit/Rate Development--one (1) Senior Management Auditor, one (1) Staff 
Management Auditor, four (4) Associate Management Auditor, three (3) Staff 
Services Management Auditor, one (I) OT; Accounting Systems--one (1) Senior 
Administrative Analyst, 3.5 Associate Administrative Analyst, two (2) Assistant 
Administrative Analyst, .5 SSA. 

Office of Budget Management: one (1) SSM III, one (1) SSM II, five (5) SSM I, 
eight (8) Associate Budget Analyst, one (1) AGPA, four (4) SSA, one (1) Property 
Controller II, one (1) Supervising Claims Auditor; two (2) OA II, one (1) WPT; 
plus .2 Temporary Help. 

Contract and Business Services: One (1) SSM III, one (1) SSM I, one (1) Business 
Serv"ices Offi cer iII (BSO II I), one (l) Records Management Analyst II, one (1) 
Associate Materials Analyst, 1.5 AGPA, one (1) BSO II, six (6) BSO I, one (1) 
Property Controller II, one (1) Office Services Supervisor II, one (1) Materials 
and Stores Supervisor I, one tl) Officer Services Supervisor I, two (2) OT, two 
(2) Senior WPT, one (1) Stock Clerk, two (2) OA II, six (6) WPT, five (5) OA I, 
two (2) Assistant Clerk; one '(I) Departmental Food Administrator; one (I} 
SSM lIs two SSM .1, one (1) BSO, 9.5 AGPA, three (3) SSA, two (2) Management 
Services Technician, one (1) OT, three (3) WPT. 

Offender Information Services: One (1) SSM III, one (1) Research Program 
Specialist II, one (1) OT. 

Estimates and Stati stical Analysis: One (1) Research Manager II, two (2) 
Research Manager I, one (1) SSM I, one (I) Operations Research Specialist II, 
two (2) Research Analyst II, 3.5 AGPA, one (1) Statistical Methods Analyst II, 
one (1) Research Analyst I, .5 SSA, one (1) Management Services Technician, one 
(1) OT. 

Technical Support: one (I) SSM I, four (4) AGPA, two (2) SSA, one (1) 
Correctional ease Records Supervisor, two (2) Supervising Program Technician III, 
one (1) Program Technician III, two (2) Management Services Technician, one (1) 
OT, 10.5 Program Technician II, one (1) Program Technician I. 
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PRISON INDUSTRY AUTHORITY 
CENTRAL OFFICE FUNCTIONAL RESPONSIBILITIES 

Mission 

The Prison Industry Authority (PIA) mission is defined by Penal Code Section 
2801 as follows: 

"(a) To develop and operate industrial, agricultural, and service enterprises 
employing prisoners in institutions under the jurisdiction of the Department of 
Corrections, which enterprises may be located either within those institutions 
or elsewhere, all as may be determined by the authority. 

(b) To create and maintain working conditions within the enterprises as much 
like those which prevail in private industry as possible, to assure prisoners 
employed therein the opportunity to work productively, to earn funds, and to 
acquire or improve effective work habits and occupational skills. 

(c) To operate a work program for prisoners which will ultimately be self
supporting by generating sufficient funds from the sale of products and services 
to pay all the expenses of the program, and one which will provide goods and 
services which are or will be used by the Department of Corrections, thereby 
reducing the cost of its operation." 

Functional Responsibilitiel 

Operations Division 

Provides Central Office oversight of and technical assistance to the PIA 
producing and service enterpris.es in the institutions. Has a major role in the 
planning and design of new products, equipment and facilities. Assures the 
consistency of operations between similar factories; assures that the operating 
policies and practices of the factories are consistent with the overall goals 
and objectives of the PIA. 

Plans, organizes and directs the production and operations in headquarters and 
eighteen correctional institJtions; est~blishes production goals and monitors 
accomplishments. 

Responsible for PIA's procurement program, both the performance and coordination 
of all short and long-range planning, product development, research and 
industrial analysis, and the development of program information that relates to 
establishment, discontinuance, expansion or contraction of industrial or 
agricultural operations, including selection of site, utilities, buildings, 
equipment, staffing, inmate manpower, supervision, and other pertinent items. 
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Functional Responsibilities (Continued) 

Operations Division (Continued) 

Establishes and maintains cooperative working relationships with Wardens of the 
institutions where the production facilities are located; advises management 
regarding production facility capability to accommodate new product lines, new 
inmate skill training programs, and marketing and sales production schedule 
requirements. 

Establishes and monitors safety programs to ensure the health and safety of both 
civil service and inmate personnel assigned to the production operations; 
establishes and monitors management and supervisory training programs for 
personnel and coordinates with the Institutions Division in the development and 
administration of skills training for inmates assigned to PIA production 
facil ities. 

Industry Implementation Division 

Responsible for the coordination and timely implementation of all new enterprises 
within the new institutions under planning and/or construction statewide. 

Construction and building acquisition--obtains final 'design from A/E firm; 
ensures that a 11 requi red construction is compl eted for tenant occupancy, 
including the installation of all equipment as specified i~ the final 
architectural/engineering design. 

Equipment--reviews and finalizes the equipment list for each enterprise, 
including the developmeht of equipment speCifications for procurement; initiates 
the required procurement of equipment through the PIA procurement office. 

Raw materials and supplies--reviews and. finalizes the list of raw materials, 
including the development of materials specifications for procurement; initiate 
the required procurement of raw materials through the PIA procurement office. 

Free staffing--reviews the appropriateness of the free staff classifications 
identified in the program development plan; works with the PIA personnel unit 
to establish free staff positions on each enterprise and ensures that adequate 
time is allocated for testing and hiring by the date of implementation. 

Inmate staffing--work with the local institution to ensure that the needed number 
of inmate staff are identified and available for employment on the d~te the 
enterprise becomes operational. 

Sales and marketing--works with the Administration and Marketing Division to 
ensure that a sales and marketing plan is developed for each enterprise and that 
the initial customers have been identified and preliminary orders obtained; works 
with the priCing unit to ensure that initial prices for products/services have 
been established by the implementation date. 
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Functional Responsibilities (Continued) 

Industry Implementation Division (Continued) 

Fiscal services--analyzes the budget to ensure that adequate funding ;s available 
for the timely implementation of each enterprise; where not available, pursue 
and obtains the additional funding necessary for timely activation; work with 
the fiscal office to ensure that adequate bills and materials, slamm numbers, 
and inventory control numbers are obtained so that customer orders can be 
processed immediately upon implementation. 

Miscellaneous--identifies any critical items that are not covered in the above 
areas and ensures that they are properly addressed prior to implementation (e.g., 
special operating permits, licenses, transportation arrangements, etc.); provides 
assistance and/or consulting services to the Operations Division if significant 
problems arise after the new enterprise has been completed and responsibility 
for the ongoing operation is turned over. 

Administration and Marketing Division 

Provides the direction for the fiscal management of PIA and for the support and 
evaluation services necessary for program operations. The Division is a service
oriented organization that works directly with all offices within PIA and with 
relevant outside agencies and organizations including the Prison Industry Board, 
the Legislature, CDC, all the correctional institutions and their affiliated 
factories and PIA's customers. 

Data Processing--provides EDP services in support of PIA programs, including the 
application and development of major and minor new projects and maintaining 
ongoing systems. Major systems/priorities include a Basic--Four Model 410 
computer which is used to perform sales order processing, invoicing, and received 
on account functions; Main Frame Systems/access to Teale Data Center (TOe) used 
to identify products whose cost, when updated through either changes in labor 
hours or raw material costs, are not producing a profit; ongoing development of 
PIA automation in institutions, an on-l ine system which util izes TOC with 
telecommunications networks to each institution to track inventories for raw 
materials, component parts and finished goods; key data entry enterprises to be 
developed in three new institutions. 

Personnel Management and Training--provides a variety of personnel and training
related services to PIA, including classification and pay, recruitment, 
examination and selection, payroll and transactions, training, labor relations, 
and clerical support. 
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Functional Responsibilities (Continued) 

Administration and MarKeting Division (Continued) 

F i sca 1 Servi ces - -performs the budget i ng, account i ng and fi nanci a 1 reporting 
activities of PIA from both a service and a control orientation; develops the 
Annual Operating Plan (budget), prepares the mid-year review, financial documents 
for proposed new facilities (inmate work plans), analyzes proposed budget 
changes, policy directives and legislation, maintains allotments and position 
control systems; prepares, analyzes and publ ishes financial statements and 
reports, interprets financial condition such as operating revenue, new income, 
operating expenses, overhead, depreciation, engineering and material costs and 
industries fiscal status, develops and maintains the industries cost accounting 
system, develops and maintains fiscal policies and procedures to assure ongoing 
solvency of the Prison Industry Revolving Fund, plans and coordinates the 
automation of the fiscal system. 

Planning ~nd Evaluation--responsible for legislative, program analysis, public 
relations, market planning, pricing, long-range planning, and special projects 
functions of PIA, including developing and maintaining policies and procedures 
for and carrying out those activities; performing market analysis, research and 
product promotions, collection and analysis of data on future product demand and 
new product research, development and implementation of the PIA marketing plan; 
conducting long range planning and special projects, analyzing ongoing projects 
such as PIA's Strategic Plan and Annual Report, researches and evaluate issues; 
research, evaluation and development of legislation, legislative bill analyses, 
gives testimony in legislative and related hearings, provides consultation on 
legislative issues, and liaison with the Department of Corrections Legislative 
Liaison; development and implementation of a comprehensive plan to increase PIA's 
support among business, labor and the Legislature, develops and dhtributes 
public relation materials, establishing and maintaining a community and public 
media communications network; review of product pricing, development of pricing 
plans and recommendations, conducting pricing research;. development and 
implementation of a comprehensive plan to provide for the systematic ongoing 
analysis of PIA programs, development of operational performance measures and 
monitoring performance. 

Sales--responsible for sales and customer relations activities, including 
planning and developing programs to increase sales volume, developing and 
following up on sales leads, promoting support of the PIA program through direct 
calls, monitoring customer planning and programs and tracking customer 
satisfaction, arranges for necessary research and promotion of new products, 
develops and expands sales outlets, participating in exhibits, conferences and 
conventions, provides advice to customers on office layout, color coordination, 
and product deSign, and provides customers with product literature, drawings and 
specifications; assists in market research by conducting preliminary surveys and 
arranging customer contacts for researchers, provides guidance and feedback on 
promotional efforts. 
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Functional Responsibilities (Continued) 

Administration and Marketing Division (Continued) 

Customer Serv; ces- -processes all i ncomi ng purchase orders; answers customer 
questions about PIA products, prices and del iver'y dates; handles customer 
complaints; responds to requests for quotations; checks on the· status of customer 
orders; maintains the mass mailing list; acts as a liaison between the customer 
and operations including the factories. 

Resources 

Executive: One (1) General Manager (Exempt), one (1) Assistant General Manager 
(Exempt), one (1) Executive Secretary II. 

Operations Division: One (1) CEA III, eight (a) Production Managers, one (I) 
Construction Supervisor, one (1) Prison Industries Engineer, one (I) Materials 
Manager, one (1) OT, one (1) OA II. One Production Manager is currently loaned 
to the General Manager's Task Force on Manufacturing Management Information 
Systems. 

Industry Implementation Division: One (1) CEA II, four (4) eEA I, one (1) 
Program Manager II, six (6) Production Manager II, one (1) Associate Mechanical 
Engineer, two (2) AGPA, one (1) Secretary, three (3) CA I!. 

Administration and Marketing Division: Administration--one (1) eEA II, one (1) 
Executive Secretary I; Data Processing--one (1) Data Processing (DP) Manager 
II, one (I) DP Technician, one (1) Staff Programmer Analyst, two (2) Associate 
Programmer Analysts, one (1) Programmer II, one (1) Senior DP Processing 
Technician, one (1) Staff Data Processing Analyst, one (1) SSA, one Key Data 
Entry Operator; five (5) inmate programmers; Personnel Management and Training
-one (1) CEA II, one (1) SSM I, one (1) Training Officer I, three (3) Associate 
Personnel Analysts, one (1) SSA, one (1) Personnel Assistant II, one (1) 
Personnel Assistant I, two (1) Personnel Technician I, one (1) OT, one (1) OA 
II; Fiscal Services--one (1) SSM III, one (1) SSM I, one (1) Accounting 
Administrator II, one (1) Staff Administrative Analyst, three (3) Associate 
Budget Analysts, one (1) AGPA, one (1) Associate Administrative Analyst, one (1) 
Assistant Administrative Analyst, one (1) MST, two (2) Senior Accounting Officer, 
four (4) Accounting Officer, one (1) Senior Account Clerk, seven (7) Accountant 
I, seven (7) Accounting Technician, nine (9) Account Clerk II, one (1) OT, two 
(2) OA II, one (1) OA 1/11, one (1) OA I; Planning and Evaluation--one (1) CEA 
II, one (1) SSM II, one Public Information Officer, one (1) Promotional 
Specialist, five (5) AGPA, one (1) Research Analyst, one (1) SSA, one (1) OT; 
Sales--one (1) Sales Manager, ten (10) Sales Representatives, one (1) Office 
Technician; Customer Services--one (1) CEA II, one (1) Sales Order Supervisor, 
one (1) MST, four (4) OT, three (3) OA II, one (1) OA I, one (1) Key Data 
Operator. 
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EXECUTIVE SUMMARY 

California Department of Corrections (CDC) Director James Rowland established 
the Departmental Task Force on Organizational Structure in January 1989 in 
response to a need identified in the February 1988 Administrative Planning Session. 
The Task Force studied a prior two-phased reorganization effort carried out from 
early 1983 through late 1985. 

It concluded that the Department had five major issues or problems to deal with: 
(1) Communications, (2) Personnel Issues, (3) Development of Standards versus 
Centralization, (4) Management of Change, and (5) Reorganization -
Regionalization. 

The Task Force noted that CDC's existing centralized organizational structure does 
not facilitate bringing corrections to the local community level in response to 
continued population growth. However, some members expressed concerns that 
regionalization might merely add another layer of bureaucracy. To gain insight into 
the problems CDC might face in adopting a regional structure, two Task Force 
representatives, Wardens Bill Bunnell and Dan Vasquez, visited two states with 
regionalized correctional systems, Georgia and Florida. 

As a resuit of the visit, the Task Force concluded that regionalization is a viable 
form of managing the rapidly expanding Department. The Task Force identified 
the following specific benefits that would result from regionalization. 

enable the Department to plan for unique correctional populations; 

allow the Department to develop an organizational structure that promotes 
flexibility; 

increase communication at the local levels, encouraging dialogue between 
the community and the institutions, and increasing responsiveness to the 
unique needs of each area; and 

enable the Department to more effectively accommodate continued growth. 

Based on the experience of Georgia and Florida, decentralizing decision making to 
match the responsibility given to the regions would be critical to successful 
implementation of a regional structure. 

Pagel 



The Task Force recommends the establishment of a regional structure, stressing the 
following: 

multi-functional headquarters management with a reasonable span of control 
for executive management, thereby effectively flattening the organization; 

delegation of decision makin~ authority to the field level, i.e., placement of 
functional program authority In field operations; 

decentralized administrative service functions; and 

programmatic responsibility for both institutions and paroles within each 
region, with balanced inmate and parolee populations within each region. 

A proposed model for regionalization of CDC is included as an appendix to the 
report. 

Page II 
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ORGANIZATIONAL TASK FORCE REPORT 

I. INTRODUCTION 

The February 1988 Administrative Planning Session identified the need to review 
the Califorma Department of Corrections (CDC) organizational structure. In 
response, Director James Rowland established the Departmental Task Force on 
Organizational Structure in January 1989. The Director emphasized his interest in 
improving decision-makin~ processes, information sharing on decisions and 
communications between fIeld and headquarters. Director Rowland further asked 
the Task Force to review the issues of management accountability and functional 
supervision. 

The Organizational Task Force is comprised of seven Wardens and two Regional 
Parole Administrators. The Task Force studied a prior Mfo-phased reorganization 
effort urged by Robin J. Dezember, then Undersecretary of the Youth and Adult 
Correctional Agency (YACA), carried out from early 1983 through late 1985. Phase 
I of this prior effort focused on Central Office reorganization. Phase II focused on 
the field structure of the institutions and parole regions. 

As a result of Phase I, which identified 14 main issUles, several or~anizational 
changes were made in Central Office and the Management InformatIon Systems 
(MIS) Committee was formed. Phase II began in ~ady 1985. Eighteen critical 
issues were identified which stressed the need for improvements in communications 
and systems improvements to eliminate bottlenecks between field and Central 
Office. Phase II included a review of the organization structure of the correctional 
systems of Illinois, New York, Florida and the Federal Bureau of Prisons. The 
Phase II steering committee discussed four general organizational approaches as a 
possible foundation for alternative field structure for California, stressing local 
autonomy versus Central Office control. 

II. FINDINGS 

A. Overview of Findings 

The Organizational Task Force concluded that the issues and problems identified in 
Phase I and II still existed to some degree; although many operational and systems 
improvements had been implemented in response to them. The Task Force focused 
their efforts on uncovering the common theme whi~h ran throughout the problems. 

Five primary issues or problems were identified by the Task Force: 

1. COMMUNICATIONS: The Task Force recognizes that the 
Department of Corrections, like any large complex organization, has 
continuing needs to improve channels of communication. The need to 
quickly communicate cntical information, policies and important decisions 
around the Department becomes all the more important as the Department 
continues to grow at unprecedented rates. The Department could make 
substantial improvements in communications by making better use of state of 
the art technology and computers. Im('roved technology could enhance the 
ability of top management to gain field mput into important decisions. 
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A centralized computer based clearinghouse for information requests should 
be established. This operation could alleviate the problem of various 
divisions, parole regions and institutions duplicating work efforts to gather 
information. 

A Master Plan, similar to that used to address the' new prison construction 
program, should be adopted by the Department to address our Management 
Information System. 

2. PERSONNEL ISSUES: Disparity in pay between Unit 6 and other 
employees has made it difficult to recruit and retain ancillary employees. 
The Department should consider developing new classificatlOns such as 
Correctional Cook I. Such a classification should recognize their 
responsibility for supervising inmates, maintaining security and discipline of 
inmates. Pay disparity should also be addressed in the correctional case 
records series, to recognize the degree of knowledge, skill and precision 
required in this series. 

3. DEVELOPMENT OF STANDARDS VERSUS CENTRALIZATION: The 
Task Force felt that many functions currently managed by Central Office 
could be better managed by the field if clear standards were developed. 
Operational standards which l;1fovide guidance to the Wardens and Regional 
Administrators could result In such issues as the hiring proces.:;, ~dverse 
actions and budget management being performed in shorter time frames 
without sacrificing quality. 

4. MANAGEMENT OF CHANGE: The Task Force recognized the evolving 
role of the Department in the criminal justice system and the fact that the 
Department is taking a more involved and pro active role. It is critical that 
during times of growth and change staff energy remains focused. Taking on 
one or two major program initiatives is preferable to scattering staff energy 
among many. 

The Task Force also strongly recommends that Executive Staff consider 
adopting a five to eight year Master Plan to help guide the operation and 
evolution of the Department. Such a Master Plan would materially assist the 
Department in organizing sound responses to the challenges facing the 
Department. 

S. REORGANIZATION - REGIONALIZATION: The Task Force 
recommends that in the long term the Departn~ent adopt a regionalized 
organizational structure. It was also noted that in June 1985, the final report 
of the Steering Committee subgroup which reviewed the organizational 
structure of four other correctional systems recommended considering: 

'The establishing of a regional structure with the development of a phase:
in or pilot plan to ensure: 

more field visibi~ity of Departmental management. 

bringing the decision making authority to the field leveL 

Page 2 
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better representation of institutions needs on an individual basis. 

decentralized adminiwtrative service junctions. 

junctional p'rogram authority in field operations. 

reasonable span of control for executive management. 

The process of implementing a regional-type modification of the 
Departments organization structure must be reinforced by total executive 
management commitment to this fonn of decentralization in order to 
ensure a successful transition. A key element will be clear delegation of 
line authority to the regions for certain Central Office junctions. /I 

The Task Force noted that CDC's existing centralized organizational structure does 
not facilitate the task the Department has before it. A political environment is 
emeq~ing in which the need to use prisons to house all offenders, particularly short 
term Inmates, is being questioned. 

There is a resurgence of discussion focusing on programs and alternatives to 
incarceration. Community partnerships are being explored to handle the short term 
inmate and parcic:! violator bed needs now taxing the Department's resources. The 
Department must prepare for the challenge of bringing corrections to the local 
community level in response to continued population growth. 

To assist Central Office in continuing to provide the leadership and support 
required for rapid expansion, the or~anizational structure must become more 
streamlined and responsive to the indiVIdual needs of the field. This requires a re
evaluation of functions and their purpose within the overall organizational structure. 

Decentralization to allow ~reater decision-making authority at the local level 
appears desirable. As more Institutions have "come on line", the span of supervision 
in CDC's Central Office has increased geometrically. Like any other large 
organization which embarks upon an era of rapid expansion, CDC is beset with 
greater vertical and horizontal communications problems. The creation of new 
Central Office staff positions have satisfied immediate needs in the units where they 
have been added. However, new positions and functions have been created without 
.full consideration of how they fit into the overall organization. This has the effect of 
creating "bureaucratic sprawl." This fragmented style makes it difficult for the field 
to identify the appropriate decision makers, and disenfranchises field staff feel from 
feeling responsible and a part of the decision making process. 

Task Force members generally agreed that a regional structure could achieve the 
needed streamlining and decentralization. However, some Task Force members 
expressed concern that regionalization might merely add another layer of 
bureaucracy. Others speculated that California's large population, urban problems, 
full-time Legislature and the demands of the overall state government bureaucracy 
might impact regionalization. To gain insight into the problems CDC might face in 
adopting a regional structure, two Task Force representatives, Wardens Bill Bunnell 
and Dan Vasquez, visited the states of Georgia and Florida. These two states have 
regional management structures of their correctional systems. 

Page 3 
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and Dan Vasquez, visited the states of Georgia and Florida. These two states have 
regional management structures of their correctional systems. . 

B. Review of Georgia and Florida Correctional Systems 

Georgia 

The State of Georgia is essentially a rural State, divided into 159 counties. The 
annual budget of the correctional system in Georgia is now $500 million or $13,000 
per inmate per year. 

The Georgia penal system is responsible for 25 institutions and 30 county 
correctional institutions distributed among four regions. The 25 institutions house 
16,700 state prisoners. The county correctional facilities collectively house 2,900 
inmates. Each region has eight existing or planned institutions under the 
supervision of a District Director and an Assistant District Director. A State 
Supervisor with two Assistant Regional Supervisors are responsible for supervising 
the 30 county correctional institutions. In addition, a State Supervisor and an 
assistant supervise women's programs and transitional programs. 

The Georgia Department of Corrections approved regionalization approximately 
five years ago; however, regionalization was only implemented about one and one
half years ago. What is noteworthy In the Georgia correctional system under 
regionalization is a relatively flat organization in comparison to CDC (see Appendix 
A, Chart 1). In concept, Georgia's organization is a system designed to be managed 
through regionalization. 

Georgia has had difficulty bringin~ regionalization from a concept to reality. The 
regionalization effort is still in the mfant stage due to reluctance of its headquarters 
to put aside "turf ownership" and to delegate decision making. Functional 
regionalization, i.e., pushing down the authority for decision making to streamline 
the process, is not complete. Regional administrators continue to experience 
frustration due to the lack of progress of further regionalization. However, 
headquarters and the regions appear to share equally in the failure to decentralize 
the decision making process in Georgia. The Corrections Commissioner had failed 
to make a decision to regionalize the rest of the Department beyond. allowing the 
current Deputy Commissioner of Operations to regionalize his diVIsion. 

Florida 

Florida is the fourth largest state. Its population is approximately 12.4 million 
permanent residents, plus another 12 million transient population of retirees 
("snowbirds") and tourists. This population is largely urban, represented by a 
diverse range of cultural groups spread over 67 counties. Florida, like California, is 
experiencing a prison population explosion. The following excerpt taken from a 
Florida Department of Corrections (DOC) publication entitled, ''Legislative 
Informational Manual," dated September 1989, exemplified the prison population 
problems faced by Florida. 
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" ... Current funding will expand the prison system to 50,021 beds by September 1991, but 
even that will not be enough. The Criminal Justice estimating conference forecasts that 
without additional early release programs the prison popUlation will reach 86,479 by 
June 1991 and 156,000 by 1995 ... " 

The correctional system in the State of Florida was regionalized 15 years ago. Until 
1975, the Florida correctional system was a division under the Department of 
Health and Rehabilitative Services. In 1975, Florida enacted legislation to create 
the. new DOC, also mandating that correctional services be carried out by five 
regIOns. 

These five regions divided the State of Florida, each to be administered by a 
regional director. In 1976, the DOC was implemented as mandated by the Florida 
Legislature. The new Department also assumed responsibility for probation and 
parole services in district offices within the jurisdiction of each of the five regional 
directors. Formerly, probation and parole services had been the responsibility of 
circuit offices. Within each region, a Probation and Parole ServIces regional 
administrator is responsible for administering felony probation and parole services. 
Collectively, these administrators are responsible for all felony probation and parole 
services for the Department. 

Florida's path to regionalization was not without problems. During the review of 
F.lorida's system, Task Force representatives conducted extensive intelvlews with a 
good cross section of departmental executive staff. Several staff members who had 
many years of Florida DOC services offered an interesting historical anecdot.e about 
the 1975 Florida legislative action. They described the accompanying legislation 
which required a regionalized DOC in Florida as a political move intended to wrest 
departmental control from former Florida Corrections Secretary Louie L. 
Wainwright. 

It is an unenviable position for any organization to have massive organizational 
change thrust upon It by an outside entity, as was the case for the Florida DOC. 
Former Secretary Wainwright commented on a positive element in the 1975 
legislation which established regionalization in his 1975/76 fiscal year annual report: 
"It was the intent of the Legislature that the Department plan and administer its 
program for correctional services through these service regions ... and to bring Corrections 
closer to local communities ... " 

Nearing the end of his tenure, in his last annual report for 1979/80, former 
Secretary Wainwright made the following positive comment about decentralization: 
'~ .. The primary advantage in regionalization has been the opportunity to decentralize 
departmental operations to a logical more manageable level .. " 

In reviewing Florida's history, it was clear that regionalization was difficult to 
implement because of the reluctance of management to accept the concept. As in 
Georgia, there were problems decentralizing decision making to match realistically 
and effectively the responsibility given to the regions. Some controversial issues 
regarding reglOnalization still exist, as reflected in the differing opinions expressed 
by two current members of Florida's headquarters executive staff on the Issue of 
authority and its delegation. The Assistant Secretary for Operations expressed the 
opinion that regional directors should be elevated to be part of the Secretary of 
Corrections' executive staff. Another Executive Deputy Secretary expressed an 
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opposing view on this subject. He believed that being part of the Secretary's 
executive staff would risk too' close an identification for the regional director With 
central office politics. He felt that the regional directors have to be field oriented to 
ensure their primary advocacy is the field. 

Despite the political environment in which it was originally implemented, it si clear 
that a regionalized form of correctional management is well established and 
functioning effectively in Florida today. Overall, the Task Force representatives 
found overwhelming current support for regionalization in the State of Florida from 
the present Secretary of Corrections down through the ranks of regional directors, 
wardens and central office management. 

Since regionalizing, Florida has developed extensive community programs and 
alternatives to incarceration. The correctional system of Florida has achieved a 
unique and desirable position in the field of corrections. The system has brought 
correctional services to the community in a way that makes the community part of 
the search for solutions and a partner in managing its citizenry who have become 
enmeshed in the criminal justice system. Florida has, with community support, led 
the nation in the practice of alternatives to incarceration. Describing a diversion 
project, one administrator in the Florida DOC stated, "We have the Florida 
equivalent of ten prisons walking around the community with 9,222 clients on 
community control supervision. /I 

Regionalization is the primary reason for the large expansion of community-based 
programs and alternatIves to incarceration developed in Florida. A community
based system could not have been organized or administered in Florida by a 
centralized bureaucracy. Florida has over 90,000 inmates on probation and parole 
versus 38,000 incarcerated inmates, and appears far better prepared to cope with its 
growing population of offenders that California. 

Florida provider proof that a large correctional system can function effectively 
under a decentralized or regionalized management structure. Florida DOC 
management advised the Task Force representatives about two potential problems 
which California should consider if a regional structure is adopted. 

One problem is limited resources, which are not new, or unique, to Florida. One 
headquarters executive estimated that 50 percent of new leglslation affecting the 
Department was not funded. The Deputy Secretary cautioned that when planning 
decentralization, care must be taken so that regionalization does not simply add 
another layer of bureaucracy. He added that to avoid this problem there must be 
assurances that decision making is clearly given to the regional director and, 
therefore, to the wardens. -

Florida's Region II illustrates another pitfall to regionalization, that is, continued 
departmental growth. Region II was described as the largest region in prison 
facilities and prison population which includes community correctional centers and 
probation and parole. A significant fact is that the region has grown from five 
InstitUtiOns to 20 institutions. Communications and decision making were described 
as "bogged down." The advice the Task Force received was to recognize growth, to 
quickly and effectively deal with it, and to avoid the assuml?tion that the existing 
orgaruzational structure can handle the additional administratlve responsibility. 
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III. COMPARISON OF FLORIDA AND CALIFORNIA 

The historical picture of the Florida correctional system can provide our 
Department with valuable insight should our Department decide to regionalize. In 
contrast to Georgia and in similarity to California, Florida is not rural but largely 
urban in nature. It also shares with California the resultant social problems of ever 
increasing crime and drug abuse, and has a diverse range of cultural groups spread 
over a large landmass. Florida has 67 counties; California has 58 counties~ In 
similarity to California's correctional system, Florida's system has also experienced 
significant legal cballenges by client special interest groups. 

These similarities highlight the differences in organizational style. Appendix A, 
Chart 2, shows CDC's current organization. Comparing this chart to the CDC chart 
for 1979 (Appendix A, Chart 3), the bureaucratic sprawl is apparent. California has 
gone from a flat organization to an organization with expansIve layers of authority. 
By comparison, the current Florida DOC organization chart (Appendix A, Chart 4) 
reflects an organization that has experienced massive growth and at the same time 
has maintained a flat organization through the use or regionalization. 

Florida's headquarters is staffed with 375 employees versus CDC's headquarters 
staff of 1,444 employees. In Florida, four Assistant Secretaries manage all aspects 
of the Department at headquarters level. 

Florida's headquarters organization achieves inte~ation of personnel by utilizing a 
multi-functional management structure, i.e., one In which all similar functions are 
grouped under the same manager. This structure allows for a flattened organization 
and g~eater efficiency in the use of staff resources and management of programs. 

The Florida Assistant Secretary for management and budget represents the Florida 
DOC in all personnel matters, budget management and evaluation. Personnel 
functions include collective bargaining, recruiting, classification and J?ay programs. 
Budget management and evaluation include coordination of stateWIde legislative 
and operation budget requests, disbursement of funds, finance and accounting and 
facility services. 

In CDC, issues related to personnel management fall under the resronsibility of 
three separate offices: the Office of Labor Relations; the Office 0 Mfirmative 
Action; and Human Resources Management within Administrative Services 
Division. Two Assistant Directors and one Deputy Director have personnel 
management responsibilities. 

Matters of budget and management evaluation, finance and accounting, and 
facilities services fall within the responsibility of three separate Deputy Directors in 
CDC. These responsibilities fall within the Administrative Services Division, 
Institutions Division and Planning and Construction Division. This adds to the 
problems of fragmentation and bureaucratic sprawl. The California system shows a 
lack of empowerment in that no one manager has total responsibility for all aspects 
of a specific issue, for example, personnel. 
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IV. BENEFITS TO CALIFORNIA OF REGIONALIZATION 

The future of corrections in the decade of the nineties will demand much change. 
The Task Force concluded that regionalization is a viable form of managing the 
rapidly expanding Department, and in fact is the only way to ensure a manageable 
span of control as the Department continues to grow. 

Regionalization will enable the Department to plan for unique correctional 
populations. For example, Los Angeles and Ventura Counties account for nearly 45 
percent of our prison population. In addition, 41 percent of our current parole 
population is concentrated in these two counties. A regionalized system would 
empower regional managers to work with the community to plan and develop 
community based programs commensurate with the area's problems and resources. 

Regionalization would allow the Department to develop an oq~anizational structure 
that promotes flexibility. Planning administrative responsibIlities for institutions 
and parole offices in the re~ions would allow critical decisions affecting these 
entities to be made more qUIckly with increased input and responsiveness. The 
Department has underway three major efforts--an evaluation of the warehouse and 
inventory system, a study of the inmate and parolee transportation system and a 
review of all automated sy&tems that will consider major restructuring of these 
functions. Regional approaches to some of these operations may be recommended. 
Pianning for a regional departmental structure needs to be begin immediai.ely to 
provide a broader framework for coordinating changes in these areas. 

Correctional leadership and practitioners can expect a constituency demanding 
performance accountability as larger revenue expenditures are required. A 
regionalized style of management increases communication at the local levels, 
encouraging dialogue between the community and the institutions. ,Also, it affords 
all involved the opportunity to effect change within their own communities 
responsive to the uruque needs of their area. 

The responsibility of the Central Office staff under the leadership of the Director of 
CorrectIOns should be to interface with the control agencies and Legislature. 
Central Office would concentrate on securing the necessary resources, fiscal or 
staffing authorization to enable the field to carry out the correctional policy of the 
Director and laws enacted by the Legislature. 

Based on the experience of Georgia and Florida, decentralizing decision making to 
match realistically and effectively the responsibility given to the regions would be 
critical to successful implementation of a regional structure. Headquarters must 
actively push down decision making responsibilities to the regions and regional 
admirustrators must be willing to assume this responsibility. Also, the 
regionalization plan needs to consider how to accommodate continued growth. 

It is to be expected that some individuals will be pessimistic that regionalization will 
merely add another layer of bureaucracy. Since no pure form of a management 
structure exists, it is possible that these individuals would not have their concerns 
resolved by ~ny .organizatio~al structure. Any ~a~agement structure rep~cts a 
human orgaruzatIOn. Thus, It should reflect the InsIght and long range VISIon of 
those who command the material and human resources to accomplish goals and 
objectives through the operational policy. 
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1J. 

ORGANIZATIONAL TASK FORCE REPORT 
March 18, 1990 

v. RECOMMENDATION 

Establish a regional structure, stressing the following: 

multi-functional headquarters management with a reasonable span of control 
for executive management; . 

delegation of decision makin~ authority to the field level, i.e., placement of 
functional program authority III field op~rations; 

decentralized administrative service functions; and 

programmatic responsibility for both institutions and paroles within each 
region, with balanced inmate and parolee populations within each region. 

Appendix B contains a proposed model for regionalization of the Department of 
Corrections. This pro{losal has been drafted for the purpose of introducing the 
concept of regionahzatIOn in greater detail. The proposal anticipates dividing the 
state into five re~ions. Maps are provided which show the counties, institutions and 
parole offices WIthin each proposed region. The proposal includes detail on the 
current and proposed inmate population and the parole population as of November 
.;C, 1989 in each regIOnal area. 
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The following proposal reflects one example of how regionalization could work 

in the California Department of Corrections (CDC). To envision the proposed 

regional management structure requires a radical rethinking of current 

headquarters responsibilities. 

CDC is now managed from one central point. Headquarters management is expected 

to have a global viewpoint of all institutions and parole offices and to be 

capabl e of maki ng deci s ions that affect the day-to-day ope rat ions of those 

Facilities. The practical reality is that the State of California is divided 

into 58 counties. Each county is affected by the Department ei ther through 

paroles or the existence of one or more institution. Resources problems and the 

political and economic structure differ in each of the 58 counties. As a result 

of the unique circumstances of each area, efforts by ,the Department to 

standardize programs and procedures for institutions and· parole offices have had 

1 imited success. 

Functional regionalization would require a new style of management. The effort 

would not be to manage from a command center, but to manage from strategically' 

located regional offices. Regional managers would organize their efforts to meet 

departmental goals while remaining responsive to the uniqueness of their region. 

Through this system, the Department could better ·utilize local resources and gain 

greater community support. This style of ma~agement would result in a more 

focused understanding of problems, resources, solutions and goals. 

The proposed organization charts for CDC (Charts B1 and B2) demonstrate a 

flattened management structure in comparison to the Department's current 

Paqe 16 
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organization. This proposed flattened organizational structure was achieved by 

combining like areas of responsibility under one manager, in a multi-functional 

approach. The multi-functional approach would increase efficiency while 

decreasing duplication of efforts and fragmented management, resulting in more 

consistent and timely policy decisions. By pushing down the decision-making 

authority for the implementation of policy and programs to the regions, Central 

Office could efficiently and effectively manage the Department under this 

proposed organization. 

Five geographical regions are proposed. Chart B3 is a map showing the 

geographical areas and administrative data for these regions. Correctional 

institutions, community based facilities and parole offices would be administered 

through the five regions. Each region would be headed by a regional director 

who would supervise the activities of the warden of each institution, the 

director of community facilities and the regional parole administrator. The 

regional director would be responsible for financial administration and personnel 

management within his/her region and for ensuring that departmental policies are 

carried out and standards are met. 

Each regional office would coordinate its institutional and parole activities 

in accordance with standard departmental policies and directives. In addition, 

it would perform perso.nnel management activities to include maintenance of 

personnel files and related records for institution and parole employees. 

Regional offices would maintain property accounting records, document all 

property transactions and maintain property management and control. The regional 

Paqe 17 
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offices would also prepare and submit regional budgets, monitor operating 

accounts and expenditures and supervise regional fund allocations and releases. 

Charts 84, 85, 86, 87 and 88 are maps showing the counties, institutions and 

parole offices within each of the five proposed regions. Detail is provided on 

each map on the number of facilities of each type in each region. Tables which 

show the general population within each region. by county, the current and 

proposed inmate population, and the parole population as of November 30, 1989 

are also included for each regional area. 

In developing the five regions, effort was made to maintain a balanced inmate 

and parole population. Proposed Regions II, III and IV have similar inmate 

populationi divided among six or seven institutions per region. These three 

regions contain relatively low numbers of parolees in comparison to Region I and 

Region IV. 

Pfoposed Region I with four institutions would be responsible for approximately 

21,000 inmates as well as 28 parole 'offices servicing over 12,000 parolees. The 

combined total of approximately 33,500 inmates and parolees for Region I is 

approximately equal to the total populations proposed for Regions II, III and V. 

Proposed Region IV is by comparison light in institutions and inmate population 

but extremely heavy in parole services. It is anticipated that this region, 

consisting of Ventura and Los Angeles Counties, would focus its effort on parole 

services and community partnerships. 
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REGION IV 
Institutions 

Parole Offices 
Inmates 

Parolees 

2 
40 
7,330 
22,448 

REGION V 
Institutions 

Parole Offices 
Inmates 

Parolees 

7 
18 
29,143 
9,493 

REGION I II InstitutIons 
Parole Offices 

Inmates 
Parolees 

4 

28 
21,099 
12,317 

REGION /I 
Institutions 7 

Parole Offices 12 
Inmates 28,981 

Parolees 5, 141 

REGION //( 
Institutions 

I Parole Off/cas 
Inmates 

Parolees 

7 
12 
25,615 
5,227 
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TABLE 1 

I POPULATION l BY PROPOSED REGION 

I' 
REGION I = 7,144,125 

I 
I 

REGION II = 2,937,990 

I REGION I II = 2,122,500 

I REGION IV = 9,303,900 

I' REGION V = 7,153,700 

I TOTAL STATEWIDE POPULATION 28,662,215 = 

I 
I 
I 
I 
I 
I 
I IPopulation as of January 1, 1989. 
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Regi on II -

TABLE 2 

REGIONAL STAFFING CAPACITy 2 - INSTITUTIONS AND PAROLES 

Institutions 

Paroles 

Institutions 

Paroles 

20,040 + 1,059 (Pelican Bay at 190%) 

12,317 

32,357 (33,416) 

27,721 + 1,260 (Madera at 190%) 

5,141 

32,862. (34,122) 

DRAFT 

Region III - Institutions 25,615 (includes Coalinga) 

Region IV -

Region V 

Paroles 5,227 

Institutions 

Paroles 

30,842 

3,858 + 3,472 at 190% 

22,448 

26,306 (29,778) 

Institutions 23,427 + 3,974 (Imperial North & South at 190%) 

+. 1,742 (C.S.V.P.) 

Paroles 9.493 

32,920 (38,636) 

~he level of inmates for which the institution has staff to handle. 
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Total additional staffing capacity at 190% for new prisons = 11,507. 

54,626 

112,168 

Parole numbers as of November 30, 1989 

Institution staffing capacity as of 

November 26, 1989 (includes 190%) 
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SAN MANCISCO 

Institutions 
Parole Offices 
Conservation Camps 
Work Furlough Facilities 
RTC Facilities 
Prisoner Mother Facilities 

REGION 1=== 

+ 
• + 

fi ;"Ql'" "''''$43:1 

Ieee 1* • 
+ 4 
-·-0 

Institutions 
Parole Offices 

Conservation Camps 
Work Furlough Facilities 

Return-To-Custody Facilities 
Prisoner Mother Facilities 

Total Inmate population 
Total Parolee Population 

4 
28 
15 
8 
3 
3 

• 21J 099 
12J 317 
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REGION I 

The northernmost region, extending from Del Norte County south to Santa Cruz 

County, and east to Sierra County, Region I would encompass 52,690 square miles 

in its 28 counties and is home to 7,144,125 people. Its economic diversity is 

apparent when one considers that the counties with the top five per capita 

incomes as well as four of the bottom five are in this region. 

The parolee population in this area as of November 30, 1989, numbered 12,317 or 

22.5 pe'fcent of the state's total. The San Francisco Bay Area counties of 

Alameda, Contra Costa, Santa C1 ara and San Franci sco accounted for 9,096 or 

73.8 percent of this total, or 16.7 percent statewide. Twenty-eight parole 

offices 3 supervise this population. Paroles also provides supervision for three 

Prisoner Mother faci1ities 4, with a total bed capacity of 42, and eight Work 

'Furlough Facilities s, housing 211. Three Return-To-Custorl'y (RTC) ,facilities 6
, 

with a total bed capacity of 203, are within this region. 

~he number of parole offices given in this report is as of August 1989. 

~he number of Prisoner Mother facilities given in this report is as of 

September 6, 1989. 

1"he number of work furlough facilities given in this report is as of 

November 8, 1989. 

6y"he number of RTC fac i 1 it i es given in th is report is as of 

September 6, 1989. 
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Institutions located in this region are: 

Pelican Bay State Prison 

California Correctional Center 

California Medical Facility 

California State Prison, San Quentin 

The total staffing capacity for these four institutions is 20,040 plus 1,049 

additional if Pelican Bay State Prison is considered at 190 percent. 
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COUNTY/LARGEST CITY 

Del Norte/Crescent City 

Siskiyou/Yreka 

~lodoc/ Alturas 

Humboldt/Eureka 

Trinity/unlncorporated 

Shasta/Redding 

Lassen/Susanville 

r·lendoci no/Uki ah 

Glenn/Willows 

But te/Ch i c,O 

Plumas/Portola 

Tehama/Red Bluff 

Sierra/Loyalton 

Yuba/Marysville 

Sutter/Yuba City 

Colusa/Colusa 

Yolo/Davis 

TABLE 3 

POPULATION DEMOGRAPHICS 

REGION I 

POPULATION 7 

RANK 

POPULATION , 

20,400/ 3,420 49 

43,750/ 6,825 43 

9,375/ 3,020 55 

116,800/ 25,150 31 

14,000/ 54 

143,100/ 59,800 28 

28,000/ 7,075 46 

76,900/ 14,000 37 

23,600/ 5,300 48 

176,700/ 36,450 25 

20,050/ 2,160 50 

47,250/ 12,050 42 

3,600/ 1,180 57 

57,300/ 11,850 39 

62,500/ 24,600 38 

15,500/ 5,050 52 

137,000/ 44,250 29 

7Population as of January 1, 1989. 

DRAFT 

PER CAPITA 

INCOME RANK 

57 

49 

45 

29 

54 

35 

55 

36 

41 

43 

37 

53 

32 

58 

40 

22 

17 
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Lake/Clearlake 52,100/ 10,800 

Napa/Napa 107,600/ 57,900 

Sonoma/Santa Rosa 371,600/111,600 

Solano/Vallejo 321,100/103,300 

Contra Costa/Concord 775,500/110,100 

Marin/Novato 231,900/ 4.7,500 

San Francisco/same 731,700/same 

Alameda/Oakland 1,252,400/356,300 

Santa Cruz/Santa Cruz 229,900/ 49,800 

San Mateo/San Mateo 632,800/ 85,100 

Santa Clara/San Jose 1,440,900/738,400 

TOTAL POPULATION REGION I = 7,144,125 

DRAFT 

40 48 

33 10 

16 9 

20 23 

9 4 

22 1 

10 3 

6 8 

23 13 

12 2 

4 5 
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I Sierra 1 0.0 

I 
Siskiyou 25 0.0 

San Mateo 541 1.0 

I Solano 348 0.6 

Sutter 599 1.1 

I, Tehama 61 0.1 

Trinity 47 0.1 

I Yolo 152 0.3 

I 
Yuba 141 0.3 

TOTAL 12,317 22.5 

I: 
,I 
I, 

I 
I, 
I 
I 
I ---

I 
I, 
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Institutions 
Parole Offices 
Conservation Camps 
Work Furlough Facilities 

CHART 85 

== REGION II == 

Institutions 
Parole Offices 

Conservation Camps 
Work Furlough Facilities 

Total Inmate population 
Total Parolee Population 

· 7 
12 
6 

• 2 

• 28,981 
5,141 
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REGION II 

Extending from Nevada County in the north, south to Monterey County and east to 

Mono County, Region II would comprise 16 counties with a population of 2,937,990 

in its 26,373 square miles. 

Population in this region is expected to grow rapid~y. Calaveras, Amador and 

El Dorado Counties rated second, third and fifth in percentage growth rate during 

1989. 

Institutions in this proposed region are: 

California State Prison, Folsom 

Mule Creek State Prison 

Northern California Women's Facility 

Deuel Vocational Institution 

Sierra Conservation Center 

Central California Women's Facility 

Correctional Training Facility 
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Total staffing capacity is 27,721 plus 1,260 with Madera at 190 percent. Six 

conservation camps are within this region. 

Paroles in this region number 5,141 with 60.9 percent coming from Sacramento and 

San Joaquin Counties. Region II represents 8.7 percent of the state's total 

parolee population. Twelve parole offices, mainly in Sacramento, supervise this 

population. Two Work Furlough facilities, housing a capacity of 75 men and nine 

women and run by Friends Outside, is located in Salinas. 

This region is also the location of headquarters. 
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I TABLE 5 

I 
POPULATION DEMOGRAPHICS 

REGION II 

I 
RANK . PER CAPITA 

I COUNTY/LARGEST CITY EOPULATION 9 POPULATION INCOME RANK 

I Nevada/Grass Valley 78,800/ 8,825 36 28 

I' 
Placer/Roseville 160,400/ 37,900 27 14 

Sacramento/Sacramento 988,300/339,900 8 16 

I San Joaquin/Stockton 460,300/192,300 15 38 

Stanislaus/Modesto 347,500/152,100 19 39 

I E1 Dorado/S. Lake Tahoe 124,100/ 22,050 30 21 

I 
Amador/Jackson 29,150/ 3,700 47 8 

Calaveras/Angels Camp 32,400/ 2,580 45 52 

I Alpine/unincorporated 1,190/ 58 30 

Tuolumne/Sonora 49,000/ 4,560 41 42 

·1 Mono/Mammoth Lakes 9,800/ 4,740 56 19 

Merced/Merced 173,900/ 53,600 26 47 

I Mariposa/unincorporated 14,800/ 53 50 

I 
Madera/Madera 83,800/ 27,300 35 51 

Monterey/Salinas 349,300/101,900 17 18 

I' San Benito/Hollister 35,250/ 18,100 44 31 

I TOTAL POPULATION REGION II = 2,937,990 

I 9populat i on as of January 1, 1989. 
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TABLE 6 

NUMBER OF PAROLES 1o BY COUNTY OF RESIDENCE AND REGION 

REGION II 

COUNTY PAROLEES PERCENT 

Alpine 1 0.0 

Amador 10 . 0.0 

Calaveras 13 0.0 

E1 Dorado 33 0.1 

Madera 153 0.3 

Merced 374 0.7 

Mono 2 0.0 

Monterey 513 0.9 

Mariposa 1 0.0 

Nevada 22 0.0 

Placer 158 0.3 

Sacramento 2,090 3.2 

San Benito 19 0.0 

San Joaquin 1,042 1.9 

Stanislaus 684 1.3 

Tuolumne 26 0.0 

TOTAL 5,141 8.7 

lOAs of November 30, 1989. 
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-: REGION III == 

fii""il' 
~ 
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Institutions 
Parole Offices 
Conservation Camps 
Work Furlough Facilities 
RTe Facilities 
Prisoner Mother Facilities 
SATU 

~ 

_._ ~[cctl_---

Institutions 
Parole Offices 

Conservation Camps 
Work Furlough Facilities 

Return-To-Custody Facilities 
Prisoner Mother Facilities 

Substance Abuse Treatment Unit 

Total Inmate population 
Total Parolee population 

- 7 
12 

- 5 
- 6 
- 3 

1 
1 

- 25,615 
- 5,,227 
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. REGION I I I 

This seven county region would extend from Fresno County in the north, south to 

Santa Barbara County and east to Inyo County. Within its 36,618 square miles 

. 1 i ve 2, 122,500 peop 1 e. 

Primarily agricultural, the counties of Fresno, Tulare and Kern rank first 

through third by total value of crop production. All counties except Inyo rank 

within the top 17 crop producers for the state. 

Institutions in this proposed region are: 

C~lifornia State Prison, Fresno County near Coalinga 

California State Prison, Corcoran 

Avenal State Prison 

California State Prison, Kern County at Delano 

California State Prison, Kern County at Wasco 

California Men's Colony 

California Correctional Institution 
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Staffing capacity is 25,615. There are five conservation camps within this 

region. 

There are 5,227 parolees living in proposed Region III, or 9.6 percent of the 

state's total. Of this total, 3,627 or 69 percent live in Fresno and Kern 

Counties, where nine of the 12 regional parole offices are located. The city 

of Fresno is also the location of a ten bed Prisoner-Mother Program facility. 

Additionally, within Region III are six Work Furlough Facilities with a total 

capacity of 149 and three RTC facilities housing a total of 730. C~C's only 

Substance Abuse Treatment Unit-RTC (SATU) is located in Fresno, with a bed 

capacity of 50. 

Region III now has the smallest population, but the Fresno area is projected to 

grow Significantly. Kings County, with percentage growth of 5.5, was sixth 

highest in 1989. 
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TABLE 7 I 
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I 
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I 
I 
I 
I 
I 

POPULATION DEMOGRAPHICS 

REGION III 

COUNTY/LARGEST CITY POPULATION 11 

lnyo/Bishop 18,200/ 3,680 

Tulare/Visalia 300,000/ 68,800 

Kings/Hanford 96,000/ 29,400 

Fresno/Fresno 621,200/317,800 

San Luis Obispo/same 211,900/ 11,050 

Santa Barbara/same 348,400/ 79,500 

Kern/Bakersfield 526,600/161,800 

II TOTAL POPULATION REGION III = 2,122,500 

I 
I 
I 
I 
I 
I 
I 

llPopulation as of January 1, 1989. 

RANK 

POPULATION 

51 

21 

34 

13 

24 

18 

14 

DRAFT 

PER CAPITA 

INCOME RANK 

24 

44 

46, 

25 

26 

7 

24' 
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TABLE 8 

NUMBER OF PAROLES 12 BY COUNTY OF RESIDENCE AND REGION 

REGION III 

COUNTY PAROLEES PERCENT 

Fresno 1,924 3.5 

Inyo 6 0.0 

Kern 1,703 3.1 

Kings 117 0.2 

Santa Barbara 412 0.8 

San Luis Obispo 387 0.7 

Tulare 678 1.2 

TOTAL 5,227 9.6 

l~S of November 30, 1989. 
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== REGION IV=== 

Institutions'. 
Parole Offices 
Conservation Camps 
Work Furlough Facilities 
Prisoner Mother Facilities 

*llANI 
... 

t R·p'·'~W31¥.j 
.+ • 

Institutions 
Parole Offices 

Conservation Camps 
Work Furlough Facilities 

Prisoner Mother Facilities 

Total Inmate Population 
Total Parolee Population 

- 2 
- 40 

5 
10 
1 

7,330 
- 22,448 
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REGION IV 

Los Angeles County ranks first in this state in population. Its 8,650,300 

residents exceed second ranked San Diego County by 6,232,100. Because of its 

uniqueness, it shares Region IV with only one other county, Ventura. Total 

population for this region is 9,303,900; total square miles equal 5,943. 

Two institutions are planned for Los Angeles: 

California State Prison, Los Angeles County 

California Reception Center, Los Angeles County 

When staffed, capacity will be 3,858 plus 3,472 at 190 percent. Five 

conservation camps are located within Los Angeles County. 

Los Angeles County alone accounts for 39.6 percent of the state's parolee 

population. Combined with .Ventura, Region IV parolees total 22,448 or 

41.1 percent of the state's total. Forty parole offices supervise this 

population. 

Because of these numbers, emphasis must be placed on expanding parole services 

to this region, focusing on community based partnerships with agencies capable 

of providing assistance, particularly in the development of substance abuse 

programs. One ten-bed Prisoner Mother Facility is located in Los Angeles, 

contracted by CDC through Watts Health Foundation. Ten Work Furlough Facilities 

Paqe 44 



I 
I 
I 
I 
.1 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

-~---

DRAFT 

are also operational in the cities of Los Angeles, Inglewood, Van Nuys and Long 

Beach; total capacity ;s 538. 
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COUNTY/LARGEST CITY 

Ventura/Oxnard 

TABLE 9 

POPULATION DEMOGRAPHICS 

REGION' IV 

POPULATION 13 

RANK 

POPULATION 

653,600/ 128,000 11 

Los Angeles/Los Angeles 8,650,300/3,400,500 1 

TOTAL POPULATION REGION IV = 9,303,900 

l~opulation as of January 1, 1989. 
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PER CAPITA 

INCOME RANK 

11 

12 
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TABLE 10 

NUMBER OF PAROLES~ BY COUNTY OF RESIDENCE AND REGION 

REGION IV 

COUNTY 

Los Angeles 

Ventura 

TOTAL 

14As of November 30, 1989. 

PAROi.i:~l 

21,647 

801 

22,448 

PERCENT 

39.6 

1.5 

41.1 

DRAFT . 
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== REGION V === 
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Institutions 
Parole Offices 
Conservation Camps 
Work Furlough Facilities 
RTC Facilities 
Prisoner Mother Facilities 

Institutions 
Parole Offices 

Conservation Camps 
Work Furlough Facilities 

Return-To-Custody Facilities 
Prisoner Mother Facilities 

Total Inmate population 
Total Parolee Population 

- 7 
18 

- 8 
8 
3 
1 

• 29,143 
9,493 
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REGION V 

The southernmost reg; on, Reg; on V extends from San Bernardino County to the 

Mexican border. Its five counties are second most populous with 7,153,700 people 

in its 37,070 square miles. Except for Imperial County, all the counties within 

this region have over a million residents, with San Diego and Orange Counties 

numbering over two million each. These four counties are projected to continue 

great population growth, particularly San Diego. In 1989, the top county 

percentage growth rate was Riverside (7.8 percent); San Bernardino ranked fourth 

(6.7 percent). 

Six institutions are within thi~ proposed region: 

California Institution for Men 

California Institution for Women 

California Rehabilitation Center 

Chuckawalla Valley State Prison (C.S.V.P.) 

Richard J. Donovan Correctional Facility at Rock Mountain 

California State Prison, Imperial County (North) 
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A seventh pr; son , Cal i forn i a State Pri son, Imperi a 1 County (South) is in the 

planning stage. Eight conservation camps are located within Region V. 

Staffing capacity is 23,427 plus 3,974 for Imperial at 190 percent and 1,742 for 

C.V.S.P. 

Parolees in this region number 9,493 with 31.7 percent coming from San Diego 

County. Statewi de, Regi on V accounts for 17.4 percent of the parolee popul at ion. 

Eighteen parole offices are responsible for supervision. San Diego is also the 

location of a 27-bed Prisoner Mother facility, located at the same address but 

in a different building as a work furlough facility. Eight work furlough 

facilities operate within this region, housing a capacity of 201. Three RTC 

facilities, on ~n San Bernardino County and two in Riverside County, supervise 

a total of 400. 
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COUNTY/LARGEST CITY 

Imperial/El Centro 

San Diego/San Diego 

Riverside/Riverside 

Orange/Anaheim 

San Bernardino/same 

TABLE 11. 

POPULATION DEMOGRAPHICS 

REGION V' 

POPULATION IS 

115,700/ 31,650 

2,418,200/1,086,600 

1,014,800/ 209,700 

2,280,400/ 244,300 

1,324,600/ 153,700 

RANK 

POPULATION 

32 

2 

7 

3 

5 

TOTAL POPULATION REGION V = 7,153,700 

l~opulation as of January 1, 1989. 
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PER CAPITA 

INCOME RANK 

56 

15 

20 

5 
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TABLE 12 

NUMBER OF PAROLES 16 BY COUNTY OF RESIDENCE AND REGION 

REGION V 

COUNTY PAROLEES PERCENT 

Imperial 190 0.3 

Orange 2,062 3.8 

Riverside 1,760 3.2 

San Bernardino 2,467 4.5 

San Diego 3,014 5.5 

TOTAL 9,493 17.4 

16As of November 30, 1989. 
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