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X Foreword

Foreword

Appropriate and sound management of staff is a significant concern for
correctional administrators. Retention of trained and experienced per-
sonnel not only maximizes the use of scarce financial resources, but also
lends stability to a potentially troubled institutional environment. And
beyond the concern with the simple retention of staff is the issue of
ensuring that the workforce is invested in the success of the agency and
not embittered, unhappy, and possibly a destabilizing influence.

This document presents a comprehensive review of generally accepted
staff retention strategies and an assessment of various management
strategies in use around the country that have proven successful in both
keeping staff and maximizing their potential. The manual aso presents
research on the issue of retention in four departments of corrections and
several commonly held fallacies regarding retention. Further, the docu-
ment suggests improvements in record-keeping that will help depart-
ments track vital statistics on retention more effectively and efficiently.

It is hoped that this document will provide correctiona professonals with
avaluable tool for the more effective and efficient management of their
departments.

Moo 7 3z

Morris L. Thigpen, Director
National Institute of Corrections
January 1996



Chapter |
Overview

The most valuable resource of a corrections agency is its staff. Large
portions of agency budgets are devoted to training, developing, and
paying (remunerating) staff. As a return on this investment, agencies
should be able to expect loyalty, longevity, and peak performance
from their employees. This, however, is an idea situation. Red life
usually presents itself somewhat differently.

For a number of reasons, staff may leave an agency’s employ after the
investment has been made, requiring the department to expend addi-
tional time and funds to replace the employees. Within an agency,
employees may tend to leave one particular facility for another,
requiring new hires or transfers to fill the void. In either case, the
agency must repeat its investment, and it has aso lost the benefits
provided by long-serving, dedicated staff.

How can administrators of corrections agencies reduce staff turnover
and create a satisfied, dedicated, long-term workforce?

The answer is to treat employees as the valuable commodity that they
are. The agency and its administration must know its employees and
gain understanding of the employees from that knowledge. That
understanding can then be utilized to assist employees in internalizing
the objectives, philosophy, and mission of the administration and the
agency. When that has been accomplished, the agency can use many
tools to maintain its employees well-being and satisfaction, thereby
maximizing its investment and its return.

This study is an example of the entire process of human resource
management. From data collection and anaysis to suggesting means
of retaining experienced staff, administrators can use it as a model
within their own agencies. It is structured as a manual, with data
presented, analyzed, and summarized in a manner that sets forth staff
resource maximization as a manageable, attainable goal.

Staff is corrections’most
valuable resource.

When employees leave,
agenciesmust reinvest in

training their replacements.

Chapter I: Overview 1



Steps to Successfully
Managing Staff

Acceptance of staff as
agency' s most valuable
resource

\/

Knowledge of employees

¥

Understanding of
employees and their
issues and concerns

¥

Development of
initiatives to benefit
employees and answer

their issues and concerns

¥

Improvement in
employee satisfaction

Administrators stated
that they were losing

experienced corrections
staff at an alarming rate.

High turnover is expensive
in terms of the money
required to recruit, hire,

and train replacements; the

loss of the money invested
in employees who leave;

and the loss of experienced

employeesinside the
ingtitutions.

2 Managing Staff: Corrections

Impetus for this Study

During advisory board hearings held by the National Institute of
Corrections (NIC) in 1988, several corrections administrators com-
municated their concern about high staff turnover rates in their
facilities. The loss of experienced staff, the need to hire staff to
replace those who left as well as to fill new positions created to staff
new facilities, and the need to train more staff was placing an
additional strain on prison managers. In part as a consequence of the
concerns expressed about high and increasing staff turnover rates,
NIC decided to mount a major effort to learn more about the problem
and methods to reduce staff turnover. This report is the end product
of NIC’s interest in addressing the concerns of prison officials about
the causes and consequences of high staff turnover rates.

At the time that NIC was developing the statement of work it wished to
have completed, the actual staff turnover rates in individual corrections
agencies were not readily available. As part of responding to the need for
more precise and inclusive information, staff turnover rates were sought
and are presented in this report.

At the inception of this study, it was thought that staff turnover was a
major problem for most corrections systems. Corrections practitioners
identified the loss of experienced staff as an issue of concern warranting
national attention. NI1C had heard them express alarm at the rate at which
staff were leaving the employ of their prisons.

If the expressed concerns were as red as they sounded, the consequences
to corrections agencies could be alarming and therefore warranted atten-
tion. The loss of experienced staff to other public sector or private sector
agencies when the need for experienced staff was increasing could be
troubling for prison managers. The cost of recruiting, hiring, and training
staff to replace those who were leaving would place additiona burdens on a
corrections agency’s limited resources and would result in an increase in
the proportion of inexperienced staff in the workforce.

While the results obtained from the initial screening survey were used to
select prisons for in-depth study, they aso demonstrated that the nature
of the problem was neither as extensive nor quite the same as origi-
nally thought. Thus, as we shall see, the intent of the study shifted

Most Vauable Resource



from trying to explain why staff were leaving prison work in such
great numbers to an examination of how corrections agency and prison
practices affect staff. Additional study was directed at determining
whether those practices influence staff decisions to remain in the
prison workforce or if they are likely to lead to greater numbers of staff
departures.

To the degree that experienced staff can be encouraged to remain in
corrections, the corrections agency benefits threefold. First, the
agency will have much-needed and valuable staff experience. Sec-
ond, the need to hire staff to replace the loss of experienced individuals
will be reduced. Third, the agency will not be forced to rely on
inexperienced staff, who are often assigned to high-security institu-
tions and placed in posts having direct contact with the most difficult
to manage inmates.

Project Goals

The project began with two maor goals. They were: (1) to provide
the corrections community with useful, accurate, and comprehensive
information on corrections workers needs, concerns, and reasons for
work dissatisfaction that might lead to termination of employment;
and (2) to offer a variety of specific, detailed, and viable initiatives and
innovative means of retaining a trained and experienced workforce.

In part, the goals were predicated on the assumption that a relationship
existed between the conditions in the prison workplace and the
likelihood of staff leaving the prison workplace for another job. As it
turned out, that assumption was incorrect. What we found was that
staff are very much concerned about their work environment, have
very definite opinions about it, but that those conditions and
management’s practices do not seem to be a factor in the employee's
decision whether to terminate employment. Although the study
findings did not validate the original assumption, the study did reveal
other compelling reasons for corrections agencies to address the
concerns and issues of their workforce.

Turnover problems in
corrections agencies are not
as extensive as administra-
tors originally believed.

Agency Benefits From
Retaining Staff

. Growth of experienced
workforce

« Reduced need to replace
staff who have sepa-
rated (reducing training §
expenditures)

. Reduction of problems
associated with inex-
perienced workforce

Project Goals

1.

Provide information on £
corrections workers' needs, £
concerns, and reasons for

work dissatisfaction.

2.

Offer a variety of optionsfor
retaining an experienced
workforce.

Chapter |: Overview 3



Turnover was found to be
generally lower than admin-
istrators had thought it was.

Original Assumption:

Thereisa reationship
between conditionsin the
prison workplace and the
likelihood of staff leaving

the prison workplace.

Study Findings:

Staff hired are much more
likely to stay with an agency
than to leave, regardless of
their level of satisfaction
with the agency.

New Focus of Project

Methods for _improving
and _maintaining
employee satisfaction
with an agency

Data Collection Methods:

. Collection of agency
personnel records

. Phone interviews with
former employees

. Onsite interviews with
current staff

. Literature reviews

. Expert analysis

. Existing database scans

What was found was that once staff are hired they are much more
likely to remain in the employ of the corrections agency than they are
to leave. The consequences of creating a dissatisfied workforce that
leaves your employ are entirely different from the consequences of
having to live with a dissatisfied workforce. Thus, the emphasis of the
study shifted from one that concentrated on ways to avoid the loss of
staff to one that focused on ways to avoid producing a workplace that
staff found objectionable, but continued to work within.

As we shall see, staff are not leaving prison work at an alarming rate.
While the consequences normally associated with high rates of staff
turnover are not generally present in corrections agencies, other
consequences, perhaps even more significant, were discovered. It is
one thing to create a group of “unhappy campers’ who leave as a result
of their dissatisfaction, but it is an entirely different situation when
those “unhappy campers’ reman as your employees.

With the discovery that the satisfaction of the corrections workforce
is the key element in operating a successful agency came a change in
the structure of this report. Restructuring the document to reflect the
actual process of data collection and analysis was felt to better serve
administrators as they seek to manage their agencies most valuable
resource. This report contains practical applications whose viability
has been given a red-life test.

Overview of the Approach to the Study

Our approach to meeting the study’s goals and objectives was based on
a combination of data collection methods (including the use of aggregate
employee data already assembled by state corrections agencies, tele-
phone interviews with former employees, and interviews with current
corrections staff and managers). We also relied on appropriate use of
consultants with expertise in specific areas of human resource management,
maximum use of computerized corrections employee data, selection of
representative prisons likely to result in the collection of the most relevant
information, and reviews of current human resource literature and state-of-
the-art practices in a variety of work settings.
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Two one-day project assessment meetings with project staff, consult-
ants, and NIC staff were conducted. These meetings served to guide
the project staff in selecting appropriate prisons for gathering the
maximum amount of potentially beneficial information and in anayz-
ing the collected data.

This approach was also based on the prior prison work experience of
the project staff who conducted the interviews and collected and
analyzed the information. Over 40 years of experience as prison
wardens and corrections agency administrators is possessed by the
project staff. Their understanding of the prison environment, em-
ployee concerns, and managers interest in reducing staff turnover
was relied on throughout the project. The data collection tasks were
developed based on prior experience in successfully accessing agency
reports. The availability and willingness of staff to discuss sensitive
issues were crucia, as was the experience of project staff in gaining
the confidence of individuals to share their experiences, motivations,
and perceptions.

Data Sources

Our approach to meeting the project’s goals and objectives relied on
analysis of information drawn from previously collected national data
on prison staff and site visits to nine prisons in four state departments
of corrections. The study focused on both the prisons current
employees and their recently departed employees as valuable sources
of information about how the work environment might influence
employees to leave their jobs or remain. Interviews with current
prison employees were conducted and, at a later point in time, former
employees from those same prisons were interviewed by telephone.
The perceptions of these two groups might differ considerably, but
both, it was felt, would be honestly expressing their perceptions of the
workplace. Perceptions are the grounds on which individuals fre-
guently base important life and organizational decisions. Thoroughly
understanding those perceptions, it was thought, could lead to the
development of more redlistic staff retention strategies, or, as it turned
out, could be used to help develop ways that prison administrators
might better address the concerns of staff and improve the prison as a
workplace.

The success of this project i
wasin large part due to
staff’s honesty and
willingness to discuss
issues they felt were
important.

Data Sources:

. National Data

. Former/current
employee interviews

. Administrator interviews

The interviews were used
to determine the
perceptions of current and

former staff regarding
employment in corrections.
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Staff Turnover Rates
Used In This Study:

The number of employees
who departed during the
year prior to the study

divided by

The number of employees
working at the institution
just prior to the site visit

Interviews with central office administrators from those same four
departments of corrections and administrators from the nine prisons
were also conducted. Information about department-level and insti-

tution-level staff-related policies and programs was also collected and
studied.

Listed below are the departments of corrections and the nine prisons that
participated in the study.

Connecticut Department of Correction
Connecticut Correctional Institution - Somers
Carl Robinson Correctional Institution

South Carolina Department of Corrections
Broad River Correctional Institution
Cross Anchor Correctional Institution
Dutchman Correctional Institution

Indiana Department of Corrections
Indiana State Reformatory
Indiana State Farm

Kansas Department of Corrections
Topeka Correctiona Facility
Lansing Correctional Facility

Framework for the Analysis

A staff turnover rate was calculated for each prison studied, based on
information collected from each of the departments of corrections.
The number of employees who departed during the prior year from
each prison under study was determined and compared to the number
of employees working at that prison just prior to the site visit. That
relationship, expressed as a percentage, was used as the staff turnover
rate for each prison.
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Meeting the Project Objectives

Within the two original project goals, five major objectives were formu-
lated to guide the study: (1) to determine turnover rates and the variation
among them for various institution types and employee categories, (2) to
determine factors involved in staff terminations, (3) to examine current
corrections practice for staff retention, (4) to examine successful staff
retention programs, and (5) to develop the information into a viable guide
for corrections agencies to use to improve their staff retention practices.

For the first objective-to learn how variations in staff turnover rates
relate to the characteristics of prison environments and how staff
turnover varies among employee groups-it was important to deter-
mine more precisely the turnover rates in corrections agencies and at
prisons within those agencies.

Staff turnover rates vary between departments of corrections and there
is no reason to believe that there are not similar variations between
prisons within the same department. Further, the reasons for those
variations may be related to characteristics of those prisons environ-
ments-both internal and external. Therefore, understanding the
reasons for high staff turnover rates and developing appropriate
retention strategies may depend on taking into consideration different
prisons unique characteristics, as well as the individua concerns of
employees.

The following steps were taken. First, the staff turnover rates for the
50 state departments of corrections, the District of Columbia, and the
Federal Bureau of Prisons during 1989, 1990, and 1991 were collected
based on agency reporting methods. Additionally, agency-by-agency
information with regard to the number of employees, hirings, and
departures was gathered, along with data concerning the gender and
ethnic composition of the corrections workforce. The results of this
data collection effort are presented in Chapter IV, “Putting Together
a Staff Information System.”

Second, through a screening instrument sent to each agency, each of
the 52 departments of corrections was asked to identify four prisons
within their departments that they thought had (1) the highest staff

Agencies and the prisons
within them are unique;
staff retention initiatives
must address that
unigueness.

Staff turnover rates were
collected for the states,
the District of Columbia,
and the federal system to
provide a national
picture.
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Each agency identified its
facilities that had high or
low turnover rates, and
facilities whose rates
changed dramatically.

Often, employees who

had left one ingtitution

for another were counted as
employees who had sepa-
rated from the agency.

8

Agency interviews:

. Agency head
. Senior deputy
. Director of personnel

Institution interviews:

. Warden

. Director of personnel

« Senior Deputy Warden:

. 12to15current
employees

. 12 to 15 former
employees

turnover rate, (2) the lowest staff turnover rate, (3) the most dramatic
change from a low to high turnover rate, and (4) the most dramatic
change from a high to low turnover rate.

That information was used to select the nine prisons within the four
departments of corrections for analysis of factors leading to employee
departure and for programs that increase staff retention. During the
process of analyzing the responses from the departments of correc-
tions, it became apparent that corrections agencies defined staff
turnover in different ways and that frequently employees who trans-
ferred to another prison were being counted as employees who had left
the employ of the department of corrections. As a result of the use of
different definitions, prisons that had been reported to have high staff
turnover rates often were found to have low turnover rates. As a result,
the number of prisons with high turnover rates was not as great as
originally anticipated.

The institutions that were eventually selected were a representative
sample of prisons that exhibited a range of turnover rates, were located
in diverse areas of the country, and appeared to have characteristics
not unlike the vast mgjority of prisons throughout the country.

For the second objective-to determinefactors involved in staff termi-
nation from corrections-site visits to the chosen prisons were ar-
ranged. Prior to the field visits to each prison and the central office of
the department of corrections, interview questionnaires were prepared
for use with line staff and prison and central office administrators. In
addition, information on the characteristics of all staff who left the
employ of the prison during the prior year was collected. From those
lists, representative samples of current and former employees were
chosen for interviews. The sample of employees was weighted to
ensure that sufficient numbers of female and minority employees were
selected and that corrections officers, since they compose the largest
group of employees, were well represented.

Two to three days were spent at each prison by one, two, or three
members of the study team. In addition, another one to two days were
devoted to interviewing administrators and collecting information at
the central office. At each centra office, the head of the agency, a
senior deputy, and the director of the personnel office were inter-
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viewed. Within each of the nine prisons, the warden, the personnel
director, and an operations deputy were interviewed, as were from 12
to 15 current employees.

At each prison, information was collected with regard to staffing
issues. Some information was gathered prior to the site visit and more
was collected onsite. A list of current and former employees was
requested by letter prior to the visit. Those lists were received prior
to each site visit and were used to develop a profile of each group of
employees and to select employees and former employees to be
interviewed. Those lists usually contained information on the number
of employees departing, type of departure, job classification or posi-
tion title, gender, and date of birth. Questions concerning data in those
reports were answered by telephone or during the prison site visits and
interviews. From this information, staff turnover rates for al employ-
ees were calculated, as were turnover rates based on gender, minority
status, uniformed, and non-uniformed staff.

At the onset of the study, plans had been made to determine the staff
turnover rates over each of the five preceding years and relate those
rates to significant events that occurred in the institutions during that
time period. Unfortunately, this portion of the analysis could not be
completed because the turnover rates could not be calculated. Records
were either not maintained or could not be generated that would
identify the number of employees who departed during those preced-
ing years. The intent had been to determine what, if any, relationship
might exist between unusual institutional events and abrupt changes
in turnover rates.

While this relationship was not assessed in prior years, it was assessed
with regard to the expressed concerns of current and former employ-
ees. Particular attention was paid to events in which staff had been
victimized and how such events might have influenced staff to depart.
Unusual or significant institutional events were identified through
interviews with senior institutional staff and review of prison reports,
but could not be related to changes in the rate at which staff left the
employ of the prison.

Employee Information
Collected:

Date of birth

Date of hire

Gender

Ethnicity/race

Job classification
and/or title

. Date of separation (for
departed employees)

e o o o o

Turnover information for
the five preceding years

was not available from
most of the institutions.

No relationship could be
determined between
unusual or significant
institutional incidents and
the rate at which staff

left the departments or
facilities.
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From information provided by each of the four departments of correc-
tions, a profile of the characteristics of the current employees in each
of the nine prisons was developed. This profile was used for compari-
son with the characteristics of the employees who departed each of the
same prisons.

Through the interviews with current and former employees, as well as
through information gathered from interviews with prison personnel
officers, some of the factors that influence staff to terminate their
employment were ascertained. Those results are presented in Chapter
IV, “Putting Together a Staff Information System.”

For the third and fourth objectives-to examine current corrections
practices for staff retention and to examine successful staff retention
programs-the issues raised during the interviews with management
personnel and line staff were analyzed. During those interviews, the
initiatives taken by the various institutions and agencies were dis-
cussed. Chapter Il, “The Importance of a Clear Philosophy and
Mission,” and Chapter VI, “Overview and Assessment of Generally
Accepted Staff Retention Strategies,” discuss those initiatives and
their success, as perceived by managers and staff.

The subjects raised during
the interviews with staff
were also analyzed.

The fifth objective-developing the information into a viable guide
for corrections agencies use in improving their staff retention prac-

This document is laid

out like a manual to tices-is reflected in the overall layout and composition of this report.

help agency personnel The report highlights the findings of the study, as well as reinforces the
develop unigue methods of

addressing staff issues.

key points of the discussions, to help agency personnel develop and
implement programs designed to improve the job environment for
corrections workers. A satisfied workforce manifests not only lower
turnover, but better quality work.

National Perspective

To add to our understanding of staff turnover in the nine prisons that
were studied, it is worth examining corrections staffing on a national
basis and placing the rates of turnover found in the four prison systems
under study in context with the rate of turnover in prison systems
across the country. Some historical perspective is helpful in this
regard.
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Inmates Confined in State and Federal Prisons

More people are confined in state and federal prisons than at any time
in the past. As of January 1, 1993, there were 824,901 inmates, an
increase of 6.3 percent over the prior year. ! The number of inmates
has increased by 48.7 percent over the last five years and by 108
percent over the past ten years. Figure 1 shows the number of inmates
on January 1 from 1983 through 1993 and depicts graphically the
increase over the same period of time.

Our task is not to attempt to explain why the number of inmates and
incarceration rates have increased, but rather to note the effect that
these sustained increases have had. For example, to accommodate the
larger number of inmates, the capacity of prison systems has
increased remarkably. From 1982 through 1992, 497 new prisons
were opened and the capacities of 1,051 other prisons were raised by
creating additional bed space.

Figure 1. Prisoners in State and
Federal Prisons on January 1

9007%0 =
800,000 -

700,000 -

6009%0 -1

Prisoners

522,744

500,000 a6 a1a 485,321
424,959

395,802
400,000 &

300.000

There has been a 48.7
percent increase in the
number of inmates in
confinement in state and
federal prisons over the
past five years.

Between 1982 and 1992:

v 497 new prisons were
constructed.

« 1,051 other prisons
increased their capacities.

824,901

1983 1984 1985 1986 1987 1988

Year

1989

1990

1991 1992 1993

Source: Camp, George M. and Camille G. The Yearbook: Adult Prisons, 1989-1992: South Salem, New Y ork.

! George M. and Camille G. Camp, Editors. ‘The Newsetter” Volume VII, January/February,

1993, Association of State Correctional Administrators; South Salem, New York.
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There has been a 34.5
percent increase in the
number of corrections

employees over the past
jive years.

Yearly increasesin the total
number of staff employed
have slowed.

400,000

300,000
234,961

200,000

Total Staff

100,000

Staff Employed

A further consequence of the increase in inmates and prisons has been
that more employees are required to run the prisons and manage the
prisoners. In 1988 234,961 people were employed in state and federal
corrections agencies. By 1993, there were 320,772 employees, an
increase of 85,811 (36.5%) in five years. The total number of staff
employed on January 1 of each year and the percentage increase over
the preceding year are presented in Figure 2. As can be seen, the rate
of increase has slowed in recent years. Between 1988 and 1989, the
rate of increase in staff was 8.2 percent, while between 1992 and 1993
it was 3.2 percent.

Figure 2. Total Staff Employed on January 1

320,772 (+3.2%)
310,932 (+3.9%)
285,360 (+12.3%) 299,363 (+4.9%)

254,176 (+8.2%)

1988

1989

1993

1990 1992

Year

1991

Source; Camp, George M. and Camille G. The Corrections Y earbook: Adult Prisons, 1989-1992: South Salem, New Y ork.

The increase in the number
of uniformed staff between
1988 and 1989 was almost
18 times greater than the
increase between 1991 and
1992,

The number of employees who are part of the uniformed supervisory
and non-supervisory corrections workforce, which includes correc-
tions officers, sergeants, lieutenants, captains, and mgjors, aso in-
creased over the same period of time. In 1988 there were 133,578
uniformed staff, but by 1993 there were 186,510, an increase of 52,932
(39.6%). Figure 3 presents and depicts the number of staff each year
and the percent change in those numbers from 1988 to 1993. Even
more dramatic than the annual reduction in the rate of increase in total
employees is the reduction in the rate of increase of uniformed staff.
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Between 1991 and 1992, the total number of uniformed staff increased
by only 667. Three years earlier, from 1988 to 1989, the increase was
11,834 (8.9%), nearly 18 times greater.

Figure 3. Uniformed Staff Employed on January 1

186,510 (+5.8%)
190,000

) 176,329 (+.4%)
180,000 175,662 (+7.9%) o

170,000- 162,860 (+12.0%)

160,000~

Uniformed Staff

150,000- 145,412 (+8.9%

140,000-| 133,578

130,000 : : | | |
1988 1989 1990 1991 1992 1993
Y ear

Source: Camp, George M. and Camille G. The Corrections Y earbook: Adult Prisons, 1989-1992: South Salem, New Y ork.

A similar pattern emerges from an examination of the change in the
number of line corrections officers. On January 1, 1990, there were
143,845 line corrections officers employed. One year later, on

January 1, 1991, there were 153,248 line corrections officers, an
increase of 9,403 (6.5%). However, on January 1, 1992, there were
153,452, an increase of only 248 line corrections staff over the
preceding year. In just one year, the rate of increase dropped from 6.5
percent to virtually no increase, while the number of inmates increased
by 43,823. In 1993, the number of line corrections officers increased
to 161,363 (5.2%), however, the number of inmates increased 6.3
percent to 824,901.

Staff Hired

The rate of increase in the total number of staff employed is affected
by the number of staff hired each year, as well as departures each year.
Figure 4 presents the hiring data and the annual percentage increases
from 1988 to 1992.

The number of inmates
isincreasing at a much
greater rate than the

number of corrections

staff.
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Figure 4. Corrections Officers Hired Annually

i 22,830 (+7.0%)

1992
121,341 (-37.4%
1991 .-:;lzl 413740
. 34,083 (+10.1%)
§ 1990
S
7§130,950 (+10.3%)
1989 [
] 28,058
1988 ¢ j
I;:' ¥ 1 T T T = 1 ¥ 1,
0 10,000 20,000 30,000 40,000
Officers Hired
Source: Camp, George M. and Camille G. The Corrections Yearbook: Adult prisons, 1989-1992: South Salem, New York.
The number of corrections Over that period of time, the number of corrections officers hired each
officers hired annually year increased between 1988 and 1989 and between 1989 and 1990,

decreased by 18.6 percent
between 1988 and 1992.

and then declined markedly in 1991. The number of corrections
officers hired in 1988 was 28,058, and peaked in 1990 at
34,083, but fell to 21,341 in 1991, a decline of 12,742 (37.4%
decrease) which brought the level of hiring below that during each of
the three preceding years. Hiring of corrections officers in 1992
totalled 22,830, a 7.0 percent increase, but a level still below many
preceding years.

A similar pattern is found with regard to the total number of al staff
hired annually by state and federal corrections agencies. A total of
49,941 staff were hired in 1989. That number increased to 58,888
(6.4% increase) in 1990, and then declined to 37,577 (36.2% decrease)
during 1991. Again, in 1992, there was a slight increase (8.5%) in all
staff hired, to a total of 40,775.

Effects of Growth

The number of state and federal inmates has increased each year for
several decades. As a consequence, more prisons have been con-
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strutted, more staff have been hired to operate them, and more staff
work in corrections agencies than at any time in the past. Staff who
were assigned to work in the new and expanded facilities came from
two sources. Some were hired to work in these new facilities, while
others were transferred from older facilities and the newly hired steff
replaced them there. The end result was that the movement of staff
between corrections institutions began to more closely resemble the
movement of inmates between institutions. As we shall see, this
movement of staff between facilities and the appearance of newly
hired staff in older facilities was frequently referred to as staff
turnover, as opposed to an acceleration of movement of staff within
the corrections agency.

Staff Departures
The total number of staff who leave the employ of state and federa

corrections agencies each year was estimated, based on available data.
Figure 5 presents the currently available information.

Staff moving between
facilities in an agency were
freguently included in
agency turnover
calculations.

Newly hired staff tended to
end up in older ingtitutions,
while experienced staff
generally were on hand in
the newer facilities.

Figure 5. Total Staff Departures Annually
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Source: Camp, George M. and Camille G. The Corrections Y earbook: Adult Prisons, 1989-1992: South Salem, New Y ork.
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Staff departures from The information that is available on an annual basis for 1988 through 1992
corrections agencies shows a range of departures, from alow of 27,903 in 1988 to a high of
31,858 in 1990. Between 1988 and 1989 the number of departures
increased by 11.4 percent. In each of the next two years, a different picture
is observed. Between 1989 and 1990 the number of departures increased
by just 2.5 percent. In the following year departures declined by 4.2
percent, and further declined by 7.7 percent in 1992.

have slowed.

Corrections Officer Departures

Corrections officers represent approximately 50 percent of all agency
departures annually. During each of the last four years for which
departure numbers are available, the number of corrections officer
departures declined, as depicted in Figure 6.

Figure 6. Corrections Officer Departures Annually

17,000716,825
= 16,703 (-.7%)

16,5007

16,0007

15,5007 15,265 (-8.6%)

Corrections Officers

15,0007 14,925 (-2.2%)

14,500
1989 1990 1991 1992

Year

Source: Camp, George M. and Camille G. The Corrections Y earbook: Adult Prisons, 1990-1993: South Salem, New Y ork.

From 1989 10 1992, the During 1989, 16,8?5 corr.ectlons. officers left the employ of their agencies.
departure of corrections That number declined slightly in 1990 to 16,703 (0.7% decrease). In the
officers from agencies following year corrections officer departures declined to 15,265 (8.6%
declined 11.3 percent. decrease), and further to 14,925 (2.2% decrease) in 1992.
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Resignations and Retirements
The number of employees who.reﬂgn annualy from correctl‘ons' agencies Types of Agency Staff B
far exceeds the number who retire. In the three years for which informa- Departures During 1992: |
tion was available, the number of resignations was approximately 5.2
times greater than the number of retirements. Figure 7 presents the
average number of staff who resigned or retired from corrections agencies
during 1990 through 1992. - 38% other types (e,
disability, dismissal,
death)

. 50% resignations

. 12% retirements

Figure 7. Average Number of Resignations
and Retirements per Department of Corrections

271 (-21.2%)

Fl Retired
B Resigned
S 1991 e : g 44 (-9.7%)
1990

0 100 200 300 400
Qtaff

Source: Camp, George M. and Camille G. The Corrections Y earbook: Adult Prisons, 1990-1993: South Salem, New Y ork.

Both the number of resignations and the number of retirements fell
between 1990 and 1991 in the average corrections agency. Resigna-
tions declined by 9.7 percent, while retirements decreased by 13.2
percent. During 1992, resignations declined further by 21.2 percent in
the average corrections agency, but retirements increased dlightly
(6.8%). During 1990, in the average corrections agency, 381 employ-
ees resigned (approximately 62% of all departures), while 68 retired
(approximately 11% of al departures). In 1991, 344 resigned (ap-
proximately 59%) and 59 retired (approximately 10%). In 1992, 271
resigned (approximately 50%) and 63 retired (approximately 12%).
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Staff turnover rates vary
widely among agencies.

Variations in agencies
definitions of “turnover”

affect the reporting of
turnover rates.

Administrators saw
reallocation of agency
staff as staff turnover.

Turnover Rates

Uniformed staff turnover rates reported by corrections agencies for
1989,1990,1991, and 1992 produced an average agency rate of 15.0
percent, 14.7 percent, 10.6 percent, and 11.6 percent respectively.
The more recent decline is consistent with the previously reported
reduction in the number of staff leaving the employ of corrections
agencies in recent years. While the average rates are informative, they
only revea part of the picture. As seen from the reported rates in
Table 1, in which the individual corrections agency rates are listed by
jurisdiction for each of the four years, a wide range of rates is apparent.
Rates are as low as 1 percent and as high as 51 percent.

The variation in reported turnover rates between corrections agencies
may be due in part to how the agency defined staff turnover. During
the course of the work on this project it became evident that correc-
tions agencies defined staff turnover in different ways. In many
instances, corrections agencies included in their agency turnover rates
staff who were transferred between corrections facilities.

As a consequence, in those agencies, the reported turnover rate
exceeded the rate at which employees were leaving the agency. To
what degree these differences influenced the level of concern ex-
pressed by prison administrators at the NIC advisory board hearing is
difficult to determine. However, it can be concluded that what had
been defined as a loss of corrections agency staff to other public
agencies or private firms was more likely to be a redlocation of staff
within the corrections agency. To many wardens and other prison
administrators, the consequence of the loss may be the same-the
need to recruit, hire, train more staff. However, the reasons for the
movement in staff-transfer and/or promotion, as opposed to resigna-
tion or dismissal-suggest different strategies on the part of correc-
tions administrators for addressing the problem.

The fact that staff turnover means different things to different prison
administrators was reinforced in another way during the course of the
study. As part of the process of selecting prisons for study, each
corrections agency was asked to identify specific prisons within its
agency that exhibited different levels of staff turnover. Based on the
information gathered from that screening survey, prisons with high
turnover and low turnover rates were to be selected for in-depth study

18 Managing Staff: Corrections Most Valuable Resource



Alabama
Alaska
Arizona
Arkansas
Cdifornia
Colorado
Connecticut
Delaware
Dist. of Col.
Florida
Georgia
Hawali

|daho

[llinois
Indiana

lowa

Kansas
Kentucky
Louisiana
Maine
Maryland

M assachusetts
Michigan
Minnesota
Mississippi
Missouri
Montana
Nebraska
Nevada

New Hampshire
New Jersey
New Mexico
New York
North Carolina
North Dakota
Ohio
Oklahoma
Oregon
Pennsylvania
Rhode Idand
South Carolina
South Dakota
Tennessee
Texas

Utah
Vermont
Virginia
Washington
West Virginia
Wisconsin
Wyoming
Federa System

Average

Table 1. Agency Turnover Rates

1989

20.0%
22.0%

5.6%
13.5%

9.6%
16.1%
20.0%
15.0%
13.1%

7.9%
26.0%
14.8%
16.9%

36.0%
17.0%
13.8%

9.5%
11.0%

9.0%
16.0%
20.9%
18.6%
17.0%
15.0%

2.4%
10.8%
6.0%
14.0%
11.5%
9.7%

24.5%
23.0%
22.6%
12.0%

5.0%

15.9%
14.3%
20.0%
11.0%
18.0%
10.4%

15.0%

1990
9.0%

14.0%
24.0%

4.5%
32.0%

6.2%
7.9%
20.0%
11.5%
12.9%
8.5%
20.0%
7.0%
14.0%
7.0%
26.0%
10.0%
13.8%
35.0%
5.0%
9.0%
18.3%
14.0%
31.0%
18.0%

14.5%
9.8%
27.0%
7.5%
9.8%
6.0%
13.8%
10.5%
10.5%

14.0%
26.0%
19.4%
22.4%
13.0%

5.0%

3.5%
14.8%
21.5%
20.0%
11.0%
24.5%

9.4%

14.7%

1991

1.5%
18.0%
22.0%

12.2%
8.5%
6.5%
6.3%
6.8%

8.0%
14.4%
5.7%

7.4%
14.0%
5.1%
25.1%
8.0%
12.0%
9.0%
3.0%
6.1%
13.6%
14.0%
12.2%
17.8%
9.1%
5.0%
8.5%
12.1%
2.5%
7.3%
3.0%
13.8%
8.0%
8.9%
5.4%
13.0%
24.0%
6.0%
21.3%
19.2%

1.0%

7.0%
15.0%
7.0%
27.3%
7.5%

10.6%

1992

10.4%
4.0%
20.0%
22.0%
5.4%
14.5%
10.0%
4.2%
2.6%
7.8%
20.0%
6.0%
10.5%
7.0%

8.5%
17.0%
51.0%
21.0%
10.8%
10.0%

8.7%
9.6%
18.3%
14.0%

16.3%
12.5%
10.7%

11.6%
2.4%

5.0%
10.9%
8.0%
6.0%
3.5%
5.0%
19.1%

14.1%
8.4%

1.0%
13.3%
11.0%

8.0%

7.0%

29.0%
5.6%

Overall agency turnover
rates declined between

1989 and 1992.

Source; Camp, George M. and

Camille G. The Corrections
Yearbook  Adult Prisons 1989-

11.6% 1992; South Salem, New York.

Chapter |: Overview 19



Some agencies assign new
staff to only one or a few
particular ingtitutions; this
resultsin a pattern of staff
transfers our of that
ingtitution and a seemingly
high turnover rare.

Seniority-based transfers
also produce a large

volume of staff shifts
within an agency.

Staff are moving within
agencies, but nor neces-
sarily out of agencies;
what administrators saw
as turnover was generally
these intra-agency moves.

for the purpose of determining what factors contribute to high and/or
low turnover rates and what those prisons found to be successful in
reducing staff turnover.

As expected, the responses revealed prisons within the same agency
with widely differing staff turnover rates. On first inspection, these
results led to an initial conclusion that within the same corrections
agency, individual prison practices and characteristics played a sig-
nificant role in staff leaving the employ of some prisons and not
others. Further study led to a different conclusion. Two factors
quickly became evident. First, by design, some corrections agencies
assigned newly hired staff to only one or a few of their many
institutions. This increased staff movement into and out of those
particular prisons at a rate greater than those of the remaining prisons
within the agency. This agency policy/practice may have been
implemented for any number of reasons, but resulted in a process of
rapid movement of staff through those facilities and into others.
Second, frequently the order in which staff were transferred to other
prisons was based on their length of service-that is, their seniority.
In addition, in other instances, the staff vacancies that existed were
located in prisons at considerable distance from the residences of the
staff who had been recruited to fill those vacancies. Staff members
transferred from these facilities to ones closer to their homes as soon
as vacancies occurred for which they were either qualified or €eligible,
again usually on a seniority basis.

The picture that began to emerge was that most corrections agencies
were not experiencing a significant loss of employees, but many were
experiencing a marked increase in the movement of staff between
institutions within the agency, particularly as a result of opening new
facilities. How that movement was interpreted and reported by
corrections agencies in large part helped to define whether or not a
staff turnover problem existed. More often than not, facilities counted
the employees who transferred to other prisons within the agency as
part of their “departed” employees, and therefore included them in the
numbers utilized to determine agency turnover. Thus, while the
turnover of staff at selected prisons was higher than in many other
prisons in the department, it was a result of the application of a specific
staff assignment policy. Further, the departure of staff from one
institution did not usually mean that the employees were leaving the
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employ of the department. While there was movement of staff into and
out of the prison, they were not leaving the department at anywhere
near the rate that was thought.

Organization of the Report

This report is divided into nine maor sections. This chapter presents
a discussion of the nature and content of the report, along with a
description of how the study was conducted, and notes the reason(s)
for conducting the study. It also presents some nationwide back-
ground information on the corrections workforce and places the
current study in perspective. Chapter |1, “The Importance of a Clear
Philosophy and Mission,” begins the manua with a discussion of the
importance of a philosophy to a corrections agency, as it is enumerated
in a mission statement and the goals that support the mission.

Chapter 111, “Management’s Responsibilities,” examines the impor-
tance of management to a successful agency, including the attitudes of
management and the communication of those attitudes to staff, the
different types of management personnel, and the actua role of a
manager. That discussion is put into perspective by an examination of
the findings of a study of management staff in the targeted institutions,
which administrators can use as a basis for comparison.

Chapter 1V, “Putting Together a Staff Information System,” traces the
study’s collection of data describing the staff in the four target
agencies. It presents the mechanics of the data analysis in a manner
that allows administrators to adapt the methods to their own particular
agencies. The chapter includes methods of data collection and
analysis, and provides guidance regarding the types of data to gather
in order to create a staff information system.

Chapter V, “Using Your Staff Information System,” is a presentation
of the analysis of the data that were collected for the study. It draws
conclusions based on the characteristics of current and former agency
staff, as well as the issues and concerns they bring to work from
outside the agency and home from work from within the agency.

CHAPTER I1:

The Importance of a Clear
Philosophy and Mission

CHAPTER III:

Management's
Responsibilities
for Staff Retention

CHAPTER 1V:

Purring Together a Staff g
Information System '

CHAPTER V:

Using Your

Staff Information System |
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CHAPTER VI: Chapter VI, “Overview and Assessment of Generally Accepted Staff
Retention Strategies,” surveys some “tried-and-true” tenets and ap-
of Generally Accepted proaches toward successful staff management, and integrates the
staff Retention Strategies conclusions drawn from the findings with recommendations to correc-
tions practitioners for shaping an overall personnel management
approach. It describes actual programs and practices of corrections
agencies as they relate to staff issues and concerns, and contains the
opinions and perceptions of managers and line staff alike concerning
those practices.

Overview and Assessment

CHAPTER VII: Chapter VII, “Self-Assessment for Administrators,” summarizes the
main findings of the study through a series of self-assessment ques-

Self-Assessment for . . . . .
Administrators tions for managers. Analysis of possible answers provides adminis-

trators with insights into their approaches to staff management.

It is hoped that the findings will lead to greater understanding of
employee needs and concerns and that application of the recommen-
dations will result in a work environment that generates and supports
a productive workforce.
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Chapter 11
The Importance of a Clear
Philosophy and Mission

What's All the Fuss About a Mission Statement?

A mission statement is more than just an idealistic statement on a piece
of paper. Outlining exactly what the organization aims to accomplish
gives vaue to the work of the agency’s employees, and therefore
makes them fedl like an important and necessary part of the agency.
What this means to the overall issue of staff retention is that employees
are more likely to stay with and work hard for an agency that they
understand, believe in, and feel a part of. Staff members internalize
the organization’s philosophy, which in turn aids them in understand-
ing the organization as a whole. Allegiance and loyaty are fostered
by understanding.

Substance of a Mission Statement

Corrections departments are the agencies within county, state, or federal
governments that are charged with the detention and/or incarceration of
individuals accused and/or convicted of breaking laws. Each corrections
agency’s existence is set forth by a legal mandate promulgated by the
governmenta unit that it serves. The mandate contains the agency’s lega
authorization for existence and its purpose, as well as the basis for its
overall operational philosophy.

All employees of corrections agencies are responsible for ensuring that
the legal responsibilities of the agency are met. Each employee does his
or her part in working toward the purpose of the agency and doing so under
its guiding philosophy. Therefore, al staff members must know exactly
what the agency mission is, as well as how to go about incorporating it into
their daily activities.

A mission statement is a restatement of the legal mandate and contains the
agency’s reason for existence, purpose, and philosophy. It serves to shape
the agency’s future by providing guidance for operations and planning.

Staff are more likely to
remain with an organiza-
tion that they feel a part
of A mission statement
helps employees to feel
part of the organization.
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A mission statement
includes the agency's

reason for existence,

purpose.
and

philosophy

An agency's mission may

change over rime to reflect

the action of outside forces
on the agency.

Organization

occurswhen thereisa
clear direction.

Goals

list the desired outcomes
of the agency’s
operations.

While most agencies have at least an idea of the purpose of their
operations, many may find it difficult to adhere to their main missions
because of the complications of day-to-day operations. Such complica-
tions can include tugs-of-war between officials wielding power over or
within the agency (such as those handling budgets), increasing popula-
tions, or natural disasters like hurricanes and flooding.

Changes to an agency’s mission statement can be made to reflect the effect
of such pressures or complications on the agency’s functioning. In times
of budget reductions, the misson statement can be amended to include the
concept of cost-efficiency in departmental operations. Responses to
crowding pressures can be incorporated into the agency’s philosophy.
The statement must be responsive to changes in the agency’ srole as well
as changesin its operational priorities. However, the statement must also
be strong enough to support the goals, objectives, policies, and procedures
that will arise from it and ensure adherence to it.

The construction of a unified statement of an agency’s purpose serves to
guide its future by setting forth the framework for its operation. Without
a purpose, there is no direction for the agency and no red commitment to
the agency by its staff. Without a purpose, the necessary level of effective
functioning within the agency is not likely to occur. When an agency is
disorganized, so isits staff; since people tend to desire organization, staff
in an agency without a clearly defined mission will tend to fed less a part
of the agency and more “on their own.” Without commitment to the
agency, employees are more likely to leave.

Supporting a Mission Statement with Goals

Once an agency’s mission has been delineated, goals for achievement
must be set. The existence of a mission statement ensures that the
broad purpose and principles of the agency are expressed. However,
in order to achieve that purpose according to those principles, a more
detailed course of action is required. Goals provide the agency with a
list of specific desired outcomes of its operations. They provide the
framework for organizing everyday functioning that will uphold the
agency’s mission.
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Measuring Progress with Objectives

Goals, while relatively easy to formulate, are difficult to conceptual-
ize without some method of measurement. Objectives, formulated to
accompany the goals, define the milestones involved in reaching the
goals. While the words “goals’ and “objectives’ are nearly synony-
mous, they are used here to delineate the difference between the ends
that the agency is striving to achieve and the measurable steps toward
reaching those ends.

Carrying Out the Mission Every Day with Policy and Procedure

Goals and objectives are operationalized into policy and procedure.
Policies are agency directives designed to determine decisions, actions,
and other matters as they arise during daily operations. Policy statements
are based on the agency’s overall mission and goals and include any
specific standards for operations that have been adopted by the agency.
As with missions and goals, policy statements must be supported by the
actual measurable steps involved in carrying them out. Once a policy is
developed, procedures for its actual operation must be developed and
implemented. Procedures provide standardized methods for carrying out
aparticular policy in order to ensure that the agency’s objectives, goals,
and overall mission are supported in day-to-day operations.

Direct Effects of Mission Statements, Goals, Objectives, Palicy,
and Procedure on Staff Satisfaction and Retention

Between the legal mandate and its influence on the daily operations of
a corrections agency lie severa steps, including the formulation of a
mission statement, goals, and objectives to ensure its continued
influence, and the development of policies and procedures that reveal
its relation to the elements of day-to-day functioning. However, not
all agencies have such a linear system for mission dissemination.
Some may have missions, but may have been diverted from them.
Others have mission statements, goals, objectives, and policy and
procedure, but staff may not be familiar with them, or they may be so
archaic as to no longer reflect the agency’s direction.

Objectives

arethe measurable
milestones on the path
to achieving goals.

Policies

state the agency's
position on all aspects
of daily operations.

Procedures

prescribe the methods
for carrying out a
particular policy.
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Mission Statement

Objectives
\
Policies
i

Procedures

Methods for Communi-
cating a Mission State-
ment and Goals

« Pre-Service Training
. In-Service Training
. Bulletin Boards

. Postings
. Newdetters

Like any group of individuals working toward a common purpose, a
corrections agency’s staff will function more effectively under the guid-
ance of a clear mission and goals formulated to assist in the continuing
work toward that misson. On an individua basis, understanding what the
mission is and how to achieve it gives staff at all levels guidance for
performing their various duties. On a unit basis within the agency, a clear
mission helps the unit to function in the manner that best serves the
agency’s stated philosophy and goals.

Policies and procedures, formulated to trandate the agency’s misson and
goalsinto day-to-day operations, are the most tangible means of commu-
nicating to all employees the purpose of their daily contribution to the
agency. Comprehensive policies and procedures make each staff
member’s job relevant to the overall functioning of the agency. When
policies and procedures are used dally by employees and are coupled with
familiarity with the agency’s overall mission and goals, each staff
member can see where his or her individual functioning within the
agency fits into the “big picture.”

With a misson, goals, objectives, and policies and procedures, the agency
benefits through its employees and divisions' efforts, which serve to
advance the agency’ s stated purpose. However, it is not only the agency
that benefits, but also the individual employees. Having measurable goas
toward which to strive is a positive force within a work environment, in
that individual and unified effort toward that goal are satisfying.

Making Sure the Mission Is Known

Just as important to employees as the substance of the mission and goals
statement may be the simple concept of having a purpose. Addressing
each staff member as being responsible for continued progress toward
goas may be as important to them as the goas themselves. The symbolic
gesture of placing trust and responsibility for the agency’s success into the
hands of staff may mean as much to them and foster as much commitment
as the words of the mission and goals statement. Giving the agency a
purpose and communicating to staff that they are crucial to that purpose
isthe bottom line.
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In order to work toward goals, however, staff must know and believe
in the mission and goals of their agency. Familiarity with policy and
procedure, at the baseline level, helps employees see the direction in
which they should be heading and exactly how to accomplish tasks in
their own particular assignments. When each individua across the
agency accomplishes this understanding, the entire workforce be-
comes committed to assisting the agency as an entity with adherence
to its mission.

Internalization of and subsequent commitment to the mission is
impossible if employees are not aware of it. While they may have
more contact with policy and procedure, which serves to advance the
mission’s essential concepts, the overall picture must also be familiar
to employees. Many agencies are now printing their mission state-
ments and goals in their employee newsletters. Others require them
to be posted all over each institution as a daily reminder to staff of the
agency’s, and their own, ultimate purpose.

Employees should be exposed to the agency mission on a constant
basis, beginning in pre-service training and extending to job assign-
ments and in-service training. Unity of purpose (the advancement of
the agency’s mission) is achieved when each individual can see the
global picture as well as their individua parts in it. With unity of
purpose comes commitment to the adopted ideals and effort toward
upholding them.

Changing with the Times

Another element crucial to the continued success of an agency in
operating under its mission and moving toward its goals is flexibility.
Sudden external pressures may be brought to bear upon an agency;
other forces that act upon it evolve gradualy. In either case, the
mission and the agency itself must sometimes reflect those forces; its
goals, objectives, policy, and procedure will aso reflect the change.
Authenticity and applicability are important to an individual being
asked to internalize a philosophy.

Incorporating the changes brought to bear by outside forces into a
mission statement is a process that should include staff from all areas.

A mission statement
gives the agency and its
staff a direction.

\

Organization occurs
when thereisa
common direction.

¥

Each individual sees his
or her placein the
organization.

¥

Each individual
realizes that he or sheis
important to the overall

success of the agency.

\

The work of each
individual becomes
important to the whole.

\

Each employee
becomes invested in the
success of the agency in
carrying out its mission.

¥

Employees realize that
their own work is
special and important.

\

Employees self-worth is
reinforced.

\

Employees are
satisfied with their jobs
and the agency.

¥

Employees remain with
the jobs and agency with
which they are satisfied.
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Lawsuits,
settlements,
or other
Judicial
findings

Budget
surpluses
or shortfalls

Forces That Change
Agency Mission
Statements and Goals

Changes in
political climate

Public
opinion

Ny i

Mission
statement
and goals

/ﬂ Av\

State or
federal
legislation

Gradual or sudden
shifts in size or
characteristics of
inmate population

Accepted practice involves an annual review of policy and procedure,
the baseline level of mission adherence. Feedback by staff regarding
the viability of policy and procedure is essential to its successful
implementation. If employees feel that they have had input into the
guidelines that shape their daily activities, they are far more likely to
accept those guidelines. The concept of participatory management
(detailed in Chapter VI, “Overview and Assessment of Generally
Accepted Staff Retention Strategies’) is particularly well suited to the
development, review, and revision of mission statements, goals,
objectives, policies, and procedures.

28 Managing Staff: Corrections Most Valuable Resource



Chapter 111
Management’s Responsibilities for Staff Retention

At the start of this study, and even during the study, corrections managers
expresed their fedling that line corrections staff were leaving agencies in
great droves. However, as the study progressed, it was discovered that
this was not necessarily the case. While managers are correct in being
concerned about employee turnover, it did not appear to be occurring at
the magnitude described. What was found was that experienced staff
were transferring between institutions and that often there existed con-
centrations of relatively new employees in some institutions, particularly
higher-security prisons. These factors and others combined to give the
appearance of a mass exodus of staff from corrections careers.

This chapter summarizes the results of discussions with management
staff in each of the nine institutions and four corrections departments
studied. During those interviews, issues such as employee morale,
communication, agency policy, pay, and retention initiatives were discussed.
By integrating what was learned during the interviews with an overview
of corrections management practices, we can outline agency and ingtitutional
management’ s responsibilities in the handling of staff issues.

General Findings

While managers in states surveyed for this study perceive a problem with
staff retention, their opinions on its causes differ. Historically, turnover
among corrections personnel was credited to unavoidable staff burn-out,
low pay, and a general unsuitability for the profession. Whatever the
influence of these factors, the situation has been exacerbated by several
other factors. They include early retirement opportunities for senior staff
and rapidly expanding prison bed capacity that results in inter-facility
staff transfers. More general stresses are put on personnel who work
every day in arapidly growing system that appears to be chronicdly short-
staffed and under-budgeted. As if this were not enough, the inmate
population profile is changing, with the average prison housing younger
and more violent inmates.

Corrections employees are
NoOT
leaving agencies at the rate

that corrections managers
thought they were.

Historical Reasons for
Corrections Separation

* Burn-out

* Low pay

* Professional unsuitability
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Most agencies have some
programsin place that
are designed to make and

keep employees happy.

Management has the
responsibility for making
the corrections workplace
satisfying for the employee.

|

Managers can create a
unified and satisfied agency
and ingtitutional workforce
by word, example, and
practice.

Managers opinions and approaches to remedying retention problems
also differ somewhat. Employee Assistance Programs (EAPs) and staff
recognition/award programs are commonplace. Among management
staff, these programs are perceived as helping to boost morale and assist
employees in dealing with some of the stress associated with their jobs.
Child care, organized recreation, and flexible scheduling are used spo-
radicdly in a scattering of ingtitutions and have aso been implemented on
a system-wide level. Salary and staffing levels are recognized by agency
managers as concerns among staff, but are generally felt to be beyond the
control of wardens and directors. Instead, most departments seem to
focus on the intangibles-creating an open work environment, empow-
ering corrections employees, and developing a level of professionalism
among employees that fosters understanding, advancement, and pride in
one s work.

Staff retention is an overall goal that must be facilitated at al levels of
corrections agencies. While some needs of line-level staff can be met with
programs, awards, and incentives, management staff must also do its part
to make the agency a place where employees want to stay. In essence,
managers hold the keys to creating such an environment. From commis-
sioners on down the line, managers have the ability to reinforce or
undermine the department’s mission. Fairness, strength of purpose,
respect, and humanity go a long way toward creating loyaty to the agency
among line-level employees. Favoritism, weakness, and “kissing up to
top brass’ destroy it.

Management personnel are central playersin the creation and promulga-
tion of the department’s ethic and purpose. As a result, their personadlities
and performance have a mgor impact on rank and file employees
satisfaction with their jobs and with their desire to either stay with the
corrections profession or look for other work. Managers can encourage
innovation or they can inhibit it; they can instill pride or they can kill it.
Through their functions, managers have the ability to unite the different
constituencies within an institution into a cohesive unit. They can aso
connect ingtitutions with the common goal of making the entire depart-
ment of corrections work. Where sound management practices are in
place, institutions become vital and the workforce loyal. Where poor
management is exercised, the workforce is bitter and institutional opera-
tions suffer.
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Corrections ingtitutions present a full range of personalities, political and
union affiliations, and views on the purpose of incarceration. It isthe job
of management to get the different camps to “buy into” a common goal
and to work toward that goa. It is management’s responsibility to nurture
a sense of partnership with staff so that a well-run institution becomes
their “product,” their responsibility. The more responsibility an em-
ployee feels for the agency’s success, the greater hisher feeling of
importance to the agency and sense of self-esteem.

Management’s View of Its Role

The methods managers use to foster a cooperative and productive envi-
ronment vary from person to person. Each administrator subscribes
(either formally or informally) to a particular philosophy or style of
management. Accordingly, approaches to the actud task of managing the
workforce differed among the administrators interviewed. One commis-
sioner, following up on his philosophy of empowerment of the workers,
believed that the best approach to managing was to set standards,
empower mid- and lower-level managers, and then dlow employees to do
their jobs. Another agency head took a more hands-on approach. He
advocated delegating responsibility and auditing performance as a pre-
ferred style. He stated that good managers and employees are not
threatened by being held accountable for their performance. Overall, the
administrators interviewed generally believed that they should not
micro-manage, but should set broad goals and a philosophy for their
department. Then, they reasoned, they should let managers manage,
supervisors supervise, and workers work.

All four interviewed agency heads endorsed the importance of getting
out to the institutions on a regular basis. Three of the four specifically
cited weekly tours of at least one institution as a means of personalizing
their positions with prison staff. While two of the commissioners
characterized their site visits as “inspection tours,” all of them reported
activities on their tours that would best be described as programs of
“managing by walking around” (see Chapter VI, “Overview and Assess-
ment of Generaly Accepted Staff Retention Strategies,” for a further
description). These directors believed in the importance of being visible
to institutional staff. One of the commissioners had expanded this site
visit concept to include his deputies as well. The program was called

Managers must listen to
employees as they tour
ingtitutions.

Chapter 111: Management’s Responsihilities for Staff Retention
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“Inspection and Listening Tours.” It was apparent during the
commissioner’s description of the program that the listening aspect of the
tours was every bit as important as the inspection aspect.

There appeared to be a certain amount of frustration, especialy among
managers at institutions, about issues that they felt particularly affected
staff at their institutions but in which institutions (and in some cases the
corrections departments) have no involvement. Budget issues (including
salaries, bonuses, and incentives), training, filling vacancies, and the
quality of new hires al affect staff morale and facility operations.
Budgetary decisions, which have a direct impact on staffing levels,
employee incentives, and salaries, tend to be made by politicians. Correc-
tions management staff perceive those politicians as generally satisfied
with corrections operations, yet disinterested or apathetic overall.

Budget decisions (includ-
ing salaries, bonuses, and
incentives) are generally
outof management's
hands. However, manag-
ers can go to bar for their
employees.

The Responsibilities of Agency Directors

When the agency director is B Agency directors have a special responsibility in managing staff. As the

accessible, staff rendtofeel §| leaders of the departments, they represent to their staff a figure for
that the agency caresabout i emulation or blame, depending on the individual employee's point of

Itsindividual employees. view or opinion of the department. Directors communication with staff

and his or her visibility are important in formulating the employees
opinions of the agency. Staff who fed that the agency leader is accessible
tend to feel that the agency cares about them as individuals.

Approaches used by directors to show this concern varied among the
directors interviewed. Attendance and speaking at graduation ceremo-
nies for new employees was universally cited as a preferred means to
reach out to every new recruit. One commissioner teaches a four-hour
segment on “History and Values’ at every pre-service recruit class.
Having the commissioner deliver the message about professionalism and
ethics to the line employees still in training is considered a necessary
function of good leadership in that particular state. Another commis-
sioner gives a“Vision and Vaues’ program at each Academy class as a
means of personalizing his relationship with the staff and endorsing the
concept of professionalism.

Ways to Increase Visibility g
Among New Employees

. Teaching Academy
classes about agency
history and philosophy
Regular tours of the
ingtitutions
Speaking at Academy
graduations
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Management’s Role in Mission, Goal, Palicy,
and Procedure Development

The development of a mission statement, goals, objectives, policies, and
procedures, as outlined in Chapter Il, “The Importance of a Clear
Philosophy and Mission,” is one of management’s most crucia respon-
sibilities. A unified philosophy for the agency must originate with its
leaders, and the expression of that philosophy in a mission statement
is the crucia next step. When direction has been provided by the
philosophy and mission, it is up to management to translate that
direction into daily operations with goals, objectives, policies, and
procedures. Staff must be involved so that their feedback is incorpo-
rated, thus building their sense of ownership and involvement with the
agency’s growth and operation. By facilitating and supervising policy
and procedure development, management improves relations with
line staff while ensuring that the agency has a logical process for
reaching attainable goals. Management’s responsibilities in the de-
velopment of mission statements, goals, policies, and procedures are
as follows.

1. They mus define, clarify, and communicate the agency’s mission.

2. They must preside over the process of setting goals and objec-
tives for the agency that are consistent with the mission state-
ment.

3. They must promulgate clearly defined and well-thought-out
policies and procedures to achieve the agency’s goals and
objectives.

4. They must procure, organize, and allocate sufficient resources
to enable the agency to attain its goals and objectives.

5. They must create a two-way communication process that en-
ables them to speak directly to staff and to gather feedback and
response from them.

6. They must indal a system to evauate performance, monitor use
of resources, and audit results of the agency’s efforts.

Management must lead the
mission statement,
goal,
policy, and procedure
development process,

and

involve staff in it so that
they d
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The reasons behind chang-
ing policies an&or proce-
dures must be as clear to
line staff asthey areto
managers.

Employees support policies
if they understand the
reasoning and content.

I ssues Raised By Manag-

ers As Important To Staff

. Pay
. Age offacility

« Security level of facility

. Staffing levels

. Institutional
stability

. Management quality

. Promotional
opportunities

. Distance between
facility and home

. Recreational and
social opportunities

. Child care
. Awards/incentives
. Racism/sexism

. Employee Assistance
Programs

. Favoritism

. Communication
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Informal conversation appeared, according to the comments of employ-
ees, to be an effective communication tool for management to explain the
reasons behind policies. What seemed clear to top management as the
purpose for implementing changes in policies and procedures was often
lost in the long paper trail from the central office to the officer in the cell
block. Wardens, deputies and department heads who could communicate
easly with employees while waking through the ingtitutions provided an
important and highly appreciated service to the line-level workers. Not
surprisingly, employees were more likely to buy into the policies when
they understood them. When they adopted them as their own, successful
implementation was assured.

Management’s View of Issues Important to Staff

The general consensus of managers surveyed was that corrections em-
ployees, like their private sector counterparts, want to feel respected and
appreciated. How best to impart that feeling was an issue for discussion.
While several managers believed that financial compensation was a
definite factor in employee contentment, another emphatically stated that
low pay was not an issue. As gleaned from interviews, the ideal
corrections employment environment would involve both concrete and
intangible elements. Managers felt that employees tend to be happier at
newer facilities and in lower security settings. Adequate staffing levels
were felt to be important, as were institutional stability, adept manage-
ment, and the possibility for career advancement. Proximity of home
environment to work also ranked as a factor when defining employee
satisfaction. While issues concerning institutional recreation/social func-
tions, child care, awards and incentives, racism and sexism, and employee
assistance programs were raised during the discussions, no manager
highlighted them (or the lack of them) as fundamental to employee
satisfaction or dissatisfaction. An open, impartial, and fair management
team supportive of line staff and free from charges of nepotism or
favoritism was perceived as being important to staff. Most managers
surveyed spoke of opening the lines of communication and
of being available to listen to staff complaints and concerns.
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Communication

As agency leaders, management staff have responsibility for good
communication within and outside their departments. Most people, line
corrections employees included, feel more secure when they are well-
informed, and are happier when they feel they are being listened to.
Additionally, due to the public sensitivity of corrections, providing the
public and other governmental branches with honest and timely informa-
tion results in more support from both sectors. There are two basic types
of communication with which managers must become involved, intra-
agency and external communication.

Intra-Agency Communication

Especially in corrections, where the concepts of “chain of command”
and obedience to authority are the general rule, a manager must be able
to impart the department’s goal to his’her subordinates. Employee
empowerment, however, involves upward as well as downward commu-
nication. Relaying the concerns and ideas of line staff to higher echelons
is as important as ensuring that agency policy and directives are dissemi-
nated through the ranks.

Intra-agency communication involves being “plugged in” and respon-
sive to what's being said among employees and what's being done within
an institution. Management should open the channels of communica-
tion, discussing good news, bad news, and operational issues with staff.
This ranges from congratul ations, when in order, to addressing rumors
and problems. Staff who feel excluded or lied to tend to sense a hidden
agenda behind every action.

Employees are interested in keeping current on events and issues. They
want to know facts, values, priorities, directions, resources, and achieve-
ments. Armed with this knowledge, they now have the answers to the
following questions: “What is going on?” “What isimportant?’ “Where
is the department headed? “How long is it going to teke to get there?’
“What has the department accomplished?’ Perhaps the most important
employee question to be answered is, “How do | fit into this department
and what is it doing?’

Communication goes

4 up
AND
down {5

the chain of command.

Management Qualities
Important to Line Staff

. Fairness
. Openness
. Vishility
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According to management, the most commonly cited means of commu-
nication from management to staff could best be characterized as per-
sond. Frequenting ingtitutions, encouraging open-door policies, meeting
with staff, and reading and responding to grievances were the most
frequently mentioned. Staff newsletters and personal contact through
meetings and conferences were the means of communication most
frequently used by institutional management.

Open-door policies are a widespread way of keeping communication
lines open, according to inditutional and agency management personnel.
Varying degrees of formality in this practice were described, but most
managers understood the importance of being accessible to staff. The

A successful open-door || @ctual success of the open-door approach may be limited somewhat by
policy is one in which line-level employees reluctance to criticize for fear of reprisas. In
dafffed that they will . .

. order to ensure that open-door policies actually perform as intended,
not be penalized for

making criticisms. all managers must be certain that employees have no reason to fear

| Sccking them out.  One state has established an annual meeting
between employees and a “facilitator” who can communicate em-
ployee concerns to the department without compromising the em-
ployee. Suggestion boxes were another means noted to solicit in-
volvement from employees. Most wardens acknowledged a need to
get information out to the institutional employees.

The interviews did not reveal any great focus on the importance of
transmitting expectations to employees or on methods of doing so.
Directors and wardens emphasized the need to be “firm but fair,” and
to have written and consistent policies and procedures so that employ-
ees would understand what was expected of them. Almost without
exception, the policies, procedures, rule books, and other directives
were written in the negative. Employees regularly were told what not
| to do and what type of behaviors were against the rules or outside the
told what not to do, . .
as opposed to what to do. | bounds of the law and thereby punishable. Rarely were behavioral
; ; | eXpectations stated in the positive.

Employees are generally

External Communication

While communication within the agency is an important function of
management, so too is the external communication process. Top
corrections management personnel need to forge an aliance with
numerous individuals and bodies outside the agency. External com-

36 Managing Staff: Corrections Most Vauable Resource



munication is necessary in order to secure the resources and support
so necessary for long-term planning and operations. Staff take more
pride in their performance when governing bodies and the public react
positively to their work.

The Public

Educating the public begins by clearly defining the agency’s mission(s)
and by sharing realistic and attainable goals and objectives. The mediais
the primary tool for communicating directly with a large portion of the
public. Cultivating relationships with editorial boards, reporters, and
other media staff can assist the corrections administrator in developing a
better educated and more supportive public.

Community relations boards and public meetings are also good tools to
open and promote communications with the public. A wdl-informed and
supportive host community can become a corrections congtituency group
that can add its voice to department requests for resources and legidative
changes. As a rule, knowledgeable people make better-informed decisions.

Government and Judicial Bodies

Keeping the governor, legislature, and judiciary up to date on events,
plans, needs, consequences, and achievements within the department is
another important task. In general, the more knowledge and understand-
ing the other governmental players have, the more likely they will be to
share in the ownership of problems and solutions. Corrections cannot
have sole responsibility for crime control or rehabilitation, for it surely
will fall short of success if those standards are used. However, well-
informed executive, legidative, and judicid branches are far more willing
to come together with corrections to present a united front.

Recruitment, Training, and Promotional Practices

Comparisons of the four agencies studied reveded differences in the leve
and type of screening of candidates for hire by the agency. Such screening
included criminal record checks, interviews, and hire lists. One depart-
ment did not have a set screening procedure; the stringency of others
varied.  Generaly, the agencies studied attempt to select carefully
individuals for promotion; however, there are some problems with
promotional practices. Managers perceptions of the quality of training
for new candidates and newly promoted workers also varied.

The media’s power to
influence the public is
not always negative.

The community needs
information to combat
fear and rumors.

Corrections managers
should strive to
build partnerships.

Departments of
Corrections

Other Branches
of Government
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Recruitment and Screening for Best Prospective Employees

Among the management and line employees in the four states surveyed,
there was general agreement on one fact-corrections as a profession is
not for everyone. The basic unsuitability of some individuals to work in
a corrections environment was consistently cited as a major factor
contributing to high turnover rates. However, incompatibility with
corrections does not mean unsuitability for law-enforcement-related
professions, which are perceived by management as a corrections
department’s major competitor for recruits and trained employees.

The managers interviewed acknowledged that the recent nationwide
expanson of corrections facilities has resulted in an unprecedented hiring
of new recruits. The anemic external job market has also made available
a more qualified pool of applicants than in the past, but the sheer number
of new positions being filled is taxing agencies ability to screen for
professional suitability as well as sample qualifications. Determining the
suitability of new candidates for corrections careers as early as possible
is an important method of reducing turnover once those new candidates
have joined the agency’s workforce (see Chapter VI, Overview and
Assessment of Generally Accepted Staff Retention Strategies).

Careful screening of
prospective employees
reduces the chances of
those employees leaving
when they discover their
unsuitability for a
corrections career.

There were varied opinions regarding whether it was best to screen and
hire centrally or on an ingtitutional basis. Centralized hiring makes
available greater resources for criminal, health, and background screen-
ing, while localized hiring gives the warden greater control over the type
of staff he or she wants in the institution. Localized hiring also alleviates
the problem of staff separation because of commuting distance. As
expected, wardens supported local hiring and directors opted for central
hiring. In the words of one director who had also served a stint as a
warden, “Where you stand depends on where you sit.”

-

On one hand, centralized
hiring allows for more
background checks

and

alarger applicant pool.

»

On the other hand,
localized hiring ensures
that staff will live close to

hereth k . .
Where they wor Promotional Practices

and

allows institutional .
managers to hire personnel [
according to the individual §

Managers in the states studied acknowledged that existing promotional
practices are not aways successful in putting the best people in the
positions in which they can do the most good. Part of the problem lies with
civil service promotional lists, and part lies with the lack of coordinated
efforts to identify and nurture talent within the departments. Another
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factor is the continuing need to counter widespread perceptions that
promotions are “fixed” and that even trying for a promotion is pointless.
In fact, lack of available promotional opportunities was cited only once.
For the most part, with the opening of new facilities and early retirement
options, the positions are available. The need is to identify and train
personnel to become good managers.

Attitudes Toward Training

All managers perceived training at al levels as being key to the successful
operations of their departments and institutions. Improperly prepared
managers were cited as a factor in employee discontent, and most
department leaders expressed concern about the quality of their manage-
ment-level employees. At the same time, the ratings given by agency
leaders for management training programs were substantially less than
those for incoming corrections officers. While ratings for corrections
officer training averaged 7.8 on a scale of 1 to 10 (10 being the most
positive), management training programs warranted only a 5.
“Managers don't know how to supervise,” was cited by a personnel
specialist as a primary reason for high staff turnover. “There's a lot of
training, but it doesn’'t sink in.” Another manager made a note about
“morale issues that center around the autocratic style.”

In addition to changing agency management training programs, there are
steps that management staff can take to improve the quality of the training
provided to promoted personnel, such as mentoring (see Chapter VI,
Overview and Assessment of Generally Accepted Staff Retention
Strategies). On-the-job training is not limited to new recruits; as an
individual’s career with an agency advances, he or she should be shown
by supervisors and/or peers how to meet his or her new responsibilities.

Team Building and Employee Empower ment

The treatment and management of staff was a high priority for directors
and wardens, al of whom emphasized attempts to make staff fed as if they
are part of ateam, not merely a part performing afunction. One warden
evoked a Socratic approach to management, explaining how he “chal-
lenges staff to make decisions.” Others referred to “open door policies”

Many staff interviewed _
felt that promotions were |

“fixed” and not worth
trying for.

Management and line
staff both felt that

managers should receive
more and better training.

Steps to improving supervi-

sion skills of new managers:

. Mentoring or shadowing,

. Peer supervision
training, and

. Continuing on-the-job
training.

Fairness, consistency,
and openness are the
most successful tools for

team building in correc-
tions staff management.
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Managers noted that
employees need to be
shown that decisions are
made for good reasons,
rather than because of
“connections.”

Managers' ldeas for
Empowering Employees

. Decentralization of
operations

« Delegation of decision
making responsibility
to institutional
management

« Vishility in ingtitutions

. Goal-setting.

The most common com-
plaint of line employees
interviewed was what they
saw as favoritism on the
part of management.

“management by wandering around,” “team building,” and “ personaliz-
ing relationships’ between line staff and upper management. Several
adminigtrators write notes to employees on their birthdays, and one wrote
weekly to staff activated during Operation Desert Storm.

In addition, wardens refer to the need to erase the perception among staff
that management decisions are based more on institutional connections
than on objective criteria and professona suitability. Developing criteria
for promotion and advancement, implementing progressive discipline,
stating goals and policies and sticking to them, and consistency were
seen as methods for reducing staffs perception of favoritism. Managers
also cited the need to open communication channels, letting staff
know what is going on in the department and involving them in the
decisionmaking process. The process of accreditation encourages com-
munication and staff involvement in institutional decisions by requiring
policy and procedure development (see Chapter VI, Overview and
Assessment of Generally Accepted Staff Retention Strategies).

Management expressed the opinion that empowering employees would
result in a more stable, effective workforce. Decentralization of agency
operations and the delegation of responsibility to institutional manage-
ment, as well as “management by walking around,” were seen by
administrators as means by which to achieve employee empowerment
(see Chapter VI, Overview and Assessment of Generally Accepted Staff
Retention Strategies).

Favoritism and Fairness

In the opinion of employees, real recognition and sound institutional
management are essential to the creation of a sense of professona worth.
Employees bristled at any policy and/or practice that they interpreted as
being open to favoritism or abuse by management. Despite the intentions
and efforts of management, awards programs, scheduling assignments,
and promotions were often dismissed as being preferential and
rewarding cronies or, in some cases, people in familial or persond
relationships.

With regard to favoritism, administrators are in a difficult position. They
are required to protect the interests of groups and/or individuals at odds

40 Managing Staff: Corrections' Most Vauable Resource



and to make decisions that will leave one party unsatisfied. That
dissatisfaction is sometimes at the heart of perceptions of favoritism. This
is also apparent in the employee grievance process. Often, the resolution
of grievances involves compromise, which can leave one or both sides
feeling slighted.

Managers must also find a balance between the need to diversify the
corrections workforce and employees perception of unfairness. The
attitudes of some staff toward the recruitment and advancement of
females and minorities can create a contentious atmosphere.

Another element of fairness that was an issue for line-level concern was
the perceived difference between the rights of staff and those of inmates.
Staffs perception of their worth in those terms was an item frequently
mentioned by management andemployees. There was a pervasive feeling
that, at some ingtitutions, “inmates have more rights than staff.” Manage-
ment, meanwhile, isin the tough position of protecting the rights of both
parties.

Employee Assistance Programs

Management staff in all of the states studied recognized that there was a
need within corrections for Employee Assistance Programs (EAPS).
They expressed their recognition that corrections is a high-stress career
and talked about the employee assistance programs that their agencies
offered. Employee involvement was difficult to quantify, however, as
confidentiality is key to the success of such programs. Estimates of
employees believed to abuse drugs and alcohol ranged from a low of 2
percent to a high of 40 percent. Most institutions have taken relatively
little disciplinary action for substance abuse in the past year, with one
facility disciplining 25 percent, plus or minus 5 percent. It was discovered
that most of the institutions studied had had one or more staff members
resign due to substance abuse problems that interfered with their perfor-
mance or violated institutional policies. Not surprisingly, not one
employee selected at random from the institutional workforces and
interviewed admitted to using or abusing drugs or acohol.

It was encouraging to find that most administrative-level staff know what
kind of everyday stress line staff is under. Successful staff management

Employees were not
always pleased with the

grievance process.

Staff and management alike
were concerned about the

rights of inmates, as com-
pared to the rights of staff.

Most institutions studied
had had one or more staff

members resign because of
substance abuse problems.
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The fact that manage-
ment did not know who
was participating in
employee assistance
programs was good
proof of the confidential-
ity of those programs.

While managers felt that
awards and incentives
were worthwhile and
meaningful, many line
employees referred to
them as “a joke" and
another opportunity to
play favorites.

involves sensitivity to what the staff go through and ensuring that
resources for coping with stress are available. Top management, respect-
ing the need for confidentidity with such programs, had no knowledge of
who was using them. Without that knowledge, they did not have the
means to assess the quality or success of their EAPs. However, they also
realized that it was crucial that employees knew how strictly confidenti-
ality requirements were observed.

Awards and Incentives

Employees perceptions of efforts by management to recognize their
performance are often at odds with management’s intent. This dichotomy
was perhaps most evident in the opinions advanced on management
incentive programs and employee performance programs. For the most
part, only top management (i.e., commissioners, directors, superinten-
dents, and wardens) viewed such programs as a meaningful and well-
received means for recognizing employee performance. On the other
hand, line employees routinely referred to incentive and performance
programs as “beauty contests’ or “a joke” with the sole purpose of
rewarding favored employees. Most employees at the institutions stated
that these programs, with their incentives of plaques, specia parking
places, letters, and luncheons, were meaningless. Employees in at least
one ingtitution reported feeling unappreciated. “We do a lot of dangerous
work and we're not acknowledged,” is how one officer put it. In order to
make awards and incentives credible, management must strive to show dl
employees that good conduct and hard work are rewarded. In addition,
providing everyday informal feedback to all employeesis critical. While
not al staff members can be “Employee of the Month,” they place value
on recelving “attaboys’ from their supervisors.

Pay, Benefits, and Job Security

As a government function, corrections is subject to the same employee
pay structures and regulations as other agencies. The performance
incentives available to the private sector, such as bonuses, merit raises,
and other financial rewards are generally not open to corrections admin-
istrators. Managers can, however, lobby for higher pay for their employ-
ees, communicating to staff that they are valued.
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