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| NTERNAL AUDI TORGS REPORT

The Office of Operational Analysis has completed an operational audit of the Clarke
County $Soffce (CESOHfor the period July 2013 to June 2018 (FY14 - FY18).
The primary objectives of the audit were to review agency practices related to policies
and procedures, assess staffing levels compared to workload responsibilities, and
examine the organizational structure and operations of the SO. This audit report includes
34 findings and recommendations that, if implemented, could improve employee
satisfaction, increase retention, and eventually replace mandatory overtime with optional
overtime. Note: All references to the positions within this report refer to the individuals in
those roles from January 1, 2018, through December 1, 2018.

We extend appreciation to the CCSO personnel who assisted and cooperated with this
audit. We look forward to finalizing our work with the CCSO this month with the conclusion
of the Inmate Medical Services review.

Special thanks to Chief Jimps Cole designated as the primary contact for the audit and
whose assistance was instrumental throughout the entire process.

Office of Operational Analysis

Wf?o

Stephanie R. Maddox, Internal Auditor



REPORT HIGHLIGHTS

The Office of Operational Analysis has compl eted ani ope
(CCSO). In the fall of 2017, prior to the commencement of the audit, the Internal Auditor met twice with

Sheriff Ira Edwards and Chief Deputy Jimps Cole to discuss organizational and operational challenges

within the SheAisummansreparf detailingethegeft@l)enges was presented to the Audit

Committee at the next scheduled meeting. The Audit Committee agreed to recommend an operational

audit of the SO to the full Commission.

In January 2018, the Mayor and Commission approved an audit of the CCSO as part of the Office of
Operational A rnbay WarksPéan. (mon&lrately after approval, OOA notified the SO and
began pre-audit planning. Despite welcoming the audit and expressing commitment towards the process
and increased transparency, Sheriff Edwards informed us that he would not be serving as the primary audit
contact for the SO. Instead, he designated Chief Deputy Jimps Cole to serve as our primary contact for the
audit.

In March 2018, audit field work officially began with an anonymous employee engagement survey
developed by the audit team (See Appendix A). The survey participation rate was high; 81% or 139 out of
171 employees completed the survey. The survey response rate yielded a 95% confidence level and a 4%
margin of error. Essentially, the confidence level and margin of error are indicators expressing how strongly
one can rely on survey results. For example, in the SO survey, 77% of respondents reported that the major
concern in the SO was poor morale. The 95% confidence interval supports the certainty that between 73%
(77-4%) and 81% (77+4%) of SO employees believed poor morale was the biggest issue affecting the
culture in the CCSO.

Overall, survey results suggested that the majority of employees were unhappy working in the SO.
Statistically significant noteworthy results from the survey were:

8§ Low morale 8 Sick Leave Abuse Policy
§ Inadequate staff training § Intimidation and retaliation

§ Perceived (and documented)

Insufficient available staffing per facility tavoritism

requirements

§  Lack of leadership support

Safety concerns among staff . L .
8 y 9 § Inconsistencies in disciplinary actions

§ Excessive reliance on overtime to staff
ongoing regular operational functions

§ Lack of trust in leadership

Directly after the survey closed, the audit team began audit interviews. In all, more than 80 people were
interviewed between March 2018 and July 2018. In addition to audit interviews, the audit staff conducted
field observations and individual ride-alongs with SO deputies. Staff observations were of courthouse
security, courtroom security, warrant processes, civil processes, and jail operations.

Our review and analysis of survey responses, audit interviews, and field observations revealed a significant
concern, which fell into four areas, intrinsically related to each other. The four areas are: staffing shortage,
poor morale, safety concerns, and inadequate training. In addition to the four areas of concern or macro
concerns, were micro concerns that were also intrinsically related (See mind map, located right before the
executive summary). Attempts to resolve any one area relied on addressing all four areas. Also, any



improvements in one area would improve the other areas. Conversely, failure to address issues in one area
would negatively influence efforts in other areas.

FOUR SIGNIFICANT CONCERNS:

1. Staffing shortage i The Jail Division and Field Division, were both understaffed.
Specifically, in the Jail Division, the staffing level was not sufficient to sustain post-
shift assignments without the implementation of mandatory overtime across the
board for all positions in the CCSO below the rank of Sergeant. The bulk of the
overtime hours were inherently assigned to jail staff. This is possibly due to proximity
and familiarity with jail operations even though all employees began their career at
the SO assigned to the Jail Division. Jail employees were mandated to work three
additional 12-hour shifts per month. Deputies assigned to the Field Division were
mandated to work one additional 12-hour shift per month. Overtime also had a
negative effect on the operations of the Field Division. For example, despite the
staffing shortage in the Field Division, field deputies were regularly reassigned from
their routine positions of serving warrants or providing court house security to fill in
staffing gaps at the jail. The reassignment of field road deputies resulted in an
increase in the number of outstanding warrants needing to be served and the
deputies assigned to court room security were spread thin.

2. Morale and Leadership i Several elements contributed to poor employee morale at
the SO. Mandatory overtime had a significant impact on employee morale. The
primary reason overtime was mandated was due to low recruitment and retention
numbers; which could not keep pace with staffing, thus, sustaining the shortage.
Having the biggest effect on morale according to staff interviews and survey
responses, was the new Leave Usage policy, established during the audit
examination period. Originally established, to discourage employees from calling in
sick when required to overtime, the new policy did not deliver the results for which it
was established. Employees renamed the policy. Instead of referring to the policy by
its correct name, the Leave Usage policy, employees in every position and rank from
administrative to sworn including captains nicknamed the policy t h e -eave ¢ k
abuse policy.0 Employees stated they felt punished when they were sick because
policy language stated that they must see a doctor and present an official note upon
their return to work. Which caused many not to want to go through the trouble and
decided to go to work sick; in some cases with contagious symptoms.

3. Safety and Security T Sixty-five percent of survey respondents stated that jail security
needs to be improved. Employees stated components of jail operations are unsafe
and expose the entire jail to possible security threats. Deputies assigned to the Jalil
Division report feeling vulnerable when calling for backup. Due to staffing shortages;
they did not know if anyone would respond if an emergency arose. Also, officers
stated they were reluctant to discipline inmates when they violated policies. According
to survey responses and in-person interviews, the number of disciplinary days an
inmate is supposed to receive for an infraction does not always follow the established
parameters outlined in the inmate policy and procedures manual. Deputies state
disruptive inmates are removed from the unit but are returned early, which
emboldened inmates to continue negative behavior. The majority interviewed
reported that the general consensus amongst staff is that the inmates ran the jail.

4. Training i The training offered to new hires declined significantly since the opening
of the new jail according to veteran deputies. Prior to the opening of the new jail,
veteran deputies reported receiving months of training and the opportunity to rotate
and work in every area of the jail. Over the years, the SO stopped providing
comprehensive training on jail operations to new hires. Instead, new hires were
offered 3-5 days of training before they were assigned to a post to work alone. A



review of exit interviews, survey responses, and in-person interviews suggested the
abbreviated new-hire training was not sufficient to address build up the confidence
of officers. Employees admitted that intimidation was a leading cause of low
employee retention. Additionally, officers assigned to a housing unit in the Jail
Division described their job as stressful and isolating. Jail officers reported when
working a 12-hour shift, they rarely received support from a supervisor as it relates
to checking in on deputies during the 12 hours, providing relief for officers to take
bathroom breaks, or covering posts for deputies so that they could eat their lunch
outside of the housing unit.

After a draft report was completed, a copy was provided to the SO in February 2019 for review and
comment. After a reviewing and discussing CCSO comments to audit recommendations, additional
guestions came up that required follow-up with the SO. We received a final response to recommendations
from the SO in May and folded them into this report starting on page 47.

This final report includes 34 recommendations that, if implemented, could improve employee satisfaction,
increase retention, and eventually replace mandatory overtime with optional overtime.

The audit team is pleased the SO has agreed to expand recruitment efforts and re-establish the formal
training program for new hires. We are also pleased the SO has agreed to implement the majority of the 34
recommendations related to the four major areas of concern: recruitment and retention, training, safety and
security, and leadership and morale. In summary, the SO& sgrees with 19 of the 34 recommendations,
disagrees with eight, agrees in part with six, and is undecided about one. The audit team found several
responses to be ambiguous and require further clarification. We elaborate our questions and concerns
bel ow and have communicated them to the Sheriffos

Sheri ffos Off i2.5g7, 8A3 11eld, 43, 14#16,47, 19, 21, 22, 23, 29, 30, 31, 32
Sheri ffBissdjfeesw: #6s 4,,26, 10, 16, 20, 24, 27
Sheriff6o s Of fi ce AQgrlg 8x26j38, 34 art: #0s

Undecided: # 3

Needs Cl ar is574dXati on: #0s

8 Finding #5, scheduling of overtime is poorly implemented, the SO responds by stating,
ASubstitwuitmagi ®veo | o megponse taad fbllowwp duesiion,lthe SO
stated, W@ felt that we were losing overtime hours by allowing certain members to
substitute their overti meTheoaodi itegnafoundthis pploy s o
change to be unclear; how does one employee working a 12-hour shift for another
employee equate to a loss in overtime hours. The response from the SO suggests that
employees willing to work overtime above the mandatory requirement are being punished.

§ Finding #7, the SO states they agree with the recommendation to re-establish the JTO
program and offer new hires more comprehensive training. However, the initial response
from the SO statd® imonwbsl|l dotakegifiéze it a
follow-up request to explain what 6-12 months to digitize entails, the SO did not directly
answer the question. Instead,t he r esponse given was that ft
in paper form. It has not been transformedint o an el e ct Itisundlear whyahemat .
training program will take 6-12 months to initiate if it has been digitized.

§ Finding #12, the SO states they agree with supporting employees who are interested in
becoming a supervisor. The S OO ss traetd$opsjng Simong assignments in the
jai | is another way t o pr eHoweveg thd andit teamuqgoestionsi s o rly
the likelihood of employees receiving this type of support as long as the SO is understaffed.
Forexample,the SOO86s response t o r ec @assignementwilldways # 1
be supervisory controlled




We want to thank the SO for their cooperation and assistance with our audit. The Audit Team would also

like to especially thank Chief Deputy Jimps Cole, who was designhated as our point of contact throughout
the audit.

The Office of Operational Analysis would like to express sincere appreciation to all current employees,

former employees, and retirees whowerdieterviewed and effer€o u ntly St
frank, constructive input that contributed to this report.

Respectfully submitted,

Stephanie R. Maddox, Internal Auditor

Copy: Kelly Girtz, Mayor Josh Edwards, Assistant Manager
Blaine Williams, Manager Judd Drake, Attorney
Deborah Lonon, Assistant Manager Jean Spratlin, Clerk of Commission
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Effect of Low Staffing Levels in
the Clarke County Jail




|. EXECUTIVE SUMMARY

The Office of Operational Analysis (OOA) conducted an operational audit oft he Cl| ar ke County S
Office (CCSO). OOA commenced work on this audit in March 2018 and concluded in February 2019. Note:

All references to positions within the report refer to the individuals in those positions from January 1, 2018

through December 1, 2018.

To say it is challenging to summarize the details of a complex state of affairs at the CCSO in just a few
paragraphs is an understatement. There are too many themes to summarize here concisely. This report is
divided into several chapters. These chapters include:

1. Executive Summary and Background
2. Final Report

3. Agency Response

This operational audit determines the extent and effect of a severe staffing shortage at the Clarke County

Jail. This audit also identifies the primary causes of the staffing shortage 7 no one factor explains the
Sheriffés Office (SO) l ow staffing | evel. Mandatory o
training, etc. have all played a role, amongst others. Direct supervisors (lieutenants and sergeants) and

members of the command staff have a significant impact on employee turnover. In the employee survey and

interviews, staff expressed dissatisfaction with their direct supervisor for their lack of support. Consistent

turnoverofst af f within the | ail has hindered the S0O6s abil.i
security posts. This report includes a discussion regarding several major themes affecting staffing levels

within the SO. They include:

Low staffing levels at the jail

Lack of quality recruits

Insufficient training for new employees
Safety concerns

Disregard of established security procedures
Low morale

Poor leadership

Increase in outstanding warrants

Quality of inmate medical care

w W W W W W W W W

A. Purpose

In January 2018, the Mayor and Commission voted to approve an audit of the CCSO. The purpose of this
audit was to review the operations of the SO with an emphasis on staffing and employee job satisfaction.
The audit was conducted according to Article 1V, Section 4-104 and Article VII, Section 7-410 of the Charter
of the Unified Government of Athens-Clarke County, Georgia and the ordinance and the policies guiding
the conduct of reviews.

B. Scope and Objectives

The primary scope of this report was to undertake a comprehensive review of the operational practices,
policies and procedures, and staffing levels at the CCSO for the period of July 2013 through June 2018
(FY14-FY18). The following is a summary of the audit objectives:

§ Determine if staffing levels at the SO are sufficient to meet the mandatory workload
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requirements

Assess staff turnover and its effects on workload distribution at the jalil

Evaluate the adequacy of training offered to new employees

Identify factors contributing to low morale among staff

Examine operational practices for managing and administering overtime

Identify how staffing shortages and mandatory overtime affects employee morale
Assess the quality of inmate medical services

w W W W W W W

Provide an update regarding the implementation of previous audit recommendations

To answer these questions, the audit team analyzed information from the following sources: Policies and
Procedures, Standard Operating Procedures, and training material provided by the SO; and staffing and
workload requirements, separation reports, previous audits of the CCSO from 1998 and 2005, FY14-FY18
Annual Operating and Capital Budget books, reports from other jurisdictions, employee interviews, the
employee survey, and various other data provided upon request as the audit was underway.

C. Audit Methodology

To accomplish the scope of work in this audit, the audit team followed a three-phase auditing process. The
three phases of the audit of the SO are:

1. Phase |1 Pre-Audit Planning and Research
2. Phase Il Operational Review and Assessment

3. Phase lll T Development of Final Report

Phase | 6 Pre-Audit Planning and Research

§ The Internal Auditor met with the Sheriff before the start of the audit. The purpose of the
meeting was to develop an initial understanding of the issues, which led to this audit.

§ The audit team developed an anonymous employee engagement survey to gather data
about knowledge, beliefs, attitudes, and behaviors of employees working at the CCSO.

& The audit team developed a list of pertinent interview questions to support an organized,
thoughtful interview process.

Phase Il 6 Operational Review and Assessment

The audit team assessed operational efficiency and effectiveness by reviewing agency practices related to
policies and procedures, assessing staffing levels compared to workload responsibilities, and by examining
the organizational structure and operations of the SO.

§ Interviewed employees and conducted field observations in every division of the CCSO
(Administration, Field, and Jail) to gain a better understanding of the agency. Conducted
approximately 80 staff interviews representing each function, division, and rank for sworn
positions and civilian positions. Interviewed employees, retirees, and former employees of
the SO and conducted field observations in every division.

§ Reviewed the deployment of personnel by division, unit, and shift, with a focus on staffing.

§ Reviewed documents provided by the SO, Finance Department, and Human Resources
for the audit period (FY14-FY18). Documents included but were not limited to: exit
interviews of former employees, overtime reports, employee leave usage with an emphasis
on employee sick leave, employee code of conduct, vendor contracts, and various inmate
policies.

Phase Il 0 Final Report Development
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The audit team prepared a report to summarize recommendations identified to improve the current state of
agency operations.

§ Prepare a preliminary report, including background, findings, and recommendations for
the SO to review and provide responses within 30 days.

§ Finalize audit report after receiving responses from the SO. The final report will include
background, findings, recommendations, agency response, and implementation
schedule, which will summarize the recommendations accepted by the agency.

D. Background

The CCSO, similar to other public safety agencies, is experiencing a significant staffing shortage. The
agency averaged a 12% vacancyrate overthea u d five-gear evaluation (FY14-FY18). Several factors were
identified as contributing to the staffing shortage at the CCSO:

Recruiting efforts have not kept pace with employee separations.

Qualified applicants are difficult to find.

iReal ity shocko ki efktshiisn iasf treat bveh antg Ihi
High vacancies create a need for mandatory overtime.

Mandatory overtime results in employee burnout, reduced work performance,
reduced job satisfaction, and potential health problems.

Toinitiate the audit, the OOA invited SO employees to participate in an anonymous employee survey. Upon
the conclusion of the survey, the audit team received and analyzed the responses. The audit team identified
four significant topics affecting the SO:

Staffing I The SO is heavily dependent on the use of overtime to meet understaffing
levels. All SO staff required to work overtime at the jail to support its operations.

Morale i Mandatory overtime, the sick-leave abuse policy, perceptions of

inadequate leadership, lack of job-growth opportunities, and favoritism harm staff
morale.

Safety i Deputies within the jail feel vulnerable when calling for backup due to staffing
shortages and its consequent emboldening of inmates.

Training i All new employees at the SO start their careers at the jail. At maximum
capacity, inmate housing units hold 62 inmates under the supervision of a single officer.
Three to five days of training and orientation is not a sufficient time to develop
confidence or competence new officers need to perform these assignments alone.
This has been cited in exit interviews as a reason for new deputies separating their
employment.

Organizationally, the SO is divided into three divisions: Administration, Field Services, and the Jail. The
FY18 actual budget was $16.9 million. Of this amount, Administration accounted for $1.1 million (7%), Field
Services accounted for $3.9 million (23%), and the Jail accounted for $11.9 million(70%).

Administration Division

According to the Clarke County S h e r Officé Webpage, Administration is responsible for the coordination
of all public relations and personnel management functions within the SO, including public information,
community relations, hiring, training, compensation, internal investigations, professional standards (CALEA
National Accreditation, State Certification), staffing, purchasing, and budgeting. The Administration Division
is authorized 10 sworn positions, including the Sheriff and Chief Deputy, and three non-sworn positions.
Appendix B depicts the current organization of the Administration Division divided into the following three
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functional units:

1. Personnel is responsible for matters involving member selection, hiring, payroll,
investigation, discipline, complaints, and termination of employment. The Internal
Investigations group is included in this Unit and is responsible for investigating all
allegations of illegal or unprofessional staff conduct.

2. Public Relations is responsible for coordinating media and public information releases,
community service activities, and community education programs such as D.A.R.E.,
PRIDE, and Law Enforcement Explorers.

3. Professional Standards and Training is responsible for orientation of new members, in-
service training for all existing members, and dissemination of office policies and
procedures. Accreditation and Certification is responsible for the management of the
CALEA accreditation process.

Field Division

The Field Division, which is located in the Clarke County Courthouse, is comprised of 50 employees, (43

sworn and seven non-sworn personnel) and divided into two sections: Field Services and Court Services.

The primary responsibility of Field Services is to serve criminal warrants, process civil and subpoena

papers, execute evictions, serve Fi-f ads, transport prisoners to court, anc
to appointments at regional facilities throughout the state. The primary responsibility of Court Services is to

provide security for the courthouse and courtrooms. Appendix C depicts the current organization of the Field

Division.

Field Services

According to the CCSO webpage, Field Services is responsible for processing and serving
warrants, processing and serving civil papers (protective orders, civil summons, subpoenas,
evictions, FiFas, and restraining orders), picking up inmates detained in other jurisdictions, and
transporting inmates to and from the courthouse.

The audit revealed that specific duties significantly interfered with primary SO job functions: in-state
and out-of-state extradition, transporting juvenile offenders and mental health clients to and from
Clarke County to various state facilities, and re-assigning Field Services Deputies to the jail to cover
staffing shortages.

Court Services

According to the CCSO webpage, Court Services is responsible for the safety and security of the
courthouse, parking deck, and all individuals within those areas. They provide security within the
courtrooms and conduct weapon screenings at the courthouse entrances. This section is also
responsible for in-state and out-of-state extradition of inmates, transporting inmates safely to and
from court, maintaining GCIC/NCIC operations, and maintaining the sexual offender files in Clarke
County.

Jail Division

There are 131 full-time positions (102 sworn and 29 non-sworn) authorized for the Jail Division, and they
are divided into three functional units: Operations, Support, and Programs. The Jail Division is responsible
for the security, health, and welfare of all inmates in the jail. The Jail Division provides medical services to

inmates by jail medical staff and transports inmates to medical appointments or other medical facilities.
Appendix D depicts the current organization of the Jail Division.

Operations Unit

The Operations Unit oversees the housing, intake, and release areas of the jail. Deputies work
either 12.25 or eight-hour shifts. The Operations Unit is the largest unit within the jail, with 86% of
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supervising the provision of necessary services to the same.

Support Unit

The Support Unit contains four sub-sections: Inmate Services, Food Service, Classification, and
Maintenance.

§

Inmate Services oversees inmate visitation, coordination with the courts regarding the
i n ma lergth of stay, commissary services, and other areas such as laundry andlibrary.

Food Services assembles and distributes all meals (prepared by the Corrections
Department) to inmates detained in thejail.

Classification is responsible for the assignment of all inmates that are to be detained within
the jail. Classification staff interviews and observes each detainee to determine proper
placement based on the following factors: age, gender identity, sexual orientation, health,
mobility, etc. Male high-security inmates are set apart, observed for 72 hours, and then
classified by demeanor. Female high-security inmates are immediately placed into the
general population with no screening process, creating a safety risk to female inmates
and staff.

Maintenance personnel provides routine and preventative maintenance at the jail.
Maintenance Technicians at the jail are not SO employees. They are employees from
the Facilities Management Division of the Central Services Department.

Programs Unit

The Programs Unit provides opportunities for educational, religious, and rehabilitation goods and
services to inmates. This unit also coordinates with outside agencies to provide post-release
programs and services for inmates.
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FINAL REPORT

A. Staffing

Numerous public safety agencies around the country are losing manpower with decreasing numbers of
officers and recruits. Law enforcement is becoming less of a desirable career choice due to diminishing
pay, high risk, and negative public perception. Agencies are struggling to find not only interested candidates
but also candidates who are interested and qualified to join the force. However, fewer people are seeking
work within the law enforcement field, and for those that do apply and complete all stages required for
employment, the hiring process can take several months to complete.

The most critical area the audit team identified at the SO occurring during the audit period (FY14-FY18) is
insufficient staffing levels in two of its three divisions: Field Services, and Jail. Employees are separating
from the SO for various reasons that include excessive hours, type of work, safety concerns, and a lack of
training opportunities.

To compensate for staffing shortages at the CCSO, particularly at the jail, the SO has implemented
mandatory overtime. For years, the SO has been forced to prioritize work functions and assign available
deputies based on a number of mandatory posts that are vacant per shift. During the audit process, the
audit team learned that all officers were required to work three days of mandatory overtime per month.
Approxi mately five months | ater, i t ¢ a menow requitechte
work overtime. The increasing turnover, low recruitment, mandatory overtime, and natural scheduling
problems (FMLA, military, short-term disability leave, etc.) have created a staffing and morale crisis.

Administration One Shift/Month
Field One Shift/Month
Jail Three Shifts/Month

The Clarke County Sher i f f-bne pdifiohsi (5% sworsand3® hohn-eworin)zaedd
one part-time employee. At the time of the audit, the SO had 171 full-time employees, one part-time

employee, and four retirees (hired in a part-time capacity to assist with firearms training and background

checks).

The current staffing level is not sufficient to sustain post-shift assignments without the implementation of
mandatory overtime to fill in the staffing gaps. The insufficient staffing levels in the jail affects other divisions
who have to provide coverage to make up for the shortfalls in jail staff. For example, the Field Services
Section gets behind on serving warrants and civil papers.

Staffing is impacted by a combination of variables, for instance: employees on military leave, FMLA, or
various other forms of leave as it reduces the number of available employees to cover security fixed-posts
that require 24/7 monitoring 365 days a year. A Post is a term used by the SO to define a work assignment
and applies to both sworn and non-sworn (civilian) positions. To assure coverage of the security posts, the
SO has implemented a mandatory overtime policy, which has led to tired, overworked, and disgruntled
employees. Responses to the employee engagement survey and interviews with SO personnel indicated
that staffing shortages have led to unsafe working conditions in the jail.

The audit team conducted staffing analysis for both the Field and Jail Divisions to determine if current
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staffing allocations, established by the SO, were sufficient. Staff work one of the three work
schedules illustrated depending on their job assignment. Work schedules do not include overtime.

12.2%hour/shif
8.5hour/shift
8-hour/shift

There are three different work schedules at tr

2,230 hourslye
2,210 hourslye

The staffing shortage exists in both the Field
and the Jail Division. Both divisions include
mandatory posts that are required to be covered
24-hours per day. Whereas the Field Division
processes warrants and civil actions as well as

2,080 hourslye

maintaining courthouse and courtroom security,
the main
objective of the employees of the jail is to provide safety and security of the inmates and staff.

Athens -Clarke County Jail

L

The Jail is authorized 131 full-time positions, comprised of 102 sworn and 29 civilian personnel.

POSITION TITLE No. of The following positions are currently assigned_to posts that require 24-hour
Positions coverage: Control Room Operators (8 hour shifts)
Administrative Secretary 1 §  Deputies/Sr. Deputies (12 hour shifts)
Captain 2 § Classification
Control Room Operator 8 g Intake
Deputy Sheriff 48 § Release
*Detention Officer 8 §  Front Lobby
Food Service Worker 2 §  Medical
Intake Clerk 4 §  Transport/Victors
‘]_a'l Commander 1 §  Inmate Housing Units
Lieutenant 5
Programs Coordinator 1 During the audit period, the following number of employees were
Sergeant 11 available to cover 24/7 fixed-posts:
Sheriff's Records Technician 5 8 - Control Room Operators / Civilian (8-hour shifts)
Sr. Deputy Sheriff 35 47 Intake Clerks / Civilian (12-hour shifts)
TOTAL 131 21 Detention Officers / Civilian (12-hour shifts)
— 68 - Deputies/Sr. Deputies / Sworn (12-hour shifts)
EI:: i‘l':'/ﬁlr:nplfj;'t?:rfs 12092 12- Supervisors (Sgt. or Lt.) (Total of 3 per shift x 4 12 hour shifts)

94 Total employees available to fill a 24-hour post
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There is no definitive number for recommended staffing levels in a jail. Staffing requirements in jail are
based on several variables, such as jail design and size, staff shift schedules, and operational goals.
Several critical factors affect the number of personnel required to staff operations of jail security. Jail security
are staff specifically dedicated to the management and safety of inmates while ensuring a secure working
environment for all personnel. In the Clarke County S h e r Officé, éhese include both sheriff deputies and
detention officers, and their supervisors.

Staffing calculations reflect 24 additional positions, 13 in the Jail Division and 11 in the Field Division, are
required to bring both divisions to full staffing levels.

The fixed-posts reflect the intention of having a minimum staffing level of 21 personnel per shift. However,
minimum staffing levels are not consistently applied. For example, when shifts are short-staffed in the
housing unit, the Victor, who serves as a backup throughout the jail is reassigned to cover a vacant shift
assignment. Exhibit 1 reflects staffing analysis conducted by the audit team to determine the fixed-post
staffing requirement for the jail. A fixed-post position is an assignment that is typically deployed every day
regardless of workload. It is a 24-hour, 7-day/week, 365-days/year assignment with no significant
differences in the security needed between the day and night shifts.

Exhibit 1
Jail Fixed-Post Staffing
Category Result
Total Annual Hours 2,230
Total Unavailable Time 476
Net Annual Work Hours 1,754
Total Number of Fixed Post Positions 21
# of Hours/day Needing Coverage 24.5
# of Days/Week Needing Coverage 7
Total Hours of Coverage 187,278
Staff needed @ 21 fixed-post positions 106.8
Current staffing level 94
Number of positions over/(under) minimum (12.8)

Net Available Work Hours (NAWH) (FY14-FY18 average)

At the time of the audit, 39 employees worked in the Field Division. Twenty-one employees worked in the
court security section, and 18 employees worked in the warrant services section. After analyzing staffing
numbers, it was concluded that the Field Division was short 11 positions, five positions in Court Security
Section and six positions in the Warrant Services Section.
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Exhibit 2 Exhibit 3
Court Security Fixed-Post Deputy Staffing Warrant Services Fixed-Post Deputy Staffing
Category Result Category Result
Total Annual Hours 2,210 Total Annual Hours 2,230
Total Unavailable Time 437 Total Unavailable Time 365
Net Annual Work Hours 1,773 Net Annual Work Hours 1,865
# of Hours/day Needing Coverage 8.5 # of Hours/day Needing Coverage 12.25
# of Days/Week Needing Coverage 5 # of Days/Week Needing Coverage 7
Deputy Staff needed to cover 21 posts 46,410 Deputy Staff needed to cover 10 Field posts 44,590
Staff needed @ 21 fixed-post positions 26 Staff needed @ 21 fixed-post positions 24
Current Staffing level 21 Current Staffing level 18
Number of positions over/(under) minimum 5) Number of positions over/(under) minimum (6)

Fixed-posts include courtroom security, door security, and control room.

Two squads of 18 employees/each per day plus one employee on the

warrant desk.

The Court Services Section workload is driven by two factors: securing the courthouse and providing security
to the individual courts when in session. The courthouse has two controlled points of entry manned by Court
Services staff when the building is open. Even though Court Services staff work an 8.5 hours/5 day/week
schedule, staff is responsible for providing security for additional judicial programs. In the early 2000s, the first
Accountability Court was established. Since that time, the accountability court program has expanded. For
example, today Felony Drug Court, Veterans Court, Family Dependency Treatment Court, etc. are several
courts established in Athens-Clarke County. The expansion of accountability courts has affected courtroom
security staffing. According to staff interviews, court proceedings for accountability courts are normally held after
5 pm, and sometimes proceedings will continue until approximately 8 pm. It is important to note that the resources
available to provide additional courtroom security are stretched, creating an unanticipated, negative operating
impact onthe S O doperating budget.

According to Exhibit 2, 26 full-time employees are necessary to provide security coverage over all the fixed
posts in the courthouse. The Warrants and Civil Section had 18 employees working during this time; Exhibit
3 illustrates six additional employees or 24 full-time employees are necessary to cover all field post positions.
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The results of the survey along
with exit interviews conducted by
Human Resources and interviews
conducted by Office of Operational
Analysis staff indicated that the
two main causes for the low
staffing |l evel s at t h
Office were recruitment and
retention. Recruitment efforts
need to be enhanced to attract
new employees, and the following
factors need to be addressed to
improve retention:

Low morale

Safety concerns

Lack of training

Lack of faith and trust in leadership
Fear of retaliation

w W W W W

Athens-Clarke County Court House

Recruitment and Retention

There is a correlation between recruitment and retention as one affects the other, albeit indirectly. The

Sher i ff 6 sund@dtaffedadee to Iew retention and recruitment levels. The highest reduction in

employees occurred in FY18. Due to separations (voluntary and involuntary), staffing was reduced 23

employees. Out of the 23 employees who separated, 20 (or 87%) worked in the Jail Division. Based on

data collected, the turnover rate for the Sheriff 6 s Of fi ce during the audit period
4 below). The turnover rate is calculated by adding the number of new hires that failed to complete their

probationary period to the number of employees who left for any reason and then dividing that number by

the total number of employees at the highest staffing level for the fiscal year.

Exhibit 4:
Average Turnover Rate

5-Year

FY14 | FY15 | FY16 | FY17 | FY18 | Average
TOTAL AUTHORIZED POSITIONS 183 | 191 | 194 | 194 | 194 191
Highest staffing level per fiscal year 164 | 162 | 173 | 174 | 175 169.6
New hires that did not complete the
probationary period 1 5 5 3 6 4
Employees who left for any reason* 13 19 16 14 23 17
Turnover Rate 9% | 15% | 12% | 10% | 17% | 12.6%
Retention Rate 91% | 85% | 88% | 90% | 83% | 88%

*Includes all employees who left for voluntary or involuntary reasons: retirement, death, etc.

According to employee interviews, recruitment is the most important issue inthe S h e r Officé. Emnsployees

state recruitment levels are low due to lack of qualified applicants. Typically applicants are unqualified due

to age (not meeting the minimum age requirement), drug history, excessive traffic citations,
missing/contradictory application information, and failure to pass physical agility tests or psychological

evaluations. This issue has led to understaffing. Exhibits 5 and 6 show the drastic disparity between the
numberofappl i cati ons t he Sher idumi@sofatifafcandidates hired éof botbthe and t h e
Deputy Sheriff and Detention Officer positions.
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Exhibit 5:
Recruitment of Detention Officer Positions

Number of Candidates Throughout Process
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In FY16, the Detention Officer position was created; the initial application and physical agility test numbers were
included in the Deputy Sheriff results. The two positions were separated beginning in FY17.

Exhibit 6:
Recruitment of Deputy Sheriff Positions

Number of Candidates Throughout Process
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The Deputy Sheriff and Detention Officer positions are considered safety-sensitive. As such, the application
process for these positions with t stagesSapplicatiord, phgsial
agility test, background check, interview, medical physical, psychological, and drug testing. Applicants that

apply and meet the minimum qualifications are then scheduled for the Physical Agility Test (PAT).
Background checks are completed on those who pass the PAT. If the applicant successfully clears the
background check without being deferred, the applicant will be interviewed. After the interview,theSh e r
Office determines whom they wish to make an offer of employment and those candidates are given a
conditional offer based on their passing a physical, psychological evaluation, and a drug test. Candidates
who have successfully passed all pre-employment screenings are then given a formal offer of employment
and a start date.

The hiring process takes an average of five and a half months from the date Human Resource s receives
an application to the point where an applicant is hired.

The SO can improve retention of new employees by better educating applicants about the realities of the
job. Employees are not given a realistic expectation of the job function and jail environment during the
recruitment process. Presently, applicants are given a quick tour of the jail. This brief encounter of the jail is
not sufficient for applicants to make an informed decision whether they would like to work as a Deputy within
the jail. Under the current process, there is a stronger possibility of applicants with inflated expectations.
There were survey respondents who stated that working at the SO is not what they expected. Not until after
they are hired, provided three days of training, and eventually assigned to work in an area/unit of the jail alone
do some employees realize they are not a good fit.

A common method for improving attrition is the implementation of a realistic job preview that offers both
positive and negative aspects of the job to prospective candidates. The SO should integrate a realistic job
preview of the environment and the job function during the recruitment/hiring process by scheduling
adequate time for applicants to perform an observation of the activities within the jail during a shift. At the
end of the recruitment process, the applicant should have a realistic picture of what will be required of them
as well as what resources and opportunities will be made available to perform their duties.

In an evaluation oft he SO6s exi t fivie getars (FY14-EYA®), the mueitr team found that nine
percent of past employees left the SO due to lack of advancement opportunities. According to employee
statements, they worked in the jail for a number of years and were never promoted or given the opportunity
to transfer to either the Field or Administration Divisions. In the survey, 43% or 58 respondents indicated
that the lack of advancement opportunities was one of the major issues prevalent in the SO. Lack of
advancement leads to turnover despite training. Without an opportunity to advance/move up in the agency,
employees (even those who have received training) are more likely to leave compared to those who have
opportunities to advance in the organization. Exhibit 7 depicts additional issues that led to voluntary
resignations.
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Exhibit 7
Reasons for Voluntary Resignation

o Ranin i
Begin job elsewhere When asked in the survey if employees

would be in support of an alternative
work schedule, out of 137 respondents,
37.23% responded no, 24.09%
responded yes, and 38.69%
responded maybe. An alternative
schedule is needed; it may positively
improve attrition and retention rates.
When asked to describe the type of
work schedule that staff believes would
work best, 18% of respondents stated
that a 10-hour four-day shift would be
beneficial and 8% stated an eight-hour
work shift would be best. Eleven
percent suggested that by simply
changing the time frame of the shift
from 8 am to 8 pm to either 6 am to 6
pm or 7 am to 7 pm, may improve
morale by allowing employees more
time with their families during daylight
hours.

m Moving out of area
“ Family reasons
{ Commuting distance
B Opportunity for advancement

H Better pay

B Better work conditions

B Supervision (Immediate)

m Lack of training

Overtime

The Fair Labor Standards Act requires sworn officers to receive overtime pay when they exceed 171 hours

of work within a 28-day pay cycle. According to the survey, 53% of Sher i f f 6 s Of fvarkcA&50e mp|l oy e
hours per week, and 27% of employees work over 51 hours per week meaning that 80% oft he Sher i ff 6s
Office employees are working overtime. Due to high vacancy rates, the SO requires employees below the

rank of Sergeant, to work mandatory overtime in the jail. Deputies in Court Services work Monday through

Friday, leaving eight days a month available to work overtime on either a Saturday or Sunday.

Employees assigned to the Jail Division work on a 12.25-hour shift program (2-days on/2-days off; 3-days
on) and so forth that equate to fourteen 12.25-hour days per month, as illustrated:

MON TUE WED THR FRI SAT SUN

ON ON OFF OFF ON ON ON
OFF | OFF = ON ON  OFF OFF | OFF
ON ON OFF OFF ON ON ON
OFF OFF  ON ON  OFF OFF | OFF

Legend:

This overtime is considered mandat or y tebnyfounhdntleat tteher i f f 6
overtime requirement is not mandatory in the literal sense as employees who cannot or do not wish to work

overtime can ask another employee to work their designated shift for them. If there is no other employee

available to work in place of the designated employee, the designated employee is then mandated to work the

required shift.

Scheduling overtime is poorly implemented and has not been adequately communicated to employees.
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Some shifts within the jail schedule overtime for their employees a month in advance while others schedule
overtime as needed. At the same time, the Field Division schedules its employees to work overtime in the
jail. The supervisors of all divisions responsible for scheduling the overtime do not always communicate with
each other, which has led to employees being scheduled, arriving to work, and being told to go home
because they have sufficient people to work the shift.

Overtime is inconsistently processed between the Field and Jail Divisions. Employees who work overtime
in the jail are paid time and a half their hourly rate of pay for any hours of overtime worked. The employees
in the Field Division are required to time adjust overtime hours. Time adjusting when the shifts are already
short-staffed compounds the issue even further. Employees have been advised that there is no money in
the overtime budget for the Field Division because the funds are allocated to cover the overtime within the
jail, thus resulting in the need for the time adjustments.

Thetot al overtime expenditur es TFRKYb8rtotateth%5,918,660,rwhichfis®8% Of f i c e
more than originally budgeted. Exhibit 8 depicts the amount of overtime that was used by each division.

Issues with the overtime hours were addressed in the survey questions. While 35% of 134 respondents

viewed excessive overtime hours as one of the major concerns withinthe S h e r Officé, 6ver 59% agreed

that overtime work is a necessity.

Exhibit 8
Budgeted vs. Actual Overtime ($)

Budgeted Overtime

Division FY14 FY15 FY16 FY17 FY18 FY14-FY18
Administration $8,000 $8,000 $8,000 $8,000 $8,000 $40,000
Field $81,800 $81,800 $81,800 $81,800 $81,800 $409,000
Jail $270,061 $273,024 $273,024 $273,024 $273,024 $1,362,157
Total $359,861 $362,824 $362,824 $362,824 $362,824 $1,811,157

Actual Overtime

Division FY14 FY15 FY16 FY17 FY18 FY14-FY18

Administration $5,955 $7,181 $7,970 $8,142 $4,567 $33,815

Field $96,857 $167,075 $242,528 $225,044 $134,651 $866,155

Jall $776,126 $883,095 $960,833 $1,235,874 $1,160,662 $5,016,590

Total $878,939 $1,057,350 | $1,211,331 $1,469,060 $1,299,880 $5,916,560
To assist with the overtime and staffing issues that
implemented a reserve deputy program that should provide the much-needed assistance to the staff and

reduce the overtime expenditures incurred by the Sheri:

Additional categories of coverage that must be anticipated and planned involves tasks coming up
unexpectedly, but require staff attention. These include emergency medical transports, hospital security

duty, special assignments, emergency events, mass arrests, power failure, emergency searches,
mechanical failure, facility search, suicide/attempted suicide, funerals, high-risk court event, weather event,

and more. These fAdetail sd6 consume many employee hours
the budgeting process.

Pagel4of64



Recommendation 1:

Recommendation 2:

Recommendation 3:

Recommendation 4:

Recommendation 5:

Recommendation 6:

STAFFING RECOMMENDATIONS

Improve recruitment and retention efforts to reach total authorized levels.
Coordinate with HR to finalize the reserve deputy program. Implement as
an initiative for the next budget cycle. This recommendation was
implemented during the audit.

Enhance recruitment efforts to attract qualified applicants.
Offer arealistic job preview during the hiring process.

Change the 12-hour shifts from 8-8 to possibly 6-6 or 7- 7. Or implement
8 or 10-hour shifts in place of 12-hour shifts.

Improve communication between divisions and supervisors regarding
overtime schedules or have one person responsible for coordinating the
overtime scheduling.

Some employees are paid overtime at the rate of time and a half, and
others are required to time adjust for any overtime worked. Appropriate
compensation of overtime pay or comp time earned instead of time
adjusting when staffing levels are already reduced will help morale.
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B. Training

Inadequate training, specifically in the Jail Division, is an important aspect
affecting employee morale. Insufficient training is a major problem,
particularly for new employees starting their career at the jail with no prior
law enforcement or public safety experience. ~ Anonymous Survey Responde

AMore training
effectively <co

It is important officers receive adequate training to protect themselves,
those in their care, and the security of the agency as a whole. Morale will be low if officers are without
adequate training to achieve these objectives. Survey respondents stated that training is rushed and not-
comprehensive. Fifty-one percent of respondents stated that the lack of training and development is a major
concern. One of the survey questions asked employees to describe the training they received. A wide variety
of open-ended responses fell into one of three categories.

Survey Question: Describe the training you received for your current position.

Response: AHands on training with one of the best at my
2 months. 0

Response: il day observation. 3 days running it wi th t
position. o

Response: AOn the job. Very |ittl eigduetoshaetageofat i on pl aced
staff and forbidden to have extra personnel du

Response: Al was assigned to the wunit with another deput
other deputy. The second day they watched me. The third day | was by
myself they checked on me 3 or 4 times, and afterthat,] was on my own. 0

Response: AMostly | earned on my odhfandulWwbykeéd through t

Response: A Tr ai ni ng us u alddyyinvhichthe trasneesfirstavatch8s the
trainer, then the trainee gets more hands on, and lastly the trainer
shadows the trainee. o

Response: fi | was with a specific JTO and received a wee
with written performance evaluations that allowed me to assess areas of
strength and areas of focus for improvement. However, since moving to
the new jail, training has sharply declined. New deputies receive minimal
training at best, often by wunranked and wuncert

After a review of all survey responses, the audit team determined that no formal, comprehensive training
program existed for new hires at the jail and current training efforts fell into one of the following three
categories.

1. Employees received little to no training for their positions.
2. Employees received very extensive training in several areas/assignments for an extendedperiod.

3. Empl oyees r-thejeolv@ dt ma inofia strgcturech teinimgaudriculum.

New Hire Training

Survey responses were consistent with verbal comments expressed in interviews. New hires at the jalil
receive up to five days of training. The first day is spent observing another deputy working in a unit with 60
plus inmates, the second day the recruit will work the unit while the other deputy assists, and on the

Pagel6of 64



third day, the recruit works the unit by themselves with the deputy simply observing the recruit. After the
third day, the recruit is left alone to work the unit of 60 plus inmates without assistance.

The SO has a #fAjail firsto policy, whi c lhthe 8@to begie s
their career in the jail. The impactoft he fj ai | firsto policy has the
creating an excessive turnover. Interviews indicate that newly hired employees can be easily intimidated in
the jail environment. Perhaps, if the training were more comprehensive over a longer period, new officers
would gain more confidence. While some employees may be able to tough it out until they get the hang of
it, others are not as successful, as demonstrated by the steady turnover rate over the audit period.

Before the opening of the fi n e jailp) new hires received approximately three months of training before
working in the jail. While the reason for the drastic change in training is unknown, a likely reason could be
the lack of staff. In the survey, 17% of 131 survey respondents indicated, they received less than a week of
training from the Sheriffds Office.

After working in the jail a few months, new hires receive their Jailer Certification. The Peace Officer
Standards and Training (P.O.S.T.) certification is not required for deputies

al | n
prope

upon hire, but they are mandated to be certified typically within 181024 | 57 aj ni ng u s & adyd

mont hs following their start dat-e/| iywhichthe trainee first watchestfPf f i ¢

the-job training for new hires; however, not an adequate amount of quality | trainer. thenhe trainee gets more
training. hands on and lastly the trainer

The lack of job growth and learning opportunities hurt employee morale.

There are very few opportunities for job growth or cross-training for ~ Anonymous Survey Respondent

employees working at the jail. After two years, employees are eligible to
apply for promotional opportunities. Many employees are interested in

shadows the trai

working in the Field Division. Due to the number of limited

positions in the Field Division, the dAjail firsto
eager to advance or try something different. The length of time between when new employees begin work

at the jail and when they have an opportunity to transfer to the Field Division can range from two years into
perpetuity. Employees work in inmate housing units for months and even years before they are offered an
opportunity to work intake, release, classification, programs, or other positions in the jail.

In October 2017, the Successful Implementation of a Jail Training Officer Program in the Clarke County Jail

pol i c

guide was updated bytheSher i f f 6s Of fice. This document expl ains th

(JTO) program and the process of training new jail personnel. New jail employees go through training
comprised of nine different phases. Phases 1-7 are considered core training and are to be completed upon
hiring. Phases 8-9 of the new hire training are to be completed within two years of ane mp | o \staredéats.
The core training alternates time spent training directly with a JTO and time spent training individually.
Totaling all core training time, new employees spend 14 days training with a JTO and 17 days of training
individually. Dependent on the work schedule, new employees can spend one to three months in core
training.

Additionally, all JTOs that train new hires are required to have at least two years of working experience in
the jail. The survey and interviews indicate that although the JTO program was recently updated, there are
requirements in the JTO program and new hire training that are currently not being implemented. In the
interviews, it was mentioned that the JTO program is being redeveloped. Survey respondents also
mentioned that they received their new hire training with employees with less than one year of experience
working in the jail. The current new hire jail training is completed within three days, as opposed to the one

to three months under the JTO program. The ufdatedini f f 6s O

October 2017, which is creating insufficient training of new jail personnel. When new jail personnel is not
trained appropriately, their safety and the safety of other jail employees are compromised. Insufficient training
of new hires also decreases morale and confidence for the newhires.

Sixty-four percent of respondents feel jail security requires additional training and development.
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Inadequate staffing levels is a challenge inthe S h e r Officé. &taffing issues affect all areas in the jail,
especially training. Insufficient staffing in the jail is resulting in a lack of experienced employees
available to train new hires.

New hires in the jail are now typically provided three to five days of training before working alone in an
individual unit. Based on the JTO program, new hires are expected to be trained by a JTO. According to
the Successful Implementation of a Jail Training Officer Program in the Clarke County Jail document that

was updated in October 2017:
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