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FOREWORD 

T h i s  r e p o r t  o n  t h e  f e a s i b i l i t y  o f  e s t a b l i s h i n g  a d e p a r t m e n t  o f  co r rec t ions  
f o r  Hawai i  i s  s u b m i t t e d  t o  t h e  L e g i s l a t u r e  p u r s u a n t  t o  Senate Reso lu t ion No. 
124 w h i c h  was a d o p t e d  during t h e  R e g u l a r  Session of 1982. 

T h e  d a t a  p r e s e n t e d  a n d  t h e  f i n d i n g s  a n d  conc lus ions  reached  i n  t h e  
r e p o r t  w o u l d  n o t  h a v e  been ach ievab le  w i t h o u t  t h e  h e l p  o f  o t h e r s .  T h e  
B u r e a u  wishes t o  acknow ledge  t h e  va luab le  ass is tance p r o v i d e d  by t h e  
c o r r e c t i o n s  agenc ies  o f  o t h e r  s ta tes  a n d  t h e  s t a t e  agencies f r o m  Hawai i ' s  
e x e c u t i v e  a n d  j u d i c i a l  b r a n c h e s ,  a n d  t o  e x t e n d  i t s  s i n c e r e  apprec ia t i on  t o  
t h e m  f o r  g r a c i o u s l y  c o o p e r a t i n g  i n  t h i s  s t u d y .  T h e  B u r e a u  is  espec ia l ly  
g r a t e f u l  t o  t h e  C o r r e c t i o n s  D i v i s i o n ,  t h e  I n t a k e  S e r v i c e  C e n t e r ,  t h e  Hawaii  
P a r o l i n g  A u t h o r i t y ,  t h e  S t a t e  L a w  En fo rcement  a n d  P l a n n i n g  A g e n c y ,  t h e  s t a f f  
o f f i c e s  o f  t h e  D e p a r t m e n t  o f  Social Serv i ces  a n d  Hous ing ,  a n d  t h e  J u d i c i a r y  
f o r  t h e  t ime s p e n t  in comp i l i ng  d a t a  f o r ,  a n d  i n  r e v i e w i n g  a n d  comment ing on,  
t h i s  r e p o r t .  

Samuel €3. K .  C h a n g  
D i r e c t o r  

J a n u a r v  7983 
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EXECUTIVE SUMMARY 

This  s t u d y  was conducted in response t o  Senate Resolution No. 124 
w h i c h  was adopted d u r i n g  t h e  Regular Session o f  1982. The Resolution 
i n fe r red  t h a t  t h e  problems i n  Hawaii's correct ional system, such as t h e  lack o f  
one  under l y ing  phi losophy o r  pol icy govern ing correct ions and the  dupl icat ion 
of ef for ts ,  wi l l  b e  resolved w i th  t h e  establishment o f  a separate department o f  
cor rec t ions .  T h i s  s t u d y  explores t h e  va l id i ty  o f  these assumptions b y  (1) 
i d e n t i f y i n g  the  problems i n  the  correct ional system; (2)  ascertaining whether  
a change i n  organizat ional s t ruc tu re  is t h e  appropr iate remedy; and (3) 
determin ing  whether  establ ishing a department o f  correct ions is feasible f o r  
Hawaii. Readers are advised t o  re fe r  t o  t h e  Legislat ive Reference Bureau 
r e p o r t  ent i t led, "Review o f  t he  Implementation o f  t he  Hawaii Correct ional 
Master  Plan", as a supplement t o  t h i s  repo r t  since t h e  t h e  proposal t o  
establ ish a separate department i s  inex t r icab ly  t i ed  t o  the  fa i lures o f  t h e  
Master  Plan. 

T h e  Bureau conducted a survey  o f  o ther  states and found t h a t  whi le 
reorganizat ion of correct ional systems in t h e  Un i ted  States appears v e r y  
popular ,  t he re  i s  no ideal s t ruc tu ra l  model f o r  correct ional organizat ion. 
A l though  33 states have a separate department o f  corrections, t he re  a re  many 
var iat ions among t h e  states as t o  t h e  correct ional components t h a t  a r e  
i nc luded  in  t h e  department. Th is  i s  because a state must consider numerous 
fac tors ,  such as t h e  evolut ion o f  correct ions in t h e  state, t h e  c u r r e n t  pol i t ica l  
climate, t h e  avai labi l i ty  o f  f iscal resources, and  the  compatibi l i ty o f  t h e  
object ives and goals o f  t h e  correct ional system w i th  t h a t  of t h e  res t  o f  t h e  
c r imina l  just ice system. 

T h e  Bureau also conducted research on t h e  pros and cons o f  d i f f e r e n t  
correct ional  and cr iminal just ice organizational s t ruc tures  and concluded t h a t  
a l though theoret ical ly,  t h e  advantages o f  establ ishing a separate department 
ou twe igh t h e  disadvantages, t h e  fol lowing pract ica l  considerations render  t h e  
proposal  inappropr ia te  f o r  Hawaii a t  t h i s  time: 

(1) Most correct ional administrators agree tha t  establ ishing a 
separate department f o r  correct ions would on ly  be  worthwhi le 
if t h e  pre- t r ia l ,  pre-sentence, intake, custodial care, 
p robat ion  supervision, and parole supervision funct ions a re  
consolidated w i th in  ' the  department as l i ne  divisions, w i th  on ly  
t h e  parole determinat ion func t ion  under  an autonomous agency. 
T h e  h is tor ica l  development o f  correct ions in Hawaii, however, 
has implanted an a t t i tude o f  independence among correct ional 
agencies and u n t i l  there  i s  a change in t h i s  att i tude, there  w i l l  
be  v igorous opposit ion t o  th is  t y p e  o f  department. 

(2) A l though t h e  Bureau did n o t  conduct a cost analysis, it is 
obvious t h a t  creat ing a new department w i l l  be  cost ly a t  t h e  
onset since f u n d s  would b e  requ i red  t o  establish s ta f f  services 
off ices f o r  t h e  department, and f o r  addit ional of f ice space, 
equipment, and supplies. T h e  present  f iscal p i c tu re  indicates 
t h a t  a commitment o f  necessary f iscal resources i s  no t  possible. 



T h e  problems i n  t h e  system can be  categorized as e i ther  
deal ing w i th  coordinat ion and communication among t h e  
correct ional and cr iminal just ice agencies, o r  adminis t rat ive and 
management problems in t h e  Correct ions Div is ion.  Such 
problems wi l l  not  be  resolved b y  t h e  creat ion of a separate 
department.  

The re  is a need f o r  a rear t icu lat ion of correct ional pol icy and 
f o r  t h e  development o f  a new master plan and funct ional  p lan.  
Un t i l  these needs are  met, any major reorganizat ion proposal 
would be  premature.  It must  be emphasized, however, t h a t  
since correct ional programs are  d i rec t l y  impacted b y  t h e  
actions o r  non-actions of t h e  cour ts ,  police, prosecutors, and 
t h e  legis lature ( i n  enact ing sentencing and correct ional 
legislat ion and in f u n d i n g  correct ional programs),  t h e  
development o f  policies must be viewed f rom a cr iminal just ice 
perspect ive.  

I n  view of t h e  f ind ings,  t h e  Bureau made t h e  fol lowing recommendations: 

(1) T h e  Legis lature should convene an ad hoc committee t o  
rear t icu late t h e  correct ional phi losophy of t h i s  State, t o  
develop coordinated correct ional policies, standards and goals, 
and t o  c la r i f y  t h e  funct ions and roles of each cr iminal just ice 
agency i n  implementing state correct ional policies. 

(2) T h e  In take Service Center  is a unique agency because i t  is 
funct ional ly  involved i n  funct ions t h a t  af fect  two branches o f  
government.  The  Master Plan del iberately designed t h e  Center 
i n  t h i s  manner so tha t  i t  could be  involved i n  all phases o f  
o f fender  processing and coordinate service de l ivery  i n  t h e  
correct ional system. Unfor tunate ly ,  t h i s  uniqueness has 
caused t h e  placement of t h e  Center  i n  t h e  State's bureaucrat ic  
s t r u c t u r e  t o  be  a major problem. A f i r m  decision must be  
made t o  determine whether  o r  not  t h e  Center should cont inue 
i n  existence. I n  making t h i s  decision, t h e  fol lowing opt ions 
should b e  considered: 

I f  t h e  Legislature believes tha t  t h e  Master Plan concept o f  
serv ice de l ivery  coordinat ion t h r o u g h  an agency l i ke  t h e  
Center  is s t i l l  feasible and desirable, then t h e  Center  
should cont inue as an autonomous agency. Clear 
guidel ines as t o  t h e  Center 's  responsibi l i t ies and au tho r i t y  
must be  developed and  cr iminal just ice agencies must b e  
d i rec ted  t o  accept such guidelines and cooperate w i th  t h e  
Center .  A decision must also be  made as t o  whether t h e  
Center  is t o  remain under  t h e  Execut ive Branch o r  
whether  it is t o  be  t r a n s f e r r e d  t o  t h e  Jud ic ia ry .  

I f  t h e  Legislature believes tha t  t h e  Master Plan concept o f  
centra l ized service de l ivery  is no longer feasible or  
desirable, then t h e  Center  should e i ther  be dissolved o r  
made in to  a l ine d iv is ion.  



If the  Center  is dissolved, t h e  pre- t r ia l ,  p r e -  
sentence, and o f fender  supervision funct ions 
could b e  placed i n  t h e  Jud ic ia ry  and t h e  intake 
and diagnost ic correct ions funct ions could b e  
placed i n  t h e  Correct ions Div is ion.  This, 
however, would be tantamount t o  reve r t i ng  back 
t o  t h e  o ld  system before t h e  Master Plan was 
adopted. 

If t h e  Center 's s tatus is t o  change f rom an 
administrat ively attached agency t o  a f ine 
division, i t s  placement i n  t h e  Executive Branch o r  
the  Jud ic ia ry  depends on a pol icy decision as t o  
which funct ions the  Center  should b e  per forming 
and whether  t h e  Center  should cont inue t o  
per form funct ions which, i n  par t ,  belong t o  
another b ranch  o f  government, i.e., if t h e  Center  
i s  placed i n  t h e  Judic iary,  should it cont inue t o  
per form intake and diagnostic correct ions 
funct ions, o r  if it remains i n  t h e  Executive 
Branch should it cont inue t o  per form p r e - t r i a l  
and pre-sentence funct ions.  

(C) Whether o r  not  t h e  Center  i s  dissolved, o r  placed w i th in  
t h e  Jud ic ia ry  o r  the  Executive Branch as an 
administ rat ive ly  attached autonomous agency o r  as a l ine  
division, t he  funct ional  conf l ic ts  must  be  resolved. 

(3) A f t e r  t h e  state correct ional policies, standards, and goals a re  
established, t h e  Legislature should consider t h e  establishment 
o f  a pol icy council, w i th  professional staff ,  t o  monitor t h e  
implementation and cont inu ing update o f  such policies, 
standards, and goals. 

(4) A comprehensive management and program aud i t  o f  al l  
correct ional agencies should be conducted i n  o r d e r  f o r  t h e  
Legis lature t o  e f f i c ien t ly  allocate t h e  l imited available resources 
t h a t  agencies are competing f o r .  The correct ional system has 
grown substant ial ly since the  Master Plan was adopted i n  1973, 
y e t  t he re  has never been a comprehensive evaluation o f  t h e  
operat ions t o  determine whether  program objectives a re  be ing 
met and whether  management techniques requ i re  improvement. 
Detailed audi ts  w i l l  also ident i fy  where unneccessary 
dupl icat ion of e f fo r ts  occurs. 

( 5 )  A n  information systems coordinat ion committee, spearheaded b y  
t h e  Criminal Just ice Data Center and composed of 
representat ives o f  al l  cr iminal justice ' agencies and the  
Electronic Data Processing Division, should b e  established to  
develop a systemwide funct ional p lan f o r  cr iminal justice 
information processing. 

vii 





Chapter I 

INTRODUCTION 

The idea o f  establ ishing a separate department o f  correct ions is an old 
proposal in Hawaii t h a t  has been rev ived because of f rus t ra t i on  experienced 
b y  legislators i n  attempting t o  improve the  State's capacity t o  deal w i th  t h e  
overcrowding o f  i t s  correct ional facil i t ies, t h e  management o f  cr iminal just ice 
agencies, and  t o  cu r ta i l  crime. D u r i n g  the  1982 legislat ive session, a senate 
b i l l  cal l ing f o r  t h e  establishment o f  a department o f  correct ions passed t h i r d  
read ing  i n  t h e  Senate b u t  d ied  in t h e  House o f  Representatives. T h e  i n t e n t  
of t h e  bill, S.B.  No. 2381-82, was t o  be t te r  coordinate t h e  over lapp ing 
func t ions  o f  t h e  Judic iary and t h e  ln take Service Center t h a t  have been t h e  
cause o f  conf l ic ts  between t h e  ln take Service Center and the  Jud ic ia ry  since 
t h e  Hawaii Correct ional Master Plan was adopted. Th is  bill, as amended, 
proposed t h e  creat ion o f  a department consist ing o f  t h e  correct ions division, 
t h e  off ice o f  juveni le  parole, and t h e  adul t  and juveni le probat ion func t ions  
present ly  under  t h e  Judic iary.  T h e  Hawaii Parol ing Author i ty ,  I n take  Serv ice 
Center,  and t h e  Crtminal In ju r ies  Compensation Commission were included in 
the proposed department as administrat ively attached agencies. For a l l  
i n ten ts  and purposes, the  on ly  changes tha t  would resu l t  f rom such a 
s t r u c t u r e  would b e  the  t rans fe r  o f  probation funct ions t o  t h e  execut ive 
b ranch  and t h e  establishment o f  administrat ive staf f  off ices devoted t o  
correct ions.  

The House had i t s  own proposal t o  resolve t h e  same problem. House B i l l  
No. 2318-82 proposed the  t rans fe r  o f  t he  ln take Service Center  to  t h e  
Jud ic ia ry .  Th is  bill was t h e  resu l t  o f  an agreement tha t  was reached between 
t h e  Governor and t h e  Chief Just ice late i n  1981 i n  an e f fo r t  t o  work  out  an 
amenable solut ion t o  t h e  ln take Service Center-Judic iary conf l ic t .  The two  
b i l l s  were obviously i n  conf l ic t  as t o  the  funct ional placement o f  probation, 
and  since t h e  t w o  houses could n o t  agree on a compromise position, H .B .  No. 
2318-82 was amended i n  conference committee t o  on ly  p rov ide  f o r  t h e  
abolishment o f  t h e  ln take Service Center  pol icy board. Consequently, Senate 
Resolution No. 124 was adopted by t h e  Senate to  request t h e  Off ice of t h e  
Legislat ive Reference Bureau t o  conduct  a feasib i l i ty  s tudy  on t h e  concept o f  
establ ish ing a department o f  correct ions (see Appendix F f  . 

S.R. No. 124 stated t h a t  " . . . t he  consolidation o f  correct ional services 
such as the  adu l t  and juveni le funct ions shared by t h e  Department o f  Social 
Serv ices and Housing and the  Jud ic ia ry  might faci l i tate be t te r  coordination 
among correct ional agencies and reduce dupl icat ion o f  e f fo r ts  and o ther  
ineff ic iencies o f  t h e  present  fragmented system." S.R. No. 124 in fers  t h a t  
t h e  problems i n  Hawaii's correct ional system, such as t h e  lack o f  one 
u n d e r l y i n g  phi losophy o r  pol icy govern ing correct ions and t h e  dupl icat ion o f  
e f f o r t s  w i l l  b e  resolved w i th  t h e  establishment of a separate department o f  
correct ions.  It is t h e  in ten t  o f  th is  s tudy  t o  explore the  va l id i ty  o f  t h e  
assumptions made by the  resolut ion b y  (1) ident i fy ing  the  problems i n  
Hawaii 's correct ional system; (2) ascertaining whether a change i n  t h e  
organizat ional s t r u c t u r e  is t h e  appropr iate remedy; and (3) determining 
whe the r  establ ishing a separate department o f  correct ions i s  feasible f o r  our 
State. 
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L a s t  year ,  t h e  Leg is la t i ve  Reference B u r e a u  c o n d u c t e d  a r e v i e w  o f  t h e  
implementat ion o f  t h e  Mas te r  Plan a n d  f o u n d  t h a t  most o f  t h e  prob lems i n  t h e  
c u r r e n t  sys tem stem f r o m  t h e  k las ter  P lan.  T h e  B u r e a u  be l ieves t h a t  t h e  
p roposa l  t o  es tab l i sh  a d e p a r t m e n t  o f  c o r r e c t i o n s  is  i n e x t r i c a b l y  t i e d  t o  t h e  
f a i l u r e s  o f  t h e  Mas te r  Plan.  A c c o r d i n g l y ,  t h e  r e a d e r  i s  a d v i s e d  t o  r e f e r  t o  
t h a t  Leg is la t i ve  Reference B u r e a u  r e p o r t ,  "Rev iew o f  t h e  Implementat ion o f  
t h e  Hawai i  C o r r e c t i o n a l  Mas te r  Plan",  as a supp lement  t o  t h i s  r e p o r t .  

Methodology of Study 

A t  t h e  onse t  o f  t h i s  s t u d y ,  it was d e c i d e d  t h a t  i n  o r d e r  t o  de te rm ine  t h e  
f e a s i b i l i t y  o f  e s t a b l i s h i n g  a d e p a r t m e n t  o f  co r rec t ions ,  it w o u l d  b e  necessary 
t o  ascer ta in  w h i c h  components w o u i d  b e  i n c l u d e d  i n  t h e  depar tmen t ,  t o  
i d e n t i f y  t h e  c u r r e n t  prob lems in t h e  c o r r e c t i o n a l  system, a n d  t o  we igh  t h e  
p r o s  a n d  cons o n  t h i s  issue.  A c c o r d i n g l y ,  t h e  research  encompassed t h e  
fo l l ow ing :  

( 1 )  A s u r v e y  o f  t h e  o t h e r  f o r t y - n i n e  s ta tes  i n q u i r i n g  i n t o  
t h e i r  c o r r e c t i o n a l  o rgan iza t ion  a n d  r e o r g a n i z i n g  
exper iences,  if a n y ;  

( 2 )  Research o n  o rgan iza t iona l  s t r u c t u r e ,  espec ia l ly  i n  t h e  
c r im ina l  j u s t i c e  a n d  c o r r e c t i o n a l  areas;  

(3) P r e - i n t e r v i e w  s u r v e y  o f  t h e  c o r r e c t i o n a l  agencies i n  
Hawai i  r e g a r d i n g  t h e i r  v iews  on t h e  p rob lems o f  t h e  
p r e s e n t  sys tem a n d  t h e  f e a s i b i l i t y  o f  e s t a b l i s h i n g  a 
depar tmen t  o f  c o r r e c t i o n s ;  a n d  

(4) I n t e r v i e w s  i n  t h e  f i e l d  (see A p p e n d i x  E f o r  l i s t  o f  
r e s o u r c e  p e r s o n s ) .  

Organization of Report 

T h e  r e p o r t  i s  set  f o r t h  i n  t h e  fo l l ow ing  p a r t s :  

(1 )  C h a p t e r  1 is  t h e  i n t r o d u c t i o n ;  

(2) C h a p t e r  2 p r e s e n t s  t h e  h i s t o r i c a l  b a c k g r o u n d  o f  t h e  
deve lopment  o f  t h e  f i e l d  o f  c o r r e c t i o n s  in America a n d  i n  
Hawaii; 

(3) C h a p t e r  3 desc r ibes  t h e  c u r r e n t  o rgan iza t iona l  s t r u c t u r e  
o f  t h e  Hawai i  c o r r e c t i o n a l  sys tem a n d  t h e  f u n c t i o n s  o f  
t h e  component  agencies f r o m  t h e  Depar tment  o f  Social 
Serv ices a n d  H o u s i n g  a n d  J u d i c i a r y ;  

(4) C h a p t e r  4 d iscusses t h e  major  prob lems o f  t h e  p r e s e n t  
co r rec t iona l  system; 



Chapter  5 expounds on t h e  department o f  correct ions 
concept and the  pat terns o f  s t ruc tu ra l  organization i n  
o ther  states; 

Chapter  6 presents a discussion o f  t h e  issues tha t  must  
b e  considered i n  determining t h e  appropriateness f o r  a 
separate department f o r  correct ions in Hawaii; 

Chapter  7 repor ts  the  f indings,  conclusions, and  
recommendations of t h e  Off ice o f  t h e  Legislat ive 
Reference Bureau; and 

T h e  Appendices prov ide  details regarding t h e  
organizat ion o f  correct ional systems o f  o ther  states. 

Def in i t ion  o f  Terms 

T h e  National Adv isory  Commission on Criminal Just ice Standards and  
Goals def ines "correct ions" as t h e  community's off ic ial  reactions t o  t h e  
conv ic ted of fender,  whether  a d u l t  o r  juveni le. '  A l though t h e  te rm "convicted 
o f fender"  i s  no t  real ly  applicable t o  juveniles since there  is no charge o r  
convict ion o f  a juveni le  unless the  juveni le is t r i e d  as an adult ,  correct ions 
systems today a r e  deeply enmeshed in  juveni le programs and must cont inue 
s u c h  involvement u n t i l  it is feasible t o  remove juveniles not  t r i e d  as adul ts  
f o r  criminal acts f rom the  purv iew o f  correct ions. T h e  Adv isory  Commission 
a lso determined t h a t  p re t r i a l  detention, whi le n o t  a correct ional funct ion, 
shou ld  be handled b y  t h e  correct ional faci l i t ies since they  have t h e  resources 
available. 

Correct ions funct ions t radi t ional ly  mean a l l  act iv i t ies invo lv ing  t h e  
o f fender  a f te r  t h e  point of sentencing, inc lud ing probation supervision. 
Th roughou t  th is  repor t ,  however, there  w i l l  b e  discussion on some funct ions 
such  as pre-sentence services which are t radi t ional ly  "non-correct ions" 
func t ions  t h a t  have become p a r t  o f  Hawaii's correct ional system under  t h e  
Master  Plan. T h e  Master Plan consolidated these funct ions w i th  correct ions 
funct ions in o r d e r  t o  p rov ide  a uni f ied system response t o  of fenders be ing 
processed t h r o u g h  the  cr iminal just ice system. A l l  references to  "corrections" 
o r  "correct ional system" wi l l ,  therefore, encompass all funct ions o f  t h e  In take  
Serv ice  Center, Correct ions Division, Hawaii Paroling Author i ty ,  and t h e  
Probation departments o f  t h e  Judic iary.  T h e  te rm "criminal just ice system" as 
used  in  t h i s  r e p o r t  includes t h e  police, courts, prosecutors, and pub l ic  
defenders, as wel l  as t h e  correct ional agencies. 



Chapter 2 

DEVELOPMENT OF THE CORRECTIONS FIELD 

Par t  I 
Correct ional  System Components 

Correct ional systems th roughout  t h e  coun t r y  have a var ie ty  o f  component 
p a r t s  since what is inc luded i n  a system depends p r imar i l y  on t h e  par t i cu la r  
state's def in i t ion o f  correct ions.  Generally, t h e  basic correct ional components 
a r e  inst i tu t ional  care, probat ion, and  parole f o r  b o t h  adul ts  and juveni les. 
T h e  designat ion o f  agency responsib i l i ty  f o r  each component and  the  
placement o f  such agencies i n  t h e  governmental s t r u c t u r e  among t h e  f i f t y  
states are also d iverse.  T h e  absence o f  an ideal model f o r  al l  correct ional 
systems is a t t r ibu tab le  t o  t h e  fragmented development o f  each component p a r t  
i n  American h i s to ry  and t h e  subsequent attempts by cr iminal just ice scholars 
t o  coordinate these components which evolved independent ly  as new ideas on 
how t o  best  deal w i t h  t h e  cr iminal o f fender .  

T h e  use of incarcerat ion as a sentence in t h e  Un i ted  States developed as 
a humane method o f  punishment d u r i n g  t h e  late 1700s w i th  t h e  establishment 
of t h e  Walnut Street  Jai l  i n  Philadelphia d u r i n g  a time when physical  
punishment  was t h e  usual penal ty  f o r  committ ing a cr ime and incarcerat ion 
was p r imar i l y  used as a means of deta in ing t h e  accused u n t i l  t h e  mode of 
punishment  had been determined. It was bel ieved t h a t  incarcerat ion would 
re form t h e  of fender on t h e  theory  tha t  so l i ta ry  confinement wi thout  work 
would p rov ide  t h e  of fender w i t h  an oppor tun i t y  t o  contemplate t h e  cr iminal 
act, t o  repent, and t o  be expiated. T h e  adverse physical and psychological 
ef fects of such severe isolation soon became apparent,  and work  and moral 
and rel igious ins t ruc t ion  were added t o  maintain t h e  health of t h e  p r i sone rs . '  

I n  ensuing years,  as author i t ies began t o  realize tha t  t h e  systern of 
isolation was not  ef fect ive ly  accomplishing the  purpose of inmate remorse and 
redemption, rehabi l i ta t ive programs such as t h e  establishment of l ibrar ies,  
recreat ional act iv i t ies, and educational opportuni t ies were added t o  the  
incarcerat ion environment as incent ives f o r  p r isoners  t o  improve themselves 
and t o  change t h e i r  ways.' 

T h e  concept o f  probat ion is bel ieved t o  have or ig inated i n  t h e  ear ly  
1800s when a Boston cobbler  b y  t h e  name o f  John Augustus convinced t h e  
c o u r t  author i t ies t o  allow him t o  pay t h e  f ines f o r  common d r u n k s  and place 
them under  his superv is ion.  When t h e  o f fender  was b rough t  back t o  cou r t  
f o r  sentencing, Augustus repor ted on t h e  of fender 's  progress toward  
reformation and t h e  judge usual ly imposed a miniscuie f ine  instead of 
commitment to an ins t i tu t ion .  As a resu l t  of A u g u s t u s  ef for ts ,  Classachusetts 
became t h e  f i r s t  state t o  pass a probat ion s ta tu te  i n  1878. 

When t h e  f i r s t  Juveni le  Cour t  was establ ished i n  1899, the re  was a 
s t rong  impetus t o  f u r t h e r  employ probat ion as a legitimate a i te rna t ive  t o  
incarcerat ion, as the re  was a desire t o  keep juveni le  offenders ou t  o f  adu l t  
pr isons.  Juveni le probat ion spread qu i ck l y  t h roughou t  the  nation and b y  
1910, f o r t y  states had some k i n d  o f  probat ion serv ice f o r  juveniles. As f o r  
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a d u l t  probation, t he  g rowth  was slower and it was not  un t i l  1956 t h a t  
p roba t ion  was available f o r  adu l t  of fenders i n  eve ry  state. '  

The rud imentary  or ig ins  o f  parole i n  t h e  Un i ted  States, can b e  
a t t r i b u t e d  t o  t h e  "good time" law enacted i n  New Y o r k  i n  1817 which enabled 
a correct ional administrator t o  "reduce b y  one f o u r t h  t h e  sentence o f  any  
p r i s o n e r  sentenced t o  imprisonment f o r  n o t  less than  f i v e  years, upon  
cer t i f i ca te  o f  t h e  pr inc ipa l  keeper and o the r  sat is factory evidence, t h a t  such  
p r i s o n e r  had  behaved well, and  had acquired in t h e  whole, t h e  net  sum o f  15 
do l l a rs  o r  more p e r  a n n ~ m . " ~  While good t ime laws were a step i n  the  r i g h t  
d i rect ion,  t h e y  were not  f lex ib le  enough since they  were usual ly  bound by a 
f i x e d  formula. In 1832, t h e  concept of indeterminate sentencing began t a k i n g  
shape wi th t h e  e f fo r ts  o f  an Englishman, Captain Alexander Maconochie,' a n d  
a n  Irishman, S i r  Walter Crofton,' i n  t h e  development o f  reform systems 
where in  upon  good conduct, pr isoners were allowed t o  b e  released w i t h  
superv is ion  p r i o r  t o  t h e  expi rat ion o f  t h e  sentence term. Maconochie i s  
c red i ted  w i t h  showing t h a t  by us ing indeterminate sentencing, imprisonment 
c o u l d  be used ef fect ive ly  t o  prepare  an o f fender  f o r  eventual r e t u r n  t o  t h e  
community. Cro f ton  expanded Maconochie's concept by dev is ing  a system o f  
condi t ional  l i b e r t y  i n  t h e  community called a "t icket-of-leave", which could b e  
revoked  at any  t ime w i th in  t h e  span o f  t h e  of fender 's  sentence. 

Par t  I1 
Evolut ion o f  Hawaii's Correct ional  System 

Custodia l  Care  

Pr ior  t o  statehood, the  custodial  correct ions func t ion  f o r  adults and  
juveni les was located i n  t h e  Te r r i t o r i a l  Department of l n s t i t u t i ~ n s . ~  Pr io r  t o  
t h e  creat ion o f  t h e  Department o f  lnst i tu t ions,  t h e  Oahu Prison, inc lud ing i t s  
o u t l y i n g  camps i n  the  neighbor islands, was administered b y  an appoint ive 
non-salar ied Prison Board.  T h e  Hawaii Prison System under  the  Department 
o f  l ns t i t u t i ons  consisted o f  t h e  Oahu Prison, wh ich  was later  renamed t o  t h e  
Hawai i  State Prison, t h e  Kulani  Project, and  the  Olinda Project. T h e  
admin is t ra tor  o f  t h e  system was also the  Warden o f  t he  Oahu Prison. '"  

The Statehood Reorganization Act, Ac t  1, Session Laws o f  Hawaii 1959, 
2 n d  Special Session, abolished the  Department o f  lns t i tu t ions  and created a 
new Department o f  Social Services which encompassed all programs concerned 
w i t h  problems o f  human behavior,  adjustment and da i ly  l i v ing ,  inc luding t h e  
custodia l  care  o f  adu l t  and juveni le  offenders and the  autonomous Board o f  
Parole and Pardons. 

Under  t h e  Department o f  Social Services, t h e  Division o f  Prison System 
was responsible for t h e  operat ion of t h e  State Prison and t h e  Olinda and 
K u l a n i  Honor Camps. A separate division, a Division o f  T ra in ing  Schools, 
was responsible f o r  t he  Koolau Boys '  Home, the  Kawailoa Gir ls '  Home, and the  
Molokai  Fores t ry  Section. T h e  Board  o f  Parole and Pardons retained i t s  
independent  s tatus b u t  repor ted  t o  the  D i rec tor  o f  Social Services for 
admin is t ra t ive  purposes. I '  
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D u r i n g  f iscal year  1961-1962, t h e  department was reorganized and t h e  
Correct ions Div is ion was o f f i c ia l l y  establ ished b y  t h e  consolidation o f  t h e  
Prison System and T ra in ing  Schools d iv is ions.  The  branches under  t h e  newly 
created Correct ions Division included t h e  State Prison, Kulani Honor Camp, 
Ol inda Honor Camp, Hawaii Youth Correct ional  Faci l i ty which was a 
consolidation of t h e  boys and g i r l s  t r a i n i n g  schqols, and t h e  Juveni le  Parole 
sect ion."  The  Conditional Release Branch was establ ished i n  1968 as t h e  
s i x t h  branch of t h e  Correct ions Div is ion.  " 

I n  t h e  mid-seventies, t h e  county  jai ls were t rans fe r red  t o  t h e  
Correct ions Division, the  Ol inda Honor Camp was phased o u t  as  requ i red  b y  
t h e  Master Plan, and t h e  juveni le parole b ranch  was merged w i th  t h e  Hawaii 
Youth Correct ional Faci l i ty b ranch.  Today, t h e  Correct ions Div is ion is 
responsible f o r  t h e  operat ion o f  al l  state correct ional faci l i t ies, inc lud ing  t h e  
condit ional release residences, and consists o f  e igh t  branches and a centra l  
administrat ion of f ice.  

Parole 

The  concept o f  parole saw i t s  beg inn ing  i n  Hawaii i n  1909 when the  
te r r i t o r i a l  leg is lature adopted an indeterminate sentencing phi losophy and 
empowered t h e  Governor  t o  parole any pr isoner  a f te r  serv ing  a minimum term.  
I n  1931, t h e  legis lature created a board  o f  p r ison d i rec tors  which was 
responsible f o r  t h e  administrat ion of t h e  pr ison system, parole decisions 
subject t o  t h e  Governor 's  approval,  paro le supervision, and f i x i n g  minimum 
sentences subject t o  review b y  t h e  sentencing cou r t s .  When t h e  Department 
of Ins t i tu t ions  was created i n  1939, t h e  pr ison administrat ion funct ions were 
t rans fe r red  t o  t h e  new department and a Board  o f  Paroles and Pardons was 
establ ished t o  per fo rm t h e  paro le func t ions .  T h e  legis lature g ran ted  t h e  
Board sole au tho r i t y  t o  g r a n t  paroles i n  1957 and, i n  1965, empowered the  
Board t o  f i x  minimum sentences w i thout  t h e  necessity of c o u r t  rev iew.  I n  
1967, t h e  Board was permi t ted t o  r e f i x  a minimum sentence. '' 

Final ly,  i n  1976, t h e  state leg is lature changed t h e  Board f rom a 
par t - t ime,  f ive-member board  t o  a three-member board  w i th  t h e  chairperson 
se rv ing  on a fu l l - t ime basis. T h e  name of t h e  board  was also changed t o  t h e  
Hawaii Parol ing A u t h o r i t y .  '" 

Probation 

The  concept o f  probat ion was f i r s t  employed w i th  juveniles i n  Hawaii. i n  
1905< t h e  Te r r i t o r i a l  Legislature enacted Ac t  28 t o  empower al l  c i r cu i t  cou r t  
judges and d i s t r i c t  cou r t  magistrates t o  release juveni le del inquents under  
sixteen years o f  age on paro le if t h e  punishment  was no t  more than two years 
and t o  place such del inquents on probat ion.  The  judges and magistrates were 
authorized t o  appoint t h ree  probat ion o f f i cers  who served w i thout  pay  and 
acted on ly  when del inquents were placed under  t h e i r  charge.  I n  1909, the  
Juveni le  C o u r t  was of f ic ia l ly  establ ished b y  Ac t  22 i n  o r d e r  t o  separate 
juveni le cases f rom the  regu lar  police cour ts ,  and c i r cu i t  c o u r t  judges were 
g iven or ig ina l  jur isd ic t ion i n  cases deal ing w i th  juveni les. The  present  family 
c o u r t  system was created b y  Ac t  232, Session Laws of Hawaii 1965, t o  replace 
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t h e  o ld  juveni le cou r t  and domestic relat ions cour t  and t o  estabiish a c o u r t  
system based on the  concept o f  t he  preservat ion of t h e  u n i t y  and wel l -being 
o f  t he  family. ' '  

Adu l t  probat ion was f i r s t  author ized i n  1931 wi th  t h e  passage o f  A c t  41 
w h i c h  empowered c i r c u i t  cour ts  t o  suspend imposition o r  execut ion o f  sentence 
in f u l l  o r  i n  p a r t  and place convicted persons on probat ion except i n  the  more 
ser ious offenses. T h e  judges were authorized t o  appoint probat ion o f f i ce rs  
w h o  served wi thout  compensation and t h e  program was intended f o r  f i r s t - t ime  
o f fenders .  Ac t  41, w i t h  minor  amendments, served as t h e  framework f o r  
a d u l t  probat ion u n t i l  1972 when t h e  Hawaii Penal Code was enacted. U n d e r  
t h e  Penal Code, probat ion became a specific sentence ra ther  than an 
accompaniment to  the  suspension o f  imposition, o r  execution of, sentences as 
was the  previous pract ice. " 

The Hawaii Correct ional  Master PIan 

I n  1969, t h e  National Counci l  on Crime and Delinquency completed a 
comprehensive s tudy  o n  Hawaii's correct ional system. I s  A t  t h a t  time, t h e  
Correct ions Division was on ly  responsible f o r  the  State Prison, y o u t h  
correct ional  facil i t ies, and t h e  Ol inda and Kuiani Honor Camps. Jails were  
opera ted by the  county  police departments, parole was under  the  ju r isd ic t ion  
of a par t - t ime board, and probat ion was the  responsib i l i ty  o f  t he  cour ts .  
T h e  National Council on Crime and Del inquency concluded tha t  whi le Hawaii's 
correct ional  system was progress ive  and receptive t o  change, i t  was 
f ragmented and did not  p rov ide  a cont inuum o f  consistent and e f f i c ien t  
services t o  a l l  o f fenders as t h e y  were processed th rough  t h e  various phases 
of t h e  cr iminal just ice system. 

I n  response to  t h e  National Counci l  on Crime and Delinquency f indings,  
t h e  Legislature, i n  1970, author ized t h e  development o f  a comprehensive 
master  p lan  f o r  correct ions. T h e  Hawaii Correct ional Master Plan was 
completed and submitted t o  t h e  Legislature i n  1972 and enabl ing legislat ion 
was enacted in  1973 to  commence implementation. 

T h e  Master Plan proposed an innovat ive approach to  correct ional 
p lann ing  b y  attempting to  coordinate the  operations o f  t h e  ent i re  cr iminal 
j us t i ce  system t o  faci l i tate a systematic response t o  of fender needs under  one 
common phi losophy.  T h e  Master Plan reorganized t h e  arrangement o f  cr iminal 
j us t i ce  agencies and created a central ized intake process f o r  more e f f i c ien t  
use of resources and de l i ve ry  o f  services t o  the  of fender."  

While implementation o f  t h e  Master PIan has been f a r  f rom successful, it 
d i d  con t r i bu te  t o  the  development o f  a correct ional system in  Hawaii t ha t  is 
h i g h l y  central ized when compared wi th  t h e  systems o f  o the r  states. A l l  of 
Hawaii 's correct ional facil i t ies, inc lud ing the  o ld  county jails, are under  t h e  
statewide cont ro l  o f  t h e  Correct ions Div is ion.  The judicial  system which has 
ju r i sd i c t i on  ove r  the  probat ion funct ion, un l ike  many o f  i t s  mainland 
counterpar ts ,  i s  a un i f ied  system w i th  al l  t he  c i rcu i ts  under  the  general 
admin is t ra t ive  contro l  o f  t he  Chief  Just ice. Parole f o r  all counties is under  
t h e  statewide contro l  of t h e  Hawaii Parol ing A u t h o r i t y .  Accordingly, services 
in cor rec t iona l  faci l i t ies and in  probat ion a n d  parole supervision are general ly 
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prov ided  on a uni form basis a l though each county  jur isd ic t ion is allowed much 
f l ex ib i l i t y  i n  operat ing t o  su i t  i t s  pecul iar  needs. 

T h e  l n take  Service Center  is a un ique agency t h a t  was created b y  the 
Master Plan f o r  t h e  purpose o f  coord inat ing cr iminal just ice act iv i t ies af fect ing 
correct ions i n  a systematic and un i f ied  fashion. . I t  is unique because it was 
created t o  pe r fo rm t radi t ional ly  non-correct ional funct ions ( i . e . ,  p r e - t r i a l  and 
pre-sentences) and correct ional funct ions i e ,  diagnost ic evaluations t o  
assist  i n  decisions concerning secur i ty  classif ication and program 
p resc r ip t i on ) .  Since t h e  ln take Service Center began i ts  operations i n  1976, 
it has been plagued w i th  problems p r imar i l y  due t o  a general absence of 
commitment among cr iminal just ice agencies and legislators t o  accept and 
implement t h e  coordinated systems approach t o  o f fender  processing, and t o  a 
lack o f  f a i t h  in, o r  a resistance t o  accept, t h e  ln take Service Center 's  
involvement i n  areas tha t  were prev ious ly  t h e  responsib i l i ty  of another 
agency.  

T h e  ln take Service Center,  since i t s  inception, has undergone several 
organizat ional changes. Ac t  179, Session Laws o f  Hawaii 1973, established the 
l n take  Service Center as an agency attached t o  t h e  Governor 's  of f ice.  Act  
179 also p rov ided  f o r  t h e  creat ion o f  an ln take Service Center  Adv isory  Board 
of f i f teen members appointed by the  Governor,  f o r  t h e  purpose of advising 
and recommending policies and procedures f o r  t h e  operat ion o f  t h e  ln take 
Serv ice Center .  The  Act  f u r t h e r  p rov ided  tha t  each o f  t h e  f o u r  county 
l n take  Service Centers be  headed b y  an execut ive d i rec tor  t o  be appointed b y  
t h e  Governor  f rom nominations submitted b y  t h e  Adv isory  Board.  

In 1976, Ac t  128 prov ided t h a t  t h e  Oahu ln take Service Center would be 
t h e  overa l l  state execut ive d i rec tor  o f  t h e  ln take Service Center .  Ac t  209, 
Session Laws o f  Hawaii 1977, author ized t h e  state ln take Service Center 
execut ive  d i rector ,  instead o f  t h e  governor ,  t o  appoint t h e  execut ive 
d i rec to rs  of t h e  Hawaii, Maui, and Kauai ln take Service Centers.  Then in 
1980, Ac t  204 changed t h e  Adv isory  Board t o  a pol icymaking board  and 
t r a n s f e r r e d  t h e  ln take Service Center  f rom the  Of f ice of t h e  Governor  t o  the 
Department o f  Social Services and Housing f o r  adminis t rat ive purposes. In  
1981, Ac t  77 changed t h e  t i t les o f  t h e  county  ln take Service Center execut ive 
d i rec tors ,  inc lud ing  t h e  one f o r  Oahu, t o  administrator and gave such 
adminis t rators c i v i l  service status.  T h e  Act  also prov ided f o r  a separate 
state execut ive d i rec tor  t o  be  appointed b y  t h e  Governor .  Finally, Ac t  111, 
Session Laws of Hawaii 1982, abolished t h e  ln take Service Center  Board and 
con fe r red  t h e  ln take Service Center  pol icymaking powers, i n  addit ion t o  the  
management responsibi l i t ies, upon t h e  state execut ive d i rec tor .  

T h e  ln take Service Center  is p resent ly  adminis t rat ive ly  attached t o  the  
Department o f  Social Services and Housing and is headed b y  an Execut ive 
D i rec to r  who is appointed b y  t h e  Governor ,  wi thout  consent o f  the  Senate. 



Chapter 3 

THE CURRENT ORGANIZATION OF CORRECTIONS 

Al l  t h e  execut ive  b ranch  correct ional funct ions are placed under  t h e  
Department  o f  Social Services a n d  Housing. As discussed in chapter  2, t h e  
Department  o f  Social Services and  Housing ( then known as t h e  Department o f  
Social Services) was or ig ina l l y  establ ished b y  t h e  Statehood Reorganizat ion 
A c t  of 1959 by t h e  consolidation of t h e  pub l ic  wel fare department and t h e  
cor rec t ions  component o f  t h e  former Department of i ns t i t u t i ons .  T h e  
cor rec t ions  components in those days  consisted merely of t h e  o ld  p a r t - t i m e  
pa ro le  board  and  t h e  Correct ions Div is ion which was a small d iv is ion  since it 
was only  responsible f o r  t h e  state pr ison,  you th  fac i l i ty ,  and honor camps. 

Department  of Social Services and  Housing S t r u c t u r e  

The  c u r r e n t  s t r u c t u r e  of t h e  Department o f  Social Services and  Housing 
is depicted i n  Exh ib i t  1. The re  are  th ree  l ine divis ions, f i v e  agencies t h a t  
a r e  adminis t rat ive ly  at tached t o  t h e  Department o f  Social Services a n d  
Housing,  and  f i v e  adminis t rat ive s ta f f  of f ices t h a t  render  services t o  a i l  t h e  
Department  of Social Services and Housing components. The  pub l ic  wel fare 
d i v i s i o n  is t h e  largest  o f  al l  t h e  Department o f  Social Services and Housing 
components w i th  a tota l  o f  1,008 author ized posit ions (see Table 1 ) .  

Table 1 

Department o f  Soc ia l  Services and Housing 
Budget and Personnel A l l o c a t i o n  

(FY 1981-82) 

% o f  
P o s i t i o n  DSSH 

Div is ion/Agency -- Count T o t a l  

Cor rec t i ons  D i v i s i o n  809.63 32.26 $ 21,268,280 

K a w a i i  Paro l ing  Au tho r i t y  21.00 .84 437,102 

I n t a k e  Service Centers 51.00 2.03 1,249,426 

C r i m i n a l  I n j u r i e s  
Compensation Commission 3.G0 . ? 2  84,940 

P u b l i c  & e l f a r e  D i v i s i o n  1,008.00 40.17 307,801,429 

General  Admin is t ra t ion  171.00 6.81 3,694,674 

Vocat iona l  R e h a b i l i t a t i o n  li8.00 7.09 7,713,087 

":, o f  
DSSH 
T o t a l  

5.87 

.I2 

. 35  

.02 

84.93 

1.02 

2.13 



DEPARTMENT OF CORRECTIONS FOR HAWAII 

" o f  
Posi-i ion DSSH 

Division!Ageucy Count T o t a l  - Budget 

Commission on t h e  Status 
of Women 2.00 .08 42,901 

Hawaii Housing A u t h o r i t y  266.00  10.00 20,116,238 

The  Department o f  Social Services and Housing has a d i rec tor  a n d  two 
depu ty  d i rec tors .  The  f i r s t  depu ty  is responsible f o r  t h e  overs igh t  o f  social 
serv ice programs inc lud ing  pub l ic  welfare, vocational rehabi l i tat ion, a n d  t h e  
Commission f o r  t h e  Status o f  Women. The  second depu ty  is l i ke  a chief o f  
s t a f f  responsible f o r  t h e  coordinat ion o f  s ta f f  operat ions and organizational 
problems and f o r  t h e  overs igh t  o f  t h e  pub l i c  safety programs i n  t h e  
Department of Social Services and Housing, inc lud ing  t h e  Correct ions 
Division, t h e  In take Service Center,  t h e  Hawaii Parol ing Au tho r i t y ,  and the  
Criminal In jur ies Compensation Commission. 

The  adminis t rat ive off ices tha t  p rov ide  assistance and advice t o  al l  the  
Department of Social Services and Housing components are (I) t h e  
Adminis t rat ive Services Office, (2) t h e  Personnel Office, (3) the  Information 
Systems Office, (4) t h e  Research and Stat ist ics Office, and (5) t h e  Program 
Evaluation Off ice. A descript ion o f  each of f ice and t h e  services they  have 
been p rov id ing  t h e  correct ions components fol lows below. 

Correct ions Div is ion 

T h e  Correct ions Div is ion is responsible f o r  t h e  care and custody of al l  
o f fenders detained in t h e  State's e igh t  correct ional fac i l i t ies.  It has a tota l  
posit ion count  o f  892.63 and i ts  operat ing budget  was S24,424,448 f o r  f iscal 
year  1982-83. For  f iscal year  1981-82, t h e  posit ion count  was 809.63 and  t h e  
budge t  was S21.268.280. See Exh ib i t  2 f o r  t h e  organizat ion s t r u c t u r e  and 
Table 2 f o r  breakdown b y  branches.  T h e  populat ion served b y  the  
Correct ions Division as o f  December 6, 1982 was 1,359. 

T h e  Correct ions Div is ion Adminis t rat ion.  T h e  Correct ions Div is ion 
adminis t rat ive of f ice consists of an administrator,  a depu ty  administrator,  two 
adminis t rat ive secretaries, a s taf f  services o f f i ce  which prov ides f iscal and 
personnel services t o  t h e  branches, a p rogram p lann ing  off ice, a Correct ions 
T ra in ing  Center, and a Correct ions Volunteer  Services Section (see Exh ib i t  
3 ) .  Th i s  adminis t rat ive of f ice has grown substant ia l ly  w i th in  t h e  past  
t h i r t een  years.  I n  1969, p r i o r  t o  t h e  Master Plan, t h e  Correct ions Div is ion 
administrat ive of f ice was staf fed on l y  b y  a d i rector ,  an assistant t o  t h e  
d i rec tor  (responsible fo r  t h e  management o f  t h e  pr ison industr ies program),  
and cler ical  s ta f f .  With t h e  adoption of t h e  Master Plan, t h e  adminis t rat ive 
s ta f f  increased s l i gh t l y  w i th  t h e  addit ion of a few temporary p lann ing  
posit ions t o  oversee t h e  construct ion of t h e  new correct ional faci l i t ies even 







General Adm in i s t r a t i on  

Ha lawa High Secu r i t y  Faci I i t y  

Oahu Comsuni t y  Corrections I Center 

Maui Communi t y  Corrections 1 CenLer 

Haws i i Communi t y  Cor rec t  ions 1 Center 

Kaua i Community Cor rec t ions t  Center 

Kulani  Co r rec t i ona l  Faci I i t y  

Condi l , ion~?_Ret~s~ Center&-._-- 

Table 2 

CORRECTIONS DIVISION 

P o s i t i o n  m e t  A o p r o ~ r i a t i o n s  

Count 

C l i e n t s  Served 12/6/82 

Hesdcoitnt Bed Capaci ty  

liawa i i Youth --- Correc&&rn.~rFac .. i I  it^ 89.00 2,281.3)P_- 2.705.45e- 82 1 

LQLa. 892.63 $21,114,516 $24.424.448 1 . 3 2 L - U L - .  

a lnc tudes  47 women who have been re loca ted  t o  Hookipa, on the HYCF grouf~ds, t o  make more space ava i l a b l e  

f o r  the  men n t  OCCC. 

b lnc ludes  36 bad spaces a t  Hookipa 

c l n c t ~ t d e s  25 temporary bed spaces. 
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t h o u g h  t h e  responsibi l i t ies o f  t h e  Correct ions Division had  g rea t l y  increased 
w i t h  t h e  t r a n s f e r  of t h e  county jai ls t o  the  Correct ions Div is ion.  Moreover, 
t h e  p lann ing posit ions were made possible th rough  Law Enforcement Assistance 
Admin is t ra t ion  funds and were not  authorized as permanent posit ions u n t i l  
J u l y  1, 1981. T h e  Division was not  authorized t o  h i r e  permanent s ta f f  u n t i l  
1982. Today, t h e  Correct ions Division administrat ive o f f i ce  has a tota l  o f  25 
posit ions, b u t  t h i s  increase i n  s ta f f  occurred on ly  wi th in t h e  past  few years. 

From 1973 t h r o u g h  1980, t h e  administrat ive of f ice concentrated i t s  e f fo r t s  
o n  t h e  construct ion o f  new faci l i t ies because o f  t h e  unexpected r ise  i n  inmate 
populat ion.  D u r i n g  t h e  past  year  and a half, however, t h e  administ rat ive 
o f f i ce  has been attempting t o  increase i t s  overs igh t  o f  t h e  act iv i t ies i n  t h e  
branches,  t o  p rov ide  more meaningful services to  the  branches, and  t o  obta in  
more  un i fo rmi ty  o f  basic operations. The Correct ions Div is ion administrat ion 
s ta f f  was recent ly  expanded t o  include t h e  Ins t i tu t iona l  Facil i t ies 
Super intendent ,  Correct ional Industr ies Manager, and two  adu l t  correct ions 
o f f i cer  t ra iners  which were prev ious ly  under  the  Oahu Community Correct ional  
C e n t e r  and Halawa High Secur i ty  Faci l i ty.  

T h e  Correct ions Division administrat ive of f ice recent ly  completed i t s  
"P lan f o r  t h e  80's" which ident i f ies the  division's goals and objectives, 
a r t i cu la tes  i t s  operat ing phi losophy and major programs, and ident i f ies t h e  
resources requ i red  to  c a r r y  o u t  i t s  programs. Th is  p lann ing inst rument  i s  
the f i r s t  p lan  t h e  Correct ions Division has had since t h e  adoption o f  t h e  
Mas te r  Plan. One d i f f i cu l t y  encountered by t h e  Correct ions Div is ion 
admin is t ra t ive  of f ice i n  i t s  e f fo r ts  to  central ize programs and  services under  
i t s  d i rec t  cont ro l  i s  t he  hesitancy o f  some o f  t h e  branches t o  re l inqu ish  t h e  
f reedom t o  operate independently t h a t  they  inher i ted  as a resu l t  o f  no overal l  
p l a n  o r  d i rect ion f rom the  administration i n  t h e  mid-seventies. 

T h e  Halawa High Secur i ty  Faci l i ty  is t h e  maximum secur i ty  fac i l i t y  f o r  
t h e  State's most dangerous inmates. T h e  Halawa High Secur i ty  Faci l i ty  has a 
n i n e t y - b e d  capacity '  and a tota l  s taf f  count  o f  150 posit ions. While t h e  
Halawa High Secur i ty  Faci l i ty does have periodic s taf f  shortages, especially i n  
t h e  adu l t  correct ions o f f i cer  positions, i t s  problems w i t h  staf f  t u r n o v e r  a r e  
n o t  as great  as w i th  the  Oahu Community Correct ional Center .  Inc luded in 
t h e  Halawa H igh  Secur i ty  Faci l i ty organization i s  a staf f  services of f ice which 
inc ludes an of f ice manager, a receptionist, c le rk  typ is t ,  account c lerk,  and 
personnel  c le rk  t o  process all t h e  fac i l i ty 's  paper work .  T h e  Halawa High 
S e c u r i t y  Faci l i ty also has a Suppor t  Services Section and a Program Cont ro l  
Sect ion.  

T h e  Oahu Community Correct ional Center  is t he  largest  correct ional 
f a c i l i t y  o f  t h e  Correct ions Division. T h e  inmate populat ion i s  o v e r  1,000 and 
t h e  tota l  s ta f f  posit ion count  is 473. The Oahu Community Correct ional 
Center ,  l i ke  the  Halawa High Secur i ty  Facility, has i t s  own s ta f f  services 
o f f i ce ,  b u t  because o f  t h e  number o f  employees and inmates a t  t he  Oahu 
Community Correct ional Center, it has a total  o f  n ine  posit ions, inc lud ing an 
o f f i c e  manager, ident i f icat ion off icer,  th ree account clerks, a personnel c lerk,  
a c l e r k  typ is t ,  a clerk-steno, and a receptionist. T h e  Oahu Community 
Cor rec t iona l  Center also has a Support  Services Section and a Program 
C o n t r o l  Section. Being the  largest  state correct ional fac i l i ty ,  t he  Oahu 
Community Correct ional Center has the  most serious problems w i th  respect t o  
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overc rowding of i t s  inmate populat ion, h i g h  staff  t u rnove r ,  staff  recru i tment  
and  t ra in ing ,  adequate inmate programs, and staf f  overt ime. 

The  Kulani  Correct ional  Fac i l i t y  is a minimum secur i ty  fac i l i t y  f o r  felons 
which is located on t h e  slopes o f  Mauna Loa i n  t h e  County o f  Hawaii. Kulani 
was f i r s t  established as a farm and work  camp operat ion i n  t h e  1940s b u t  
since t h e  inmate populat ion began a steady decline i n  t h e  sixt ies, t he re  were 
fewer inmates t o  r u n  t h e  camp's var ious operations and the  number o f  
act iv i t ies slowly decreased. When t h e  Master Plan was adopted i n  1973, t h e  
demise o f  t h e  Kulani Faci l i ty  was among t h e  many recommendations, and since 
t h e  fac i l i t y  was expected t o  close i ts  doors, on ly  minimal f unds  f o r  
maintenance and personnel were allocated t o  Kulani  and t h e  fac i l i t y  was 
allowed t o  deter iorate.  Unfor tunate ly ,  t h e  inmate populat ion t r e n d  reversed 
i tsel f  i n  t h e  mid-sevent ies and Kulani  remained open t o  temporari ly 
accommodate t h e  over f low u n t i l  t h e  new Master Plan faci l i t ies were completed. 
Even a f te r  t h e  new faci l i t ies were completed, t h e  inmate populat ion was s t i l l  
increasing and t h e  Correct ions Div is ion f ina l l y  made a decision i n  1981 t o  
reta in Kulani on a permanent b a s ~ s .  Kulani 's ro le i n  t h e  correct ional system, 
however, is s t i l l  unc lear .  

Today, Kulani has a potent ial  capacity of 120 inmates, b u t  i t  can only  
accommodate about 90, because o f  problems w i th  t h e  water supp ly .  Other  
problems t h a t  requ i re  at tent ion before t h e  fac i l i t y ' s  populat ion increases are 
t h e  deter iorat ion o f  t h e  bu i ld ings ,  equipment, and vehicles, t h e  absence of a 
lock u p  capacity f o r  isolat ing d isc ip l inary  o r  p ro tec t ive  cases, and inadequate 
per imeter  secu r i t y .  Cu r ren t l y ,  t h e  fac i l i t y  has twelve workl ines t o  which 
inmates are assigned f rom 7:00 a.m. t o  11 :00 a.m. before t h e i r  lunch break .  
A f t e r  lunch, t h e  inmates are  allowed t o  work  in  t h e  c r a f t  shop d u r i n g  the i r  
f r e e  t ime between 2:30 p .m.  and 10:00 p .m.  where they  can make koa wood 
products  which go  on sale at t h e  fac i l i t y ' s  s tore w i t h  t h e  inmates receiv ing 85 
p e r  cent  o f  t h e  p r o f i t s .  

Kulani has 53.83 author ized posit ions o f  which on ly  t h ree  are  cler ical .  
Since Kulani  i s  shor t -handed in cler ical  s ta f f  t h e  social workers,  operations 
superv isor ,  and t h e  adminis t rator  all f i n d  themselves burdened w i th  excess 
cler ical  wo rk .  Operat ional ly and programmatically, Kulani  cannot plan f o r  i t s  
f u t u r e  u n t i l  t h e  C o r r e ~ t i o n s  Division's i n ten t  as t o  Kulani 's role is made clear 
and t h e  necessary funds  t o  implement i t s  role are allocated. 

The  neighbor is land community correct ional  centers have re lat ive ly  small 
bed capacit ies: 24 f o r  Hawaii; 22 f o r  Maui; and 15 f o r  Kauai. Accordingly,  
t h e  s ta f f  allocation f o r  t h e  neighbor is land centers are  smaller than tha t  o f  
t h e  Oahu Community Correct ional Center .  The  Hawaii and Maui centers each 
have a c lerk-steno and an account c le rk  t o  process all t h e  fac i l i t y ' s  paper 
work .  T h e  Kauai center on l y  has a c lerk-steno posit ion t o  do  all t h e  clerical 
work,  however, t h i s  c le rk -s teno posit ion is of a h igher  class than those at 
t h e  Hawaii and Maui centers .  

The  Condit ional Release Branch is comprised of two condit ional release 
centers:  t h e  Laumaka Conditional Release Center  located i n  Kalihi, and the  
Kamehameha Conditional Release Center  located i n  Kailua on t h e  grounds of 
t h e  Hawaii Youth Correct ional Fac i l i t y .  T h e  condit ional release centers house 
only  felons who are classi f ied as low r i sk  b y  t h e  Correct ions Division. 
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A l t h o u g h  t h e  community correct ional  centers are  overcrowded, the  populat ion 
a t  t h e  condit ional release centers is below capacity.  The  1982 Legis lat ive 
Reference Bureau r e p o r t  on t h e  implementation of t h e  Master Plan a t t r i b u t e d  
t h i s  t o  t h e  s t rong  community opposit ion t o  t h e  establishment of centers in 
their neighborhoods and  t h e  contention o f  t h e  Correct ions D iv is ion  
adminis t rat ion t h a t  t h e r e  are  less inmates today who can qua l i f y  f o r  minimum 
s e c u r i t y  programs.  

The  Hawaii Youth  Correct ional  Faci l i ty  is t h e  fac i l i t y  responsible f o r  t h e  
c u s t o d y  and care of male and female juveni le  of fenders.  Also under  t h e  
Hawai i  Youth Correct ional  Faci l i ty is t h e  Of f ice o f  Juveni le  Parole. When 
Hawai i  was a t e r r i t o r y  t h e  juveni le  parole program was a separate divis ion i n  
t h e  Department o f  Ins t i tu t ions  known as t h e  Division o f  Parole and Placement 
w h i c h  was responsible on l y  f o r  juveni le  parole. A f t e r  statehood, juveni le  
pa ro le  became a separate b ranch  under  t h e  Correct ions Division, b u t  was 
l a t e r  t rans fe r red  t o  t h e  Div is ion o f  Vocational Rehabil i tation and  Services f o r  
the B l i nd  i n  January  o f  1975. Final ly,  i n  1977, t h e  juveni le  parole program 
was t rans fe r red  t o  t h e  Hawaii Youth Correct ional Faci l i ty .  * 

The  Hawaii Youth Correct ional Faci l i ty has a populat ion o f  approximately 
80 juveni les, o f  which 75 are  boys and 5 are  g i r l s .  While t h e  Hawaii Youth  
Cor rec t iona l  Faci l i ty  does n o t  have an overcrowding problem, it is lacking in 
su f f i c i en t  f unds  f o r  programs f o r  t h e  juveniles and  f o r  physical p lan t  
improvements. D u r i n g  t h e  per iod  from 1974 t o  1979, f u n d i n g  f o r  t h e  fac i l i t y  
was minimal p r imar i l y  d u e  t o  t h e  uncer ta in ty  as t o  i t s  f u t u r e  under  t h e  
Juven i l e  Just ice Master Plan which was adopted i n  1980. The  problem, today, 
however,  is more a t t r i bu tab le  t o  t h e  fact  t ha t  adul t  correct ional programs a r e  
g i v e n  a h igher  p r i o r i t y  ove r  juveni le  programs b y  t h e  policymakers of t h i s  
S t a t e  because o f  t h e  c r i t i ca l  n a t u r e  o f  the  overcrowding problems in t h e  adu l t  
fac i l i t ies .  

The Hawaii Youth Correct ional  Faci l i ty maintains 130 heads o f  catt le and  
200 p igs which are  f u r n i s h e d  t o  state ins t i tu t ions  f o r  consumption. T h e  
f a c i l i t y  also has a small fa rming operat ion which serves pr imar i l y  t o  keep t h e  
w a r d s  f rom be ing  idle. The  inmates o f  t h e  Hawaii Youth Correct ional Faci l i ty  
who  are  o f  mandatory school age, receive ins t ruc t ion  f rom t h e  Oiomana School 
w h i c h  is located on t h e  g rounds  o f  t h e  Hawaii Youth Correct ional Faci l i ty b u t  
w h i c h  is operated by t h e  Department of Education. T h e  Hawaii Youth  
Cor rec t iona l  Faci l i ty has a tota l  o f  91 s ta f f  posit ions, o f  which f o u r  posit ions 
a r e  c ler ica l  posit ions responsible f o r  t h e  processing of paper work .  

Hawai i  Parol ing A u t h o r i t y  

The  Hawaii Paro l ing A u t h o r i t y  i s  an autonomous body attached t o  t h e  
Department  o f  Social Services and Housing f o r  adminis t rat ive purposes on l y .  
T h e  Hawaii Parol ing A u t h o r i t y  board  members are  appointed t o  fou r -yea r  
t e rms  b y  t h e  Governor ,  w i t h  t h e  advice and consent o f  t h e  Senate, f rom 
nominat ion l is ts  submitted b y  a special panel. '  The chai rperson serves on a 
fu l l - t ime  basis and t h e  t w o  o the r  members serve  on a pa r t - t ime  basis .  

T h e  major funct ions o f  t h e  Hawaii Parol ing Au tho r i t y  a re  t o  (1) set 
minimum sentences i n  cases where t h e  statute does not  p rov ide  a mandatory 
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minimum sentence term; (2) determine whether o r  not an of fender should be 
g ran ted  parole; (3) p rov ide  superv is ion of paroled offenders; and (4)  make 
recommendations f o r  pardons t o  t h e  Governor .  

In addit ion t o  t h e  t h r e e  board  members, t h e  Hawaii Parol ing Au tho r i t y  
has a s ta f f  of nineteen posit ions t o  conduct i t s  adminis t rat ive and f ie ld 
superv is ion work .  Of t h e  19 posit ions, one i s  s p l i t  between one ha l f - t imer  on 
Kauai and  one hal f - t imer on Hawaii. T h e  f i e ld  superv is ion staf f  conducts case 
invest igat ions t o  assist t h e  Hawaii Parol ing A u t h o r i t y  i n  making decisions on 
minimum sentences, parole release, and pardon recommendations t o  t h e  
Governor ,  and serves legal papers and notices f o r  t h e  Hawaii Paroling 
A u t h o r i t y .  The  major por t ion  o f  s ta f f  time, however, is devoted t o  f ie ld  
superv is ion which entails ass is t ing t h e  parolee i n  developing a parole plan 
p r i o r  t o  release, and i n  making adjustments i n  t h e  community, on t h e  job, 
and w i t h  t h e  family.  T h e  Hawaii Parol ing A u t h o r i t y  has a cl ientele of 
approximately 450 and the  average caseload p e r  parole o f f i cer  is 10 cases. 
T h e  tota l  operat ing budget  f o r  t h e  1980-81 f iscal year  was $399,926.06. 

T h e  c u r r e n t  adminis t rat ive location of t h e  Hawaii Parol ing Au tho r i t y  is 
not  a problem insofar  as i t s  ab i l i t y  t o  c a r r y  ou t  i t s  dut ies and i ts  
relat ionships w i t h  o the r  correct ional  and cr iminal just ice agencies. With 
respect  t o  the  idea o f  combining probat ion and paro le f i e ld  supervision under  
one author i ty ,  t h e  Hawaii Parol ing A u t h o r i t y  feels t ha t  consideration must be 
g iven t o  t h e  fac t  t ha t  probat ioners are  s t i l l  unde r  t h e  jur isd ic t ion o f  the  
cou r t s  whi le parolees are not.  I f  a probat ioner  violates t h e  condit ions of 
probat ion,  t h e  cou r t  can revoke probat ion  and impose another sentence. 
When a parolee violates the  condit ions of parole, t h e  Hawaii Paroling Au tho r i t y  
can revoke parole and  send t h e  paroiee back  t o  p r i son .  I f  probat ion and 
paro le superv is ion are  to be  effect ive, it is important  t ha t  t h e  of f icers ref lect  
t h e  mood and i n ten t  o f  the  decision-making arms and t h i s  may not be possible 
if b o t h  are under  a l ine d iv is ion under  a separate department of correct ions.  

lntake Service Center 

T h e  lntake Service Center  is an autonomous agency which has been 
placed under  t h e  Department o f  Social Services and Housing f o r  adminis t rat ive 
purposes (see Exh ib i t  4 f o r  t h e  organizat ional s t r u c t u r e ) .  Ac t  179, Session 
Laws o f  Hawaii 1973, which establ ished t h e  ln take Service Center focussed on 
t h e  d i r e c t  of fender contact serv ice ro le o f  t h e  i n t a k e  Serv ice Center f o r  bo th  
sentenced and not-sentenced o f fenders .  The  ln take Service Center, however, 
bel ieves t h a t  t h e  Master Plan and t h e  legis lature in tended t h a t  it also ef fect  a 
cooperat ive work ing  relat ionship among t h e  components o f  t h e  cr iminal just ice 
system and develop a comprehensive range o f  services f o r  of fenders 
th roughou t  the  cr iminal just ice system and t h e  community. 

T h e  Intake Service Center  has a to ta l  o f  51 permanent posit ions, and 
seven temporary posit ions. Of t ha t  number, 21 posit ions are in  the  Centra l  
Adminis t rat ion component of t h e  i n take  Service Center  which consists of th ree  
off ices: (1)  t h e  of f ice o f  t h e  Execut ive D i rec tor  which is responsible f o r  the  
un i fo rm application of policies, procedures and  pract ices o f  the  ln take Service 
Center;  ( 2 )  t h e  Staf f  Services Of f ice which is responsible f o r  program 
p lann ing  and development, evaluation, adminis t rat ive services, and clerical 
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suppor t  t o  t h e  state ln take Service Center  operations; and (3) t h e  Of f ice of 
Correct ional Information and Stat ist ics which is responsible f o r  conduct ing 
research and stat ist ical  analysis f o r  t h e  ln take Service Center,  t h e  
Correct ions Division, and t h e  Hawaii Paroling Au tho r i t y ,  p rov id ing  information 
systems suppor t  and qua l i t y  contro l ,  maintaining centra l  records archives f o r  
t h e  ln take Service Center ,  t h e  Correct ions Division, and t h e  Hawaii Parol ing 
Au tho r i t y ,  and v e r i f y i n g  sentence calculations f o r  correct ions, parole, and 
cr iminal  just ice agencies. 

T h i r t y  posit ions are allocated t o  t h e  l n take  Service Center  o f fender  
contact  branch off ices on  Oahu, Hawaii, Maui, and Kauai t ha t  a re  responsible 
f o r  t h e  p lanning and contro l  of al l  funct ions and act iv i t ies w i th in  t h e i r  
respect ive count ies. Specif ically, t h e  branches p rov ide  intake, assessment, 
and program/moni tor ing and superv is ion services t o  offenders w i th in  and 
outs ide t h e  inst i tu t ions,  and p rov ide  liaison and coordinat ion services w i th  
cr iminal  just ice and  community agencies. A summary of t h e  caseload ac t i v i t y  
o f  t h e  branches is d isp layed i n  Table 3. 

Table 3 

INTAKE SERVICE CENTERS CASELCAD 

Pre-trial Investigations 

Pre-sentence Investigations 

No. Pre-trial Detainees Serviced 

No. Pre-trial Persons on Supervision 

So. Security Designation Forms 
Completed 

No. of Release Interviews Conducted 
Within Correctional Facilities 

No. of 1nrake;Screening Completed 
Withic Correctional Faciliries 

So. of 1ntake:Screening Comp:eted 
Outside Correctional Facilities 

I n  addi t ion t o  t h e  51 permanent posit ions, t h e  ln take Service Center  also 
has 7 temporary c i v i l  serv ice posit ions tha t  are d i s t r i bu ted  among t h e  branch 
off ices. For  t h e  1983-85 f iscal biennium, t h e  l n take  Service Center  is 
request ing tha t  these posit ions be  conver ted t o  permanent posit ions. 
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The total  operat ing budget  f o r  t h e  ln take Service Center d u r i n g  f i sca l  
y e a r  1981-82 was $1,285,347, For t h e  1983-85 biennium, the  ln take Serv ice  
Cen te r  is request ing a to ta l  authorizat ion o f  58 posit ions and operat ing f u n d s  
of $1,348,436 f o r  f iscal year  1983-84 and $1,371,202 f o r  f iscal year 1984-85 f o r  
work load increases and improvements i n  information and statistics systems. 

The ln take Service Center  has repor ted  tha t  besides the  need f o r  more 
s ta f f ing ,  i t s  major problems have been mainly i n  i t s  funct ional relat ionships 
w i t h  t h e  Judic iary and t h e  Correct ions Div is ion.  Much of t h i s  i s  a t t r i bu ted  t o  
t h e  vagueness o f  Act  179, Session Laws o f  Hawaii 1973, which allowed b o t h  
t h e  Judic iary and t h e  Intake Service Center t o  conduct pre-sentence 
invest igat ions and b r o u g h t  on the  s t rugg le  between the  two agencies f o r  
con t ro l  o f  th is  funct ion.  Cur rent ly ,  t he re  is an agreement tha t  t h e  ne ighbor  
i s land  Intake Service Center branches a r e  to  handle misdemeanant p r e -  
sentence invest igat ions and t o  assist t h e  cour ts  i n  processing addit ional 
work load.  The two agencies are also invo lved in separate community serv ice  

. res t i t u t i on  projects f o r  sentenced of fenders.  There  is, however, an 
agreement tha t  t h e  neighbor is land ln take Service Centers a re  t o  handle a d u l t  
cases whi le t h e  Jud ic ia ry  is to  handle a d u l t  cases on Oahu and ai l  juveni les 
cases statewide. D u r i n g  1981, t h e r e  was substant ial  progress i n  
communication between the  two agencies t h a t  culminated in  an agreement by 
t h e  Governor a n d  Chief Just ice t o  t rans fe r  t h e  l n take  Service Center t o  t h e  
J u d i c i a r y .  T h e  ln take Service Center feels t h a t  should such a t r a n s f e r  
occur ,  it would be in  a be t te r  posit ion t o  assume i t s  coordinat ing ru le  f o r  
c r imina l  just ice services as intended b y  t h e  Master Plan. 

With respect to  i t s  relat ionship w i th  t h e  Correct ions Division, t he  l n t a k e  
Serv ice  Center believes t h a t  t he re  a re  some conf l ic t ing opinions as to  each 
agency's responsibi l i t ies. The work on t h e  development o f  t he  Correct ions 
PROMIS system, a new management information system f o r  t h e  ln take Serv ice 
Center ,  t h e  Correct ions Division, and t h e  Hawaii Parol ing Author i ty ,  has 
resu l ted  i n  some progress i n  improving coordinat ion and  communication among 
these correct ional agencies, b u t  there  a re  s t i l l  some communication problems 
t h a t  perhaps can on ly  b e  resolved w i th  t h e  passage of t ime o r  a change in 
personal  at t i tudes.  

Correct ional Funct ions in t h e  Judic ia l  Branch 

A d u l t  Probation 

Adu l t  probation funct ions i n  Hawaii are administered b y  t h e  c i r c u i t  
c o u r t s .  I n  the  F i r s t  Ci rcui t ,  adul t  probat ion is handled th rough  a separate 
un i t ,  t he  Adu l t  Probation Division, b u t  i n  t h e  o the r  c i rcu i ts  adul t  probat ion 
func t ions  a re  car r ied  o u t  b y  the  family c o u r t  s taf f .  

F i r s t  C i r c u i t  - T h e  Adu l t  Probation Div is ion of t he  F i r s t  C i r cu i t  is 
d i v i d e d  in to  two branches, one f o r  pre-sentence invest igat ions and the  o t h e r  
f o r  superv is ion.  Approximately 67 pe r  cent  o f  al l  adu l t  probation ac t i v i t y  
occurs  i n  th i s  c i r c u i t . 9 h e r e  is also a Special Services Section which 
administers the  Interstate Compact Agreement f o r  Parole and Probation by 
moni tor ing t h e  movements o f  parolees and probat loners enter ing  o r  leaving t h e  
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State and processing all inqui r ies and requests regard ing  parolees and 
probat ioners.  ' 

There  are a tota l  o f  41 fu l l - t ime personnel on  the probat ion s t a f f  o f  the  
F ~ r s t  C i r cu i t  who handle about 2,000 probat ioners on superv is ion and conduct  
about 800 pre-sentence invest igat ions a year.  The average superv is ion 
caseload i s  estimated t o  be  around 134 an o f f i ce r . '  The  opera t ing  budge t  f o r  
f iscal year 1981-82 was $736,320. 

Second C i r c u i t  - A d u l t  probat ion services for Maui, Ivlolokai, and Lanai 
a re  prov ided b y  t h ~ s  c i r c u i t  t h r o u g h  t h e  Family C o u r t .  There  are  a to ta l  of 
20.5 staf f  posit ions i n  t h i s  c i r cu i t  of which 12 are  probat ion posit ions. The 
average caseload f o r  adu l t  probat ion o f f i cers  is about  227 an o f f i cer .  The  
average caseload f o r  juveni le  probat ion o f f i cers  i s  70.4. The  operat ing 
budge t  f o r  t h e  Family Cour t  f o r  f iscal year  1981-82 was S404,102. D u r i n g  
f iscal year  1981-82, t h i s  c i r cu i t  handled 176 juveni le  cases and 845 adul t  
cases. I t  also conducted 238 pre-sentence invest igat ions and 174 postsentence 
and  cour tesy superv is ion  investigation^.^ ( T h e  In take Service Center  
assisted t h e  c o u r t  by conduct ing a tota l  o f  279 pre-sentence invest igat ions.)  

T h i r d  C i r c u i t  - A d u l t  probat ion services f o r  t h e  County of Hawaii are 
p rov ided  b y  th i s  c i r c u i t  t h r o u g h  t h e  Family Cour t .  D u r i n g  t h e  1982 
legislat ive session, a new C i r cu i t  Cour t  f o r  Kona was authorized, b u t  un t i l  
t h i s  c i rcu i t  is operational, services wi l l  cont inue t o  be prov ided t h r o u g h  t h e  
Third Ci rcu i t .  T h e r e  are  a total  of 23 s ta f f  posit ions in  t h i s  c i r cu i t  t o  cover 
b o t h  adul t  and ch i ld ren 's  services and t h e  average caseload o f  probat ion 
o f f i cers  was no t  available a t  the  time of t h i s  w r i t i n g .  The  operat ing budget  
f o r  t h e  Family C o u r t  f o r  f iscal year  1981-82 was $527,743. 

F i f t h  C i r c u i t  - A d u l t  probat ion services f o r  t h e  County o f  Kauai i s  
p rov ided  by t h i s  c i r c u i t  t h r o u g h  t h e  Family C o u r t .  The re  are a tota l  of 7 
s ta f f  posit ions i n  t h i s  c i r cu i t  o f  which 5 are  probat ion personnel.  D u r i n g  
f iscal year 1981-82, t h e  F i f t h  C i r cu i t  processed 285 probat ion cases a n d  
conducted 150 pre-sentence invest igat ions.  ( T h e  Intake Service Center 
assisted t h e  F i f t h  C i r cu i t  b y  conduct ing 216 pre-sentence invest igat ions.)  
T h e  monthly average caseload f o r  adu l t  superv is ion is about 55 an o f f i cer  and 
f o r  pre-sentence invest igat ions, about 5 an o f f i ce r .  This  c i r cu i t  repor ted 
t h a t  adul t  invest igat ion and  superv is ion ac t i v i t y  increased substant ia l ly  d u r i n g  
f iscal year  1980-81. T h e  operat ing budge t  f o r  t h e  Family C o u r t  f o r  f iscal 
year  1981 -82 was S2OO,494. " 
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Table 4 

PROBATION PERSONNEL AND BUDGET 

Positions in  Probation 
( t o r a l  posit ion count) 

F i r s t  Circuit 
Adult Probation Division 
Family Court 

Second Circuit 

Third Circuit 

F i f t h  Circuit  

Operating Budget 
(FY 81-82) 

" O f  the  37 probation of f ice rs  who handle juvenile cases, 
2 7  handle primarily law violation cases,  while t h e  res t  
handle primarily non-law violation cases. 

.G.L ,~ .~ Budgets a re  fo r  en t i re  family court;  probation 
allocations not readily discernible.  

.G.,..L ~. .~ .. This is the t o t a l  position count fo r  the  family court; 
breakdown not available a t  the time of t h i s  writing. 

Juvenile Probation 

The family courts a r e  special divisions of t he  circuit courts that  deal 
with matters pertaining to children and domestic relations. As provided 
unde r  section 571- , Hawaii Revised Statutes,  these courts have original 
jurisdiction over youths under 18 years of age who (1) have committed an act 
which constitutes a violation of any federal, s tate,  or  local law or  municipal 
ordinance; (2 )  a re  neglected; (3) are  subjected to abuse; (4) are  deprived of 
educational services; (5) a re  beyond the  control of their parents; (6) are  not 
at tending school as required by law; and ( 7 )  are  in  violation of curfew. The 
courts  also have exclusive jurisdiction over adults  in  criminal offense cases 
such as desertion, abandonment, or  failure to provide support; criminal 
offenses committed by parent or  guardian against a child; and criminal 
offenses against a spouse. The courts also handle civil matters for adults 
dealing with annulment, separation, divorce, custody, and support 
proceedings; domestic violence cases; and institutional commitment of mentally 
i l l  o r  defective persons." The courts also operate two detention homes, one 
on Maui  and one in Honolulu for juveniles in need of protection as well as for 
juveniles awaiting disposition of their cases. I 2  

Probation supervision of law-violators is only part of the  total children's 
programs and services provided by the  family courts .  In the  First Circuit, 
there  are a total of 183 positions i n  the family courts and of that  number, 
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approximately 37 social worker  posit ions are devoted t o  probat ion superv is ion 
(see Table 4 ) .  i t  should be noted t h a t  these social workers  may not  be  used 
exclus ive ly  f o r  juveniles who have been charged w i th  law violations since t h e  
responsibi l i t ies of t h e  family c o u r t  a re  so extensive.  I n  t h e  o ther  c i rcu i ts ,  
t h e  small size of t h e  family c o u r t  s ta f f  requi res tha t  social workers handle 
var ious types of cases so it is impossible t o  ascertain t h e  number of posit ions 
t h a t  a re  devoted t o  serv ic ing law v io lators.  

Probation has been t h e  focal po in t  of debate when d iscussing correct ions 
i n  Hawaii over  t h e  past few years because t h e  ln take Service Center  which is 
also conduct ing pre-sentence invest igat ions, has been t r y i n g  t o  assume the  
en t i re  pre-sentence invest igat ion func t ion  as i t  believes was t h e  i n ten t  o f  the  
Master Plan. Th is  t rans fe r  has been v igorously  opposed b y  t h e  Jud ic ia ry  
because some judges feel more secure w i t h  hav ing  jud ic ia ry  s taf f  per fo rming 
t h e  pre-sentence invest igat ions and t h e  probat ion s ta f f  appears t o  p r e f e r  
be ing  under  t h e  Jud ic ia ry  where t h e y  are  under  a separate personnel system 
f rom t h e  execut ive branch.  Moreover, t h e  probat ion administrators have 
expressed t h e  fear t ha t  i f  probat ion is placed under  t h e  execut ive branch 
w i th  parole supervision, f u n d i n g  w i l l  be  even more d i f f i c u l t .  The  Jud ic ia ry  
has i t s  own budgetary  process similar t o  t h a t  of t h e  execut ive, b u t  it is less 
complex because there  are fewer agencies than t h e  execut ive branch.  The  
probat ion off ices present ly  have good leverage i n  negot iat ing f o r  budget  
increases and whi le t hey  feel t h a t  t h e i r  major problem is insu f f i c ien t  f und ing  
f o r  staff ,  they  believe t h a t  had t h e y  been under  t h e  execut ive branch,  they  
would not  have been as successful i n  ge t t i ng  what t hey  now have. There  
may be  some mer i t  i n  t h i s  argument  because i n  t h e  past  few years, h igh  
p r i o r i t y  in  t h e  correct ions budget  requests in  t h e  execut ive branch has been 
f o r  s ta tu tory  mandates and health and safety matters, i . e . ,  construct ion of 
decent and adequate faci l i t ies, and t h e  h i r i n g  o f  addit ional secur i ty  
personnel.  Programmatic personnel,  which would inc lude social workers, have 
been assigned a lower p r i o r i t y .  Thus,  i f  probat ion was under  t h e  execut ive 
branch,  f und ing  requests f o r  addit ional probat ion o f f i cer  posit ions might  have 
been g iven a lower p r i o r i t y  than o ther  health and safety requests.  

I t  should be  noted t h a t  d u r i n g  t h e  1982 legislat ive session, in  an attempt 
t o  resolve t h e  conf l ic t  between t h e  ln take Service Center  and t h e  Jud ic ia ry  
ove r  t h e  pre-sentence invest igat ion funct ion,  t h e  Governor  and  t h e  Chief 
Just ice had agreed t o  t h e  t r a n s f e r  o f  t h e  ln take Service Center over  t o  t h e  
Jud ic ia ry .  An adminis t rat ive bill t o  effectuate t h e  t rans fe r  was in t roduced 
and passed third reading i n  t h e  House of Representatives, b u t  i t  was 
amended i n  conference committee t o  p rov ide  on ly  f o r  t h e  abolishment o f  t h e  
ln take Service Center pol icy b o a r d . I 3  The  Jud ic ia ry  s t i l l  maintains i t s  
posit ion on t h e  ln take Service Center  t rans fer ,  and believes tha t  consolidating 
t h e  ln take Service Center  operat ions w i t h  t h e  probat ion operations under  t h e  
Jud ic ia ry  would be a more sensible approach than t o  t rans fe r  probat ion t o  t h e  
execut ive branch.  I t  has been b r o u g h t  t o  o u r  at tent ion t h a t  similar t rans fe r  
legislation wi l l  be in t roduced d u r i n g  t h e  1983 legislat ive session. The  
Jud ic ia ry  believes tha t  no s t ruc tu ra l  reorganizat ion tha t  t rans fers  probat ion 
funct ions t o  t h e  execut ive branch should occur  unless the re  is s t rong 
evidence tha t  probat ion services w i l l  improve w i th  t h e  change, and thus  f a r  i t  
feels i t  has not  heard any conv inc ing  arguments. I t  has been argued, 
however, t ha t  pre-sentence invest igat ions could be  conducted more 
expedit iously i f  handled by t h e  i t r take Service Center .  
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Other  than the  past  s t rugg le  w i t h  t h e  l n take  Service Center rega rd ing  
the pre-sentence invest igat ion funct ion, t he  Judic iary does not  have a n y  
problems in communicating w i th  o ther  cr iminal just ice agencies. In fact, t h e  
Jud ic ia ry  considers i t s  relationships w i t h  o ther  agencies good t o  excel lent 
a l though the re  i s  room f o r  improvement on the  expeditious shar ing o f  
information w i th  t h e  police. 

Agency Relationships 

T h e  f o u r  components i n  Hawaii's correct ional system, the  Correcttons 
Division, t h e  ln take Service Center, t h e  Hawait Paroltng Author i ty ,  and t h e  
probat ion  divisions o f  t h e  Judic iary,  a re  all subject t o  d i f f e r e n t  author i t ies.  
T h e  Correct ions Division is d i rec t l y  answerable t o  the  Department o f  Socta 
Services and  H o u s ~ n g  d i rec tor  and t h e  Correct ions D i v ~ s i o n  administrator ' 

appointed t h r o u g h  t h e  c i v i l  serv ice system and has tenure.  T h e  I n  
Serv ice  Center 's execut ive d i rec to r  and  t h e  Hawaii Parol ing Au tho r  
Chairperson a re  both  appointed by t h e  Governor, al though t h e  Hawa 
Parol tng Author i ty 's  chairperson requires Senate consent. Both posit ions 
s e r v e  a t  t h e  Governor 's pleasure and a re  answerable t o  t h e  Governor.  T h e  
probat ion  admintstrators o f  t h e  f o u r  c t rcut ts  a re  answerable t o  t h e  Ch ie f  
Just ice.  

Th is  arrangement of agency au tho r i t y  requires cooperative e f fo r ts  o f  t h e  
independent  authori t ies i n  o r d e r  t o  achieve coordination w i th in  t h e  system. 
No one agency can d i rec t  another agency t o  take any action. A t  t h e  present  
t ime, the  Department o f  Social Services and Housing has a pub l ic  safety 
committee wherein the  heads o f  al l  t he  Correct ions Division, t h e  l n t a k e  
Serv ice  Center, and the  Hawaii Parol ing Au tho r i t y  periodical ly meet t o  discuss 
t h e i r  operations and t o  seek amenable resolutions to  coordinat ion problems. 
A t  a h igher  level, t h e  Governor has a criminal just ice p lann ing committee 
wh ich  includes representatives f rom al l  criminal just ice components. 
Coordinat ion problems among levels and branches o f  government, i.e., 
between t h e  Jud ic ia ry  and t h e  ln take Service Center, can be addressed a t  
t h i s  forum which meets periodical ly and annual ly proposes suggested 
legislat ion t o  t h e  Legislature. 



Chapter 4 

PROBLEMS WITH THE PRESENT CORRECTIONAL SYSTEM 

Absence o f  a Viable Master Plan f o r  Correct ions 

Correct ional  systems th roughou t  t h e  coun t r y  are c u r r e n t l y  experiencing 
d i f f i c u l t  times, and Hawaii is no except ion al though, re lat ive ly  speaking, 
Hawaii 's problems are not  as severe as those o f  other  states. Despite the  
fragmentat ion of au tho r i t y  over  t h e  f o u r  correct ional components mentioned in  
chapter  3, coordinat ion among t h e  components i n  Hawaii should not be  a 
problem since t h e  State is small. Correct ions and cr iminal just ice 
adminis t rators are all well acquainted w i th  each o the r  and t h e r e  are f requent  
forums t o  openly discuss problems. The  Master Plan, which was based on a 
coordinated approach h ing ing  on vo lun ta ry  cooperation, however, has fai led t o  
achieve coordinat ion and  t h e  agencies cont inue t o  operate independent ly .  

T h e  Master Plan is a correct ional plan tha t  was developed f rom a criminal 
just ice perspect ive on t h e  premise tha t  correct ions is p a r t  of t h e  la rger  
problem o f  crime and is affected b y  t h e  actions o f  cr iminal just ice agencies. 
Accordingly ,  t h e  blaster Plan requ i red  comprehensive changes in  past 
pract ices and agency relat ionships th roughout  t h e  en t i re  cr iminal just ice 
system as well as t h e  construct ion of modern correct ional faci l i t ies. The 
Legislat ive Reference Bureau review o f  t h e  Master Plan implementation 
indicated tha t  t h e  Master Plan's fa i lu re  was not  due t o  t h e  concept being 
inappropr iate.  Rather, t h e  repo r t  a t t r i bu ted  t h e  fa i lu re  t o  t h e  (1)  absence of 
a clear statement o f  a statewide correct ional pol icy w i th  accompanying 
standards and  goals; ( 2 )  lack of a funct ional  plan w i th  clear role def ini t ions 
f o r  each cr iminal just ice agency i n  t h e  operations o f  t h e  correct ional system; 
and (3) absence of commitment b y  t h e  cr iminal just ice agencies t o  accept and 
implement t h e  Master Plan. 

The  implementation o f  any new organizational s t ruc tu ra l  plan wi l l  also be 
hampered b y  t h e  same factors unless the  agencies can agree on clear policies 
and standards and goals t o  gu ide  cr iminal just ice agencies i n  t h e i r  operations 
which af fect  t h e  correct ional system. Without t h e  ar t icu lat ion o f  correct ional 
policies and standards and goals, t he re  can be  no viable implementation p lan.  
Without a viable implementation plan, t h e  problems of coordination and 
dupl icat ion o f  e f fo r ts  cannot be alleviated as t h e  cr iminal just ice agencies wi l l  
pe rs i s t  i n  operat ing autonomously w i th  an "agency or ientat ion" ra ther  than a 
"systems or ientat ion" .  

Overcrowded Facil i t ies 

Fai th in  the  Master Plan diminished at an increasingly  fas ter  rate when 
t h e  State's inmate populat ion unexpectedly surged over  t h e  State's fac i l i ty  
capacity and the  Master Plan was a convenient scapegoat f o r  the  State's 
unpreparedness. T h e  modern faci l i t ies called f o r  b y  t h e  blaster Plan were 
inadequate t o  accommodate t h e  numbers and types of inmates tha t  were f i l l i ng  
u p  new bed spaces as soon as they  were available. The  Master Plan 
pro jected v e r y  low populat ions consis t ing mainly of less serious offenders 
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s e r v i n g  sho r t  p r ison terms and who cou ld  be  fu r l oughed  f o r  educational and. 
w o r k  act iv i t ies. T h e  rea l i t y  today, i s  t h a t  t he re  .are more than 700 felons 
whose average minimum sentences f a r  exceed t h e  16-38 months pro jected by 
the Master Plan. T h e  Correct ions Div ison is unable t o  adequately pr 
f o r  t h i s  g r o u p  because o f  lack o f  appropr ia te  resident ial  and ac t i v i t y  
a n d  o the r  resources. 

Since t h e  Master Plan was adopted i n  1973, t h e r e  has been a percept i  
s h i f t  i n  t h e  pub l ic 's  a t t i t ude  toward  criminals, and t h e  Legislature, 
Judic iary,  and t h e  Hawaii Parol ing A u t h o r i t y  have responded t o  t h e  p u b l i  
ge t - tough  mood. Sentencing pract ices have become more s t r i ngen t  w 
increased use of incarcerat ion as a sentence, increased mandatory minimum 
sentences, longer minimum terms set by t h e  Hawaii Parol ing Au tho r i t y ,  and  a 
lesser  number o f  paroles g ran ted  upon completion o f  t h e  minimum terms. 
a r e s u l t  o f  s t r i c te r  sentencing pract ices, more incarcerat ion space, secu 
personnel, and opera t ing  expenses are  requ i red  t o  accommodate t h e  popula 
increase. Al leviat ion o f  t h e  overcrowding problem has been t h e  number 
priority i n  t h e  Correct ions Div is ion i n  recent  years, however, i t s  e f fo r ts  
been hampered since it has no contro l  ove r  t h e  ingress and  egress o 
inmate populat ion and  it cannot cons t ruc t  faci l i t ies fas t  enough t o  accommo 
t h e  steady populat ion increase. 

Overcrowdedness i n  t h e  new faci l i t ies and t h e  o l d  cellblock and lack of 
su f f i c i en t  ac t i v i t y  space resul ted in increased tension among id le inmates a n d  
s t ress  among t h e  adu l t  correct ional off icers. Periodic riots, increased 
vacancies f o r  adu l t  correct ions o f f i cer  positions, a national call f o r  minimum 
b e d  space standards, and  increased pressure  f rom t h e  pub l ic  and pol i t ic ians, 
d i v e r t e d  Hawaii's correct ional p lann ing  e f fo r ts  f rom a programmatic emphasis 
t o  a secur i ty  emphasis. 

I nsu f f i c i en t  Resources 

The  emphasis on secur i ty  has resul ted i n  t h e  h ighest  p r i o r i t y  in t h e  
Correct ions Div is ion go ing  t o  t h e  construct ion o f  addit ional faci l i t ies and b e d  
space and  t h e  h i r i n g  o f  addit ional adu l t  correct ions of f icers.  T h e  overa l l  
correct ions budget,  which includes t h e  In take  Service Center  and Hawaii 
Paro l ing Au tho r i t y  budgets, has been great ly  affected by these p r i o r i t i es  
because o f  t h e  present  f iscal ly  austere times. Other  programs in correct ions 
have  had t o  go  on  year  a f t e r  year  w i th  inadequate o r  no f u n d i n g  because 
secu r i t y  requirements were allocated most o f  t h e  correct ions share o f  t h e  
budget .  

T h e  budgetary  needs in correct ions are  boundless. To  be effective, a 
correct ional  system must have a balanced overal i  p rogram tha t  encompasses 
secur i ty ,  program act iv i t ies, management eff ic iency, employee t ra in ing ,  system 
planning, and coordination among o the r  correct ional and cr iminal jus t ice  
agencies. A l l  o f  these components have cost factors. I n  addit ion t o  t h e  
usual  cost increases associated w i t h  addit ional inmates, facil i t ies, and adu l t  
correct ions of f icers,  t h e  Correct ions Div is ion and  t h e  In take  Service Center  
have been request ing more social wo rk  and suppor t  personnel and an e f f i c ien t  
automated management information system in o r d e r  t o  ef fect ive ly  accomplish 
t h e i r  mission and goals. Many such requests, however, which are considered 
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h igh  p r i o r i t y  f rom t h e  programmatic s tandpoint  cannot achieve approval a t  t h e  
Department of Social Services and Housing and Department of Budget  and 
Finance budget  review levels.  

T h e  state budge ta ry  process involves t h e  in i t ia l  p lann ing  of budgets at 
t h e  program o r  u n i t  levels f o r  submission t o  t h e  d iv is ion level.  The  d iv is ion 
then  compiles al l  budgets  and establishes divis ionwide pr io r i t ies  which are 
then  submitted t o  t h e  department f o r  review. T h e  department compiles al l  the  
d iv is ion  budgets and establishes overa l l  departmental p r i o r i t i es .  Final ly,  the  
department  submits t h e  budge t  t o  Budget  and  Finance where all departmental 
budgets  are reviewed and overal l  state pr io r i t ies  are  set based on the  
Governor 's  p rogram p r io r i t i es  and s ta tu tory  mandates. 

T h e  Correct ions Div is ion has been unhappy w i th  t h i s  budget  p lann ing  
process, because i t  feels t h a t  t h e  Department of Social Services and Housing 
has no t  allocated t h e  budge t  equi tably  i n  terms o f  overa l l  p r i o r i t y .  The  
Department o f  Social Services and Housing maintains tha t  o the r  programs such 
as pub l i c  wel fare are  i n  f inancial  t r oub le  because o f  federal  cutbacks and new 
f u n d i n g  condit ions t h a t  have sanctions t ied  t o  them i f  t h e  condit ions are not  
p r o p e r l y  met by t h e  State. '  As a resul t ,  whi le t h e  secur i ty  aspects of 
correct ions is a h igh  p r i o r i t y  w i th in  t h e  en t i re  department,  the  o ther  
correct ions budge t  requests must take  a back seat t o  o the r  p r io r i t ies  such as 
adequate staf f ing,  t o  meet t h e  welfare d iv is ion 's  needs f o r  processing claims 
and meeting federal repo r t i ng  requirements in  o rde r  t o  p reven t  any f u t u r e  
loss o f  federal f u n d s .  D u r i n g  f iscal year  1981-82, t h e  Department o f  Social 
Services and Housing opera t ing  budget  was $362,408,077, of which 
$22,954,808, o r  6 p e r  cent  was a t t r ibu tab le  t o  t h e  Correct ions Division, 
I n take  Service Center ,  and Hawaii Parol ing Au tho r i t y .  Approximately 35 per  
cent  o f  t h e  department 's  to ta l  personnel requirements are  assigned t o  the  
t h r e e  pub l ic  safety agencies (see Chapter  3, Table 1 ) .  I t  must be 
remembered tha t  t h e  Public Welfare Division's budget  is large because i t  
p rov ides  f inancial  assistance t o  i t s  cl ients. 

Even if t h e  Correct ions Division's budget  requests su rv i ve  t h e  
Department of Social Services and Housing review, t hey  would st i l l  be subject 
t o  be ing  reduced a t  t h e  Budget  and Finance review. I n  i t s  review, Budget  
and Finance wi l l  general ly  allow f o r  c u r r e n t  service appropr iat ions p lus  an 
in f la t ion  factor,  and where the re  are budget  increases, the  just i f icat ions 
p rov ided  b y  t h e  departments o r  d iv is ions weigh heavi ly  i n  the  decisions on 
overa l l  statewide p r i o r i t i es .  Budget  and Finance noted tha t  even i f  the  
departments establ ish t h e i r  p r io r i t ies ,  i f  i t  does not  agree w i th  t h e  pr io r i t ies  
i t  may make changes. T h e  t i g h t e r  t h e  money si tuat ion, t h e  s t r i c te r  Budget  
and  Finance is on  just i f icat ions b y  requ i r i ng  more suppor t i ng  data f rom t h e  
department . 

Admin is t ra t i ve  Services 

Being under  an umbrella department means tha t  t h e  Correct ions Division, 
I n take  Service Center ,  and Hawaii Parol ing A u t h o r i t y  must r e l y  on t h e  
Department o f  Social Services and Housing staf f  services off ices f o r  
personnel, f iscal, budget ,  and o ther  adminis t rat ive needs. The  staf f  services 
off ices of t h e  Department o f  Socia! Services and Housing are t h e  ( 1 )  
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Admin is t ra t ive  Services Office; (2) Personnel Office; (3) Information Systems 
Office; (4) Program Evaluation Office; and (5) Research and Statistics Off ice. 
Mos t  Correct ions Division administrators who were interv iewed expressed 
concern  t h a t  whi le the  c u r r e n t  departmental administrat ive staf f  off ices have 
t r i e d  t o  p rov ide  good service t o  pub l ic  safety components, pub l ic  wel fare 
needs a re  regarded as a h igher  p r i o r i t y .  

A review o f  t h e  histor ical development o f  t he  Department of Social 
Serv ices and Housing .sheds l i g h t  on th i s  concern. When Hawaii was a 
t e r r i t o r y ,  t h e  pub l ic  welfare programs were under  a separate department 
ca l led  t h e  Department o f  Public Welfare and correct ions was jus t  a small 
d i v i s ion  under  t h e  Department o f  Ins t i tu t ions .  When t h e  new Department o f  
Social Services was created fol lowing statehood, all t h e  personnel f rom t h e  
fo rmer  administ rat ive staf f  off ices o f  t h e  Department o f  Public Welfare were  
t r a n s f e r r e d  t o  t h e  new department. Th is  was not  considered a problem a t  
t h a t  t ime because the  administrat ive needs o f  t he  correct ions components i n  
the Department o f  Social Services and Housing were minimal. B u t  since t h e  
adopt ion o f  t he  Master Plan when al l  correct ional faci l i t ies fe l l  under t h e  
j u r i sd i c t i on  of t h e  Correct ions Division, t he  Intake Service Center was 
created, and the  number o f  inmates and s ta f f  soared, the  administrat ive needs 
o f  t he  correct ional components, especially t he  Correct ions Division, have 
mul t ip l ied .  

Correct ions administrat ion today is more complex than it was ten years 
ago.  Administrators, whi le pr imar i l y  concerned wi th  the  operation o f  t h e  
faci l i t ies, must also cope w i th  t h e  grievances and c iv i l  r i gh ts  of t he  inmates 
as well as the  employees. Correct ions i n  Hawaii is i n  a cr i t ica l  per iod w i t h  
inmate overcrowding, inadequate programs f o r  the  inmates, h igh  s ta f f  
t u rnover ,  and inadequate staf f  t ra in ing .  There  is much tension a t  t h e  
overcrowded faci l i t ies and, i n  such an atmosphere, i t  is essential t o  make 
expedi t ious decisions. I n  t h e  processing of inmate and employee cases 
t h r o u g h  t h e  personnel of f ice o r  i n  obta in ing budget  o r  f iscal assistance, t h e  
serv ices o f  t he  Department o f  Social Services and Housing staf f  off ices a re  
n o t  optimally ef fect ive o r  ef f ic ient  because t h e  analysts i n  the  Department o f  
Social Services and Housing s ta f f  off ices are not  at tuned to  the  special needs 
a n d  problems o f  t he  correct ions f ie ld.  There  is heavy reliance on t h e  
Correct ions Division s ta f f  services of f ice staf f  and the  clerical s taf f  o f  t h e  
branches t o  p rov ide  requ i red  details. 

T h e  Correct ions Division staf f  services of f ice which is comprised o f  f o u r  
c ler ica l  posit ions is responsible f o r  t h e  processing of al l  administrat ive matters 
f o r  t he  branches w i th in  t h e  d iv is ion.  The branches each have a t  least one 
c ler ica l  worker  to  in i t ia te transact ions th rough  t h e  Correct ions Division. T h e  
s t a f f  services of f ice then routes al l  t ransact ions and requests th rough  t h e  
Department o f  Social Services and Housing staf f  off ices f o r  analysis a n d  
approval .  Because th ree levels o f  staff are involved, the  ent i re  process is 
slow and often information is lost  i n  the  t ranslat ion between levels. 

The Correct ions Division s ta f f  services of f ice is heavi ly burdened w i t h  
d i r e c t i n g  much o f  i t s  attent ion to  the  immediate day- to-day problems a t  t h e  
branches and i s  forced t o  set aside o ther  rou t ine  matters. While the  s ta f f  
works  closely w i th  analysts f rom the  Department o f  Social Services and  
Housing staf f  off ices, there  is no coordinat ion o r  contro l  o f  the  rou t ing  o f  
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fo rms  a n d  t h e  C o r r e c t i o n s  D i v i s i o n  has p rob lems i n  k e e p i n g  a b r e a s t  o f  t h e  
la tes t  s t a t u s  o f  t r a n s a c t i o n s  s u c h  as t h e  f i l l i n g  o f  vacancies,  o v e r t i m e  claims, 
a n d  w o r k e r ' s  compensat ion c la ims. S ince t h e  depar tmen ta l  s t a f f  o f f i ces  have  
t o  s e r v i c e  a l l  d i v i s i o n s  w i t h i n  t h e  depar tmen t ,  t h e  C o r r e c t i o n s  D i v i s i o n  m u s t  
w a i t  f o r  responses a n d  t h i s  r e s u l t s  i n  a de lay  i n  t ransac t ions  f o r  t h e  
b r a n c h e s .  

Much  o f  t h e  t ime t h e  b r a n c h e s  a r e  k e p t  w a i t i n g  c o n c e r n i n g  t h e  f i n a l  
d i spos i t i ons  o f  t h e  t r a n s a c t i o n s  t h e y  i n i t i a t e .  Some b r a n c h e s  c la im t h e r e  is  
d u p l i c a t i o n  o f  e f f o r t s  a t  t h e  t h r e e  s t a f f  leve ls  a n d  t h a t  it w o u l d  b e  less 
c o n f u s i n g  a n d  f a s t e r  if t h e y  were  ab le  t o  deal  d i r e c t l y  w i t h  t h e  depar tmen ta l  
s t a f f  o f f i ces  r a t h e r  t h a n  h a v i n g  t o  g o  t h r o u g h  t h e  C o r r e c t i o n s  D i v i s i o n  f i r s t .  
T h e  C o r r e c t i o n s  D i v i s i o n  main ta ins  t h a t  a more  e f f e c t i v e  approach  w o u l d  b e  t o  
a d d  a n a l y s t  pos i t i ons  t o  t h e  C o r r e c t i o n s  D i v i s i o n  s t a f f  se rv i ces  o f f i c e  so t h a t  
it c a n  act  immediately o n  t r a n s a c t i o n s  r a t h e r  t h a n  h a v i n g  t o  check  w i t h  t h e  
depar tmen ta l  s t a f f  o f f i c e s .  

T o  date,  most o f  t h e  se rv i ces  t o  t h e  c o r r e c t i o n a l  agencies h a v e  been 
r e n d e r e d  by t h e  A d m i n i s t r a t i v e  Serv ices  a n d  Personnel  O f f i ces .  T h e  
D e p a r t m e n t  o f  Social Serv i ces  a n d  H o u s i n g  has r e p o r t e d  t h a t  o u t  o f  t h e  154 
pos i t i ons  w i t h i n  t h e  4 s t a f f  o f f ices,  t h e r e  a r e  o n l y  4 i d e n t i f i a b l e  pos i t i ons  t h a t  
p r o v i d e  e x c l u s i v e  se rv i ces  t o  c o r r e c t i o n s .  However ,  it is  est imated t h a t  abou t  
19 .6  pos i t ions p r o v i d e  se rv i ces  t o  c o r r e c t i o n s  o n  a p a r t - t i m e  bas is .  Whi le t h e  
l n t a k e  Serv ice  C e n t e r  a n d  t h e  Hawai i  P a r o l i n g  A u t h o r i t y  have  ma in ta ined  t h a t  
t h e  se rv i ces  f r o m  t h e s e  o f f i ces  h a v e  been adequate,  t h e  Cor rec t ions  D iv i s ion ,  
w h i c h  accounts  f o r  92 p e r  c e n t  o f  t h e  d e p a r t m e n t ' s  p u b l i c  s a f e t y  b u d g e t ,  
c o n t e n d s  t h a t  i t s  needs a r e  n o t  b e i n g  f u l l y  met  n o r  g i v e n  t h e  con t inuous  
a t t e n t i o n  a n d  p r i o r i t y  w a r r a n t e d  by c o r r e c t i o n s .  T h e  s t a f f  o f f i ces  d i s p u t e  
t h i s  con ten t ion  c la iming t h a t  c o r r e c t i o n s  has been g i v e n  p r i o r i t y  in emergency 
s i t u a t i o n s  b u t  t h e  rea i  p r o b l e m  is t h a t  c o r r e c t i o n s  a lways appears  t o  b e  i n  a 
c r i s i s  s i tua t ion  a n d  t h e  s t a f f  o f f i ces  c a n n o t  d e v o t e  t h e i r  f u l l  t ime t o  
c o r r e c t i o n s  needs as t h e y  m u s t  p r o v i d e  se rv i ces  t o  t h e  r e s t  o f  t h e  d i v i s i o n s  
w i t h i n  t h e  d e p a r t m e n t .  It i s  a lso a r g u e d  t h a t  t ransac t ions  sometimes g e t  
d e l a y e d  because t h e  s t a f f  o f f i ces  m u s t  w a i t  f o r  a p p r o v a l  f r o m  o t h e r  
d e p a r t m e n t s  s u c h  as B u d g e t  a n d  F inance a n d  Personnel  Serv i ces .  T h e  
C o r r e c t i o n s  D iv i s ion ,  o n  t h e  o t h e r  hand,  fee ls  t h a t  if it was g i v e n  c o n t i n u o u s  
priority s e r v i c e  f r o m  t h e  s t a f f  o f f i ces  it m i g h t  b e  i n  a b e t t e r  pos i t i on  t o  a v e r t  
f r e q u e n t  c r i s i s  s i t u a t i o n s .  

Role of t h e  l n t a k e  S e r v i c e  C e n t e r  

T h e  Leg is la t i ve  Reference B u r e a u  r e v i e w  o f  t h e  Master  Plan f o u n d  t h a t  
t h e  c rea t ion  o f  t h e  l n t a k e  S e r v i c e  C e n t e r  has been t h e  r o o t  o f  many  o f  t h e  
p rob lems now c o n f r o n t i n g  t h e  co r rec t iona l  sys tem.  T h e  reason i s  t h a t  wh i le  
t h e  Mas te r  Plan was n o t  c lea r  a b o u t  t h e  spec i f i c  f u n c t i o n s  o f  t h e  l n t a k e  
S e r v i c e  Cen te r ,  it did i n t e n d  t h a t  t h e  l n t a k e  Serv ice  C e n t e r  assume a 
c o o r d i n a t i n g  r o l e  i n  t h e  c r im ina l  j u s t i c e  system i n  o r d e r  t o  e f f i c i e n t l y  process 
o f f e n d e r s  who  e n t e r  t h e  system.  T h e  re la t ionsh ips  between t h e  i n t a k e  
S e r v i c e  C e n t e r  a n d  t h e  o t h e r  c r im ina l  j u s t i c e  agencies,  however ,  w e r e  n e v e r  
c l a r i f i e d ,  a n d  t h e r e  i s  d i sagreement  among t h e  c r i m i n a l  j us t i ce  agencies as t o  
t h e  p r o p e r  r o l e  o f  t h e  i n t a k e  Serv ice  C e n t e r  v i s - a - v i s  themselves.  T h i s  
d isagreement  is  n o t  s u r p r i s i n g  as  it was expec ted  t h a t  t h e r e  w o u l d  b e  a 
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c e r t a i n  amount o f  resistance t o  t h e  l n take  Serv ice Center 's role because it 
wou ld  b e  assuming funct ions t h a t  were prev ious ly  be ing  performed b y  ex i s t i ng  
agencies as well as expanding and implementing new services. As a resul t ,  
t h e r e  is dupl icat ion between t h e  l n take  Service Center  and t h e  Jud ic ia ry  in 
t h e  pre-sentence invest igat ion func t ion  and  community service res t i tu t ion  
p ro jec ts  and  problems between t h e  ln take Servic.e Center  and t h e  Correct ions 
D iv is ion  rega rd ing  t h e  responsib i l i ty  f o r  non-custodial  funct ions f o r  
not-sentenced persons detained i n  correct ional faci l i t ies. 

T h i s  problem has been compounded b y  t h e  austere f iscal pe r iod  t h e  Sta te  
has been exper iencing.  T h e  r i v a l r y  has in tensi f ied since some agencies feel  
t h a t  t h e  l n t a k e  Service Center  dupl icates t h e  ongoing e f fo r ts  o f  o t h e r  
agencies and  t h a t  l imited fiscal resources would b e  be t te r  spent if t h e r e  were  
n o  l n t a k e  Serv ice Center  t o  contend wi th.  The  ln take Service Center  has 
d isp layed admirable perseverance despite t h e  di f ferences generated f rom 
c e r t a i n  segments o f  t h e  cr iminal just ice system and has expanded i t s  
operat ions substant ia l ly  since it was established i n  1976. T h e  cont inued 
ex is tence and  i t s  ro le v is-a-v is  t h e  o ther  correct ional and cr iminal jus t ice  
agencies are  s t i l l  nagging issues t h a t  must be  resolved before t h e  l n t a k e  
Serv i ce  Center  can progress i n to  areas beyond t h e  p r e - t r i a l  phase as 
envis ioned by t h e  Master Plan. 

In fo rmat ion  Systems Coordinat ion 

Most o f  t h e  problems concerning coordinat ion and dupl icat ion o f  e f f o r t s  
among correct ional  agencies could b e  alleviated i f  t h e  cr iminal just ice system 
h a d  an adequate and operational information system t o  l i n k  al l  component 
agencies. Unfor tunate ly ,  information automation in t h e  system is s t i l l  i n  t h e  
i n f a n t  stage. The re  is a Criminal Just ice Data Center t ha t  was in i t ia l l y  
establ ished by a Law Enforcement Assistance Adminis t rat ion g r a n t  f o r  t h e  
p u r p o s e  o f  c rea t ing  a reposi tory f o r  t h e  disposit ion o f  al l  cr iminal h i s to ry  
records  o f  t h e  cr iminal just ice system.' Chapter  $46, Hawaii Revised 
Statutes, requ i res  eve ry  cr iminal just ice agency t o  repo r t  t h e  disposit ion o f  
cases "as p rompt l y  as feasible b u t  no t  la te r  than n ine ty  days a f te r  t h e  
happen ing  o f  an event  which const i tutes a disposit ion".  A n  impediment t o  t h e  
Center 's  operations, however, has been t h e  lack o f  t imely and consistent 
compliance to t h i s  repo r t i ng  requirement.  As a result, t h e  information 
col lected by t h e  Center  is not  as usefu l  t o  cr iminal just ice agencies as was 
i n tended  b y  chapter  $46, Hawaii Revised Statutes. 

T h e  Center  a t t r ibu tes  t h e  problem t o  an overa l l  lack o f  adequate funding 
and  computer t ime f o r  a comprehensive data processing system f o r  cr iminal  
j us t i ce  agencies. I n  o r d e r  f o r  a statewide cr iminal h i s to ry  record  system to 
b e  ef fect ive,  a l l  components must have an information management system t h a t  
in ter faces w i t h  t h e  Center t o  allow f o r  t h e  shar ing  o f  cer ta in common data 
among t h e  cr iminal just ice agencies. There  should also be  adequate computer 
t ime t o  accommodate t h e  twen ty - fou r  hou r  operations of t h e  cr iminal jus t ice  
system. Cur ren t l y ,  on ly  t h e  Honolulu Police Department and t h e  prosecutors 
o f  ce r ta in  count ies have such management systems. The  ln take Serv ice 
C e n t e r  i s  i n  t h e  process of developing a system f o r  t h e  correct ional agencies 
u n d e r  t h e  Department o f  Social Services and Housing, and the  Jud ic ia ry  has a 
system tha t  has no t  been f u l l y  developed. 
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Both  t h e  In take Service Center  and t h e  Jud ic ia ry  contend t h a t  t h e  major 
s tumbl ing block t o  t h e  development o f  t h e i r  information management systems 
has been obta in ing approval  f rom t h e  State's Electronic Data Processing 
Div is ion f o r  t h e  f u n d i n g  and computer services. Since t h e  Electronic Data 
Processing Div is ion is t h e  pol icymaking body f o r  state data processing needs, 
e v e r y t h i n g  must be cleared t h r o u g h  it. Because the re  are numerous agency 
needs th roughout  t h e  State and l imited computer t ime and personnel and fiscal 
resources, all data processing needs are  p r i o r i t i zed  b y  t h e  Electronic Data 
Processing Division, as i n  t h e  case o f  t h e  Execut ive Budget .  According t o  a 
repo r t  b y  t h e  Chamber of Commerce, ou t  of 50 Electronic Data Processing 
Div is ion computer p r io r i t ies ,  on l y  two are cr iminal just ice system p r io r i t i es . '  

T h e  Honolulu Police Department already has i t s  own computer t ha t  
operates on a t w e n t y - f o u r  hou r  basis and is re luctant  t o  r e l y  on t h e  Center 's 
system because t h e  Center  uses t h e  Electronic Data Processing Division's 
computer which closes down eve ry  day f o r  a few hours and is used almost 
completely f o r  o ther  purposes on election days and d u r i n g  payro l l  per iods.  

Staf f  Recrui tment and  Retent ion 

A career i n  correct ions is not  a t t rac t ive  since i t  entails work ing  w i th  
convic ted criminals who are  perceived as in t imidat ing o r  dangerous. The 
s t ress fu l  condit ions i n  t h e  overcrowded faci l i t ies have made correct ions work 
even less palatable. Recrui tment,  especially f o r  adu l t  correct ions of f icer  
posit ions, is an ongoing process since new vacancies occur  as fas t  as others 
are f i l l ed .  T h e  need f o r  adu l t  correct ions of f icers is so c r i t i ca l  i n  some 
fac i l i t ies tha t  new rec ru i t s  a re  placed on t h e  job w i th  minimal t ra in ing .  Many 
new recru i ts  q u i t  o r  t rans fe r  t o  another,  more a t t rac t ive  job because they  are 
unable t o  cope w i th  t h e  dai ly  fears and f rus t ra t i on  of wo rk ing  i n  t h e  pr ison 
community o r  because they  feel t he re  is no f u t u r e  f o r  career  advancement. 

Correct ions administrators contend t h a t  a career- ladder f o r  correct ional 
workers  coupled w i t h  a solid t ra in ing  program would p rov ide  valuable 
incent ives f o r  prospect ive adu l t  correct ions of f icers and social workers t o  
en te r  t h e  correct ions f ie ld .  As one administrator noted, if on ly  a small 
segment of t h e  work  fo rce  is w i l l ing  t o  enter  t h e  correct ions f ield, there  
should be  adequate incent ives t o  re ta in  those tha t  are h i red .  Under  t h e  
present  personnel system, formal education is requ i red  f o r  adminis t rator  
posit ions, and experience as a correct ional worker  cannot be  subs t i tu ted  f o r  
educational requirements. Consequently,  those who are seeking a correct ions 
career  and are  w i l l ing  t o  s t a r t  a t  t h e  bottom are  discouraged f rom remaining 
i n  t h e  system. It was b rough t  t o  o u r  at tent ion t h a t  t h e  Personnel Of f ice of 
t h e  Department o f  Social Services and Housing is c u r r e n t l y  rev iewing the  
requirements f o r  adminis t rator  posi t ions.  

A r e s t r u c t u r i n g  o f  t h e  personnel system t o  formulate a career- ladder 
could also help t o  develop a compensation scheme f o r  correct ional workers 
which would b e  more equitable and ref lect ive o f  t h e  un ique nature  o f  t h e i r  
wo rk .  Furthermore, w i th  a career- ladder, a comprehensive t ra in ing  program 
geared t o  professionalism i n  t h e  f i e ld  of correct ions could be developed t o  
p r o v i d e  new rec ru i t s  w i th  t h e  necessary tools t o  be t te r  cope w i th  t h e  work ing  
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condi t ions of t h e  pr ison community and  t o  ins t i l l  p r i d e  and professionalism i n  
t h e i r  wo rk .  

Correct ions adminis t rators claim tha t  past  attempts t o  change t h e  
personnel  policies concerning correct ional  workers have been fu t i l e .  While t h e  
Department  o f  Social Services and Housing administrat ion has not  opposed t h i s  
idea, it has not  considered it a p r i o r i t y  and thus,  v e r y  l imited e f fo r ts  have 
been exer ted  i n  developing a proposal t o  present  t o  t h e  Department o f  
Personnel Services f o r  considerat ion. T h e  correct ions administrators who 
ac t i ve l y  suppor t  t h e  career- ladder concept contend t h a t  t h i s  k ind  o f  
admin is t ra t i ve  mat ter  would probab ly  be  a f fo rded closer at tent ion under  a 
separate department o f  correct ions.  



Chapter 5 

THE DEPARTMENT OF CORRECTIONS CONCEPT 

P a r t  I 
The U n i f i c a t i o n  Movement  

T h e  f i e l d  o f  c o r r e c t i o n s  deve loped  i n  a f r a g m e n t e d  fash ion  w i t h  each 
componen t - -p r i sons ,  p r o b a t i o n ,  a n d  p a r o l e - - i n t r o d u c e d  i n d e p e n d e n t l y  o f  each 
o t h e r  as a new approach  t o  t h e  p r o b l e m  o f  c o n t r o l l i n g  c r im ina l  b e h a v i o r .  
Because o f  s u c h  f r a g m e n t e d  deve lopment ,  c o r r e c t i o n s  components i n  many 
s ta tes  t o d a y  remain i n d e p e n d e n t  a n d  co r rec t iona l  systems have  been 
f r e q u e n t l y  r e f e r r e d  t o  as a "non-sys tem" .  T h i s  h e r i t a g e  has r e s u l t e d  i n  a 
t r a d i t i o n a l  acceptance o f  l i m i t i n g  t h e  opera t iona l  boundar ies  o f  co r rec t iona l  
r e s p o n s i b i l i t y  t o  t h e  t ime  span  between sen tenc ing  t o  i n s t i t u t i o n a l  c u s t o d y  and  
re lease.  What o c c u r s  p r i o r  t o  sen tenc ing  i s  g e n e r a l l y  p e r c e i v e d  as 
respons ib i l i t i es  o f  t h e  leg is la t i ve  bodies,  pol ice,  cour ts ,  a n d  p r o b a t i o n  and  
w h a t  o c c u r s  a f t e r  i n s t i t u t i o n a l  c u s t o d y  is  r e g a r d e d  as t h e  r e s p o n s i b i l i t y  o f  
p a r o l e . '  Recent  e f f o r t s  t o  r e o r g a n i z e  c o r r e c t i o n a l  sys tems i n  t h e  U n i t e d  
Sta tes h a v e  a t tempted  t o  change  t h i s  "non-systemu a r rangement  o f  co r rec t iona l  
agenc ies by conso l ida t ing  agencies w i t h  re la ted  f u n c t i o n s  t o  ach ieve b e t t e r  use 
o f  resources  a n d  e f f i c i e n c y .  

T h e  impetus f o r  e s t a b l i s h i n g  a separate  d e p a r t m e n t  f o r  c o r r e c t i o n s  came 
in 1967 when t h e  Pres iden t ' s  Commission o n  Law Enforcement  a n d  
A d m i n i s t r a t i o n  of J u s t i c e  advoca ted  u n i f i c a t i o n  o f  t h e  f r a g m e n t e d  co r rec t ions  
d e l i v e r y  system.  S t u d y  g r o u p s  a n d  p ro fess iona l  associat ions began  t o  issue 
fo rma l  recommendations, s tandards ,  a n d  leg is la t ion  f o r  v a r i o u s  un i f i ca t ion  
models.  When t h e  Nat iona l  A d v i s o r y  Commission o n  Cr im ina l  J u s t i c e  S tandards  
a n d  Goals i ssued  i t s  comprehens ive  r e p o r t  i n  1973, t h e  movement f o r  
u n i f i c a t i o n  was i n t e n s i f i e d  b u t  t h e  d i v e r s i t y  o f  o rgan iza t iona l  models s t i l l  
p e r s i s t e d .  

T h e  Nat iona l  A d v i s o r y  Commission o n  Cr im ina l  J u s t i c e  S tandards  a n d  
Goalsz ca l led f o r  complete u n i f i c a t i o n  o f  c o r r e c t i o n a l  se rv i ces  t o  b e  
a d m i n i s t e r e d  by a s ta tew ide  agency  q u a l i f i e d  o n l y  by a caveat  t h a t  wh i le  t h e  
u n i f i c a t i o n s  s t a n d a r d  was app l i cab le  t o  most  j u r i s d i c t i o n s ,  t h e r e  m i g h t  b e  
excep t ions  based o n  local cond i t i ons  o r  h i s t o r y  w h i c h  j u s t i f i e d  t h e  separat ion 
o f  a d u l t  a n d  j u v e n i l e  se rv i ces  o r  p r e - t r i a l  a n d  p o s t  conv ic t ion  se rv i ces .  T h e  
A d v i s o r y  Commission n o t e d  t h a t  too  o f ten ,  o rgan iza t iona l  ana lys is  b e g i n s  w i t h  
d iag rams r a t h e r  t h a n  a de ta i l ed  ana lys is  o f  t h e  p rob lem i n  t e r m s  o f  a l t e r n a t i v e  
f u n c t i o n a l  g r o u p i n g s  t o  meet p r e v i o u s l y  spec i f i ed  ob jec t i ves .  T h e  A d v i s o r y  
Commission f u r t h e r  n o t e d  t h a t  c o r r e c t i o n s  has an  h i s t o r i c a l  p r o c l i v i t y  f o r  fads  
a n d  t h a t  c a l l i n g  f o r  a s imple u n i f i c a t i o n  o f  i n s t i t u t i o n a l  care,  parole,  and  
p r o b a t i o n  i n t o  a s ta te  d e p a r t m e n t  o f  c o r r e c t i o n s  has been a f r e q u e n t  
s u g g e s t i o n .  T h e  A d v i s o r y  Commission caut ioned,  however ,  t h a t  it is  a 
de lus ion  t o  be l ieve  t h a t  t i n k e r i n g  i n  o rgan iza t iona l  s t r u c t u r e  can  alone e f f e c t  
t h e  f u n c t i o n a l  i n t e g r a t i o n  d e s i r e d .  Organ iza t iona l  change  is  n o t  a lways t h e  
panacea f o r  a l l  opera t iona l  prob lems a n d  s h o u l d  b e  v iewed  f r o m  al l  
p e r s p e c t i v e s  t o  d r a w  o u t  possible,  impl ica t ions o f  t h e  p roposed  s t r u c t u r a l  
s o l u t i o n .  
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Par t  II 
Correct ional  Systems o f  Other  States 

Despite t h e  caut ionary statements by t h e  National Adv isory  Commission 
on Cr iminal  Jus t ice  Standards and Goals, i t s  posit ion on in tegrat ion and  
uni f icat ion seems t o  have induced a number of states in to  examining t h e  
possib i l i t ies f o r  f u r t h e r  in tegrat ion and unif icat ion o f  correct ional services. 
I n  1977, t h e  Counci l  of State Governments' s tudy  on reorganizat ion e f fo r ts  o f  
correct ional  systems revealed tha t ,  between 1965-1975, 42 states reorganized 
t h e i r  correct ional systems and o f  t ha t  number 29 did so twice.  The  two most 
dominant organizat ional s t ruc tu res  a t  t h e  time were separate departments o f  
cor rec t ions  and  umbrella departments (human services o r  pub l ic  safety)  . '  

T h e  placement of correct ions under  a human services umbrella ref lects a 
correct ional  phi losophy tha t  correct ions is a p a r t  of human services and has 
rehab i l i ta t i ve  object ives. On t h e  o the r  hand, placement under  a separate 
department  o f  correct ions o r  a pub l i c  safety umbrella emphasizes a phi losophy 
t h a t  correct ions is un ique among t h e  human and social services and requi res 
separat ion. While i t  appears t h a t  t h e  size o f  t h e  correct ional system m igh t  
in f luence t h e  need f o r  a separate department of correct ions, there  a r e  
instances o f  small correct ions departments, i .  e . ,  Idaho, and of la rge  
cor rec t ions  systems, i . e . ,  Mary land and  Wisconsin, t h a t  have remained under  
an umbrel la department (see Appendix 5 1 .  

Generally, t h e  objectives o f  reorganization e f fo r t s  t o  consolidate 
correct ional  programs were categorized b y  t h e  Council of State Governments 
as (1) programmatic reform, (2)  increased managerial effectiveness, and (3) 
enhanced pol i t ical  relat ionships. 

Proponents f o r  programmatic reform contend tha t  consolidation resul ts  i n  
(1 )  t h e  development o f  a coherent and uni form approach t o  correct ions. (2) 
increased professionalism, (3) g rea ter  program innovat ion and development, 
a n d  (4) improved serv ice de l ivery .  Reorganization t o  increase managerial 
e f fect iveness is based on t h e  assumption tha t  consolidation increases economy 
a n d  ef f ic iency and t h e  ab i l i t y  o f  t h e  execut ive leadership t o  contro l  and d i r e c t  
correct ional  act iv i t ies.  Those seeking enhanced pol i t ical  relat ionships maintain 
t h a t  s t r u c t u r e  has major impact on pol i t ical  relat ionships since i t  affects t h e  
v i s i b i l i t y  and accountabi l i ty of correct ions.  

For  t h e  purpose o f  t h i s  s tudy ,  t h e  Legislat ive Reference Bureau also 
conducted a su rvey  of t h e  states regard ing  more recent reorganizat ion 
e f f o r t s .  With responses f rom 33 states, t h e  survey  found t h a t  since t h e  
Counci l  o f  State Governments' s tudy ,  more states have established separate 
departments f o r  correct ional services. Cur ren t ly ,  t h e r e  are a total of 33 
states tha t  have a separate department f o r  correct ional services while t he re  
a r e  on l y  12 states tha t  have placed correct ional services under  an umbrella 
depar tmen t . "  Of  t h e  12 states, Mary land is t h e  only one tha t  has a pub l i c  
sa fe ty  umbrella whi le t h e  remaining states have human service umbrellas. 
Sou th  Dakota and Wyoming have const i tut ional ly established boards t h a t  
oversee correct ions, Nevada and New Hampshire have v e r y  fragmented 
operat ions w i th  adul t  correct ional faci l i t ies under  a Department of Prisons and  
probat ion,  parole, and juveniles under  separate authori t ies, and Pennsylvania 
has a Bureau of Correct ions under  t h e  Governor 's Off ice. 
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Within the  broad departmental s t ruc tures ,  t h e r e  are  many variat ions as 
t o  t h e  correct ional components tha t  were consolidated. Of t h e  33 states w i th  
separate departments f o r  correct ional services, on l y  Maine, Vi rg in ia,  and West 
V i rg in ia  have ju r isd ic t ion  o f  al l  correct ional func t ions .  Three states, 
Delaware, Minnesota, and  New Mexico, a re  un i f ied  except  f o r  t h e  juveni le 
probat ion funct ions.  Al though Vermont 's Department o f  Correct ions only  
handles adu l t  funct ions,  i t  has one of t h e  most uni f ied systems since the  
juveni le  funct ions are  under  t h e  Department of Rehabil i tation Services which 
is also under  t h e  same Agency of Human Services as t h e  Department of 
Correct ions.  Eighteen o f  t h e  33 states have adul t  faci l i t ies, probat ion 
superv is ion,  and parole funct ions under  t h e  department,  and 17 states have a 
separate department f o r  juveni les. Nine states have only  adu l t  faci l i t ies and 
paro le superv is ion under  t h e  department and i n  4 states, t h e  department is 
on l y  responsible f o r  adu l t  ins t i tu t ions .  Of t h e  12 states w i th  umbrella 
s t ruc tures ,  Montana and Oregon have consolidated al l  funct ions except 
juveni le  probat ion (see Appendix C f o r  placement o f  correct ional funct ions i n  
t h e  50 states) .  

T h e  pr imary  i n ten t  o f  most of t h e  reorganizat ions was t o  consolidate 
correct ional  services t h a t  were prev ious ly  scattered among two o r  more 
departments f o r  be t te r  cont ro l  and more consistent de l i very  o f  services among 
t h e  d i f f e ren t  ju r isd ic t ions .  I n  some instances, t h e  components of t h e  new 
department were t h e  same components tha t  were under  t h e  d iv is ion level.  
Funct ional placement o f  correct ions components usual ly  fol lowed the  t radi t ional  
pa t te rn  o f  agency location p r i o r  t o  reorganizat ion, i . e . ,  i f  probat ion was 
a l ready an execut ive funct ion,  i t  would become a component of t h e  new 
department,  b u t  i f  it were t rad i t iona l ly  a judicial  o r  local funct ion,  i t  would 
not  b e  t rans fe r red  automatically t o  t h e  new department (see Appendix D ) .  I n  
a few states--Georgia, Ohio, and Wisconsin--funct ional t rans fers  between 
branches o r  levels o f  government d i d  occur .  Most of t h e  states could not  
specif ical ly a t t r i bu te  any posi t ive o r  negat ive changes tha t  occur red  as a 
d i r e c t  resu l t  o f  reorganizat ion. B u t  many states indicated tha t  t h e  resul ts  
were more posi t ive than negat ive as t h e  states c i ted more centralization, 
v is ib i l i t y ,  accountabi l i ty,  coordination, and professionalism w i th  t h e  
establishment of a separate department.  An exception was Ohio which 
experienced worse condit ions a f te r  reorganiz ing in to  a separate department 
(see Appendix D ) .  

While t h e  Counci l  of State Governments and t h e  Legislat ive Reference 
Bureau surveys  discovered t h e  popu lar i ty  of reorganization, t hey  also found 
t h a t  t he re  is no ideal s t ruc tu ra l  model f o r  correct ional organizat ion since 
t h e r e  are  numerous factors t h a t  must be  considered b y  a state before a 
decision is made, such as t h e  evolut ion of correct ions i n  t h e  state, t h e  
c u r r e n t  pol i t ical  climate, t h e  avai lab i l i ty  of f iscal resources, and t h e  
compatibi l i ty of t h e  object ives and goals o f  t h e  correct ional system wi th  tha t  
o f  t h e  res t  o f  the  cr iminal just ice system. 

T h e  Council of State Governments su rvey  pointed ou t  t ha t  s t r u c t u r e  has 
important  implications f o r  correct ions i n  t ha t  the  s t r u c t u r e  selected can af fect  
p r i o r i t i es  among programs, t h e  resources available, and t h e  accountabi l i ty of 
adminis t rators.  The  l i n k  between s t ruc tu ra l  change and correct ional 
programming, however, is tenuous and la rge ly  dependent on coro l lary factors 
such as new leadership, addit ional funds ,  appropr iate personnel recru i tment  



DEPARTMENT OF CORRECTIONS CONCEPT 

pat te rns ,  and a suppor t i ve  pol i t ica l  climate. T h e  Council of State 
Governments also noted t h a t  reorganizat ion is a cost ly,  t ime-consuming 
process which is more appropr ia te  f o r  deal ing w i t h  broad-scale weaknesses i n  
a state correct ional  p rogram than f o r  rec t i f y i ng  specif ic problems. T h e  
Counci l  o f  State Governments'  s t u d y  concluded t h a t  determining which 
s t r u c t u r e  is bes t  depends on t h e  posit ion o f  t h e  decisionmakers and t h e i r  
object ives f o r  correct ions.  



Chapter 6 

WEIGHING THE ISSUES FOR HAWAII 

I n  c o n s i d e r i n g  a n y  reo rgan iza t ion  p roposa l  i n  t h e  co r rec t ions  f ie ld ,  t h e r e  
a r e  t h r e e  bas ic  f u n c t i o n a l  issues t h a t  m u s t  b e  dea l t  w i t h  b e f o r e  a  f i n a l  
dec is ion  is  made. T h e s e  issues a r e :  ( 1 )  w h e t h e r  pt-obat ion is  an e x e c u t i v e  
o r  j u d i c i a l  f u n c t i o n ;  ( 2 )  w h e t h e r  j u v e n i l e  a n d  a d u l t  co r rec t ions  s h o u l d  b e  
separa te ly  admin is te red ;  a n d  (3)  w h e t h e r  p a r o l e  de te rm ina t ion  and  s u p e r v i s i o n  
s h o u l d  b e  separa te ly  a d m i n i s t e r e d .  

P roba t ion  - E x e c u t i v e  o r  J u d i c i a l  F u n c t i o n  

O r i g i n a l l y ,  p r o b a t i o n  was cons ide red  more  as an  a l t e r n a t i v e  t o  
c o r r e c t i o n a l  t r e a t m e n t  a n d  was t h e r e f o r e  i n i t i a l l y  made ava i lab le  as a  
suspens ion o f  sentence.  La te r ,  severa l  s ta tes  c r e a t e d  independen t  p r o b a t i o n  
agencies c o n t e n d i n g  t h a t  p r o b a t i o n  s u p e r v i s i o n  was an  e x e c u t i v e  a n d  n o t  
j ud ic ia l  f u n c t i o n .  A c c o r d i n g  t o  Danie l  L. S k o l e r  who  has done  e x t e n s i v e  
research  i n  co r rec t ions ,  t h e r e  i s  l i t t l e  d i s p u t e  t h a t  t h e  a d m i n i s t r a t i v e  
separa t ion  o f  i n s t i t u t i o n a l  se rv i ces  a n d  commun i ty  s u p e r v i s i o n  ( p a r o l e  a n d  
p r o b a t i o n )  s h o u l d  b e  c o n t i n u e d .  T h e r e  is  d isagreement ,  however,  as t o  
w h e t h e r  p r o b a t i o n  is  a  jud ic ia l  o r  e x e c u t i v e  f u n c t i o n  a n d  w h e t h e r  it s h o u l d  be  
c o n t r o l l e d  a t  t h e  local o r  s ta te  leve l .  Such  d isagreement  stems f r o m  t h e  f a c t  
t h a t  p r o b a t i o n  has h i s t o r i c a l l y  been a d m i n i s t e r e d  by t h e  c o u r t s  a n d  t h e  
c o n t e n t i o n  t h a t  t h e  local, communi ty -based c h a r a c t e r  o f  p r o b a t i o n  w a r r a n t s  
autonomy f r o m  c e n t r a l  s u p e r v i s i o n  a n d  p o l i c y - s e t t i n g . '  

S k o l e r  f o u n d  t h a t  s ta tew ide  p r o b a t i o n  systems e x i s t e d  i n  26 s ta tes a n d  
severa l  more  f e a t u r e d  a  s ta tew ide  s t r u c t u r e  b u t  h a v e  independen t  local o f f i ces  
i n  ma jo r  c i t i es  a n d  communi t ies .  I t  i s  d i f f i c u l t  t o  a r g u e  t h a t  t h e  p r o b a t i o n  
f u n c t i o n  m u s t  b e  p laced  w i t h  t h e  c o u r t s  as t h e r e  a r e  many co r rec t iona l  
sys tems t h a t  h a v e  success fu l l y  i n t e g r a t e d  p r o b a t i o n .  O n  t h e  o t h e r  hand,  t h e  
social h i s t o r y  i n v e s t i g a t i o n  o r  p r e - s e n t e n c e  i n v e s t i g a t i o n  f u n c t i o n  norma l l y  
p e r f o r m e d  by p r o b a t i o n  s t a f f  is  a r g u a b l y  a  f u n c t i o n  t h a t  shou ld  remain w i t h  
t h e  c o u r t s  s ince s u c h  i n v e s t i g a t i o n  s e r v e s  as v i t a l  i n p u t  t o  t h e  sen tenc ing  
dec is ion w h i c h  is  a  jud ic ia l  f u n c t i o n .  

C u r r e n t l y ,  t h e r e  a r e  38 s ta tes t h a t  h a v e  a d u l t  p r o b a t i o n  s u p e r v i s i o n  
u n d e r  t h e  e x e c u t i v e  b r a n c h  and,  o f  t h a t  number ,  34 also i n c l u d e  t h e  
p r e - s e n t e n c e  i n v e s t i g a t i o n  f u n c t i o n .  C o n v e r s e l y ,  t h e r e  a r e  10 states t h a t  
h a v e  a d u l t  p r o b a t i o n  s u p e r v i s i o n  u n d e r  t h e  jud ic ia l  b r a n c h  a n d  14 states t h a t  
h a v e  r e t a i n e d  t h e  p r e - s e n t e n c e  i n v e s t i g a t i o n  f u n c t i o n  w i t h  t h e  c o u r t s .  TWO 
states h a v e  p r o b a t i o n  systems opera ted  b y  t h e  coun t ies .  As f o r  j u v e n i l e  
p r o b a t i o n ,  t h e  f u n c t i o n s  a r e  i n  t h e  jud ic ia l  b r a n c h  i n  22 s ta tes ,  i n  t h e  
e x e c u t i v e  b r a n c h  i n  14 s ta tes,  a n d  u n d e r  t h e  count ies  i n  8 s ta tes .  F o u r  
s ta tes  h a v e  p r o b a t i o n  f u n c t i o n s  s p l i t  between t h e  j u d i c i a r y  a n d  t h e  e x e c u t i v e  
b r a n c h  a n d  2 s ta tes  h a v e  t h e  f u n c t i o n s  s p l i t  between t h e  count ies  a n d  
e x e c u t i v e  b r a n c h  (see A p p e n d i x  C f o r  p lacement  o f  co r rec t iona l  f u n c t i o n s  i n  
t h e  50 s ta tes ) .  
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T h e  National Adv i so ry  Commission on Criminal Just ice Standards a n d  
Goals repo r ted  t h a t  those who favo r  t h e  placement o f  probat ion in  t h e  judic ia l  
b ranch  bel ieve tha t :  (1) probat ion would b e  more responsive t o  c o u r t  
d i rec t ion ;  (2) t h e  jud ic ia ry  would have automatic feedback on t h e  
effect iveness of disposit ions; (3) t h e  cour ts  would have greater  awareness o f  
needed resources; and (4) t he re  would be  an increase i n  t h e  use o f  p r e - t r i a l  
d ivers ion  as cour ts ,  which have h is tor ica l ly  no t  been inc l ined t o  t r a n s f e r  
au tho r i t y ,  may set s t r i c t e r  l imits on the  d iscret ion of nonjudicial  personnel i n  
releasing o r  d i v e r t i n g  of fenders.  Those who oppose t h e  placement o f  
p robat ion  w i th in  t h e  jud ic ia ry  a rgue tha t :  (1 )  judges are usual ly  no t  
equipped t o  be administrators; (2)  p r i o r i t y  is l i ke l y  t o  be on services t o  t h e  
cou r t s  r a t h e r  than t o  probat ioners; (3) probat ion staf f  may be invo lved i n  
c o u r t  wo rk  t h a t  is unre lated t o  probat ion; and (4) since cour ts  a r e  
ad jud ica tory  r a t h e r  than serv ice-or iented bodies, probat ion wi l l  be  
subserv ien t  t o  t h e  c o u r t  and wi l l  not  develop an ident i ty  o f  i t s  own. '  

Suppor te rs  o f  p lac ing probat ion i n  t h e  execut ive branch argue tha t :  (1) 
al l  o the r  subsystems f o r  implementing cou r t  disposit ions of of fenders are  i n  
t h e  execut ive b ranch  so be t te r  coordinat ion and  funct ional  in tegrat ion can b e  
achieved; (2 )  opportuni t ies f o r  increased coordination, cooperative endeavors, 
and  comprehensive p lann ing  w i th  o the r  human service agencies i n  t h e  
execut ive  b ranch  are increased; (3) more rat ional decisions about t h e  bes t  
d i s t r i bu t i on  o f  resources can be  made; and (4) under  t h e  execut ive branch,  
p robat ion  adminis t rators are i n  a be t te r  posit ion t o  negotiate and present  
t h e i r  budge t  requests since t h i s  role is not t radi t ional ly  undertaken by t h e  
j ud i c ia ry . '  

The  National Adv isory  Commission on Criminal Just ice Standards a n d  
Goals concluded that ,  on balance, t h e  arguments f o r  placement under  t h e  
execut ive b ranch  were more persuasive, and accordingly,  recommended t h a t  
p robat ion  departments be  inc luded i n  a un i f ied  state correct ional system.' 

Th is  issue on t h e  placement o f  probat ion i n  government is t h e  key  t o  t h e  
decision concerning a separate department f o r  Hawaii since most observers  
agree t h a t  w i thout  t h e  inclusion o f  probat ion funct ions, reorganizat ion may b e  
impract ical .  I n  weighing th i s  issue f o r  Hawaii, t h e  implications of t h e  h is to r ic  
development o f  probat ion i n  t h i s  State and t h e  fac t  t ha t  t h e  judicial  system is 
a un i f i ed  system are  unavoidable. The  Legislat ive Reference Bureau r e p o r t  
on t h e  Master Plan noted t h a t  t h e  issue o f  the  t rans fe r  o f  p robat ion  
funct ions,  especially t h e  pre-sentence invest igat ion funct ion,  to  t h e  I n t a k e  
Serv ice Center  was one of t h e  major stumbl ing blocks t o  t h e  f u l l  
implementation o f  t h e  Master Plan.' The  Jud ic ia ry  maintains tha t  i t  was 
always opposed t o  such a t rans fe r  because i t s  judges p re fe r red  t o  have t h e i r  
own personnel per fo rming t h e  services. Moreover, i t  is contended tha t  t h e  
probat ion departments i n  Hawaii operate independently w i th  t h e  
adminis t rators,  no t  judges, overseeing the  dai ly  operations. The judges d o  
no t  have t h e  time nor  t h e  desire t o  be  administrators, and do concentrate on  
t h e i r  adjudicatory dut ies.  Also, t h e  independence of the  probat ion 
departments i n  each c i r c u i t  discounts t h e  possib i l i ty  o f  probat ion staf f  be ing  
used f o r  o the r  judicial  purposes o ther  than probat ion funct ions.  

While i t  is t r u e  t h a t  t h e  consolidation of f ie ld  supervision services u n d e r  
one au tho r i t y  i n  t h e  execut ive branch would p rov ide  be t te r  opportuni t ies f o r  
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optimum resource allocation, it woil ld not necessari ly make f u n d i n g  acquisi t ion 
easier n o r  assure program improvement. Since t h e  Jud ic ia ry  has a separate 
budge t  and personnel system from t h e  execut ive branch,  and i t  is not as 
large as t h e  execut ive branch,  probat ion departments are more l i ke ly  t o  
obtain t h e i r  budget  requests i n  the Jud ic ia ry  than t h e  execut ive b ranch .  

As f o r  t h e  argument regard ing  be t te r  coordinat ion o f  probat ion 
departments and human resource agencies, t h i s  is not a problem i n  Hawaii 
since t h e r e  is much cooperation already present  and, whi le t he re  is room fo r  
f u r t h e r  uni f icat ion of probat ion services among t h e  d i f f e ren t  c i rcu i ts ,  t he re  
has been substant ia l  improvement i n  s tandardiz ing pract ices since t h e  National 
Council on Crime and Del inquency s t u d y  on t h e  Hawaii system cr i t i c ized the  
fragmented and inconsis tent  pract ices.  

Proponents f o r  t h e  t rans fe r  o f  probat ion t o  t h e  execut ive branch have 
argued t h a t  probat ion is more p rope r l y  an execut ive func t ion  and t h a t  there  
is a potent ia l  conf l ic t  of in te res t  i n  hav ing  t h e  cour ts  which make sentencing 
decisions also have ju r isd ic t ion  over  post-sentence programs.  On the  
otherhand, it is argued tha t  probat ion, un l i ke  imprisonment, is a ten ta t ive  
sentence which remains under  t h e  contro l  and superv is ion o f  t h e  sentencing 
judge th roughou t  the  per iod o f  probat ion.  Accordingly ,  probat ion is more 
p r o p e r l y  a judicial  funct ion and t h e  probat ion of f icers should be employees of 
t h e  jud ic ia ry .  Proponents have also argued t h a t  since t h e  parole of f icer 's  
caseload is not as h igh  as t h a t  of probat ion of f icers,  a consolidation o f  f ie ld  
superv is ion services under  t h e  execut ive branch would fac i l i ta te a more 
ef f ic ient  allocation o f  resources. Al though i t  is t r u e  tha t  t h e  probat ion 
o f f i cer 's  caseload is much h igher  than tha t  o f  t h e  parole of f icer ,  the  
Legislat ive Reference Bureau could no t  f i n d  clear evidence t h a t  a t rans fe r  of 
probat ion funct ions,  would substant ia l ly  improve probat ion operations i n  t h e  
State. 

I n  1981, t h e  Legislat ive Reference Bureau found  tha t  too much time and 
energy  have been wasted on, and too many personal i ty  conf l ic ts  have 
developed from, th is  issue. The  Legislat ive Reference Bureau recommended 
tha t  t h e  probat ion funct ions remain w i t h  t h e  Jud ic ia ry  so tha t  t h e  Intake 
Service Center  could d i rec t  i t s  at tent ion t o  t h e  p r e - t r i a l  d ivers ionary  
programs t h a t  need development. T h e  Bureau maintains t h i s  posit ion because 
i t  believes tha t  u n t i l  t he re  is a clear correct ions pol icy f o r  Hawaii t h a t  wi l l  
j us t i f y  t h e  need f o r  to ta l  correct ions unif icat ion, t h e  di f ferences and problems 
between t h e  Jud ic ia ry  and t h e  execut ive branch wi l l  pe rs i s t .  

Consol idat ing A d u l t  and  Juveni le  Programs 

T h e  juveni le  cou r t  process is a special proceeding i nvo l v ing  c i v i l  and 
cr iminal p r inc ip les  and is specif ical ly designed t o  determine t h e  best  in terest  
o f  t h e  ch i l d  before t h e  c o u r t .  Proponents f o r  separat ing juveni le f rom adul t  
correct ions maintain t h a t  juveni les must  be  protected from f u l l  exposure t o  the  
cr iminal just ice system and physical ly  separated f rom adul t  o f fenders.  While 
i t  is acknowledged tha t  these condit ions could be  met b y  establ ishing separate 
d iv is ions w i th in  a single department, i t  is argued tha t  juveni le correct ions 
needs b e t t e r  v i s i b i l i t y  t o  obta in i t s  f a i r  share o f  t h e  l imited fiscal resources 
and t h e r e  is concern tha t  i t  m igh t  be subjected t o  t h e  dominance o f  the  
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custody-or iented,  non-progressive t h i n k i n g  t h a t  has character ized t h e  past 
h i s to ry  o f  adu l t  correct ions i n  America. On t h e  other  hand, those i n  favor  o f  
consolidation, a rgue tha t  decisionmakers would be  be t te r  able t o  so r t  o u t  
p r io r i t ies ,  resolve confusions about c u r r e n t  investments o f  l imited resources, 
and make more rat ional pol icy and resource allocation decisions among 
a l ternat ive programs w i t h  a un i f ied  department.  

Of  t h e  50 states, 28 states have juveni le  correct ions separated f rom adu l t  
correct ions whi le 22 states have consolidated the  two programs.  I n  those 
states tha t  have separate programs, juveni le  programs are  usual ly under  a 
separate department f o r  you th  services o r  under  a social serv ice umbrella see 
Appendix C ) .  I n  Hawaii, t h e  incarcerat ion and paro l ing o f  sentenced juveni le  
of fenders have always been funct ions o f  t h e  same department t h a t  handles 
adul t  o f fenders.  Th is  combination has not  been a problem phi losophical ly 
since adu l t  correct ions i n  Hawaii is more progressive than o the r  states and 
under  t h e  Master Plan adu l t  correct ions is or iented toward  more community 
d ivers ionary  programs ra the r  than incarcerat ion. Recently, however, t h e  
adu l t  correct ions program has been experiencing serious problems, and 
juveni le programs have had lower p r i o r i t y  i n  f und ing  and personnel resource 
allocation. A n y  f u r t h e r  consolidation is not  l i ke ly  t o  change t h i s  s i tuat ion.  

T h e  Juveni le  Just ice Master Plan was enacted b y  t h e  legis lature i n  1980 
b y  t h e  passage of Ac t  303, Session Laws of Hawaii 1980, for the  purpose o f  
creat ing an in tegrated system o f  relat ionships among juveni le  just ice system 
components and t o  c la r i f y  and codi fy  t h e  programs and services p rov ided  b y  
juveni le just ice agencies. T o  ensure optimum coordination among t h e  agencies 
spanning boundaries o f  levels and branches o f  government, A c t  303 created a 
Juveni le Just ice ln teragency Board o f  seven members represent ing t h e  police, 
family cour ts ,  prosecutors, p r i va te  social service agencies, Department o f  
Education, pub l ic  defender, and Department o f  Social Services and Housing. 
The  Board  is empowered t o  promote t h e  implementation o f  t h e  master p lan and 
establish general policies f o r  cooperation and coordination, un i fo rm 
procedures, and an in tegra ted  information system. 

T h e  ln teragency Board has expressed suppor t  f o r  t h e  establishment o f  a 
department of correct ions on l y  i f  t h e  components include intake, probat ion, 
and paro le as well as t h e  inst i tu t ional  func t ion .  The Board's posit ion is t h a t  
if such a department is created, then serious considerat ion f o r  t h e  
consolidation o f  juveni le  and adu l t  programs can be made. The  Board  is 
concerned, however, t ha t  t h e  inclusion o f  al l  juveni le funct ions i n  an 
execut ive department would f i r s t  requ i re  a complete evaluat ion and overhaul  
o f  the  juveni le  just ice master plan concept which places heavy emphasis on 
t h e  ro le o f  t h e  Familv Cour ts .  

Parole Determination and  Supervision 

There  is general agreement among correct ional exper ts  t ha t  because o f  
t h e  quasi - jud ic ia l  na ture  o f  parole determinations, parole boards should be  
independent f rom t h e  correct ions agency. The re  is disagreement, however, 
as t o  whether  parole boards o r  t h e  correct ions agency should be  responsible 
f o r  parole f ie ld  superv is ion.  Advocates o f  t h e  separation o f  t h e  determinat ion 
func t ion  f rom t h e  superv is ion func t ion  maintain tha t  i n  l i g h t  o f  the  s imi lar i ty  
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o f  p a r o l e  a n d  p r o b a t i o n  superv is ion ,  b e t t e r  u t i l i z a t i o n  o f  f i sca l  a n d  personne l  
resources  wou ld  r e s u l t  if t h e  t w o  f u n c t i o n s  a r e  combined u n d e r  one a u t h o r i t y .  
T h o s e  in f a v o r  o f  b o a r d  admin is t ra t ion  o f  p a r o l e  s u p e r v i s i o n  c o n t e n d  t h a t  
s u c h  an  a r r a n g e m e n t  fac i l i t a tes  a more  cons is ten t  p o l i c y  i n  dea l ing  w i t h  t h e  
o f f e n d e r .  O f  t h e  50 s ta tes,  t h e  p a r o l e  b o a r d  admin is te rs  p a r o l e  s u p e r v i s i o n  
i n  o n l y  10 s ta tes (see A p p e n d i x  C ) .  

Parole s u p e r v i s i o n  i n  Hawai i  has a lways been a f u n c t i o n  o f  t h e  paro le  
b o a r d .  T h e  Hawai i  Paro l ing  A u t h o r i t y  be l ieves t h a t  t h e  g r e a t e s t  advan tage  o f  
t h i s  a r r a n g e m e n t  is  t h a t  t h e  p a r o l e  o f f i c e r s  feel  t h e y  h a v e  more leve rage  i n  
k e e p i n g  paro lees i n  l i ne .  F ie ld  s u p e r v i s i o n  is  u n d e r  t h e  Hawai i  Paro l ing  
A u t h o r i t y ,  w h e r e  t h e  paro le  o f f i c e r s  set  cond i t i ons  f o r  t h e i r  paro lees.  When 
t h e  cond i t i ons  o f  p a r o l e  a r e  n o t  met, t h e  Hawai i  Paro l ing  A u t h o r i t y  can  t h e n  
b e  e x p e c t e d  t o  s u p p o r t  t h e  o f f i c e r s  by r e v o k i n g  paro le .  T h e  Hawai i  Paro l ing 
A u t h o r i t y  con tends  t h a t  h a v i n g  a l l  p a r o l e  f u n c t i o n s  u n d e r  t h e  same a u t h o r i t y  
p r o v i d e s  f o r  more  c o n s i s t e n t  a n d  coord ina ted  p a r o l e  po l ic ies  a n d  p r o g r a m s .  

It is  reasonable t o  conc lude  t h a t  if p a r o l e  a n d  p r o b a t i o n  s u p e r v i s i o n  i n  
Hawai i  w e r e  conso l idated,  t h e r e  m i g h t  b e  b e t t e r  u t i l i z a t i o n  o f  f i sca l  a n d  
personne l  resources  as t h e  p a r o l e  s u p e r v i s i o n  caseload is  much  lower  t h a n  t h e  
p r o b a t i o n  caseload a n d  p r o b a t i o n  is  i n  need o f  more  o f f i c e r s .  O n  t h e  o t h e r  
hand ,  t h i s  c o u l d  also h a v e  t h e  e f f e c t  o f  weaken ing  t h e  e f fec t i veness  o f  t h e  
p a r o l e  s u p e r v i s i o n  p r o g r a m .  

Pros  a n d  Cons  of E s t a b l i s h i n g  a Separate  D e p a r t m e n t  o f  C o r r e c t i o n s  

Proponen ts  f o r  e s t a b l i s h i n g  a separate  d e p a r t m e n t  f o r  co r rec t iona l  
se rv i ces  i n  Hawai i  h a v e  a r g u e d  t h a t  such  conso l idat ion w o u l d  increase t h e  
a c c o u n t a b i l i t y  o f  c o r r e c t i o n s  a d m i n i s t r a t o r s  t o  t h e  L e g i s l a t u r e  a n d  t h e  
G o v e r n o r ,  s ince  it is  easier  t o  h o l d  a s i n g l e  i n d i v i d u a l  respons ib le  f o r  
c o r r e c t i o n s  dec is ions t h a n  numerous  agency  heads.  Consol idat ion o f  
c o r r e c t i o n a l  p r o g r a m s  u n d e r  one  a u t h o r i t y ,  it is  a r g u e d ,  is  l i k e l y  t o  r e s u l t  i n  
a more  c o h e r e n t  a n d  u n i f o r m  ph i losoph ica l  approach  t o  c o r r e c t i o n s  as it wou ld  
a p p e a r  easier  t o  o b t a i n  consensus a n d  coopera t ion  o n  p r o g r a m  implementat ion 
a n d  opera t iona l  re la t ionsh ips  t h a n  if a l l  agencies w e r e  i n d e p e n d e n t .  A s ing le  
a u t h o r i t y  c o u l d  also p r o v i d e  b e t t e r  v i s i b i l i t y  f o r  c o r r e c t i o n s  w h i c h  i n  t u r n  
c o u l d  lead t o  inc reased  leverage  i n  b u d g e t  nego t ia t ions .  

O n e  o f  t h e  most f r e q u e n t l y  ment ioned advan tages  o f  a separate  
d e p a r t m e n t  conso l ida t ing  al l  c o r r e c t i o n a l  components is t h a t  t h e  s ing le  
e x e c u t i v e  w o u l d  h a v e  t h e  a u t h o r i t y  t o  dep loy  f i sca l  a n d  personne l  resources 
i n  a f l e x i b l e  manner  t h r o u g h o u t  t h e  d e p a r t m e n t  a n d  t h e r e  w o u l d  b e  improved  
economy a n d  e f f i c i e n c y  i n  c o r r e c t i o n s  o p e r a t i o n s .  I n  s u p p o r t  o f  t h i s  
a r g u m e n t  is  t h e  con ten t ion  t h a t  Depar tment  o f  Social Serv ices a n d  Hous ing  is  
too  l a r g e  a n d  has too  many d i f f e r e n t  f u n c t i o n a l  respons ib i l i t i es  t o  b e  e f f e c t i v e  
i n  a l l  a reas .  A n o t h e r  a r g u m e n t  i n  f a v o r  o f  a separate  d e p a r t m e n t  is  t h a t  
c o r r e c t i o n s  p r o g r a m s  w o u l d  rece ive  t h e  focussed a n d  c o n t i n u o u s  a t t e n t i o n  t h a t  
t h e y  d e s p e r a t e l y  need .  A n  umbre l la  d e p a r t m e n t  canno t  d e v o t e  f u l l  a n d  
u n d i v i d e d  a t t e n t i o n  t o  c o r r e c t i o n s  because t h e r e  a r e  o t h e r  p r o g r a m s  t h a t  a r e  
e q u a l l y  i m p o r t a n t  i n  f u l f i l l i n g  t h e  d e p a r t m e n t ' s  m iss ion .  
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The  retent ion o f  correct ional personnel is an aggravat ing  problem i n  
correct ions.  While a large p a r t  of this problem is due t o  t h e  st ressfu l  
environment,  i t  has also been suggested tha t  t h e  lack of career development 
opportuni t ies also contr ibutes t o  t h e  inab i l i t y  t o  retain bo th  adu l t  correct ions 
o f f i cers  and social workers.  The  Correct ions Division admits t h a t  it has been 
unsuccessful  i n  i t s  attempts ove r  t h e  years i n  obta in ing Department o f  
Personnel Services agreement t o  formulate a career ladder specif ical ly f o r  
correct ions personnel p a r t l y  because it has no t  had the  s t rong suppor t  of t h e  
Department o f  Social Services and Housing administrat ion. A separate 
department could assign a h igh  p r i o r i t y  t o  t h i s  concept and devote t h e  
necessary time requ i red  t o  develop t h e  concept.  I n  conjunct ion w i th  t h e  
career ladder development, i t  is probable t h a t  correct ional personnel might  
have more p r i d e  i n  t he i r  profession and a more professional a t t i tude might  
evolve.  

Those against t h e  establishment o f  a separate department a re  concerned 
p r imar i l y  w i t h  t h e  present  f iscal condit ions of t h e  State. T h e y  argue t h a t  
c rea t ing  any  new department a t  t h i s  time w i l l  no t  ensure successful program 
implementation because the  problem o f  insu f f i c ien t  resources w i l l  s t i l l  ex is t .  
I t  is also argued tha t  under  an umbrella department,  adminis t rat ive suppor t  
services are  p rov ided  a t  a lower cost t o  each program d iv is ion  because o f  
economies resu l t ing  from size. I n  a time when agencies a r e  v igorously  
f i g h t i n g  f o r  more funds,  creat ing a new bureacracy is viewed as f iscal ly 
i r responsib le.  

A persuasive argument f o r  placement under  an umbrella department is 
t h e  avai lab i l i ty  o f  addit ional emergency funds  t h r o u g h  the  t rans fe r  o f  f unds  
f rom o the r  agencies w i th in  t h e  umbrella department.  Th is  is an important 
fac tor  because too many unpredictable factors such as shakedowns, r io ts ,  and 
t h e  populat ion level affect t h e  correct ions budget  and i t  is d i f f i cu l t  t o  
accurately estimate annual costs. D u r i n g  t h e  last f iscal year, approximately 
$2 mil l ion f rom t h e  Department o f  Social Services and Housing budget  was 
t rans fe r red  t o  t h e  Correct ions Div is ion t o  cover  unant ic ipated overt ime costs 
f o r  adu l t  correct ions of f icers.  I f  t h e r e  were a separate Department o f  
Correct ions, it would not have a su f f i c ien t  pool o f  resources f rom which t o  
t rans fe r  emergency funds  and  would have t o  seek approval f rom t h e  Governor 
and t h e  legis lature f o r  supplemental f unds .  

Proponents f o r  re ta in ing  t h e  present  s t r u c t u r e  also argue t h a t  i n  recent  
years, t h e  Department of Social Services and Housing has d i rected more of i t s  
departmental  s ta f f  resources t o  t h e  pub l ic  safety components, especially t h e  
Correct ions Div is ion,  and tha t  t h e  problem lies i n  the  management of t h e  
Correct ions Div is ion operations, a lack of an adequate divis ionwide program 
plan, and lack o f  suf f ic ient  resources at t h e  departmental level t o  render  
more fu l l - t ime s ta f f  services. 

Another  argument  is t ba t  t h e  umbrella adminis t rat ive s t r u c t u r e  serves as 
a b u f f e r  t o  d i rec t  pol i t ical  pressures f rom t h e  Governor,  t h e  Legislature, and 
t h e  pub l ic  and  prov ides needed lobby ing  suppor t .  Under  t h e  present  
umbrella s t ruc tu re ,  t h e  D i rec tor  must face t h e  Governor  and t h e  Legislature 
i n  defense o f  t h e  correct ional program's request  f o r  addit ional funds .  T h e  
department 's information o f f i cer  prepares of f ic ia l  publ ic  statements f o r  t h e  
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c o r r e c t i o n s  agencies a n d  r e s p o n d s  t o  t h e  p o i n t e d  q u e s t i o n s  a n d  c r i t i c i sms  f r o m  
t h e  media .  

F ina l l y ,  it is  c o n t e n d e d  t h a t  w h i l e  t h e r e  is  need  f o r  a  m o r e  c o h e r e n t  a n d  
u n i f o r m  ph i l osoph ica l  a p p r o a c h  t o  c o r r e c t i o n s ,  t h e  b e s t  way  t o  ach ieve t h i s  i s  
t h r o u g h  t h e  es tab l i shment  o f  c l e a r  pol ic ies,  s t a n d a r d s ,  a n d  goals,  a n d  n o t  
t h r o u g h  a  c o s t l y  r e o r g a n i z a t i o n .  U n t i l  t h i s  u n d e r l y i n g  p r o b l e m  is  addressed,  
a c h a n g e  i n  o rgan iza t iona l  s t r u c t u r e  w i l l  n o t  b e  e f f e c t i v e .  



Chapter 7 

CONCLUSIONS 

Par t  I 
Findings 

Exper ts  i n  organizat ional s t r u c t u r e  have repeatedly emphasized tha t  
s t r u c t u r e  is b u t  one determinant of organizat ional design and  effect iveness. 
There  is no one best way t o  organize, and not  al l  ways o f  organiz ing are  
equal ly ef fect ive.  There  are many variables t h a t  must be  considered i n  
formulat ing an equation f o r  optimum organizat ional per formance. '  Among 
these variables are  t h e  h is to r ic  development o f  correct ional funct ions and 
the i r  placement i n  government, t h e  pol i t ical  climate, the  size and  demography 
o f  t h e  state, and fiscal resources. The  Council o f  State Governments noted 
tha t  a l though t h e  creat ion o f  a single correct ions agency has been s t rong ly  
advocated, t h e  achievement o f  t h i s  goal has been d i f f i c u l t  because 
" . . .consol idat ion o f  correct ions services is not  simply a mat te r  o f  b r i n g i n g  
together  a g r o u p  o f  separate agencies w i th  common object ives. There  are  
s igni f icant  pub l ic  pol icy di f ferences among correct ions agencies t h a t  have kep t  
them organizat ional ly d i s t i nc t  over  the  years. Many e f fo r ts  a t  consolidation 
have foundered on these pol icy d i f ferences.  "' 

Theoret ical ly,  t h e  advantages o f  establ ishing a separate department 
outweigh t h e  disadvantages; b u t  t h e  pract ica l  considerations render  t h e  
proposal inappropr iate f o r  Hawaii at  t h i s  t ime. For Hawaii, most correct ions 
administrators agree tha t  establ ishing a separate department f o r  correct ions 
would on ly  be worthwhi le  i f  t h e  p r e - t r i a l  and pre-sentence services, intake, 
custodial care, probat ion supervision, and parole supervision funct ions a r e  
consolidated w i th in  t h e  department as l ine divisions, w i t h  on ly  t h e  parole 
determination func t ion  under  an autonomous adminis t rat ive ly  attached agency. 
The  h is tor ica l  development o f  correct ions i n  Hawaii has implanted an a t t i tude 
o f  independence among correct ional  agencies and u n t i l  t h e r e  is a change i n  
th i s  at t i tude,  t he re  w i l l  be  v igorous opposit ion t o  th i s  t y p e  of department.  
On t h e  o the r  hand, whi le t h e  correct ional funct ions are fragmented among t h e  
various independent components, t he re  is considerable coordinat ion and 
cooperation among t h e  correct ional agencies, especially a t  t h e  l ine levels. 
Th is  is possible because Hawaii is a small state which is v e r y  centra l ized.  
Correct ions and o ther  just ice administrators per iodical ly  meet in  forums and 
are  v e r y  at tuned t o  t h e  problems and needs o f  each other 's  operat ions. While 
there  is a need f o r  be t te r  coordination, t h e  root o f  t h e  problems i n  
relat ionships among agencies appears t o  b e  t h e  competition f o r  t h e  State's 
l imited f iscal resources. 

The  Bureau d i d  not  conduct a detai led cost analysis, b u t  i t  is obvious 
tha t  c rea t ing  a new department wi l l  be  cost ly  a t  t h e  onset since funds  would 
be  requ i red  t o  establish s ta f f  services off ices f o r  t h e  department, and f o r  
addit ional of f ice space, equipment, and suppl ies. Based on the  ex is t ing  
number o f  approximately 1,100 s ta f f  posit ions and an estimated budget  
requirement o f  more than $25 mill ion f o r  al l  t h e  correct ional components, i t  is 
estimated tha t  a Department of Correct ions would b e  a medium size department 
comparable t o  t h e  Department o f  Budget  and Finance o r  Ag r i cu l t u re .  T h e  
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r e q u i r e m e n t s  f o r  t h e  a d m i n i s t r a t i v e  s t a f f  o f f i ces  t o  s e r v i c e  such  a  d e p a r t m e n t  
can  b e  expec ted  t o  s u b s t a n t i a l l y  increase o p e r a t i n g  costs .  T h e  Depar tment  o f  
Social Serv ices a n d  H o u s i n g  has o n l y  abou t  4 s t a f f  p e r s o n s  e x c l u s i v e l y  
s e r v i c i n g  c o r r e c t i o n s  a n d  t h e  d e p a r t m e n t  con tends  t h a t  none can b e  
t r a n s f e r r e d  o u t  t o  a  new d e p a r t m e n t  s ince t h e y  a r e  a l r e a d y  o p e r a t i n g  w i t h  an  
o v e r l o a d .  A l t h o u g h  it may b e  t r u e  t h a t  i n  t h e  l o n g - r u n  a  separate  
d e p a r t m e n t  m i g h t  b e  more c o s t - e f f e c t i v e  t h a n  t h e  e x i s t i n g  system, t h e r e  m u s t  
b e  assurance  t h a t  once a  commitment is  made, t h e  necessary  f isca l  resources 
w i l l  immediately b e  ava i lab le  t o  implement t h e  concep t .  T h e  p r e s e n t  f isca l  
p i c t u r e  ind icates t h a t  t h i s  k i n d  o f  commitment o f  f u n d s  is  n o t  poss ib le .  

C u r r e n t l y ,  t h e r e  is  a  c e i l i n g  on a l l  depar tmen ta l  b u d g e t s .  T h e  
Depar tment  o f  B u d g e t  a n d  F inance has l im i ted  each d e p a r t m e n t ' s  b u d g e t  t o  a  
d o l l a r  amount  equal  t o  t h e  c u r r e n t  s e r v i c e  o f  t h e  p r e s e n t  f i sca l  y e a r  p l u s  an  
i n f l a t i o n  f a c t o r .  A d j u s t e d  increases a r e  al lowed f o r  s u c h  t h i n g s  as federa l  
b u d g e t  r e d u c t i o n s .  I f  t h e r e  w e r e  a  separate  Depar tment  o f  Cor rec t ions  f o r  
t h e  upcoming  f isca l  year ,  t h e  Depar tment  o f  B u d g e t  a n d  F inance claims it 
w o u l d  p r o b a b l y  al locate a  d o l l a r  amount  based o n  t h e  p r e s e n t  b u d g e t s  o f  t h e  
c o r r e c t i o n a l  agencies t h a t  w o u l d  b e  i n  t h e  d e p a r t m e n t  a n d  t a k e  i n t o  account  
t h e  o t h e r  necessary  b u d g e t  i tems such  as a d m i n i s t r a t i v e  s t a f f  o f f i ces .  
E s t a b l i s h i n g  a  separate  d e p a r t m e n t  does n o t  necessar i l y  mean t h a t  t h e  t o p  
p r i o r i t i e s  o f  t h e  d e p a r t m e n t  w i l l  b e  a p p r o v e d  by t h e  Depar tment  o f  B u d g e t  
a n d  F inance s ince it is n o t  i t s  p r a c t i c e  t o  t a k e  t h e  f i r s t  p r i o r i t i e s  o f  a l l  
d e p a r t m e n t s .  Ins tead ,  t h e  Depar tment  o f  B u d g e t  a n d  F inance m i g h t  f i n d  t h a t  
o n  a  s ta tew ide  bas is ,  t h e  f i r s t  t e n  p r i o r i t i e s  o f  one  d e p a r t m e n t  m i g h t  b e  more 
i m p o r t a n t  t h a n  t h e  f i r s t  p r i o r i t i e s  o f  o t h e r  depar tmen ts  a n d  t h e  b u d g e t  w i l l  b e  
a l located a c c o r d i n g l y .  A new c o r r e c t i o n s  d e p a r t m e n t  w o u l d  b e  compet ing f o r  
t h e  same pool  o f  resources  o n  t h e  same bas is  as it does t o d a y  w i t h  t h e  o n l y  
d i f f e r e n c e  b e i n g  t h a t  t h e  p r i o r i t i e s  t h a t  may n o t  b e  o n  t h e  Depar tment  o f  
Social Serv ices a n d  Hous ing 's  p r i o r i t y  l i s t  m i g h t  b e  p r i o r i t i e s  u n d e r  a  
Depar tment  o f  C o r r e c t i o n s '  l i s t . '  As a  f u r t h e r  i nd ica t ion  o f  t h e  c r i t i c a l  
f i n a n c i a l  s t a t u s  o f  t h e  State,  t h e  G o v e r n o r ,  o n  December 1, 1982, imposed 
r e s t r i c t i o n s  o n  s ta te  h i r e s  a n d  o u t - o f - s t a t e  t r a v e l  i n  an e f f o r t  t o  f u r t h e r  l im i t  

I f  t h e  abovement ioned cond i t i ons  did n o t  e x i s t  t o  impede t h e  c rea t ion  o f  
a  new depar tment ,  t h e  dec is ion wou ld  r e s t  on w h a t  p rob lems i n  t h e  p r e s e n t  
sys tem a r e  s o u g h t  t o  b e  reso lved  a n d  w h e t h e r  reo rgan iza t ion  is  t h e  o n l y  
a n s w e r .  T h e  p rob lems o f  t h e  p r e s e n t  sys tem can  b e  ca tegor i zed  i n t o  t w o  
g r o u p s  (1)  prob lems dea l ing  w i t h  r o l e  con fus ion ,  coord inat ion,  a n d  
communicat ion among co r rec t iona l  a n d  o t h e r  c r im ina l  j u s t i c e  agencies, a n d  (2 )  
a d m i n i s t r a t i v e  a n d  management prob lems i n  t h e  C o r r e c t i o n s  D i v i s i o n .  With 
r e s p e c t  t o  t h e  f i r s t  g r o u p ,  t h e  B u r e a u  be l ieves t h a t  c r e a t i n g  a  separate  
D e p a r t m e n t  o f  C o r r e c t i o n s  w i l l  n o t  reso lve  t h e  p rob lem un less t h e  components 
o f  t h e  new d e p a r t m e n t  a r e  a l l  l i n e  d i v i s i o n s  answera5 le  t o  one e x e c u t i v e .  
C u r r e n t l y ,  t h e  Hawai i  Paro l ing  A u t h o r i t y  a n d  t h e  I n t a k e  Serv ice  C e n t e r  as 
a d m i n i s t r a t i v e l y  a t tached  agencies a r e  a f f o r d e d  g r e a t e r  f l e x i b i l i t y  a n d  
autonomy i n  t h e i r  opera t ions  a n d  a r e  n o t  as c a r e f u l l y  s c r u t i n i z e d  b y  t h e  
Depar tment  o f  Social Serv ices a n d  H o u s i n g  as a r e  t h e  l i n e  d i v i s i o n s .  
A l t h o u g h ,  t h e  D i r e c t o r  is  empowered t o  make demands o f ,  o r  o v e r r u l e  t h e  
heads o f  a d m i n i s t r a t i v e l y  a t tached  agencies,  t h e  d i r e c t o r  appears  hes i tan t  t o  
d o  so, s ince such  agency  heads a r e  a p p o i n t e d  by t h e  G o v e r n o r .  Most 
o b s e r v e r s  ag ree  t h a t  even  u n d e r  a  d i f f e r e n t  s t r u c t u r a l  c o n f i g u r a t i o n ,  if o n l y  
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t h e  Correct ions Div is ion remains a l ine d iv is ion under a new department, as 
was proposed b y  t h e  senate b i l l  d u r i n g  t h e  1982 legislat ive session, t h e  same 
number o f  coordinat ion problems can be  expected to cont inue. Coordination 
and communication problems i n  t h e  cr iminal just ice system are  most ef fect ive ly  
accomplished th rough  vo lun tary  cooperation. I n  o rder  t o  fac i l i ta te such 
cooperation and  avoid discord, there  is a need. f o r  an ar t icu lat ion of and  
acceptance o f  state policies, standards, and goals fo r  correct ions so tha t  ai l  
cr iminal just ice agencies are aware o f  the  State's overal l  p rogram and t h e i r  
i nd i v idua l  roles i n  t ha t  program. 

With respect t o  t h e  adminis t rat ive and management problems of t h e  
Correct ions Division, t h e  Bureau believes tha t  many of t h e  problems can be  
resolved in te rna l ly  w i th in  t h e  present  s t ruc tu re .  Clearly,  t he re  are  
communication problems between t h e  Correct ions Division and  t h e  department 's 
s taf f  o f f ices.  The  Bureau is o f  t h e  opinion tha t  these problems a r e  a d i rec t  
resu l t  o f  t h e  Correct ions Div is ion not  hav ing  suf f ic ient  adminis t rat ive 
resources and  a funct ional  plan at t h e  onset t o  cope w i th  t h e  implementation 
requirements of t h e  Master Plan. Too much attent ion has been focussed on 
construct ion o f  t h e  new faci l i t ies. Today, t h e  Correct ions Div is ion lags i n  
the  development o f  i t s  administrat ive, operational, and programmatic aspects 
and i t  needs more suppor t  s ta f f  assistance. 

T h e r e  is general agreement among t h e  correct ions administrators 
in terv iewed tha t  a new department is not  an appropr iate remedy i n  view o f  
t h e  n a t u r e  of t h e  problems of t h e  correct ional system. Most of t h e  problems 
are a t t r i bu tab le  t o  t h e  fac t  t ha t  Hawaii's correct ional system is operat ing 
under  a vague and outdated Master Plan tha t  has never  been f u l l y  
implemented. 

T h e  Master Plan was a correct ional p lan t h a t  requ i red  commitment and 
cooperation f rom al l  cr iminal just ice agencies i n  o rde r  t o  achieve correct ional 
object ives. T h e  Master Plan, however, was never  real ly  understood o r  
accepted by t h e  cr iminal just ice agencies and consequently, t h e  agencies have, 
been opera t ing  i n  t h e i r  t radi t ional  independent roles despite t h e  Master P lanb 
in ten t  f o r  coordination, information shar ing,  and  cooperative decision-making. 

T h e  unant ic ipated overcrowding o f  faci l i t ies b rough t  added st ress t o  t h e  
system and impeded t h e  Master Plan's program implementation since most o f  
t h e  f u n d s  allocated t o  correct ions had t o  be  reserved f o r  construct ion and 
adul t  correct ions o f f i cer  posit ions. The  gloomy fiscal p ic tu re ,  t h e  State's 
const i tu t ionai  spending l imit ,  and federal budget  cu ts  have resu l ted  i n  
uncer ta in ty  as t o  the  commitment o f  available correct ional funds .  Th is  
condit ion has generated more " te r r i t o r i a l i t y "  among t h e  agencies competing f o r  
addit ional resources instead o f  causing them t o  w o r k  together  t o  gain optimum 
use o f  t h e  l imited resources. 

T h e  1982 Legislat ive Reference Bureau repo r t  pointed ou t  the  need fo r  a 
rear t icu iat ion of correct ional pol icy f rom a cr iminal just ice perspect ive and f o r  
the  development o f  a new master plan and funct ional  p lan.  Un t i l  these needs 
are met, any  major reorganizat ion proposal would be premature.  The re  are  
too many uncertaint ies as t o  t h e  d i rect ion i n  which correct ions should be  
headed, t h e  responsibi l i t ies o f  each correct ional component, and  t h e  
i n te r fac ing  requ i red  among correct ional and o the r  cr iminal just ice components 
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i n  o r d e r  t o  p reserve  t h e  balance o f  just ice whi le a t  t h e  same time ef fect ing 
coordinat ion and in tegrat ion of programs and services. I f  these uncertaint ies 
cont inue, t h e  problems wi l l  pers is t  even under  a separate departmental 
s t r u c t u r e .  

I n  t h e  words of one correct ions administrator,  " [ t l h e r e  is no th ing  in  t h e  
system today t h a t  wi l l  change w i th  t h e  creat ion o f  a separate department of 
correct ions and the re  is no problem i n  t h e  system t h a t  cannot be  corrected 
today  under  the  present  s t r u ~ t u r e . " ~  T h e  problem of conf l ic t ing personalit ies 
i n  key  correct ional posit ions is s t i l l  i nh ib i t i ng  progress  i n  some areas b u t  t h e  
system does appear t o  be  func t ion ing  as well as could be  expected considering 
t h e  overcrowding and lack of su f f i c ien t  resources. 

Pa r t  1 1  
Recommendations 

1 .  T h e  Bureau believes tha t  it is premature t o  f u r t h e r  debate t h e  
issue o f  establ ishing a separate department i n  t h i s  State since t h e r e  is s t i l l  
much confusion as t o  t h e  State's phi losophy and d i rect ion in  correct ions. 
Rei terat ing the  recommendation f rom t h e  1982 Legislat ive Reference Bureau 
repor t ,  "A Review of t h e  Implementation of t h e  Hawaii Correct ional Master 
Plan", the  Legislature should convene an ad hoc committee t o  rear t icu late t h e  
correct ions phi losophy o f  t h i s  State, t o  develop coordinated correct ions 
standards and goals, and t o  c la r i f y  t h e  funct ions and roles of each cr iminal 
just ice agency i n  implementing state correct ional policies. Without a solid 
foundation from which t o  guide i t s  operations, t h e  correct ions system wi l l  
cont inue t o  have problems even under  a separate department.  

Since correct ional programs are d i rec t l y  impacted b y  t h e  actions o r  
non-actions of t h e  cour ts ,  police, prosecutors, and t h e  Legislature ( i n  
enact ing sentencing and  correct ional legislation and i n  f und ing  correct ional 
programs),  it is emphasized tha t  i n  t h e  development o f  policies, correct ions 
must be  viewed f rom a cr iminal just ice perspect ive.  I t  is in te res t ing  t o  note 
t h a t  t he re  is no mention of a pub l ic  safety funct ional  plan i n  the  Hawaii State 
Plan a l though section 226-26, Hawaii Revised Statutes, does state t h e  general 
object ives and  policies f o r  pub l ic  safety.  There  is c lear ly  a need t o  formulate 
a detai led plan f o r  correct ional agencies and o the r  just ice agencies t o  
implement these object ives. Correct ional policies, ideal ly,  should be  
developed as p a r t  of an overa l l  state pub l ic  safety p lan .  

Once the re  is agreement regard ing  t h e  State's correct ional phi losophy, 
policies, and d i rect ion,  a decision can be made as t o  what t y p e  of 
organizat ional s t r u c t u r e  would be appropr ia te .  

2. A f i r m  decision must be  made t o  determine whether o r  not  t h e  
In take  Service Center  should cont inue i n  existence. T h e  Center is a unique 
agency because i t  is funct ional ly  involved i n  services tha t  af fect  two branches 
of government .  The  blaster Plan del iberately designed t h e  Center i n  t h i s  
manner so tha t  it could b e  involved i n  all phases of o f fender  processing and 
coordinate service de l ivery  i n  t h e  correct ional system. Unfor tunate ly ,  t h i s  
uniqueness has caused t h e  placement o f  t h e  Center  i n  t h e  State's bureaucrat ic  
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s t r u c t u r e  t o  be a major problem f rom t h e  onset.  The fol lowing opt ions should 
be  considered: 

( A )  I f  t h e  Legis lature f i nds  t h a t  t h e  concept o f  service de l ivery  
system coordinat ion t h r o u g h  an agency l ike t h e  In take  Service 
Center  is s t i l l  feasible and desirable, clear guidelines as t o  t h e  
Center 's  responsibi l i t ies and a u t h o r i t y  must be  developed and 
cr iminal just ice agencies must  b e  d i rected t o  accept such 
guidel ines and cooperate w i t h  t h e  Center .  Along w i t h  such 
c lar i f icat ion,  a decision must  be  made on the  placement o f  t h i s  
autonomous agency e i ther  i n  t h e  execut ive b ranch  o r  t h e  
judicial  branch.  It i s  o u r  unders tand ing  t h a t  legislat ion f o r  
t h e  t rans fe r  o f  t h e  Center  f rom t h e  execut ive b ranch  t o  t h e  
judicial  b ranch w i l l  be  in t roduced d u r i n g  t h e  1983 session. 

( B )  If t h e  Legis lature f i nds  t h a t  t h e  Master Plan concept o f  
centra l ized service de l i ve ry  is no longer feasible o r  desirable, 
then t h e  Center  should e i ther  be  dissolved o r  made in to  a l ine 
d iv is ion.  

(1) If t h e  Center  is dissolved, t h e  pre- t r ia l ,  pre-sentence, 
and  of fender superv is ion funct ions could b e  placed w i th  
t h e  Jud ic ia ry  and t h e  in take and  diagnost ic correct ions 
funct ions could be placed i n  t h e  Correct ions Division. 
Th is ,  however, would b e  tantamount t o  r e v e r t i n g  back t o  
t h e  o ld  system before t h e  Master was adopted. 

(2) If t h e  Center 's  s tatus is t o  change f rom an 
adminis t rat ive ly  attached agency t o  a l ine d iv is ion,  i t s  
placement i n  t h e  j ud i c ia ry  o r  t h e  execut ive branch 
depends on a pol icy decision as t o  which funct ions t h e  
Center  should b e  per fo rming and  whether t h e  Center  
should cont inue t o  pe r fo rm funct ions which, i n  par t ,  
h is tor ica l ly  belong t o  another  b ranch o f  government, i .e. ,  
if t h e  Center  is placed i n  t h e  Jud ic ia ry  should it cont inue 
t o  per fo rm in take and diagnost ic correct ions funct ions,  o r  
if t h e  Center  is maintained i n  t h e  execut ive branch should 
it cont inue t o  per fo rm p r e - t r i a l  and pre-sentence 
funct ions.  

(C) Whether o r  not t h e  Center  is dissolved, o r  placed w i th in  t h e  
Jud ic ia ry  o r  Execut ive Branch as an adminis t rat ive ly  attached 
autonomous agency, o r  as a l ine d iv is ion,  t h e  funct ional  
conf l ic ts  must be  resolved. 

3. A f t e r  t h e  state policies, standards, and  goals a re  established, t h e  
Legislature should consider t h e  establishment o f  a pol icy council, similar t o  
the  one proposed f o r  Minnesota (see Appendix D)  i n  o r d e r  t o  monitor t h e  
implementation and cont inuing update o f  correct ions policies, standards, and  
goals. Th i s  pol icy counci l  would be  responsible f o r  t h e  review and  
coordination o f  al l  cr iminal just ice policies and  funct ional  p lans al luded t o  i n  
Recommendation number 1 i n  o r d e r  t o  ensure t h a t  all agencies are  operat ing 
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c o n s i s t e n t l y  w i t h  t h e  Sta te 's  overa l l  po l ic ies  a n d  goals.  T o  b e  e f fec t i ve ,  such  
a c o u n c i l  w o u l d  r e q u i r e  a p ro fess iona l  s t a f f .  

Hawai i  a l r e a d y  has a b o d y  t h a t  can s e r v e  as t h e  f o u n d a t i o n  f o r  a p o l i c y  
counc i l .  T h e  G o v e r n o r ' s  P lann ing  Committee w h i c h  was i n i t i a l l y  es tab l ished 
by t h e  G o v e r n o r  in 1975 i s  composed o f  r e p r e s e n t a t i v e s  o f  t h e  c r im ina l  j u s t i c e  
system.  T h i s  Committee, w h i c h  is  s t a f f e d  by t h e  Sta te  Law Enforcement  
P l a n n i n g  Agency ,  se rves  as a f o r u m  f o r  c r im ina l  j u s t i c e  prob lems i n  t h e  Sta te  
a n d  p l a n s  t h e  a n n u a l  G o v e r n o r ' s  Con fe rence  o n  Cr ime.  A l t h o u g h  many 
prob lems h a v e  been  addressed  by t h e  Committee, it does n o t  h a v e  
p o l i c y m a k i n g  a n d  o v e r s i g h t  powers  necessary  t o  e n s u r e  t h e  implementat ion o f  
agreements  made a t  t h e  conferences o r  t o  coord ina te  a n d  d i r e c t  t h e  Sta te 's  
o v e r a l l  e f f o r t  t o  c u r t a i l  c r ime.  

4. it is  a p p a r e n t  t h a t  most  o f  t h e  opera t iona l  p rob lems e x p e r i e n c e d  by 
c o r r e c t i o n s  agencies a r e  d u e  t o  t h e  f a s t  g r o w t h  r a t e  o f  t h e  inmate popu la t ion  
a n d  inadequa te  resources .  Whi le t h e r e  appears  t o  b e  a need  f o r  add i t i ona l  
pe rsonne l  a n d  f u n d s  f o r  co r rec t iona l  agencies, t h e  B u r e a u  be l ieves t h a t  a 
comprehens ive  management a n d  p r o g r a m  a u d i t  o f  t h e  co r rec t iona l  agencies 
s h o u l d  b e  c o n d u c t e d  b e f o r e  t h e  L e g i s l a t u r e  can  b e s t  de te rm ine  w h e r e  t h e  
resources  a r e  most  needed, i .e . ,  a t  t h e  b r a n c h ,  d i v i s i o n ,  o r  d e p a r t m e n t  
level ,  a n d  how t o  e f f i c i e n t l y  a l locate ava i lab le  resources .  I t  shou ld  b e  
emphasized t h a t  t h e  co r rec t iona l  sys tem has g r o w n  s u b s t a n t i a l l y  i n  te rms  o f  
t h e  n u m b e r  o f  c l i e n t s  se rved ,  t h e  s t a f f i n g ,  a n d  t h e  o p e r a t i n g  expenses s ince 
t h e  Mas te r  Plan was adop ted  i n  1973. Y e t  t h e r e  has n o t  been a 
comprehens ive  eva lua t ion  o f  t h e  opera t ions  t o  de te rm ine  w h e t h e r  p r o g r a m  
ob jec t i ves  a r e  b e i n g  met  a n d  w h e t h e r  management techn iques  r e q u i r e  
improvement .  De ta i l ed  a u d i t s  w i l l  also i d e n t i f y  w h e r e  unnecessary  dup l i ca t ion  
o f  e f f o r t s  o c c u r .  

5. T h e r e  is  need f o r  t h e  immediate coord ina t ion  o f  co r rec t iona l  a n d  
c r i m i n a l  j u s t i c e  in fo rmat ion  systems.  While it w o u l d  b e  b e s t  t o  w a i t  f o r  an  
a r t i c u l a t i o n  o f  s t a t e  c o r r e c t i o n a l  po l ic ies  a n d  t h e  fo rmu la t ion  o f  a new o r  
r e v i s e d  master  p lan ,  w o r k  o n  a coord ina ted  in fo rmat ion  system s h o u l d  n o t  b e  
de layed  a n y  l o n g e r .  U n d e r  t h e  p r e s e n t  a r rangement ,  t h e  c r im ina l  j us t i ce  
agencies a r e  compet ing  aga ins t  each o t h e r  f o r  compute r  resources .  It 
appears  t h a t  t h e i r  needs may  b e  b e t t e r  f u l f i l l e d  if t h e y  w o r k e d  t o g e t h e r  t o  
f o r m u l a t e  a comprehens ive  p l a n  a n d  p roposa l  t o  t h e  E lec t ron ic  Data Process ing 
D i v i s i o n .  It i s  recommended t h a t  an  in fo rmat ion  systems coord ina t ion  
committee composed o f  rep resen ta t i ves  o f  a l l  c r im ina l  j us t i ce  agencies a n d  t h e  
E lec t ron ic  Data Process ing D i v i s i o n  b e  es tab l i shed  t o  deve lop a systemwide 
f u n c t i o n a l  p l a n  f o r  c r im ina l  j us t i ce  in fo rmat ion  p rocess ing .  I t  i s  sugges ted  
t h a t  t h e  Cr im ina l  J u s t i c e  Data C e n t e r  o f  t h e  O f f i c e  o f  t h e  A t t o r n e y  Genera l  b e  
des igna ted  as t h e  lead agency  s ince it is  i n t e n d e d  t o  b e  t h e  c e n t r a l  r e p o s i t o r y  
o f  c r im ina l  j u s t i c e  in fo rmat ion  a n d  a i l  o t h e r  sys tems s h o u l d  b e  i n t e r f a c e d  w i t h  
t h e  Data C e n t e r .  
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Captain Alexander Haconochie was in charge 
of the British penal colony on Norfolk 
Island, about 1,000 miles of the Australian 
coast, where criminals were sent and 
conditions were so bad that men preferred the 
death penalty. Upon his arrival, Haconochie 
eliminated the flat sentence and developed a 
"mark systesr~" whereby a convict could earn 
freedw by hard work and good behavior. 
Unfortunately, this system of placing the 
burden of release on the convict was not 
supported and when Maconochie was fired from 
the colony for spending too much money, it 
resorted back to the flat sentence system and 
cruelty. Allen and Simonsen, pp. 50-51, 62. 

Sir Walter Crofton of Ireland was inspired 
by Uaconochie's work and is credited for 
establishing the first system of conditional 
release in the community, the system we know 
today as parole. His ideas were based on the 
notion that criminals could be reformed, but 
only through employment in a free community. 
Allen and Simonsen, pp. 51, 62. 

Chapter 3 

1. Includes the thirty-bed module which is 
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average, 5 units because of the time and 
effort involved, while each parolee assigned 
to an officer is worth one unit. 
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6. Hawaii, The Judiciary, SuppZementuZ Budget 
11982-1983) and V a - b e e  .Report 11980-1982: 
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eligibility and papents for the financial 
assistance, food stamp, and Medicaid programs, the 
federal goverrsrent has established standards for 
acceptable levels of errors and penalties for error 
rates higher than the standards. The Public Welfare 
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has been threatened with a possible $5 million in 
penalties because Hawaii's error rates are higher 
than the standards. The Medicaid program has 
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physicians failed to fill out required forms. The 
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1982. and XonoZuZu Star-BiiZZe+Ln, September 29, 1982. 

House Conference Committee Report No. 71, 
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levels. The Commission submittted six reports 
entitled: (1) A National Strategy to Reduce 
Crime; ( 2 )  Criminal Justice System; (3) 
Police; (43 Courts; (51 Corrections; and ( 6 )  
Community Crime Prevention. 
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APPENDIX A 

Department o f  Social Services and Housing 
Administ rat ive Sta f f  Offices 

Administ rat ive Services Off ice 

Th is  of f ice provides staf f  assistance and advice i n  the  areas o f  f iscal 
management, budgeting, management improvement, and housekeeping matters. 
It is responsible f o r  t h e  formulat ion o f  departmental policies and 
administrat ion o f  t he  centra l  accounting system, audi t ing,  inventory  
management, and purchasing programs. Sections w i th in  the  Administ rat ive 
Services Off ice include Fiscal Services, Management Services, Budget  
Services, Off ice Services and Pr in t i ng  and Supply. Fiscal Services be ing the  
largest u n i t  w i th in  the  Administ rat ive Services Off ice has a total  o f  71 
authorized posit ions. Of  these posit ions, there  are 3 o u t  o f  4 posit ions i n  t h e  
audi t  section and two posit ions f rom t h e  accounting section t h a t  are i n  the  
Public Welfare Division's posit ion count,  and 2 posit ions f rom t h e  accounting 
section t h a t  are in in t h e  Vocational Rehabil i tation and Services f o r  t h e  B l i nd  
Division's posit ion count .  

The services prov ided b y  t h e  Administ rat ive Services Off ice un i ts  t o  
pub l ic  safety components i n  the  Department o f  Social Services and Housing 
are l imited pr imar i l y  t o  recording and repor t ing  services. The department 
estimates tha t  on ly  4 o f  a total  o f  154 s t a f f  posit ions a r e  devoted fu l l - t ime to  
correct ional agencies i n  the  department whi le an estimated 19.6 posit ions 
prov ide  service on a par t - t ime basis. Th is  is because the  social service 
programs have heavy repor t ing  and aud i t ing  demands f rom t h e  federal 
government and Administrat ive Services Off ice must keep u p  w i th  the  work  o r  
t h e  department could be penalized b y  a f u n d i n g  decrease. Al though the re  
are no posit ions devoted f u l l  time t o  correct ions, when there  a re  emergencies, 
Administrat ive Services Off ice has pooled i t s  s ta f f  resources t o  p rov ide  
intensive and expeditious services t o  the  Correct ions Division. 

The Account ing section essentially provides recordkeeping services t o  
t h e  pub l ic  safety components, as most of i t s  e f fo r ts  goes into publ ic  welfare 
because o f  t he  s t r ingent  federal requirements. T h e  Hawaii Paroling Au tho r i t y  
and Intake Service Center each have t h e i r  own fiscal person t o  perform all 
t h e i r  f iscal needs since they  are administrat ively attached to  Department o f  
Social Services and Housing, b u t  f ina l  approval must  s t i l l  be obtained f rom 
Administrat ive Services Off ice. 

The Procurement section consists o f  one indiv idual  who channels al l  major 
purchasing b y  the  divisions t o  ensure tha t  s ta tu tory  requirements are met. 
I t  services publ ic  safety components on a regular  basis as needed. The 
Management Services u n i t  has been p rov id ing  l imited service t o  pub l ic  safety 
components as p r i o r i t y  has been i n  t h e  social service program area. Lately, 
however, as the  Correct ions Division has been exper iencing more problems 
than any other  Department o f  Social Services and Housing program, th i s  u n i t  
has been spending more time wi th  Correct ions Div is ion.  



The  A u d i t  u n i t  was or ig ina l l y  establ ished t o  meet federal requirements 
and has been geared t o  wel fare programs.  As a regu lar  service t o  all 
departmental  agencies, t h e  A u d i t  u n i t  conducts "spot" audi ts  when financial 
repo r t s  look suspicious, i .e . ,  audi ts  o f  t h e  inmate stores i n  correct ional 
fac i l i t ies and audi ts  on p r i v a t e  p rov ide rs  tha t  t h e  Department o f  Social 
Services and Housing contracts services f rom. Recently, however, more 
comprehensive fac i l i t y  audi ts  have been conducted f o r  the  Kulani and Oahu 
Communitv Correct ional Center  fac i l i t ies.  

Personnel Office 

Th is  of f ice is responsible f o r  al l personnel matters of t h e  Department o f  
Social Services a n d  Housing inc lud ing  recru i tment  and  placement, posit ion 
descr ipt ions and comprehensive reviews, classif ication and p r i c i n g  appeals, 
labor  relations, employee relat ions and safety, employee t ra in ing  and 
development, c i v i l  r i g h t s  compliance, personnel transact ions and records 
maintenance. Sections w i th in  t h e  Personnel Of f ice inc lude Placement a n d  
Technical Services; Recruitment; Records and  Suppor t  Services; C iv i l  Rights 
Compliance, Labor Relations; and Tra in ing ,  Employee Relations and Safety. 

T h e  Placement and  Technical Services section prov ides  services invo lv ing  
posi t ion actions, recru i tment ,  and employee benef i ts .  There  are  7 posit ions 
i n  t h i s  section and approximately 25-30 p e r  cent  o f  t h e  Placement and 
Technical Services s ta f f  resources are devoted t o  t h e  pub l ic  safety 
components. One posit ion is assigned exclus ive ly  t o  service t h e  Correct ions 
Div is ion and t h e  remaining posit ions devote por t ions o f  t h e i r  time (between 
10-30 p e r  cent)  t o  t h e  Correct ions Division, Hawaii Parol ing Au tho r i t y ,  and 
In take  Service Center .  

The  Records and  Suppor t  Services section is responsible f o r  t h e  
centra l ized system o f  record ing  and repo r t i ng  personnel transact ions and 
renders  secretarial and t y p i n g  services f o r  Department of Social Services and 
Housing agencies. The re  are 4 cler ical  posit ions i n  t h i s  of f ice o f  which 1 
personnel c le rk  is assigned near ly  exc lus ive ly  t o  serv ice Correct ions Division. 
Another  personnel c le rk  spends approximately 10 p e r  cent o f  t h e  time per  
month serv ic ing t h e  In take Service Center  and  Hawaii Parol ing A u t h o r i t y .  

T h e  C i v i l  R igh ts  Compliance section is responsible f o r  ensur ing  the  
Department o f  Social Services and Housing's compliance w i t h  t h e  various 
federa l  and state c i v i l  r i g h t s  requirements f o r  employment, as well as program 
o r  act iv i t ies receiv ing federal  f inancial  aid. There  is on l y  one posit ion i n  t h i s  
o f f i ce  and tha t  posit ion spends approximately 15 p e r  cent o f  t h e  time p e r  
month t o  serv ice t h e  Correct ions Division, ln take Service Center ,  and Hawaii 
Parol ing A u t h o r i t y .  Since th i s  is a one-person operation, t h e  of f ice responds 
p r imar i l y  t o  c r is is  si tuat ions on a dai ly  basis and does not  have suf f ic ient  
t ime f o r  t h e  usual p rogram planning, development, and coordinat ion. 

T h e  Labor Relations section represents the  Department o f  Social Services 
and Housing i n  col lect ive barga in ing  negotiation sessions, and is responsible 
f o r  ensu r ing  p rope r  implementation of t h e  contracts cover ing  Department of 
Social Services and Housing employees. The re  are  3 posit ions i n  t h i s  off ice 



and approximately 70-75 p e r  cent  o f  t h e  staf f  time has been spent in 
serv ic ing  Correct ions Div is ion.  

T h e  Tra in ing ,  Employee Relations, and  Safety section plans, organizes, 
coordinates, and evaluates departmental t r a in ing  programs, employee relations 
programs, and employee safety programs.  Generally, t h e  s ta f f  spends a 
propor t ionate amount o f  time i n  pub l ic  safety programs as w i th  o the r  programs 
i n  t h e  Department of Social Services and Housing. I n  the  area of workers '  
compensation, however, an overwhelming percentage o f  time is spent on  
Correct ions Division claims, fol low-ups, and employee placement. The  s ta f f  
consists o f  3 professional posit ions and  1 cler ical  posi t ion.  T h e  section 
estimates t h a t  o f  t h e  3 professional posit ions, about 1.5 of t h e  s ta f f  are t i ed  
down w i t h  Correct ions Division claims and  job placement and . 5  of t h e  clerical 
posit ion's t ime is spent on Correct ions Div is ion claims. Th is  overemphasis on 
Correct ions Division claims has resul ted i n  t h e  neglect of t h e  o the r  funct ions 
o f  t h i s  section and  cu rso ry  serv ice t o  o the r  Department o f  Social Services and 
Housing programs. 

Information Systems Off ice 

Th is  of f ice is responsible f o r  t h e  development, coordination, and 
maintenance o f  al l  automated data processing systems, t ra in ing ,  and  data 
control  and e n t r y  f o r  Department o f  Social Services and  Housing. Th i s  of f ice 
came in to  existence because o f  pub l ic  welfare needs. Pr io r  t o  1973, t h e r e  was 
only  1 data analyst .  When t h e  new pub l i c  welfare system was instal led, t h e  
off ice was expanded and services were geared s t r i c t l y  t o  pub l ic  welfare and 
vocational rehabi l i tat ion programs. There  are  a tota l  o f  29 posit ions i n  t h i s  
off ice, none of which are devoted t o  serv ic ing  pub l i c  safety components. 
Thus fa r ,  t h e  on l y  involvement i n  correct ions has been i n  meeting w i th  t h e  
offender-based transact ion g r o u p  t o  develop t h e  correct ions management 
information system. The  adminis t rator  o f  t h i s  of f ice believes tha t  services 
should be  prov ided t o  pub l ic  safety components t o  assist  i n  adminis t rat ive 
suppor t  matters and has unsuccessful ly attempted t o  obta in addit ional 
posit ions t o  do so over  t h e  past  5 o r  6 years.  For  t h e  upcoming f iscal year, 
t h i s  of f ice has requested 2 systems analysts, 1 programmer, and a mini  
computer t o  c a r r y  ou t  plans f o r  5 information subsystems (automated food 
system, sub-personnel system t o  keep t r a c k  o f  employee rosters and 
schedules, i nven to ry  system, and accounting system) f o r  correct ions 
administrat ion. 

Research and Stat ist ics Of f i ce  

This of f ice plans, directs, conducts, and coordinates stat ist ical  repo r t i ng  
and social research f o r  t h e  department.  His tor ica l ly ,  t h i s  off ice evolved f rom 
t h e  Division o f  Research and Stat ist ics which was t rans fe r red  f rom t h e  o ld  
publ ic  welfare department.  Since i t  was geared t o  serv ice specif ic pub l ic  
welfare needs, t h e  t rad i t ion  o f  t h i s  ro le was ca r r i ed  over  t o  t h e  new 
Department o f  Personnel Services. Th is  of f ice has 8 posit ions ( inc lud ing  t h e  
administrator and 1 cler ical)  and i t  is d i f f i cu l t  t o  p rov ide  a f u l l  range o f  
research and stat ist ical  service t o  t h e  department 's components when the re  
are  f requent  special studies t h a t  must be  per formed f o r  pub l ic  wel fare i n  



orde r  t o  meet federal  requirements. T o  date, t h e  services th is  of f ice has 
p rov ided  t o  correct ions includes ( I f  stat ist ical  analysis on population 
project ions f o r  Correct ions Division faci l i t ies and headcount and bed space 
comparisons, and (2) analysis o f  escapes ove r  t h e  past 5 years t o  ident i fy  
secur i ty  points where breakdowns have occur red and causes o f  such 
breakdowns. Of  t h e  8 staf f  posit ions, .I person is used . 5  t ime in  correct ions 
pro jects and the  other  .5  t ime in  vocational rehabi l i tat ion pro jects.  T h e  1982 
Legislature d i d  approve a new analyst posit ion f o r  th is  of f ice and when t h e  
posit ion is f ina l ly  established, it wi l l  be  used f o r  correct ions on a fu l l - t ime 
basis. 

Program Evaluation Off ice 

Th is  off ice is responsible f o r  conduct ing eff ic iency and effectiveness 
reviews requ i red  by t h e  federal government f o r  social service programs such 
as t h e  A id  t o  Families w i th  Dependent Chi ldren,  Medicaid, and the  Food Stamp 
program. Th is  of f ice evolved out  o f  t h e  need to  meet such evaluation 
requirements and, consequently, has on ly  been involved in social service 
programs. The on ly  involvement i n  correct ions occurred w i th in  the  past  year  
when t h e  administrator o f  t h i s  of f ice was requested to  prov ide  assistance in  a 
program evaluation and analysis o f  t h e  food service program at t h e  Oahu 
Community Correct ional Center .  According t o  t h e  administrator,  8 years ago, 
th i s  of f ice has a staf f  analyst who was specif ically assigned t o  Correct ions 
Div is ion t o  p rov ide  program analysis on an as needed basis. However, t h i s  
posit ion was t rans fe r red  out  to  the  Correct ions Division since Correct ions 
Division wanted an analyst physical ly  located in  i t s  off ice. 



APPENDIX B 

S W R Y  OF CHARACTERISTICS OF STATE CORRECTIONAL DEPARTMENTS 
(July 1, 1981) 

* A i m  

AIttSka 

'Arizona 
'ArkonSas 

-col~forn~a 

'coloro(o 
~ C m c t t c u t  

'Delwre 

'Florlcb 

*6earglo 

Harm1 I 
' Idaha 
'IllInolS 

*Imltnn 

1w 
'Kansas 

'Kentucky 

'Loutslm 

o m m e  

mw1m 
lbssochusetts 

*Mlchisan 

'MIMwSOtQ 

*MlsslSSIWI 

Mlssourl 

m n t m  



'Nebrosko 
Nevodo 
New Hmshl re 
'New Jersey 
'New ~exlco 
'New York 
"North Corol !no 
North Dokoto 
'ohlo 
"Oklohfna 
Oregon 
Pennsylvonlo 

'Rhode islond 
'South Corolloc 
South Dokoto 

V1 
a3 'Tennessee 

'Texas 
UtOh 
V e m t  
"Vlrglnlo 
'Woshlngtat 
'nest vlrg~nfo 
Wlsconsln 
nyamkng 

S~wa Amrlcan Correctlonol Assoclotlon, JuYenllet C o r r e c r  m, 1982 Edltlon. 
States wlth sewrote dewrtments for correctlons. 
Conltlned odult and Juyenlle figures. 

** Excludlns detention centers. 
0. 8 ore InstltutlOnS for Juvenleles trled and sentenced os odults. 
b. Conlttned odutt ond Juvenlle instttutlons, 



APPENDIX C 

ORGANIZATION OF CORRECTIONS 
IN THE FIFTY STATES 

Adults Juveniles 

T i 1 

Alabama 
Department of Correct ions 
Board of Paroles and Pardons 
Department of Youth Services 
Courts ( u n i f i e d  s y s t m )  

Alaska 
Department of Health and Social 

Service; Correct ions D i v i s i on  X 
Board of Parole 
Courts 
Department of Health and Social Service. 

D i v i s i on  of Family and Youth Service 

Arizona 
Department of Correct ions X 
Board of Pardons and Paroles 
Courts (county l e v e l )  

Arkansas 
Department of Correct ions 
Department o f  Human Service. 

D i v i s i on  of Youth Service 
Board of Pardons and Paroles 
Juveni le  Courts (county l e v e l )  

Ca l i fo rn ia  
Youth and Adu l t  Correct ion Agency: 

Department of Correct ions 
Ca l i fo rn ia  Youth Author i t y  

Board o f  Pr ison T e n s  
Youthful Offender Parole Board 
County Probation Departments 

Colorado 
m n t  of Correct ions 
Board of Parole 
Juveni le  Parole Board 
Courts ... .. 
Department of I n s t i t u t i o n s  

D i v i s i on  of Youth Services 



Connecticut 
Department of Correction 
De~artment of Adult Probation 
Department of Child and Youth Services 
Board of Parole 
Courts 

Delaware 
Department of Correction 
b a r d  of Parole 
Courts 

Florida 
Deoartment of Corrections 
Debarment of Health and-Rehabil i tat ion 

Service, Division of Youth Service 
Parole and Probation Cmiss ion  

w e n t  of Offender Rehabilitation 
(Board) 

~ 2 l a & n e ; l t  of Human Resources, 
Youth Service Division 

Board of Pardons and Parole 
Juvenile Courts (county level)  

Hawaii 
-ent of Social Services and 

Housing, Corrections Division 
Hawaii Paroling Authority 
Courts 

Idaho 
Department of Corrections 
Comnission for Pardons and Parole 
Department of Health and Welfare 
Courts ( in  3 counties only) 

I l l ino i s  
Department of Corrections 
Prisoner Review Board 
Courts 

Indiana 
-ent of Correction 
Indiana Parole Board 
Courts 

Adults Juveniles 



Iowa 
Department of Social Services. 

Division of Rdul t Corrections 
Department of Social Services, 

Bureau of Child Services 
Board of Parule 
Courts 

Kentucky 
Kentucky Corrections Cabinet 
Department of H u m n  Resources, 
Bureau of Social Services 

Parole Board 

Louisiana 
Department of Corrections 
Board of Parole 
Department Of Health and Human Resources, 
Division of Youth Services 

Courts 

(bine 
Oepartment of i(enta1 Health and 

Corrections 
Maine Parole Board 

(not independent) 
Juvenile Services Administration 

(bssachusetts 
Executive Off ice of Hunan Services. 

Department of Correction 
Executive Office of Hunan Services. 
Department of Youth Services 

Paroie Board 
Courts 

A d u l t s  J u v e n i l e s  1 



!$%%nt o f  Correct ions (Comn) 
Department o f  Social Services, 

Youth Parole and Review Board 
Parole Board, Department of 

Correct ions (no t  independent) 
Department of Social Services. Offfce of 

Ch i l d  and Youth Services 
Courts 

Minnesota 
beoartment o f  Correct ions 
Minnesota Correct ions Board 

(no t  independent) 
Counties 

-of correct ions 
State Parole Board 
Department o f  Youth Services 

Missouri 
W n t  of Social Services, 

D i v i s i on  o f  Correct ions 
Department of Social Services, 

D i v i s i on  o f  Youth Services 
Board o f  Probation and Parole 
Courts 

Montana 
Department of I n s t i t u t i o n s ,  Correct ions 

D i v i s i on  
Board of Pardons 
Courts (county l e v e l )  

Nebraska 
w n t  o f  Cerrect ional  Service 
Board of Parole ( no t  independent) 
Courts 

Nevada 
Department o f  Prisons 
Department of Parole and Probation 
Department o f  Hunan Resources, 

Youth Services D i v i s i on  
Counties 
Board of Parole Camissioners 

Adults 

C 
0 
..i 
u 
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3 C ;-g 
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A d u l t s  Juveniles 

Youth Developnent Center 
Board of Parole 
Board of Probation 

!%% of Correct ions 
State Parole Board 
Courts 

New Mexico 
co r rec t i ons  Department 
Adu l t  Parole Board 
Juveni le  Parole Board 
Courts 

New York 
Qpartment  of Correct ions Services ~d 
Executive Department, D i v i s i on  of Probation 
Board o f  Parole 
Counties 
Executive Department. D i v i s i on  of Parole 
Executive Department, D i v i s i on  o f  

Youth Services 

North Carol ina 
tepartment of Correct ions X 
Department of Hman Resources, 

D i v i s i on  of Youth Services 
Parole C m i s s i o n  
Courts 

North Dakota 
D i rec to r  of i n s t i t u t i o n s  
Social Service Board, 

C m u n i t y  Service D i v i s i on  
Parole Board 
Parole and Probation Department 
Counties 

Department of Rehab i l i t a t i on  and 
Correct ion 

Ohio Youth C m i s s i o n  
Adu l t  Parole Author i t y  (no t  independent) 
Courts 



Dklahwna 
Deoartment o f  Corrections 
~ebartment of Human Services 
Counties 
Adult Parole Board 

@ent of Human Resources, 
Corrections Div is ion 

Department o f  Human Resources, 
Child Services Div is ion 

Board of Parole 
Courts 

M f f t c e ,  Bureau of Corrections 
Board of Probation and Parole 
Department o f  Public Welfare, 

D f f i ce  o f  Chi ld and Youth 
Counties 

Rhode Island 
beoartment o f  Corrections 
parole Board 
Deparenent for Children and Families 

South Carolina 
bepartment of Corre t ions 
Deoartment of Parole and 

~armuni ty  Corrections 
Department of Youth Services 
Juvenile Probation Board 

South Dakota 
State Board o f  Charit ies and Corrections 
Board of Pardons and Paroles 
Courts 

Tennessee 
bepartment o f  Corrections, 

Adult Services Div is ion 
Department of Corrections, 

Youth Service Div is ion 
Board of Pardons and Paroles 
courts 

Texas 
Department o f  Corrections 
Texas Youth Council 
Board of Pardons and Paroles 
counties 

Adults Juveniles 



Utah 
Department of Social Services, 

D i v i s i on  of Correct ions 
Department of Social Services, 

D i v i s i on  of Youth Correct ions 
Board of Pardons (no t  independent) 
Courts 

Vermont 
=of Human Services. 

Department of Correct ions 
~ ~ e n ' c y  of Human Services, 

Department of Social Rehab i l i t a t i on  
Service 

Board o f  Parole 
Courts 

w n t  of Correct ions 
Parole Board 

&'%?%? o f  Correct ions 
Department of Social and Health Services, 

Bureau of Juveni le  Rehab i l i t a t i on  
Board of Pr ison Terns and Parole 
Counties 

Yest V i r  i n i a  & correct ions 
Board of Probation and Parole 

Uisconsin 
t)epartment o f  Heal th and Social Services, 

D i v i s i on  o Correct ions 

Counties 
f Parole Board (not  Independent) 

Wf CCharfties and Reform 
Department o f  Probatlon and Parole 
Parole Board 

Adults Juveniles 



Sources: 1. American Correctional Association, Juvenile and Adult Correctional 
Departments, Institutions, Aqencies and Paroling Authorities, 1982 Edition 

2. American Correctional Association, Probation and Parole Directory, First Edition 1981. 

3. Resoonses to LRB survey from Arizona. Arkansas. California. Delaware. Georoia. . ~ ,  ~ ..- .. . -. ~, ~~~, ~ 

11 iinois, Iowa, Kansas, ~entucky, Louisiana, Maine, Mary1aid, b!ichigin, 
Minnesota, Nebraska, New Hampshire, New Jersey, New Mexico, New York, North 
Dakota, Ohio, Oklahoma, Oregon, Pennsylvania, Rhode Island, South Carolina, 
Tennessee, Texas, Utah, Vermont, Washington, Wisconsin, and Wyoming 

Departments in executive branch or counties that includes pre-sentence investigation function 

Juvenile probation services in 112 counties provided by Youth Services Division; in 12 
counties provided by courts; and in 35 counties shared by Youth Service Division and 
Courts. 

Counties under Comnunity Correction Act provide probation and parole services. In remaining 
counties, county provides for juveniles and state provides for adults. 

Hew York City has its own correctional system. 

Three counties. Fulton, Hontgrmery, and Warren have state supervision. 

Only one state institution; rest handled by counties. 

Probation is chiefly court function but authority provides services to courts, i.e., 
supervision and pre-sentence investigation. 

Probationers with sentences 2 years or more. 

Probationers with sentences less than 2 years. 

The tenn parole is not applied to juveniles. 

Adult Probation Comnission and Juvenile Probation Comnission govern uniform standards 

Parole Board part of DHSS secretary's executive staff; advises secretary in parole 
decisions. 

State provides half of after-care services. 



APPENDIX D 

CORRECTIONAL SYSTEMS OF OTHER STATES 

The  fol lowing b r i e f  discussion on t h e  organizat ional s t ruc tures  and  
reorganizat ional experiences was compiled f rom t h e  responses received b y  t h e  
t h e  Legislat ive Reference Bureau f rom t h i r t y - t h r e e  states and information f rom 
t h e  Counci l  of State Governments s tudy  ent i t led,  "Reorganization o f  State 
Correct ions Agencies: A Decade o f  Experience". In format ion on Alabama, 
Alaska, Connecticut, Idaho, Indiana, Kansas, Mississippi,  Missouri, Montana, 
Nevada, Nor th  Carolina, South Dakota, Vi rg in ia,  and  West V i rg in ia  was 
unavailable except f o r  what is p rov ided i n  Appendices B and  C. The  states 
have been separated in to  th ree  groups (1) states w i th  separate departments, 
(2) states w i th  umbrella departments, and  ( 3 )  states w i th  independent  
agencies. 

States w i t h  Separate Department of Correct ions 

Arizona. T h e  Arizona Department o f  Correct ions was establ ished in 1968 
f o r  t h e  purposes o f  b reak ing  u p  fiefdoms tha t  developed i n  inst i tu t ions t h a t  
operated autonomously under  t h e  contro l  o f  wardens o r  super intendents and  
o f  developing a s t rong  centra l  administrat ion t o  improve services a n d  
programs.  The impetus f o r  the  reorganizat ion came f rom t h e  Legislature w i t h  
suppor t  f rom t h e  Governor .  

The  Department, which was created b y  a new master plan adopted b y  
t h e  Legislature, consolidated under  one au tho r i t y  al l  adu l t  and juven i le  
correct ional facil i t ies, and parole superv is ion.  T h e  ef fects o f  reorganizat ion 
inc luded:  (1) increased resources i n  terms of budge t  allocation a n d  
assistance from o ther  state human services agencies; (2) a more consis tent  
phi losophy and pol icy f o r  correct ional programs and  comprehensive p lanning;  
( 3 )  an integrated and coherent administrat ion o f  a d ivers i f ied  a r r a y  o f  
correct ional programs; and (4) be t te r  qual i f ied s ta f f  w i th  increased salaries 
and career- ladder opportuni t ies.  

Arkansas. T h e  Department o f  Correct ions was created i n  1968 a n d  is 
governed b y  a pol icymaking Board o f  Correct ion.  The  Department of 
Correct ions is responsible f o r  al l adu l t  correct ional func t ions  while juven i le  
correct ions is under  t h e  Human Resources Agency.  Pr io r  t o  t h e  establishment 
o f  t h e  Department o f  Corrections, Arkansas had a fragmented system w i th  t h e  
counties responsible f o r  jails and juveni le detent ion, probat ion, and af tercare.  
Adminis t rat ive boards managed adu l t  inst i tu t ions,  a Probation and Parole 
Board was responsible f o r  adu l t  probat ion and paro le supervision, and  a 
Prison Board was responsible f o r  parole determinat ion. When the  Department 
o f  Correct ions was f i r s t  created, it on ly  handled adu l t  inst i tu t ions b u t  more 
funct ions were added t o  t h e  Department of Correct ions i n  ensuing years .  
Arkansas d i d  not  repo r t  any posi t ive o r  negat ive effects o f  t h e  
reorganizat ion. 



Cal i forn ia.  The  Cal i fornia Department o f  Correct ions was or ig ina l l y  
establ ished p r i o r  t o  1968 as a department under  t h e  Youth and A d u l t  
Correct ional Agency .  About  1969, t h e  Agency was dissolved and correct ions 
was placed under  t h e  Health and Welfare Agency .  Then i n  1980, t h e  Youth 
and  A d u l t  Correct ional Agency was reestablished and correct ion was removed 
f rom t h e  Health and Welfare Agency.  

T h e  Youth and Correct ional  Agency is composed of t h e  adul t  and you th  
paro le boards, t h e  Cal i fornia Youth Author i ty ,  and t h e  Department o f  
Correct ions.  The  Department of Correct ions is responsible f o r  state adu l t  
ins t i tu t ions  and  paro le superv is ion whi ie t h e  Youth Au tho r i t y  prov ides t h e  
same f o r  juveni les. Jails and probat ion services are  handled b y  t h e  counties. 

T h e  p r imary  resu l t  o f  re-establ ishing t h e  Youth and Correct ional Agency. 
was t h a t  more at tent ion was g iven b y  t h e  Agency s ta f f  t o  t h e  Department o f  
Correct ions operat ions because t h e  Youth and  Correct ional Agency was smaller 
than t h e  Health and  Welfare Agency.  Some departmental people fe l t  t ha t  t h e  
smaller agency i n te r fe red  too much w i t h  Department o f  Correct ions operations, 
b u t  o thers  f e l t  t h a t  t h e  Youth and Correct ional Agency staf f  had be t te r  
access t o  pol i t ical  persons who could help t h e  system. 

Colorado. T h e  Colorado Department of Correct ions, established i n  1977, 
encompasses state adu l t  and juveni le correct ional faci l i t ies, and probat ion and 
paro le superv is ion.  Parole determinat ion is made b y  independent boards, one 
f o r  adul ts  and one f o r  juveni les. Pr io r  t o  t h e  creat ion of a separate 
department,  correct ions in  Colorado, since 1961, was under  a Department o f  
Ins t i tu t ions .  Th i s  arrangement repor ted ly  had no noticeable ef fect  on 
correct ions since each fac i l i t y ' s  warden o r  super intendent  operated 
autonomously and  repor ted  d i rec t l y  t o  t h e  Legislature. I n  1974, an attempt t o  
reorganize correct ions was defeated i n  t h e  Legislature, b u t  t h e  Governor  
subsequent ly  establ ished a combined adul t - juveni le  Correct ions Division w i th in  
t h e  Department o f  Ins t i tu t ions ,  b y  execut ive o r d e r .  I n  1975, t h i s  execut ive 
o r d e r  was rescinded since t h e  d iv is ion d i rec to r  was so involved w i th  problems 
o f  adu l t  programs and you th  services was be ing  neglected. 

Delaware. As p a r t  of a statewide reorganizat ion e f f o r t  i n  1970, two 
separate agencies, t h e  Youth Services Commission and t h e  Adu l t  Services 
Board  were inc luded as separate d iv is ions under  a human service umbrella 
caiied t h e  Department o f  Health and Social Services. Subsequently,  in  1975, 
due  t o  a concern for making t h e  Department of Health and Social Services 
more manageable and  a philosophical posit ion t h a t  correct ions was not a 
wel fare o r  social serv ice funct ion,  t h e  correct ions funct ions were removed and 
consolidated under  a separate Department o f  Correct ions w i t h  cabinet level 
s tatus.  The  Department of Health and Social Services had 12 d iv is ions 
i nc lud ing  mental health, mental retardat ion, services t o  ch i ld ren  and youth,  
pub l i c  health, social services, juveni le  correct ions, adul t  correct ions, aging, 
t h e  state medical examiner, state serv ice centers, business administrat ion and 
general services, and  p iann ing  research and  evaluation. I t  was found  tha t  
correct ions demanded between 20-50 p e r  cent  of t h e  Department of Health and 
Social Services' time and i ts  def ic i ts  were covered at t h e  expense of already 
under funded social services d iv is ion 



When t h e  Department of Correct ions was established, i t  experienced a 
net  loss of f unds  and staf f  since purchas ing  was central ized i n  t h e  
Department of Administrat ion and t h e  Department o f  Correct ions was ne i ther  
g iven funds  o r  posit ions f o r  adminis t rat ive services n o r  allowed t o  re ta in  
adminis t rat ive serv ice staf f  which was prev ious ly  p rov ided t o  t h e  Correct ions 
Div is ion under  t h e  Department of Health and Social Services. However, t h e  
Legis lature increased adminis t rat ive accountabi l i ty and pol i t ical  contro l  since i t  
conf irmed t h e  appointment o f  administrator and  appropr iated f u n d s .  

F lor ida.  F lor ida 's  Department o f  Of fender  Rehabil i tation was establ ished 
i n  1975 f o r  t h e  purpose o f  consol idat ing f ie ld  services a n d  inst i tu t ional  care  
under  one au tho r i t y .  Previously,  correct ions was administered b y  t h e  
Department o f  Health and Rehabi l i tat ive Services b u t  e f fo r t s  t o  reorganize t h e  
department was in i t ia ted i n  1974 concur ren t ly  b y  t h e  Governor 's  Task Force 
on Management Ef f ic iency and t h e  Legislature, and it was concluded t h a t  a 
separate department f o r  correct ional services would be  a stepping stone t o  
u n i f y i n g  t h e  cr iminal just ice process. 

Parole invest igat ion remained under  t h e  autonomous Parole Commission 
whi le paro le superv is ion was moved t o  t h e  Department of Of fender  
Rehabi l i tat ion. Juveni le  correct ions remained under  t h e  Department of Heal th 
and Rehabi l i tat ive Services. 

T h e  merger  o f  f i e l d  services and ins t i tu t ions  under  one department has 
resul ted i n  more in tegrat ion o f  adminis t rat ive suppor t  services a n d  it was 
ant ic ipated t o  p rov ide  greater  career  mobi l i ty  w i th in  t h e  Department of 
Of fender  Rehabi l i tat ion. The separation of adul t  correct ions f rom t h e  
Department of Health and Rehabi l i tat ive Services has had mixed resul ts  on 
correct ions '  accessibi l i ty t o  obta in resources w i th  t h e  elimination of t h e  
necessity t o  secure clearances f rom t h e  Department o f  Health and 
Rehabi l i ta t ive Services on one hand and t h e  d i f f i cu l t y  o f  a t t rac t ing  addit ional 
f inancial  resources t o  address emergency o r  c r is is  si tuat ions on t h e  o the r  
hand.  T h e  reorganizat ion has improved relat ionships w i th  t h e  Governor, t h e  
local sher i f fs ,  and d i s t r i c t  a t torneys whi le  t h e  relat ionships w i th  o ther  state 
agencies have remained re lat ive ly  unchanged. From t h e  Legislature's view, 
reorganizat ion has allowed it t o  exercise more d i rec t  contro l  ove r  and demand 
more accountabi l i ty  f rom adu l t  correct ions.  

I n  1976, correct ions services were reorganized in to  f i v e  regional off ices 
t o  decentral ize t h e  day- to -day  adminis t rat ive operations o f  t h e  department and 
t h e  department was renamed t h e  Department of Correct ions. Then i n  1981, 
the  National I ns t i t u te  o f  Correct ions was requested t o  cont rac t  the  Wharton 
School o f  Business f o r  technical assistance i n  evaluat ing the  regional 
s t r u c t u r e  o f  t h e  Flor ida system. The  s t u d y  team recommended tha t  t h e  status 
quo be  terminated and tha t  any  recommendations f o r  reorganizat ion should 
come f rom t h e  department since i t  is solid, stable, and ef fect ive.  Act ion on 
any new reorganizat ion i s  s t i l l  pend ing .  

Georgia. The  Department of Of fender  Rehabil i tation includes state adult 
correct ional faci l i t ies and probat ion superv is ion inc lud ing  resident ial  
community d ivers ion centers. Juveni le  correct ions is under  t h e  Department of 



Human Resources. T h e  State Board o f  Pardons and Paroles is responsible f o r  
paro le approval and superv is ion.  

Since 1972, Georgia has experienced several reorganizat ions. The  major 
one involved t h e  creat ion o f  t h e  Department o f  Correct ions and Of fender 
Rehabil i tation t o  administer adu l t  inst i tu t ional  and community services. Later,  
several in ternal  reorganizat ions invo lv ing  t h e  various d iv is ions and funct ions 
of t h e  Department o f  Correct ions and Of fender Rehabil i tation occur red  w i t h  
t h e  t rans fe r  o f  t h e  parole invest igat ions f rom t h e  Department of Correct ions 
and  Of fender Rehabil i tation t o  t h e  Pardon and  Parole Board being a 
s igni f icant  funct ional  change. 

Georgia noted t h a t  it is d i f f i c u l t  t o  single ou t  any  one fac tor  as t h e  
cause o f  changes and t h u s  impossible t o  state t h a t  problems o r  improvements 
i n  func t ion ing  have a d i rec t  relat ionship t o  reorganizat ion. It emphasized t h e  
importance f o r  a state t o  carefu l ly  evaluate t h e  s t rengths  and weaknesses o f  
t h e  present organizat ion and c la r i f y  t h e  problems and goals tha t  can be  
achieved th rough  reorganizat ion before making a reorganizat ion decision. 

I l l inois.  T h e  Department of Correct ions was establ ished i n  1970 t o  merge 
adu l t  inst i tu t ional  and parole services (p rev ious ly  under  t h e  Department o f  
Publ ic Safety) and juveni le  ins t i tu t ions  and  parole services (p rev ious ly  under  
t h e  I l l inois Youth Commission). T h e  reorganizat ion goal was t o  reform a 
fragmented, fa i l ing  pr ison system. Advocates ant ic ipated tha t  t h e  already 
humanistic rehabi l i ta t ion-or iented juveni le  services would produce a 
reorientat ion i n  p r i o r i t i es  o f  adu l t  correct ions toward  rehabi l i ta t ive services, 
and tha t  more funds  could be  at t racted f o r  bo th  components w i t h  increased 
v i s ib i l i t y  and s ta tus .  One year  p r i o r  t o  t h e  reorganizat ion, t h e  operat ing 
budge t  f o r  correct ions was $50,728,200 and t h e  year  fol lowing reorganizat ion 
t h e  budget  was $71,748,700. Th i s  increase i n  f unds  has been a t t r i bu ted  t o  a 
s t r o n g  resolve b y  t h e  Governor  and Legis lature t o  reform t h e  pr ison system 
w i t h  commitment. Staf f  increased 270 p e r  cent  between 1969 and 1971. 

The  most important  change i n  t h e  1973 reorganizat ion was t h e  in tegrat ion 
o f  adminis t rat ive suppor t  services w i th in  the  Department of Correct ions '  
cent ra l  of f ice. Th is  reduced t h e  autonomy and independent au tho r i t y  o f  t h e  
wardens who were res is tant  t o  t h e  in t roduc t ion  o f  rehabi l i tat ion programs i n  
t h e  inst i tu t ions and  impeded t h e  e f fo r ts  t o  in tegrate f i e ld  service and 
inst i tu t ional  ac t iv i t ies .  

Legislative and  gubernator ia l  contro l  and comprehension o f  correct ions 
were faci l i tated b y  t h e  creat ion of t h e  Department o f  Correct ions and in ternal  
reorganizations effected a more professional s ty le  o f  leadership and 
management. While t h e  1970 reorganizat ion improved communication a t  t h e  
cabinet level w i t h  o the r  state departments, t h e  1973 change prov ided f o r  more 
jo int  cooperative ventures  w i th  some state agencies. But ,  reorganizat ion has 
fa i led t o  a l te r  t h e  reluctance o f  many agencies t o  in teract  programmatically 
w i t h  correct ions.  

T h e  Department of Correct ions implemented a computerized correct ions 
information system and maintained open dialogue w i t h  cr iminal just ice agencies 
t o  resolve ind iv idua l  o r  mutual concerns. Del ivery o f  correct ions '  services 



has improved as e f fo r ts  were d i rected toward  upgrad ing  s ta f f  i n  terms o f  
qua l i t y  as well as numbers. More centra l  d i rect ion was p rov ided  in 
establ ish ing goals and coordinat ing p lann ing  resources and staf f  allocation t o  
achieve goals. 

C u r r e n t l y ,  I l l inois is considering t h e  development of a statewide 
probat ion agency since localities o f fe r  v a r y i n g  services. The  quest ion o f  
f u n d i n g  and  opposit ion f rom ind iv idua l  localit ies t o  such a move has de fe r red  
action t o  date. 

Kentucky.  The  Kentucky  Correct ions Cabinet was establ ished i n  1981 t o  
p rov ide  correct ions w i th  independence f rom enforcement agencies. The  
Cabinet is responsible f o r  adu l t  inst i tu t ions,  probat ion and parole 
supervision, and correct ions t ra in ing .  Juveni le  correct ions are  consolidated 
under  t h e  Bureau o f  Social Services i n  t h e  Department of Human Resources. 
Pr io r  t o  1981, adu l t  correct ions funct ions were managed b y  a Bureau under  
an umbrel la pub l ic  safety department.  While it is too ear ly  t o  repo r t  
noticeable di f ferences since t h e  reorganization, Kentucky  repor ted  tha t  t he re  
has been more d i rec t  contact w i t h  t h e  Governor  and more independence f rom 
law enforcement agencies. 

Louisiana. In t h e  ear ly  1970's, Louisiana established a Department of 
Correct ions.  Pr io r  t o  t h e  Department o f  Correct ions, t h e  correct ions 
funct ions o f  juveni le and adu l t  faci l i t ies and  adu l t  probat ion and paro le were 
under  t h e  Department o f  Ins t i tu t ions .  I n  1977, a reorganizat ion occur red  
w i th in  t h e  Department of Correct ions as a resu l t  o f  a state const i tu t ional  
reorganizat ion aimed a t  hav ing  no more than  20 cabinet level agencies t o  
streamline state government.  

T h e  reorganizat ion e f f o r t  consolidated data processing, research, and 
stat is t ics under  a newly created Of f ice o f  Management and Finance headed by 
an Undersecre tary .  A l l  adu l t  and juveni le  ins t i tu t ions  and  programs were 
placed under  separate off ices headed by Assistant Secretaries. 

Reorganization has promoted a more even d i s t r i bu t i on  o f  f u n d i n g  among 
t h e  var ious  correct ional fac i l i t ies and u n i t s  due t o  standardized budge t  
requests and clearer delineation of departmental  p r i o r i t i es .  Reorganization 
has also helped t o  eliminate some dupl icat ion and promote ef f ic iency.  T h e  new 
s t r u c t u r e  has helped Louisiana deal w i t h  i t s  increased responsibi l i t ies 
mandated b y  law and w i th  changes i n  t h e  system such as t h e  i n f l ux  of 
offenders and d ivers i f icat ion o f  ins t i tu t ions .  

Maine. The Department o f  Correct ions i s  one o f  t h e  most un i f ied  w i th  al l  
adu l t  and  juveni le correct ional funct ions under  i t s  ju r isd ic t ion .  Pr io r  t o  t h e  
establishment of t h e  Department of Correct ions i n  1981, Maine had a Bureau 
of Correct ions t h a t  was under  an umbrel la department w i t h  mental health 
funct ions.  T h e  correct ional components tha t  were under  t h e  Bureau were t h e  
same components tha t  were t rans fe r red  ove r  t o  t h e  Department o f  Correct ions.  
The  i n ten t  o f  t h e  reorganizat ion was t o  p rov ide  correct ions w i t h  cabinet level 
status t o  fac i l i ta te t h e  cooperative e f fo r ts  o f  t h e  Governor,  Legislature, and  



t h e  Commissioner of Correct ions t o  improve correct ional  services. T h e  
reorganizat ion e f f o r t  took about two years t o  convince t h e  Legislature tha t  a 
separate department would be  beneficial and cost-effect ive. 

Maine repor ted  t h a t  t h e  Department of Correct ions has p rov ided  a more 
streamlined and responsive adminis t rat ive s t r u c t u r e  w i t h  more d i rec t  and 
e f f i c ien t  coordinat ion o f  correct ional information and services and f u n d i n g  
allocations. The re  has not  been a large d i f ference i n  t h e  correct ions 
opera t ing  budgets  under  t h e  o ld  organizational s t r u c t u r e  a n d  t h e  new 
Department o f  Correct ions.  

Michigan. T h e  Michigan Department of Correct ions encompasses all adu l t  
correct ions funct ions whi le  juveni le  correct ions is placed under  a separate 
social services department.  Since i t s  incept ion i n  1965, t h e  Department o f  
Correct ions has experienced two major reorganizations. T h e  f i r s t ,  i n  1977, 
was t o  regionalize t h e  management o f  t h e  pr ison system t o  allow t h e  depu ty  
d i rec to r  more time t o  develop pol icy, work  on p lann ing  and  budget ing,  and 
g i v e  more time t o  t h e  State's expanding pr ison system. Since wardens a n d  
super intendents now r e p o r t  t o  regional administrators, there  is closer 
superv is ion and assistance t o  ind iv idua l  needs. 

The  second reorganizat ion which occur red  in 1980 was f o r  t h e  state 
assumption o f  t h e  felony probat ion func t ion  w i th  t h e  purposes o f  assur ing an 
equi table d i s t r i bu t i on  o f  state money t o  al l  counties and t o  p rov ide  uni form 
statewide probat ion serv ices.  T h e  reorganizat ion is 90 p e r  cent  accomplished 
and i s  expected t o  be  completed b y  1986. Increases i n  t h e  operat ing budget  
fo l lowing t h e  f i r s t  reorganizat ion were not  due t o  the  reorganization, b u t  i n  
1981, t h e  budge t  d i d  increase because o f  t h e  t rans fe r  o f  probat ion personnel 
f rom t h e  count ies. Michigan repor ted  t h a t  t h e  goals o f  bo th  reorganizations 
have been met. 

Minnesota. The  Department o f  Correct ions which was establ ished i n  1979 
encompasses bo th  adu l t  and juveni le  correct ions funct ions, a l though probat ion 
func t ions  are  shared w i t h  t h e  counties. Th i s  uni f ied s t r u c t u r e  has been 
establ ished f o r  more than ten  years.  While t h e r e  is no  c u r r e n t  e f f o r t  t o  
reorganize, a comprehensive just ice system improvement s t u d y  considered t h e  
issue o f  creat ing a Department o f  Just ice t o  u n i f y  al l  t h e  State's cr iminal 
just ice funct ions.  

T h e  purpose o f  t h i s  s t u d y  was " . . . t o  ident i fy  organizat ional problem 
areas (e.g.  overlap, dupl icat ions, fragmentation; and lack o f  integrat ion, 
cooperation, and coordinat ion) and o f fe r  recommendations which would create 
a more in tegrated and coordinated cr iminal just ice system a t  t h e  state level."  
T h e  s t u d y  was conducted b y  a ci t izens panel knowledgeable about cr iminal 
just ice system problems and issues. Staf f  suppor t  and research f o r  t h e  task 
fo rce  was obtained t h r o u g h  Law Enforcement Assistance Adminis t rat ion funds .  

T h e  s tudy  concluded t h a t  Minnesota d i d  not  have serious problems w i th  
t h e  c u r r e n t  performance o f  t h e  cr iminal just ice system o r  evidence tha t  t h e  
creat ion of a Department o f  Just ice would resu l t  i n  s igni f icant  improvement i n  
t h e  system's ef f ic iency or in cost savings.  



T h e  s t u d y  instead found  t h e  need f o r  leadership and a c lear ly  def ined 
decision-making process and recommended t h e  creation o f  a f u l l y  empowered 
Cr iminal  Just ice Counci l  and a Department o f  Planning and Policy Development 
which would serve as staf f  t o  t h e  counci l .  The specif ic recommendations were 
( 1 )  t o  empower t h e  Council t o  set goals and  objectives f o r  Minnesota's cr iminal 
just ice system t o  p lan f o r  t h e  cr iminal just ice system, and monitor plan 
implementation, and t o  make t h e  Department o f  Planning and Policy 
Development responsible f o r  developing long-range, systemwide plans f o r  
achiev ing goals and objectives; (2 )  t o  g ive  the  Counci l  t h e  au tho r i t y  f o r  
pol icy rev iew,  legislat ive review, and  budget  review; ( 3 )  t o  requ i re  the  
execut ive branch cr iminal just ice agencies t o  submit operat ional plans t o  t h e  
Department o f  Planning and Policy Development f o r  rev iew and comment; (4) 
t o  r e q u i r e  t h a t  t h e  Council be  representat ive of al l  aspects o f  t h e  cr iminal 
just ice system and include ci t izen representat ives; (5) t o  requ i re  t h e  Council 
t o  establ ish a permanent cr iminal just ice data processing adv isory  body which 
would be  staf fed b y  t h e  Department o f  Planning and Policy Development; and 
(6) t o  make t h e  Department o f  Planning and Policy Development responsible 
f o r  coord ina t ing  t ra in ing  be  execut ive branch cr iminal just ice agencies. 

T h e  Minnesota Department o f  Energy,  Planning and  Development, t h e  
rec ip ient  o f  t h e  Law Enforcement Assistance Administrat ion g r a n t  f o r  t h e  
s tudy ,  repo r ted  t h a t  whi le these recommendations were  discussed in t h e  
legislature, no action was taken.  The  most controvers ia l  o f  t h e  
recommendations has been t h e  Council 's proposed budge t  review au tho r i t y .  

Nebraska.  Adu l t  and juveni le  correct ional funct ions excluding probat ion 
superv is ion a r e  under  the  Department o f  Correct ional Services. Probat ion is 
the  respons ib i l i t y  o f  t h e  cour ts .  Pr io r  t o  t h e  establishment o f  t h i s  
department,  t h e  same correct ional funct ions now under  t h e  department were 
under  a Department o f  Ins t i tu t ions .  

T h e  on l y  reorganizat ion t h a t  occur red  since t h e  swi tch t o  t h e  Department 
of Correct ional  Services was t h e  creat ion of a centra l  o f f i ce  i n  t h e  Department 
of Correct ional  Services t o  p rov ide  centra l  contro l  and  ove rs igh t  over  all 
inst i tu t ional  procedures, personnel, f iscal,  budget ,  p lann ing  and research, 
and s ta f f  t r a i n i n g  func t ions .  The  adu l t  ins t i tu t ions  tha t  were prev ious ly  
under  t h e  b lanket  administrat ion o f  t h e  Penitent iary, were made autonomous 
and t h e  Peni tent iary repor ted t o  t h e  centra l  o f f ice j us t  as t h e  o ther  
ins t i tu t ions .  T h e  reorganizat ion b r o k e  down t h e  power block o f  t h e  o ld  
system and  b r o u g h t  in new people, new ideas, and new programs.  Since th i s  
reorganizat ion the re  has been more consistent ex t rac t ion  o f  information and 
improved coordinat ion w i th  all phases of t h e  correct ional system, and 
increased professionalism i n  Nebraska. T h e  present  system, w i th  i t s  h igh l y  
central ized decision-making process, is f a i r e r  and prov ides a more 
professional approach t o  correct ions.  However, t h e  reorganizat ion was cost ly;  
the  system i s  more bureaucrat ic,  and decisions take  longer.  

New Jersey.  Al l  adu l t  and juveni le  correct ions funct ions except  f o r  
probat ion a r e  located i n  t h e  Department of Correct ions.  Probat ion is 
administered b y  t h e  counties under  t h e  d i rect ion o f  t h e  assignment judge.  
Pr ior  to t h e  creat ion of t h e  Department o f  Correct ions i n  1977, correct ional 



f u n c t i o n s  w e r e  i n  t h e  D i v i s i o n  o f  C o r r e c t i o n  and  Parole u n d e r  t i l e  Depar tment  
o f  Human Serv ices.  T h e  reo rgan iza t ion  was aimed a t  a c h i e v i n g  g r e a t e r  
c o n t r o i  a n d  a c c o u n t a b i l i t y  o v e r  c o r r e c t i o n a l  f u n d s  a n d  p r o g r a m s .  

Wi th  t h e  Depar tment  o f  Cor rec t ions ,  t h e r e  was an  increase i n  t h e  
c o r r e c t i o n s  b u d g e t  t o  p r o v i d e  f o r  r e q u i r e d  addi t ion31 s t a f f  f o r  t h e  four- 
d i v i s i o n s  o f  A d u l t  i n s t i t u t i o n s ,  J u v e n i l e  Serv ices,  Pol icy a n d  P lann ing ,  a n d  
A d m i n i s t r a t i o n .  Re la t ionsh ips  were  formal ized between t h e  Depar tment  o f  
C o r r e c t i o n s  a n d  t h e  Sta te  Parole Board,  t h e  D i v i s i o n  o f  Systems a n d  
Communicat ion,  a n d  t h e  A d m i n i s t r a t i v e  O f f i c e  o f  t h e  C o u r t s  for- i n fo rmat ion  
c o o r d i n a t i o n  a n d  s h a r i n g .  

A c c o r d i n g  t o  k e w  Jersey ,  t h e  reo rgan iza t ion  has been successfu l  i n  
mee t ing  i t s  goals.  T h e  Depar tment  o f  Cor rec t ions  has been ab le  t o  e x t e n d  i t s  
r o l e  i n  co r rec t ions  a r o u n d  t h e  s ta te  b y  p r o v i d i n g  techn ica l  ass is tance t o  t h e  
c o u n t i e s .  T h e  D e p a r t m e n t  o f  C o r r e c t i o n s  has also s e r v e d  t o  i m p r o v e  a n d  
e x p a n d  co r rec t iona l  se rv i ces  t o  t h e  inmates a n d  parolees as wel l  as t h e i r  
fami l i es .  T h e r e  is  i nc reased  v i s i b i l i t y ,  accoun tab i l i t y ,  a n d  b r o a d  based 
s u p p o r t  t h a t  was a b s e n t  b e f o r e  t h e  Depar tment  o f  C o r r e c t i o n s .  T h e  
Depar tment  o f  C o r r e c t i o n s  has g r e a t e r  c o n t r o l  o v e r  i t s  reques ts  f o r  f u n d i n g  
a n d  eva luat ion a n d  assessment o f  i t s  p r o g r a m s .  I n i t i a l l y ,  t h e r e  w e r e  prob lems 
in m a k i n g  t h e  t r a n s i t i o n  f r o m  a d i v i s i o n  t o  a  d e p a r t m e n t  but t h e  Depar tment  
o f  C o r r e c t i o n s  has s tab i l i zed  i t s  opera t ions  a n d  is  ab le  t o  address  i t s  goals 
a n d  ob jec t i ves  i n  a  more  p o s i t i v e  a n d  a g g r e s s i v e  manner .  

New Mexico. T h e  Depar tment  o f  C o r r e c t i o n s  encompasses a l l  a d u l t  a n d  
j u v e n i l e  co r rec t ions  e x c e p t  j u v e n i l e  p r o b a t i o n .  T h e  A d u l t  Parole Board,  
J u v e n i l e  Parole Board ,  P u b l i c  D e f e n d e r ,  a n d  O r g a n i z e d  C r i m e  Commission a r e  
a d m i n i s t r a t i v e l y  a t tached  t o  t h e  Depar tment  o f  Cor rec t ions .  

I n  1978, as p a r t  o f  a  s ta te  government  reo rgan iza t ion  e f f o r t ,  t h e  
D e p a r t m e n t  o f  Cor rec t ions ,  G o v e r n o r ' s  Counc i l  o n  Cr im ina l  J u s t i c e  P lann ing,  
ar?d S ta te  Police w e r e  reo rgan ized  i n t o  a  s ing le  d e p a r t m e n t  re-named t h e  
C r i m i n a l  J u s t i c e  D e p a r t m e n t .  A f t e r  f i f t e e n  months  o f  opera t ion ,  t h e  jus t i ce  
d e p a r t m e n t  was aga in  l e g i s l a t i v e l y  reo rgan ized  t o  separate  t h e  s ta te  po l ice  
f r o m  t h e  d e p a r t m e n t .  T h e  f o l l o w i n g  year ,  t h e  d e p a r t m e n t  was aga in  
r e o r g a n i z e d  by t h e  l e g i s l a t u r e  t o  i t s  p r e s e n t  s t r u c t u r e .  New Mexico con tends  
t h a t  it is  d i f f i c u l t  t o  a t t r i b u t e  i m p r o v e d  co r rec t iona l  s e r v i c e  d e l i v e r y  t o  
reo rgan iza t ion  s ince t h e  Depar tment  o f  C o r r e c t i o n s  has been reo rgan ized  a t  
some leve l  e v e r y  y e a r  f r o m  1978 t h r o u g h  1980. However ,  it be l ieves t h a t  
h a v i n g  an  e x p e r i e n c e d  p ro fess iona l  co r rec t ions  a d m i n i s t r a t o r  has i m p r o v e d  
s e r v i c e s .  

New York. New Y o r k  c o r r e c t i o n a l  f u n c t i o n s  a r e  f r a g m e n t e d  among 
v a r i o u s  agencies.  A d u l t  a n d  j u v e n i l e  fac i l i t i es  a r e  u n d e r  t h e  Depar tment  o f  
C o r r e c t i o n s .  A d u l t  a n d  j u v e n i l e  p r o b a t i o n  and  p a r o l e  f u n c t i o n s  a r e  hand led  
by t h r e e  separate  d i v i s i o n s  u n d e r  t h e  E x e c u t i v e  D e p a r t m e n t .  New Y o r k  C i t y  
has i t s  o w n  c o r r e c t i o n a l  sys tem.  

A t  one t ime o r  a n o t h e r  a l l  o f  t h e  a forement ioned agencies were  
a d m i n i s t r a t i v e l y  p a r t  o f  t h e  Depar tment  o f  Cor rec t ions .  T h e  la tes t  major 



change tha t  occur red  was t h e  reestablishment o f  t h e  Div is ion of Parole as a 
separate agency on l y  seven years a f te r  i t s  merger  w i t h  t h e  Department of 
Correct ions.  

New York  repor ted  t h a t  whi le t h e  consolidation o f  agencies had the  
potent ial  f o r  greater  eff iciencies and economics in staf f ing,  supplies, 
maintenance, t ra in ing ,  consistency o f  adminis t rat ive policies, maximum 
physical  plan ut i l izat ion, etc. ,  t h e  separation of func t ions  permi t ted t h e  
ta i lo r ing  o f  policies and administrat ion t o  meet specif ic needs w i thout  p r e -  
condi t ion ing such ef for ts  by consideration on  how they  w i l l  impact on o the r  
funct ional  areas. 

Ohio. I n  1972, Ohio established a separate Department o f  Correct ions.  
Correct ions prev ious ly  operated as  a d iv is ion under  t h e  Department o f  Mental 
Hygiene and Correct ions.  Factors favo r ing  reorganizat ion inc luded (1)  
correct ions '  dissat isfact ion w i t h  be ing  a stepchi ld  and wan t ing  t o  improve i t s  
ab i l i t y  t o  obtain more funds  and enhance t h e  managerial capacity and 
professionalism i n  adu l t  correct ions; and (2) t h e  o ld  umbrel la organizat ion was 
too cumbersome, complex, and programmatical ly d i ve rgen t  t o  be e f fec t ive ly  
administered. 

T h e  Department o f  Correct ions had t h e  same funct ional  responsibi l i t ies i t  
had as a d iv is ion under  t h e  umbrella department.  I t  was responsible f o r  
adu l t  inst i tu t ions,  probat ion, parole, and probat ion services. Youth 
correct ions remained under  a separate agency, t h e  Ohio You th  Commission. 

While elevation t o  department s tatus created more v is ib i l i t y  and 
accountabi l i ty,  i n  t h e  long run ,  t h e  Department o f  Correct ions reorganization 
reduced i t s  budget  levels, and  programs su f fe red  because legislators were 
more concerned about  t h e  pol i t ical  impact on t h e i r  const i tuency ra the r  than 
the  correct ional cl ientele. Increased v i s ib i l i t y  o f  t h e  Department o f  
Correct ions resul ted i n  t h e  inh ib i ted  use o f  community-based programs and 
cont inued cr i t ic ism of t h e  Department o f  Correct ions by t h e  Legislature which 
had a demoralizing e f fec t  on  correct ional s ta f f .  Moreover, t h e  absence o f  an 
endur ing  pol i t ical  const i tuency f o r  correct ions made it easier t o  reduce 
Department o f  Correct ions fund ing .  Some observers contend tha t  t h e  
Department o f  Correct ions '  problems were due  t o  a la rge  t u r n o v e r  o f  s ta f f  
resu l t ing  i n  inexperienced legislat ive l iaison. Fund ing  problems were also 
a t t r i bu ted  t o  lack o f  budget  f l ex ib i l i t y  o f  t h e  Department o f  Correct ions.  
Under t h e  umbrella provision, correct ions was able t o  d raw discret ionary 
funds  f rom t h e  o the r  divis ions, b u t  such t r a n s f e r  pract ices among cabinet 
level departments are  more res t r i c t i ve .  

Oklahoma. The  Department o f  Correct ions was establ ished in 1967 and 
today encompasses all adu l t  correct ional func t ions .  Juveni le  correct ions is t h e  
responsib i l i ty  o f  t h e  Department o f  Human Services. T h e  D i rec tor  o f  
Correct ions i s  appointed b y  and  is responsible t o  t h e  Board  o f  Correct ions.  
Pr ior  t o  t h e  establishment o f  t h e  Department o f  Correct ions, Oklahoma's 
correct ional system was fragmented w i th  t h e  adu l t  ins t i tu t ions  under  an 
adminis t rat ive board, probat ion administered by t h e  local governments, and 
parole superv is ion under  t h e  parole board.  Since t h e  1967 reorganization, 



t he re  have been on ly  a few changes t o  p rov ide  f o r  depu ty  d i rectors and f o r  
expansion o f  faci l i t ies and programs.  The relat ionships w i th  o ther  correct ions 
and cr iminal just ice agencies are  general ly informal and cooperative. 

Rhode Island. A d u l t  correct ional funct ions i n  Rhode Island are  
consolidated under  t h e  Department of Correct ions whi le juveni le correct ional 
funct ions a r e  consolidated under  t h e  Department f o r  Chi ldren and T h e i r  
Families. T h e  Department o f  Correct ions was or ig ina l l y  established i n  1972 
w i t h  all adu l t  and juveni le  correct ional funct ions consolidated under  t h e  
department .  i n  1978, however, t h e  responsib i l i ty  f o r  juveni le  correct ions was 
t rans fe r red  t o  t h e  Department f o r  Chi ldren and T h e i r  Families. Rliode 
Is land's  correct ional system is h igh l y  un i f ied  w i t h  all faci l i t ies, inc luding t h e  
jai ls, under a statewide system and t h e  Department of Correct ions enjoys 
cooperative relat ionships w i t h  t h e  o the r  cr iminal just ice agencies. 

South Carol ina. Correct ions i n  South Carolina are administered t h r o u g h  
t h r e e  separate agencies. The  Department o f  Correct ions, o r ig ina l l y  
establ ished i n  1960, is responsible f o r  adu l t  ins t i tu t ions ,  t h e  Department of 
Parole and Community Correct ions is responsible f o r  probat ion and parole 
services f o r  adu l t  o f fenders,  and the  Department o f  Youth Services is 
responsible f o r  al l juveni le  correct ions funct ions.  Pr ior  t o  t h i s  organizational 
s t ruc tu re ,  t h e  on ly  change experienced b y  the  Department o f  Correct ions was 
due  t o  a jur isd ic t ional  s h i f t  f rom t h e  local t o  t h e  state government ove r  
cus tody  of adu l t  o f fenders 17 years o r  o lder  serv ing  a te rm o f  more than 3 
months. O the r  changes in  t h e  system included t h e  recent  combination o f  t h e  
Div is ion of Youth Services and t h e  Department of Juveni le  Placement and 
Af te rcare  i n to  one agency deal ing w i th  juveni le  correct ions, t h e  Department of 
Youth  Services, and t h e  t ransformat ion of the  Probation, Parole and Pardon 
Board  t o  a Department o f  Parole and Community Correct ions.  Al though t h e  
correct ional funct ions are  fragmented, t h e  Department o f  Correct ions has good 
w o r k i n g  relat ionships w i t h  al i  t h e  correct ional  and  cr iminal just ice agencies a t  
t h e  po!icymaking, management, and l ine levels. 

Tennessee. The  Department of Correct ions is responsible f o r  t h e  
administrat ion o f  adu l t  and juveni le  correct ional faci l i t ies and probat ion 
superv is ion.  Parole superv is ion f o r  bo th  adul ts  and juveni les is handled by 
t h e  Board o f  Pardons and Paroles. Local jai ls are t h e  responsib i l i ty  o f  c i t ies. 
Counties are  responsible f o r  misdemeanants and felons w i t h  sentences of f i v e  
years o r  less. T h i s  organizat ional s t r u c t u r e  has been i n  existence f o r  more 
than  ten years and Tennessee is not  c u r r e n t l y  consider ing any reorganizat ion 
proposals. 

Texas. Correct ions in  Texas is fragmented w i t h  each component 
administered by a board  o r  commission. T h e  Department o f  Correct ions which 
is headed b y  a Board  o f  Correct ions is on ly  responsible f o r  the  administrat ion 
o f  adu l t  correct ional faci l i t ies. Parole superv is ion f o r  adul ts  is handled b y  
t h e  Board of Pardons and Paroles, the  Texas Youth Council administers 
juveni le  c ~ r r e c t i o n a l  faci l i t ies and parole supervision, and t h e  counties are 
responsible fo r  a d u l t  a n d  juveni le probat ion superv is ion,  T e x a s  has had t h i s  



organizat ional s t r u c t u r e  f o r  more than f i f teen years and has repor ted tha t  i t  
has n o t  ser iously  considered any reorganizat ion proposal because t h e  
board/commission fo rm of government has allowed al l  state agencies t o  operate 
w i th  a degree of s tab i l i t y  and prov ided reasonable t ime t o  implement programs 
and serv ices.  

Vermont. Vermont  has one of t h e  most un i f ied  correct ional  systems w i th  
adul t  and  juveni le  correct ions funct ions under  separate departments under  t h e  
umbrella Agency of Human Services, and w i th  al l  faci l i t ies, inc luding jails 
under  a statewide system. T h e  department heads are appointed b y  t h e  
Governor  b u t  repo r t  t o  t h e  Secretary o f  t h e  Agency.  T h e  Agency was 
created i n  1970 t o  monitor and respond t o  t h e  human serv ice needs o f  
Vermont.  

D u r i n g  1930-81, t h e  Department o f  Correct ions was reorganized t o  
replace t h e  o ld  management s t r u c t u r e  which was incoherent .  Roles and 
funct ions were defined, t h e  l ine staf f  roles o f  faci l i t ies were redefined, and a 
b i f u rca ted  program/secur i ty  career t r a c k  w i t h  clear career  ladders was 
establ ished. The  pr imary  goal o f  t h i s  in ternal  reorganizat ion was t o  def ine 
clear l ines o f  au thor i ty ,  communication, and respons ib i l i t y .  T h e  new 
s t r u c t u r e  has allowed t h e  development o f  major new policies and procedures, 
the  rev is ion o f  p r i o r  operat ing processes, and t h e  establishment o f  specif ic 
job descr ipt ions f o r  al l fac i l i t y  s ta f f .  The  reorganizat ion has allowed f o r  t h e  
collection o f  real ist ic information about performance and  f o r  be t te r  
communication t o  t h e  res t  o f  t h e  cr iminal just ice system about  correct ions.  
Th is  improvement i n  t h e  collection o f  information has had a posi t ive ef fect  on  
the  f u n d i n g  allocations o f  t h e  Department o f  Correct ions because t h e  
Department o f  Correct ions was bet te r  able t o  explain i t s  s tatus and needs. 
With b e t t e r  management control ,  t he re  is increased accountabi l i ty under  t h e  
reorganized s t ruc tu re .  

Washington. The  Department o f  Correct ions was establ ished i n  Ju l y ,  
1981. Previous t o  th i s  reorganization, correct ions was under  t h e  Department 
of Ins t i tu t ions ,  a human services agency, and then  t h e  Department o f  Social 
and Health Services. The  reasons f o r  establ ishing a separate department 
were (1)  problems i n  correct ional programs were cr i t ica l ;  (2) the  correct ions 
d iv is ion had experienced a rap id  rotat ion o f  d i rec tors  w i th  widely v a r y i n g  
philosophies and practices; and (3)  more v is ib i l i t y ,  accountabi l i ty,  au thor i ty ,  
and p res t i ge  f o r  correct ions were desi red.  

T h e  move t o  create a separate department began i n  1979 when t h e  House 
of Representat ives establ ished a select committee which conducted a two-year  
s tudy  i nvo l v ing  more than 150 pub l ic  hear ings.  The  House Committee 
received testimony and assistance from special in te res t  groups,  t h e  cr iminal 
justice professional community, the  pol i t ical  i n te rs t ruc tu re ,  academic and  
research communities, and t h e  general pub l ic .  As a resu l t  o f  t h i s  s tudy ,  i t  
was determined tha t  t o  reform correct ions i t  would b e  necessary t o  
simultaneously reform t h e  sentencing s t ruc tu re .  The  Committee d i d  not  
produce a f ina l  w r i t t en  repo r t  of i t s  f ind ings  i n  t h e  in te res t  o f  time and  
instead d ra f ted  proposed legislation which incorporated i ts  recommendations. 



Overal l ,  t h e  Department o f  Correct ions believes t h a t  t h e  posi t ive resul ts  
have been tha t  an accountabi l i ty  system has been installed; t h e  management 
s t r u c t u r e  has g rea t l y  improved; standards are  be ing  ident i f ied and ar t icu lated 
w i t h  p rogram development aimed a t  meeting those standards; f iscal and 
personnel issues are under  contro l ;  and a centra l ized method is t ak ing  shape. 

The  p r imary  reason f o r  select ing t h e  separate department concept was 
t h e  desi re f o r  a simple, s t ra igh t fo rward ,  h igh l y  accountable system f o r  
correct ions as i t  was ev ident  t ha t  t h e  Department o f  Social and Health 
Services was incapable o f  appropr ia te ly  handl ing correct ional problems. T h e  
Committee bel ieved t h a t  a single, s t rong  execut ive who is a good manager 
w i t h  a solid correct ional background and who would be  d i rec t ly  accountable t o  
t h e  Governor  would make t h e  department accountable t o  bo th  t h e  Governor  
and  t h e  Legis lature and cont r ibu te  t o  p rogram effect iveness. T o  ensure 
responsiveness o f  t h e  d i rec to r  o f  t h e  Department of Correct ions, t h e  
Legis lature also modif ied t h e  c i v i l  serv ice law t o  exempt v i r t u a l l y  all po l icy 
making posit ions i n  t h e  Department o f  Correct ions f rom c i v i l  service. 

I n  decid ing against inclusion o f  t h e  juveni le system i n  t h e  Department o f  
Correct ions, the  Committee concluded tha t  establ ishing a good adu l t  system 
was a suf f ic ient  challenge t o  t h e  new department and instead called f o r  a 
s t u d y  on t h e  feasib i l i ty  o f  consol idat ing juveni le  services in to  t h e  Department 
o f  Correct ions.  

Since t h e  Department o f  Correct ions is only  a year  old, it is too ear ly  t o  
make an assessment as t o  whether  services have improved. Some o f  t h e  
immediate resul ts  have been t h a t  (1)  because large numbers o f  s taf f  became 
exempt f rom c iv i l  service, t h e r e  was a large t u r n o v e r  pa r t i cu la r l y  in  t h e  
upper  levels (w i th in  one year  t h e  en t i re  centra l  adminis t rat ive s ta f f  was 
replaced); (2) t h e  accountabi l i ty  and responsib i l i ty  s t r u c t u r e  changed 
considerably; and (3) all aspects o f  t h e  o ld  correct ional system have been re -  
evaluated and reconsidered i n  view o f  t h e  new sentencing system and 
philosophies and in tents expressed i n  t h e  legislation creat ing t h e  Department 
o f  Correct ions.  Overal l ,  t h e  Department of Correct ions indicated t h a t  t h e  
posi t ive effects o f  establ ishing a separate department have been tha t  (1)  t h e  
management s t r u c t u r e  has g rea t l y  improved; (2) an accountabi l i ty system has 
been instal led; ( 3 )  standards are be ing  ident i f ied and art iculated, and 
program development is aimed a t  meeting such standards; and (4) f iscal and 
personnel issues have been b r o u g h t  under  contro l  and a central ized method is 
t a k i n g  shape. 

States w i th  Umbrella Departments 

lowa. Adu l t  correct ions is administered t h r o u g h  a d iv is ion under  t h e  
Department o f  Social Services which has overs igh t  of t h e  adu l t  inst i tu t ions,  
p r ison industr ies, and  paro le and work  release programs. Juveni le  
correct ions is under  a separate d iv is ion w i th in  t h e  same Department. Th i s  
organizat ional s t r u c t u r e  was establ ished i n  1968 f o r  t h e  purpose o f  in tegra t ing  
i n to  one agency, al l  components of human service de l ivery  i n  an attempt t o  
p rov ide  more ef fect ive service de l ivery .  lowa repor ted  tha t  i t  is c u r r e n t l y  



s t u d y i n g  whether  establ ishing a Department o f  Correct ions wil l  be  a more 
e f fec t ive  approach f iscal ly and operat ional ly.  

Mary land.  Mary land is t h e  on ly  state t h a t  has included correct ions 
func t ions  i n  a pub l ic  safety umbrella department.  The  Department o f  Public 
Safety and  Correct ional Services has two major components, one f o r  pub l ic  
safety agencies and one f o r  correct ional agencies. Included i n  t h e  
correct ional  component a re  a Division o f  Correct ion, Division of Parole and 
Probation, t h e  Parole Commission, t h e  Inmate Grievance Commission, t h e  
Correct ional T ra in ing  Commission, t h e  Commission on Correctional Standards, 
t h e  S u n d r y  Claims Board, and t h e  Patuxent Ins t i tu t ion  which is an 
autonomous correct ional  fac i l i t y  tha t  has i t s  own paro l ing  au tho r i t y .  Juveni le  
correct ions which was a separate Department of Juveni le  Services was placed 
under  t h e  Department o f  Health and Mental Hygiene. 

P r i o r  t o  t h e  creat ion of the  Department o f  Public Safety and Correct ional 
Services, correct ional services were administered separately b y  t h e  
Department o f  Correct ions and Department o f  Probat ion and Parole. The  
creat ion of t h e  new department was p a r t  of a state reorganization e f fo r t  
ra ther  than a reorganizat ion o f  correct ions.  Reorganization was a means f o r  
achiev ing greater  accountabi l i ty t o  t h e  Governor  ra the r  than improv ing  
correct ional serv ices.  T h e  1977 Counci l  of State Governments s tudy  repor ted  
tha t  t h e r e  was some dissat isfact ion f rom t h e  state police as t o  t h e  
reorganizat ion since correct ions received d iscret ionary funds  at the  expense 
of t h e  state pol ice. Previous policies, programs, and philosophies were  not  
s ign i f i can t ly  a l tered b y  t h e  reorganizat ion since Maryland's adul t  correct ions 
prev ious ly  enjoyed progressive,  professional administrat ion. Mary land has 
indicated tha t  t he re  are  no immediate plans f o r  any major reorganizat ion f o r  
correct ions.  

Massachusetts. Adu l t  and juveni le  correct ions are  under  an Execut ive 
Off ice o f  Human Services as two separate agencies, t h e  Department o f  
Correct ions and t h e  Department o f  Youth Services. Paro!e is also under  t h e  
Execut ive Office, b u t  probat ion is a funct ion of t h e  judicial b ranch .  
Massachusetts also has an Execut ive Of f ice of Publ ic Safety under  which state 
police func t ions  are  located. Th is  organizat ional s t r u c t u r e  has been i n  place 
f o r  more than ten  years and  t h e  state is now contemplating a merger  of t h e  
Human Services and Public Safety off ices in to a new Execut ive Of f ice o f  
Criminal Just ice t o  increase eff ic iency o f  t h e  cr iminal just ice system. 

Oregon.  Oregon's correct ional services are  under  t h e  Department o f  
Human Resources which was establ ished i n  1971 t o  consolidate correct ions, 
ch i ld ren  services ( juveni le  correct ions and ch i l d  wel fare) ,  mental health, 
publ ic  health, vocational rehabi l i tat ion. employment services, and special 
programs such as aging pro jects.  Pr io r  t o  t h i s  reorganizat ion, bo th  adu l t  
and juveni le  correct ions programs were under  one administrator responsible 
d i rec t l y  t o  t h e  Governor .  With reorganization, juveni le  and adu l t  correct ions 
were separated as divis ions under  t h e  umbrella department w i th  juveni le  
correct ions combined w i th  ch i ld  welfare services under  the  Div is ion o f  
Chi ldren 's  Services. Oregon found  tha t  whi le juveni le correct ions was able t o  



a t t rac t  more federal dol lars a f te r  reorganizat ion, i t  was not in tegra ted  i n  t h e  
Div is ion and has received low p r i o r i t y  i n  t h e  allocation o r  resources. 

Utah. The  adul t  correct ional services i n  Utah are consolidated under  
t h e  Div is ion of Correct ions which is under  t h e  Department of Social Services. 
Youth  correct ional services are  sp l i t  between t h e  Div is ion o f  Family Services 
o f  t h e  Department of Social Services and t h e  Juveni le  Cour t .  

Recently, t h e  Div is ion of Correct ions reorganized t o  create a separate 
component f o r  community correct ional centers, t he reby  removing them f rom 
t h e  jur isd ic t ion of t h e  A d u l t  Probat ion and Parole Of f ice.  Th i s  was due  t o  
t h e  growth  i n  t h e  use o f  community correct ional centers and t h e  need f o r  
specialized adminis t rat ive at tent ion.  

The  reorganizat ion has improved t h e  de l ivery  o f  correct ional services i n  
Utah b y  coordinat ing t h e  o f fender  f low f rom t h e  ins t i tu t ion  t o  t h e  centers and 
t o  p repare  of fenders f o r  paro le status i n  t h e  community. 

Cu r ren t l y ,  Utah is del iberat ing t h e  merger  of adu l t  and youth  
correct ions under  a s ingle department o f  correct ions.  A 1978 Blue Ribbon 
Task  Force on Criminal Just ice recommended, among other  th ings ,  t ha t  (1 )  
juveni le  inst i tu t ional  and  af tercare programs be  t rans fe r red  f rom t h e  Division 
o f  Family Services t o  t h e  Division o f  Correct ions, and (2)  a separate 
Department of Correct ions be created which would consolidate all correct ional 
services now administered b y  t h e  Correct ions Div is ion (any juveni le services 
t r a n s f e r r e d  thereto would be inc luded) .  The  two major stumbl ing blocks f o r  
establ ishing the  new department have been t h e  expected increased cost and 
t h e  lack of suppor t  f rom t h e  Department o f  Social Services. 

Wisconsin. The  Division o f  Correct ions under  t h e  Department of Health 
and  Social Services is responsible f o r  t h e  administrat ion of adu l t  correct ional 
faci l i t ies and probat ion and parole supervision, and f o r  juveni le faci l i t ies and 
paro le superv is ion.  T h e  counties p rov ide  probat ion supervision f o r  juveni les 
and  share i n  t h e  parole superv is ion func t ion .  Th i s  organizational s t r u c t u r e  
has been i n  place since 1977 as a resu l t  of a 1967 proposal t o  consolidate 
human service agencies. Since 1977, t he re  have been several in te rna l  
reorganizations t o  g r o u p  l i ke  programs and avoid dupl icat ion o f  services. 
Treatment, educational, and vocational funct ions were t rans fered f rom t h e  
Bureau of Ins t i tu t ions  t o  an expanded Bureau o f  Program Resources, a 
Bureau of Community Correct ions was created t o  p rov ide  comprehensive, 
decentral ized probat ion, and paro le services, and a separate Juveni le  Bureau 
was created to f u r n i s h  more emphasis t o  th i s  area. Cur ren t l y ,  t h e  present  
s t r u c t u r e  is be ing  examined b y  a Legislat ive S tudy  Committee as t o  t h e  
des i rab i l i t y  of removing correct ions f rom t h e  umbrella department and 
estab! isning a separate cabinet level department.  



States w i t h  Independent  Agencies 

New Hampshire. Responsibi l i ty f o r  correct ional funct ions i n  New 
Hampshire i s  sp l i t  among several agencies. A d u l t  correct ions i s  managed b y  
t h e  State Prison, juveni le  correct ions is under  t h e  Youth  Development Center, 
and probat ion  and parole are  under  separate boards.  A l l  f o u r  component 
agencies r e p o r t  t h r o u g h  separate Boards t o  t h e  Governor  and Execut ive 
Counci l .  T h e  f o u r  agencies, al though independent, have a cooperat ive 
re lat ionship.  

New Hampshire repor ted  t h a t  d u r i n g  t h e  last  several leg is lat ive sessions 
t h e  idea o f  c rea t ing  a Department o f  Correct ions which would consolidate 
parole, probat ion,  and t h e  pr ison,  has been considered f o r  t h e  purpose o f  
improving ef f ic iency.  T h e  concept has no t  been adopted yet,  p r imar i l y  
because o f  (1) a reluctance o f  county  correct ional faci l i t ies t o  be inc luded i n  
a centra l  department,  and  (2) t h e  s ta r t -up  costs involved.  New Hampshire 
adminis t rators bel ieve t h a t  t h e  bes t  organizat ion is a cent ra l  department which 
wi l l  allow an ef fect ive adminis t rator  t o  maximize t h e  u t i l i t y  o f  each agency and 
t o  p rov ide  more cost-effect ive serv ice de l i ve ry .  

N o r t h  Dakota. Correct ional funct ions in Nor th  Dakota are  f ragmented.  
Adu l t  and juveni le  ins t i tu t ions  are  t h e  responsib i l i ty  of t h e  D i rec tor  of 
lns t i tu t ions  which is a small umbrella department.  A d u l t  probat ion and parole 
funct ions are  under  t h e  Parole and Probat ion Department whose head is 
appointed b y  t h e  Pardon Board  composed o f  t h e  Governor,  A t to rney  General, 
Chief Just ice, and two laypersons. Juveni le  parole is under  t h e  Social 
Service Board  and juveni le  probat ion is handled a t  t h e  county  level. 

Th i s  organizat ion has been i n  ef fect  f o r  more than ten  years and  whi le 
t he re  is need f o r  be t te r  coordinat ion between t h e  pr ison and  parole staffs,  
relat ionships w i t h  o the r  agencies i n  t h e  cr iminal just ice system a r e  good t o  
excel lent.  

No r th  Dakota repor ted  t h a t  t he re  is discussion and  considerat ion f o r  
reorganizat ions t o  adminis t rat ive ly  place adu l t  probat ion and  parole i n  a 
cabinet level agency o r  t o  separate correct ions f rom t h e  Department o f  
lns t i tu t ions  since t h e  developmentally disabled advocates do no t  want  
correct ions as p a r t  o f  t h e  management o f  t h e i r  ins t i tu t ions .  The  D i rec tor  o f  
lns t i tu t ions  Of f i ce  believes t h a t  a s t r u c t u r e  w i t h  small agencies hav ing  good 
v i s ib i l i t y  and  d i rec t  access t o  t h e  Governor  is more benef ic ial  t han  t o  have 
correct ions as a branch o r  d iv is ion  w i th in  a l a rge r  agency which may have 
pr io r i t ies  and  concerns t h a t  m igh t  conf l ic t  w i t h  correct ions.  

Pennsylvania. T h e  Pennsylvania correct ional system is fragmented w i th  
the  adu l t  ins t i tu t ions  governed b y  t h e  Bureau o f  Correct ion which is an 
agency u n d e r  t h e  Governor 's of f ice and probat ion and paro le funct ions under  
the  Board o f  Probat ion and Parole which is an independent agency. Juveni le  
correct ions funct ions are  administered b y  t h e  Bureau o f  You th  Services, an 
agency u n d e r  t h e  Department o f  Welfare. Histor ica l ly ,  f rom 1953, t h e  Bureau 
o f  Correct ion was under  t h e  Department o f  Jus t ice  which was la te r  abolished 



when t h e  A t t o r n e y  Genera l  became an  e lec ted r a t h e r  t h a n  appo in ted  o f f i c i a l .  
T h e  placement o f  t h e  B u r e a u  u n d e r  t h e  G o v e r n o r ' s  o f f i c e  is  a  t e m p o r a r y  move 
w h i c h  w i l l  e v e n t u a l l y  b e  c h a n g e d  by new leg is la t ion .  S ince t h e r e  is  n o  
umbre l la  agency  t o  coord ina te  e f f o r t s  i n  Pennsy lvan ia ,  t h e  re la t ionsh ips  among 
c o r r e c t i o n a l  a n d  c r im ina l  j u s t i c e  agencies v a r y  d e p e n d i n g  on t h e  agency  heads 
i n v o l v e d .  T h e r e  is,  however ,  a  coopera t i ve  re la t ionsh ip  a n d  in fo rmat ion  
s h a r i n g  as needed.  

Pennsy lvan ia  r e p o r t e d  t h a t  it is  con temp la t ing  t h e  c rea t ion  o f  a  
Depar tment  o f  C o r r e c t i o n s  w h i c h  w o u l d  conso l idate  i n s t i t u t i o n s  a n d  paro ie ,  
r e d u c e  d u p l i c a t i o n  o f  se rv i ces  a n d  r e c o r d  keep ing ,  a n d  p r o v i d e  c o r r e c t i o n s  
w i t h  more  power  b y  e l e v a t i n g  it t o  t h e  c a b i n e t  l e v e l .  R u t  it also n o t e d  t h a t  
v a r i o u s  depar tmen ta l  p roposa ls  h a v e  been cons ide red  b y  t h e  L e g i s l a t u r e  i n  t h e  
p a s t  b u t  re jec ted  f o r  v a r i o u s  f i sca l  a n d  po l i t i ca l  reasons. T h e  prob lems 
u s u a l l y  c e n t e r  o n  spec i f i c  techn ica l  p rob lems a n d  ques t ions  o f  changes i n  
power  o r  a u t h o r i t y .  T h e  B u r e a u  o f  C o r r e c t i o n  is  hope fu l  t h a t  because o f  t h e  
cons ide rab le  i n t e r e s t  i n  reo rgan iza t ion  a t  t h i s  t ime, some change  w i l l  o c c u r  
a f t e r  i m p o r t a n t  c r i m e  b i l l s  h a v e  been cons ide red ,  some o f  w h i c h  impact  on t h e  
n a t u r e  o f  reo rgan iza t ion .  

Wyoming. A d u l t  a n d  j u v e n i l e  co r rec t iona l  fac i l i t i es  a r e  admin is te red  b y  a  
c o n s t i t u t i o n a l l y  es tab l i shed  B o a r d  o f  C h a r i t i e s  a n d  Reform.  A separate  
Depar tment  o f  P roba t ion  a n d  Parole is  respons ib le  f o r  a d u l t  a n d  j u v e n i i e  
p r o b a t i o n  s u p e r v i s i o n .  Whi le Wyoming has o p e r a t e d  u n d e r  t h i s  o rgan iza t iona l  
s t r u c t u r e  f o r  many  years ,  t h e  A p p r o p r i a t i o n s  Committee, d u r i n g  t h e  l a s t  
l eg is la t i ve  session d i r e c t e d  t h a t  a  s t u d y  b e  c o n d u c t e d  on t h e  p r e s e n t  a n d  
f u t u r e  needs o f  c o r r e c t i o n s .  T h i s  s t u d y ,  coup led  w i t h  a  move t o  es tab l i sh  a  
Depar tment  o f  C o r r e c t i o n s  o r  a  Depar tment  o f  I n s t i t u t i o n s  ind icates a  ser ious 
d e s i r e  t o  change  t h e  o rgan iza t iona l  s t r u c t u r e .  A t  t h e  t ime o f  t h i s  w r i t i n g ,  
t h e r e  was n o  i n d i c a t i o n  as t o  w h i c h  d i r e c t i o n  t h e  leg is la tu re  m i g h t  p roceed .  
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Department o f  Social Services and Housing 

Paul Gordon, Chief 
Research and Stat ist ics Of f i ce  

Sherwood Hara, D i rec tor  
Family and A d u l t  Probation Services 
F i f t h  C i r cu i t  

Umeo Hashiro, Adminis t rator  
Of f ice o f  Adminis t rat ive Services 
In take Service Center  

Thomas Hugo, J r . ,  Chairman 
Hawaii Parol ing A u t h o r i t y  

Michael Kakesako, Adminis t rator  
Correct ions Div is ion 

H a r r y  Kanada, Adminis t rator  
A d u l t  Probat ion Div is ion 
F i r s t  C i r cu i t  

Donald Kobatake, Adminis t rator  
Hawaii In take Service Center  

Mary  Jane Lee, Adminis t rator  
Family Cour t ,  F i r s t  C i r cu i t  

Bob ivagao 
Program, Budget  and Analysis Manager 



15. Thomas Nakama, D i rec tor -Admin ins t ra tor  
Probat ion and Family Cour t  
Second C i r c u i t  

Jimmy Nakamura 
Program, Budget  and Analysis Manager 

and Ac t i ng  Div is ion Chief 
Department o f  Budget  and Finance 

Ethel Okuda, Of f ice Manager 
Correct ions Div is ion 

R ichard  Paglinawan, Deputy D i rec tor  
Department o f  Social Services and Housing 

Wi l f red Pang, Execut ive Secretary 
Criminal In ju r ies  Compensation Commission 

Theodore Sakai, Adminis t rator  
Program Planning Of f ice 
Correct ions Division 

Raymond Sato, Adminis t rat ive Services Of f icer  
Department o f  Social Services and Housing 

Dan Schoenbacher 
( fo rmer ly  Chairman of t h e  Intake Serv ice Center  Board) 

Robert  Shimada, Program Evaluation Of f i cer  
Department o f  Social Services and Housing 

Edwin Shimoda, Adminis t rator  
Oahu Community Correct ional Center 

L a r r y  Shohet, Program Adminis t rator  
Halawa H igh  Secur i ty  Faci l i ty 

George Stepp, Management Services Branch Chief 
Department o f  Budget  and Finance 

A l f red  Suga, Deputy  D i rec tor  
Department o f  Social Services a n d  Housing 

Frank l in  Sunn, D i rec tor  
Department o f  Social Services and Housing 

Car l  Takamura, Adminis t rat ive Assistant 
Off ice o f  t h e  Governor  

I r w i n  Tanaka, D i rec tor  
State Law Enforcement and Planning Agency 



31. Steven Vidinha, D i rec tor  
Hawaii Criminal Just ice Data Center  

32. John von Gnecten, Admin is t ra to r  
Kulani  Correct ional Faci l i ty  

33. Ed i th  Wilhelm 
( fo rmer ly  Assistant Adminis t rator ,  

Department o f  Social Services and Housing) 

34. Kendr ick  Wong, Execut ive D i rec tor  
In take Service Center  

35. B e r t  Yamaguchi, Chief 
Of f ice of Information Systems 
Department o f  Social Services and Housing 



APPENDIX F 

(To be made one and seven copies) 

T H E  SENATE 

ELE!Erj.TH ....... LEGISLATURE. 19 .a;?. 
S T A T E  OF HAWAII $4. NO. s+ 

REQUESTING A STUDY ON THE CONCEPT OF CREATING A DEPARTMENT OE 
CORRECTIONS. 

WHEREAS, crime and public safety from criminal behavior have 
long been and continue to be major concerns of the Legislature; 
and 

WHEREAS, in 1973, the Legislature took a bold stand against 
crime by adopting the Hawaii Correctional Master Plan (HCMP) as 
an innovative approach which would expand the scope of 
correctional practices beyond traditional limits and provide for 
a totally integrated community response to the crime problem; and 

WHEREAS, the HCKP was intended to provide Hawaii with a 
unified criminal justice system that would respond to offender 
needs in a systematic and coordinated fashion; and 

WHEREAS, after almost nine years since the BCMP was adopted, 
the Legislature finds that the functions relating to corrections 
are still dispersed among various governmental agencies that 
continue to operate independently, and, there is no one 
underlying philosophy or policy governing corrections in Hawaii; 
and 

WHEREAS, it has been proposed that the establishment of a 
separate department for the consolidation of correctional 
services such as the adult and juvenile functions currently 
shared by the Department of Social Services and Housing and the 
Judiciary might facilitate better coordination among correctional 
agencies and reduce duplication of efforts and other 
inefficiencies of the present fragmented system; now, therefore, 

BE IT RESOLVED by the Senate of the Eleventh Legislature of 
the State of Hawaii, Regular Session of 1982, that the 
Legislative Reference Bureau is requested to conduct a study on 
the concept of creating a Department of Corrections to determine 
the practicality of such an organizational change for Hawaii's 
correctional system; and 

BE IT NRTHER RESOLVED that the Corrections Division of the 
Department of Social Services and Housing, the Intake Service 



$4. NO. 1~.i 
Centers, the Hawaii Paroling Authority, the Judiciary, and other 
criminal justice agencies cooperate with the Legislative 
Reference Bureau in the conduct of this study; and 

BE IT FURTHER RESOLVED that a report of the findings and 
recommendations be submitted to the Legislature twenty days prior 
to the convening of the Regular Session of 1983; and 

BE IT FURTHER RESOLVED that certified copies of this 
Resolution be transmitted to the Director of the Legislative 
Reference Bureau, the Director of Social Services, the Executive 
Director of the Intake Service Centers, the Chairperson of the 
Hawaii Paroling Authority, and the Chief Justice of the Supreme 
Court. 




