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On December 12, 2008 the Santa Clara County Office of the County Executive issued a

Request for Proposals for a Jail Facilities Needs Assessment. Following a review of proposals

submitted on January 27, 2009, the county selected MGT of America to conduct the assessment. A

contract was established effective April 1, 2009 and work commenced soon thereafter. MGT

presented its preliminary findings to the county on June 2, 2009 and submitted a complete draft of the

report for county review on June 29, 2009. The final report was submitted to the county on

July 31, 2009.

This chapter provides an overview of the project—its purpose and scope, MGT’s approach

and methodology, the report organization, as well as an executive summary of findings and

recommendations. Chapter 2 reviews the operational and design philosophy of the county’s jail

facilities and provides background information on the Santa Clara Department of Corrections (DOC).

Chapter 3 assesses the population of the local justice system and projects future potential growth in

the jail population. Chapter 4 analyzes the jail’s classification system and current programs needs.

Chapter 5 contains the Title 24 Needs Assessment. Finally, Chapter 6 presents an operational

assessment of the jail, including a detailed review of staffing needs.

1.1 Project Objectives

The stated purpose of the study is to forecast the county’s inmate population over a 20 year

period to determine future space and operational requirements, in conjunction with a Title 24 review

of current DOC facilities’ compliance with state standards. Within this context of projected demands

and current facility conditions, the study also provides an overview of program and operational issues

relating to needs of the Department. Because the study covered a very broad array of topics within a

compressed schedule, much of the analysis is necessarily at the macro-level. The scope of the project

was designed to facilitate a broad review of the Department’s major issues, trends, and needs without

getting into the level of detail associated with a capital master plan, a program evaluation, or job

task/manpower analyses. In this manner, the project documented the key challenges facing the

Department and described the driving factors behind these challenges, addressing key system issues

from an executive policymaking level. Where appropriate, we have identified both facility and

operational needs, and made recommendations to address specific issues that have emerged over the

course of the project. Specific key project objectives include:

 Analyzing the jail population and developing a population forecast;

 Inventorying and assessing all county jail facilities;

 Preparing a Title 24 Needs Assessment;
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 Providing an overall evaluation of the DOC’s operational systems;

 Describing the inmate classification system; and

 Reviewing the adequacy of staffing levels.

1.2 Methodology

Meeting project objectives required developing an understanding of the operations, mission

and programs of the Santa Clara County Department of Correction, including the critical workload

and policy issues driving resource deployment patterns. We accomplished this through a

comprehensive information-gathering and data review process that used four primary approaches:

document review, interviews, facility inspections, and operational reviews.

 Document Review. This analysis included both primary and secondary sources.
Primary sources included county-generated reports relating to jail organization,
operations, programs, and physical plants. Primary sources also included data
from county information systems such the Criminal Justice Information Control
system (CJIC). Secondary sources included the numerous external reports on the
jail and other aspects of the county justice system that have been published in the
last ten years, including California Standards Authority (CSA) and grand jury
reports. Appendix A contains a complete list of documents reviewed for the
project.

 Staff Interviews. For a better understanding of the data collected and to gain a
more informed perspective on key system issues, we conducted interviews with
key justice system stakeholders, DOC managers, line staff, and other county
professionals familiar with the DOC. Appendix B contains a complete list of
individuals interviewed during this project.

 Facility Inspections. The project team conducted a personal inspection of every
building maintained by the DOC, including housing units, support facilities, and
utility infrastructure where possible. Observed conditions were documented and
compared with “as-built” drawings and prior assessments.

 Operational Review. MGT staff observed facility operations and service
delivery at both the Main Jail and the Elmwood Complex on both of the primary
operating shifts. This review focused on security and staffing requirements. In
reviewing custody staff post assignments, the following criteria were used:

 Post assignments established in accordance with the goals of
maintaining an efficient department;

 Post assignments regularly staffed by an employee if in the course of
normal operations, staff come into regular contact with inmates;

 Post responsibilities completed by personnel in the appropriate
position classification;

 Officer assignment practices flexible enough to deploy staff as needed
to respond to changing needs through the activity and work schedule
while maintaining post assignment security;
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 Applicable local, state and federal staffing regulations;

 Current memorandum of understandings between Santa Clara County
and the appropriate Santa Clara County labor association;

 Overtime utilization held to the minimal level required to perform
critical operational functions;

 Division and jail command structures provide appropriate supervisory
coverage;

 Staff deployment consistent with detainee classification and housing
practices; and

 Post responsibilities are regular, documented and well-defined.

Applying these criteria, we then established staffing requirements associated with current operational

practices and developed recommendations.

1.3 Executive Summary

The Santa Clara Department of Correction is one of the largest county correctional complexes

in the United States. The operation of two jail complexes with a capacity exceeding 5,000 beds

requires a significant amount of coordination and organizational expertise. The administrative staff

appears to have developed an overall environment conducive to meeting their established mission.

Key security elements addressing effective inmate management including policy, classification,

housing, safety and discipline, all appear to be appropriately in place. Department of Correction

(DOC) internal policies have been designed with Title 15 and Title 24 regulation requirements taken

into consideration.

In addressing the critical needs facing the correctional system, the DOC has several

significant strengths that allow it to attain a superior level of performance. These strengths include:

 Stable, experienced leadership. The executive management team under Chief
Flores is experienced, professional, and knows the system extremely well.
Management at the executive and facility levels has been able to respond to
challenges creatively and effectively.

 Stable population levels. Despite some fluctuations in recent years, the inmate
population of the DOC has not significantly increased in the last fifteen years.

 Current operational capacity. The department’s current operational capacity,
the number of offenders a facility can house at a specific time given immediate
physical plant and operational issues, provides sufficient beds to manage the
population effectively. Although much of the capacity has physical plant issues,
the overall number of available beds has allowed the DOC to separate and
manage its population in such as way as to facilitate security.
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 Programs. The DOC maintains probably the widest array of quality programs of
any major jail system in our experience. Offender access to programming is an
important security and management tool.

 Classification. The DOC’s classification system, while complex and resource-
intensive, works very well in promoting the separation of offenders into
manageable groupings that reduces potential risk.

With these strengths, the DOC faces some significant challenges. The physical plant in many

of its facilities is deteriorating, and CSA-rated capacity (the number of offenders a facility can house

based on standards established by the California State Corrections Standards Authority to meet the

requirements outlined in the California Code of Regulations, Title 15 and Title 24) is typically 400-

500 beds short of actual population levels. Management of offenders with special health care needs is

growing increasingly difficult in current facilities. Correctional officer staffing levels are inadequate.

Support in areas such as information technology is stretched to the point of breaking. This report

addresses these issues in detail and identifies key areas that warrant the attention of the county

government. The following sections address key findings and recommendations contained in this

report.

Jail Population Projections

The number of inmates housed in a jail is a function of the number of persons admitted to the

jail system and the length of time they stay incarcerated. Admission rates are generally determined by

crime rates, law enforcement practices, and overall demographic trends. Length of stay is primarily

influenced by state and local criminal statutes, judicial system processing efficiency, and program

alternatives that accelerate release.

In terms of demographic factors, while the overall rate of population growth in Santa Clara

County has been slow over the last nine years (0.6% annual average growth), the California

Department of Finance projects that the demographic group most prone to criminal activity (males

ages 15-34) will grow by an annual average of 1.2 percent over the next 40 years. This suggests a

slight increasing pressure on the number of persons arrested and admitted to jail over the next few

decades.

Crime trends show that total felony arrests for Santa Clara County declined on average by 1.6

percent per year between 1997 and 2006. Felony drug arrests declined the most between 1997 and

2006 (3.3%) followed by violent felony arrests (2.5%). (See Exhibit 1-1)
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EXHIBIT 1-1
Santa Clara Felony Arrests

Between 1997 and 2006, total misdemeanor arrests decreased by an average of 2.3 percent

annually. Petty theft arrests (5.7%) and driving under the influence (DUI) arrests (3.1%) had the

largest decreases during this time frame (Exhibit 1-2).

EXHIBIT 1-2
Santa Clara Misdemeanor Arrests
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Following arrest, felony court dispositions for the county have slightly declined from 11,000

in 2004 to 10,500 in 2008. Similarly, cases slated for disposition and sentenced for prison, probation

and jail have also declined slightly.

With crime, arrests, and court filings declining, bookings to the county jail should be on the

decline. Even though the county population has increased slightly and is projected to increase further,

such increases have not produced increases in crime rates or arrests. The impact of the county’s

projected at-risk population growth would indicate that crime trends may even out or increase slightly

in the coming decades, but not at a substantial rate.

The total average daily population (ADP) of inmates managed by the department has

fluctuated over the last nine years. The population peaked in 2007 when it averaged 4,641. Since

2007, ADP has dropped and thus far in 2009 the ADP has been 4,368, which is consistent with

dropping crime and arrest trends (Exhibit 1-3).

EXHIBIT 1-3
Santa Clara Department of Corrections

Average Daily Population

In looking at the current population, most persons currently held in the jail are males charged

with a felony (70.8%) held thus far for an average of 143.3 days. Males held for a misdemeanor

account for 15 percent of the population and have been held in the jail for an average of 54.2 days.

The most common felony charge (12.7%) for males is drug possession. Most females charged with a

felony are held for theft/fraud/forgery (30.3%). Drug possession accounted for 17 percent of females
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being held for a felony. Finally, using the number of admissions and the ADP, the estimated overall

average length of stay (ALOS) for an offender in the jail system is 24 days.

Our “base” jail population forecast over the next twenty years uses the following key

assumptions:

 Current crime and criminal justice trends continue;

 The ALOS for released offenders remains at 24 days; and

 Steady funding for law enforcement and the courts meaning that the number of
police and court personnel will not increase.

With these assumptions, the average daily jail population in 2009 is projected to be 4,634

persons. In 2015, the ADP is estimated to grow to 4,643. By 2030, the Santa Clara County jail is

projected to house an average of 4,663 persons per day. This represents an admission assumption of

an increase of only 0.2 percent per year. With a peaking factor adjustment to address fluctuations in

the daily population, total bed needs reach approximately 5,000, or about 400 above the current

population level by the year 2030. This number of beds would ensure the jail is not crowded for any

sustained periods of time in a given year.

An alternative forecast with a “worst-case scenario” uses the assumption that the

demographic trends noted earlier will exert upward pressure on crime and arrests, thus increasing the

jail population. This results in a 0.8 percent increase in admissions over time. With a peaking factor

added the bed need by 2030 approaches 5,800. Both the base projection and the demographic

projection are summarized in Exhibit 1-4.
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EXHIBIT 1-4
Projected Jail Average Daily Population 2010 Through 2030

The most likely scenario, given crime trends and justice system policies, is for the county’s

correctional system population to remain stable. Moreover, our analysis of the potential initiatives

announced as part of the state’s program to reduce its prison population indicates there is simply little

evidence to suggest that these policies will contribute to significant growth in the DOC’s population

over the next few years.

Classification

The department’s offender classification system ensures that inmates are housed in the least

restrictive custody level based on the needs of facility management and the individual offender’s

programmatic and custodial needs.

In order to achieve these stated goals and objectives the DOC developed a systematic and

continual risk assessment process, which incorporates behavioral factors, management established

criteria, and individual custody requirements into an ongoing assessment process that determines the

offender’s program needs, housing placement, and security requirements.
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In short, the DOC’s classification system works. The low incidence of assaultive behavior

within the DOC indicates that the classification system is effective and is achieving its stated

objective of creating a safe and secure environment for both staff and offenders. We attribute this

success to the experience and expertise of the staff assigned to the classification process, the

effectiveness of the risk assessment process that has been developed and implemented within the

DOC, and the existing physical plant which provides classification staff with multiple options for the

housing and separation of various elements within the offender population. The effectiveness of the

system however would be significantly enhanced by development of an improved criminal justice

information system. This would permit the sharing of critical data, thereby improving the

effectiveness of the booking and classification process at the DOC. This system should interconnect

all elements of the criminal justice system within the county including the courts, pretrial services,

and the probation system.

Health Care

Health care services for the DOC are provided by the Santa Clara Valley Health and Hospital

System (SCVHHS) through its Custody Health Services (CHS) program. CHS is responsible for all

on-site health care staffing and service delivery, including assessment of all admissions into the jail

system, diagnosis and treatment of acute and chronic medical conditions, screening for communicable

diseases, dental care, obstetric/gynecological service, and infirmary care. Specialty clinics, emergency

treatment, and tertiary care are provided off-site.

The level of commitment made by the SCVHHS to provide quality health care services to the

DOC is impressive. The organization and staffing of the CHS clearly indicate a commitment to

address the health care needs of the jail population in a manner consistent with the community

standards present in Santa Clara County.

The primary critical area of need for CHS services is facilities that address the needs of

physically impaired or infirm inmates. The number of elderly inmates in need of assisted living

services is increasing, and that the DOC has very limited options for housing such offenders. Many

of these offenders may instead take up the valuable infirmary beds at the Main Jail, potentially

forcing inmates with significant medical needs into general population housing units, or into much

more costly hospital beds in the community.
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The solution to this issue is to open the second floor of the M1 building at the Elmwood

facility. While use of this space would require some minor physical modifications and additional

custody staff and medical staff, we strongly recommend that the DOC commence planning to use this

space to address its needs for long-term care capacity.

Facility Assessment

DOC facilities are largely not in compliance with Title 24 requirements. Given the

operational practice of exceeding CSA-rated capacity levels in most housing units, the DOC does not

comply with basic Title 24 requirements. Moreover several buildings have outlived their useful lives.

Main Jail South, at its age and present configuration, is, and will need, continuous and increasing

maintenance and repairs. Elmwood Women’s Correction Center Unit W-1 is poorly configured and

should be replaced. The Elmwood Men’s Minimum Camp barracks, in general, are in similar

condition and are not configured to support the contemporary professional supervision practices. With

these factors in mind, a new comprehensive Santa Clara County Correctional System master plan

should be developed. The master plan should provide for the phased complete reconfiguring of Main

Jail South or its replacement with a new building element on that site. The master plan should phase

the demolition of the Women’s Center Unit W-1 and Minimum Camp barracks with the development

of contemporary facilities that can accommodate the housing and security level needs of the system

within CSA-rated capacities and consistent with DOC operational and security management

philosophies. The master plan would provide an opportunity to develop facilities that are more

consistent in configuration, while improving security sight lines and safety of the Elmwood

Correctional Complex.

An examination of the types of beds required by the projected population based on gender

and classification level indicates that, to the extent that the Department wishes to comply with Title

24 requirements for additional capacity, the DOC may require additional medium security beds for

males, additional minimum security beds for females, a small increase in special housing capacity,

and additional maximum security capacity. The amount of beds required depends upon if the goal is

to comply with CSA Title 24 requirements or to simply add or convert sufficient beds with the DOC

current operational capacity to manage the demand.

Correctional Officer Staffing

The total number of authorized positions for the Santa Clara County Department of

Corrections during fiscal 2009 is 1,064 (Exhibit 1-5). This includes 759 correctional officer/sergeant

positions (including sergeants provided by the Sheriff’s Office) and 321 civilian positions.
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Approximately 93 percent of the correctional officer staff is assigned operationally to a facility. At

the time of this report the DOC employed 683 badge staff. Our review of operations and staffing is

consistent with the DOC’s staffing deployment, based on current operational policies and practices.

EXHIBIT 1-5
Santa Clara Department of Corrections

Staffing Needs – Current Operations

While the department’s overall system of officer post assignments is appropriate given the

layout and operation of their facilities, both the Main Jail and Elmwood suffer from a lack of

movement and escort posts which results in diminished security, as the DOC is forced to close key

security posts to cover these functions. If an inmate requires unscheduled transport to a medical

facility, facility managers are typically required to shut down a post that supplies supervision and

monitoring of inmates in order to staff the required transport. The department needs 23 additional

officers to adequately address this function at both facilities.

The second issue with the existing officer deployment is current relief factor used to

determine staffing requirements. Developing an adequate correctional officer staffing complement

requires an identification of the number of staff required to cover normal staff absences in those posts

that mandate continuous coverage. Jails operate 24 hours per day, 365 days a year. Given that officers
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have regularly scheduled days off, vacations, sick time, etc., staffing any given post throughout the

year will require more than one officer. The term relief factor refers to the ratio of officers to a

specific post and the shift schedule required for the level of coverage dictated by the institutional post

roster. The relief factor ratio establishes the precise number of staff required to cover a designated

post on a specified shift schedule.

Based on the actual number of work hours an officer is available in a given year, the DOC

requires 5.39 officers to fully staff a security post that requires coverage 24 hours per day, 365 days

per year.

Applying the new relief factors to MGT’s analysis of current post requirements, results in a

need for 82 additional officers. The new relief factors also require 4 additional relief officers for the

recommended new posts, bringing the total number of additional relief officers to 86. Combined with

the 23 officers required for additional escort staffing, the DOC requires 109 additional correctional

officer positions above the current authorized level (Exhibit 1-6).

EXHIBIT 1-6
Santa Clara Department of Corrections

Recommended Increase over Authorized Staffing
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While county financial constraints may not make such an increase feasible in the foreseeable

future, we believe that policymakers should be aware of the magnitude of current custody staffing

shortfalls in the DOC because of the increased level of operational risk this creates. While the DOC

has managed the inmate population with current staffing levels, it relies heavily on its classification

system and housing policies to reduce risk, compensating for a very minimal level of custody

supervision in some areas.

Capacity Management

Three different types of capacity standards apply to DOC facilities:

 Corrections Standards Authority (CSA) Rated Capacity: The number of
offenders a facility can house based on standards established by the California
State Corrections Standards Authority. The determination of CSA Capacity is
directly related to the requirements outlined in the California Code of
Regulations, Title 15 and Title 24.

 Current Operating Capacity: The number of offenders a facility can house at a
specific time, given immediate physical plant and operational issues, on a day-to-
day basis. Design Capacity: The number of offenders a facility was planned to
house, based upon the original architectural plans and program statements.

 Design Capacity: The number of offenders a facility was planned to house, based
upon the original architectural plans and program statements.

The following table displays the capacity levels of the Santa Clara Department of Correction

based on these definitions:

Facility
Design

Capacity
CSA Rated
Capacity

Current
Operating
Capacity

Population
04/07/2009

Main Jail 1,134 1,353 1,704 1,320
Elmwood Men’s 1,904 1,956 3.045 2,386
Elmwood Women’s 502 516 709 603

Total 3,540 3,825 5,458 4,309

Source: Santa Clara DOC.

On April 7, 2009 the population was at 113 percent of CSA rated capacity and 79 percent of DOC

current operating capacity. The Bureau of Justice Statistics report entitled, “Jails at Midyear 2008”

reported that overall, United States jails were operating at 95 percent of their actual capacity.

Santa Clara County maintains a significant number of available beds, above the CSA rated

capacity level. It is critical to note that the DOC’s complex classification housing system requires the

ability to keep many different categories of offenders separate, thereby requiring substantially more
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flexibility in capacity management than most jail classification systems. The DOC’s system has

proven effective in safely managing the inmate population, despite deficient custody officer staffing

levels. As such, the DOC’s current approach to capacity management is a functional, cost-effective

approach to the safe and secure supervision of the inmate population.

1.4 Key Findings

 The number of inmates housed in Department of Correction facilities will not
grow significantly over the next 10 to 20 years.

 State initiatives to reduce the California prison population, as described at the
time this report has been prepared, should not result in a major impact to the
Department of Correction.

 Program offerings in the DOC are diverse, well-designed, and appropriately
funded.

 The department’s classification system meets the needs of management and
effectively achieves its objectives.

 The Custody Health program meets or exceeds most professional standards for
health care delivery in corrections, although the availability of infirmary beds is
an issue.

 The department’s physical plant at both the Main Jail and the Elmwood Complex
has numerous facilities that will require significant investment in repair or
replacement. A comprehensive facilities master plan is required to address the
DOC’s long-term facility needs.

 Current correctional staffing levels are inadequate to meet operational needs.

1.5 Recommendations

Recommendation 1: Develop options to develop and implement an improved criminal justice

information system. This would permit the sharing of critical data, thereby improving the

effectiveness of the booking and classification process at the DOC. This system should interconnect

all elements of the criminal justice system within the county including the courts, pretrial services,

and the probation system.

Recommendation 2: Initiate steps to improve the jail automation systems by acquiring a modernized

jail management system that includes modules on booking, intake, pretrial screening, classification,

housing placement, gang management, and special needs tracking. The lack of a modern jail

management system impedes the ability of the DOC to manage its functions effectively and

efficiently.
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Recommendation 3: Engage an independent classification expert to conduct an updated validation

and reliability study of the present risk assessment process. Such an evaluation would add credibility

to the existing system and provide opportunities for the DOC to improve upon the existing system.

Recommendation 4: Develop additional infirmary beds at the Elmwood M1 building. While use of

this space would require some minor physical modifications and additional custody and medical staff,

we strongly recommend that the DOC commence planning to use this space to address its needs for

long-term care capacity.

Recommendation 5: Commission the development of a comprehensive facilities development

master plan. The plan should address the physical plant needs and deficiencies identified in this

report, establish strategic options for addressing physical plant and future capacity needs, prioritize

required work, and project the cost of identified projects.

Recommendation 6: Examine the willingness of the judiciary or others within the criminal justice

system to expand the pretrial release criteria to include an expanded list of misdemeanants and of

those charged with DUI. Alteration of the criteria can only be achieved through the consensus and

cooperation of the participants in the process.

Recommendation 7: Conduct an independent validation and reliability study of the present Vera

Risk Assessment tool that is used in the pre-trial screening process. The elements on the instrument

should be updated to reflect present day sentencing practices and more accurately reflect the actual

risk of the offender to commit additional offenses and/or flee prosecution. The validity study would

also verify that the instrument is accurately measuring risk of the offenders.

Recommendation 8: Establish a two-man 24-hour transport officer post and a 24-hour Main Jail

North escort movement post at the Main Jail, and establish a two-man 24-hour hospital

guard/transport post at Elmwood. With the current relief factor, these additional posts will require

23.25 new officers.

Recommendations 9: Adopt a relief factor of 5.39 for correctional officer posts and 5.26 for sergeant

posts. This change will increase staffing requirements by 82 officers, given current operations. The

department should also update and adopt a new relief factor annually to identify baseline custody

staffing needs for the DOC. In the course of this update, the DOC should develop a system for

accurate documentation and reporting of training hours.

Recommendation: 10: Increase the DOC’s authorized custody staffing levels (including Sheriff’s

Office detailed staff) by 109 positions, to a total of 868 staff to address staffing needs, and develop a

long-term plan to meet this goal.
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Recommendation 11: Develop a master roster that identifies the post requirements and how the

existing staffing levels meet post responsibilities. The master roster should be a single source

document that identifies post assignments by shift; staff assigned and staffing requirements during a

designated period of time.

Recommendation 12: Update the daily rosters to reflect only required post assignments that are

scheduled to be filled.

Recommendation 13: Identify classifications for each post to clearly identify what posts should be

considered mandatory and what posts can be closed as a result of staff shortages or emergencies.

Recommendation 14: Establish a central offender record that combines all relevant offender records

in one location at each facility. This area should be secure and access to the records should be

controlled. Additionally, the record should be located at the facility where the offender is housed.

Recommendation 15: The DOC should hire a director of Information Technology to provide

professional strategic planning and supervision to the unit. Additionally, a second application

developer is needed to provide support and backup to the unit’s sole developer. Finally, the unit needs

an added help desk position that can also provide application and web support.




