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Introduction 
 

 
Background 
 

he Los Angeles County Sheriff’s Department (LASD) operates the most vast and 
complex county jail system in the nation, comprised of eight separate facilities, and 
housing over 18,000 inmates on any given day. Deputy Sheriff personnel are tasked 

with the security and safety for those incarcerated, along with protecting themselves and the 
many civilian staff assigned to those facilities. 
 
Recently, the media and outside interest groups have brought to light some perceived 
problems within the Custody Division of the LASD. In an effort to address the criticism of 
custody operations, the Sheriff’s Department has begun to implement structural changes to 
the policy, tactics, and equipment used within the custody environment.  
 
The Association for Los Angeles Deputy Sheriffs 
(ALADS) believes that to create meaningful change to 
the working environment within the Custody Division, 
input from the personnel working in those facilities is 
necessary. Many of the changes recommended to 
custody have been presented by persons who have not 
worked in custody for many years or who have never 
worked in a correctional environment. Omitting the 
valuable insight and expertise of custody personal 
hampers organizational success. To implement change 
without having looked at the situation in its entirety 
would be a counterproductive exercise.  
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Custody Division Working Group 
 
In December 2011, ALADS made a request to LASD Sheriff Leroy Baca to form a Working 
Group of deputy personnel assigned to the Custody Division. The purpose of this Working 
Group is to develop deputy-driven solutions to the perceived problems within custody. It is 
ALADS’ belief that the persons who work in the facilities are the best source to recommend 
potential changes in policy and procedures. This request was approved by Sheriff Baca. 
 
ALADS selected 19 personnel to participate in the Custody Division Working Group (Working 
Group). The Working Group included a diverse cross-section of deputy sheriffs. Men and 
women ranging from novice deputies within their first three years of service to deputies on 
the eve of retirement were united as members of the Working Group. They represented the 
perspective of sworn line personnel at the following facilities: 

• Men’s Central Jail  

• Inmate Reception Center  

• Twin Tower Correctional Facility  

• Century Regional Detention Facility  

• North County Correctional Facility  

• Pitchess Detention Center South  

• Pitchess Detention Center East  
 
From January through April 2012, personnel assigned to the Working Group convened to 
review and find solutions for: 

• Staffing 

• Supervision 

• Equipment  

• Operating Procedures 

• Facility Functionality 

• Deputy Training 

• Length of Assignment in Custody 

• Inmate Accountability and Behavior 
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A representative of the Working Group also met with health and mental health workers 
represented by the American Federation of State, County and Municipal Employees (AFSCME) 
and Service Employees International Union (SEIU) to 
hear their perspective on the custody working 
environment.  
 
When reading this report, it is important to note that 
the opinions represented are those of the experience of 
the individual deputy sheriffs who participated in the 
Custody Division Working Group and backed up by the 
survey of line personnel working in custody. 
 
ALADS believes that this Working Group, comprised of sworn line staff required to handle the 
day-to-day challenges within the nation’s largest county jail system, can deliver real solutions 
to the issues within the LASD Custody Division. It is ALADS’ hope that by working together 
with the LASD and the employee organizations representing health and mental health 
workers, we can overcome the issues in our Custody Division and develop a better 
environment for all. 
 
Sincerely, 
 
[insert signature] 
 
Floyd Hayhurst 
ALADS President 
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Custody Division Working Group Findings and 
Recommendations 
 

1. Staffing 

The Los Angeles County Sheriff’s Department, 
like countless other agencies across the United 
States and around the world, has suffered 
dramatic budget cuts over the last several years. 
Filled positions within the LASD Custody 
Division are down by 29%, or 533 filled 
positions (Fiscal Year 2011-12 vs. 2007-08; 
Source: LASD, June 2011). Further, the overtime 
that has historically been cost-effectively used to 
fill existing vacancies has been drastically 
reduced, workload has increased, and the 
inmate population has changed dramatically.  

• Procedural changes and increased scrutiny of force incidents has led to a dramatic 
increase in the amount of time required to interview witnesses and related 
paperwork. By way of example, when a force incident occurs in a housing location 
where 100 inmates are possible witnesses to an incident, deputy and supervisory 
personnel are required to interview every inmate. 

• The demand for programs designed to reduce recidivism, Title 15 mandates, and 
Town Hall meetings have added additional responsibilities to custody deputies’ 
workday. 

• The majority of inmates in the jails are 
incarcerated for more violent crimes. This is   
due to the early release of misdemeanor and 
non-violent felons, leaving the jails filled with 
more potentially violent and higher risk 
inmates serving longer sentences. 

 
This chronic understaffing relative to workload 
has a dramatic affect on operations and morale. 
Most notable, when confronted with a 
recalcitrant inmate, deputies working alone may 
be required to use a higher level of force. Simply 

Filled positions within the LASD Custody 
Division are down by 29%, or 533 filled 
positions. A study of staffing levels in 

Custody Division was completed by the 
firm of Crout & Sida Criminal Justice 

Consultants. While this report has never 
been made public, ALADS was led to 

believe that the findings indicated that 
severe understaffing was present 

throughout custody. 

 Custody 
Agency Staffing Ratio 

LASD 1:6.5 
Cook County 1:2.5 
New York 1:5 

 
Note: These ratios reflect the total staffing level 
for LASD Custody Division. Facility staffing 
numbers per shift reflect a significantly lower 
number of sworn staff on duty at any given time. 
 
Source: LASD, June 2012	
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put, deputies working alone may be in situations where inmates are likely to be more 
aggressive, potentially necessitating an increase in force by sworn personnel.  

 
Despite the comparatively low staffing in LASD facilities, the number of force incidents per 
inmates in LA County is significantly lower on a per inmate basis than at comparable urban 
custody facilities: 

Agency Avg. # of Inmates # of Force Incidents Ratio 

LASD 15,013 585 1:26 
Cook County 8,779 800 1:11 
New York 12,421 1,973 1:6 

 

Source: LASD, June 2012 
 
 

In a survey conducted in March 2012 of deputy sheriffs assigned to custody, the following 
concerns were noted: 
 

How often do you find yourself in an unsafe working condition because of 
short staffing? 

 
Response 

Daily 67.8% 
Weekly 19.3% 
Monthly 6.7% 
Never 6.7% 

 
Recently, new inmate programs and meetings have been scheduled. How do 
these impact your ability to do your job? 

 
Response 

The requirement to move inmates to these programs reduces the number of 
deputies available for supervision. 

59.7% 

With all of the programs, I am not able to get the required work done during my 
shift. 

32.8% 

It does not impact my work. 27.4% 
 

When deputies are required to take inmates on radio car runs,* how does that 
impact your unit? 

 
Response 

It does not affect my unit. 16.5% 
We don’t have enough deputies to supervise inmates while the deputy is gone 56.7% 
There aren’t enough deputies to fulfill the required responsibilities. 58.5% 

 
* Note: The term “radio car runs” refers to transporting of inmates to other facilities.  
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Have you been ordered to “volunteer” to teach or monitor an inmate program 
(e.g., Town Hall meetings, EBI, etc.)? 

 
Response 

Yes 15.4% 
No 76.3% 
Not applicable 8.9% 

 
With budget cuts that have nearly eliminated overtime coupled with chronic understaffing, 
staff has been assigned as “Cadre of Administrative Reserve Personnel” (CARP) to work in the 
jails. These CARPs backfill for duties that otherwise would have been performed by additional 
deputies or with overtime.  
 
 

 
 
An overwhelming majority of custody deputies report that the CARP drastically limits facility 
operations and limits productivity. The result is that though the CARP is a “body” to backfill 
the lack of personnel, deputies feel strongly that the CARP serves a limited function as a 
practical matter. This has left the deputies feeling as if they are constantly “working short” in 
an unsafe situation. 
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When your unit is staffed with a CARP’ed employee, how does that impact 
your work? 

 
Response 

It does not affect my unit 18.0% 
The CARP is helpful 10.9% 
The CARP is not beneficial to unit productivity 58.9% 
I have to train the CARP 55.7% 

 
The additional workload, the understaffing, the backfilling with CARPs, and other related 
issues have had a tremendous impact on morale in the Custody Division. 
 

Has low morale in your unit affected? Response 
Officer safety 70.1% 
Reduced productivity 87.4% 
Use of force 39.0% 
Increased absenteeism due to stress 57.5% 

 
Although the ALADS Board of Directors and the Custody Division Working Group certainly 
understand and are empathetic to the fiscal constraints faced by the County of Los Angeles, 
clearly the use of CARPs continues to have a negative impact on custody operations.  
 
Recommended Solutions 
 
1. Increase sworn staff in the LASD Custody Division to industry-standard levels and 

maintain minimum staffing levels at all times. 

• Institute minimum staffing ratios in all facilities that are appropriate for the inmate 
classification in a particular unit. 

• Conduct a forensic audit of the LASD budget to determine if any additional funds can 
be used to increase staffing to industry-standard levels. 

• Conduct an exhaustive analysis to assure full cost recovery from contracts and AB 109 
inmates. 

• Develop two 5-year plans to increase staffing to industry standard levels: 

(a) Based on available economic forecast data; and 

(b) Based on available economic forecast data and potential new revenues. 

• Explore the potential of a new revenue source dedicated to fund countywide public 
safety services provided by the LASD. 
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2. If the CARP program is going to continue, a CARP should be on a loaned program for three 
(3) months so that he or she can be a productive staff member in custody. 

3. Increase the number of “prowlers” (line deputies who are assigned to rove a custody 
facility) to help during inmate disturbances, with movement and radio car runs, and with 
paperwork.  

4. Create set times for programs and assign additional deputies to monitor the inmates 
during program, visiting, and yard time. 

5. In overcrowded housing units, increase the number of deputies to assure deputy and 
inmate safety. 

6. Explore the use of video conference technology to minimize the dangerous and time-
consuming movement of inmates. 

7. In order to reduce the movement of inmates, behavioral observation reclassifications 
should be implemented at the inmate facility where an inmate is housed, rather than 
sending the inmate back to Inmate Reception Center (IRC). This will allow direct admits and 
reduce staff time for transportation and processing. 

8. Reform the Education Based Incarceration (EBI) program as follows: 

• Fully staff Education Based Incarceration (EBI) programming and coordinate with daily 
job tasks. 

• Create a tracking program to determine the cost effectiveness of EBI programs on 
reducing recidivism and provide quarterly reports to the ALADS Custody Division 
Working Group. 

• No EBI programs should be created without additional funded sworn staff to handle all 
aspects of program implementation (movement, training, etc.). 

• When custody deputy resources are needed to implement EBI programs, coordinate 
the schedule to assure that programs do not conflict with daily job tasks (e.g., yard 
duty, pill call, etc.). 

9. Universally apply the LASD policy on fraternization and physical contact with inmates, 
assuring that it is being consistently applied throughout all ranks. Any exceptions to the 
policy must be approved in advance. 

10. See additional staffing recommendations in the Health and Mental Health section. 
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2. Sworn Personnel Morale 
 
Assignment to the Custody Division of the LASD has historically been a “less than desirable 
assignment.” Many deputies and supervisors view the time that they spend in Custody as 
nonproductive and a negative for promotional purposes.  
 
LASD management and several outside influences have 
suggested the creation of a Custodial Deputy position with 
promotional opportunities within the custody division. There 
has also been a proposal to civilianize the jails. Many issues 
are associated with these proposals and this report is not the 
proper means to address those issues.  
 
The LASD should, however, look at much simpler means to create a desirable work 
environment for personnel assigned to the custody division. 
 
Recommended Solutions 
  
1. Create a promotional opportunity that still requires the current mandates but affords 

personnel that want to remain in Custody the ability to promote and remain. 

2. Explore more condensed work schedules for deputies and supervisors. 

3. Create a compensated Custody Training Officer program. 

4. Implement a training program that meets the needs of personnel assigned to custody. 

5. Explore transportation options for personnel that work the Custody Division. 

6. Implement educational incentives for personnel assigned to custody. 

  

Many deputies and 
supervisors view the time 

that they spend in 
Custody as nonproductive 

and a negative for 
promotional purposes.	
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3. Inmate Accountability and Behavior 
 
Deputy Sheriffs assigned to custody with varying lengths of service – from those recently out 
of Academy to those nearing retirement – report a significant change in inmate behavior in 
recent years. It is deputies’ general belief that some of this 
change in behavior, including but by no means limited to 
increasingly aggressive behavior toward deputies, is based 
on cultural changes outside the control of the LASD (e.g., 
the transfer of state prisoners to county jails pursuant to AB 
109). However, deputies believe that new policies and 
procedures implemented in response to allegations of 
abuse have had unintentional consequences on inmate 
behavior and deputies’ ability to control inmates without 
incident. 
 
As noted by one deputy sheriff in the Custody Division Survey: 

“There are no true repercussions for insubordinate inmate behavior. Inmates are not 
disciplined because there is insufficient discipline housing for inmates that are 
insubordinate and disrespectful to staff. This empowers inmates to feel they do not have to 
obey rules or orders from staff.” 

 
This lack of respect has led inmates to be significantly more hostile toward deputies and 

resistant toward their directives. Simply put, deputies feel that they 
have largely “lost control” of the jails, with a sense that “the inmates 
are running the jails.”  This problem has been exacerbated by the 
lack of sanctions available to deputy sheriffs to control the inmate 
population. “Just send me to the hole,” is a common response 
from a recalcitrant inmate, an action with little consequence for 
many inmates who prefer time spent in the hole as a “break” from 
General Population. 
 

Under public safety realignment (AB 109), “non-non-non” state prisoners are 
now being housed in LA County jails. Have you noticed any change in inmate 
behavior since the implementation of AB 109? 

 
 

Response 
I have not noticed any change 39.2% 
I have noticed more aggressive inmate behavior 50.0% 
Inmates have been more hostile toward deputies 33.8% 

 

Deputies believe that new 
policies and procedures 

implemented in response to 
allegations of abuse have had 
unintentional consequences 

on inmate behavior and 
deputies’ ability to control 
inmates without incident.	
  

Deputies feel that 
they have largely 

“lost control” of the 
jails, with a sense 

that “the inmates are 
running the jails.”	
  



	
  Page 11 of 27 DRAFT  7/19/12 

Recently, Command staff has been holding town hall meetings with inmates. 
Have you noticed a change in inmate behavior toward deputies since these 
town hall meetings began? 

 
 

Response 
I have not noticed any change 20.8% 
I have noticed more aggressive inmate behavior 51.2% 
Inmates’ respect for deputies has declined because they feel “empowered” 70.9% 
Inmates have been more hostile toward deputies 49.0% 

 
In your facility, are inmates permitted to bypass a deputy sheriff and take 
their complaints to a supervisor? 

 
Response 

Maybe 11.8% 
Yes 81.7% 
No 6.5% 

 
How often do you see inmates picking fights, creating a disturbance, or 
other behavior to control their housing location? 

 
Response 

Daily 50% 
Weekly 28% 
Monthly 11% 
Never 11% 

 
Recommended Solutions 
 
1. All reasonable orders given by deputy sheriffs working in LASD custody to inmates must 

be supported so that inmates show respect for and comply with the directives of 
deputies. 

 
• If an inmate takes a concern to a Sergeant or higher, he or she should be instructed to 

follow the appropriate chain of command by taking that concern first to a deputy 
sheriff. 

• When a deputy sheriff makes a decision regarding an inmate, the LASD should have a 
policy that encourages the supervisor to support the deputy decision, especially in the 
presence of inmates. Wherever possible – as in patrol operations – that decision 
should be final. 
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2. For inmates that are remanded to the custody of the LASD, the LASD should create 
consequences for hostile and recalcitrant inmate behavior, including but not limited to 
the filing of false reports against deputies. Specifically, recalcitrant inmates should lose 
good time/work time credits for time served, and a dedicated hearing system should be 
created to swiftly take away credits from an inmate for 
negative behavior. 

3. The LASD should work with the courts to assure that 
inmates are sentenced for the time prescribed by the Penal 
Code, without regard to good time/work time credits. A 
sentenced inmate should not be given good time/work 
time credit by the courts. 

4. The LASD should increase available discipline housing if 
necessary. 

 
 
 

  

Recalcitrant inmates should 
lose good time/work time 
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4. Health and Mental Health 
 
The Los Angeles County Sheriff’s Department inmate population has a high level of mentally 
ill inmates, both in the mental health units as well as in general population. Deputy sheriffs 
are not mental health professionals trained to manage mentally ill inmates. Further, deputies’ 
working relationship with mental health staff is weak in some facilities 
and deputies have limited to no information on the mental health 
status of mentally ill inmates declassified to general population. 
 
Deputy Sheriffs participating in the Custody Division Working Group 
as well as those surveyed feel strongly that changes need to be made 
to ensure they are better able to manage an incident, avoid use of 
force, and remain safe in the workplace. 
 

How frequently do you see inmates with serious mental issues declassified 
and put into general population? 

 
Response 

Daily 29.1% 
Weekly 25.7% 
Monthly 23.9% 
Never 21.3% 

 
How frequently do you experience inmates with serious mental health 
issues moving unsupervised through a custody facility? 

 
Response 

Daily 26.9% 
Weekly 21.4% 
Monthly 18.3% 
Never 33.4% 

 
In your experience, do you feel that having inmates with serious mental 
health issues in general population is a personal safety concern for you or 
inmates? 

 
 

Response 
Maybe 5.3% 
Yes 93.8% 
No 0.9% 
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In light of the large number of mentally ill inmates in general population, mandatory job 
rotations are of particular concern to deputy sheriffs and to mental health workers 
represented by both AFSCME and SEIU. Civilian workers represented by both AFSCME and 
SEIU stated strongly that day-to-day consistency of sworn staffing is very important. 
 

Do mandatory job rotations interfere with your inmate-deputy working 
relationships? 

 
Response 

Don’t affect my inmate-deputy working relationships 16.6% 
I won’t be able to develop the rapport with inmates that allow me to keep 
incidents down, be aware of contraband coming into the facility/develop intel, 
etc. 

60.9% 

Does not apply 22.9% 
 
Recommended Solutions 
 
Overhaul the policies and procedures related to medical and mental health care: 
 
1. To provide a better quality of medical and mental health care and improve operational 

efficiencies within the LASD, create a fully function medical services division that includes 
mental health and transportation within the LASD (similar to the concept used in patrol of 
the Mental Evaluation Team (MET)). 

2. The LASD should implement the recommendations of the Corrections Standards 
Authority (CSA) (as of July 1, 2012, the CSA is known as the Board of State and Community 
Corrections (BSCC), specifically by exploring the creation of a Memorandum of 
Understanding (MOU) with the Department of Mental Health and the Department of 
Health Services. This will ensure that when DMH and DHS staff work inside the jails, they 
are united under the command structure of the LASD.   

3. The County of Los Angeles should designate the LCMC jail ward as its own entity 
managed by the LASD. This will assure that medical staff and LASD staff work in concert to 
minimize impact on custody operations. 

4. The LASD should increase sworn staffing at LCMC to allow custody deputies to drop off 
the inmate, rather than wait an average of 2-6 hours to return the deputy to their facility. 
This could free up 10-15 deputies per shift, per day. 

5. The LASD should create a medical services facility at North County Correctional Facility 
(NCCF) to minimize costly and operationally disruptive medical runs to downtown Los 
Angeles. This will improve operational efficiency. 
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6. Create a unit within transportation to move inmates with medical or mental health issues. 

7. Staff Pitches Detention facilities with psychological technicians and other staff to facilitate 
direct admissions.  

8. Custody facilities should have more of a “team” environment between sworn and civilian 
mental health workers. Mental health staff should work in cooperation with sworn staff to 
manage the mentally ill inmate population throughout the facilities.  

9. The curriculum for Jail Operations, Custody Operations, and Custody Command Schools 
should reflect the change in the inmate population. The curricula should include training 
from County mental health workers on how to manage mentally ill inmates and how to 
identify when an inmate is slipping into psychosis. 

10. Add in-service trainings for deputies and supervisors centered on officer safety, 
management of mentally ill inmates, and other issues that relate to force. 

11. Additional beds should be added to avoid declassifying mentally ill inmates into general 
population, and to segregate younger and older inmates to avoid inmate-on-inmate 
violence, bullying, and “shot calling.” (Note: A “shot caller” is “an individual who runs the 
prison, even respected by the guards...someone who calls the shots.” Source: 
www.urbandictionary.com) 

12. Increase the number of mental health professionals at all facilities and assure that they are 
available 24x7 to do immediate evaluations, necessary paperwork, and direct admissions 
for inmates with mental health needs. This will help ensure proper use of the deputies’ 
time.  

13. Limit or eliminate mandatory job rotations. 

14. Increase the number of “overlap deputies” and carefully select them so that they are 
properly suited for the position. Overlap Deputies should routinely attend morning 
meetings with mental health staff. (Note: Overlap Deputies are deputy sheriffs who work 
in tandem with, and the same hours as, mental health professionals (i.e., their hours 
overlap).) 

15. Assign Overlap Deputies and deputies assigned to JMET teams to participate as 
instructors on how to deal with mentally ill inmates. 
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16. When an inmate is declassified into general population, he or she should continue to wear 
a blue wristband – or have some other identifying sign – so that deputies are aware of the 
inmate’s mental health needs. (Once an inmate is 
declassified to general population, deputies have no way 
of knowing prior history of that inmate.) 

17. Pill call (the distribution of medicine) can be a dangerous 
time for deputies. Cell doors should be modified where 
necessary so that all pill calls can be done through the 
doors. 

18. For clinic visits, inmates should go to the clinic on a staggered basis, floor by floor. This will 
reduce the number of inmates being moved concurrently. Current policy requires that 
movement occur when notice is sent to housing location. All notices are sent at the same 
time. 

  

Deputies report that, all 
too often, mentally ill 

inmates are transferred 
into general population to 

make room for newly 
arrived ones.	
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5. Policies and Procedures 
 
Deputy Sheriffs report significant inconsistencies in the application of policies and 
procedures, not only from one facility to another, but also from one shift to the next. Not only 
does there appear to be a lack of clarity and consistency from the top down; but application 
of policies at the line level appears to be highly dependent upon a supervisor’s interpretation 
of a policy, procedure, or unit order. 
 
Additionally, deputies report that many of these 
policies and procedures that come down from 
command staff are often vague, open to interpretation, 
and are counterproductive to the day-to-day 
operational mandates of the Custody Division. One 
deputy summarized the sentiment of survey 
respondents: 

“[Sheriff management] is so removed from the custody environment that they make 
changes to the way we run things that don’t make sense. Sometimes I feel as if we are 
moving backwards, and some changes are so extreme that it is nearly impossible to run 
our program efficiently.” 

 
Another wrote: 

“With the implementation of new policies, it has been extremely difficult to accomplish all 
tasks and requirements demanded of us during our shift. Morale is at an all-time low.” 

 
Before a new policy or new program is implemented in your unit, does your 
supervisor discuss how it will impact your work? 

 
Response 

Yes, my supervisor checks with deputies to see how the new policy or program 
affects: 

 

   (a) My ability to get my job done each day 38.6% 
   (b) The safety of staff 27.4% 
   (c) The safety of inmates 21.6% 
No, my supervisors does not discuss with me 47.9% 

 
  

Many of these policies and 
procedures that come down from 
command staff are often vague, 
open to interpretation, and are 

counterproductive to the day-to-
day operational mandates of the 

Custody Division.	
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Furthermore, custody deputies do not have a clear understanding of new policies, 
procedures, or unit orders. There is inconsistent positive mentoring and constructive 
debriefing from supervisors. Briefings are rare. When they do occur, supervisors rarely use 
briefings as an opportunity to critique the use of force incidents that have occurred, or to 
learn from, and prevent future incidents. 
 

How often do you have briefings in your unit? Response 
Daily 7.6% 
Weekly 51.3% 
Monthly 35.8% 
Never 5.6% 

 
Custody deputies report that the quantity and quality of training on custody operations and 
how best to handle recalcitrant inmates is weak. Further, there is little incentive for a deputy 
to train and/or mentor new deputies. 
 

In your briefings, are you trained on current policy changes and/or unit 
orders? 

 
Response 

Never 5.8% 
Sometimes 53.1% 
All the time 41.3% 

 
In your briefings, how often are you trained and/or mentored on proper 
force procedures? 

 
Response 

Never 10.9% 
Sometimes 70.2% 
All the time 18.9% 

 
Would debriefing and critiquing incidents with your unit help reduce 
future uses of force? 

 
Response 

Never 8.0% 
Sometimes 71.6% 
All the time 20.4% 
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Recommended Solutions 
 
1. Within their probationary period, all supervisors and managers assigned to custody 

should attend a Custody Operations School (for Sergeants) or a Custody Command School 
(for Lieutenants and Captains) with an emphasis on the policies, procedures, and culture 
of custody, as well as significant training on how to manage mentally ill inmates. 

2. Policies should be short and easy to understand. 

3. New policies, procedures, and unit orders should be written in tandem with the ALADS 
Custody Division Working Group to assure that there is no negative impact on deputies’ 
ability to get their job done, on the safety of staff, and/or on the safety of inmates.  

4. Briefings should be consistent and focused on directly educating deputies on policies and 
procedures, and on mentoring young deputies on how to appropriately deal with 
recalcitrant inmates. 

5. Always debrief on serious and significant uses of force. 

6. Create a Custody Training Officer (CTO) program that provides incentives for deputies to 
serve as trainers and mentors. 

7. Once final, sergeants working in the Custody Division should be fully trained on new 
policies and procedures. 

8. Recognizing that inconsistencies between supervisors on the interpretation and 
enforcement of policies creates confusion at the deputy rank, management must be 
trained on all policies (current and future) so that they can be consistently applied from 
shift to shift, unit to unit, and facility to facility. 
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6. Operational Efficiency 
 
With the LASD Custody Division, there is an 
inordinate amount of paperwork, much of which is 
redundant. This paperwork takes away from 
deputies’ time supervising inmates. The paperwork 
required on force incidents is particularly 
cumbersome.  
 
 

There is a lot of paperwork required when there is an incident, even if it is a 
non-significant use of force. How often does excessive paperwork leave 
your unit understaffed and unsafe? 

 
 

Response 
Daily 41.7% 
Weekly 37.2% 
Monthly 14.1% 
Never 7.0% 

 
Recommended Solutions 
 
1. The LASD should do an audit of all forms/reports to identify redundancy and research new 

opportunities to utilize technologies that efficiently capture information. 

2. In order to reduce paperwork and allow deputies more time to directly supervise inmates, 
implement a check off list for non-significant uses of force. 

3. Expand the use of kiosks in inmate housing to include the daily agenda, account balance, 
release status, etc. 

4. Explore the use of handheld technologies to expedite reporting and to allow deputies to 
have immediate access to important information regarding inmates’ arrest record, 
criminal history, and mental health status.   

 

 

  

Personnel are often required to 
complete reports and paper work prior 
to the end of their shift. To accomplish 

this and avoid paying overtime, this 
will often mean taking the deputy out 
of service for part of their shift, leaving 

that position short staffed. 
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Conclusion 
 
 
The following is a summary of recommendations from the ALADS Custody Division Working 
Group: 
 
1. Staffing: Recommended Solutions 
 
1. Increase sworn staff in the LASD Custody Division to industry-standard levels and 

maintain minimum staffing levels at all times. 

• Institute minimum staffing ratios in all facilities that are appropriate for the inmate 
classification in a particular unit. 

• Conduct a forensic audit of the LASD budget to determine if any additional funds can 
be used to increase staffing to industry-standard levels. 

• Conduct an exhaustive analysis to assure full cost recovery from contracts and AB 109 
inmates. 

• Develop two 5-year plans to increase staffing to industry standard levels: 

(a) Based on available economic forecast data; and 

(b) Based on available economic forecast data and potential new revenues. 

• Explore the potential of a new revenue source dedicated to fund countywide public 
safety services provided by the LASD. 

 

2. If the CARP program is going to continue, a CARP should be on a loaned program for three 
(3) months so that he or she can be a productive staff member in custody. 

3. Increase the number of “prowlers” (line deputies who are assigned to rove a custody 
facility) to help during inmate disturbances, with movement and radio car runs, and with 
paperwork.  

4. Create set times for programs and assign additional deputies to monitor the inmates 
during program, visiting, and yard time. 

5. In overcrowded housing units, increase the number of deputies to assure deputy and 
inmate safety. 

6. Explore the use of video conference technology to minimize the dangerous and time-
consuming movement of inmates. 
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7. In order to reduce the movement of inmates, behavioral observation reclassifications 
should be implemented at the inmate facility where an inmate is housed, rather than 
sending the inmate back to Inmate Reception Center (IRC). This will allow direct admits and 
reduce staff time for transportation and processing. 

8. Reform the Education Based Incarceration (EBI) program as follows: 

• Fully staff Education Based Incarceration (EBI) programming and coordinate with daily 
job tasks. 

• Create a tracking program to determine the cost effectiveness of EBI programs on 
reducing recidivism and provide quarterly reports to the ALADS Custody Division 
Working Group. 

• No EBI programs should be created without additional funded sworn staff to handle all 
aspects of program implementation (movement, training, etc.). 

• When custody deputy resources are needed to implement EBI programs, coordinate 
the schedule to assure that programs do not conflict with daily job tasks (e.g., yard 
duty, pill call, etc.). 

9. Universally apply the LASD policy on fraternization and physical contact with inmates, 
assuring that it is being consistently applied throughout all ranks. Any exceptions to the 
policy must be approved in advance. 

 
2. Sworn Personnel Morale: Recommended Solutions 
  
1. Create a promotional opportunity that still requires the current mandates but affords 

personnel that want to remain in Custody the ability to promote and remain. 

2. Explore more condensed work schedules for deputies and supervisors. 

3. Create a compensated Custody Training Officer program. 

4. Implement a training program that meets the needs of personnel assigned to custody. 

5. Explore transportation options for personnel that work the Custody Division. 

6. Implement educational incentives for personnel assigned to custody. 
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3. Inmate Accountability and Behavior: Recommended Solutions 
 
1. All reasonable orders given by deputy sheriffs working in LASD custody to inmates must 

be supported so that inmates show respect for and comply with the directives of 
deputies. 

 
• If an inmate takes a concern to a Sergeant or higher, he or she should be instructed to 

follow the appropriate chain of command by taking that concern first to a deputy 
sheriff. 

• When a deputy sheriff makes a decision regarding an inmate, the LASD should have a 
policy that encourages the supervisor to support the deputy decision, especially in the 
presence of inmates. Wherever possible – as in patrol operations – that decision 
should be final. 

 
2. For inmates that are remanded to the custody of the LASD, the LASD should create 

consequences for hostile and recalcitrant inmate behavior, including but not limited to 
the filing of false reports against deputies. Specifically, recalcitrant inmates should lose 
good time/work time credits for time served, and a dedicated hearing system should be 
created to swiftly take away credits from an inmate for negative behavior. 

3. The LASD should work with the courts to assure that inmates are sentenced for the time 
prescribed by the Penal Code, without regard to good time/work time credits. A 
sentenced inmate should not be given good time/work time credit by the courts. 

4. The LASD should increase available discipline housing if necessary. 
 
4. Health and Mental Health: Recommended Solutions 
 
Overhaul the policies and procedures related to medical and mental health care: 
 
1. To provide a better quality of medical and mental health care and improve operational 

efficiencies within the LASD, create a fully function medical services division that includes 
mental health and transportation within the LASD (similar to the concept used in patrol of 
the Mental Evaluation Team (MET)). 

2. The LASD should implement the recommendations of the Corrections Standards 
Authority (CSA) (as of July 1, 2012, the CSA is known as the Board of State and Community 
Corrections (BSCC), specifically by exploring the creation of a Memorandum of 
Understanding (MOU) with the Department of Mental Health and the Department of 
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Health Services. This will ensure that when DMH and DHS staff work inside the jails, they 
are united under the command structure of the LASD.   

3. The County of Los Angeles should designate the LCMC jail ward as its own entity 
managed by the LASD. This will assure that medical staff and LASD staff work in concert to 
minimize impact on custody operations. 

4. The LASD should increase sworn staffing at LCMC to allow custody deputies to drop off 
the inmate, rather than wait an average of 2-6 hours to return the deputy to their facility. 
This could free up 10-15 deputies per shift, per day. 

5. The LASD should create a medical services facility at North County Correctional Facility 
(NCCF) to minimize costly and operationally disruptive medical runs to downtown Los 
Angeles. This will improve operational efficiency. 

6. Create a unit within transportation to move inmates with medical or mental health issues. 

7. Staff Pitches Detention facilities with psychological technicians and other staff to facilitate 
direct admissions.  

8. Custody facilities should have more of a “team” environment between sworn and civilian 
mental health workers. Mental health staff should work in cooperation with sworn staff to 
manage the mentally ill inmate population throughout the facilities.  

9. The curriculum for Jail Operations, Custody Operations, and Custody Command Schools 
should reflect the change in the inmate population. The curricula should include training 
from County mental health workers on how to manage mentally ill inmates and how to 
identify when an inmate is slipping into psychosis. 

10. Add in-service trainings for deputies and supervisors centered on officer safety, 
management of mentally ill inmates, and other issues that relate to force. 

11. Additional beds should be added to avoid declassifying mentally ill inmates into general 
population, and to segregate younger and older inmates to avoid inmate-on-inmate 
violence, bullying, and “shot calling.” (Note: A “shot caller” is “an individual who runs the 
prison, even respected by the guards...someone who calls the shots.” Source: 
www.urbandictionary.com) 

12. Increase the number of mental health professionals at all facilities and assure that they are 
available 24x7 to do immediate evaluations, necessary paperwork, and direct admissions 
for inmates with mental health needs. This will help ensure proper use of the deputies’ 
time.  

13. Limit or eliminate mandatory job rotations. 
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14. Increase the number of “overlap deputies” and carefully select them so that they are 
properly suited for the position. Overlap Deputies should routinely attend morning 
meetings with mental health staff. (Note: Overlap Deputies are deputy sheriffs who work 
in tandem with, and the same hours as, mental health professionals (i.e., their hours 
overlap).) 

15. Assign Overlap Deputies and deputies assigned to JMET teams to participate as 
instructors on how to deal with mentally ill inmates. 

 
5. Policies and Procedures: Recommended Solutions 
 
1. Within their probationary period, all supervisors and managers assigned to custody 

should attend a Custody Operations School (for Sergeants) or a Custody Command School 
(for Lieutenants and Captains) with an emphasis on the policies, procedures, and culture 
of custody, as well as significant training on how to manage mentally ill inmates. 

2. Policies should be short and easy to understand. 

3. New policies, procedures, and unit orders should be written in tandem with the ALADS 
Custody Division Working Group to assure that there is no negative impact on deputies’ 
ability to get their job done, on the safety of staff, and/or on the safety of inmates.  

4. Briefings should be consistent and focused on directly educating deputies on policies and 
procedures, and on mentoring young deputies on how to appropriately deal with 
recalcitrant inmates. 

5. Always debrief on serious and significant uses of force. 

6. Create a Custody Training Officer (CTO) program that provides incentives for deputies to 
serve as trainers and mentors. 

7. Once final, sergeants working in the Custody Division should be fully trained on new 
policies and procedures. 

8. Recognizing that inconsistencies between supervisors on the interpretation and 
enforcement of policies creates confusion at the deputy rank, management must be 
trained on all policies (current and future) so that they can be consistently applied from 
shift to shift, unit to unit, and facility to facility. 
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6. Operational Efficiency: Recommended Solutions 
 
1. The LASD should do an audit of all forms/reports to identify redundancy and research new 

opportunities to utilize technologies that efficiently capture information. 

2. In order to reduce paperwork and allow deputies more time to directly supervise inmates, 
implement a check off list for non-significant uses of force. 

3. Expand the use of kiosks in inmate housing to include the daily agenda, account balance, 
release status, etc. 

4. Explore the use of handheld technologies to expedite reporting and to allow deputies to 
have immediate access to important information regarding inmates’ arrest record, 
criminal history, and mental health status.   

 
 
 
While these recommendations are not all encompassing, they are a starting point. It is our 
opinion that the time one spends in the custody environment can and should be productive 
and career enhancing.     
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1) How often do you have brief ings in your unit  (check only one)? 

Answer Options Response 
Percent 

Response 
Count 

Daily 7.6% 34 
Weekly 51.3% 231 
Monthly 35.8% 161 
Never 5.6% 25 

answered question 450 
skipped question 3 

	
  
2) In your brief ings, are you trained on current policy changes and/or 
unit  orders (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Never 5.8% 26 
Sometimes 53.1% 239 
All the time 41.3% 186 

answered question 450 
skipped question 3 

	
  
3) Would debrief ing and cri t iquing incidents with your unit  help reduce 
future uses of force? 

Answer Options 
Response 

Percent 
Response 

Count 

Never 8.0% 36 
Sometimes 71.6% 323 
All the time 20.4% 92 

answered question 451 
skipped question 2 

	
  
4) In your brief ings, how often are you trained and/or mentored on 
proper force procedures (check only one)? 

Answer Options Response 
Percent 

Response 
Count 

Never 10.9% 49 
Sometimes 70.2% 315 
All the time 18.9% 85 

answered question 449 
skipped question 4 

	
  
	
   	
  



ALADS Custody Survey 
March 2012 
	
  
	
  

Page | 2 

5)Has low morale in your unit  affected (check al l  that apply): 

Answer Options Response 
Percent 

Response 
Count 

Officer safety 70.1% 300 
Reduced productivity 87.4% 374 
Use of force 39.0% 167 
Increased absenteeism due to stress 57.5% 246 

answered question 428 
skipped question 25 

	
  
6) Do sergeants and command staff  provide posit ive leadership for 
deputies working in custody (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Never 9.8% 44 
Sometimes 70.4% 316 
All the time 19.8% 89 

answered question 449 
skipped question 4 

	
  
7) How often do you see inmates picking f ights, creating a disturbance, 
or other behavior to control their housing location (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Daily 50.0% 223 
Weekly 28.0% 125 
Monthly 11.0% 49 
Never 11.0% 49 

answered question 446 
skipped question 7 

	
  
8) Recently, Command staff  has been holding town hall  meetings with 
inmates. Have you noticed a change in inmate behavior toward deputies 
since these town hall  meetings began (check al l  that apply)? 

Answer Options 
Response 

Percent 
Response 

Count 

I have not noticed any change 20.8% 93 
I have noticed more aggressive inmate behavior 51.2% 229 
Inmates’ respect for deputies has declined because 
they feel “empowered” 70.0% 313 

Inmates would rather have their regular 
programming than go to town hall meetings 

17.4% 78 

Inmates have been more hostile toward deputies 49.0% 219 
Other 10.1% 45 
Other (please specify) 42 

answered question 447 
skipped question 6 
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9) Under public safety realignment (AB 109), “non-non-non” state 
prisoners are now being housed in LA County jai ls. Have you noticed 
any change in inmate behavior since the implementation of AB 109 
(check al l  that apply)? 

Answer Options 
Response 

Percent 
Response 

Count 

I have not noticed any change 39.2% 174 
I have noticed more aggressive inmate behavior 50.0% 222 
Inmates have been more hostile toward deputies 33.8% 150 
Other 8.1% 36 
Other (please specify) 34 

answered question 444 
skipped question 9 

	
  
10) Does the security level system used for county inmates 
appropriately classify the state inmates in a way that creates a safe 
working environment for deputy personnel? 

Answer Options Response 
Percent 

Response 
Count 

Yes 22.8% 103 
No 45.9% 207 
I don't know 31.3% 141 

answered question 451 
skipped question 2 

	
  
11) Do you feel that the security level system for county inmates should 
be the same standards set for state inmates? 

Answer Options 
Response 

Percent 
Response 

Count 

Yes 59.6% 263 
No 40.4% 178 

answered question 441 
skipped question 12 

	
  
12) In your faci l i ty, are inmates permitted to bypass a deputy sherif f  
and take their complaints to a supervisor (check only one)? 

Answer Options Response 
Percent 

Response 
Count 

Maybe 11.8% 53 
Yes 81.7% 367 
No 6.5% 29 

answered question 449 
skipped question 4 
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13) Has a nurse, doctor, or mental health worker ever attempted to 
intervene in your attempt to control a recalcitrant inmate (check only 
one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Yes 31.4% 141 
No 68.6% 308 

answered question 449 
skipped question 4 

	
  
14) How frequently do you see inmates with serious mental health 
issues declassif ied and put into General Population (check only one)? 

Answer Options Response 
Percent 

Response 
Count 

Daily 29.1% 130 
Weekly 25.7% 115 
Monthly 23.9% 107 
Never 21.3% 95 

answered question 447 
skipped question 6 

	
  
15) In your experience, do you feel that having inmates with serious 
mental health issues in General Population is a personal safety concern 
for you or inmates (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Maybe 5.3% 24 
Yes 93.8% 422 
No 0.9% 4 

answered question 450 
skipped question 3 

	
  
16) How frequently do you experience inmates with serious mental 
health issues moving unsupervised through a custody faci l i ty (check 
only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Daily 26.9% 121 
Weekly 21.4% 96 
Monthly 18.3% 82 
Never 33.4% 150 

answered question 449 
skipped question 4 

	
  
	
   	
  



ALADS Custody Survey 
March 2012 
	
  
	
  

Page | 5 

17) How do you rate your working relat ionship with Mental 
Health/medical staff  in custody (check only one)? 

Answer Options Response 
Percent 

Response 
Count 

Excellent 6.4% 29 
Good 33.7% 152 
Fair 40.8% 184 
Poor 16.2% 73 
Does not apply 2.9% 13 

answered question 451 
skipped question 2 

	
  
18) Before a new policy or new program is implemented in your unit,  
does your supervisor discuss how it  wil l  impact your work (check Yes or 
No and if  Yes, please check al l  that apply):  

Answer Options 
Response 

Percent 
Response 

Count 

Yes, my supervisor checks with deputies to see how 
the new policy or program affects my ability to get 
my job done each day. 

38.6% 166 

Yes, my supervisor checks with deputies to see how 
the new policy or program affects the safety of staff. 27.4% 118 

Yes, my supervisor checks with deputies to see how 
the new policy or program affects the safety of 
inmates. 

21.6% 93 

Not applicable/never discussed with me 11.2% 48 
No 47.9% 206 

answered question 430 
skipped question 23 

	
  
19) Recently, new inmate programs and meetings have been scheduled. 
How do these impact your abil i ty to do your job? (check al l  that apply)  

Answer Options Response 
Percent 

Response 
Count 

The requirement to move inmates to these programs 
reduces the number of deputies available for 
supervision. 

59.7% 264 

With all of the programs, I am not able to get the 
required work done during my shift. 32.8% 145 

It does not impact my work 27.4% 121 
Other 8.6% 38 
Other (please specify) 36 

answered question 442 
skipped question 11 
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20) When deputies are required to take inmates on radio car runs, how 
does that impact your unit? 

Answer Options Response 
Percent 

Response 
Count 

It does not affect my unit. 16.5% 74 
We don't have enough deputies to supervise 
inmates while the deputy is gone. 

56.7% 254 

There aren't enough deputies to fulfill the required 
responsibilities. 

58.5% 262 

Other 7.4% 33 
Other (please specify) 31 

answered question 448 
skipped question 5 

	
  
21) In your unit,  how many inmates are on yard/recreation t ime at the 
same t ime?  

Answer Options 
Response 

Percent 
Response 

Count 

Does not apply 36.4% 165 
Number of inmates 63.6% 288 
Insert number 287 

answered question 453 
skipped question 0 

	
  

22) And how many deputies are supervising the inmates on yard duty? 

Answer Options Response 
Percent 

Response 
Count 

Does not apply 36.5% 162 
Number of deputies 63.5% 282 
Insert number 282 

answered question 444 
skipped question 9 

	
  
23) When inmates receive cl inic passes in your faci l i ty, how many 
inmates are typical ly sent at the same t ime? 

Answer Options 
Response 

Percent 
Response 

Count 

Does not apply 23.0% 101 
Inmates are sent sporadically 30.8% 135 
Number of inmates 47.2% 207 
Insert number 211 

answered question 439 
skipped question 14 
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24) And how many deputies are supervising the inmates at the cl inic?  

Answer Options Response 
Percent 

Response 
Count 

Does not apply 15.5% 68 
Number of deputies 84.5% 372 
Insert number 373 

answered question 440 
skipped question 13 

	
  
25) In your unit,  are deputies required to have direct contact with 
inmates during pi l l  cal l  (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Yes 83.9% 371 
No 16.3% 72 

answered question 442 
skipped question 11 

	
  
26) Do mandatory job rotations interfere with your inmate-deputy 
working relat ionships?  

Answer Options Response 
Percent 

Response 
Count 

Won’t affect my inmate-deputy working 
relationships. 

16.6% 74 

I won’t be able to develop the rapport with inmates 
that allows me to keep incidents down, be aware of 
contraband coming into the facility/develop intel, etc. 

60.9% 271 

Does not apply. 22.9% 102 
answered question 445 

skipped question 8 
	
  

27) When your unit  is staffed with a CARP’ed employee, how does that 
impact your work (check any/al l  that apply)? 

Answer Options 
Response 

Percent 
Response 

Count 

Does not impact my work 18.0% 79 
The CARP is very helpful 10.9% 48 
The CARP is not beneficial to unit productivity 58.9% 259 
I have to train the CARP 55.7% 245 

answered question 440 
skipped question 13 
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28) Have you been ordered to “volunteer” to teach or monitor an inmate 
program (e.g.,  Town Hall  meetings, EBI, etc)? 

Answer Options Response 
Percent 

Response 
Count 

Not applicable 8.9% 40 
No 76.3% 341 
Yes 15.4% 69 
How recently: 2.2% 10 
Insert answer 12 

answered question 447 
skipped question 6 

	
  
29) With budget cuts, LASD Custody Division does not have as many 
deputies. How often do you f ind yourself  in an unsafe working condit ion 
because of short staff ing (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Daily 67.8% 305 
Weekly 19.3% 87 
Monthly 6.7% 30 
Never 6.7% 30 

answered question 450 
skipped question 3 

	
  
30) There is a lot of paperwork required when there is an incident, even 
if  i t  is a non-signif icant use of force. How often does excessive 
paperwork leave your unit  understaffed and unsafe (check only one)? 

Answer Options 
Response 

Percent 
Response 

Count 

Daily 41.7% 184 
Weekly 37.2% 164 
Monthly 14.1% 62 
Never 7.0% 31 

answered question 441 
skipped question 12 

	
  
31) Do you feel that safety is jeopardized because of scrutiny behind 
the possible use of force? 

Answer Options 
Response 

Percent 
Response 

Count 

My personal safety is jeopardized 89.4% 398 
Inmate safety is jeopardized 18.2% 81 
Not applicable 9.2% 41 

answered question 445 
skipped question 8 
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