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1. Executive Summary
This report provides a comprehensive assessment of the four primary jail governance models
identified by the County of Santa Clara Office of the County Counsel (County Counsel) for
the Board of Supervisors:

1. Maintain some version of the current structure in which the Santa Clara County
Department of Correction (DOC) operates the jails in conjunction and cooperation
with the Santa Clara County Sheriff’s Office (Sheriff’s Office).
2. Revert to the previous structure in which DOC had sole responsibility for jail
operations, but contract with the Sheriff’s Office to provide a sufficient number of
peace officers and to provide direction to any correctional officers who carry or use
firearms in the performance of their duties.
3. Transfer authority over all jail operations and staff to the Sheriff’s Office.
4. Transfer authority over all jail operations and staff to DOC and contract with one or
more chiefs of police to provide necessary peace officers and to direct any
correctional officers who carry or use firearms in the performance of their duties.1
Findings
Our review of the current organizational structure finds that there are no specific operational
benefits to the designation of Administrative Booking, Laundry, Food Services, and the
Warehouse as reporting to the DOC, as opposed to the Sheriff’s Office. In point of fact, staff
in these units functionally operate under the direction of the Sheriff and report up the existing
Sheriff’s Office chain of command.
In practice, the Sheriff’s Office manages all jail operations. Despite the formal division of
responsibility between DOC and the Sheriff, the current organizational model in effect
establishes a unified system of management under the Sheriff over the operations of the jail.
This approach is consistent with best practices for operational management of correctional
facilities, which generally function on a paramilitary model of command structure. In Santa
Clara County, both jail custody staff and service bureaus report up the chain of command to
captains within the Sheriff’s Office, with policy and procedures guiding operational practices
developed by the Sheriff’s Office. The approach facilitates effective facility management and
security practices within the jail system and represents a major improvement over the pre-

1

February 2, 2017 memorandum from James Williams, County Counsel, to the Board of Supervisors
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2010 organizational model in which DOC managed jail operations and personnel, but the
Sheriff supplied necessary peace officers pursuant to a Memorandum of Understanding.
The more significant feature of the current management model lies in the reporting
relationship of the Chief of Correction to the Board of Supervisors. While the direct
management responsibility of the DOC over jail operations is quite limited, the current
governing model still directs the Chief to operate the county jails in conjunction and
cooperation with the Sheriff (emphasis added). This expansive language in effect provides an
avenue for the Board of Supervisors to direct and influence jail policy and play an oversight
role through their appointee, the Chief of Correction, while allowing the Sheriff to maintain
authority over jail personnel and operations. The management model in effect establishes a
dual management system where the Sheriff retains primary operational responsibility for the
jail, and the Board of Supervisors exercises oversight and policy direction through the Chief of
Correction.
The consensus of virtually all persons interviewed was that the current system works due to the
Undersheriff’s assignment as Chief of Correction. The arrangement fosters collaboration and
a degree of trust between the Board of Supervisors and the Sheriff’s Office. The
Undersheriff/Chief provides the Board with a window into jail policy, programs, and
operations, without engendering defensiveness on the part of the Sheriff’s Office.
In this way, the current organizational structure brings the Board of Supervisors and the
Sheriff’s Office together and helps create a working relationship between the parties on
development of jail policy. Because both the Board and the Sheriff’s Office have direct,
defined roles in jail governance, they share responsibility for the performance of the system.
This shared responsibility appears to foster cooperation or, at a minimum, reduces
competition or tension in the relationship between the Board of Supervisors and the Sheriff’s
Office. In all but three counties in California, the Sheriff is required by law to maintain sole
responsibility for the jail. The County of Santa Clara (along with Napa and Madera
Counties) is exempted from this requirement, and its current management structure effectively
makes the Board an active party in jail governance, with ongoing access to information and
policymaking. This provides the Board with a “buy-in" or stake in the jail, which appears to
work well in the context of a cooperative relationship with the Sheriff’s Office. The system also
makes the Board share in responsibility for jail system issues and their resolution. Given the
serious issues the jail has faced, and the resulting development of jail reform plans, this
system of shared responsibility has had a positive impact on developing consensus on
solutions to jail problems.
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However, the effect of the current system on external accountability of jail management
appears mixed. Clearly, the Board of Supervisor’s involvement in jail oversight through the
DOC provides a means for enhanced Board input and review of jail operations. Moreover,
the system provides the public with an additional path to addressing specific issues in the jail.
Accountability though, is also a function of clear identification of responsibility and
decision-making authority. The dual management structure muddies public perception of who
is responsible for jail management, the Chief of Correction or the Sheriff. While internal
operational chain of command in the jail is clear, it is possible that the nuances of the
working relationships of the Sheriff, the Chief of Correction, and the Board of Supervisors
relative to the management of the jail may be confusing to the public. While an assessment of
public understanding is outside the scope of this report, if such confusion exists, the ambiguity
inherent in the dual management system could diminish organizational transparency and
impair accountability.
In terms of efficiency, the current organizational structure creates no additional costs or
staffing requirements for the jail system. Because the DOC is effectively an organizational
concept grafted on to the Sheriff’s existing operation of the jail system, it requires no
resources beyond those already budgeted for jail operations.
The primary alternative to the current organizational model is elimination of the DOC and
transfer of all authority for the jail to the Sheriff’s Office. This would clarify responsibility for
jail management and operations, and would be consistent with the primary model for jail
administration found throughout the United States. Moreover, to the extent that the public is
confused about responsibility for the correctional system, this option would eliminate the
confusion. The Sheriff would be responsible for all jail performance, including individual staff
behavior, compliance with modern correctional standards, and development of effective
inmate programming that reduces offender recidivism.
This option removes the Board of Supervisors from routine jail system management and
oversight. However, ample checks and balances upon the management of the jail would
remain in place. The Board could continue to require a separate budget for the jail, subject
to their review and approval through the County’s budget process. Audit and contract review
procedures would remain in place, and the Sheriff’s Office would continue to adhere to
Board of Supervisors policies, County procurement rules, controller-treasurer procedures, and
other County-wide rules and policies in administering the jails. In addition, the proposed
Office of Correction and Law Enforcement Monitoring is expected to perform independent
monitoring of, and reporting on the Sheriff’s Office management of the jail system. When
adopted, this new office will provide the Board and the community with more detailed insight
into the jail system’s day-to-day operations and performance.
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Based on what has occurred elsewhere in California, the pending litigation regarding jail
operations will also likely lead to provisions relating to independent, ongoing monitoring and
reporting on conditions within the jail. Court supervision/monitoring of the jail will provide the
public with detailed information on jail management as well as a means to assure eventual
compliance with the terms of any orders or settlements. This will provide an additional means
to oversee and direct the Sheriff’s management of the jail.
However, the current system appears to foster a positive, cooperative relationship between the
Board of Supervisors and the Sheriff’s Office. The jail has experienced long-standing issues
that transcend organizational governance and are not amenable to solution by simply
changing reporting authority. These issues include the condition of jail facilities, staffing
needs, organizational culture, and overall performance. Addressing these issues requires
County resources and a cooperative relationship with the Board. Placing the jail entirely
under the Sheriff has the potential to complicate this relationship and could undermine the
County’s ability to address these issues.
The other alternatives, requiring DOC to contract with the Sheriff’s Office or local law
enforcement for custody staff, create substantial complexity in the administration of the jail,
would likely increase the overall cost of the system, and could replicate the operational
problems experienced in the organizational models prior to 2010.
Under any of these alternatives, the current system of support for the jail provided by
external County agencies should be continued. Provision of services by Adult Custody
Health Services, Facilities & Fleet, and other support agencies should be the most
effective and efficient means of supporting the jail system. To the extent that the jail
has experienced problems or challenges with respect to these services, reorganization
is not likely to provide a simple solution.
Finally, although the primary model for jail governance throughout the United States
appears to be management of the jail by the Sheriff’s Office, there is no clear
evidence that points to the superiority of either civilian or sheriff’s administration of
local jail systems. Factors such as local politics, justice systems trends, local
government administrative infrastructure, and level of jail management
professionalism are probably as, if not more significant contributors to effective
performance than the body responsible for oversight of the local correctional system.
Conclusions
The management structure for the Santa Clara County jail system has been under a
near-constant state of review and revision for nearly 30 years. During that time, the jail has
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faced serious issues in terms of performance, accountability, and management. The ongoing
debates over governance models have at times obscured serious consideration of how best to
ensure that the operations of the jail system meet public expectations and constitutional
standards. The jail system now faces the challenge of implementing an ambitious agenda of
reforms while meeting the dictates of judicial orders or consent decrees that impose higher
standards for service delivery and operations.
The current governance model is unique in that it preserves the integrity of a sound internal
command system under the Sheriff, while allowing external oversight and policy direction
through the DOC’s reporting relationship with the Board of Supervisors. The Sheriff maintains
clear operational control of the jail while the Board has ready access to information on the
jail and a means to participate in policy development. Given the system’s need for resources
and policymaker consensus going forward, the collaborative approach to jail system
management encouraged by this model is a significant, positive feature that should serve the
County well.
However, the County can improve the current model by placing greater emphasis on
professionalizing the management of the jail system. The size and complexity of the Santa
Clara County jails requires strong leadership by a jail administrator with a proven
background in correctional system management. The jail administrator should be familiar
with national standards for local jail administration, “operational best practices,” and the
current state-of-the-art in program research. The person should also have extensive executive
experience in local correctional system management. Establishing such a position with these
qualifications within the Sheriff’s Office will bring a fresh perspective on jail management and
strategies to achieve policy objectives.
The goal is to establish a more professional basis for management of the jail embedded
within the Sheriff’s Office, preserving a reporting relationship with the Board of Supervisors to
keep them informed on and engaged with the jail. Ideally, once the Board has established a
correctional administrator position and the Sheriff has appointed someone to that position,
the Board would appoint that person as Chief of Correction (similar to the current practice of
appointing the Undersheriff as Chief of Correction). Designation of the jail administrator as
Chief of Correction by the Board of Supervisors would free up the Undersheriff to better
manage his responsibilities, as well as provide the Board with a higher level of correctional
management expertise to support their oversight of jail policy. In this approach, the
correctional administrator/Chief of Correction can serve as the expert and point person on
jail issues in the County. As a corrections professional, the Chief will have the credibility and
knowledge to be a stronger voice for jail management within the Sheriff’s Office, provide a
better resource for the Board, and lead jail reform.
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Recommendation: The Board of Supervisors should establish a professional
correctional administrator position, appointed by and reporting to the Sheriff,
to manage jail operations. The qualifications for this position should include
extensive executive experience in management of large, complex correctional
systems. The Board should seek to appoint the person in the correctional
administrator position as the Chief of Correction.
The recommendation envisions that much of the corrections-related work currently assigned
to the Undersheriff would be reassigned to the correctional administrator; ideally, the
correctional administrator would also be appointed as the Chief of Correction, reporting to
the Board of Supervisors on issues of oversight and jail policy. Given the scope of
responsibilities currently assigned to the Undersheriff/Chief, the correctional administrator
would require adequate administrative support essential to assure adequate attention to
operational detail. Retaining the Assistant Sheriff of Custody Operations position as an
operational manager with a reporting relationship to the correctional administrator, and
establishing the correctional administrator as an additional position, would address this need.
Assigning the Assistant Sheriff with responsibility for administration of the Main Jail, Elmwood,
and jail support services would provide needed management oversight, while freeing the
correctional administrator/Chief for overall policy direction, working with the Board, County
departments, the courts, and the community. Three other functions should have a direct
reporting relationship to the correctional administrator:


Internal Affairs: Best practices indicate that internal investigations of staff and
offenders should be a direct report to the chief administrative officer of a jail
system. This ensures the correctional administrator has direct knowledge,
oversight, and accountability for all critical investigations of incidents in the
system.



Compliance: One major priority of successful jail systems is compliance with
local, state, and national standards as well as court orders and consent
decrees. To ensure its importance in a correctional system, the compliance
function should report directly to the correctional administrator.



Reform Liaison: For Santa Clara County, one of the most critical duties of the
correctional administrator will be the implementation of reforms that ensure the
jail operations are compliant with court orders, commission recommendations
and best practices regarding safety and security, inmate programming, and
preparation of offenders for release and reentry. As a result, no intermediary
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should exist between the correctional administrator and the staff assigned to
implement and monitor reforms.

Recommendation: The correctional administrator should have overall authority
for direction of the jail system, in conjunction and cooperation with the Chief of
Correction. The Assistant Sheriff of Custody Operations should report to the
correctional administrator with responsibility for management of day-to-day jail
operations, support services, and administrative duties. Internal Affairs,
Compliance, and the Jail Reforms Liaison Office should also report directly to
the correctional administrator.
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2. Background
In the last 30 years, correctional governance, staffing, and operations in Santa Clara County
have gone through a significant number of adaptations and modifications. Some of these
changes were the result of the County seeking to improve the transparency, operations, and
efficiency of the jail, while others were the result of statutory changes or lawsuits that
effectively placed limitations on the structural options available to the County’s correctional
system. In fact, the period from 1987 through 2010 was replete with a number of events that
each had substantial impact on the jail system.
Prior to 1987, the jail’s organizational structure was consistent with most jails found in
California and in other states: the Sheriff’s Office was completely responsible for all jail
operations. However, in 1987 the Santa Clara County Board of Supervisors, in response to
concerns regarding the management of the jail system, created a Department of Correction
(DOC) with the responsibility of operating the County jails. This action placed all correctional
operations under the authority of a Chief of Correction who reported to the Board. In an
action that would become routine over the next few decades, this change in governance was
contested with a lawsuit. The Deputy Sheriff’s Association (DSA) legal complaint was that
transferring the duties of an elected to an appointed official violated the state constitution.
In time, the courts would side with the County’s ability to establish a DOC and transfer
correctional functions from the Sheriff’s Office to the DOC. However, in the meantime, the
Board of Supervisors attempted to resolve any perceived constitutional issue by placing a
measure on the ballot (Measure A) in 1988 that required the Board to establish a Department
of Correction and appoint a Chief of Correction to report directly to the Board. This ballot
measure passed, thereby adding Section 509 to the County Charter.
However, complications quickly arose from this new structure regarding the organization and
supervision of staff working in the jail. The jail security staff was now comprised of
correctional officers and deputy sheriffs. The deputy sheriffs, who had previously worked in the
jail under the authority of the Sheriff, were now part of the DOC and contested that change in
status. The County attempted to address this issue by allowing those individuals to preserve
their deputy sheriff status while working in the DOC, effectively making them “correctional
deputies,” and by adopting an ordinance that the DOC had sole responsibility for their
supervision.
Even with this adjustment, there were growing difficulties maintaining appropriate staffing in
the DOC. To operate, California jails needed a certain number of “peace officers” who were
authorized to carry firearms, and state law specifically required that there be at least one
on-duty peace officer authorized to carry firearms whenever 20 or more
8

SANTA CLARA COUNTY JAIL
ORGAZATIONAL STRUCTURE REVIEW
MARCH 20, 2018

custodial/correctional officers are on duty. These arms-bearing personnel perform a number
of critical jail-related tasks, including transporting inmates, guarding hospitalized inmates,
and responding to critical incidents. While a sheriff’s deputy was a “peace officer” authorized
to carry weapons, a correctional officer in the DOC did not have peace officer status and
could not carry a weapon as part of their job. The Sheriff had agreed to maintain peace
officer status for those deputy sheriffs working in the DOC, but these Deputies were able use
their bargaining unit rights to transfer out of the DOC when vacancies arose. Over time, a
significant number had transferred out, creating a critical lack of peace officers in the jail in
the early 1990’s.
The depleting ranks of deputy sheriffs with peace officer status in the DOC led to an attempt
by the Chief of Correction to bestow “limited peace officer” status on correctional officers.
This resulted in another lawsuit that eventually struck down the Chief of Correction’s ability to
confer limited peace officer status on correctional officers.
In another effort to address the peace officer issue, the County voted to move the correctional
functions under the Probation Department. Probation officers had limited peace officer status
and could carry weapons as part of their job. The County placed the DOC under the
authority of the Chief Probation Officer and renamed it as the Bureau of Corrections. A court
ruling on a subsequent lawsuit filed against the County, however, nullified this move, ruling
that the Chief of Correction and Chief Probation Officer were incompatible offices, and
therefore, could not be combined.
While the County continued attempts to develop an amendment to the state penal code
granting limited peace officer status to correctional officers, they also addressed the critical
staffing issues from the lack of peace officers in the jails. To remedy this issue, a
Memorandum of Understanding (MOU) between the Sheriff and the County was developed
in 1997 that identified specific posts in the jails that required peace officers and provided that
the Sheriff would supply and supervise staff for these positions. Subject to this MOU, the
correctional officers transferred to the Sheriff’s Office and were immediately reassigned back
to the jails, in an attempt to impart some limited peace officer status on correctional officers.
In 1999, the status of peace officers in the jail was resolved when the state legislature
amended the penal code. This amendment specified that correctional officers were not peace
officers, but granted correctional officers the ability to perform some peace officer functions
and limited authority to carry firearms under the Sheriff’s direction for very specific purposes
(transporting inmates, suppressing riots, etc.)
This legislative change gave DOC more flexibility to use correctional officers to perform
peace officer functions, but required continued reliance on the Sheriff’s Office to provide
9
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peace officers to supervise the correctional officers. As a result, between 1997 and 2010,
DOC entered into a series of MOUs with the Sheriff’s Office to supply the peace officers
needed to comply with California law and provide for a sufficient number of arms-bearing
officers in the jails. By 2010, however, renegotiating the MOUs had become a challenge,
and the County faced serious budgetary issues and raised concerns about redundant
positions and functions existing in the Sheriff’s Office and DOC. To reduce costs, the County
established a management model that transferred most jail operational responsibilities to the
Sheriff, while retaining some non-badge functions (Administrative Booking, Inmate Laundry,
Food Services, and the Warehouse) under the Chief of Correction. Under this model, the
Chief of Correction operates the jail in "conjunction and cooperation" with the Sheriff’s
Office, and authority over personnel and jail functions is divided between DOC and the
Sheriff’s Office.
This move also produced a lawsuit. The subsequent settlement put the issue to the voters as a
proposed amendment to Charter Section 509. This ballot measure passed and gave the
Board of Supervisors the authority to transfer jurisdiction over jail operations “to the Sheriff,
the Department of Correction, to any other department of agency that may lawfully exercise
such jurisdiction, or to any of these entities jointly as the Board may determine.” This
amendment required a 4/5 vote of the Board for any governance transfer to occur.
After this reorganization, the state legislature passed a final piece of legislation resolving
peace officer issues in the Santa Clara County jails. The amendment to the penal code added
Santa Clara County to the ranks of counties with authority to grant peace officer status to
deputy sheriffs who “performed exclusively custodial assignments in county jails.” As a result,
the Sheriff conferred peace officer status on most correctional officers, who then became
correctional deputies with the authority to carry firearms in the performance of their duties.
Since 2010, the Chief of Correction has maintained responsibility over only the four
designated bureaus (Administrative Booking, Inmate Laundry, Food Services and the
Warehouse). All remaining jail staff and functions remain under the authority of the Sheriff.
In the Sheriff’s Office, the Undersheriff is responsible for all operational oversight, including
the jail and law enforcement. While the Chief of Correction and the Undersheriff are
separate and distinct positions, since 2010 the same person has held the Undersheriff and
the Chief of Correction positions. The Sheriff also created a new Assistant Sheriff –
Correctional Operations position that reports to the Undersheriff and provides oversight for
jail operations.
On September 27, 2016, the Board of Supervisors adopted an ordinance to codify the
structure for jail management consistent with the model described above, while the Board
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considered related issues of jail management and oversight. This ordinance will sunset on
June 30, 2018. At the same time, County Counsel presented the Board with an analysis of
its options in moving forward from this ordinance, describing four basic options available to
the Board.
On February 7, 2017, County Counsel requested direction from the Board of Supervisors on
its preference in drafting an ordinance to affirm a preferred approach to management of the
jail, and the relationship between the Sheriff’s Office and the Department of Correction. The
Board subsequently requested an external assessment of jail governance alternatives. In
November 2017, the County retained CGL Companies to perform this analysis.
Figure 1 provides a summary of the history of changes in the Santa Clara County jail system
since 1987.
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Figure1: Jail Management Timeline
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3. Project Approach
The primary objective of this report is a comprehensive assessment of the four primary
governance models identified by County Counsel for the Board of Supervisors:

1. Maintain some version of the current structure in which the DOC operates the jails in
conjunction and cooperation with the Sheriff’s Office.
2. Revert to the previous structure in which DOC had sole responsibility for jail
operations, but contracted with the Sheriff’s Office to provide a sufficient number of
peace officers and to provide direction to any correctional officers who carry or use
firearms in the performance of their duties.
3. Transfer authority over all jail operations and staff to the Sheriff'.
4. Transfer authority over all jail operations and staff to DOC and contract with one or
more chiefs of police to provide necessary peace officers and to direct any
correctional officers who carry or use firearms in the performance of their duties.2
The report provides a recommended model for jail governance, as well as an evaluation of
other potential organizational changes that could improve jail performance. The supporting
analysis assesses the reporting structure for all jail personnel, validates the existing table of
organization, and compares the current management with national best practices in large jail
administration.
Criteria for Evaluation
Identifying an optimal model for jail governance for a jurisdiction requires a thorough
analysis of context. This includes the unique circumstances present in the local environment,
local government administrative infrastructure, as well as an understanding of the specific
challenges facing the jail system. Upon establishing an understanding of the environmental
context, the report assesses the alternative models of governance in terms of the following
criteria:


2

Accountability: Does the system of management establish clear parameters and
direction for jail management while holding administrators accountable for
operations, policies, programs, and spending decisions? Is the chain of command
clear and does it facilitate effective, unified communication of management

February 2, 2017 memorandum from James Williams, County Counsel, to the Board of Supervisors
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objectives? Is operational responsibility and decision-making authority appropriately
placed in the organizational structure?


Transparency: Are policy and operational issues, as well as decision-making
processes, clearly communicated and discernable to the public?



Performance: What system provides the most effective support for achievement of jail
operational and program objectives in the areas of public safety, reduction of crime,
recidivism, security, and program service delivery?



Efficiency: What system provides the most cost-effective use of County resources,
facilitating fiscal management and streamlining administrative functions?

The analysis assesses how the current governance model either facilitates or impairs
achievement of objectives in these areas, or how a change in governance would affect these
same issues.
Methodology
The project team developed the analysis contained in this report through the following
approach:
Validate and assess current conditions. We conducted extensive review of existing reports,
memoranda, data systems, policies, and operational practices. We interviewed management
staff throughout the jail system to document how current functional management relationships
and reporting structures compare with the official table of organization. Appendix A lists
documents, reports, and data reviewed by the team.
Document management objectives and issues. We conducted interviews with County
government and justice system stakeholders to gain their perspective on the practical
implications of the current management structure, how the optional changes to the structure
could affect the jail, and the potential impact to the County’s justice system as a whole.
Appendix B identifies all persons interviewed over the course of the project.
Conduct organizational analysis. Using the data and information collected, we assessed the
positive and negative aspects of the current management structure and identified alternatives
relative to our identified criteria for evaluation.
Conduct best practice analysis. Taking into account the unique characteristics of Santa Clara
County government and justice systems, we compared key features of the current and
alternative governance models with proven best practices in correctional management from
large jail and state correctional systems.
14
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With this information, the team developed a recommended jail organizational model for the
County.
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4. Current Organization Assessment
As described earlier, County Charter Section 509, as amended, authorizes the Board of
Supervisors to place responsibility for jail operations with the Sheriff’s Office, DOC, any other
appropriate entity, or any of these entities jointly. Under the existing organizational structure,
the Chief of Correction operates the jails in conjunction and cooperation with the Sheriff. The
current form of this model provides the Sheriff’s Office with authority over all peace officers
and correctional officers. These “badge” staff work in the Main Jail, the Elmwood Jail, Inmate
Transportation, Classification, Program Services, and Discharge Planning. In addition, the
Sheriff has authority for Administrative Services, including Information Systems, Accounting,
and Budget Management.
The Chief of Correction has direct authority over four support units within the jail:
Administrative Booking, Food Services, Laundry Services, and the Warehouse. The Chief is an
“at-will” appointee of the Board of Supervisors and reports directly to the Board on issues
within his jurisdiction, including the operation of these specific units.
Custody Health Services and Behavioral Health Services have responsibility for management
of the delivery of medical care and mental health treatment within the jail. These units, while
independent of the Sheriff and the DOC, work collaboratively with jail management in the
delivery of these vital services.
Appendix C summarizes the current Table of Organization for jail management within Santa
Clara County government.
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Although the four operational units assigned to the DOC play an important role in the jail,
their activities essentially provide support functions for the jail’s primary operational mission.
These units do not employ large numbers of staff and are not a major factor in jail resource
needs. The services provided directly support the incarceration of the jail population and are
closely integrated with the daily operations of the jail managed by Sheriff’s Office staff. There
is no obvious operational case for managing these units separately from the larger jail
operating system.
Instead, the justification for the assignment of Booking, Laundry, Food Services, and the
Warehouse to the DOC rests largely on the fact that the staff working in these areas are
civilians. As such, they do not require peace officer supervision by Sheriff’s Office deputies.
Other areas in the Sheriff’s Office that support the jail and that employ non-badge staff (for
example, Accounting) also provide administrative support for the law enforcement divisions of
the Sheriff’s Office, and therefore are not appropriate for assignment to the DOC.

Finding: There are no specific operational benefits to the designation of
Administrative Booking, Laundry, Food Services, and the Warehouse as
reporting to the DOC as opposed to the Sheriff’s Office.
The more significant feature of the current management model lies in the reporting
relationship of the Chief of Correction to the Board of Supervisors. While the direct
management responsibility of the DOC over jail operations is quite limited, the current
governing model still directs the Chief to operate the county jails in conjunction and
cooperation with the Sheriff (emphasis added). This expansive language in effect provides an
avenue for the Board to direct jail policy and play an oversight role through their appointee,
the Chief of Correction, while allowing the Sheriff to maintain authority over jail personnel
and operations. The management model in effect establishes a dual management system
where the Sheriff retains primary operational responsibility for the jail, and the Board of
Supervisors exercises oversight and policy direction through the Chief of Correction.
The potential for this system of dual management to produce conflict between the Sheriff and
the Board of Supervisors is high. Making it work requires the Chief of Correction to
accommodate and work with both the Board and the Sheriff. Recognizing this issue, the
Board has twice appointed the Undersheriff, the chief administrative officer in the Sheriff’s
Office, as the Chief of Correction since the implementation of this model. As an employee of
the Sheriff’s Office, with a direct reporting relationship to the Sheriff, the Undersheriff is by
definition accountable to and directed by the Sheriff. As such, appointing the Undersheriff as
Chief reduces the inherent tension associated with the Chief of Correction’s role directing the
operation of the jail and reporting to the Board of Supervisors. Moreover, the Undersheriff’s
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assigned duties in overseeing the operation of the jail, at least in theory, extends the
management and policy reach of the Chief of Correction beyond the level depicted on the
organization chart.
The added responsibility of acting as Chief of Correction weights the Undersheriff’s time and
focus toward the jails at the expense of the law enforcement function of the Sheriff’s Office.
The Sheriff’s Office has established an Assistant Sheriff of Custody Operations to provide
oversight of the jails and assist the Undersheriff/Chief of Correction with jail system
management.
The consensus of virtually all persons interviewed was that the current system works due to the
Undersheriff’s assignment as Chief of Correction. The arrangement fosters collaboration and
a degree of trust between the Board of Supervisors and the Sheriff’s Office. The
Undersheriff/Chief provides the Board with a window into jail policy, programs, and
operations, without engendering defensiveness on the part of the Sheriff’s Office.

Finding: Appointment of the Undersheriff as the Chief of Correction is critical
to the success of the current organizational model.
Operational Impact
In assessing the operational impact of the current governance model, the project team looked
at the day-to-day operations of both the organizational units of the jail under the direction of
the Sheriff, as well as those units reporting to the Chief of Correction. Jail operations
management under the Sheriff’s Office is typical of the paramilitary organizational structure
found in most large jails or prison systems. There is a clear chain of command from the line
staff up through the facility and unit captains, to the Assistant Sheriff of Custody Operations,
the Undersheriff, and ultimately the Sheriff. The lines of communication, spans of supervisory
control, and rank levels appear appropriate and consistent with contemporary professional
practices. The current dual organizational model that divides responsibility between the Sheriff
and the DOC does not appear to have a discernible operational impact on units of the jail
under the supervision of Sheriff’s staff.
Units of the jail assigned to the DOC (Booking, Laundry, Food Services, and the Warehouse)
functionally report to the Sheriff as well. Staff in these units identify as employees of the
Sheriff’s Office, not the DOC. Unit managers report up through the Sheriff’s Office chain of
command in the same manner as those units under the direction of the Sheriff. For example,
the Food Service, Laundry, and Warehouse units report to a Captain in the Sheriff’s Office
assigned to manage the Elmwood Jail. Administrative Booking reports to the Support Services
Captain in the Sheriff’s Office. There are no issues of coordination between the DOC and the
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Sheriff’s Office, because staff throughout the jail functionally view their role as working for the
Sheriff. Staff indicated that all policy governing unit activities comes from the Sheriff’s Office
and that the DOC, as a distinct entity, has no impact on operations.
Staff indicated that they identify direction of the operations of the jail with the Undersheriff,
and either did not understand the role of the Chief of Correction or see it as a meaningless
distinction. A common comment was that it was not possible to determine whether you are
dealing with Carl Neusel, the current Chief/Undersheriff, as the Chief of Correction or as the
Undersheriff, and that the default perception among staff was that his primary role in relation
to the jail was that of Undersheriff.

Finding: Jail staff functionally operate under the direction of the Sheriff. This
includes staff in those units that report to the DOC.
The current organizational model in effect establishes a unified system of management under
the Sheriff over the operations of the jail. This approach is consistent with best practices for
operational management of correctional facilities, which generally function on a paramilitary
model of command structure. Both jail custody staff and service bureaus report up the chain
of command to captains within the Sheriff’s Office, with policy and procedures guiding
operational practices developed by the Sheriff’s Office. The approach facilitates effective
facility management and security practices within the jail system and represents a major
improvement over the pre-2010 organizational model, in which DOC managed jail
operations and personnel, but the Sheriff supplied necessary peace officers pursuant to a
Memorandum of Understanding.

Finding: The Sheriff’s Office provides direct, effective management of
operational security and service delivery functions within the jail.
Policy Impact
The current organizational structure allows the Board of Supervisors to direct and influence
jail policy and programs and operations, despite a lack of direct management authority. As
described by numerous stakeholders, the Board’s relationship with the Chief of Correction
provides a ready means to obtain information on issues in the jail system. This can provide
the Board with insight into jail programs and issues they would otherwise not have.
Conversely, the Chief can take the Board of Supervisors policy direction to the Sheriff for
consideration. In this manner, the current organizational structure establishes Board input into
the development of jail policy by facilitating the sharing of information, communication, and
dialogue between the Board and the Sheriff’s Office. Although authority for jail operations
remains with the Sheriff, the Board (through the Chief of Correction), can make its position
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known and influence policy development. The Board has been involved in jail policies
ranging from responding to requests for civil detainers and contract bedspace for ICE
detainees, to cite and release policies and the development of a parenting program for male
offenders.

Finding: The current organizational model provides an effective means for
Board of Supervisors input into jail policy.
In this way, the current organizational structure brings the Board of Supervisors and the
Sheriff’s Office together and helps to create a working relationship between the parties on
development of jail policy. Because both the Board and the Sheriff’s Office have direct,
defined roles in jail governance, they share responsibility for the performance of the system.
This shared responsibility appears to foster cooperation or, at a minimum, reduces
competition or tension in the relationship between the Board of Supervisors and the Sheriff’s
Office. Unlike the standard organizational model found in California, where the Sheriff has
sole responsibility for the jail, the current Santa Clara system in effect makes the Board an
active party in jail governance, with ongoing access to information and policymaking. This
provides the Board with a “buy-in" or stake in the jail, which appears to work well in the
context of a cooperative relationship with the Sheriff’s Office. The system also makes the
Board share in responsibility for jail system issues and their resolution. Given the serious
issues the jail has faced, and the resulting development of jail reform plans, this system of
shared responsibility has had a positive impact on developing consensus on solutions to jail
problems. The Board’s “buy-in” to system management minimizes the potential for
finger-pointing and political posturing on jail issues.

Finding: The Board of Supervisor’s shared responsibility for jail policy and
management facilitates a cooperative approach among the key actors in
County government on response to jail issues.
The key to this system working is the unique, dual role of the Undersheriff/Chief of Correction
and the willingness of the Sheriff to accommodate this dual reporting relationship. The Chief
of Correction serves as the Board of Supervisor’s liaison to the Sheriff, providing the Board’s
perspective on jail management and policymaking. At the same time the Chief, as
Undersheriff, receives direction from the Sheriff and provides information on the jail to the
Board from the perspective of the Sheriff’s Office. Because the Chief also works for the
Sheriff, the Board must recognize and accommodate the Sheriff’s interests in its direction to
the Chief. Similarly, placing the Undersheriff in a reporting relationship to the Board as Chief
of Correction requires the Sheriff to at least acknowledge, if not incorporate, the Board’s
perspective. In terms of policymaking, the system works because both the Board and the
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Sheriff have their interests balanced and effectively represented through the
Undersheriff/Chief of Correction.

Finding: The dual role of the Undersheriff/Chief of Correction in reporting to
both the Sheriff and the Board of Supervisors plays a critical role in making the
current organizational structure work.
This relationship has evolved over time. The County originally envisioned the current
organizational structure as an interim step toward an ultimate resolution of how the jail
should be managed. However, the benefits of the model (operational control of the jail for
the Sheriff’s Office and some degree of shared responsibility in jail policymaking for the
Board of Supervisors) became more apparent over time, leading to the development of the
current collaborative work environment. Most recently, the Chief of Correction indicates that
he perceives a recent clarification in his reporting relationship with the Board that more
clearly delineates his role as Chief from his role as Undersheriff. Previously, the Chief viewed
himself as authorized to address any jail-related topic with the Board; now, it appears that the
Chief views his focus as the four specific units assigned to DOC. This understanding,
however, appears to be in tension with the 2010 policy requiring the Chief of Correction to
operate the jails in conjunction and cooperation with the Sheriff.
Management Impact
The current governance system has little or no impact on internal management of the jail. As
described earlier, the chain of command reports up directly to the Undersheriff, and ultimately
the Sheriff. There are no issues of management communication or coordination with the
DOC, because the DOC does not functionally exist on an operational basis.
The effect of the current system on external accountability of jail management appears mixed.
Clearly, the Board of Supervisor’s involvement in jail oversight through the DOC provides a
means for enhanced Board input and review of jail operations. Moreover, the system provides
the public with an additional path to addressing specific issues in the jail. Jail systems vary
widely in their degree of responsiveness to citizen complaints. In Santa Clara County, the
public can directly engage the Sheriff’s Office, or instead go to the DOC, through the Board.
In this way, the current management structure enhances jail management accountability to
the public.
However, accountability is also a function of clear identification of responsibility and decisionmaking authority. The dual management structure may muddy public perception of who is
responsible for jail management, the Chief of Correction or the Sheriff. While internal
operational chain of command in the jail is clear, the nuances of the working relationships of
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the Sheriff, the Chief of Correction, and the Board of Supervisors relative to the management
of the jail may be confusing to the public. In addition, where decision-making authority is
shared among multiple officials or bodies and there is overlap in areas of responsibility, it can
be more difficult to hold a single person or entity accountable. Thus, ambiguity in the jail
management structure has the possibility to diminish organizational transparency or impair
accountability.

Finding: The current organizational structure facilitates responsiveness to the
public, but lacks transparency.
In terms of efficiency, the current organizational structure creates no additional costs or
staffing requirements for the jail system. Because the DOC is an organizational concept
grafted on to the Sheriff’s existing operation of the jail system, it requires no resources beyond
those already budgeted for jail operations. However, the separate electronic system used to
track personnel-related issues (i.e., training, leaves, workers’ compensation, etc.) for the units
under the DOC imposes additional work on Sheriff’s administrative staff and does not appear
to provide any benefit for the County or the jail. While separate budget units and accounting
for DOC personnel should be maintained, that could be done within a single electronic
personnel tracking system. Integrating the existing systems would improve efficiency while still
maintaining current reporting capabilities for the jail within the current overall organizational
system.

Finding: The DOC creates no additional costs in the management of the jail.
The current separate personnel system maintained for the DOC is not
necessary and adds administrative burden to the Sheriff’s Office.
Justice System Impact
The most fundamental measure of jail system governance is the degree to which it positively
affects the role of the jail in the larger justice system—meaning the extent to which the
organizational structure positively affects public safety, while reducing crime and recidivism. In
this area however, the available data and current state of criminal justice research limits the
conclusions we can reasonably reach.
Santa Clara County’s crime rate across all categories has dropped over the last 10 years,
mirroring statewide and national trends. Researchers however, have not been able to
determine the key factors driving this decrease. While there is a general consensus that
changing demographics, economic trends, education levels, and changes in law enforcement
activity and justice system policies are probably key factors, their relative impact on larger
crime trends has not been determined.
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The study of the impact of incarceration on crime trends typically has focused on prison
systems, primarily due to the incapacitation effect of removing convicted offenders from the
general population and the opportunity to study recidivism through tracking released inmates
under parole supervision. Little research exists on the impact of jail incarceration on crime or
recidivism. Jail system data is often limited, lengths of stay are typically short, and follow-up
monitoring of offenders after their release is often not present. In addition, the huge variety in
the jail population (ranging from low-level pretrial offenders released after a few days, to
convicted felons serving extensive sentences) and widely disparate access to and involvement
in rehabilitative programs make generalizations about the impact of jails on crime extremely
difficult.
Accordingly, objectively determining the impact of a specific aspect of a jail system upon
crime, in this case jail management organization, is even more problematic. A review of the
research literature shows no studies of the impact of jail management structure on public
safety, crime, or recidivism. While is possible to hypothesize that improved internal jail
management leads to a more stable, controlled environment, which in turn has a positive
impact on reducing criminal behavior for released offenders, the data to document or
disprove this type of hypothesis does not exist. Even documenting a positive trend on
recidivism among offenders released from the jail, by itself, does not establish a causal
relationship between offender behavior in the community and approaches to jail
management or governance. Similarly, the argument that providing board of supervisor’s
access to jail policymaking results in program development that may have a positive impact
on crime and recidivism makes intuitive sense, but cannot be documented nor a causal link
established by the existing evidence.

Finding: Based on the limits of the research, we cannot establish the impact, if
any, of the current jail management organizational structure on public safety,
crime, or recidivism.
On an anecdotal basis, our experience with jail system management approaches indicates
that jail systems with effective leadership and management systems based on adherence to
recognized professional standards of operations, with a well-developed system of offender
services and programs, report a positive impact on the overall local justice system. While
such systems do not often claim to reduce crime or recidivism, their impact is more often
described as neutral, or not having a significant impact on existing community crime trends.
Current Organizational Structure: Summary Assessment
The current organizational structure accommodates a clear command structure and system of
management within the jail. The Sheriff maintains clear management authority and direction
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over the operations of the jail, including those units assigned to the Chief of Correction.
Internal lines of authority and communication within the jail are clear. This is consistent with
generally accepted principles for the effective management of correctional facilities.
The involvement of the Board of Supervisors in jail policymaking and management, through
its relationship with the Chief of Correction, provides a means to broaden public input into
jail policy beyond the scope of the Sheriff’s Office. This has proven to be a positive factor in
public perception of County government’s response to issues at the jail and has helped to
create consensus on jail reform and other issues related to the jail.
However, the current system lacks transparency as it relates to jail policymaking, which in
effect diminishes management accountability. The language in the ordinance dictating the
current structure requires that the Chief of Correction operates the jail in conjunction and
cooperation with the Sheriff’s Office. The division of responsibility is intentionally unclear.
While this facilitates shared responsibility, the system blurs who is accountable for specific
policy decisions.
By all accounts, the current system works well because the key actors, the Sheriff and the
Board of Supervisors, have adopted a constructive, cooperative approach to making a
relatively undefined management system work. The system works, in effect, because the
current stakeholders have chosen to work together rather than contest each other’s respective
authority. The Board’s authority to change the management structure and limit the Sheriff’s
authority over the jails may also help foster a cooperative relationship. But nothing inherent in
the organizational structure necessarily produces this cooperation. A future Sheriff or future
Board of Supervisors could choose to adopt a more confrontational posture under the same
governing ordinance, resulting in a much more contentious policymaking environment. The
potential tension between the autonomy of the Sheriff, as an elected official charged by the
Board with responsibility for the jail, and the conceivable possibility of the Board becoming
more involved in micro-management of the jail is real. With different actors and personalities,
the relationship could easily devolve into the contention between the Board and the Sheriff
that characterized earlier approaches to jail governance in the County.

Finding: The vagueness of the current organizational system results in a lack of
structure and clarity that may be required to provide a stable framework for
governance when the key actors have different agendas and less of an interest
in cooperating.
Finally, the current system places an undue burden on the Undersheriff. The administrative
burden of the Undersheriff is significant and encompasses both law enforcement and the jail.
The dual assignment as Chief of Correction in effect forces the Undersheriff to devote the vast
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majority of their time to jail issues, thus neglecting law enforcement. Moreover, the unique
position of reporting independently to different entities, balancing the requirements of
reporting to the Board with the chain of command in the Sheriff’s Office, is difficult in a
cooperative environment. It is difficult to see how the dual Undersheriff/Chief of Correction
role could work in a more contentious environment.
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5. Alternative Organizational Models
In this section of the report, we assess the primary alternatives to the current system of jail
governance.
Current Model with Modifications
As discussed earlier, despite the assignment of four specific units (Administrative Booking,
Laundry, Food Services, and Warehouse) in the jail to the DOC, the Sheriff’s Office in
practical effect actually manages these units. There is no meaningful distinction between the
management of these functions and any other aspect of custody operations under the
Sheriff’s Office. Accordingly, a modification to the current model, which assigns these units to
the Sheriff’s Office, would be a more accurate representation of how the jail actually
operates. The Chief of Correction could still operate the jail in cooperation and conjunction
with the Sheriff, as designated in the current model. However, this change would recognize
the actual chain of command present in the jail system.

Finding: Modifying the current model to remove the reporting relationship of
the four jail operational units to the Chief of Correction would be more
consistent with the actual operations of the jail.
Another potential modification to the current model involves the role of the Undersheriff. The
key to making the current model work is the appointment of a senior administrator embedded
in the chain of command of the Sheriff’s Office as Chief of Correction. The arrangement of
dual authority vested in this person works to defuse the potential conflict between the Chief of
Correction, who is appointed by the Board, and the Sheriff’s Office. One problem with the
current arrangement is that the Undersheriff devotes the overwhelming majority of his time to
jail issues, preventing him from attending to the other important law enforcement and
administrative functions assigned to the Undersheriff.
Another issue is that the last two Undersheriffs who have served as Chief of Correction have
had backgrounds in law enforcement, not correctional management. Given the very
challenging operational environment at the jail, pending litigation, and the County’s jail
reform initiative, the jail requires strong executive leadership by a professional correctional
administrator with proven management experience in large jail or state correctional systems.
If the Board were to establish a Jail Administrator position with these qualifications, to report
to and be appointed by the Sheriff, and the Board also appointed that person as Chief of
Correction, the Board could achieve the same benefits as the current model in which it has
consistently appointed the Undersheriff as Chief of Correction. However, appointing a
recognized expert in correctional management as Jail Administrator would have the added
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benefit of providing strong management leadership at the jail, under the Sheriff, during the
very challenging times ahead facing the jail, and appointing this person as the Chief of
Correction would provide a superior source of counsel to the Board on jail issues.

Finding: Establishing a professional jail administrator position under the Sheriff,
and appointing this person—instead of the Undersheriff—as the Chief of
Correction could enhance the effectiveness of the current organizational
model.
Transfer Authority over All Jail Operations and Staff to the Sheriff
The primary alternative to the current organizational structure is to return to the status of jail
governance as it was before 1987, when the Sheriff was completely responsible for all jail
operations. This option eliminates the DOC, formally assigning all jail staff to the Sheriff’s
Office.
This alternative would eliminate the current role of the Board of Supervisors as public
representative on jail policy and operations. This scenario limits the Board’s authority to
approval of the Sheriff’s budget for the jail, approval of contracts, and direction through other
County-wide rules, policies, and procedures. This management model however, is consistent
with jail governance systems across the country. The paramilitary management structure of a
jail typically mirrors that of law enforcement with a clear chain of command and a single
person held ultimately responsible for the jail.

Finding: Management of the jail by the Sheriff’s Office would unify
responsibility for jail management and operations.
Correctional system organization requires a clear and distinct chain of command. Because a
jail system is a complex organization and, if managed improperly, can be a dangerous
environment for staff, inmates, and the community, it requires a chain of command that
ensures compliance with rules and lawful orders. This chain of command must ensure a
single authority of the organization has clear responsibility over all staff, from an entry-level
correctional officer to a facility captain.
The American Correctional Association (ACA) standards reinforce this expectation. ACA
establishes national correctional best practices for jails and prisons, and standard
4-ALDF-7D-05 requires that “The facility is managed by an administrator to whom all
employees are responsible.” The operation of the jail by a Sheriff is consistent with jail
governance structures across the country.
This option could help address any confusion created among Santa Clara County residents
regarding who is responsible for the correctional system. The Sheriff would be responsible for
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all jail performance including individual staff behavior, compliance with modern correctional
standards, and development of effective inmate programming that reduces offender
recidivism. The Board of Supervisors, however, would remain responsible for the budget of
the jails, which itself constitutes significant policymaking authority.
This option could limit the Board’s ability to direct jail policy and provide oversight. However,
ample checks and balances upon the management of the jail would remain in place. The
Board could continue to require a separate budget for the jail, subject to their review and
approval through the County’s budget process. Audit and contract review procedures would
remain in place, and the Sheriff’s Office would continue to adhere to Board Policies and
other County-wide policies, rules, and procedures. In addition, the proposed Office of
Correction and Law Enforcement Monitoring is expected to perform independent monitoring
of, and reporting on the Sheriff’s Office management of the jail system. When adopted, this
new office will provide the Board and the community with more detailed insight into the jail
system’s day-to-day operations and performance.
Based on what has occurred elsewhere in California, the pending litigation regarding jail
operations will also likely lead to provisions relating to independent, ongoing monitoring and
reporting on conditions within the jail. Court supervision/monitoring of the jail will provide the
public with detailed information on jail management, as well as a means to assure eventual
compliance with the terms of any orders or settlements. This will provide an additional means
to oversee and direct the Sheriff’s management of the jail.

Finding: Management of the jail system by the Sheriff would still be subject to
extensive review, direction, and monitoring by the County and external
agencies.
However, the current system appears to foster a positive, cooperative relationship between the
Board and the Sheriff’s Office. The jail has experienced long-standing issues that transcend
organizational governance and are not amenable to solution by simply changing reporting
authority. These issues include the condition of jail facilities, staffing needs, organizational
culture, and overall performance. Addressing these issues requires County resources and a
cooperative relationship with the Board. Placing the jail entirely under the Sheriff has the
potential to complicate this relationship and the means to address these issues.

Finding: The current organization facilitates a cooperative, pro-active
approach to addressing issues at the jail between the Sheriff’s Office and the
Board of Supervisors.
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Transfer Authority to DOC/Contract with Sheriff
Another option is to revert to the pre-2010 governance structure where a DOC has sole
responsibility for jail operations, but contracts with the Sheriff’s Office for key staff. Under this
structure, the Chief of Correction would remain as the administrator over the DOC.
However, because the Chief does not have the authority to deputize employees or confer
peace officer status, the County would need to contract with the Sheriff to employ all
correctional deputies and peace officers. The DOC or the Sheriff could employ correctional
officers. State statute identifies that correctional officers are not considered “peace officers,”
and may bear firearms only “under the direction of the sheriff,” and must be subject to
supervision by a peace officer.
The majority of the custodial personnel in the jails are deputized correctional deputies. In the
event of a complete transfer of management authority to the DOC, the parties would need to
determine whether these staff would remain Sheriff’s Office employees provided to DOC via
an MOU, or if they would become DOC employees, as happened in 1988.
Whether the Sheriff employs only deputies and peace officers, or also employs correctional
officers, there would need to be some written agreement for this structure to function. In the
end, this option requires shared responsibility between the County and the Sheriff’s office.
However, management and policymaking authority would lie entirely with the Chief, reporting
to the Board of Supervisors.
In applying this governance model, the County would be completely reliant upon the Sheriff
to provide custody staff for the jails to operate. This muddies the chain of command and
dilutes the Chief of Correction’s authority by mixing both the Sheriff’s Office and DOC
employees into the organizational structure. As a result, the Chief of Correction may not
have complete authority over those staff who are Sheriff’s employees. If the goals, ideology,
and vision of correctional operations are at odds between the Chief of Correction and the
Sheriff, then there could be significant discord in correctional operations that negatively
affects the system’s safety, security, and performance. These types of differences were
apparent in negotiation of the MOUs between the Sheriff’s Office and the County in the
period from 1997 through 2010. Such differences were contributing factors in the
operational problems experienced by the jail during time.

Finding: Requiring DOC to contract with the Sheriff for custody staff creates
substantial complexity in the administration of the jail and could create
operational problems.
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A single individual with decision-making authority over all jail operations should clarify
accountability of the correctional system compared to the current potential for shared
authority. However, the fact that the Chief of Correction would be dependent upon Sheriff’s
staff to operate would limit that accountability. Although the Chief of Correction and Board of
Supervisors would be viewed as ultimately responsible for all correctional system
performance, in practice, jail operations would be a shared function, with the Sheriff having
significant influence over jail operations and practices. This scenario lacks organizational
clarity and diminishes accountability.

Finding: The combination of DOC management and contracted custody staff
employed by the Sheriff would reduce transparency and accountability.
Finally, one of the major reasons the County discontinued this approach was the
development of duplicative administrative functions and practices in the Sheriff’s Office and
DOC that increased the overall cost of correctional operations to the County. Independent
management of the jail system would require the DOC develop an entire administrative
support system to replace those services currently provided by the Sheriff’s Office. Recreating
this structure would be inefficient and result in increased cost to the County.

Finding: Vesting DOC with authority for management of the jail would increase
administrative costs to the County.
Transfer Authority to DOC/Contract with Local Law Enforcement
The fourth governance option is to transfer all authority to a DOC, but instead of contracting
with the Sheriff for deputies, peace officers, etc., contract with local police departments to
provide these staff. DOC could contract with a chief of police to provide to provide the
necessary peace officers and to provide and/or direct firearms-bearing personnel. Under
California Penal Code Section 831.5(b), correctional officers may carry firearms "under the
direction of the sheriff or chief of police," and police officers are peace officers who may
supervise correctional officers under Section 831.5(d). Similar to the option identified above,
a Chief of Correction would be the administrator over the DOC, but local law enforcement
instead of the Sheriff would provide correctional deputies, peace officers, and possibly
correctional officers.
This option would increase operational complexity for the County. Ordinarily, a police
officer's peace officer authority extends only so far as his or her territorial jurisdiction. Because
the Main Jail and Elmwood are in different jurisdictions, this alternative would likely
necessitate contracting with different police agencies to staff each facility; although in theory,
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the Sheriff could also consent to allow one of the police departments to extend jurisdiction to
the other.
The two local law enforcement agencies that could potentially provide the needed staff to the
jails are the San Jose and Milpitas Police Departments. The San Jose Police Department has
been undergoing a major initiative to recruit and retain law enforcement staff after years of
operating below their needed staffing levels. Chief Edgardo Garcia indicated that while these
efforts have been successful, the department does not have the capabilities to provide
additional staff to the jail. The Milpitas Police Department is budgeted for 114 staff, and an
interview with Lieutenant Jared Hernandez found that the department does not have the
capacity to provide deputies and other staff to the County jail system.

Finding: Contracting with local law enforcement agencies to provide custody
staff for a DOC-administered jail system is not feasible given the resources of
local law enforcement.
This option would also result in some of the same problems noted for the option to create a
DOC and contract with Sheriff’s staff. However, it creates additional complexities because
the County would effectively be using municipal staff to manage a County function. A host of
issues could arise concerning the coordination of County and city staff, the use of County
resources by municipal employees, and the ability to effectively supervise and investigate nonCounty employees by County administrators. We are not aware of any county in the United
States that has attempted to contract with a chief of police to perform these jail functions.

Finding: Contracting with local law enforcement agencies to provide custody
staff would create an unacceptable level of operational complexity in
management of jail operations.
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6. Ancillary Functions
Review of Ancillary Functions Provided in the Jail by Other Departments
As part of this assessment, we identified the impact of alternative governance models on jail
support departments and services. Specifically, we analyzed the impact of these structures on
the following departments.


Custody Health Services: The Adult Custody Health Services (ACHS) division of the
Santa Clara Valley Health and Hospital system provides Santa Clara County jail
medical and mental health care services. ACHS 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 and mental health
conditions, screening for communicable diseases, dental care, obstetric/gynecological
service, and infirmary care. Staff who work in ACHS in the jails are County employees
who report through the Chair of their program at the Santa Clara Valley Medical
Center (SCVMC) and ultimately to the County Executive. The jail’s Chief Medical
Officer manages the medical programs, and the SCVMC Chief of Psychiatry manages
the behavioral jail programs.



Facilities and Fleet: The Santa Clara County Facilities and Fleet Department provides
a variety of services to County agencies. These services include managing the
planning, design, and construction of facilities, property acquisition and management,
and facility maintenance, as well as fleet procurement, management, and
maintenance.



Central Support: Central support includes the Employee Services Agency, Information
Services Department, as well as the Controller-Treasurer. These agencies all provide
administrative support to the Sheriff’s Office jail system as well as to other departments
in the County.

The impact experienced by these departments will be dependent upon the governance
structure selected. Maintaining the status quo would result in no change to the current
operations of these agencies in the jail system. Similarly, formally transferring jail
management responsibility to the Sheriff would have little or no impact on these departments.
The County fiscal staff would need to transfer all allocated funds from the four existing DOC
Bureaus for the jails to the Sheriff and recode DOC employees as Sheriff’s employees.
Managers from ACHS and Facilities and Fleet indicated they saw no impact to their
operations in the event that the Sheriff assumed management control of the jail system.
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Finding: Retaining the current governance model or transferring management
authority to the Sheriff would have no impact on the ability of ancillary
agencies to provide their mandated services in the jail.
The alternative of DOC contracting with the Sheriff for custody staff would necessitate the
transfer of non-badge staff currently employed by the Sheriff to the DOC, and the
development of a new comprehensive MOU between the DOC and the Sheriff’s Office. To
the extent that this alternative complicates daily operations within the jail, the ability of these
agencies to perform their duties could be impaired.
Contracting with local law enforcement agencies for custody staff would have the most
significant impact on these departments. This would require a very detailed MOU drafted
between the local jurisdiction and the County that delineates the specific responsibilities of
each, as well as the type of County resources used by city employees working in the jails. In
effect, a County department would be operated city employees.
For Facilities and Fleet, several issues could arise, such as the need for local law enforcement
deputies and other peace officers working in the jails to use County vehicles in the
performance of their job (inmate off-site transfers or other work-related travel). With the
central support areas, the personnel workload of the Employee Services Agency may
decrease, as there would be fewer County staff employed in the jail, but conducting
investigations of jail employee behavior could be difficult when it involves staff employed by
the separate jurisdiction. Additionally, providing non-County employees access to County
information systems would need to be evaluated. ACHS, who has worked with the Sheriff’s
Office and DOC as a partner for years, would now need to establish cooperation and
coordination of services with an additional partner, the local law enforcement jurisdiction.

Finding: Alternative management models that require DOC to contract for
custody staff would create complications for the delivery of services in the jail
system by ancillary County agencies.
We also examined whether the delivery of these services by external agencies outside of the
management authority of the jail was efficient and effective. In the case of health services, the
management of jail medical and mental health services by health care professionals is a
recognized best practice in correctional management. The complexity and specialized nature
of jail health care services require high levels of subject matter knowledge and health care
management experience. The primary models for jail health care delivery in the United States
are management by an external public health agency, contracting out management of health
care delivery to a private vendor that specializes in correctional healthcare, or contracting
with health care professionals to manage county health care staff. Larger, more complex jail
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systems primarily use public health agencies to manage the delivery of health care services.
The New York City, Los Angeles, Cook County (Chicago), and Dallas County jail systems are
among the many large jail systems that use this approach. The role of ACHS in the Santa
Clara jail system is consistent with this approach. Senior managers in ACHS indicate the
current system has produced a cooperative, productive relationship with jail system
management and provides a framework that supports an effective jail healthcare program.
Facilities and Fleet provides many of the same services for the jail that it provides to a number
of other County agencies. Consolidation of these services into a single agency that manages
these functions for the County establishes a more consistent, professional approach to the
management of these services and is far more efficient than allowing each agency to manage
its own facilities. In similar fashion, the County’s centralized support agencies provide efficient
and effective support to all County government.

Finding: The current system of support for the jail provided by external County
agencies is effective and should be continued.
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7. Best Practices
Most local jail and detention facilities in the United States operate under the authority and
management of sheriff’s offices. The following table shows the managing authority for the 10
largest jails systems in the United States. Sheriffs have responsibility for managing seven of
these systems. Two of the remaining jail agencies, New York and Philadelphia, are in cities
with no sheriff’s jurisdiction.
Table 1
Jurisdiction

Jail Population

Managing Authority

Los Angeles County

19,836

County of Los Angeles Sheriff's Department

New York City Jail System

13,849

New York City Department of Corrections

Harris County Jail

10,000

Harris County Sheriff's Office

Cook County Jail

9,900

Cook County Sheriff’s Office

Maricopa County jail

9,265

Maricopa County Sheriff's Office

Philadelphia City Jails

8,811

Philadelphia Department of Prisons

Miami-Dade County Metro West
Detention Center

7,050

Miami-Dade Department of Corrections and
Rehabilitation Department

Dallas County Jail

6,385

Dallas County Sheriff's Department

Orange County Jail

6,000

Orange County Sheriff’s Department

Shelby County Jail

5,765

Shelby County Sheriff's Office Jail Division

State statutes typically dictate the parameters for the oversight of detention facilities, which
define sheriff’s office duties as including management of county detention facilities. Such
statutes also generally include provisions by which a sheriff may relinquish responsibility for
detention management to the county.
Management of county jail systems by entities other than the sheriff is relatively uncommon in
the United States. Examples of local corrections departments managed under the direct
authority of county executive or legislative agencies include King County, Washington; Pierce
County, Washington; and Broward County, Florida.
In California, Napa and Madera Counties are the only other counties that have a DOC. In
both cases, their DOCs have complete authority over jail operations and are led by an
administrator appointed by the board of supervisors. Both systems have been in place since
the 1970’s. With much smaller jail populations and workforces, these systems do not face the

35

SANTA CLARA COUNTY JAIL
ORGAZATIONAL STRUCTURE REVIEW
MARCH 20, 2018

same levels of operational complexity or challenges as Santa Clara County and have limited
utility for comparison.
On a national basis, the project team has reviewed the operations of jail systems under both
governance models. Counties that have assumed responsibility for jail management have
typically done so in response to lawsuits, federal investigations related to jail conditions, or
evidence of serious operational problems. In these cases, the expectation is that county
administration will improve jail performance.
The rationale offered for this expectation is that sheriffs generally have backgrounds in law
enforcement. Their primary areas of expertise and interest are on the law enforcement side of
sheriff’s office responsibilities. Jail management has less professional status and as a result,
may receive less attention and resources from a sheriff.
Moreover, county administrators in systems with county governance over jails indicate greater
awareness and knowledge of jail issues, and view this as a significant advantage. Jail
operations is typically one of the largest components of county government staffing and
spending. Civilian county administration of jail systems has at least the potential for
approving jail funding and policy based on a better understanding of jail issues.
Administrative support of jail operations can be more efficient in a sheriff’s office. As standalone agencies, jail departments must maintain full administrative departments, including
budget management, procurement, human resources, planning, and other related functions.
These administrative functions duplicate administrative operations already maintained in a
sheriff’s office. As a result, managing jail systems as county agencies may somewhat increase
administrative staffing levels and cost in total.

Finding: There is no clear evidence that points to the superiority of either
county or sheriff’s administration of local jail systems. Factors such as local
politics, justice systems trends, local government administrative infrastructure,
and level of jail management professionalism are probably as, if not more,
significant contributors to effective performance than the body responsible for
oversight of the local correctional system.
In either case, managed by the sheriff or the county, jail systems virtually all operate under a
single line of command. Available research indicates that Santa Clara County may be the
only county in the United States in which the Sheriff and other County government entities
share management responsibility for the jail system. The closest analogue to the Santa Clara
County model are those systems that are under some form of federal court supervision in
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which a monitor or other entity appointed by the court has some level of input into jail
operational and policy decisions.
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8. Recommendations
The management structure for the Santa Clara County jail system has been under a
near-constant state of review and revision for nearly 30 years. During that time, the jail has
faced serious issues in terms of performance, accountability, and management. The ongoing
debates over governance models have at times obscured serious consideration of how best to
ensure that the operations of the jail system meet public expectations and constitutional
standards. The jail system now faces the challenge of implementing an ambitious agenda of
reforms while meeting the dictates of judicial orders or consent decrees that impose higher
standards for service delivery and operations.
The current governance model is unique in that it preserves the integrity of a sound internal
command system under the Sheriff, while allowing external policy direction and operational
oversight through the DOC’s reporting relationship with the Board of Supervisors. The Sheriff
maintains clear operational control of the jail, while the Board has ready access to
information on the jail and a means to participate in policy development. Given the system’s
need for resources and policymaker consensus going forward, the collaborative approach to
jail system management encouraged by this model is a significant, positive feature that
should serve the County well.
However, the County can improve the current model placing greater emphasis on
professionalizing the management of the jail system. The size and complexity of the Santa
Clara County jails require strong leadership by a jail administrator with a proven background
in local correctional system management who is appointed by and reports to the Sheriff. The
jail administrator should be familiar with national standards for local jail administration,
“operational best practices,” and current state-of-the-art program research. The person
should also have extensive executive experience in local correctional system management.
Establishing such a position with these qualifications within the Sheriff’s Office will bring a
fresh perspective on jail management and strategies to achieve policy objectives.
The goal is to establish a more professional basis for management of the jail embedded
within the Sheriff’s Office, while also preserving a reporting relationship with the Board of
Supervisors to keep them informed on and engaged with the jail. To this end, the Board
should seek to appoint the person who holds the jail administrator position as the Chief of
Correction, just as it has appointed the Undersheriff as the Chief of Correction in recent
years. Designation of the jail administrator as Chief of Correction by the Board would free up
the Undersheriff to better manage his responsibilities, as well as provide the Board with a
higher level of correctional management expertise to support their oversight of jail policy. In
this approach, the Chief can serve as the expert and point person on jail issues in the County.
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As a local corrections professional, the Chief will have the credibility and knowledge to be a
stronger voice for jail management within the Sheriff’s Office, provide a better resource for
the Board, and lead jail reform. Los Angeles County provides a recent example of the benefits
of this approach. Los Angeles County’s jail system had experienced a number of problems
and lawsuits, ultimately resulting in appointment of a Blue Ribbon Commission in 2012 to
investigate problems in the jail system. The Commission recommended that the jails be led by
a corrections professional with extensive experience in jail management. This led to the
appointment of Terri McDonald, former Deputy Director of the California Department of
Corrections and Rehabilitation, as chief administrator for the jail system. Under McDonald’s
direction, the use of force incidents and suicides in the jail plummeted, living conditions within
the jails improved substantially, and Los Angeles County successfully negotiated and
implemented the terms of a consent decree governing the treatment of inmates with mental
illness. By virtually all accounts, the introduction of outside perspective, grounded in
professional correctional system management, has made substantial improvements in the Los
Angeles County jail system.
Although the challenges faced in Santa Clara County are different, this approach may work
here as well, and is well-suited to the County’s unique approach to jail system governance.

Recommendation: The Board should establish a professional correctional
administrator position, appointed by and reporting to the Sheriff, to manage
jail operations. The qualifications for this position should include extensive
executive experience in management of large, complex correctional systems.
The Board should seek to appoint the person in the correctional administrator
position as the Chief of Correction.
The recommendation envisions that much of the corrections-related work currently
assigned to the Undersheriff would be reassigned to the correctional administrator;
ideally the correctional administrator would also be appointed as the Chief of
Correction, reporting to the Board on issues of oversight and jail policy. Given the
scope of responsibilities currently assigned to the Undersheriff/Chief, the correctional
administrator would require adequate administrative support is essential to assure
adequate attention to operational detail. Retaining the Assistant Sheriff of Custody
Operations position as an operational manager with a reporting relationship to the
correctional administrator, and establishing the correctional administrator as an
additional position, would address this need. Assigning the Assistant Sheriff with
responsibility for administration of the Main Jail, Elmwood, and jail support services
would provide needed management oversight, while freeing the correctional
administrator/Chief for overall policy direction, working with the Board, County
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departments, the courts, and the community. Three other functions should have a
direct reporting relationship to the correctional administrator:


Internal Affairs: Best practices indicate that internal investigations of staff and
offenders should be a direct report to the chief administrative officer of a jail
system. This ensures the correctional administrator has direct knowledge,
oversight and accountability for all critical investigations of incidents in the
system.



Compliance: One major priority of successful jail systems is compliance with
local, state, and national standards as well as court orders and consent
decrees. To ensure its importance in a correctional system, the compliance
function should report directly to the correctional administrator.



Reform Liaison: For Santa Clara County, one of the most critical duties of the
correctional administrator will be the implementation of reforms that ensure the
jail operations are compliant with court orders, commission recommendations
and best practices regarding safety and security, inmate programming, and
preparation of offenders for release and reentry. As a result, no intermediary
should exist between the correctional administrator Chief of Correction and the
staff assigned to implement and monitor reforms.

Recommendation: The correctional administrator should have overall authority
for direction of the jail system, in conjunction and cooperation with the Chief of
Correction. The Assistant Sheriff of Custody Operations should report to the
correctional administrator with responsibility for management of day-to-day jail
operations, support services, and administrative duties. Internal affairs,
compliance, and the jail reforms liaison office should also report directly to the
correctional administrator.
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Table 2 - Pros and Cons of Primary Alternatives
1. Keep Current Structure
Pros

Cons

Comments

Gives the Board some input into jail
operations and provides a check and
balance for the Board on the Sheriff.

The Chief now conceives of his role as
solely focused on the four DOC
bureaus, which for practical purposes
report to the Sheriff anyway.

Absent his co-appointment as Undersheriff, the
Chief of Correction would have minimal actual
responsibility for custody operations, given current
operations.
The Sheriff’s Office maintains clear management
control over all jail operations.
The Chief of Correction reports to the Board, while
at the same time working under the Sheriff.

Provides clear internal chain of
command for jail operations.

Facilitates shared responsibility for
decision-making.
A known system in the County that
appears to operate reasonably well.

Creates a public perception of DOC
responsibility for operations that is not
consistent with facts.
Blurs accountability for decisionmaking.
Functions well because of current
actors. If personalities/approaches
change, the system could become
problematic.
Creates demands upon the
Undersheriff that take away from his
responsibilities for law enforcement
and administration.
The system does not require the Chief
of Correction to have experience or
expertise in correctional system
management.
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Undersheriffs appointed as Chief of Correction have
balanced responsibilities to both the Board and the
Sheriff.
Appointment as Chief of Correction makes the
Undersheriff the de facto jail administrator.
The background of both the Chief of
Correction/Undersheriffs has been in law
enforcement, not corrections.
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2. Transfer All Oversight to Sheriff

Pros

Cons

Comments

Is consistent with how most counties
operate in California and across the
United States

In some situations, sheriffs with sole
responsibility for county jails have
been perceived as giving the jails
lower priority than their law
enforcement responsibilities.
As an elected official, the Sheriff does
not operate under the authority and
control of the Board. Sheriff could be
non-responsive to Board when there
are serious concerns about DOC
operations
Creates a system with greater
potential for conflict between the
Board and Sheriff regarding policy
and funding issues.

The fact that the Board has separate budgets for law
enforcement and jails allows for Board control over
funding and contracts for corrections.

Creates a single person responsible
for corrections – the Sheriff.

Para-military organizations function best when there
is a clear line of authority. Assume that inquiries
from Board to Sheriff’s office would still be handled
as a priority by Sheriff’s office.
Effective implementation of jail reform initiatives and
negotiation/implementation of consent decrees will
require greater Board/Sheriff cooperation.

3. Create DOC and Contract for Deputies with Santa Clara Sheriff

Pros

Cons

Creates a correctional system that is
totally under control of the Board.

Makes political body (Board)
responsible for correctional
operations.

Comments

Separates DOC from Sheriff, which
may enhance status and transparency.
Reduces management authority over
the custody operations staff.
Creates operational complexity and
need for negotiated MOUs between
the Board and the Sheriff.
Prior to 2010, this approach was in
place and was costly to operate.
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Since all DOC operations would be accountable to
the Board, should increase transparency to public.
DOC lack control of staff assigned to the jail could
create issues.
Potential conflicts between Sheriff and Board could
impair jail command and operations.
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4. Create DOC and Contract for Deputies with Local Jurisdictions other Than Sheriff

Pros

Cons

Creates a correctional system that is
totally under control of the Board.

Makes political body (Board)
responsible for correctional
operations.

Comments

Separates DOC from Sheriff which
may enhance status and transparency.

Since all DOC operations would be accountable to
Board, should increase transparency to public.
Likely not feasible. Local jurisdictions
don’t have the staffing levels or desire
to provide those staff.
Introduces an unacceptable level of
operational complexity.

43

SANTA CLARA COUNTY JAIL
ORGAZATIONAL STRUCTURE REVIEW
MARCH 20, 2018

Appendix A: Data Sources
Korb, Orry, Chou, Danny, and Trice, Laura. Memorandum to Board of Supervisors.
Organizational Structure for Management and Oversight of County Jails. April 21, 2016.
National Institute of Corrections. Technical Assistance Report to the Santa Clara County
Sheriff’s Office. April 2016.
Santa Clara Sheriff’s Office. ADA Compliance Unit Organizational Chart. October 24,
2017.
Santa Clara Sheriff’s Office. Administrative Booking Organizational Chart. October 24,
2017.
Santa Clara Sheriff’s Office. Budget vs Actual by Budget Unit. January 30, 2018.
Santa Clara Sheriff’s Office. Classification Unit Staffing Analysis. November 2017.
Santa Clara Sheriff’s Office. Custody Alternative Supervision Unit Staffing Analysis. November
2017.
Santa Clara Sheriff’s Office. Daily Jail Population Statistics. February 27, 2018.
Santa Clara Sheriff’s Office. Elmwood Organizational Chart. October 2017.
Santa Clara Sheriff’s Office. Food Services Organizational Chart. September 21, 2017.
Santa Clara Sheriff’s Office. Grievance Unit Organizational Chart. November 2017.
Santa Clara Sheriff’s Office. Jail Population Dashboard. February 27, 2018.
Santa Clara Sheriff’s Office. Jail Transport Organizational Chart. October 24, 2017.
Santa Clara Sheriff’s Office. Main Jail Organizational Chart. October 19, 2017.
Santa Clara Sheriff’s Office. Operational Standards and Inspection Unit Organizational
Chart. September 8, 2017.
Santa Clara Sheriff’s Office. Position Detail Report. February 27, 2018.
Santa Clara Sheriff’s Office. Program Staffing Analysis. November 2017.
Santa Clara Sheriff’s Office. Records Office Organizational Chart. 2017.
Santa Clara Sheriff’s Office. Support Services Organizational Chart. January 10, 2018.
Smith, Jeffrey. Memorandum to George Shirakawa, Donald Gage, and Public Safety and
Justice Committee. Recommendations related to the Operational Plan for the Administrative
restructuring of the Sheriff’s Office and Department of Correction. June 2, 2010.
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Smith, Sheriff Laurie. Memorandum to Board of Supervisors. Updated Draft In-Custody
Services Functional Organizational Chart. August 15, 2017.
Williams, James, and Trice, Laura. Memorandum to Board of Supervisors and Jeffrey Smith.
Models for Jail and Law Enforcement Monitoring by Citizen’s Committees. December 14,
2017.
Williams, James, and Trice, Laura. Memorandum to Board of Supervisors and Jeffrey Smith.
Revisions to Draft Ordinance, Charter Amendment, and Board Policy Relating to an Office of
Correction and Law Enforcement Monitoring. December 14, 2017.
Williams, James, and Trice, Laura. Memorandum to Board of Supervisors and Jeffrey Smith.
Models for Jail and Law Enforcement Monitoring by Citizen’s Committees. December 14,
2017.
Williams, James, and Trice, Laura. Memorandum to Board of Supervisors and Jeffrey Smith.
Revisions to Draft Ordinance, Charter Amendment, and Board Policy Relating to an Office of
Correction and Law Enforcement Monitoring. December 14, 2017.
Williams, James. Memorandum to Board of Supervisors. Legally Permissible Options for Jail
Structure. February 7, 2017.
Williams, James, and Trice, Laura. Memorandum to Finance and Government Operations
Committee, Supervisor Simitian, and Supervisor Chavez. Legally Permissible Options for Jail
Structure. September 30, 2016.
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Appendix B: Interviews
David Angel, Assistant District Attorney
Troy Beliveau, Assistant Sheriff
Rob Coelho, Assistant County Counsel
Michelle Covarrubias, Records Administrator
Juan Gallardo, Administrative Services Director
Edgardo Garcia, San Jose Chief of Police
Laura Garnette, Chief Probation Officer
Matt Gerrior, Director of Custody Health Services
Aryn Harris, Deputy County Counsel
Garry Herceg, Deputy County Executive
Tiffany Ho, Behavioral Health Medical Director
Aaron Johnson, Pretrial Service Director
Ling Lew, Deputy County Counsel
Miguel Marquez, Chief Operating Officer
William Miller, Assistant Director, Food Services
John Mills, Director of Employee Services/Deputy County Executive
Carl Neusel, Undersheriff/Interim Chief of Correction
Jeff Smith, County Executive
Laurie Smith, Sheriff
David Snow, Deputy Director Building Operations
Roger Soohoo, Deputy Director Capital Programs
Leonard Vare, Napa County Director of Corrections
Laura Trice, Lead Deputy County Counsel
Martha Wapenski, Deputy County Executive
James Williams, County Counsel
Roger Winslow, Chief Steward Deputy Sheriff’s Association
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Appendix C: Table of Organization
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