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EXECUTIVE SUMMARY
A PROJECT FOR BREAKING THE GLASS CEILING WITHIN THE CALIFORNIA
DEPARTMENT OF CORRECTIONS AND REHABILITATION (CDCR):
MINORITIES AND WOMEN HIRING AND ADVANCEMENT
The California Department of Corrections and Rehabilitation (CDCR) is the organization that
will be analyzed in this paper. CDCR has 34 adult state prisons and 10 Youth Authority
Facilities under its jurisdiction. The executive level starts at the level/rank of Captain and
promotes upward to Associate Warden (AW) and then to Chief Deputy Warden (CDW) and
ending at the Warden of each individual institution. There are also numerous executive positions
held at Headquarters in Sacramento.
In order to gain insights as to why and how ethnic minorities and women are prevented from
reaching the top level of the organization, the etiology of the glass ceiling was explored. The
study identified the key patterns and factors which may result in the gender and racial imbalance
at the upper echelons of CDCR.
The Executive Service (ES) was established by the Civil Service Reform Act (CSRA) of 1978
and became effective in July 1979. CSRA envisioned a senior executive corps with solid
executive expertise, public service values, and a broad perspective of government. In addition,
executives would be held accountable for their performance. The ES positions were designed to
overcome some key issues.
The department’s goal is for each individual institution is to enforce the safety and security of
the institution, while rehabilitating incarnated felons and returning them back into their
community. In keeping with these goals, the department is committed to conducting its business
in a conscious socially responsible and ethical manner. The mission of the department would be
to offer a positive professional environment, and build a diverse, well-trained human resource
poll for potential custody and non-custody staff. The mission and vision are achieved by the
growth in the department’s ever changing programs. The organization of the future will be
completely refined from the organization of today.
Strategic planning is a management tool, used to help an organization do a better job and
focus its energy, to ensure that members of the organization are working toward the same goals,
and adjust the organization’s direction in response to a changing environment. Strategic
planning is a disciplined effort to produce fundamental decisions and actions that shape and
guide what an organization is, what it does, and why it does it, with a focus on the future.
Therefore, it ensures the most effective use is made of the organization’s resources by focusing
the resources on the key priorities. It also provides a base from which progress can be measured.
In creating the ES, CSRA established a distinct personnel system that applies the same
executive qualifications requirements to all of its members. It also shifted to a rank-in-person
concept to facilitate executive mobility.
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Chapter 1
Introduction
Background of the Problem
American prisons have changed from relatively simple institutions with punishment and
custody as primary objectives in the 1800’s, to more complex organizations with different and
contradictory goals. A state of uncertainty and a heightened sense of ambiguity exist with regard
to the role of the present day correctional officer. At the heart of this uncertainty is change in the
correctional philosophy, treatment ideologies, laws, and subsequent correctional policies.
Traditional methods of doing things have been re-examined and redefined. (Ross, 1989)
As these changes have occurred, so has the duties and responsibilities of the officers. Various
writers have detailed the changes in corrections that have altered the officer position
dramatically. According to Hepburn (1985), officers themselves recognize that their ability to
control inmates does not rest chiefly on the use of punishments and rewards. The rise of
rehabilitation as an ideal, combined with the entry of the judiciary into the most carefully
guarded corners of the prison, may also have restrained the previously more punitive and
unrestrained keepers (Carroll 1974; Crouch 1980b, 1986).
According to Camp, S.D., Gilman, E., Steiger, T.L., Saylor, W. G. & Wright, K. N.
(September, 1997), their research compared the perceptions of the correctional personnel with
objective, aggregate data on job opportunities and job advancement. It tested two competing
hypotheses for explaining the discrepancies in the perceptions of black and white correctional
personnel. The results revealed that black and white correctional officers generally correctly
assessed their own opportunities for job advancement. However, black and white officers
displayed wide disagreement when surveyed about opportunities available for minorities. The
white correctional officers tended to overestimate the opportunities for minorities. This research
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design did not permit determination of why white correctional officers exaggerated the
opportunities available to minorities. The findings indicated the need for more research to
address the theoretical and policy issues raised in this study, particularly the issue of the
responses of formerly privileged groups as employment opportunities approach greater equity.
When it comes to CDCR, minimal attention is given, to an executive's managerial skills and
expertise. Noting that individuals are promoted in positions responsible for managing upward of
100 million-dollar state run institutions, as well as supervising thousands of employees with little
or no managerial experience, to say the least, very little educational background. Headquarters
CDCR located in Sacramento has stated that recognition and greater emphasis had to be placed
on certifying the managerial competence of these senior executives.
Statement of the Problem
The California Department of Corrections and Rehabilitation (CDCR) prison system,
employees over 35,000 custody and non-custody personnel. CDCR is one of the largest political
subdivision organizations in the state of California. Past hiring practices with problems
surrounding it are currently and unfortunately being utilized as current procedures today. This
has caused racial and gender imbalances amongst the executive administrative and managerial
levels. My research has identified some of these problems as being: the absence of a Mentorship
program, playing the favoritism game, and less qualified applicants filling job positions. There
is neither sponsorship nor mentorship provided for those ambitious individuals who are willing
to purse upward mobility. However, the current procedures in place allow for preferred hiring
practices. These procedures are written where it allows for favoritism to also play a roll in the
selection process toward promotions. The purpose of this Project Plan is to recommend and
implement a new promotional incentive program for CDCR.
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The barrier to employment advancement for women and ethnic minorities in CDCR is only
the tip of the iceberg in the overall patterns of hiring and promotion of qualified women and
minorities. There is a significant lack of equal access and opportunity to the upper echelons of
this department by ethnic minorities and women in spite of the fact that significant numbers of its
workforce are women and ethnic minorities. Moreover, the lack of equal access and opportunity
is even significantly higher for male and female non-whites than white women at the executive
levels.
The barrier to employment hiring and advancement of women and ethnic minorities to upperlevel management can be, due to attitudinal or organizational bias and specific policies and
practices of organizations. Therefore, CDCR have to seriously come to terms with employment
equity for ethnic minorities and women because:
1.

Racial and gender imbalance result in deprivation of creativity and innovative ideas
to the organization.

2. Under-utilization of employees results in the waste of human resources thereby
impacting the financial viability of the organization.
3. Educational requirements for Correctional staff, significantly don’t match the
availability for promotions.
4. Violation of the principle of fairness and equity results in never-ending turnover of
large numbers of educated, high potential employees.
However, the composition of the workforce is not the only challenge that this department is
confronted with today. The increasing trends in cultural diversity of its clientele outside the
organization add to the complexity of the problem as well. Consequently, the employees in the
organization who have contact with the public should learn and understand culture in order to
facilitate client relations.
That said, a number of factors transform the “glass” ceiling that blocks women and minorities
3
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from entering the highest levels of the executive management ranks in CDCR into a concrete
barrier that excludes these women and minorities.
Purpose of the Plan
The purpose of this Project Plan is to explore the promotional demographics within
CDCR. This Project Plan will provide several strategies to increase the participation of those
individuals that have achieved higher education as well as those who are currently pursuing
higher education to promote. This project plan will focus on the perceptions of job advancement
opportunities for custody and non-custody employees that are an equal opportunity employer.
The plan will examine the impact of management practices on perceptions of job opportunities as
well as a specific plan for CDCR department to break the barriers of the glass ceiling in regards
to women and minorities hiring and promotion in two areas: (1) whether management practices
affect the overall perceptions of differences in opportunities held by staff; (2) and what types of
factors affect employee perceptions of fairness in promotions. The issues to be addressed are as
follows:
1)

Create a comprehensive educational job position requirement for each promo table;
-

Standards will have to be agreed upon by the California Correctional Peace
Officers Association (CCPOA) and the State Personnel Board (SPB) Human
Resources (Standards and Promotions) Department

2)

-

These standards will be more specific

-

These standards will provide more valid measures

Create a criteria for the Training and Development (T&D) positions;
- Provide a purpose and rational behind the T&D positions.
- Produce acceptable and clear criteria for these positions.
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3)

Address the programs pertaining to CDCR promotional process.
- How to implement a Mentorship Program
- How to implement a Sponsorship Program.

Importance of the Plan
CDCR has a major flaw in there promotional process, especially when it comes to rewarding
those who are less qualified for promotion. There is a unique opportunity to examine factors
describing both individuals and their work places that one would intuitively believe should
influence perceptions of job advancement opportunities in an agency that practices affirmative
action or actively enforces equal opportunity laws. The outcome of this plan will be of practical
value to the department because it will hopefully promote management and its staff to look at
their priorities in managing diversity and implement an approach that will like diversity
initiatives with their existing systems. Using the euphemism; to doublespeak; “The HOMIE
Hook-Up” to exist over the last 25 years, the department has allowed for this practice to continue
while discouraging those that meet or exceed the qualification for promotion. By identifying and
addressing these specific issues, I am proposing a plan, and I am confident that this euphemism,
“The HOMIE Hook-Up”, can and will be eliminated. More importantly, employees don’t see the
process to be fair when it comes to promoting in CDCR.
One of the most difficult decisions that administrators will make is deciding whom they will
hire to staff their company. Amongst all other decisions, administrators often overlook the rules
and policies on hiring practices because they feel that they can make any and all decisions
selecting the less qualified without any repercussions. Because of this, the selection process in
finding the qualified candidate has become a more unfair process. The plan for this paper will be
to develop a project plan that will out line an Upward Mobility Program (UMP) for women and
minorities breaking the glass ceiling within CDCR.

5
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The layout for the remaining chapters will be the following: Chapter two will discuss
research that has already been identified in regards to what we know about breaking through the
glass ceiling and some data pertaining to CDCR. Chapter three will provide the Program
Proposal “Let’s Go Get Promoted: Upward Mobility Project Plan”, a detailed and comprehensive
plan on how women and minorities can get promoted to the executive levels within CDCR.
Chapter four will discuss the summary, conclusion, and recommendations.
Many are aware of the issues surrounding the unfair hiring practices and promotional
opportunities within CDCR. Very few have taken on the challenge to question the hiring policy
and past practices. Chapter three will provide a detailed plan for this project and
recommendation on how to put a stop to that Homie Hook-Up.
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Chapter 2
Overview of Chapter
This document will explore several different areas of CDCR concerns with ethical
behavior. Both the department and the every individual should understand the importance of
ethical values in order to implement a change in the way the department operates, and what
outcomes are expected.
While the presence and status of women in the work force have increased dramatically
since the passage of the Civil Rights Act of 1964, there are still concerns about the relative
absence of women in higher management ranks, which some have described as the "glass
ceiling." In 1995, the Federal Glass Ceiling Commission concluded that "today's American
labor force is gender and race segregated - white men fill most top management positions in
corporations." The issue has taken on particular significance as women and minorities have
increased their occupational status. The term "glass ceiling" is generally used to refer to
instances where women and minorities have progressed within a firm but, despite their
ambitions and qualifications, find it difficult to make the movement into key higher level
management positions, or management positions at all. The social disadvantage of these glass
ceilings is the inability of the most qualified employees to move into the most important
positions due to irrelevant criteria such as race or gender. The selection of a less qualified
employee negatively impacts both the employer and ultimately the economy as a whole. The
successful elimination of glass ceilings requires not just an effective enforcement strategy but
the involvement of employers, employees and others in identifying and reducing attitudinal
and other forms of organizational barriers encountered by minorities and women in
advancing to higher level management positions in different workplace settings.
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Preview Literature on Glass Ceiling
American prisons have changed from relatively simple institutions with punishment and
custody as primary objectives in the 1800’s, to more complex organizations with different
and contradictory goals. A state of uncertainty and a heightened sense of ambiguity exist
with regard to the role of the present day correctional officer. At the heart of this uncertainty
is change in the correctional philosophy, treatment ideologies, laws, and subsequent
correctional policies. Traditional methods of doing things have been re-examined and
redefined. (Ross, 1989)
As these changes have occurred so too have the duties and responsibilities of the officer.
Various writers have detailed the changes in corrections that have altered the officer position
dramatically. According to Hepburn (1985), officers themselves recognize that their ability
to control inmates does not rest chiefly on the use of punishments and rewards. The rise of
rehabilitation as an ideal, combined with the entry of the judiciary into the most carefully
guarded corners of the prison, may also have restrained the previously more punitive and
unrestrained keepers (Carroll 1974; Crouch 1980b, 1986).
Camp, S.D., Gilman, E., Steiger, T.L., Saylor, W. G. & Wright, K. N. (September, 1997),
research compared the perceptions of the correctional personnel with objective, aggregate
data on job opportunities and job advancement. It tested two competing hypotheses for
explaining the discrepancies in the perceptions of black and white correctional personnel.
Results revealed that black and white correctional officers generally correctly assessed their
own opportunities for job advancement. However, black and white officers displayed wide
disagreement when surveyed about opportunities available for minorities. The white
correctional officers tended to overestimate the opportunities for minorities. However, the
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research design did not permit determination of why white correctional officers exaggerated
the opportunities available to minorities. Findings indicated the need for more research to
address the theoretical and policy issues raised in this study, particularly the issue of the
responses of formerly privileged groups as employment opportunities approach greater
equity.
Confusion has become common among guards since administrators took tasks away from
them in an effort to professionalize their own ranks (Jacobs & Crotty 1983). Other changes
have taken place such as size and composition of the inmate population (Wickman, 1985).
These changes were more prevalent in the 1960’s and 1970’s, when educated drug dealers
and social revolutionaries flooded available cells (McEleney 1985). Overcrowding produced
pressures and tensions just when directives for dealing with theses tensions became less clear
and options at hand were more restricted (Wickman 1986).
According to Jurik and Martin (2004), the end of the 20th century, women in policing and
corrections battled legal, organizational, and interpersonal barriers to their full involvement
in these professions. Although most formal restrictions on women in these fields have been
removed, women today continue to face numerous informal barriers to job satisfaction and
advancement. Informal interactions with male colleagues continue to reflect gender biases,
and organizational policies and practices sometimes stem from overtly discriminatory
approaches.
Affirmative Action is a term used to describe federal initiatives that require people
responsible for providing economic and educational opportunities to consider a candidate's
race, sex, or disability, especially if the individual's minority affiliation has suffered past
discrimination. Initially, Affirmative Action accomplished what it set out to do, but in this
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day and age its negative effects outweigh its positive ones. By giving preferential treatment
to people of a certain race, Affirmative Action contradicts and undermines the rights
guaranteed by the Civil Rights Act of 1964: equality of opportunity for all individuals
regardless of race. Affirmative Action has replaced discrimination against women and
minorities with discrimination against white men--reverse discrimination.
Affirmative Action is an attempt by the Unites States to amend a long history of racial
discrimination and injustice. The term affirmative action refers to a policy or program that
seeks to redress past discrimination by increasing opportunities for underrepresented groups.
Since this was such a controversial subject, the program brought out two opposing sides that
seemed to have reasonable explanations for both supporting and opposing the issue.
Affirmative action is defined as “a policy or program for correcting the effects of
discrimination in the employment of education of members of certain groups”. This program
calls for minorities and women to be carefully considered in employment and promotions,
more so at the administrative executive levels. Also the affirmative action policy was a
creation for minorities and women as a better opportunity by allowing ethylic backgrounds to
be a factor.
What Does the Glass Ceiling Mean?
“Glass Ceiling” is an artificial barrier which is the result of attitudinal or organizational
bias that prevents qualified minorities and women from advancing upward the management
hierarchy in their organization. The attitudinal problems stem from stereotyped
characterizations and assumptions about minorities and women. Some examples of which
are:
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-

“Most minority managers are not as qualified as most white managers.”
(Fernandez, 1981)

-

“Women are mental and intelligence capabilities are inferior to men.”
(Harrison, 1964)

Not all the barriers are caused by attitudes, however, some of the barriers are the result of
policies and bad past practices by the policy and decision makers in the organization. Some
of the examples are:
-

Recruitment process such as word of mouth referrals and lack of specific
direction by top-level management recruit qualified minorities and
women.

-

Lack of “line experience” by minorities and women, because top-level
management is unwilling to provide them a “chance”.

Research from the Private Sector
An effort to systematically understand the nature of the glass ceiling in the private sector
was initiated in 1989 by the Office of Federal Contract Compliance Program (OFCCP) under
the leadership of then Secretary of Labor, Elizabeth Dole. Housed in the Department of
Labor (DOL), OFCCP has the responsibility to ensure that private sector companies (of a
certain size) that do business with the federal government comply with EEO and Affirmative
Action requirements.
The number of younger, better educated women with specific experiences gained in the
public sector has actually improved the professional status of many boards, she says.
"Norway now has a lot of corporate women and, from a first analysis of their kind of skills,
the data shows that the new board members have a higher level of education. So the
- 11 -
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professional level of many boards has risen significantly." The scramble for talent has led to
the best qualified women taking up multiple directorships, in turn creating a small cadre of
very powerful and influential women in Norway's corporate sector. Yet this hunger for
female talent in the private sector is now causing problems for the public sector as women
jump ship.

Data on women as executive heads of organizations are not only limited but also
obscured
by the terminology used by organizations to define executive jobs and the scope of the terms,
which vary according to the context and level of leadership. In addition, comparisons of top
jobs are distorted by whether or not surveys target the largest organizations or include all
kinds of organizations. Data spanning the range of top jobs show that women continue to
have more difficulty obtaining executive jobs at corporate level than they do lower down the
hierarchy. There has also been little progress in the last three years in the number of women
moving into executive positions (Maitland, 2003).

Corporate diversity efforts have to be given more punch. One step is to move
responsibility out of human resources and to put it in the hands of an executive with direct
access to the board and CEO (Phillips, 2009).
Research from the Public Sector
According to the Inter-Parliamentary Union (IPU), when it comes to political
representation, women also experience a glass ceiling effect although in some cases, such as
in the Scandinavian countries, they have managed to climb higher than in the corporate world
- 12 -
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of the private sector. In 1999, for example, Finland elected its first women President. The
world average for women representatives in national parliaments stood at 13 per cent in
1999, with 13.4 per cent of these in the single or lower house and 10.9 per cent in the upper
house or senate (IPU, 1999).
Gender discrimination remains evident among male counterparts in regards to salary and
rank. This can be due, because women are underrepresented in executive roles, and roles,
and female advancement in management is condensed because women describe themselves
as having self-concepts that make them less suitable than men for management. (Fox, 1999)
Women have proven to be powerful leaders, managers, and executive directors, but when
it comes to gender breakdown, men still hold the advantage no matter the experience, level of
education, or position. The scope of the problem lies in the gender disparity, “because social
status and power are confounded with gender, the playing field is tilted for women leaders
before they even begin to act as leaders” (Yoder, 2001)
As for the choices women make in the types of education they acquire, the future
consequences are difficult to assess. Women’s decisions may be a function of internalized
stereotypes about the skills and aptitudes that women (nurturing, service-oriented) and men
(technical) have or ought to have. It is difficult to root out stereotypes that are deeply
embedded in primary and secondary socialization. Others have speculated that some of the
differences in occupational choice have their source in innate biological difference, which are
even less amenable to change. (Pinker 2002)
Summary - How bad is the Problem?
The glass ceiling as defined in “Human Resource Management” is the invisible barrier in
organizations that prevents many women and minorities from achieving top-level
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management positions. The glass ceiling is a form of discrimination in the work force.
Except, the fact that it is very hard to provide evidence that you are the victim of the glass
ceiling, because most of the evidence in the case is circumstantial and is not hard evidence so
in order to be able sue for this you must present a specific example where you were
discriminated against. The glass ceiling is a very serious kind of discrimination which cause
many minorities, women, and immigrants to be only able to reach a certain point in their
career and just be stuck in that position and not be able to reach their full potential just
because of the that fact.
Many of the top administrator positions were held by individuals who entered state
service at the non-custody level to include the education and maintenance (free-staff) levels
and spent their entire careers in that area. Promoting to the executive level on the custody
side can be achieved by meeting the educational eligibility and pay range criteria’s, these
individuals are able to promote up through the custody administrative executive levels.
The Joint Commission of Correctional Manpower and Training also recognized high
school graduation as the usual requirement for line correctional jobs. It was reasoned that this
requirement was related to the demands of the job which called for stability and technical
reading and writing ability (Commission on Correctional Manpower 1974). The National
Advisory Commission on Criminal Justice Standards and Goals recommended that
“qualification for correctional staff members be set at the state level and include the
requirement of a high school diploma” (National Advisory Commission 1973). While the
implication of the NAC was toward improving the quality of personnel, it did not make
specific recommendations for increasing the minimum hiring qualifications beyond a high
school graduation.

- 14 -
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Why Women (and Minorities) Don’t Complain of Discrimination
If the glass ceiling does exist, then why don’t women (and minorities) in management
formally complain of discrimination? Schwartz (1971:57-58) suggested several reasons:
1.

A more subtle discrimination at the management level than at the lower levels within
an organization. For example, management encouraged women and minorities to seek
higher positions but management seems not to find the “right” person with the “right”
qualifications.

2.

Women and feel sex discrimination litigation as unprofessional and conflicts with
their professional ethics.

3. Women’s aspiration levels appear to some observers to be lower than men.
Management assumes that women find their need gratification from marriage and
family.
4. Women are traditionally not expected to pursue a career; therefore, being a manager
has been viewed as unfeminine.
5. Some women have psychologically accepted a secondary role in the organization
without major complaint.
Solutions
A number of organizations have pursued three types of positive action with some success:
the development of non-discriminatory recruitment, training and promotion procedures; the
monitoring of the distribution of the sexes across functions and grades; setting of goals and
targets. The results, though, have been mixed.
Each institution should also develop and Equal Employment Opportunity
(EEO)/Affirmative Action Office steering committee that will work closely with the AAO.

- 15 -
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The members of the committee should be selected from members of the management and
non-management group. A well-balanced representation from the women, ethnic minorities,
and whites should be well-planned by the executive staff, to include the Warden, CDW’s,
Human Resources (HR), and AAO. The members should be appointed by the Warden for a
two year term.
As mentioned earlier, the support and commitment starts from the very top, that being the
Director of CDCR, to the issues of cultural diversity and equal employment opportunity is
the most critical requirement. A committed leader encourages voluntary change and
compliance which in turn leads to effective organizational accountability.

Private Sector Solutions
In the private sector, positive action initiatives are usually voluntary and have so far been
fairly limited. In some ways, the numbers reflect a long-standing disparity in the American
workplace. The last generation has seen women make great strides – Census Department
figures from the last nationwide headcount show that women made up 47% of the U.S.
personnel headcount, up from 38% in 1970. According to the same database, women are
now more than half the employees in major occupations such as sales and office jobs, as well
as in service and professional positions. Yet, despite these gains the Census Bureau’s 2006
calculations show that women on average earned 77 cents for every dollar men take home.
(Census, 2006)
The percentage of women officials and managers in the private sector has increased from
just over 29 percent in 1990 to just over 36 percent in 2002 (U.S. Equal Employment
Opportunity Commission, 2004). In the for-profit sector, "industries with a high proportion
- 16 -
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of women in headquarters management are more likely to have disparities between the men
and women in field management pools and less likely to have such disparities in white collar
pools. Conversely, industries with a low proportion of women in headquarters management
are less likely to have disparities in field management pools and more likely to have
disparities from white collar pools" (U.S. Equal Employment Opportunity Commission,
2004)
That said, a number of factors transform the “glass ceiling” that women and minorities
from entering the highest levels of the administrative management executive ranks in CDCR
into
a concrete barrier. There’s no way to sugarcoat the overall numbers: When it comes to
promoting people of color and women to the executive level, CDCR still has its work cut
outand quite a lot more to do by most indications.
Higher education preparation of correctional staff has been surfacing as a major issue in
the American penal system for over fifty years. Since 1931 virtually every important study of
the system has focused on the generally low level of education found among large numbers
of correctional personnel and identified it as a primary weakness in the system. However, to
speak of the lack of education for correctional personnel in the aggregate would be
misleading, due to the varied, diverse and complex system. Each occupational segment
contained within the correctional framework has an array of different functions,
responsibilities and duties, each of which has specific requirements for educational
preparation.

Within any given agency or occupation, it is possible to find jobs that

requirement whatsoever. (Ross, 1989)
Public Sector Solutions
- 17 -
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Higher education is suppose to reduce time required for movement in rank and assignment
to
specialized positions and was positively correlated to promotion into supervisory and
administrative posts. Implications are that higher educated officers will enhance an officer's
probability of rising to the top regardless of whether the agency requires a college degree as a
precondition of employment. However, while the results are very encouraging for those
academics who believe law enforcement officers should possess higher levels of education, it
is
not specific regarding the type of education officers should possess. (Camp, 1997)
Specific Policies and Practices that are Barriers to Hiring and Promotion of Qualified
Women and Minorities:
The U.S. Department of labor reported in the Glass Ceiling Initiative (1991; 20-23) the
attitudinal and organizational barriers found in the pilot studies of nine companies. The
result explains why opportunities for advancement are restricted for minorities and women,
and these are:
1.

Recruitment practices. Companies fill management vacancies from within. In this
particular case, tenure plays a major role in the promotion process that minorities and
women don’t have. When there is no right internal candidate, then candidates from
management were recruited from three sources:
a.

Word of mouth referrals. This is conducted outside the formal recruitment
process.

b.

Employee referrals. This is where the “HOMIE Hook-Up” comes into play. A
favor for a favor. This type of practice was conducted amongst the already
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executive personnel. “You take care of this one for me, and I will return the favor
at a later date.
2. Lack of access of women and minorities to developmental practices and credentials
such as special projects and special committees. In other words, women and
minorities are not given assignments that would build or enhance their competency
levels.
3.

Lack of responsibility and accountability by top-level managers for the promotion of
equal opportunity.

Similarly, Joy Cunningham (1992:21) cited a study done by a research organization called
Catalyst. The research found that top-level executives were in agreement that line experience
is a critical step for advancement. However, “top-level executives perceived a risk in
offering women line positions.” Thus, preventing women from obtaining this pivotal
experience. As a consequence, this prevents women from further advancement.
(Cunningham, 1992:21) Again, Cunningham (1992:21) cited a Business Week article
wherein “some black middle managers feel being shunted into human resources and public
relation – jobs that often spell dead-end in the corporation”. Cunningham notes that there
also identified intangible barriers such as the lack of access to networks and mentors,
expectations and requirements of relocations, assumptions and attitudes about balancing
career and family, and the discomfort men feel in relating to women as colleagues.
(Cunningham, 1992:21)
Corrections, according to the Clarke and Lyman (2004), is like a mosaic with many
different types of pieces that fit together to make a whole. It is important that the corrections
industry attract a diverse workforce to respond to the diverse needs of the corrections
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population. One of the first tasks in selecting the right employees for an organization is to
develop a recruitment plan that is sensitive to the organization’s mission. Four core
recruitment strategies should be employed: branding, pursuit of a diverse labor pool,
marketing, and public relations.
One common denominator about the problem has been summed up by Evangeline Swift
(1992:-1993:35) when she said “that women are assumed to be incompetent by some
managers until proven otherwise, while men are assumed to be competent unless and until
they demonstrate that they are not.”
Camp and Langan (2004) conducted the Prison Social Climate Survey (PSCS) that
provided the following findings: In this research study, focus was placed on the perceptions
about job opportunities in an actual organization, a large correctional agency. The study
examined the impact of management practices on perceptions of job opportunities in three
areas: (1) whether management practices affected the overall perceptions of differences in
opportunities held by staff; (2) what types of contextual factors affected employee
perceptions of fairness in promotions; and (3) whether differences between respondents
perceptions about their own job advancement opportunities and those of minorities and
women were amenable to change or were fixed. Data were taken from the 2001
administration of the PSCS. The general finding of the study, at least with regard to the
limited issue of workers perceptions about job advancement opportunities, was both good
and bad. The good news was that management practices did appear to have some impact on
the size of the gap that respondents provided between their own chances for job advancement
and those of women and minorities. However, the bad news was that management practices
appeared to have no impact on mitigating the differences between men and women or
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between African-Americans and Whites in making implicit comparisons of job opportunities.
The research suggests that the ability to influence workers attitudes about equal opportunities
in the workplace may be less than commonly supposed.
Jurik and Martin (2001), state that the upper-middle-class women reformers entered the
criminal justice arena in the 19th century as specialists to serve and protect poor, immigrant
women and children. They aimed to reform corrupt and ineffective criminal justice practices
by establishing women's prisons and police bureau’s.
Other commissions and professional associations have supported the establishment of
minimum educational standards. The American Correctional Association (ACA), although
recognizing high school graduation as the usual education requirement, suggested that
correctional administrators assist in upgrading educational levels by helping in the
development of two-year undergraduate programs (ACA 1974).
Commitment to equality in the public sector has indeed improved the situation of
minorities and women, but this has occurred at a slow pace because of insufficient resources
or restructuring within public service.
Summary
A study that probes the relationship of actual promotion-seeking behavior and perceptions
of the ability of promotions to satisfy employee needs. It uses Stephenson's (1953) Q
methodology, designed to study individual subjectivity. Given a representative sample of
ideas or objects concerning a particular phenomenon, participants are asked to model their
subjective perceptions of the phenomenon by arranging selected items according to some
criterion. The sample comprised 64 officers in the Lexington, Kentucky Police Department.
Promotions to a great extent did not serve as a motivating force, primarily because the
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department has made the job of police officer so rewarding and attractive by implementing
community policing and providing a superior benefit package. Consequently, the selfselection process whereby officers fail to participate in the promotional process may
adversely affect the department's overall organizational health. Because the department had
previously delegated more authority and responsibility to officers, all that remains is to
enhance the benefits of being a sergeant. Giscombe and Phillips (2009), agree that financial
incentives can move things along as well. “Companies have to put in place a strong sense of
accountability,” says Gicombe, “Everyone who oversees the initiative has to know that there
is positive or negative reinforcement to back it up. Employees will support the effort more if
they see that there’s a positive impact to the bottom line.
Public Policy on discrimination, EEO, etc...
National policies and programmers promoting equality between men and women are
usually broadly based and cover all walks of life. While these do not always directly address
the issue of women in decision-making, they do provide an important framework and a basis
for specific action in that area. Employers’ and workers’ organizations, together with a range
of women’s organizations, are also key actors in raising awareness, implementing national
policies and developing innovative measures that enable women to attain and perform well in
management positions.
Equal opportunity for advancement in the workplace and equal compensation for similar
work is supported by U.S. legislation. Yet, equality for women and minorities in the
workplace is presented in literature as a reality distant from today. According to the
Congressional Research Service of the Library of Congress, the issue termed "pay equity", or
more recently, "fair pay", originates from the pervasive fact that women as a group are paid
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less than men (Levine, 2001). The U.S. Equal Employment Opportunity Commission
(EEOC) established the Equal Pay Act in 1963, requiring that men and women be given
equal pay for equal work in the same establishment. Although the wage gap has narrowed, it
still remains an ongoing challenge. (U.S. Department of Labor, 2005).

Historically, there have been arguments about what Affirmative Action (AA) really is.
The basis of the argument for the most part, debates the goal(s) of AA. Is the goal of AA to
erase past inequities for the disabled, minorities and/or women without protest? Or is
Affirmative Action a culture or spirit that rewards diversity and differences?
In many cases, employment legislation has been quite effective in eliminating formal legal
and institutional discrimination. However, enforcement mechanisms such as penalties or
positive action measures have not always been adequate enough to ensure equality in
practice.
Equality clauses are also increasingly included in collective agreements. Nonetheless, efforts
are still necessary to achieve gender equality in the labor market.

EEO within CDCR
According to the Census’s statistics of 2000, America has had the largest population
increase of 13.2 percent in the history. Moreover, the statistics also showed that California is
the number one state with the most Americans living there along with minorities. The
statistics have become one of the most important areas for public administrator’s to consider
when it comes to making decisions about businesses, education, and government.
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As said by the Census, in the government field, “all levels of government need
information on race and Hispanic origin to implement and evaluate programs such as the
Equal Employment Opportunity Act, the Civil Right Act, the Voting Right Act, and the
Public Health Act” (Population Profile of the United States, 2000). For the California
Department of Corrections and Rehabilitation (CDCR), all the above programs have been of
extremely importance along with the statistics in order to include the diversity in their
department. One of the ways, in which CDCR has made sure to promote, is diversity. By
implementing the state’s Equal Employment Opportunity (EEO) policy, that allows everyone
the opportunity to qualified for most jobs. This policy protects, “job applicants and
employee’s based on merit, and prohibits illegal discrimination in every aspect of personnel
policies and employment practices. This also includes recruitment, examining, hiring,
promoting training, work assignments, work environment, and other benefits and privileges
of employment” (www.dof.ca.gov).
The department of corrections can and will be recognized as a department that promotes
equal opportunities to all regardless of race, color, creed, national origin, ancestry, sex,
marital status, disability, religious or political affiliation, age, or sexual orientation
(www.dof.ca.gov). Their goal is to enhance diversity image and reputation, and what that
means is, attract more minorities, females and develop strategies to retain and increase
diversity in their work place.
The department’s diversity program is important for many aspects, because diversity
brings better relationships and communication among co-workers, inmates, and the public.
Also, diversity allows for different prospective and ideas into the work environment.
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Diversity has also become important for the department, because of the civil rights laws
enacted, which ultimately avoids lawsuits.
Unfortunately, Affirmative Action no longer exists. This means that CDCR can still
openly practice discrimination without fear. The hiring of minorities is a past tense, and
getting worst. Some could say that we, as a whole have come a long way from the 1950’s
and 60’s. Unfortunately, that would be far from the truth. CDCR has taken steps backwards,
instead of forward. Numbers don’t lie, they tell a story about the facts. Their position will
be that “why do you need this information?” This position denies the existence of any
systemic code of silence, often resulting in political survival for the top administrator.
Reform efforts must be directed at the virtues of truthfulness and loyalty. The hiring
process, in reality, is a form of misguided loyalty. For loyalty to be virtuous, it must be
directed at the proper end.
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CDCR Demographics
How many employees?
See Appendix Table A for the total CDCR population as of March 2009, by ethnic
grouping as well as the demographic profile of each classification is presented in Appendix
Table A-1 thru A-5.
A table of the CDCR State Work Force Data Ethnic Survey by Job Category Report as of
March 31, 2009 by Ethnic Grouping from Correctional Officer (Adult/Youth Authority) thru
Major (Youth Authority) is presented in Appendix Table A-1. Appendix A-2 represents
Correctional Counselor I (Adult/Youth Authority) thru Correctional Counselor III. Appendix
Table A-3 represents Parole I (Adult/Youth Authority) thru Parole III. Appendix Table A-4
represents Special Agent I thru Special Agent –In-Charge. Appendix Table A-5 represents
Parole Agent III thru Executive Administrative Level.
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Data on the Changing Minority and Women Demographics In CDCR
The purpose of presenting this data on the growing population of women and ethnic
minorities in CDCR is important, since this growth corresponds to the growth in public
service; as well in literature describing civil service agency’s encountered by this agency, in
trying to raise the level of underrepresented minorities in the work force. Specifically, this
data is a basis for concerns, for the growing number of roles to be filled by minority group’s
members at the executive level at CDCR. This is especially true of women and other
minorities Correctional Counselors, in light of the rapidly growing minority population
throughout CDCR.
According to the March 31, 2009, Utilization Analysis Work Sheet, the state work force
data indicated that the White ethnic group under CDCR ranging from Correctional Officer up
thru Correctional Counselor III, held the highest in retention while fulfilling these positions.
The growth in the proportion of minority group members entering CDCR was largely due
to the Affirmation action Programs of the 1960’s. The growing number of minority group’s
members at the professional levels is primarily a recent phenomenon in CDCR, although
their representation continues to be disproportionate.
Diversity trends
Throughout history, women have proven to be capable leaders in their place of
employment and their community. Some were often seen in the public light and many were
never to be heard of. Nevertheless, for centuries women have held notable positions that
required strong leadership, direction, and vision. Even today, women are more involved in
leadership than ever before, women are more experienced and are willing to expand their
knowledge base. Women
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have made phenomenal strides to have a voice and presence now, but what does remain from
history to now be the issue of gender disparity.
Gender disparity is something that affects women in the public, private, and nonprofit
sectors in very similar ways. All too often, it can be seen in pay differential, promotion, and
every other aspect of the playing field. Women have a major disadvantage when it comes to
gender disparity because it has occurred for so long. Women account for 70 percent of the
nonprofit sector (Manzo, 2004), 46.8 percent in management positions, and 23.5 percent as
CEOs of organizations (National Data Book, 2003).
However, gender discrimination remains evident among male counterparts in regards to
salary and rank. This can be, because women are underrepresented in the executive roles,
and female advancement in management is condensed because women describe themselves
as having self-concepts that make them less suitable than men for management. (Fox, 1999).
Methodology
Case Study Methodology
A case study is one of several ways of doing research whether it is social science related
or even socially related. It is an intensive study of a single group, incident, or community.
According to Shepard, 2003, other ways include experiments, surveys, multiple histories, and
analysis of archival information (Yin, 2002).
Rather than using samples and following a rigid protocol to examine limited number
of variables, case study methods involve an in-depth, longitudinal examination of a single
instance or event: a case. They provide a systematic way of looking at events, collecting
data, analyzing information, and reporting the results. As a result the researcher may gain a
sharpened understanding of why the instance happened as it did, and what might become
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important to look at more extensively in future research. Case studies lend themselves to
both generating and testing hypotheses (Flyvbjerg, 2006).
Summary of the Chapter
There’s no way to sugarcoat the overall numbers: When it comes to promoting people of
color and women to the executive level, CDCR still has its work cut out-and quite a lot to do
by
most indications. The CDCR prison system employs over 36,000 custody and non-custody
personnel. CDCR is one of the largest non-profit organizations in the state of California that
directs its mission and goals toward diversity and equal opportunity. Past hiring practices
with problems surrounding it are currently and unfortunately being utilized as current
procedures today. This has caused racial and gender imbalances amongst the executive
administrative and managerial levels. Some of these problems have been identified as: the
absence of Affirmative Action, playing the favoritism game, and less qualified applicants
filling job positions. Given the small number of minorities employed with the department,
there is a large discrepancy with promotions and upward mobility.
The department of corrections can and will be recognized as a department that promotes
equal opportunities to all regardless of race, color, creed, national origin, ancestry, sex,
marital status, disability, religious or political affiliation, age, or sexual orientation. Their
goal is to enhance diversity image and reputation, and what that means is, attract more
minorities, females and develop strategies to retain and increase diversity in their work place.
The department’s diversity program is important for many aspects, because diversity brings
better relationships and communication among co-workers, inmates, and the public. Also,
diversity allows for different prospective and ideas into the work environment. Diversity has
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also become important for the department, because of the civil rights laws enacted, which
ultimately avoids lawsuits.
Diversity in management, or lack thereof, is having the same mixture of women, blacks,
and other minorities in management positions as there is in that local population. What this
plan will identify is some of the facts that the department will have to face in regards to
diversifying there workforce and there management. Also, it will discuss, that while the
upper and middle management of many companies is becoming more diverse; CDCR is not.
We have to remember that having diversified workforce is not something a company should
have; actually it is something that has happened or is soon going to happen, due to the fact
that we have a more diversified population. This is why it is important that we train our
management to deal with this inevitability. To the extent of the lack of diversity in
management, it is somewhat alarming to see that while we have a rapid increase in the
diversity of our population, we don’t have well-diversified management throughout the 34
institutions in the state.
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Chapter 3

Let’s Go Get Promoted: Upward Mobility Project Plan
Overview of Chapter
In this chapter, I will identify the strengths and weaknesses of the glass ceiling and how
it effects CDCR. My Project Plan is provided, which contains the five components of an
effective Upward Mobility Program (UMP) will be addressed. The responsibilities and how
to select employees to participate in the UMP activities will be reviewed.

Career

Development Plans and the establishment of the Upward Mobility Goals are provided.
Information on UMP efforts, along with how to get approval of the Upward Mobility Goals
and Program Efforts.
CDCR’s approach to Glass Ceiling – Strengths & Weaknesses
An upward mobility program is an important part of CDCR’s overall employment
program for a number of reasons: (1) It can aid in meeting the department’s labor needs in
jobs where recruitment is becoming increasingly competitive and difficult; (2) It can be an
incentive to motivate employees in the lower level occupations to improve their
qualifications and become more valuable to the department; and (3) It can assist the
department’s affirmative action efforts by increasing the number of qualified minorities and
women available to hire into the professional and administrative positions.
Changes in demographics are the reality between now and the next century. America’s
work force will be more diverse by the year 2010, only 15 percent of the new entrants into
the labor force will be white men, the rest will be women and ethnic minorities. The most
relevant question of today then is no longer the entrants of women and minorities into the
workforce or their successful placement in the mid-levels and higher range of management,
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but why women and minorities are significantly under-represented at the top management
level. (Fox, 1999)
My Proposal
The Components of an Effective Upward Mobility Program (UMP)
The CDCR should incorporate, within their resources, the following components in their
upward mobility program:
•

Career counseling

•

Academic counseling

•

In-service and out-service training

•

Training and development assignments

•

On-the-job training

Responsibilities for Upward Mobility Program (UMP)
UMP is the joint responsibility of the employee and the department. Employees must be
motivated to seek out opportunities, prepare formal career development plans, and be willing
to work hard to develop their knowledge, skills and abilities to become competitive for
appointment to technical, professional, and administrative jobs. No employee participating
in upward mobility efforts is guaranteed promotion. All employees, however, are entitled to
have a fair and equal opportunity to be considered for advancement.
Within its available monetary and staffing resources, the department must be an active
participant in the UMP for its employees in low-paying occupations. This means developing
and publishing training and job opportunities, establishing fair criteria for selecting
employees to participate in UMP activities, and providing assistance to employees in their
development efforts. To help ensure an effective UMP, each institution needs to have an
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upward mobility program coordinator to plan, coordinate, monitor and report on each
facility’s upward mobility efforts.
Selecting Employees to Participate in Upward Mobility Activities
CDCR must develop criteria for selecting employees to participate in their upward
mobility program. The overriding principle that must be followed is that each interested
employee must have an equal opportunity to be considered for participation in the upward
mobility activities. This does not mean, however, that all must be selected to participate.
Institutions may limit participation if done fairly. This means that each candidate’s
applications will be reviewed and those that best meet the requirements will be selected into
the program. Fairness means clearly and prominently announcing upward mobility training
activities and appointment opportunities to all potentially interested employees (i.e.,
minimum posting of announcements is five working days), having selection criteria that are
as objective as possible, and applying them in a consistent manner.
Some factors that may be considered in selecting employees for participation include the
following:
•

staffing needs of the department (Upward Mobility Programs can be focused on
jobs with recruitment problems. Institutions are not required to train employees
for jobs with very limited opportunity for advancement.);

•

specific institutional upward mobility objectives, e.g., to increase participation in
upward mobility activities by a certain percentage, etc.;

•

funds and other resources available for training and development of staff (the size
of each institutional budget and staff will impact the size of an appropriate, i.e.,
“good faith”, upward mobility effort);
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•

the employee’s status within CDCR (e.g., an employee with permanent status may
have priority over one without status; a full-time employee might have priority
over a part-time, or intermittent employee, etc.);

•

the employee’s performance in his/her current position (institutions do not have to
select employees that are having performance problems in their current position.);

•

motivation of the employee to seek out upward mobility opportunities and to
work hard to complete career development plans. Motivation may be
demonstrated by past self-development efforts and current career plans and efforts
to prepare for advancement that the employee has initiated;

•

potential of the employee for advancement (i.e., knowledge, skills, and abilities).
Potential may be measured through an assessment of how ready the employee is
for advancement and how long it will require the person to become competitive
for promotion through upward mobility training efforts. This might be measured
in an examination for a bridging class, or screening interviews for participation in
other upward mobility activities; and

•

the relevance of the upward mobility activity to the employee’s career goals (the
department does not have to select an employee for training that is unrelated to
his/her career development goal).

Career Development Plans
All employees selected by an institution for special upward mobility assistance should
complete a formal career development plan. The plan should outline the specific career
objectives, the steps that will be taken to develop the employee’s knowledge, skills and
abilities, and the estimated timetable for promoting to an entry technical, professional or
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administrative position. The development of the plan should be a cooperative effort between
the employee and his/her supervisor, a departmental trainer, or other appropriate
departmental representative. The plan should be agreed to and signed by both the employee
and the departmental representative. If the employee does not maintain satisfactory
performance on the job, or does not maintain good standing in academic or other training
activities, the department may discontinue the career development plan.
Establishment of Numerical Upward Mobility Goals
Each institution will be required to develop goals and timetables on an annually bases,
which include the number of employees in the lower-level occupations expected to progress
to entry technical, professional, and administrative positions. Upward mobility goals,
however, cannot be based on underutilization, meaning that these goals should not be
unobtainable, as are goals for minorities, women, and persons with disabilities. There are no
specific parity numbers upon which to base goals. Instead, institutions must base goals on an
analysis of the past history of appointments to entry technical, professional and
administrative positions, the number of anticipated appointment opportunities to those entry
classes in the coming fiscal year, and the availability of qualified upward mobility candidates
eligible for appointment.
The following steps were originally developed by the Office of Civil Rights, State
Personnel Board, however, they have been reconstructed to fit the needs and requirements of
this Project Plan for CDCR. The following are suggested in developing these goals:
Step #1 Identify every professional and administrative classifications used by the
department that can provide an upward mobility opportunity for employees in lowlevel occupations (i.e., classes which are typically the lowest level in a class series,
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having positions that are typically filled using open eligible lists). Provide a list of
these classes to the Civil Rights Programs Unit at the State Personnel Board (SPB).
Step #2 Identify the average number of appointments that have been made to each entry
class over a three year period and the number and percentage that were employees
advancing from a classification in a lower level occupation.
Note: The SPB can provide each institution with a report on appointments for the
past three years to the professional and administrative classes. Each institution
program may request this report, at no charge, from the Employment Goals
Coordinator in the Civil Rights Programs Unit. (See Figure 1, sample report
below.)
Figure 1 SAMPLE REPORT - 1

Data include open and
promotional appointments and
transfers to the classes listed, i.e.,
upward mobility opportunities.

Source: California State Personnel Board, Office of Civil Rights, 2008-09 FY.
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Step #3 Estimate the number of anticipated appointments that will be made during the new
fiscal year for each class using the information from Step #2 and any other relevant
information, e.g., program or budget increases or reductions, etc.
Step #4 Identify the total number of persons on open and promotional eligible lists for each
entry technical, professional, and administrative class, and/or estimate the number
who will qualify through exams scheduled during the year. These are the qualified
candidates available for appointment.
Step #5 Identify the number and percentage of CDCR employees in lower level
occupations on eligible lists for each entry professional and administrative class,
and/or estimate the number who will qualify through exams scheduled during the
fiscal year (i.e., the available qualified upward mobility candidates).
Note: Upon request, the SPB will provide CDCR with a report on the total
number of persons and upward mobility employees on eligible lists for entry
classes in the Central Certification System (CCS). The CCS is a statewide
master listing of the eligible candidates available for appointment (promotion).
(See Figure 2, sample report below.) Each institution may request the report from
the Employment Goals Coordinator, in the SPB’s Civil Rights Programs Unit.
There is no cost for the report. (See Appendix C) Summary of Upwards Mobility
Report. The institutions must use their own data for classes not in the CCS.
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Figure 2

SAMPLE REPORT- 2

Eligibles available include those on open
and promotional lists for the entry classes.
Source: California State Personnel Board, Office of Civil Rights, 2008-09 FY
Step #6 Reviews and analyze all available information that may affect the establishment of
upward mobility goals…
•

the history of appointments to entry technical, professional and administrative
classes over the last three years from Step #2;

•

the estimated number of appointments to appropriate entry classes anticipated
for the new fiscal year from Step #3

•

the availability of upward mobility candidates on eligible lists from Steps #5;

Establish a reasonable upward mobility appointment goal for the new fiscal year
for each professional and administrative class where one or more upward mobility
appointments are expected. Not all entry classes will provide an opportunity for
upward mobility advancement each year. Some classes may never provide good
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opportunities because of the type and amount of their minimum requirements. If
for some reason an institution is unable to set an upward mobility goal for an
appropriate professional or administrative class, it must explain why a goal cannot
be established.
Since upward mobility goals are to be established on an annual basis, and goal
accomplishment is to be measured at the end of each year, it is unnecessary for
departments to set multi-year timetables.
Information on Upward Mobility Efforts
When a department submits its annual numerical upward mobility goals to the SPB for
review and approval, it must also submit a description of the actions it is taking, or will take,
that demonstrate a good faith effort to comply with the upward mobility requirements. The
institution’s upward mobility programs require positive action to develop and prepare
employees in the lower-paying occupations for advancement to the professional and
administrative positions. Also include the number of employees formally participating in the
department’s upward mobility activities (e.g. the number in Training & Development T & D
assignments, the number receiving financial assistance from the department to take college
courses, etc.).
Approval of Upward Mobility Goals and Program Efforts
The SPB will review each department’s upward mobility information and determine
whether it appears the department is making a good faith effort to develop opportunities and
to assist employees in low-paying occupations to develop and advance. The Board will
provide a formal written response to departments either approving or requiring modification
to their upward mobility goals and program efforts
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Why this proposal is important to the future of CDCR
It is important to research such cases in order to improve upon ethical and moral issues in
departments at large. To expose structural problems within a department allows for future
improvements in their hiring practices and promises to provide positive interaction with all
those who wish to be promoted.
Reform efforts must be directed at the virtues of truthfulness and loyalty. Increasing
diversity presents a double-edged sword; hence the challenge of managing diversity is to
create conditions that minimize its potential to be a performance barrier while maximizing its
potential to enhance institutional performance. The potential barriers to diversity are the
presence of diversity in an institution or department can create obstacles to high performance
for several reasons. Diversity can reduce the effectiveness of communication and increase
conflict among workers. Diversity-related effects such s identity harassment and
discrimination behaviors can increase institutional costs.
To use the three points that directly relate to why diversity will benefit the CDCR, I have
to use Harvey & Allard (2002), Understanding and Managing Diversity. It describes
management’s strategic responses for managing framework of their perspectives. “1)
proactive…acting in advance to deal with an expected difficulty; 2) accommodative… to do
a favor or service, or 3) a defensive mode... which is performed so as to avoid risk, danger,
or legal liability. Most organizations act in one of the three reactive modes. The response
that a public organization takes in this applied research will be discussed in terms of episodic,
freestanding and systemic implementation practices.
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Summary
Diversity is beneficial to both associates and employers. Although associates are
interdependent in the workplace, respecting individual differences can increase productivity.
Diversity in the workplace can reduce lawsuits and increase marketing opportunities,
recruitment, creativity, and business image (Esty, et al., 1995). In an era when flexibility and
creativity are keys to competitiveness, diversity is critical for an organization's success. Also,
the consequences (loss of time and money) should not be overlooked.
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Chapter 4
Overview of Chapter
Diversity is important to CDCR because the departments increasing growth, requires
more interaction among people from diverse cultures, beliefs, and backgrounds than ever
before. People no longer live and work in an insular marketplace; they are now part of a
worldwide economy with competition coming from nearly every continent. For this reason,
profit and non-profit organizations need diversity to become more creative and open to
change. Maximizing and capitalizing on workplace diversity has become an important issue
for management today.
Summary
In the first chapter I discussed how formal commitments to make a systematic change in
the hiring practices arena. I don’t foresee a change unless the upcoming leadership
implements a new strategic plan. If not, the department will continue to sustain their current
practices of hiring and recruiting a majority of white males. This is due to the fact that there
is no internal or external pressure to change their current practices.
In the second chapter, I presented why and how the glass ceiling came about and continue
to exist was the focus of interest in Chapter 2. The works of John P. Fernandez provided
profound reasons for: the limited success of equal opportunity, the lack of support from toplevel management, and why non-whites are at a much lower level than white women.
A discussion of the process of change and how to effect change in the organizational
system was presented with a goal of achieving a complete organizational transformation. A

- 42 -

Breaking the Glass Ceiling
top-level management education and re-education was the focus of the plan because without
the commitment from the top, the rest of the plan will simply become academic.
In chapter 3, I followed up with describing the strengths and weaknesses of the glass
ceiling. I also provided detailed description of my project proposal. In order to promote
equal opportunity in terms of hiring and advancement of women and minorities in the
department to the executive levels, should consider the five components mentioned in
Chapter 3. There are: Career counseling; academic counseling; in-service and out-of-service
training; training and development (T & D) assignments and on-the-job training.
Conclusions
A diverse workforce is a reflection of a changing world and marketplace. Diverse work
teams bring high value to organizations. Respecting individual differences will benefit the
workplace by creating a competitive edge and increasing work productivity. Diversity
management benefits associates by creating a fair and safe environment where everyone has
access to opportunities and challenges. Management tools in a diverse workforce should be
used to educate everyone about diversity and its issues, including laws and regulations. Most
workplaces are made up of diverse cultures, so organizations need to learn how to adapt to be
successful.
While the complexity of the system is acknowledged, the perception of many of the
commentators has been, to a great extent, that CDCR has been in the past the least educated
element of the criminal justice system. The major emphasis in corrections has been that of
custody and security, and personnel hired for the job have usually come from the less
educated areas of the population. Coupled with this factor have been other closely related
problems associated with corrections, such as the isolated rural location of many correctional
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institutions, poor pay, poor promotional opportunities, depressing working conditions, and
political interference. This has all served to discourage from correctional employment
persons whose education preparation provides them with better options.
While various commissions favor states establishing plans for coordinating criminal
justice education to ensure a sound academic continuity through to graduate level studies
(NAC, 1973), not one recommends that correctional officers possess a baccalaureate degree
as a minimum entry-level requirement. In general, commissions and professional
organizations recommend the high school diploma as an acceptable minimum requirement.
As the role of the correctional officer changes, higher education can significantly reduce
the collective conflict between the correctional officer and the prison. Education can be used
as a change agent in corrections by equipping the officer with the necessary skills; (problem
identification, analysis, and development alternatives) to meet the new demands facing
corrections. The value of higher education in corrections will result in a number of people
who have the breadth of understanding, the creativity, and motivation to bring about changes
in orientation, policies and resolve the many conflicting pressures that currently hamper their
effectiveness. (Giffin, 1980)
The impact of minorities and women within CDCR is not a new phenomenon. These
groups have always been a part of correctional safety. However, the majority of women have
not made significant inroads in positioning themselves at the top level management. On the
other hand, a phenomenon that is changing the face of the workforce is the growing evidence
of non-whites, who are even farther behind than white women. The only way for the
department to accept the present challenge and prepare for the next century is to accept the
fact that there are stereotyped attitudes concerning women and minorities from those who are
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in power. These stereotyped attitudes, though maybe subtle, are still forms of racism and
sexism. If this is allowed to continue, could significantly affect the competitive status of
CDCR. Therefore, a change in employment policies and practices should be mandatory.
This project is proposing a change. Part of the change that is difficult and uncertain for
this department is how to deal effectively with the human resources. One way of achieving
this is for the policy and decision makers to have sufficient knowledge in the appropriate
approach for changing the whole system.
The present situation of women and minorities is a tragedy that is about to happen unless
the department conducts their business differently. For the department to think that it is
‘business as usual’ or for women and minorities to wait for governmental interventions to
correct the problem is not an effective strategy for change. The glass ceiling that exists for
women and minorities demands immediate correction in a timelier manner to promote equity.
When it comes to promoting people of color and women to the executive level, CDCR still
has its work cut out-and quite a lot to do by most indications.
Finally, the institutions have not been responsive to the challenges of diversity primarily
because there is no pressure to do so. It has lacked in developing initiatives to recruit or
promote minorities and women in its executive levels. This department tends to hire people
it perceives as fitting the existing culture of their organization. This can and should change
with the proposed recommendations.
Recommendation
While the department should increase their education requirements for hiring and
promotion, they should continue to support and encourage post-entry college education so
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that those correctional officers who do not currently have a bachelor’s degree are allowed to
attain entry-level and promotional education requirements.
The plan also requires the need to establish measurable goals and specific timetables for
evaluating the success of the program. This can be accomplished by equal
opportunity/affirmative action steering comm1.25ittee in collaboration with the affirmative
action officer and the Warden, who would review and evaluate for continued development of
the plan against the established goals and timetables.
Finally, racial and gender imbalance continued to exist because of a legacy of inequality
within the department. This report should provide a "springboard" that will encourage
readers to discuss, identify and reduce attitudinal and other forms of organizational barriers
women and minorities encounter in advancing to management in different kinds of
workplace settings. Therefore, each Warden needs to individually commit their whole
organization to the promotion of cultural diversity and equal opportunity. The responsibility
and accountability rest on that Warden, because the energy, power, and fulfillment of a
vision have to be generated by the Warden at each individual institution.
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APPENDIX B
Table B-1 thru B-7
Table B-1: This alignment chart shows the minimum requirements for promoting to the next
job classification.
Correctional Officers Promotional Chart
Lieutenant
(Lt)

Can promote with no educational requirements
Can be used as a Lateral transfer promotion

Must meet eligibility criteria to take test
Education is optional

Sergeant
(Sgt)

Can promote with no educational requirements
Can be used as a Lateral transfer promotion

Must meet eligibility criteria to take test
Education is optional

Correctional Officer
(CO)

Correctional
Counselor I
(CCI)

Educational Requirements are Mandatory
Must meet eligibility criteria to take test

Entry Level

Lateral is available at this level, must be a
Training & Development (T&D) position

Appendix B-1
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Table B-2: This alignment chart shows the minimum requirements for promoting to the next
job classification.

Correctional Counselor I Promotional Chart
Correctional Captain (Capt)
Facility/Custody

Lateral job position transfer
No additional education required

No Educational Requirements

Lieutenant
(Lt)

Correctional Counselor III

Minimum of Education Requirements

Lateral job position transfer
No additional education required

No Educational Requirements

Correctional Counselor II
Supervisor/Specialist
CCII
Minimum of Education Requirements

Lateral job position transfer

Sergeant
(Sgt)

Lateral job position transfer
No additional education required

Correctional Counselor I
CCI

Civilian (not a State worker)
(Minimum requirements of a
Graduate degree within a
selected discipline)

Appendix B-2
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Table B-3: This alignment chart shows the minimum requirements for promoting to the next
job classification.

California Youth Authority (CYA) Correctional Officer Promotional Chart
CYA
Major

CYA
Captain
No Educational Requirements

Treatment
Team
Supervisor
Minimum of Education Requirements

CYA
Lt.

CYA
CCII
(Supervisor)

No Educational Requirements

CYA
SGT

Minimum of Education Requirements

No Educational Requirements

CYA
CCI

CYA
CORR
OFFICER

Appendix B-3
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Table B-4: This alignment chart shows the minimum requirements for promoting to the next
job classification.

Parole Agent Promotional Chart
Parole Agent III

Parole Agent III/ CYA

Parole Agent
II/Sup/Spec (Adult)

Parole Agent IISup/Spec (CYA)

Parole Agent I (CYA)

Parole Agent I (Adult)

Board Prison Terms –
Parole Agent

Must have or achieved a minimum of an Undergraduate degree from an accredited
college or University.

Appendix B-4
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Table B-5: This alignment chart shows the minimum requirements for promoting to the next
job classification.
Special Agent I Promotional Chart

Special Agent
In-Charge

Special Agent I
Specialist

Special Agent
Supervisor

Must have or achieved a minimum of an Undergraduate degree from an accredited
college or University.

Appendix B-5
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Table B-6: This alignment chart shows the minimum requirements for promoting to the next
job classification.

Facility/Correctional Captain (Adult) Promotional Chart

Captain
Facility/Custody

Correctional Counselor III
(Adult)

No Educational Requirements

Minimum of Education Requirements

Correctional
Lieutenant
(Adult)

Correctional Counselor II
Specialist/Supervisor

No Educational Requirements

Minimum of Education Requirements

Correctional Sergeant
(Adult)

Correctional Counselor I

No Educational Requirements

Minimum of Education Requirements

Correctional Officer
C/O

Appendix B-6
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Table B-7: This alignment chart shows the minimum requirements for promoting to the next
job classification.

Warden’s Promotional Chart

Warden
No Educational Requirements

Minimum of Education Requirements

Education Administrator
(i.e. Principal, Engineers)

Chief Deputy Warden

(Non-custody personnel)

Custody/Non-custody
personnel

No Educational Requirements

Minimum of Education Requirements

Associate Warden

Education Administrator
(i.e Vice-Principal, Engineers)

Custody/Non-custody
personnel

(Non-custody personnel)

CDW to Warden
No more testing required, this job is acquired by appointment only &
A formal Interview

AW to Chief Deputy Warden (CDW)
No more testing required, this job is acquired by appointment only &
A formal Interview

Appendix B-7
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APPENDIX C
Summary of Upwards Mobility Report
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APPENDIX D

Staffing and Ethnic Breakdown
D-1 thru D-5

Source: California State Personnel Board,
Ethnic & Matrix Semi-Annual Report 2008-2009
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Source: California State Personnel Board,
Ethnic & Matrix Semi-Annual Report 2008-2009
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Source: California State Personnel Board,
Ethnic & Matrix Semi-Annual Report 2008-2009
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Source: California State Personnel Board,
Ethnic & Matrix Semi-Annual Report 2008-2009
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