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SUBJECT

A briefing on the implementation of county policies to reduce the use of secure confinement for children and youth in King County. 

SUMMARY

At the request of the County Executive, Dr. Eric Trupin, a professor at the University of Washington and Vice-Chair of the Department of Psychiatry and Behavioral Sciences, prepared a review of the Children and Family Justice Center. This review included recommendations for changes to programming and the architectural design of the facility. 

In December of 2017, the Council approved Ordinance 18636 which adopted the recommendations of Dr. Trupin’s report as the policy of King County. The ordinance required the County Executive to implement those policies which were within the County’s authority under state law to implement and to submit an annual report regarding the progress toward implementation. This briefing will cover the first annual report submitted by the Executive, in response to Ordinance 18636. 

BACKGROUND 

In August 2012, King County voters approved a nine-year property tax levy lid lift[footnoteRef:1] to finance a new Children and Family Justice Center (CFJC) on the current site of the Youth Services Center at 12th Avenue and Alder, on the southwestern edge of Seattle's Central District. At that time, the estimated cost for the project was $210 million and consisted of replacement of courtrooms, offices, parking, and the detention facility.    [1:  Ordinance 17304 authorized placement on the August 7, 2012 ballot.] 


In May 2017, the Executive requested that Dr. Trupin review: 
· The impact of trauma on youth and the need to incorporate best practices into facility design; 
· Staff training and interactions with youth in detention to better understand our current and future facility needs regarding a therapeutic environment for youth, including services and spaces in the facility; and 
· Existing services in juvenile detention and how they could be better aligned with our community alternatives to detention and Safe Spaces proposal.

In August 2017, Dr. Trupin submitted a report entitled, “Working to Reduce the Use of Secure Confinement: A review of King County’s Children and Family Justice Center” (Trupin report) to the Executive. The report contained 195 recommendations and sub-recommendations across three broad categories: Guiding Recommendations that cover the system as a whole and the vision for juvenile justice, Architectural Recommendations that cover building design and layout and Program Recommendations which cover the services offered at the CFJC.

In December 2017, the Council passed Ordinance 18636, adopting the recommendations of the Trupin report as the policy of King County as they relate to juvenile justice reform. Specifically, the Ordinance:

· Directed the Executive to implement Trupin report recommendations that are consistent with State law and within the county's ability to enact;
· Requested that the Superior Court, Public Defender, and Prosecuting Attorney work with the Executive to implement “action as appropriate” as necessary for the implementation of the recommendations of the Trupin report;
· Encouraged the Executive, the Superior Court, Public Defender, and Prosecuting Attorney to consult additional reports which can contribute to the achievement of the reduction of the use of secure confinement for children and youth in King County;
· Instructed the Executive to convene and interbranch work group to collaborate on and coordinate the implementation of the Trupin report recommendations; and,
· Required the Executive to submit annual reports to the Council, beginning on June 30, 2018 through 2022, on the progress toward implementation of the Trupin report recommendations. 

ANALYSIS

Ordinance 18636 required the Executive to transmit a report, by June 30, 2018, that includes the following elements:

1. Actions taken to implement the policy guidance, including a summary of how each action advances policies and goals;
2. An accounting of the implementation to date of the recommendations of the Trupin report and the rationale for alternative measures taken in lieu or in addition to the report’s recommendations; and,
3. Recommendations by the Interbranch work group for changes to county operations, functions, structures including an assessment of the feasibility of establishing a county business unit with a focus on children and youth services, or policies that could advance this policy guidance. Recommendations should also include any legislation necessary to implement the recommendations.  

The report appears to meet the requirements of Ordinance 18636 and was transmitted by the required deadline of June 30, 2018. 

It is important to note that with the adoption of Ordinance 18636 the County signaled its intent to make a large number of significant changes to the juvenile justice system. The complexity of the juvenile justice system, including the shared responsibility of independent government entities, makes general policy changes in this arena a formidable task; even more so with the changes called for in Ordinance 18636. With this in mind, the intent of the annual report was not solely to receive a snapshot in time of progress made on various pieces of the plan, but rather to provide both a baseline through which future progress can be measured and an evaluation of the efforts made by the responsible entities toward solving the challenges in implementing such an ambitious plan. 

Therefore, this analysis is organized to focus on how the actions taken over the past year match up with the County’s adopted policies as described in the Trupin report, identifying the successes and challenges with implementing the policy guidance, and addressing the specific recommendations of the Interbranch work group as called for in Ordinance 18636.                
 
Overall Progress toward Implementing the Policy Guidance of Ordinance 18636  As noted earlier in this staff report, the Trupin report included 195 recommendations and sub-recommendations grouped under three broad categories. When the Trupin report was first submitted, the Executive did an initial review of the recommendations and provided some summary information as to how much of the report, in broad categories, is planned to be implemented without further action.[footnoteRef:2] Table 1 below provides a comparison of the Executive’s initial review of the Trupin report’s recommendations and of the current implementation status. [2:  Attachment 4: Trupin Recommendation Analysis Summary] 




Table 1: Trupin Report Recommendations Implementation Status
	Architectural / Building Design Recommendations

	2017 Initial Review
	2018 Update

	Already/Planning 
	Modified 
	Not/Non Exec. 
	Already/Planning 
	Modified 
	Not/Non Exec. 

	36%
	39%
	24%
	30%
	42%
	27%



	Programing/Policy Recommendations

	2017 Initial Review[footnoteRef:3] [3:  According to the Executive’s initial summary analysis, for about 7% there was disagreement among agencies as to which entity was responsible for implementation. As a result, the percentages for Programming/Policy Recommendations provided in Table 1 total more than 100%.   ] 

	2018 Update

	Already/Planning
	Modified
	Not
	No Status
	Already/Planning
	Modified
	Not 
	No Status

	47%
	24%
	4%
	31%
	53%
	27%
	7%
	13%



In Table 1, the “no status” column under programing/policy recommendations represents instances where a recommendation is outside Executive’s authority to enact and the implementation status is unknown. Recommendations outside of the Executive’s authority whose status is known were included in the other columns. The unknown status of many of the program/policy recommendations was an issue in the Executive’s initial review particularly with regards to recommendations falling under the authority of the Superior Court, which declined to participate in the Executive’s initial research efforts. As Table 1 illustrates however, the Court has provided more information on the steps taken to review and implement the Trupin report’s recommendations. This information was incorporated in the Executive’s 2018 update.[footnoteRef:4] Furthermore, the report notes that, “the Court has indicated that policy decisions related to some of the UW report recommendations are under review and consideration by the bench, with some policy decisions likely by late summer 2018. Subsequent reports due to the Council as required by Ordinance 18636 may reflect the outcomes of the Superior Court’s policy decisions.”  [4:  Appendix E is a Superior Court report on initiatives to reduce the use of secure detention and actions to address racial disproportionality. ] 


Detailed Accounting of Policy Guidance Implementation to Date The Executive’s report provides both highlights of the actions taken under each category and a crosswalk that gives an extensive account of the implementation status of the recommendations.[footnoteRef:5] This portion of the staff report will provide a general overview and identify some highlights of the steps taken by the county entities primarily responsible for implementing the policy guidance in Ordinance 18636. Given the sheer number of recommendation and sub recommendations however, information on specific actions can be reviewed in Appendix A of the Executive’s report.  [5:  Appendix A ] 


Guiding Recommendations The overarching themes of the Trupin report’s Guiding Recommendations are to reduce and ultimately eliminate youth detention and racial disparities in the juvenile justice system. To achieve this goal, the Trupin report calls for the development of a strategic plan, in collaboration with a community of stakeholders, that identifies the specific resources, measurements and timetables needed for success. 

The Executive’s 2018 report states that a “Road Map to Zero Youth Detention,” (Road Map), which is being developed in collaboration with impacted communities, including the Juvenile Justice Equity Steering Committee, will be the County’s strategic plan to reduce and work towards the elimination of youth detention. According to the Executive, the Road Map will reference required funding and include baseline data and success measures. The Road Map will also include and prioritize strategies that eliminate racial disproportionality. 

At the time the Executive’s report was transmitted in June 2018 the Road Map was still being developed and analysis of the plan was not possible at the time this staff report was written.[footnoteRef:6]  [6:  The Road Map to Zero Youth Detention was developed by the Executive in September of 2018 and can be viewed in its entirety here: https://www.kingcounty.gov/depts/health/~/media/depts/health/zero-youth-detention/documents/road-map-to-zero-youth-detention.ashx The Council appropriated approximately $4 million for Zero Youth Detention strategies/programs included in the Road Map. ] 


Architectural Recommendations The Trupin report offered three principal recommendations for architectural and design changes to the Children and Family Justice Center (CFJC) and thirty-three sub-recommendations. These recommendations centered on: 

1. Reducing the number of secure beds and design more transitional and residential units;
2. Designing living spaces centered on fostering decision-making responsibility, self-management and relationship building in the detained youth population; and
3. Designing a facility that aligns with a vision of strengthening families and communities.  

Reducing secure beds. According to the Executive, reducing the number of secure beds called for in the Trupin report will not be implemented because, as an analysis determined that, within the existing facility footprint, reducing the secure bed capacity would not meet current separation/space/classification needs. The report elaborates on three ways of achieving a reduced number of beds as recommended by the Trupin report all of which are either cost prohibitive or would not meet separation/space/classification needs:

1. Within existing footprint: Eliminating the mezzanines within the existing footprint would reduce bed capacity in half and adds an estimated additional cost of $5-10 million. This option does not meet space/separation/classification needs.
1. Within existing footprint; building up: Eliminating the mezzanines on the lower level and building new single level pods over the existing units by increasing the height of the building would require revising all mechanical systems at an estimated additional cost of $10-20 million. This option would also impact the natural light into the lower levels. 
1. Expand the footprint: Eliminating the mezzanines in the existing units and build new, single level units on the proposed surplus property would maintain the bed number but at an estimated additional cost of more than $20 million. 
 
As for the inclusion of more transitional and residential units, the Executive’s report states that transitional beds as part of the secure perimeter are included in the CFJC design, however adding more residential units will not be implemented as doing so would not meet current secure bed needs for the facility’s population at this time. The report further states that transitioning units to community use will occur as the secure population declines. 

Responsibility, self-management and relationship focused design. The Executive’s report indicates that the majority of the changes under this principal architectural recommendation will be implemented as described in Trupin report. This includes having all housing units designed to reflect a normative environment, at an additional cost of $1-2 million, and providing visitation rooms.

The changes that will not be implemented, include more flexible placement options, which is at the Court’s discretion, and including a centralized dining area which raises safety concerns and, according to the Executive, would create a less normative environment than the small group dinning as designed in the current facility.     

Align facility with a vision of strengthening families and communities. The Executive’s report states that the majority of the design related changes under this recommendation will be implemented either as recommended or on a modified basis. However, the Executive’s report includes the caveat that for several of the recommendations to be implemented, the secure population at the facility must first decline.

The changes that will not be implemented center on setting aside space for beds for youth with acute behavioral or emotional needs in residential units. According to the Executive, such services are provided by the County at offsite locations, but applicable land use codes prohibit medical related facilities in a residential zone.  

Program Recommendations The Trupin report offered seven principal recommendations for the Department of Juvenile Detention and other county agency policy/program changes and one hundred and forty-seven sub-recommendations. These recommendations centered on:

1. Eliminating admission of status offenders to secure detention;
2. Reducing the number of juvenile offenders admitted to secure detention;
3. Transferring the youthful offender population from adult to juvenile facilities; 
4. Enhancing workforce training and improving behavior management protocols;
5. Committing to maintain continuity of advocacy at all stages of system involvement;
6. Improving academic/educational achievement and vocational/work readiness for detained youth and youth on probation; and
7. Expanding and supporting opportunities for community participation and youth reintegration.  

Eliminate the admission of status offenders to secure detention. According to the Executive, the authority to take actions toward this recommendation resides with the Superior Court. Two actions that have been implemented however, are the expansion of community truancy boards to all but four King County school districts and the offering of wraparound services such as the Children’s Crisis Outreach Response System (CCORS).  

Reduce the number of juvenile offenders in secure detention. The report highlights current Superior Court practices which reserve secure detention for high risk youth and minimize its use for others. These practices include, collaborative efforts between the Court and DAJD to expand alternative to secure detention (ASD) programs, changes to Detention Intake Criteria to reduce the likelihood of low risk youth detention, partnering with outpatient mental health agencies for wraparound and intensive services and reviewing crime categories for the potential expansion of the Court’s current Two Tier Warrant system. The report also notes that the forthcoming Zero Youth Detention Road Map will include further recommendations to reduce the use of secure detention for juveniles. 

Transfer juveniles with adult auto-holds from adult to juvenile facilities. All youth charged as adults were transferred from the Maleng Regional Justice Center to the Youth Services Center by December 2017 and oversight of programmatic elements of DAJD were moved to Public Health in the spring of 2018. The report indicates however, that moving detention operations to Public Health may require approval of both the Court and the County Council. 

Enhance workforce training and improve behavior management protocols. Under this principal recommendation, the Trupin report included seventy four sub recommendations. According to the Executive’s report ninety-one percent of these sub recommendations have either been implemented or will be implemented either as described in the Trupin report or on a modified basis. Some of the highlights include:

· providing training to DAJD and Juvenile Court staff on topics such as trauma, race and equity, crisis intervention and de-escalation;
· expanding the use of multidisciplinary teams for the development of detention case and transition plans;
· developing a new behavior management system aligned with best practices and informed by a public health approach;
· instituting a new incentive system for youthful offenders; and
· providing mental health and wellness support for detention staff. 

As for sub recommendations that will not be implemented, the report states that DAJD has determined that Orientation and Assessment team staffing levels are adequate and will not be expanded and that changing staff titles from detention/probation “officer” to “counselor” or “staff” would require negotiation with the impacted bargaining unit.

Maintain continuity of advocacy at all stages of system involvement. According to the Executive, this is another area where the vast majority of recommendations will be implanted either as described in the Trupin report or in a modified form. Highlights include creating more opportunities for mentors and advocates to broaden community access to the facility, a DAJD and Public Health led effort to review therapeutic modalities and a Court led re-envisioning of family engagement strategies for youth. 

Some actions, while supported by either the Court and/or the Executive, but which will require funding beyond what is currently available, include creating family engagement coordinator positions, expanding incentives for court appointed special advocates, and training for volunteers to work with abused/neglected children. 

Improve academic/educational achievement and work/vocational readiness. The report states that success of actions taken under this recommendation will be determined, primarily, through partnering with outside entities, but adequate funding is key. The report suggests that many partnerships are in place with organizations like the Rotary Club, Chamber of Commerce and other such service organizations for internships, but the number of internships will be determined by funding levels. The report also states that the County’s YouthSource program partners with the Court’s probation staff to provide information and enroll youth into services when appropriate, however, expanding vocational programs and providing job placement, while supported, will not be implemented unless more funding is provided.      

Expand and support opportunities for community participation and youth reintegration. As with the previous set of recommendations, many of the actions intended to support community participation and youth reintegration, will require additional funding. Specifically, the report calls out that while KCSO has released new Miranda Warnings for youth and both Seattle University and the University of Washington offer law/education classes for youth, including on record sealing, County provided programming of this nature would require funding. This is also the case with expanding restorative mediation training, boosting services and programing of Recovery High schools, and enhancing the role of Partnering for Youth Justice and Community Accountability Boards. 

Challenges to Implementation The Executive’s report highlights a number of areas throughout the report where the authority to implement recommendations, as described below.

Separation of Powers The Executive’s report highlights where the authority to implement recommendations to reduce the use of secure detention resides solely within the discretion of separate branches of government or with various independent government entities. Additionally, a number of policy recommendations would require a change in state statute, which is beyond the Executive’s ability to compel. The report cites eliminating secure detention for At Risk Youth, Children in Need of Services, and truancy and dependency custody offenses; passing an ordinance prohibiting the placement of juvenile status offenders in secure detention; and placing only “high risk” as a primary example of a policy changes that are either dictated by state law or are policy decisions of the Court. While the report shows collaboration between the Executive and the Court on a number of these fronts, the cross jurisdictional nature of the justice system serves as a road block to uniform implementation of the adopted policy guidance.      

Funding  The Executive’s report states that adequate funding is a major impediment to implementing a significant number of program recommendations. The challenge rests with the County’s constrained General Fund which is the central funding source for criminal justice services and programs. As it stands, the costs for current statutorily required justice services are growing at a faster rate than the revenue sources that support them. Therefore, funding program recommendations under the adopted policy guidance of Ordinance 18636, without new revenue, would require reprioritizing and repurposing funds from existing programs and services. To do so, according to the Executive, would have cascading impacts to the County’s justice services, outcomes and workforce.

The report does not include however, any cost figures, estimated or otherwise, for individual program recommendations. It is also unclear at this time, whether the forthcoming Road Map will include an analysis of program reprioritization that the report states will be necessary absent new revenue. Without this information, it is difficult to determine where lack of funding is an insurmountable obstacle to implementation or where program reprioritization is or should be considered.  

Interbranch Work Group Recommendations to Advance Policy Guidance  As stated earlier in this report, Ordinance 18636 required the Executive to report on recommendations by the Interbranch work group for changes to county operations, functions, structures and policies and should include an assessment of establishing a county business unit focused on children and youth services. According to the Executive’s report thirty-two interviews were conducted with internal and external stakeholders[footnoteRef:7] to inform the recommendations by the Interbranch team[footnoteRef:8].  [7:  Appendix C]  [8:  Appendix B] 


Establishing county business unit. In accordance with the requirements of Ordinance 18636, the report assesses the feasibility of establishing a county business unit with a focus on children and youth services and determines that such a unit should not be established at this time. The rationale behind this determination is that such a change would only impact Executive departments and not the separately elected agencies that have significant roles in the services provided to children, youth and families. As such, a change of this nature would be limited in its efficacy and efficiency and ultimately would not achieve the outcome of establishing a single business unit. Furthermore, the report finds that such a reorganization could potentially lead to significant costs and disruption of services as again, resources to plan, implement and manage such a change would come from existing funding sources. 

Recommendation 1: Jointly create shared outcomes for children, youth, and families across King County separately elected agencies and Executive departments. According to the report, though there has been progress on identifying, monitoring and reporting on outcomes for children, youth, and families, shared outcomes across all King County’s services for children, youth and families have not yet been developed or implemented. To implement this recommendation the Executive, the Court and the PAO will need to coordinate a formalized approach and leverage existing collaboration tables such as the Criminal Justice Council or Uniting for Youth to continue this work. 

Recommendation 2: Use Strategic Advisor for Children and Youth to advise all Executive departments providing services to children, youth and families and offer to advise separately elected agencies. The Executive Strategic Advisor position in 2016, with a primary focus on Best Starts for Kids related work. The Executive now believes the opportunity exists to use the position to lead coordination efforts across all County activities involving children, youth and families, including the development of shared outcomes per Recommendation 1. The report further notes, that this recommendation may result in future organizational shifts within DCHS to address workload and align populations serviced with service approaches, but does not discuss what those shifts may be. 

Recommendation 3: Continue to utilize the Children and Youth Advisory Board to advise the Executive and Council on all matters relating to children, youth and families including juvenile justice matters. According to the report, the Executive asked the CYAB to provide advice on the development of strategies and recommendations to achieve a path to zero youth detention. The board responded with seven litmus questions designed to inform discussions and decisions related to youth detention and five specific recommendations that address structure, language, alignment and measurement. The report notes that these recommendations, which can be reviewed in full in Appendix D, are being integrated into the forthcoming Road Map.

[bookmark: _GoBack]Recommendation 4: Reconstitute and re-charge Uniting for Youth collaboration table.  Citing past successes of Uniting for Youth (UFY), the Executive’s report states that the opportunity exists to revitalize and recharge the table. In order to do so, the report calls for an assessment of the areas of focus for both the CYAB and UFY in order to clearly set goals and deliverables and foster effective collaboration between the groups. Specifically, the report suggests that UFY can play a role in monitoring data and developing responses to the goal of creating shared outcomes across all County children, youth and family services.   
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