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STAFF REPORT
SUBJECT:
A MOTION approving the Adult Detention Operational Master Plan requested by the council in the 2003 budget proviso.

BACKGROUND:

The council has consistently been concerned about preserving public safety while operating its secure detention facilities, but has unswervingly stressed that the facilities should operate within an environment that is also cost effective and efficient.  Historically, the council has anticipated that an operational master plan (OMP) and the jail integrated security project (ISP) implementation would generate operational efficiencies in the jail.  It should be noted that the OMP and the ISP are closely related because the changes to the facility through the ISP should generate operational efficiencies when completed.
After a decade of problems, changes, and redesigns, the council has approved legislation that will authorize the executive to move forward with actual construction for the ISP to upgrade the King County Corrections Facility (KCCF).  The project will fund the modernization of the electronic security systems, make improvements to the jail health clinic and infirmary, and will provide for the renovation of the Intake, Transfer and Release (ITR) area.  The ISP legislation incorporates the council’s direction to evaluate operational efficiencies to generate possible future savings.  
Council concerns regarding operational costs are important because jail operations represent the largest cost center in the county’s general fund budget, comprising more than 20% of the general fund annual expenditures
.  
In 2003, the council’s adoption of the Adult Justice Master Plan (AJOMP) provided a policy framework for making a paradigm shift in the criminal justice system so that it might become more effective and efficient through the use of alternatives to incarceration.  In addition, the 2003 annual budget made significant reductions in the DAJD operating budget for adult secure detention, reducing the proposed appropriation by 5% or $6.1 million.  The council, via 2003 budget provisos, also initiated the development of an Operational Master Plan (OMP) and provided for independent oversight of both the ISP and OMP through the King County Auditor’s Office (KCAO).
An extensive background of council concerns regarding operational costs was detailed in a staff report presented in BFM on July 14.  The report is available upon request.  
OMP Consultant
The Consultant team of Christopher Murray & Associates was selected as the independent OMP Consultant.  Mr. Murray is a nationally recognized specialist in planning, research and policy analysis and has been providing services for justice agencies since 1976.  Mr. Murray presented the Adult Detention Operational Master Plan, prepared in response to 2003 annual budget provisos, at the July 14th BFM meeting.  Mr. Murray also responded to member’s questions.  
The OMP Report

The OMP is the result of an extensive review of adult secure jail operations.  It provides a menu of potential operational changes and efficiencies for DAJD, particularly those resulting from a completed Integrated Security Project and looks for innovative ways to respond to the county’s on-going fiscal crisis.  

The executive states in his transmittal letter that the ISP will have significant operational implications on the jail during its implementation and has the strong potential to position the jail for operational changes and efficiencies once completed in 2006.  

The OMP report cites five key findings resulting from the intensive review of the DAJD operations:

· DAJD currently operates within commonly accepted correctional practices and has made changes in recent years to improve the efficiency of its operations.

· There are a number of promising options that together have the potential for significant costs savings in DAJD’s operations.  Some options represent major shifts in the way county jails are operated and will require testing, evaluation, refinement, and gradual implementation.

· The most promising options require completion of the ISP and other investments.  The time required to do this will give the new DAJD administration time to review and offer thoughts on these options, including ways to test and improve them.

· While developing an Operational Master Plan at the same time as final design took place on the Integrated Security Project proved challenging, the OMP was able to influence ISP decisions in a positive way to preserve and enhance operational options for the OMP.

· Collaboration in some form should continue so that the county can build on this foundation to identify future efficiencies and policy considerations within DAJD and across the entire criminal justice system.

From these findings come a series of recommendations for future operational changes and efficiencies for DAJD.  These recommendations can be divided into four categories:  

· those that can be implemented more or less immediately; 

· those that can be implemented in the near future; 

· those that can only be implemented after the completion of the ISP; and 

· promising ideas that may have benefits upon further review in the future.  

OMP Independent Oversight

The council assigned independent oversight of the development of the OMP and the ISP to the King County Auditor’s Office.  The Auditor has provided jail planning expertise utilizing in-house jail planning staff.  Lead staff for the Auditor’s Office for the OMP is Mr. Robert Thomas who has twenty years of jail planning.  

Although scheduled for the last meeting, due to time constraints the KCAO, as the independent oversight for the OMP, was not able to respond and comment upon the OMP.  The Auditor has reviewed the report will provide comments today.
Executive Comments
Time constraints on July 14th also did not allow for executive staff comment on the OMP or the presentation by Mr. Murray.  In the executive’s transmittal letter, it was stated that the executive did not agree with all the report contents.  Consequently, the council would like to allow time for the executive staff to comment at today’s meeting.
NEXT STEPS:

A complete analysis of the proposed OMP report has not yet been completed.  Staff analysis of the proposal continues.  The following items are anticipated for further review:

1. Confirm legislative vehicle for approval of the OMP with legal counsel

Traditionally, the council has approved operational master plans by ordinance, not motion.  Council staff will be consulting with legal counsel and executive staff to determine the appropriate format for transmittal.  If it is determined that an ordinance is the appropriate type of legislation, council staff will develop an ordinance for introduction.
2. Cross reference to adopted policies

Ordinance 14430, which adopted the AJOMP, included adopted policies that focused on alternatives to incarceration.  The legislation also emphasized that all criminal justice agencies work together to reduce overall criminal justice expenditures through system-wide efficiencies that would reduce the utilization of the jail.  Further, the legislation established county policy by stating that secure jail facilities should be used for:

1. Those individuals who can be objectively shown as posing a threat to public safety if not detained in secure detention;

2. Those individuals who can be objectively shown as a flight risk from the jurisdiction if not detained; and

3. Those offenders who have failed intermediary sanctions.

A reporting system has been developed by DAJD to monitor jail populations that is useful for informing all CJ agencies about how the AJOMP reforms are affecting secure detention numbers.  However, it appears that the same level of monitoring and review should be expanded to include all CJ agencies to fully understand jail and other system impacts.
A working group is currently building upon this original work by developing AJOMP II, which is concentrating on further systematic approaches to criminal justice efficiencies.  The purpose of AJOMP II is to find further efficiencies in the operation of the criminal justice system with a focus on the felony case management processes while continuing to protect public safety and provide consistent and standard services across all defendants.  The work is scheduled for completion in late August, 2004 and should include an analysis in the following CJ areas:  
· Courts—filings, number of hearings, types of resolutions, time to resolution

· Prosecutor—number of referrals, time to filing, time to assignment, number of hearings, number of trials, time to resolution

· Public Defender—number of referrals, number of conflicts, time to assignment, number of hearings, number of trials, time to resolution

Council analysis will look at how the OMP affects or is affected by these proposed work programs and adopted policies, especially how they might affect jail population projections.  
3. Crosswalk from the council provisos to the final report
Council staff are preparing a crosswalk from the initial council OMP proviso, to the scope of work submitted to the consultant, and to the final report to determine if all identified items in the proviso were met.  
4. Possible Hammer agreement renegotiation impacts
In June 1998, a settlement agreement that is referred to as the Hammer Settlement was entered into by King County and the ACLU of Washington regarding inmate conditions within the KCCF.  The agreement places restrictions on staffing and the capacity of the KCCF.  The OMP report concludes that even before ISP completion, there is justification for increasing the number of available beds in the downtown jail (by making use of existing space).  The OMP states that after completion of the ISP, there would be even more justification for re-visiting and possibly amending the agreement – particularly in light of enhanced technology improvements included in the ISP.  In addition, the OMP sites that Jail Health Services plans for dealing with mentally ill inmates must be implemented to achieve the maximum benefits toward negotiations.  Although implementation of a renegotiated agreement might have to wait until the end of the ISP, work towards a new agreement could begin immediately.  Staff will do an analysis of these possibilities.
5. Follow-up on OMP consultant recommendations 

The OMP includes several options on how to deal with food service alternatives for the two full services kitchen in the jails – one at the KCCF and the other at the RJC.  Three specific options are to:  (1) manage services through a centralized kitchen at the RJC using the cook/chill process, (2) purchase meals from the Washington State Department of Corrections that prepares, packages, and delivers meals for the northwest area, and (3) contract with a private vendor.  Christopher Murray suggested during his presentation that he did not have the proficiency to determine which of these options would be reasonable for the county and suggested that it may be in the county’s interest to hire a consultant with food service expertise.  The executive has voiced concerns over some of these options. Staff will look into how these suggestions coincide with other county policies.
6. Video Court implementation and technology coordination  
The RJC operates a video court courtroom that is used by a number of municipal court jurisdictions in the south end of the county.  The AJOMP recommended adding video court capability throughout the District Court system.  The OMP notes that the implementation of a video court in the KCCF would have little if no financial benefit, although the reduction in the movement of jail inmates could provide a safer environment.  This type of change would require coordination between the court, the prosecutor, the public defender, the jail, and technology services.  There is also a possibility of reducing court detail if the Superior Court chooses this option.  Again, staff wish to further explore these possibilities.  
7. How Jail Health Services (JHS) Strategic Business Plan may impact operations

As part of the 2003 budget, the council adopted a proviso requiring consultant review of DAJD provision of jail health services.  The proviso required the consultant to make recommendations for the development of levels of service and a contract for adult jail health services.  The council adopted both the consultant’s report and the levels of service agreement in 2003.  DAJD and Public Health are continuing to work on the implementation of the consultant’s recommendations and is holding quarterly oversight meetings to keep all apprised of the status of the implementation recommendations.

JHS is developing a strategic business plan that includes recommendations for improving efficiency, safety, and quality of service based on the council approved consultant report.  Although the JHS business plan is not yet finalized, the ISP incorporated an assessment clinic and exam rooms into construction.  The business plan report should be completed by the end of this year.  Release of remaining JHS funding and possibly new projects is expected in the 2005 budget when operational planning efforts are scheduled for completion.  
Although these impacts will most likely not be realized immediately, staff do want to identify how possible changes fit within the OMP recommendations.
8. Evaluation of how and when the OMP consultant recommendations can be implemented  
The executive transmitted Implementation Plans for both the ISP and OMP as attachments to his transmittal letter.  The ISP plan includes proposed timelines that detail staffing levels, inmate relocation options, tasks, costs, and cash flow.  The OMP plan discusses options in light of the ISP implementation, i.e., those that can be implemented more or less immediately, in the near future, and after completion.  Staff have not yet had the opportunity to analyze these plans.
INVITED:

· Cheryle Broom, King County Auditor
· Bob Thomas, King County Auditor Office
· Steve Call, Director, Office of Management and Budget  
· Beth Goldberg, Criminal Justice Supervisor, OMB

· Larry Mayes, Acting Director, Department of Adult and Juvenile Detention

· Michael Gedeon, Interim Chief of Administration, DAJD  
ATTACHMENTS:
1. Proposed Motion 2004-0304  (Full OMP is not included, although it is an attachment – please see #2 below)  

2. Copy of OMP Report Executive Summary and Table of Contents

3. Transmittal Letter, dated June 18, 2004

� Total operations costs for DAJD (secure detention and Division of Community Corrections) and Jail Health Services equals approximately $100 million, equaling about  twenty percent of the $500 million CX budget
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