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REVISED STAFF REPORT

SUBJECT
AN MOTION adopting a report where the department of adult and juvenile detention reviews and reports on optimal use of secure detention, cost effective staffing, managing changes in population, the county's classification system, and alternative fee-setting strategies as required in Ordinance 16984, Section 48, Proviso P2.

SUMMARY
The Budget and Fiscal Management Committee reviewed this proposed motion at its December 6th meeting.  At the meeting, CM Lambert introduced Amendment 1 and an accompanying Title Amendment.  This proposed motion was transmitted by the executive with language stating that the adoption of the motion would “adopt” the DAJD’s attached report.  Staff recommended that the committee consider an Amendment and Title Amendment to change the motion’s language from “adopted” to “accepted,” acknowledging that the proviso response addresses the required elements from the proviso, but that the council is not bound by its final conclusions.  The committee voted unanimously for the amendment and title amendment, and passed out the amended motion with a Do Pass recommendation to the full council with a recommendation to expedite the motion and make it a consent item.  
As part of Department of Adult and Juvenile Detention’s (DAJD) 2011 Executive Budget, the council adopted several budget provisos.  This motion and report address Proviso 2, which required a detailed review of the operations of the DAJD’s Intake, Transfer, and Release operations at both the department’s Seattle and Kent jails.
The report attached to this motion responds to one of six DAJD provisos adopted in the 2011 Budget.  The department’s report addresses the proviso requirements by providing information on the following:

1. DAJD’s analysis optimal use of secure detention capacity, including cost-effective staffing models;
2. A review of how other jurisdictions address declines or increases in secure detention population;
3. The review of the DAJD’s secure detention classification system; 
4. A review how other jurisdictions have successfully reduced jail operating costs; and, 
5. An analysis of alternative fee-setting strategies for contract jail services.
The department reports that it has begun to incorporate this, and the DAJD’s other proviso responses, into a combined work plan that will set priorities and timelines for future implementation.  The results of this work have also been used in establishing new contracts with cities and the state.  The department indicates that this review will form the basis for the development of operational efficiencies in jail services into 2012 and beyond.  The adoption of this proposed motion would accept the department’s report in response to the 2011 Budget proviso.

BACKGROUND
The King County Department of Adult and Juvenile Detention (DAJD) operates one of the largest detention systems in the Pacific Northwest.  DAJD operates two adult secure detention facilities--the King County Correctional Facility (KCCF) in Seattle and the Maleng Regional Justice Center (MRJC) in Kent--and is responsible for over 43,000 bookings a year and houses an average of 2,000 pre- and post-adjudicated felons and misdemeanants every day.  The department’s employees supervise inmates at every security level from minimum to ultra-high security.  DAJD’s Juvenile Detention Division is responsible for the operation of the county’s juvenile secure detention facility that houses 80 offender youth on an average daily basis in Seattle.  

Additionally, in 2002, the council adopted as county policy that secure detention would only be used for public safety reasons. As a result, the county has developed alternatives to secure detention, provides treatment resources to offenders, and provides other community services to offenders to reduce recidivism.  Alternatives to secure detention and treatment programs for adults are administered through the department’s Community Corrections Division that manages approximately 6,000 offenders annually.  The division also provides services to the court to support placement decisions for both pre-trial and sentenced inmates.   Alternative programs for juvenile offenders are provided through the Juvenile Detention Division.
The department provides secure detention for all of the county’s felons and “county-responsible” misdemeanants (those offenders being adjudicated in District Court).   The county currently has contracts with 36 cities to provide secure detention for misdemeanants.  However, the department notes that the city’s use of department facilities is currently in flux, with existing contracts currently being renegotiated.  In addition to contracts with cities, the county also maintains a significant contract with the state Department of Corrections to house persons accused or sanctioned for violations of state Community Custody terms (equivalent to parole violations in most other states).  The existing state contract allows for up to 445 inmates to be housed in King County jails.

DAJD’s 2012 budget is $130.1 million and 936.5 FTEs and should be viewed along with the Jail Health Services budget for 2012 of $28.7 million and 159.75 FTEs.  Therefore, the county’s total projected 2012 jail expenditures total $158.8 million.

Changes in Secure Detention Population.  Secure detention, which is the largest component of the department’s operations and budget, is primarily driven by the total number of inmates, the classification of those inmates, and their special needs. The total secure population in the county’s jail facilities has declined since 2007 but the department reports that the trend in classification of that population has shifted.  Since 2007, the jail’s Average Daily Population (ADP) has declined over 17 percent, with almost 400 fewer ADP.  However, during this same period, the department reports that the number of inmates in psychiatric housing has increased in both absolute numbers and as a percentage of total ADP.   While the department’s budgets since 2007 have been based on a lower secure detention population forecasts, DAJD has had very limited direct population based expenditure reductions.  DAJD notes that even though its population has decreased, the department has seen increases in the security level of the remaining inmates and has also seen significant increases in the number of inmates needing psychiatric or other staff intensive behavioral services.  As a consequence, DAJD believes that it cannot reduce staffing, even as populations decline.
Prior Jail Reviews.  Since 1999, the county has conducted several reviews of DAJD’s operations.  Prior to the completion of the remodel of the KCCF, the council required the completion of comprehensive Operational Master Plan.  In addition, the King County Auditor has completed several reviews of jail operations, most recently completing a review in December 2010.  In its most recent review, the auditor noted that DAJD should review prior recommendations for operational savings to reduce future jail costs and ensure that its staffing models reflected changes in jail population.  
2011 Budget Provisos. As part of its 2011 budget deliberations, the council recognized that every opportunity for General Fund savings should be pursued.  Recognizing that the department’s planning estimates were overestimating secure detention population and that population was declining without any corresponding reductions in the department’s budget, the council adopted six budget provisos that required the department to conduct significant reviews of various elements of its operations in order to achieve General Fund savings.  The report associated with this Proposed Motion responds to one of these six provisos to the 2011 Adopted Budget and is directly related to the department’s overall secure detention operations. 
The proviso in the 2011 Adopted Budget directs DAJD as follows:

Of this appropriation, $100,000 shall not be expended or encumbered until the executive transmits and the council adopts a motion that references the proviso's ordinance, section and number and states that the executive has responded to the proviso. This proviso requires the department of adult and juvenile detention to engage the services of a nationally recognized expert or group, such as the National Institute of Corrections, to provide technical assistance to prepare a report that evaluates the department's secure adult detention programs that, at a minimum, addresses, identifies and evaluates alternatives and national models, including, but not limited to: (1) the optimal use of county secure detention capacity, including examples of the most cost effective staffing models for secure housing units; (2) examples of how other similarly situated jurisdictions address declines or increases in secure detention population; (3) a review of the county's secure detention classification system, comparing it to other jurisdictions and national best practices; (4) examples of how other jurisdictions have successfully reduced jail operating costs; and (5) alternative fee-setting strategies for contract jail services. The report shall reflect the following objectives for the county's secure adult detention system: (1) identify efficiencies that will lead to significant cost savings without jeopardizing the safety and security of the jails; (2) maintain safe, secure and humane detention facilities that comply with legal and regulatory requirements; (3) manage jail costs through efficient operations; (4) ensure adequate and affordable regional jail capacity, with shared risks and a fair sharing of costs with King County cities; and (5) provide alternatives to secure detention in the least restrictive setting without compromising public safety.

The executive must transmit to the council the motion and the report required by this proviso by September 30, 2011…"
As required by the 2011 Adopted Budget, DAJD completed its review and transmitted the response attached to this motion.

ANALYSIS
This proposed motion includes a report that is in response is one of six provisos in DAJD’s 2011 Adopted Budget.  This proviso required that the DAJD complete a comprehensive review of its adult secure detention operations at both of its jail facilities.  The council has already reviewed and accepted a proviso response related to population forecasts and DAJD’s review of prior management recommendations.
DAJD’s report is divided into four subsections to address the proviso’s requirements, as are described below. This report addresses the specific requirements identified in the proviso.
Optimal Use of Secure Detention and Cost-Effective Staffing Models.  The report describes the tools, including its new population forecast model (adopted as Motion 13521 in response to one of DAJD’s 2011 Budget Provisos), a housing utilization model and an operational staffing model that allow for regular monitoring of staffing and inmate population.  Through this monitoring, DAJD reports that it is able to effectively manage its facilities to minimize the number of units open to serve actual population.  

In addition, DAJD engaged the federal National Institute of Corrections (NIC) to provide training on best practices for staffing analysis.  The nationally recognized expert presented to DAJD and other staff the principal elements of staffing analyses and planning.  The expert also reviewed the department’s current staffing plans.  The NIC consultants acknowledged that introducing the best practices model process is very intensive in its use of external stakeholder input, especially in the charting of activities, and the development and evaluation of coverage plans. For this reason, the NIC reports the usual development time for comprehensive staffing model is 6-18 months for full implementation of the analysis. Agency size, scope of activities and supporting infrastructure are all influences on the time required for implementation.
Many of the concepts in the NIC process are already part of DAJD’s staffing approach.  In 2011, DAJD reports that it has made staffing adjustments in psychiatric housing by using some of the concepts promulgated by the NIC consultants.  The department notes that it will create a work plan that describes how it will achieve further efficiencies, using the NIC staffing analysis, and many of the recommendations and ideas developed during DAJD’s proviso work in 2012.
Review of Peer Jurisdictions. DAJD reports that it conducted a number of in-depth interviews with jurisdictions of similar size and inmate population, and noted a number of practices used in other jurisdictions that could provide better stability in managing capacity and containing secure detention costs.  According to DAJD, most of these ideas require significant system-wide cooperation and a more advanced jail management system to implement in King County.  The department plans to evaluate these practices as part of its 2012 work plan.
Review of the Secure Detention Classification System.  The NIC reviewed the department’s classification system and found no evidence of over-classification in the system.  They also found that the department is in need of a new jail management system in order to provide enhanced analytical and management capability.  A business case for a new jail management system has been developed and is under review.   

Alternative Fee-Setting Strategies.  The department has re-negotiated its contracts for jail services, including a new approach to contracting, a new fee-setting methodology, and has helped developed a new regional Jail Advisory Group.   The new contracts provide more predictability of fees, improved economies of scale and a cooperative future jail planning process.   The new ILAs have been approved by Council and will take effect on January 1, 2012. 
The department reports that it has begun to incorporate the multiple studies that were used in the development of this proviso response, and the other five major responses, into a combined work plan that will set priorities and timelines for future implementation.  
The adoption of this proposed motion would adopt the department’s report in response to the 2011 Budget proviso.  However, staff are recommending a amendment to have the council accept, rather than adopt the report.

AMENDMENT:
This proposed motion was transmitted by the executive with language stating that the adoption of the motion would “adopt” the DAJD’s report.  Staff recommended that the committee consider an Amendment and Title Amendment to change the motion’s language from “adopted” to “accepted,” acknowledging that the proviso response addresses the required elements from the proviso, but that the council is not bound by its final conclusions.  The committee adopted these proposed amendments.
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