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REVISED STAFF REPORT
SUBJECT
A MOTION adopting a report where the department of adult and juvenile detention provides a review of booking and release operations and the King County Correctional Facility and the Norm Maleng Regional Justice Center, as required in Ordinance 16984, Section 48, Proviso P3.

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 3, which required a detailed review of the operations of the DAJD’s Intake, Transfer, and Release (ITR) 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 five areas:
1. a comprehensive review of booking and release operations at the King County Correctional Facility (KCCF) and the Maleng Regional Justice Center (MRJC); 
2. completion of “business process mapping” of booking and release functions at both jail facilities;
3. completion of a detailed staffing analysis identifying the time and resources necessary to provide security, supervision and other operational tasks at both facilities; 
4. identification of performance benchmarks for ITR operations at both facilities; and, 
5. completion of an analysis of the use of ITR time and resources for planning, budget development and contract fee setting.  

DAJD has identified some savings from this review (already implemented at the MRJC), has used the analysis of ITR costs in revising “booking fees” as part of its municipal jail contract negotiations, and also notes that it will use the recommendations in the report as a basis for improving ITR operations in 2012. The adoption of this proposed motion with proposed amendments 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.
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.

Intake, Transfer and Release Operations.  DAJD operates an Intake, Transfer, and Release (ITR) program at both the KCCF and the MRJC.  Intake includes the “booking” of arrestees from law enforcement officers and the acceptance of inmates being transferred throughout the state as part of “chain” program that moves inmates from various county jails to other jails or to state prison.  Chain transfers are the responsibility of the state Department of Corrections and King County Sheriff’s Office.  The other transfer function at the jail is the movement of inmates from the KCCF and MRJC either between the two facilities, or to allow inmates to appear in court at locations throughout the county.  The release function ensures that inmates leaving the facility are properly released.  

The intake (booking) of inmates includes a variety of physical search, screening, and movement responsibilities.  When booking an individual, the department must review and verify that inmates are being correctly detained, determine if the arrestee has additional warrants, make observations and recommendations related to the arrestees’ behavior, medical and psychological issues, and determine identification through the county’s AFIS system.  In addition, staff in the ITR supervises inmates who are awaiting release on bail/bond or waiting to be moved into their jail housing assignments.  Inmates in the ITR may be under the influence of drugs or alcohol or be mentally ill, and their behavior may range from compliant to violent to subdued and withdrawn.  The multitude of factors surrounding intake may sometimes require the use of force and restraints or placement into special holding cells.   The MRJC has a limited number of holding cells that can be used for potentially dangerous or special need arrestees.

In operating the intake function, the department operates the ITR as a “counter function” and must maintain staffing for all hours of operations, regardless of the volume of arrestees.  To meet constitutional requirements and ensure proper safety within the facility, the department must ensure that it has a full complement of staffing available to handle multiple services for each individual when the counter is open, including jail health staff.  Staffing and associated costs can be reduced in proportion to the number of hours that the “counter” is open, but generally cannot be reduced when arrest volumes decline.  
According to the department, corrections officers assigned to ITR also provide a critical backup to other areas of the jail.  ITR officers provide security for nurses, classification personnel, fingerprinting personnel and other non-uniform staff who assist in processing inmates through booking and release.  Officers assigned to ITR often serve as backup for emergency responses or other incidents in the other parts of the jail.
The ITR function at the KCCF operates 365 days a year, 24 hours each day.  For the last several years (through 2010), the ITR at the MRJC has accepted bookings from law enforcement between the hours of 8:00am and 5:00pm, Monday through Friday (including holidays).  This year, as a result of work related to another 2011 Budget proviso, the department re-aligned its ITR operations at the MRJC.  As part of the Executive’s Proposed 2011 Budget, the department’s budget included closing the MRJC to all bookings and redirecting all MRJC bookings to the KCCF. This proposed reduction would have reduced the department’s costs by almost $2 million and reduced 21.0 FTEs including correction officers, corrections technicians, classification staff, and screeners.  The proposal would have only closed the booking portion of the program to law enforcement, while maintaining the staff necessary for transfers and releases.

The council, during its budget deliberations, heard from south county law enforcement agencies concerning the impacts of this proposal.  As a result, the council added back $500,000 to the DAJD budget and required the executive to investigate how it could continue to operate its booking function at the MRJC in 2011.  DAJD transmitted its plans for booking operations at the MRJC in February, which were adopted as Motion 13478.  Based on its work in developing the proviso response, the department has continued booking using limited hours and reduced staff.  This operational model was implemented on January 16, 2011 at the MRJC Intake, Transfer and Release program (ITR), having ITR open for limited hours, 10:00AM and 4:00 PM Monday through Friday (excluding holidays).
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.  
2011 Budget Provisos. As part of its 2011 budget deliberations, the council recognized that every opportunity for General Fund savings should be pursued.  DAJD’s budget is one of the largest General Fund agency budgets and the council recommended several provisos requiring that the department review its operations for any potential savings.  The council adopted six DAJD budget provisos in the 2011 budget related to improving operations and providing more transparent information for oversight.  The report associated with this Proposed Motion responds to one of the six provisos to the 2011 Adopted Budget.  Of the six, three provisos (P1, P2 and P3) direct DAJD to study specific areas of its operations for potential cost reductions and efficiencies.  This is the second proviso directly related to ITR operations (as noted above, Motion 13478 accepted the DAJD response to the proviso related to ITR operations at the MRJC earlier this year).
The proviso in the 2011 Adopted Budget directs DAJD as follows:

Of this appropriation, $250,000 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 that the department of adult and juvenile detention provide a report showing an independent analysis and business process mapping (where "business process mapping" is defined as a technique that identifies both barriers to efficient operation and duplication of effort and also offers benchmarks for how operations can be improved) of the department's intake, transfer and release workload that identifies workload components and maps key processes for inmate intake, transfer and release at both of the county adult detention facilities. The report should also contain data on the time and resources required to provide security supervision and to complete other operational tasks through the use of time motion or random moment study, and should also set benchmark performance targets for each of the component operations. The report should make recommendations for staffing and shall identify any other resources needed to address current workload and any changes in the nature and the volume of the workload that would indicate the need to add or reduce resources. The report shall also show how the time and resources data will be used for facility utilization and operations planning, budget development, contract fee setting and contract revenue projections. This required report must be reviewed by the King County auditor before transmittal and must incorporate any changes or comments suggested by the auditor.  The executive must transmit to the council the report and motion 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 report 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 ITR operations at both of its adult jail facilities.  The council has already reviewed and accepted a similar proviso response that required the department to develop plans for maintaining booking operations at the MRJC.  The savings and efficiencies reported in that response have been included in this review. This attached report addresses the specific requirements identified in the proviso.  
Independent Analysis of ITR Operations.  DAJD engaged the federal National Institute of Corrections to provide an independent analysis of the department’s ITR operations.  The National Institute of Corrections (NIC) consultants provided a review of the booking and release operations at both the KCCF and the MRJC and compared them to other jurisdictions and national best practices, as well as making recommendations for improving the effectiveness and efficiency of these functions. The consultants noted that the department’s ITR operations were well managed but could benefit from some changes. The NIC consultants made ten recommendations for change, including recommending that the department replace its antiquated jail management system.  A business case for replacement has been prepared and the replacement is being reviewed in relation to other county information technology priorities.  DAJD reports that it is preparing to implement some of the NIC recommendations and will be studying other longer-term recommendations as part of its 2012 work plan.
Business Process Mapping.  It its 2010 report on jail operations, the County Auditor recommended that DAJD “map” its ITR business processes to identify inefficiencies and duplication of effort.  The auditors also noted that mapping operations can also lead to more efficient methods and allow for reducing costs.  The council adopted the requirement to complete this type of mapping process as part of this 2011 proviso.  To address this requirement, the department convened a multi-disciplinary business process workgroup that reviewed 75 process maps related to the ITR and identified barriers to efficient operation, duplication of effort and opportunities for improvement.  According to the DAJD report, the reviews indicated that, while there are opportunities for improvement, the ITR operation does not have significant options for improving efficiency, absent the implementation of new information technologies.  The department notes that the group identified several opportunities for efficiencies and operational improvements, there were no major process changes recommended by this review. 

Identify necessary time and resources to provide security and supervision. DAJD reviewed and analyzed workload data for the booking and release functions at both of its facilities.  DAJD found that while the data indicates that the number of bookings are lower, the department’s ITR-related workload has not declined.  The department reports that ITR workload has actually increased due to the number of incidents involving high risk inmates and Department of Justice required documentation.  The department did use this analysis to develop a base staffing level for both facilities. 
Identify Performance Benchmarks for ITR Operations.  DAJD completed a literature review of national jail and corrections organizations documenting performance benchmarks for booking operations.  The department identified five performance benchmarks for ongoing monitoring.  DAJD reports that it will use this data for improving management oversight and to identify efficiencies.
Describe how time and resource data will be used for operation and budget planning and monitoring, as well as contract fee setting. The department reports that it has developed, as part of its proviso work, additional reporting tools to more accurately monitor time and resource data on a regular basis.  DAJD notes that it will use these tools to provide an annual comparison of staffing and workload indicators.  These comparisons will form basis for preparing and analyzing the department’s budget requests.  In addition, DAJD notes that the time and resource data developed in the proviso report has helped inform the county’s recent contract negotiations with cities in modifying the booking fee, as well as for developing projections for the city’s future use of county jail facilities.
The department reports that it will implement the recommendations made by the NIC consultants and the process mapping work group in 2012.  In addition, DAJD notes that it will make regular and ongoing use of the numerous reports that were developed to inform this proviso response.  Performance indicators for ITR will be tracked and reviewed over time to compare subsequent performance to baseline data gathered in 2011.  On an annual basis, the workload and staffing in ITR will be reviewed to inform budgeting, planning, and facility utilization and operations.  The department has indicated that it will use the data from this proviso response, and the others it has completed, to establish a work plan for 2012 to improve jail operations and investigate potential savings.
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 amendments.
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