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SUBJECT: A MOTION approving King County department of adult and juvenile detention, juvenile division, 2009 budget proviso response.
SUMMARY:  The council in adopting the 2009 Budget Ordinance (Ordinance 16312, Section 47, Proviso P1) directed that the Department of Adult and Juvenile Detention prepare a report describing the span of control and supervision within the department’s Juvenile Division.  The council had received suggestions from department staff in answer to the council’s request for employee ideas to reduce the county’s expenditures and address the county’s ongoing deficits.  The council included a proviso to require that the department review its supervision resources at the Juvenile Division and make any recommendations related to efficiency and cost-savings.  The report transmitted in response to this proviso details the span of control and supervision of the department’s Juvenile Division, including summarizing supervisor responsibilities, the number of direct staff reports, and how staffing has adjusted with population changes.  Additionally, the report outlines two of the department’s ongoing efforts related to the operation of the juvenile secure detention operations.
Background.  The King County Department of Adult and Juvenile Detention operates one of the largest detention systems in the Pacific Northwest.  The adult system is responsible for almost 50,000 bookings a year and houses an average of 2,300 pre- and post-adjudicated misdemeanants and felons every day and the department’s juvenile division houses about 100 detained youth.  The Community Corrections Division is also supported by the department, providing services to several hundred individuals in alternatives to secure detention or treatment programs.  The department’s annual budget of $120 million ($147 million when jail health expenditures are added) and over 1,000 employees makes it one of the county’s largest departments.  
The department has two adult jail facilities—here in Seattle at the King County Correctional Facility (KCCF) and in Kent at the Maleng Regional Justice Center (MRJC).  The department also supports the Community Corrections Division which operates the county’s alternatives to secure detention services.  The department is also is responsible for the administration of the juvenile detention facility in Seattle, housing an average of 100 detained youth each day.  
Prior to implementation of the Juvenile Justice Operational Mater Plan (JJOMP), the responsibility for juvenile detention, probation, and treatment services was under the Department of Youth Services.  In implementing the JJOMP, the executive and the council realized that probation and treatment services should be under the Superior Court’s supervision, and juvenile detention services should be part of the then Department of Adult Detention.  In 2001, the Department of Youth Services was eliminated and juvenile detention transferred to the newly named Department of Adult and Juvenile Detention.  Implementation of the JJOMP resulted in juvenile detention population dropping from an average daily population (ADP) of 200 prior to implementation and to 150 ADP within a year of implementation.   In the successive years, juvenile detention populations have continued to decline.  The department’s planning estimates had been reduced to 110 ADP for 2008 and 2009, yet often the population is lower than the planning estimates—averaging 90-100ADP.  The employee suggestion in 2008, for the 2009 budget, noted that populations were less than planned and suggested that supervisors and staff could be reduced to fit the lower than expected population.  The council requested that the department review the suggestion and identify any potential improvements through the following proviso:

…$100,000 shall not be encumbered or expended prior to the review and approval by motion of a report describing the span of control and supervision within the department of adult and juvenile’s juvenile detention division.  The report shall include:  a review of the current staff and supervisor assignments within the juvenile division; identification of secure detention and other division staff; a description of existing span of control and supervision for the division, with specific discussion on how staffing and supervision change when the detention population is below projected levels; identification of collective bargaining agreement provisions that relate to span of control and supervision; and recommendation for changes in supervision or staff assignment that might produce savings. 
Proviso Response.  The report transmitted in response to the proviso details the span of control and supervision within the Juvenile Division, and includes summaries of supervisor responsibilities, the number of direct staff reports, and how staffing has adjusted with population changes.  According to the department’s response, there are a total of 155.5 FTE’s in the Juvenile Division, of which 99 are Juvenile Detention Officers (JDO), who provide direct services, safety, and security to detained youth—24 hours a day/365 days a year.  The JDOs report to 11 supervisors, who provide day to day management of the secure detention program for each shift, and the supervisors all report to one Chief of Operations, who provides oversight of the secure detention program and staff.  In addition, the division has 4.3 Medical/Mental Health contract providers, who are not department staff and are not included in the FTE total (the department contracts with the University of Washington to provide medical and mental health services for incarcerated juveniles).  The provision of the secure program equates to 71% of total employees in the division.  The remaining 29% of the employees in the division provide alternatives to detention, administrative services, intake assessment, health and program services, and/or food service.  All of these functions are direct reports to the Division Director.   Laundry service is provided to the juvenile division by the adult division.  

Establishing the correct staffing and supervision ratio requires that the department estimate the number of living units it will need to house expected boys and girls, the security and age levels of the population, special needs (mental health, developmental or other physical disabilities, etc.), and timing of intake (populations increase in the evenings and weekends and decline during the week).  With these parameters identified, and with recognition of the needs for relief factors to be built in (acknowledging staff leave, training, and other absences) the department can project its needs for staff throughout the fiscal year. The challenge to staff posts is heightened with scheduled and unscheduled leave usage due to long-term and intermittent FMLA, administrative leave, and vacation slots as bargained with the Juvenile Detention Guild Collective Bargaining Agreement.  Regardless of population, supervising and support staff are needed to fully support the 24/365 operations of the facility.
In addition to the direct services provided by employees, the Juvenile division contracts with other entities for specific expertise in order to provide the full range of mandated services.  Those contracts include:

· University of Washington Department of Pediatrics/Adolescent Medicine and Child Psychiatry for medical and mental health/psychiatric services.

· King County Library System to provide library services for detained youth. 

· Education services to detained youth are provided through an Memorandum of Understanding (MOU) with Seattle Public School.

·  A Chaplaincy Program is provided via MOU, currently with World Vision. 

· Women’s health/STD services are provided via MOU with Public Health – Seattle & King County.  

· A contract with YouthCare provides case management services to detained youth. 

· Alternatives to Secure Detention have various contracts and MOU for specific operational requirements.

There are additional staffing needs to operate the facility on a 24-hour/7-day per week basis in order to safely run the facility and comply with federal/state laws and policy. These items are often times filled with overtime personnel:
· Youth on extreme suicide watch require 1:1 care, which requires an additional officer to be posted in the Health Clinic, as per policy. A total of 3 youth housed in the Infirmary requires, by policy, an officer to be stationed in the Clinic on days and/or shifts that normally do not have an officer.

· Opening additional living units due to normal temporary increases in propulsion (e.g. a Friday night) and/or a threshold of separations between youth (either due to court order or gang affiliation) that cannot be managed with a lower number of living halls. 

· Class A felons, or youth being transported over long distances, which require two (2) officers for transportation, instead of the usual 1 office, by policy.
· Transporting youth to court-ordered treatment.  In the past few years, as court-ordered treatment has expanded, this duty has required transport by two officers to out–of-county locations (e.g. Yakima treatment facilities).
Recommendations.  The report outlines two of the department’s ongoing efforts related to the operation of the juvenile secure detention operations.  The first is to continue to review policies and practices to find most efficient staffing models by using best practices from other jurisdictions.    For example, the department converted of three JDO positions to support  increased use of alternatives to secure detention services.  The department also reports that it will continue to work with its criminal justice partners to reduce the secure detention population, thereby providing opportunities for future reductions for staffing and supervision.  The department reports that these collaborative efforts are helping lower detention populations
Some of the efforts include:

· Expansion of Alternatives to Secure Detention - Weekend Reporting implemented in 2008; unlike other ASD programs, youth are ordered directly into Weekend Reporting on predetermined reporting dates for two consecutive weekend days.  Seven days of confinement are suspended upon satisfactory completion of the weekend.  
· Ensuring Proper Placement of Juveniles: The “Step Down” program is an integral part of population mitigation for the Division that works collaboratively with Superior Court on ongoing initiatives that will help reduce the population in Secure Detention.  This program provides an “expeditor” who reviews the juvenile sentenced population regularly and consults with the court if the juvenile may be eligible for Alternatives to Secure Detention placement.  
· “Good Time”:  Previously, sentenced youth who meet behavioral criteria were eligible for “good time” which reduced their sentence by 20%, calculated in increments of one day off for each five days sentenced.  Effective April 1, 2009, however, Good Time for juvenile detainees was changed to align with practice in the adult system.  Good Time will be 33.3% or 1/3 of the original sentence, calculated in increments of one day off for each three days sentenced.
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