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Law, Justice, Health and Human Services Committee

STAFF REPORT

	Agenda Item:
	10
	Name:
	Clifton Curry
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	2013-0501
	Date:
	December 5, 2013



SUBJECT

A MOTION acknowledging receipt of a report required by 2013 Budget Ordinance, Ordinance 17476, Section 30, Proviso P1.

SUMMARY

This proposed motion acknowledges receipt of a report required in the 2013 Budget.  The budget proviso required that Prosecuting Attorney’s Office (PAO) prepare a report that identifies new strategies that can be implemented by the PAO to achieve efficiencies in the criminal justice system in 2013 and 2014, to identify for each strategy the potential cost savings, resources needed for implementation, any barriers to implementation, and risks and benefits. The proviso also required that the PAO’s response show any efficiencies and cost savings associated with the implementation of the replacement of its PROMIS case management system.  The PAO transmitted its report in response to the proviso and adoption of this motion will acknowledge receipt of the required report and release a $250,000 expenditure restriction.

BACKGROUND

The Prosecuting Attorney’s Office (PAO) is responsible for the prosecution of all felony and juvenile cases in King County and all misdemeanor cases generated in unincorporated areas of King County.  The PAO also serves as legal counsel to the Metropolitan King County Council, the King County Executive, all executive agencies, the Superior and District Courts, the King County Sheriff’s Office, the King County Assessor, the various independent boards and commissions, and some school districts. Each year, the PAO receives and reviews over 12,000 criminal investigations and referrals from the county's 38 different law enforcement agencies.

As part of its 2013 Budget deliberations, the council adopted provisos for the executive and all criminal justice agencies to develop plans for efficiencies that could generate General Fund savings in 2014 and for the next several years.  In addition, the council adopted the following proviso for the prosecutor to prepare a report: 

The report shall identify new strategies that can be implemented by the prosecuting attorney’s office to achieve efficiencies in the criminal justice system in 2013 and 2014, including efficiencies and cost savings associated with the implementation of the new PROMIS case management system.  The report shall identify for each strategy the potential cost savings, resources needed for implementation, any barriers to implementation, risks and benefits, and shall include a discussion of potential services that could be offered to other municipalities on a contractual basis.

The PAO completed its review and transmitted its required report to the council in August 2013.  

Ongoing Initiatives While not required by the proviso, the report includes the PAO’s ongoing efforts to generate savings for the General Fund.  The report notes that the “keeping people out of the criminal justice system is an effective way to reduce the size and cost of the criminal justice system.”  Consequently, the report describes the PAO’s recent policy changes and initiatives to divert individuals out of the criminal justice system.  The following summarizes the policies and initiatives that the PAO reports that it has implemented that have resulted in savings: 

· PAO Filing Standard Changes--In October of 2008, the PAO made significant changes to its felony filing standards that it estimates have resulted filing approximately 270 fewer felonies each month (an almost 40% reduction when compared to the years prior to the implementation of the new standards).  The report estimates that that the changes have generated, and continue to generate, at least $3.3 million in savings to the County's General Fund each year, especially in public defense and jail costs.
· Truancy Dropout Prevention Program--The PAO's truancy prevention program diverts youth away from the court system and into school and community-based workshops. The report shows that, during the 2012-2013 school year, school representatives filed 1,355 petitions (up 100 from 2011-2012).  Of those, only 394 of the cases proceeded to initial hearing, where there is a right to counsel, while the remainder of the petitions was dismissed, thereby saving defender costs and the court's time and resources.   The PAO estimates that the program results in $590,000 in annual savings, primarily in public defense costs.
· 180 Program--The 180 Program is a pre-filing juvenile diversion program that was begun in 2011 and has continued on a temporary basis through 2012 and 2013. The program focuses on youth who are facing their first or second low-level misdemeanor offense. Instead of filing charges against the young offenders in Juvenile Court, the PAO invites them to participate in a half-day workshop sponsored by community members.  The PAO estimates that the program has resulted in $290,000 in savings primarily from avoided defense costs.
· Law Enforcement Assisted Diversion (LEAD)--The prosecutor, working in partnership with the Seattle Police Department, sheriff’s office, and The Defender Association, launched the LEAD program, which was first piloted in Belltown and has been recently expanded to Skyway.  LEAD is a pre-arrest diversion program that allows law enforcement, including Sheriff’s deputies in Skyway, to direct people with substance abuse issues to treatment rather than jail.  The PAO estimates that the program has resulted in savings of $179,400 to date, primarily from avoided jail and adjudication costs, but has the potential for much higher savings in the future.

2013 and 2014 Initiatives  The proviso asks the PAO to identify strategies that it can implement in 2013 and 2014 in an effort to reduce costs and create savings in the General Fund.  The report notes that “the success of any potential strategy is dependent upon the participation and coordination of all criminal justice agencies.   The PAO is but one key stakeholder within the criminal justice system.”  As a consequence, the report contains potential strategies which were included in a final Criminal Justice Proviso Report (reviewed during the council’s 2014 Budget deliberations and adopted as Motion 13996).  In this work, the PAO is identified as the “lead agency” in some of the identified strategies.  In other instances, the PAO identified the potential strategy, but was not slated to serve as the lead agency.   

The PAO’s response identified three strategies to address proviso requirements.  The first is an effort to help individuals move beyond their criminal history.  According to the report, criminal history is often a barrier to employment, housing, and other opportunities, and unpaid legal financial obligations, lack of a valid driver’s license, and outstanding warrants may present additional legal obstacles for many who have served their criminal sentence, but will continue to be challenged by these types of barriers.  The PAO notes that arrest and detention rates of participants may be reduced if people are able to utilize services to “clean up” their criminal history, thus creating county savings and proposes developing programs that would address these barriers for those returning to the community.

The second idea to create future savings is the expansion of Law Enforcement Assisted Diversion to a larger portion of Seattle.  The report notes that expansion of the program throughout the Seattle Police Department’s West Precinct area could significantly increase program participants and yield increased savings with more people diverted from criminal prosecution and incarceration.
 
The final strategy included in the report originated from the PAO’s Reentry Summit, where it was recognized that the lack of government identification for those leaving jail or prison creates barriers to successful reentry that could be addressed by ensuring that all those leaving custody have an ID.  The report notes that, access to ID cards will improve an individuals’ access to healthcare, housing, and other services, which is likely to, in turn, reduce the likelihood of recidivism and produce system savings.  The PAO, along with the state Department of Corrections and the Department of Adult and Juvenile Detention are working to develop a plan that would allow those leaving incarceration to have access to state ID cards at release.

The report did not identify savings for any of these strategies.

PROMIS Case Management System Replacement.  The proviso also required that the prosecutor’s office report on the savings the replacement of its case management system is generating.  Funding to replace the PROMIS system was approved in 2011, and a new case management system, “PROSECUTORbyKARPEL” (PbK), went “live” on June 24, 2013.  The new PbK system is replacing the 35 year old mainframe system (PROMIS) that is obsolete.  Under PROMIS, case files are hardcopy and only one person could work with case file at any one time.  Extracting information from pending or closed cases was difficult.  Gaining management information about workload, case flow, crime trends and the like, was virtually impossible.  PROMIS also cannot interact with the county’s electronic court records systems or make use of e-filing.

The county selected PbK as its vendor to provide a fully integrated, browser based case management system using the latest Microsoft ASP .NET and SQL Server technologies. It is a complete prosecution case management application that includes adult, juvenile, and other case-types tracking, investigation tracking, victim services, workflow management, integrated scanning, redaction/bates numbering, document management, electronic discovery, evidence tracking, and support for other justice partners.

The prosecutor’s office reports that the benefits of PbK are significant for all who work in the PAO, deputy prosecuting attorneys (DPAs), staff and administrators.  For example, DPAs are able to access case files remotely and while in court.  Case files can also be accessed and searched in ways that will improve efficiency and make case analysis more complete.  Staff will also now be able to work on case files and answer questions from the public, the court, and others without access to a hard copy file.  Administrators will be able to analyze trends in referrals, filings, negotiations and trials – a capability that is not available with PROMIS.   In addition, the PAO is also planning for the next phase of the project, which will allow law enforcement to submit case referrals to the PAO electronically instead of in paper hard copy format.  

The report notes, however, that the transfer from PROMIS to PbK has been very demanding.  For example, the transition to the new system has required a great deal of time-intensive work at the start of each case.  Staff is learning to scan, date stamp, list witnesses and redact discovery at the inception of each case using Adobe Pro.  According to the PAO, in order to reap the full benefits of PbK, staff must invest significant resources at the “front end” or start of each case.  This front-end work is critical to the full functionality of PbK but it is different from working in PROMIS, which was a “back-end” system.  Also, all of the front-end work in PbK is being done while the PAO is still operating and using PROMIS for the cases that were filed prior to June 22, 2013.  

According to the report, the PAO believes that the new PbK case management system will provide significant benefits to the quality of the prosecution function in King County. However, the PAO reports that the time and resources required launching PbK while simultaneously operating PROMIS has been “immense. The burden involved in launching this new system, becoming proficient in the new system, changing how the PAO does business in the new system, and winding down the old system is heavy.”  The PAO anticipates that over time, there will be efficiencies from PbK that can be identified and realized.  However, the report notes that “it is hard, at this current point in time, to predict where or when those efficiencies will emerge.”  

ANALYSIS

While the prosecutor’s office addressed the major requirements of the 2013 budget proviso, the final report does not specifically identify any savings that can be shown to have reduced county expenditures for 2013 or 2014. For the programs that the prosecutor’s office has already initiated, the county has already realized savings in prior budgets or the programs have resulted in cost avoidance rather than savings.  Similarly, while the proposed new strategies contained in the report may have the potential to reduce system costs or avoid new expenditures; none of the strategies have associated “real savings” identified.  Finally, with the replacement of the PROMIS system, it appears the PAO has the potential to significantly improve the efficiency of its case processing system, but—in its proviso response--has not identified any savings from the program.

It appears that, while completion of this report has not directly led to any material system changes, new efficiencies, or the reduction of costs for 2013 or 2014, it does note potential initiatives that may create savings or allow the county to avoid future costs. These results are similar to the proviso response and report on overall criminal justice agency efficiencies adopted as Motion 13996.  As a result of that review, the executive has committed to continuing to have work groups meet to develop system efficiencies and the PAO is part of this project.  

In addressing the requirements of the proviso, the report was completed and filed with the council. As such, adoption of this motion acknowledges receipt of the report required by the proviso and frees expenditure restriction of $250,000.

AMENDMENTS.  

None

INVITED:
· Hon. Dan Satterberg, King County Prosecuting Attorney 
· Leesa Manion, Chief of Staff, King County Prosecuting Attorney’s Office
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