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SUBJECT
A MOTION accepting a report where the department of adult and juvenile detention reviews and reports on operational changes that may result in cost savings as identified in operational master plans and in audit reports completed by the King County auditor, as required in the 2011 Budget Ordinance, Ordinance 16984, Section 48, Proviso P1.
SUMMARY
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 1, which required that DAJD report on its efforts to implement operational changes that may result in cost savings as identified in operational master plans and in audit reports completed by the King County Auditor.
The transmitted report addresses three specific operational areas that had been identified in prior reviews.  These include:

1.  Staffing alternatives at the Maleng Regional Justice Center.

2. Adoption of staffing changes during third shift at the King County Correctional Facility.

3.  Efficiencies stemming from the Intake Transfer Release facility remodel at the Seattle jail.  
The department did not identify any new savings from this review.
BACKGROUND
The King County Department of Adult and Juvenile Detention 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 just over 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.  The department’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.  

Furthermore, 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 2011 budget is $126.9 million and 951.5 FTEs and should be viewed along with the Jail Health Services budget for 2011 of $24.7 million and 140.5 FTEs.  The county’s total jail expenditures are $151.6 million.

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 Proviso
As part of the 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.  One of the provisos adopted requires:
Of this appropriation, $1,500,000 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 review and report on operational changes that may result in cost savings as identified in operational master plans and in audit reports completed by the King County auditor.  This review should include a report on the status of operational master plan study recommendations and the department's efforts to implement recommendations from the county auditor.  Specifically, the review should:  (1) examine staffing alternatives that might reduce costs at the King County correctional facility and at the Norm Maleng regional justice center, such as changes to the county's current policies for staffing "double bunking."  This examination should review alternative staffing-to-inmate ratios while considering the daily volatility and complexity of the population.  The review should concentrate on alternative staffing plans and inmate mixes that lead to the lowest staff-to-inmate ratios and any other changes that result in lower costs; (2) update the status of recommendations related to third shift floor control at the King County correctional facility, and any other recommendations stemming from the improvements made during the integrated security project and other capital improvements to date.  The department should also consider options for greater use of video supervision in lieu of staff-only supervision for specialized populations; and (3) examine models for Intake/Transfer/Release Remodel and review previous recommendations for efficiencies in this area.

As required by the 2011 Adopted Budget, DAJD completed its report showing the department’s “operational changes that may result in cost savings as identified in operational master plans and in audit reports completed by the King County auditor.”
ANALYSIS

This report is in response is one of six provisos in DAJD’s 2011 Adopted Budget.  Of the six, three provisos direct the DAJD to study specific areas of its operations for potential cost reductions and efficiencies.  Throughout the year, DAJD reports that it will be evaluating its operation, including engaging outside experts to assist in looking for ways to update and streamline department practices, particularly with regard to staffing, Intake Transfer and Release (ITR), the county’s secure detention staffing plan, and the department’s inmate classification system.  

This response addresses the three specific operational areas identified in the proviso.  DAJD reports on its staffing alternatives at the Maleng Regional Justice Center (MRJC), options for changes to its staffing of the third shift at the KCCF, and the savings from its Intake, Transfer, Release facility (ITR) remodel at the KCCF.  The department did not identify any new savings from this review.

Staffing Alternatives at the MRJC 
DAJD reports that the staffing recommendations made in the 2004 Jail Operational Master Plan (OMP) have been implemented, including double-bunking MRJC units to 180 percent of single-cell capacity.  DAJD acknowledges that recommendations for further review and alternatives suggested in the 2010 County Auditor report present the potential for cost savings.  DAJD reports that it will explore these options in depth in response to another of its 2011 provisos related to staffing alternatives and finding “examples of the most cost effective staffing models.”  According to DAJD, this more detailed review, which is being conducted with support from the National Institute for Corrections, will allow for sufficient time to assess benefits, risks and issues associated with staffing concepts including reducing the number and proportion of staff directly supervising inmates.

Third Shift Changes at the KCCF  
The 2004 Jail OMP included the recommendation that DAJD consider shifting the operation of several of KCCF’s floor controls (each floor of the jail has secure section that has controls for each of the cells, door, and other entrances) to central control (central section within the jail that has controls that duplicate floor controls and also controls exterior entrances and other areas of the jail) during third shift, so as to reduce staffing during the lower-activity night hours.  This recommendation was made before the remodeling of the KCCF, with the expectation that central control could meet all of the demands of floors during the late night/early morning third shift, allowing for savings by not staffing the floor controls.  DAJD reports that with the completion of the KCCF remodel (known as the Integrated Security Project or ISP), some, but not all, technology necessary to implement this recommendation was put in place.  The department is currently moving to install additional security equipment that would be necessary for a complete test of the concept.  After a full assessment is complete, DAJD plans to report on the feasibility of implementing this option.  

KCCF Intake Transfer Release (ITR) Remodel
DAJD reports that many of the cost savings that were anticipated in the redesign of the KCCF ITR have been realized and captured in prior year budgets.  However, review of the county’s ITR operations will be reviewed as part of other department proviso work.  Of the six provisos, three relate to ITR functions.  On May 23, 2011, the council adopted Motion 13478 which accepted the department’s response to maintaining ITR operations at the MRJC.  This report, the second proviso response related to ITR operations,  covers the status of the ITR remodel at the KCCF.  The third response relating to ITR will report on an independent analysis, conducted by the National Institute of Corrections, of the county’s full ITR workload at both of the county’s adult detention facilities.  

The adoption of this proposed motion would accept DAJD’s report in response to the 2011 Budget proviso.  
INVITED:
Claudia Balducci, Director, Department of Adult and Juvenile Detention

Jonathan Swift, Chief of Administration, Department of Adult and Juvenile Detention
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