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August 15, 2003

The Honorable Cynthia Sullivan

Chair, Metropolitan-King County Council

Room 1200

C O U R T H O U S E 

Dear Councilmember Sullivan:

With the Council’s support, the criminal justice system, and in particular the Department of Adult and Juvenile Detention (DAJD), has intensively been examining ways to operate more efficiently.  All involved in these efforts would concur that important progress has been made and all are committed to continuing this progress.  However, these efforts have not yet resulted in enough savings for DAJD to support the increasing secure detention population within the 2003 Council Adopted Budget.  Moreover, I strongly believe that restricting bookings and releasing inmates early are not acceptable risks to public safety.  Therefore, I am requesting a supplemental appropriation of $900,000 for DAJD.  This letter details the reasons behind this request.

2003 Council Adopted Budget for dajd
The 2003 Council Adopted Budget for DAJD included additional reductions of $6.2 million beyond the $1.6 million included in my proposed budget.  These additional reductions assumed that the adult secure detention population would continue to decline dramatically or that DAJD could find substantial cost savings in its budget from changes in the criminal justice system and within its operations.  Despite the extensive efforts by DAJD and other agencies over the past eight months, the progress that has been made is far short of the $6.2 million target.  To understand this problem, it is essential to review the evolution of DAJD’s 2003 budget. 

· My proposed budget for 2003 originally assumed a secure detention ADP of 2490 and included $6.9 million in detention-related reductions.  The closure of North Rehabilitation Facility (NRF) accounted for $5.3 million.  (About $2.8 million was proposed to be “reinvested” in community corrections and treatment programs.)  DAJD identified an additional $1.6 million in efficiencies and savings in juvenile detention.

· After decisions were reached on my proposed budget in August 2002, the detention population dropped significantly.  In recognition of this declining population, I amended my 2003 proposed budget through the submittal of errata, which included $950,000 in additional reductions through closing two housing units at the Regional Justice Center (RJC) or 128 beds. 

· An important point of clarification is the difference between the total detention population and secure detention.  The latter includes the downtown jail (Tower and West Wing), the Regional Justice Center, and booking. However, the total detention population includes secure detention, NRF, and Community Corrections.  With the decline in city misdemeanants and pre-sentenced felons, the total detention population dropped by 595 ADP from the 2002 adopted level (2,910) to the actual ADP for the 4th quarter of 2002 (2,315).  At the same time, total capacity also declined with the closure of NRF (190 budgeted capacity) and vacant slots for Work Release and Electronic Home Detention (76).  The remainder of the decline in population occurred in secure detention.  Over this same period, the secure detention population dropped by 333 (2,504 vs. 2,171).  Shifts in the secure detention population have the most direct impact on DAJD’s budget.

· The Council Adopted Budget, which did not consider the DAJD erratum, includes a total of $13.1 million in detention-related reductions:  $5.3 million (NRF/Public Health), $1.6 million (Executive Proposed), and $6.2 million (Council adopted).

	Budget Progression
	Total Pop. (Secure, NRF, CCD)
	Secure Detention
	Budget Reductions

	2002 Council Adopted 
	2910
	2504
	Total ADP does NOT include 115 unfunded community beds

	2003 Executive Proposed
	2705
	2490
	$1.6 million (DAJD)

$5.3 million (NRF closure 190 ADP)

	2003 Executive Errata
	2577
	2362
	Additional reduction of $950,000 (2 RJC Units)

	2003 Council Adopted
	NA
	NA
	$1.6 million (Executive proposed)

$6.2 million (Council adopted)

$5.3 million (NRF closure)

$13.1 million (Total)

	2003 ADP Needed to Meet $6.2 M Reduction
	2149
	1934
	$1.6 million (adult & juvenile staff cuts)

$3.8 million (West Wing closure)

$1.0 million (Other adult staff cuts)

$1.4 million (Unidentified reductions)

$5.3 million (NRF closure)

$13.1 million (Total)

	2003 Revised ADP Estimate
	2482
	2267
	Based on actual for first six months and consultant forecast for last six months

	Over/(Under): 2003 Current ADP vs. ADP Needed to Meet Reduction
	NA
	333
	While the population is down from 2002 budgeted levels, it is well above the budgeted level for 2003.


· On December 19, 2002, I submitted a plan to Council for meeting the $6.2 million in reductions.  The closure of the West Wing section of the downtown jail (435 beds) would save $3.8 million only if the secure detention population dropped even a little further than the levels seen at the end of 2002.   DAJD would make other staff cuts of $1.0 million.  Even after these measures, $1.4 million in reductions remained unidentified, which would require the secure detention population to decline by an additional 192 ADP.   

For 2003, the problem is that Council Adopted Budget supports a secure population level much lower than the current projection of 2,267 ADP.  To answer the question about what is the funded population level; DAJD has refined its analysis consistent with the preliminary work of the County Auditor and OMP Consultant.  This analysis indicates that the 2003 Council Adopted Budget for DAJD supports a secure detention ADP of 1,934.  The following table summarizes the derivation of this number. 

Revised ADP for 2003 Budget

	Action
	Population Impact

	Executive Proposed Budget
	2,490

	West Wing Closure
	(435)

	ADP Equivalent of Undefined $1.4 million
	(192)

	Vacancy Factor/Peaking Adjustment
	71

	Revised ADP
	1934


As noted above, Council’s additional $6.2 million reduction would fall primarily on the operating budget for the downtown and RJC jails.  This analysis has shown that to meet the additional $6.2 million reduction the secure detention population would need to drop from 2490 ADP to 1,934 ADP, a difference of 556 ADP.   However, the 2003 estimated ADP of 2,267 represents a difference of only 223.  The remaining 333 ADP, therefore, is not funded.

Population Trends

The 2003 Budget was adopted on the premise that the drop in ADP experienced in the latter half of 2002 would continue through 2003.  DAJD’s population trends, however, show a partial rebound in the secure detention population since the beginning of 2003.  

Summary of Secure Detention ADP (Adult)

	Period
	Secure ADP (Excluding NRF)

	2002 Adopted
	2,504

	1st Qtr 2002
	     2,542

	2nd Qtr 2002
	     2,428

	3rd Qtr 2002
	     2,352 

	4th Qtr 2002
	     2,186 

	1st Qtr 2003
	     2,198 

	2nd Qtr 2003
	     2,248 

	Revised 2003
	2,267


As noted in other reports to the Council, the major reasons for the 2002 decrease in the secure detention population include:

· The city misdemeanant population has declined as the contract cities sent their inmates to other detention facilities or made other programmatic choices for their population.  This migration was the direct result of the new jail contract negotiated last year.  This contract places caps on the number of city misdemeanants that can be housed in our detention facility in order to preserve secure detention capacity for County inmates.

· During the first half of the year, there was a reduction in felony drug ADP related to a temporary decrease in filings for drug-related offenses.  

· To a lesser extent, the decline in the secure detention population is attributable to a combination of several impacts: the reduction in the King County DUI population, a small reduction of the traffic non-alcohol related charges (due to the implementation of the District Court DWLS 3 Diversion Program), and a series of other small caseload shifts.

Since January 2003, the actual secure ADP population has steadily increased.  The secure ADP has increased from 2,186 in the last quarter of 2002 to 2,248 for the second quarter of 2003.  This increase is related to the rebound in the pre-sentenced felony population and growth in the State Hold violator and pre-sentenced misdemeanor populations.

· The pre-sentenced felons have increased 12.5% since January (from 1,159 to 1,304), due primarily to an increase in pre-sentenced drug and felony assault cases.

· The State Hold violator population has increased by 44 ADP since January. This appears to be both an increase in admissions and an increase in the length of stay.

· The pre-sentenced misdemeanants have increased by 39 ADP since January.  This increase is being driven substantially by an increase in admissions.

As noted above, the adult secure population for all of 2003 is estimated to be 2,267 ADP.  This estimate is based on averaging the first six months of 2003 actual population with the consultant forecast for the last six months.   The forecasted growth is based on assumptions set by King County’s criminal justice agencies and representatives from the Council and Executive.  According to these assumptions, the main driver of the forecasted growth is an increase in pre-sentenced felons.

Population Reduction Strategies

In an effort to further reduce the secure detention population and operate the department within the resources provided in the 2003 Council Adopted Budget, DAJD has worked closely with its criminal justice partners to pursue a number of strategies.  

· Community Corrections:  DAJD is continuing to work with the other CJ agencies to increase the use of Community Corrections programs consistent with practices that maintain community safety.  This work is bringing together the courts, attorneys, human services, and treatment agencies to create a new approach to community corrections.  In a relatively short period of time, this new division is taking shape and the number enrolled in its programs is growing.  As this transition process occurred, secure population in the jail has remained elevated.  
· State Hold Violations:  DAJD is also engaged in negotiations with the Department of Corrections to seek reimbursement for inmates for whom the State is financially responsible.  Given King County’s ongoing budget deficit, DAJD does not have available room for these inmates unless it receives adequate reimbursement from the State.  DAJD is working with the Prosecuting Attorney’s Office to establish the number of State Hold violators who are subject to this fiscal capacity.  The goal is to conclude these negotiations by the end of September.  

Efforts to Identify Operational Efficiencies

With my strong support, DAJD and OMB staffs are looking for every opportunity to reduce costs while continuing to maintain a safe, secure, and humane jail operation.  Moreover, DAJD is fully engaged with many other County agencies in a series of efforts to review and improve the efficiency of criminal justice and jail operations.  As shown below, the breadth of this work is substantial. 

· DAJD Operational Master Plan:  Under the guidance of the OMP Advisory Committee, this project includes a comprehensive review of operating policies and practices for all major functions of DAJD.  The review includes the staffing of housing units, Court Detail (transportation), the use of video technology, and jail health services.   The department is supplying all requested information to the consultant and supporting the consultant’s examination of options.   Some preliminary findings will be available this summer with the full report due in January of 2004.  

· Integrated Security Project:  In conjunction with the OMP, DAJD is working closely with Facilities Management Division to orchestrate a total replacement of the electronics security system in the downtown jail while continuing to operate the facility.  Due to the fragile nature of the current electronics system, the quick and successful completion of this project is one of the highest priorities for DAJD.  The design of this project is intended to provide as much flexibility as possible to accommodate a wide range of operating and staffing practices in the future.  Construction could begin before the end of the year.

· County Auditor Studies:  The County Auditor has conducted a review of DAJD’s major functions and with the support of DAJD has developed a sophisticated staffing/budget model.  This model, which is nearly final, will be a valuable tool for estimating the impact of different staffing policies.  The Auditor’s studies also include an assessment of administrative costs, court detail, booking, staffing of RJC housing units, and jail health services. Initial findings stemming from this work have been incorporated into the scope of work for the OMP consultant.

· Jail Health Services Study:  As requested in a Council proviso, a recent consultant study highlighted the potential for improvements to jail health operations that should, in turn, lead to savings in DAJD.  Although most of these changes will require about three years for implementation of an electronics medical records system, DAJD and Public Health are working closely to identify potential short-term savings.

· Intake Services Program:  In response to a Council proviso, a workgroup is undertaking the complicated task of creating a new process for quickly, consistently, and reliably gathering information to support the Court’s decision to release or place detainees in an alternative program.  DAJD and Executive staff are helping to staff this work.

· Detention Population Forecast Report:  DAJD is working with the population forecast consultant to finalize a report that will be the basis for estimating the future detention population.
At this early stage, these efforts have led to important progress but also have demonstrated that there are no quick and easy solutions for major reductions in DAJD’s budget.  I remain committed to developing an effective array of services and sanctions to reduce reliance on secure detention.  My staff will also continue to explore efficiency options in conjunction with our criminal justice partners.  Moreover, if any efficiency option is feasible, maintains public safety, and does not jeopardize operating safe and secure humane jail facilities, we will move forward to implement it.

In fact, after discussions with labor and careful review of the operational impacts, I am pleased to report that DAJD is proceeding to increase the number of double-bunks at the Regional Justice Center.  This change will increase the number of double-bunks in a unit from 43 to 51 to bring the total number of beds in a unit to 115 (180% above the design capacity of 64).  With the increase in the secure detention population, this option will lead to annual savings of $290,000. 

Supplemental Budget Request for 2003

As indicated earlier, DAJD’s ability to meet the additional $6.2 million reduction would require a substantial decline in the secure detention ADP or identification of major efficiencies in its operations beyond the reductions already taken.   Since at this time no options have been identified that would significantly offset this reduction, DAJD needs additional funds to support the current level of population in secure detention. The estimated 2003 secure detention population of 2,267 is 333 ADP higher than what is funded in the Council Adopted Budget for DAJD.  The cost of housing this ADP at the RJC is $2.9 million.

	Item
	ADP
	RJC Single-Bunked Units
	RJC Double-Bunked Units
	Supplemental Request

	ADP Supported by 2003 Budget
	1,934
	11
	
	

	Unfunded ADP (Single-Bunks)
	192
	3
	
	$1.45 million

	Unfunded ADP (Double-Bunks)
	141
	
	3.3
	$1.45 million

	Total 
	2,267
	14
	3.3
	$2.9 million


Fortunately, DAJD’s 2003 budget is benefiting from one-time savings that help offset this shortfall.  The ramp-up period for the Community Corrections programs has generated savings of $1 million.  Largely due to the implementation of efficiency measures such as the Roster Management system, juvenile detention has generated $700,000 in savings.  Increased double-bunking at the RJC and one-time training savings contributes another $300,000.  Capturing the sum of these savings leaves a supplemental need of $900,000.

2003 Supplemental Request Related to Housing

	Item
	Amount

	Potential Housing Shortfall
	($2.9 million)

	Underexpenditures in Community Corrections
	$1.0  million

	Savings in Juvenile Detention
	$0.7 million

	Increase Double-Bunking at RJC and One-Time Training Savings in Adult Secure Detention
	$0.3 million

	Supplemental Request
	$0.9 million


The Office of Management & Budget has identified three funding sources for this supplemental request.

· A $400,000 disappropriation of the Intake Service Pilot program in Superior Court’s budget.  Implementation of this pilot project has been delayed as the criminal justice system continues to develop the components of this pilot project.  We are told that implementation is not likely until the beginning of 2004.

· A $300,000 disappropriation from the CJ treatment dollars provided to DCHS using a portion of the $6.2 million jail reduction in the 2003 Adopted Budget.  Similar to the Intake Service Program and the Community Corrections programs, these programs have taken longer than anticipated to develop.

· $200,000 from Executive Contingency.

The population projection for 2004 suggests that a shortfall will continue into next year.  DAJD and my budget staff are working to mitigate this shortfall to the greatest extent possible.  However, if a shortfall remains despite these efforts, we must adequately fund DAJD so that it can operate safe, secure, and humane jail facilities.  I want to be clear that restricting bookings or releasing inmates early pose unacceptable risks to public safety and I will not support them.   The responsible course is to fund DAJD adequately and continue to develop the tools and practices within the criminal justice system to reduce costs and maintain public safety.  To this end, I urge support for this supplemental request.

Sincerely,

Ron Sims

King County Executive

cc:
King County Councilmembers



ATTN:  David deCourcy, Chief of staff




  Shelley Sutton, Policy Staff Director




  Rebecca Cusack, Lead Staff, BFM




  Clif Curry, Staff, LJHS Committee




  Anne Norris, Clerk of the Council


Honorable Norm Maleng, King County Prosecuting Attorney


Honorable Dave Reichert, King County Sheriff


Honorable Richard Eadie, Presiding Judge, Superior Court


Honorable J. Wesley St. Clair, Presiding Judge, District Court


Larry Mayes, Interim Director, Department of Adult and Juvenile Detention


Anne Harper, The Public Defender

Kurt Triplett, Chief of Staff, King County Executive


Sheryl Whitney, Assistant County Executive


Steve Call, Director, Office of Management and Budget

