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Metropolitan King County Council

Budget & Fiscal Management Committee

	Agenda Item No.:
	
	
	Date:
	September 8, 2004

	Proposed 

Motion No.:
	2004-0392
	
	Prepared By:
	Polly St. John


REVISED STAFF REPORT
As reported out of the Budget and Fiscal Management Committee

Proposed Motion 2004-0392 passed out of committee with no recommendation.  Council staff expressed concerns regarding the scope and function of the proposed advisory group.  The BFM chair directed that council and executive staff work together to prepare an amendment to address those concerns prior to consideration by the full council.  

SUBJECT:
A MOTION approving a plan to manage and assess operational practices related to the $31 million integrated security project (ISP) construction in the King County Correctional Facility (KCCF).  
BACKGROUND:

The Integrated Security Project (ISP) includes a number of separately appropriated capital projects to make upgrades within the King County Correctional Facility (KCCF) in downtown Seattle.  These capital improvement projects (CIPs), which total $31 million, include funding for modernization of the security electronic systems in the jail, as well as renovation of the intake transfer and release area and improvements to the jail health clinic and infirmary.  The table below details the CIPs and amounts appropriated for each of the ISP projects:
	Project
	Description
	Total ISP Budget

	395740
	Electronic security system
	          13,224,598 

	395833
	ADA improvements
	               179,000 

	395840
	Jail Health Services Remodel
	            4,200,000 

	395211
	ISP DAJD Operations
	            5,537,564 

	395212
	ISP Jail Health Operations
	            1,462,750 

	395213
	Jail Health Equipment
	                 93,455 

	395214
	DAJD OMP*
	               347,000 

	395215
	Jail Health Suicide Improvements
	               214,543 

	395303
	Auditor Independent Oversight
	               119,200 

	395332
	Video Court
	               273,609 

	395xxx
	ITR Improvements
	            5,848,443 

	 
	Total
	          31,500,162 


On July 12, 2004, the council approved Ordinances 14962 and 14963, which approved the funding to proceed with the ISP construction.  Expenditure restrictions are currently in place for two projects:
· $1,611,940 for Project 395840, Jail Health Services Remodel and 
· $1 million for Project 395211, ISP DAJD Operations.  
#395840 - Jail Health Services Remodel ($1,611,940):  
Jail Health Services (JHS) is developing a strategic business plan that includes recommendations for improving efficiency, safety, and quality of service based on the council approved consultant report.  Although the JHS business plan is not yet finalized, Ordinance 14962 incorporated identified JHS needs into the ISP construction.  Release of expenditure restrictions on the remaining funding is expected in 2005 when operational planning efforts are scheduled for completion.  
#395211 – ISP Department of Adult and Juvenile Detention (DAJD) Operations ($1,000,000):  
Operational cost impacts associated with ISP implementation were recognized and capitalized in the budget in Project 395211 for $5,537,564.  Because inmates will continue to be housed in the KCCF during the ISP and moved throughout the facility as construction moves from floor to floor, it is possible that unforeseen operational changes may arise.  Adult detention populations shift monthly and could possibly impact staffing both at the KCCF and RJC, depending upon the average daily population numbers.  
The council included three provisos in Ordinance 14962 to monitor the ISP project:  

· One proviso required monthly reports on the status of the ISP to include an overview, areas of concern, construction progress to include dollars and work completed against plan, inmate relocation, budget by project with change orders, and recommended future activity.  This type of report has consistently been used with other large CIP projects such as the Courthouse Seismic Project
 and has been a useful tool in monitoring the implementation of large capital projects.  
· Another proviso required the project development manager (URS) to independently brief the council on a quarterly basis regarding the construction status of the ISP.  This type of briefing and monitoring has been beneficial previously to the council for projects such as the Harborview Bond Project and the Transit Communication Center Project because it provided a larger picture of the overall project.  

· A third proviso required a plan for independent oversight for operational staffing practices related to ISP implementation.  The plan was requested and transmitted to the council on August 12, 2004.  Proposed Motion 2004-0392, provides the requested report  
The first two provisos deal with the standard review the council uses for oversight of large capital projects.  The proviso pertaining to independent oversight is addressed by Proposed Motion 2004-0392.  

ISP implementation will take place in an occupied jail that will remain in operation throughout the full two years of construction.  As noted in earlier reports on both the ISP and the DAJD Operational Master Plan (OMP), the movement of workers through the secure detention facility will require detailed planning and scheduling.  As work progresses, inmates will be housed in different areas of the jail.  This movement of workers and inmates will require changes in the current jail staffing to accommodate construction.  
Currently the West Wing in the KCCF is vacant
.  The West Wing is a separate seven story section of the jail that extends out from the “tower” toward Fifth Avenue.  It holds inmate dormitories on the lower and middle floors, and JHS administrative functions, clinic, and infirmary on the upper three floors.  DAJD and the OMP consultant recommended using this area for housing inmates displaced from floors under construction during the ISP.  The executive feels that due to the closure of the West Wing, more efficient prisoner movement within the facility can occur during construction.  
However, should detention populations rise beyond expectations, an overflow of inmates to the Regional Justice Center (RJC) could occur.  The RJC currently has a policy of double-bunking at 180 percent of single cell capacity.  This policy allows unit capacity of 115 inmates per unit.  DAJD has a policy for adding staff at the RJC when one or more housing units are double celled
.  This staffing practice could affect scenarios for the most cost-effective housing arrangement for inmates during the ISP implementation – particularly if overflows occur at the KCCF.  
The Auditor estimates that further review of staffing models could result in a potential savings, depending on staffing scenarios and the number of units that may be double celled at the RJC.  (The OMP consultant also reviewed jail staffing and advised further review and development of written staffing models for both county jails.)  
Due to possible overflow concerns regarding inmate movement during ISP implementation, the KCAO recommended in their memorandum dated June 7, 2004 that independent evaluation of staffing practices begin during the ISP construction and continue following completion of the project.  Acknowledging the KCAO recommendation, the council included a proviso in Ordinance 14962 asking DAJD to provide a plan for independent evaluation of operational staffing practices during implementation.  The text of the proviso is as follows:
Of this appropriation, $1,000,000 in Project 395211, ISP DAJD Operations shall not be expended or encumbered until review and approval of the council by motion of a plan for independent evaluation of operational staffing practices related to the integrated security project implementation.  The executive shall prepare a detailed plan that incorporates the recommendations of the county auditor for the independent testing, evaluation, and reporting on the operational staffing practices.  The plan shall be transmitted to the council by August 12, 2004.

Proposed Motion 2004-0392, provides a report for council consideration to address the proviso.  The report is entitled Managing and Assessing Operational Practices during Integrated Security Project Construction.  If approved, the legislation would release the $1,000,000 expenditure restriction on the DAJD Operations CIP project.  
PROVISO RESPONSE / REPORT:

The report (1) provides a description and overview of the KCCF, (2) addresses security concerns, (3) presents escort staffing assumptions, and (4) provides a system for assessing and reporting the use of escort officers during the construction process.  DAJD and Facilities Management Division (FMD) worked with the contractor, Turner Construction, and the construction manager, Ross Pouley from URS Corporation, to develop the staffing plan during ISP project design and preparation.  The plan was also reviewed by the OMP consultant team.  
1.  Description and overview of the KCCF Facility
As discussed during the council’s review of the ISP budget ordinances and the DAJD OMP, there is an urgent need to replace the security electronics in the KCCF.  The age of the systems, latent defects in the original design, poor installation practices by the original contractor have contributed to the need for increased maintenance activities and consequently, system replacement.  The jail will remain in operation as construction moves from floor to floor through the facility.  
Because of the KCCF configuration as a high-rise, multi-wing jail, areas under construction can not be segregated or closed specifically for the workers.  As a result, the contractor will not have full control of any part of the facility during construction.  Elevators are the only means for moving inmates, staff, visitors, and construction personnel.  Personnel, materials, tools will be moved through the facility on these elevators.  
2.  Security Concerns

Because of the facility limitations referred to above, the executive has identified security issues to be addressed:  
· Escorting Construction Crews:  As construction crews move through the facility, escort officers will follow established policies and procedures that ensure these crews do not interact with inmates, do not leave behind materials or tools in inappropriate areas, and do not violate other security protocols for a high-rise jail facility.  

· Tracking Construction Crews and Equipment:  All crews and equipment entering and leaving the facility must be accounted for.  Tools not accounted for are potential weapons and threats to the safety of staff and inmates.  Escort Officers will keep records on all staff and tools entering and leaving the facility and ensure that equipment and tools remaining in the facility are securely stored.

· Securing Holes in the Building Perimeter:  It will be necessary at times to create holes in the facility to allow construction and movement of materials.  Cranes will be adjacent to the building for short periods.  Officers will be assigned to these areas to maintain security.  
As construction proceeds, it is hoped that actual experience and increased familiarity will present opportunities to identify further efficiencies and/or cost savings.  Although committed to efficient operations, the executive clearly states in the transmittal letter that his “primary focus will be to maintain the safety and security of the public, the personnel in the facility, and the inmates during the ISP construction”.  
3.  Escort Staffing Assumptions

As discussed during the ISP deliberations, the escort staffing during implementation assumes that:

· Displaced inmates will be housed in the West Wing
· Two security staff will be assigned to each construction floor – one for floor safety and another to escort crews and material on and off the floor
· An officer will be on the loading dock 3 days per week and whenever construction occurs on the 5th floor
· One officer will be assigned on elevators serving inmate areas
· One to two officers in inmate occupied areas – i.e., ITR area construction
· Two officers will be used for vertical riser work, which involves opening walls to install conduit for future software usage
The report includes a project schedule for escort teams and staffing notes for each area scheduled for construction.  The budget for the escort officers is approximately $1.1 million.  Given the unusual security issues for this project and the extensive review of the escort staffing plan to date, it is not possible to predict whether there will be additional significant savings.  
4.  Assessment and Reporting

The report states that “To learn from actual experience requires a detailed system for reviewing and assessing the use of escort officers”.  Those involved in reporting will be the construction manager, the contractor, and a DAJD ISP Sergeant.  Each is responsible for different project areas:
· ISP Construction (Development) Manager:  The construction or development manager is an independent consultant hired by FMD to manage the overall ISP project.  The manager is responsible for monitoring the project scope, schedule, and budget, and for reporting to FMD management.  He will be responsible for providing summary escort reports using detailed daily reports; and for producing monthly and quarterly project reports to the council.  
· ISP Contractor:  The contractor is responsible for construction of the project.  
· ISP Sergeant:  This is a DAJD Corrections Sergeant who will be responsible for the overall, and day-to-day, supervision and management of the security escort staff during the ISP.  
Areas for reporting and assessment are identified in the executive’s report:

1. Daily reports from escort officers, the Contractor, and the Construction Manager will be provided to the leads for the respective organizations.  

2. This daily information, with recommendations for changing escort staffing levels, will be forwarded to weekly meetings of the project team.  This team will assess the use of escort officers and decide on changes to minimize costs.  

3. Progress reports on the use of escort officers will be made to a bi-weekly management meeting with representatives from DAJD, FMD, and Jail Health Services as well as the Contractor and Construction Manager.  

4. DAJD has proposed convening an OMP Implementation Advisory Group consisting of Executive agencies, Council staff, and the Auditor to receive progress reports on the use of escort staff.  

5. Consistent with the recommendation for the King County Auditor’s Office, DAJD will retain a new jail consultant to make recommendations on:  a) this assessment and reporting system, b) additional areas, if any, where there may be improvements or the potential for material savings, and c) the process for evaluating potential savings.  This new consultant will arrive early in the project and issue a report by December 2004.  Around May 2005, the consultant will return to review the system and determine progress on his/her initial recommendations.  The draft reports from the consultant will be distributed to the OMP Implementation Advisory Group for comments and suggestions.

6. DAJD will use its automated Roster Management System to track escort hours and costs.  A roster has been created to support tracking of escort hours and the submittal of these hours to payroll.  

The report also includes as attachments the forms proposed for reporting.
ANALYSIS:
Reporting

The report discusses in detail the number and type of daily, bi-weekly reports, weekly reports and meetings that will be held by county staff, the contractor, and the construction manager.  These reports should be helpful in immediately identifying potential problems or security issues and should allow DAJD, the contractor, construction manager, and management team to quickly react to any initial problems.  This type of reporting will be conducted by those closely involved in the project.  
The report states that DAJD will retain a consultant to make recommendations on the reporting system, on potential savings areas, and a process for evaluation of possible savings.  An overall independent macro evaluation of the staffing assumptions – as intended by the council – is mentioned as one step in the report.  The report does not include explicit details regarding the independent evaluation of the operational staffing practices.  
The report does not include a process or timeline for retaining a consultant; although the initial report is scheduled for completion in December, 2004.  Staff to staff discussions have clarified the process that will be used by DAJD to hire the independent consultant.  King County Code 4.16.030 states that the executive is granted the authority to contract for professional services without a formal process if the contract for the consultant does not exceed $25,000.  DAJD does not anticipate that this contract will exceed the $25,000 limit, which should expedite the timeline for hiring.  The consultant cost will be paid from the operational costs that are capitalized in Project #395211, ISP DAJD Operations.  This is the project currently restricted by proviso.  (A portion of the appropriation is designated as a contingency for escorts during the project.)  Approval of Proposed Motion 2004-0392 will release the $1 million expenditure restriction
Although the normal procurement process that requires several months will be avoided, council staff was concerned about the proposed tight timelines.  The first consultant report would be scheduled for completion in December.  (Actual ISP construction should be beginning early this month.)  The timelines that will most likely occur are as follows:
· Approval of the plan via motion
mid September
earliest date 09/13
· Issue Request for Proposal (RFP)
early October
allows for enactment
· Review/selection of candidates
late October
2 week process
· Write and sign contract
mid November
2 week process
· Consultant on sight for observation
early December

· Report Prepared
late or end of December

This timeline is very tight; however, DAJD believes that the December 2004 report is feasible.  Due to the holidays that fall in late November and December, there is a chance that the report could be delayed slightly until early January.  
DAJD will be seeking a consultant with experience (1) in jail operations and staffing, (2) in analytical review and alternative assessment, and (3) with jail configuration and possibly remodel and security functions.  They believe that the consultant will spend up to a week on site to tour, evaluate, and observe.  Internal reports that were discussed earlier in this staff report will also be made available for review and the management team will be available for interviews.  
The plan states that the consultant report should make recommendations on the system for assessing the use of escort offices, on areas of staffing that have the potential for material savings, and on the process for evaluating these potential savings.  In addition, the consultant will return in May 2005 to examine the progress and make further recommendations, as necessary.  If needed, a third consultant visit could be scheduled.  The report timelines are spaced at intervals during initial construction and during crucial times when inmates will be relocated through the facility.  Consequently, the projected reporting dates will occur at different construction stages - yielding an overall prospective on escort procedures and additional staffing.  
Oversight

In addition, the report proposes that DAJD will convene a group consisting of executive agencies, council staff and the auditor that will be called the OMP Implementation Advisory Group.  DAJD proposes that this group involvement includes “participating in the selection of the jail consultant, providing feedback on draft reports from the consultant, and receiving regular progress reports on operating issues related to the ISP”.  
Consequently, the group is characterized in the report as dealing with ISP implementation issues.  However, by calling it the OMP Implementation Advisory Group, the group would appear to have input on the OMP implementation, as well.  It is unclear as to whether this is an issue of terminology or broader scope for the group to include OMP issues.  As outlined in the report, the group would participate by providing input to DAJD on the consultant selection, reports and reviewing reports on operational issues related to ISP.  It is unclear how the group would provide input on OMP issues.  Specific details about the group and its processes are not included in the report.  
DAJD has stated in staff to staff discussions that:
· DAJD will be the group convener.  
· DAJD proposes that the group meet on a regular monthly basis.
· The group is envisioned to include two representatives from the budget office, DAJD, Facilities Management, Jail Health Services, the council and the auditor.  
· DAJD will be contacting each of the agencies listed above to elicit their proposed representatives soon after council approval of the plan.  
· DAJD has assured that the information for the meetings will be consistently shared by all representatives and that the information will be received in a timely manner.  
· DAJD foresees that ISP implementation and issues will be reviewed by this group.  
· Pending council approval of the operational master plan, the group may be involved in similar activities to support OMP implementation.
Council staff have requested that specifics about convening the group be provided by DAJD in written form.  (Due to the tight timeline created by the Labor Day Weekend, these materials will be available for consideration by the committee on September 8.)  
This group is proposed to provide a forum for communication that will keep all the parties up-to-date on the ISP implementation process and the intended operational staffing issues.  The report is unclear on how the group would be involved in any OMP discussions.  Staff discussions are on-going as to how the proposed group will address OMP issues.  (It should also be noted that the final analysis for the DAJD Operation Master Plan has not been completed and thus has not yet been approved by the committee.)  Because the ISP and OMP are closely linked, this advisory group review could help continue overall insight for jail operations as well as progress toward OMP goals and implementation.  
Anticipated Operational Savings
As noted during earlier committee discussions, the main focus of the ISP project is to avert potential system failures in the existing security electronics at the KCCF.  There will be a risk of complete or partial system failures until the majority of the project is complete.  Should a failure occur, there is a risk of higher operations costs until the completion of the majority of the project.  
The consultant’s evaluation of the staffing could result in operational efficiencies and possible project savings.  However, the consultant’s review of the staffing models and assumptions for the project could result in recommendations for changes that require additional funding.  
FUTHER DISCUSSION:  
The stated purpose of the advisory group is selecting the consultant, monitoring the consultant’s draft reports, and receiving progress reports on operational ISP issues.  Because discussions are on-going as to how the proposed advisory group might address OMP considerations, additional analysis is needed to clarify specifics as to how the proposed group will function.  Until the function for the advisory group – which extends beyond oversight of ISP operational staffing issues and into OMP discussions – is finalized, the legislation is not ready for action.  
INVITED:

· Larry Mayes, Interim Director, Department of Adult and Juvenile Detention
· Michael Gedeon, Department of Adult and Juvenile Detention
� Other projects include the Harborview Bond Project, the Transit Communications Center, the RCECC, and Financial Systems Replacement Project.  


�The West Wing was closed in 2002 due to declining inmate populations that resulted from AJOMP implementation, the commitment to beginning CCAP, and budgetary limitations.  


� A second officer is added on the first and second shifts and a relief officer is added on all shifts to ensure that there are always two officers in a double celled housing unit when inmates are awake.  
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