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SUBJECT

A MOTION accepting a report detailing the department of adult and juvenile detention efforts to reduce mandatory overtime in compliance with Ordinance 18409, Section 55, as amended by Ordinance 18544, Section 27, Proviso P2. 

SUMMARY
This proposed motion would accept a report responding to a 2016-17 Budget Proviso requiring that the Department of Adult and Juvenile Detention (DAJD) report on its steps to reduce the use of mandatory overtime in its adult secure detention operations.  The Council added a proviso to the first 2017-18 budget supplemental requiring that the department provide information on how it was planning to reduce its use of mandatory overtime.[footnoteRef:1]  To address the concerns over the use of mandatory overtime, DAJD established a project team to identify root causes of high mandatory overtime use. An analysis of data found the most significant causal factor related to overtime use was the difference between hours worked and staff available. According to the department, based on the data the department investigated three areas with the potential for reducing overtime utilization: improving the department’s forecast model; streamlining the Corrections Officer hiring process; and, developing efficiencies to reduce the need for hospital transport and guarding.  The report also includes required information on projected secure detention population and information on negotiations with bargaining units.  This is the second meeting concerning this proviso response.  Adoption of this Motion would accept the department’s proviso report. [1:  Ordinance 18544, Section 27, P2, adopted July 6, 2017.] 

BACKGROUND

The King County Department of Adult and Juvenile Detention operates one of the largest detention systems in the Pacific Northwest.  For adults, King County is required to jail all felons arrested in the county and presented for booking into jail.  In addition, the county houses “county” misdemeanants, criminal offenders who are either arrested in the unincorporated parts of the county or have committed offenses that are adjudicated by the District Court (“state cases”).  The county is not required to house city misdemeanants or state “holds” (individuals under state Department of Corrections’ supervision who are in violation of community supervision orders).  The cities and the state pay King County for the booking and daily costs of housing inmates for which they are responsible.  In addition, cities and the state pay the costs of housing inmates who are mentally or physically ill.

To securely house adult offenders, the department is responsible for the operation of two detention facilities--the King County Correctional Facility (KCCF) in Seattle and the Maleng Regional Justice Center (MRJC) in Kent—with over 30,000 bookings a year and an average daily population of 1,948 pre- and post-adjudicated felons and misdemeanants every day.  The average daily population of the department’s Seattle facility is approximately 1,153 inmates and about 796 inmates housed at the MRJC.[footnoteRef:2]   [2:  King County Department of Adult and Juvenile Detention, Detention and Alternatives Report, February 2018.] 


According to prior overtime studies,[footnoteRef:3] current staffing levels are largely a function of the facilities’ designs, operational use, and contractual labor agreements governing work practices. For many years, DAJD has been using the Operational Forecast Model (OFM) for reviewing detention staffing.  The OFM projects staffing requirements based on the type and number of inmates in housing units, staffing policies, and a standard formula for computing relief factors required to provide coverage for staff during their absences. While the model is very complex, it basically identifies the posts needed to be filled in both adult facilities, the number of hours needed to fill them, and the availability of staff to fill these posts. The model allows DAJD to conduct “what-if” scenarios and measure the impact on staffing and overtime if posts were closed or added, if leave time increased or decreased, and if staffing levels were increased or decreased. The model is intended to be a predictor of regular and overtime needs. [3:  Motion 14763, Attachment A, adopted September 15, 2016.] 


Each year, DAJD plans for some level of overtime hours. Generally, DAJD targets a level of approximately eight percent of total hours worked as a desired mix. However, the Adult Divisions are historically budgeted around four percent. Overtime is planned for in order to address normal variations in staffing levels without creating an excess of staff availability.  There are two types of overtime, regular or planned overtime and unplanned overtime.  Planned overtime is the regular, scheduled use of both sick and vacation leave. Mandatory overtime is defined in the bargaining agreement as anytime an employee is directed by their supervisor not to leave work at the end of their shift or if the employee is required to stay five minutes or longer after their shift as a result of late relief.   When such a holdover is necessary the employee will be paid an additional one-half time over and above the rate otherwise required by the agreement (“double time”).

The Council added a budget proviso for DAJD in the Adopted Biennial Budget for 2015-16[footnoteRef:4] that required that the Executive to transmit two separate motions and for DAJD to provide two reports analyzing the causes of overtime and the department’s plans for reducing the use of overtime.  The Council accepted the two reports in 2016.[footnoteRef:5] [4:  Ordinance 18239, Section 22, Proviso P2.]  [5:  Motion 14761, adopted December 5, 2016, and Motion 14763, adopted September 15, 2016.] 


These reports concluded that, in reviewing the OFM inputs for the 2015 and 2016 years, “it was clear that there is a disconnect” between projected overtime and actual usage. First, while the OFM methodology and results have been evaluated with favorable findings, the data input into the model does not necessarily meet the actual needs for training, hospital guarding and court detail. Historically, the inputs for the model were developed to meet budget requirements. The DAJD noted that “as OFM is used to determine the most fiscally balanced combination of FTEs and overtime, it is not surprising that the analysis of average posts per day and average number of officers available to work the posts consistently creates a difference that directly correlates to the percent of hours worked on overtime. However, the desire to demonstrate a lower number of FTE and lower levels of overtime has led to a reluctance to ensure that the model inputs correctly identify the anticipated level of activities.”  As a result, the need for overtime was not accurately identified.

Second, the department explained that a marked increase in the number of specific duty posts—such as for guarding inmates when hospitalized--were noted in 2016. According to the department, this increase in specific duty posts impacts the number of hours worked on overtime. Further, DAJD found that many of the specific duty posts such as hospital guarding and transport require that the officers be weapon qualified. And noted that, for the time period studied, the weapons qualified officers worked 52% of the overtime. 

Third, the department identified that there is a notable impact that vacancies, pre-assignment new hires, extended leave use, and unscheduled leave have on overtime. DAJD found that the fewer number of available staff translates into fewer staff to fill fixed and specific duty posts. Based on these findings, the department reported that DAJD leadership will take the next step to explore each of the identified areas and determine what improvement opportunities are available in each.

2017-18 Budget Actions As part of the 2017-18 Executive’s Budget, the department requested and the Council approved the addition of 3.0 FTEs and $701,246 for addressing mandatory overtime.[footnoteRef:6]  This amount was in addition to a request for the addition of 4.0 FTEs and $1.0 million to address jail population increases, which the Council also adopted.  The department reports that it had met the demands of higher than budgeted ADP in 2015 and 2016 with the use of overtime and that the addition of the new positions to address current and projected population will reduce the overtime needed to manage the differential between budgeted ADP and actual ADP.   [6:  Ordinance 18409, adopted November 17, 2016.] 


2017-18 Budget Proviso As part of its deliberations concerning the first 2017-18 budget supplemental, the Council adopted a proviso requiring that the department report on its efforts to implement recommendations to reduce overtime.[footnoteRef:7] The proviso specifically asked the Executive to submit a report that includes: [7:  Ordinance 18544, Section 27, Proviso P2, adopted July 6, 2017.] 


(A): A review of the final recommendations and action steps identified by the Operations Forecast Model problem-solving team;
(B): A summary of the steps taken to reduce the hiring process timeline for corrections officer and the anticipating impact of the proposed changes; 
(C): A summary showing the implementation and communications planning for changes to the department’s hospital guarding policies; 
(D): A review of the adult average daily population for the last five years and anticipated changes to the population in the next five years; and 
(E):  A summary of changes to the proposed collective bargaining agreement aimed at reducing mandatory overtime. This report should also include a summary showing the number of posts that will be necessary to implement the recommendations, actions steps, plans and changes in policy identified in subsections A through D of this proviso.  

The Executive transmitted the required motion and a report entitled “DAJD Motion and Report Detailing the Actions that DAJD is Taking to Reduce Mandatory Overtime in Compliance with Ordinance 18409, Section 55, as Amended by Ordinance 18544, Section 27, Proviso P2” on December 12, 2017.  

ANALYSIS

The department was required in its report to provide specific information on how it would reduce its use of overtime.  The department reports that it identified root cause of the overtime and then “partnered” with the County’s Continuous Improvement Team (CIT) to develop solutions.  The department noted that the distinction between mandatory overtime and voluntary overtime is the willingness of employees to work voluntary overtime. Therefore, the team decided that a full examination of overtime (vs. mandatory overtime only) was warranted to understand the various drivers. To complete the report, the department established a workgroup which was led by a Major, and facilitated by the County’s CIT, and included two Captains, three Sergeants representing both detention facilities, a County labor negotiator, an analyst from the Office of Performance, Strategy and Budget (PSB), and two project managers from DAJD providing project management and data analysis assistance. Additional DAJD staff were engaged when specific knowledge was needed, such as Intake, Transfer and Release, Court Detail, laundry, and transport. The report notes that, as of November 2017, two of the three workgroups had completed their work and have implemented a number of changes.   

Staffing Plan. As noted above, the OFM is a tool that DAJD uses to balance the allocations of FTEs and planned overtime to optimize staff deployment. The inputs for OFM are a combination of historical trends such as leave-use rates and hospital guarding hours, the anticipated scheduled-post workloads, and costs for staffing at regular and overtime rates. In addition, the anticipated workload for “Specific Duty” posts are estimated and added into the total demand for hours. Specific Duty posts are on-demand rather than regularly reoccurring to include posts like hospital guarding, high security trials, and maintenance staff escorts within the facilities (for example, an FMD plumber working in a secure facility is generally accompanied by uniformed staff). The department reports that some of the factors are “supply” side factors, which impact the availability of officers to do the planned work, while the “demand” side factors impact how much work is needed to be done in the year.  The department notes that while the OFM tool provides optimized levels of FTEs and overtime, financial constraints do not always allow for funding at the levels that the OFM identifies as ideal.  

According to the proviso report, the DAJD Director authorized a complete staffing analysis to determine if one or more of four conditions existed that could be contributing to increased overtime. The four identified conditions were:

1) Insufficient full time staff; 
2) Inaccurate staffing and coverage plans; 
3) The inability of OFM to anticipate unscheduled impacts to the schedule such as training and long term disabilities, and 
4) Higher than projected average daily populations and higher custody classifications.

In order to evaluate the impact of these factors, the department conducted a staffing analysis using the National Institutes of Corrections model for conducting jail staffing analyses.[footnoteRef:8]  The DAJD reports that it is still in the process of conducting its review using the NIC nine-step process to review its staffing model.  This review includes looking at what, if any, information technology changes are needed for the modifying the current OFM system.  The report notes that, while the work is not yet complete, “interim recommendations include conducting a full analysis of the external transport of inmates and exploring different schedules for certain units of the jail.” [8:  Miller, R.M. and J.E. Wetzel (2012), Jail Staffing Analysis: 3rd Edition, United States Department of Justice: Washington, D.C.] 


Corrections Hiring Process. As noted above, the department’s prior work on overtime issues identified that  there is a notable overtime impact resulting from staff vacancies, the integration of pre-assignment new hires (staff being trained on-the-job requiring training officers to be assigned with the new staff), extended leave use, and unscheduled leave have on overtime.  In response to this proviso, the department identified as one of the drivers of increased correctional officer overtime is a high vacancy rate. The vacancy rate is related to both evaluations of whether jail workload is properly estimated, which is being addressed by the staffing analysis workgroup, and a lengthy hiring process for new officers. To address the lengthy hiring process, DAJD reports that it partnered with the King County CIT to complete a value stream mapping, with the goal of reducing the hiring process for Corrections Officers from 4 to 6 months to 45 days.   

According to the proviso report, the department has implemented several changes to reduce the time it takes to hire and train new staff.  The report notes that some hiring requirements were eliminated (agility testing), many steps were “collapsed” to reduce and/or eliminate redundant steps, the department also adopted on-line recruitment tools to speed the process, and added dedicated staff for recruitment and hiring (adding dedicated Corrections Officer and human resources staff).  In addition, DAJD notes that it has increased its participation in job fairs and other recruiting events (with the additional goal of increasing staff diversity).  The report notes that the implementation of these changes has resulted in a significant reduction in the department’s hiring time from over 100 days to about 70.  The department has established the goal of 45 days and notes that it is continuing work in this area to achieve this goal.

Hospital Guarding. The report also addresses overtime related to special duty assignments.  As noted above, a significant proportion of identified overtime can be directly related to special duty assignments, such as hospital transport and guarding. The report notes that the goal of its recommendations related to the transport of ill inmates was to ensure that all transports were necessary, and that long-term hospital stays were as short as medically necessary.  

The DAJD notes that, as part of its work to reduce overall work on overtime, that it worked with Jail Health Services staff on this type of overtime.  Staff initially set the goal to reduce the need for transport and hospital guarding by 20,000 hours from a high of 50,000 hours.  However, the report notes that “the workgroup had concluded that reducing hospital guarding by 20,000 hours was not possible without massive investments in infrastructure and medical hiring to essentially build an emergency room in each jail facility.”  Instead, the workgroup made three proposals to the Director of DAJD and the management team:  establishment of an Inmate Discharge Planning Committee; improvements in communications between Jail Health Services staff and corrections staff; and, the establishment of a hospital guarding post position (currently Court detail staff are allocated for hospital transport and guarding on an as-needed basis).  The group also discussed facility changes at Harborview that could reduce the costs of guarding and the potential uses of telemedicine.  

Secure Detention Population Forecasting.  As required by the proviso, the report also includes an analysis of secure detention population forecasts.  The County has seen secure detention Average Daily Population (ADP) increase above forecasts in the last three years.  These increases, above projections, have been identified as one of the causes of overtime.  As part of the second 2017-18 budget supplemental, the Executive requested and the Council approved 15.0 new FTEs and the $3.4 million to add staffing to support additional double-bunking at the Maleng Regional Justice (MRJC) due to higher than predicted and budgeted for ADP.[footnoteRef:9]   [9:  Ordinance 18409, adopted November 17, 2016.] 


The proviso report notes that the department expects that secure detention ADP will continue to grow through 2018, but not at the same high rate of growth that was experienced through the summer and fall of 2017. DAJD estimates that in 2018, the ADP will remain at a level where three units at the MRJC will remain double bunked. In addition, the report notes that the DAJD’s complete updated population forecast model will be completed in the early spring of 2018, in preparation for the biennial budget process.

Collective Bargaining.  As requested by the proviso, the department identified seven items that the County would seek to negotiate to be a part of the next Corrections Officer’s collective bargaining agreement.  These items were included in the negotiations because the DAJD believes that they could “help control and reduce the use of mandatory overtime.”  For example, the department bargained to include changes to existing vacation and sick leave policies, to modify policies related to vacation and sick leave notice, and ask for changes to how military leave slots are counted.  The report notes that these changes were under consideration by the guild at the time of the report writing (November 2017).  However, the contract was not adopted by the guild.  As a consequence, these items may be kept, modified, or eliminated in future arbitration.  
 
This report meets the requirements of the proviso in that the department has worked to understand the scope and drivers of mandatory overtime and taken steps to address its use and has addressed the required elements of the proviso.  

ATTENDEES:

· Steve Larsen, Chief of Administration, Department of Adult and Juvenile Detention 
· Mike West, Department of Adult and Juvenile Detention
· Jennifer Albright, Department of Adult and Juvenile Detention
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