[bookmark: _GoBack]Attachment A
DAJD-Motion and Report Describing an Implementation Plan for the Continuation and Potential Relocation of the Work Education Release Program in Compliance with Ordinance 18409, Section 55, as amended by Ordinance 18602, Section 29, Proviso P8.

Introduction
The 2017-2018 proposed Executive budget included a number of budget cuts in general fund-supported agencies to address a significant financial gap in the general fund. In the Department of Adult and Juvenile Detention (DAJD) budget, a proposal was made to completely close the King County Work Education Release (WER) and Electronic Home Detention (EHD) programs. The King County Council decided to continue EHD operations through 2018 and keep WER open through 2017, with the idea that options be explored for its continuation. The 2017-2018 adopted budget included a proviso for the Office of Performance, Strategy and Budget (PSB) to analyze options for providing WER and EHD programs as an alternative to the potential program closure in 2018. 

In the second omnibus supplemental of 2017-2018 the County Council restored WER and for the remainder of the biennium and added the following proviso to DAJD’s budget (Ord. 18602, Sec. 29):

P8 PROVIDED FURTHER THAT:
Of this appropriation, $1,100,000 shall not be expended or encumbered until the executive transmits an implementation plan for the continuation and potential relocation for the work education release program; and a motion that should approve the plan and should reference the subject matter, the proviso’s ordinance, ordinance section and proviso number in both the title and body of the motion, and a motion accepting the report is passed by the council.
   
The report shall include a description of how the community corrections division, working with the office of performance strategy and budget, will continue the work begun pursuant to Ordinance 18409, Section 19, Proviso P1. The plan shall include, but not be limited to: (1) facility and program options; (2) a description of how each option addresses policies established by the council’s special committee on alternatives to incarceration; (3) identification of resource needs, such as for facilities management division support; and (4) a project schedule and charter.

The executive must file the implementation plan and motion required by this proviso by April 1, 2018, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the budget and fiscal management committee, or its successor.                                                       
1. Work Education Release Facility and Program Options
King County’s WER program currently operates on the 10th floor of the King County Courthouse, which was originally designed as the County’s jail when the upper floors of the Courthouse were opened in 1931. Although the County has performed maintenance and systems improvements since that time, there has been no significant change to the floorplan of the 10th floor. As is to be expected for a detention facility over 85 years old, the design is not conducive to a modern, therapeutic work release program. For example, cells are cramped and pose a challenge to taller participants, since there are low doorways. There is also extremely limited space to provide  any kind of programming toparticipants. A 2013 study of the cost of remodeling the current space into a more appropriate facility estimated that because the steel cells on the 10th and 11th floor are structural and support the 12th floor, it would cost $23 million to demolish the 10th and 11th floors and convert it to general office space. A County Council subcommittee, the Subcommittee on Alternatives to Incarceration (SCAI), was convened to provide guidance to staff focused on both short-term and more long-term options for WER. The SCAI asked staff to provide both short-term and long-term options for County Council’s consideration.

Below are the various options identified by staff.

A. Short-Term Work Education Release Options
Short-Term Work Education Release options will allow the program to continue to operate while a long-term solution is decided, funded, planned, and implemented.  
Facility and Program Options 
i. Status Quo
This option would simply leave WER in its current location with little to no improvement to space or programming. WER is currently available to pre- and post-sentence felons and post-sentence misdemeanants.

Participants must have a job or be participating in therapeutic court and meet the criteria set in state law. The combined operating budgets for WER and EHD were approximately $2.9 million in 2017. This option would be a continuation of current programming and budget and remain on just the 10th floor.   

As presently operated, King County’s WER program does not include any dedicated release planning, behavioral health, education, employment training, or other services. Although there are four caseworkers devoted to WER and EHD, their focus is on verifying employment and payment of fees and following up on EHD violations, not providing direct services. According to CCD, current WER participants are required to have employment so they do not access the employment and behavioral health programming available through the Community Center for Alternative Program (CCAP).   

ii. 10th Floor with Expanded Programming
The location and capacity are unchanged with this option. Working clients will continue to take priority. However, clients that have been court ordered to WER and have verifiable employment in the 60 days prior to this current period in secure detention will receive employment assessments (examples Wonderlic, Hudex,). Participants would be given a set amount of time (e.g., 30 days) to find a job with assistance from an Employment Specialist. The following services could be available with this option: 
Extension of Caseworker Hours
Caseworkers in WER recently bid for new schedules that include evening hours. These extended service hours allow participants to meet with caseworkers before or after varying participant work hours. These interactions will serve as opportunities to better assess a participant’s barriers to reentry and respond accordingly. 
RNR Tool
King County has been developing a Risk Needs Responsivity (RNR) tool that could be used to better assess participants’ needs. As soon as the RNR tool is complete, all WER participants will be assessed to determine criminogenic needs. Services or referrals could be matched to the needs of each individual.
Work Source Connection Site
In collaboration with King County Jobs Initiative (KCJI) and South Seattle College, the County’s CCAP applied and was awarded the opportunity to partner with Work Source. Upon securing 10 decommissioned computers, CCAP became a Work Source Connection Site. Due to the lack of funding, the Connection Site is only open three days a week for three hours each. CCD caseworkers rotate monitoring the site and attempt to assist participants with job applications. KCJI has provided an Employment Specialist one day per month for each session. To date, the site has provided services to over 400 participants. This is one of the many projects that could benefit from ongoing funding to support reentry efforts.  
Employer Connections/ Engagement
CCD caseworkers and supervisors have been working diligently to engage Second Chance employers. These are employers that willingly hire individuals with criminal convictions. In January 2018, a local employer, Coast Aluminum, conducted onsite employment testing and interviewing of both CCAP and WER participants. Four participants were hired from this event. CCD administration is also in the final stages of partnering with some local unions to create a pipeline for apprenticeships for CCD participants. 
	Support Groups
CCD administration is working with the Union Gospel Mission to identify an appropriate facilitator to conduct weekly AA/NA groups.

iii. 10th and 11th Floor with Expanded Programming
A final option in the short-term includes re-opening the 11th for more participants, but also using a portion of the 11th floor as dedicated programming space. Specifically, there would be room for 50 additional participants. The 4th dorm would be available for in-house programming. WER used both the 10th and 11th floor for many years until a decision was made to close the 11th floor for budget savings. At that time, the program could house 150 WER participants. Working clients will continue to take priority in this model. However, clients that have been court ordered to WER and have verifiable employment in the 60 days prior to this current period in secure detention will receive an appropriate assessment to determine need. Participants will be given a set amount of time (e.g., 30 days) to find a job with assistance from an Employment Specialist. The following services either mirror those available in Option ii above or are in addition to them:

· Extension of Caseworker Hours
· Assessments
· Work Source Connection Site
· Employer Connections/ Engagement
· Cognitive Behavioral Groups
Utilizing the Change Company Materials or similar suited program, caseworkers will engage in weekly groups with participants to encourage the establishment of skills such as coping mechanisms, working through change, etc. These skills will enable clients to maintain positive behavior change.
· Forensic Treatment Program 
Forensic treatment is substance use disorder and mental health treatment, as it relates to criminal defendants. Upon assessing client need, one clinical service provider will manage the caseload for SUD treatment within WER. 
· Support Groups
· Release Plans 
Caseworkers will work with participants to develop plans for family reunification, housing, community support, etc. Release plans will be for clients who will be participating in the program for 6 months or longer.

B. Long-Term Work Education Release Options
Facility and Program Options
The King County Courthouse is not a long-term option for the WER program. The space is 85 years old and is far from flexible in its possible uses. There are challenges maintaining it, and upgrades or major overhauls are cost-prohibitive. The SCAI has recommended exploring long-term options to include building a facility, leasing a facility, or remodeling a county-owned building. Each option has its benefits, but also presents challenges such as siting, permitting, acquisition, and construction or improvement costs. Best practices for WER facilities generally have living space where participants can stay, but also receive all the programming they need on site in order to improve their reentry and reduce recidivism. These types of facilities also become a space that is much more flexible and provides better access to family visits and community involvement.
 
In any long-term solution identified, programming would be consistent and planned to enhance participant successes. WER will utilize evidence-based programs such as cognitive behavioral programming, mental health and substance use disorder treatment, vocation, and education. Final determination of programming options will be dependent on the size, location, and funding of the long-term facility.   
i.  Buy and Build  
The buy and/or build option would provide the Community Corrections Division the ability to customize a space that is scalable and best tailored to program space needs in the division. There may be siting and space limitations within certain jurisdictions. It would require planning money be allocated, in addition to possible land and construction costs. This option would also require support from leaders across the county to implement.
ii. Lease
Leasing a facility is an option that is on the shorter end of a long-term space solution. Landlords generally want longer-term leases with facilities like this, usually 5-10 years. Leases can be challenging if landlords decide not to renew leases at the end of their term – the program would again be faced with finding a new location if that were the case. There are also the same siting issues and space limitations as with buying and/or building a facility. 
iii.  Remodel a County-Owned Building
Remodeling has many of the same challenges and opportunities as buying or building a facility, with the added challenge of finding an appropriate county-owned facility that is available and fits the program criteria. The Facilities Management Division has done some preliminary work with CCD and has not identified an appropriate county building sited for this kind of activity. Again, planning monies and improvement costs would need further development.  
2.  Description of how options address SCAI policy direction
The County Council’s motion accepting last year’s proviso report (Motion 2017-0194) included the following policy guidance: 
It is the intent of council that King County’s work education release and electronic home detention programs will be part of a continuum of programs that provide alternatives to incarceration, help reduce recidivism and racial disproportionality in the criminal justice system, and improve public safety. And that the intended goals of the continued operation of these programs will be to:  (The chart below lists the specific goals and whether the short and long term options listed above can accomplish them)


	Program Goals
	Status Quo (Short Term)
	10th Floor with Enhanced Programming (Short Term)
	10th/11th Floors (Short Term)

	Allow people to keep their jobs and continue their education, participate in job training or therapeutic courts, and participate in treatment programs
	Jobs, continue education, and therapeutic courts, but no programming
	Jobs, continue education, therapeutic courts, job training and programming
	Jobs, continue education, therapeutic courts, job training and programming

	Use a needs assessment to determine which service will best address the underlying causes of criminal justice system involvement for each participant
	The Risk/Needs Responsivity Tool developed in conjunction with PSB is in final stages of completion and is expected to be fully implemented by mid-2018
	Tool is in final stages of completion
	Tool is in final stages of completion

	Include only proven or promising evidence based programs
	No programming
	Evidence-based programming is included in this option
	Evidence-based programming is included in this option

	Expand the programs to include individuals who are readily employable
	Accepts readily employable participants on a case by case basis
	Will include readily employable participants
	Will include readily employable participants

	Located to maximize access for residents cross the county and to allow participants to utilize a variety of services to meet their needs
	Location is centralized in downtown Seattle
	Location is centralized in downtown Seattle
	Location is centralized in downtown Seattle 



All three of the long-term site options under consideration would include policies and programming consistent with the guidance laid out by the County Council in Motion 2017-0194.
3.  Identification of Resource Needs 
Short-term Work Release Options 
Status Quo
This option is the only option that does not require additional funding. The status quo option would have the same budget as the current program budget, which is estimated at $2.9 million per year (and includes current EHD expenses). 
10th Floor with Expanded Programming 
Although this option includes expanded programming, the only new budget request is $140,000 (biennial cost) to contract with an Employment Specialist to connect with the King County Jobs Initiative. A request for resources could be made in the 2019-2020 budget.  
10th and 11th Floor with Expanded Programming
An additional open floor requires more caseworkers and corrections officers, as well as training materials from the Change Company. The budget needs for the 2019-2020 bienni are as follows:
· $140,000 for one employment specialist- KCJI
· $460,000 for two FTE caseworkers
· $60,000 for Change Company materials
· $485,275 for one additional corrections officer for each of 1st/2nd shifts 
· $200,000 for Forensic Treatment – one clinician 
· $1,550,000 for capital improvements necessary for  PREA compliance and additional maintenance
Long-term Work Education Release Planning Needs
The first major step to finding a long-term Work Education Release location is completing a relocation study. The Facilities and Maintenance Division (FMD) has projected that a relocation study will take approximately 150 weeks. While an early estimate of the cost was provided to the SCAI, that estimate has since been updated to reflect the time and challenge of the effort. FMD estimates it would cost roughly $1.1 million to complete a facilities master plan for WER. This estimate would not include Environmental (SEPA) or legal expenses. Once a site has been identified and funded, the process of creating a long-term space for Work Education Release could take anywhere from 3 years to 7.5 years, depending on whether the new space is a remodeled space or built from the ground up.  
4.  Project Schedule and Charter 
See Exhibit A below - Draft of the Project Charter
As previously noted, the process of finding a long-term Work Education Release facility will take approximately 3 to 7.5 years. If funded, the Facilities and Maintenance Division could begin the operational master planning efforts for the new facility in 2019-2020, and would submit a budget request as part of the Executive’s 2019-2020 Budget. The SCAI has heard challenges in developing a project schedule and charter without guidance and funding for a chosen option. Accordingly, any project schedule at this point would be high level and very general at this stage. A cross-agency project team could be assembled after an option or options are selected and funded to begin the work of building out a more specific project plan. In the meantime, the current Work Education Release program will continue to operate on at least the 10th floor of the King County Courthouse, until program decisions are made. 
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	DRAFT - Project Charter

	Purpose
	Roles

	Purpose Statement
The purpose of this project is to identify long-term solutions for the Work Education Release Program. The Community Corrections Division (CCD) is in the process of updating the current Work Education Release program in order to reduce recidivism and provide programs that will address criminogenic factors. A large portion of this work will be identifying a space in which Work Education Release can provide services and a therapeutic environment for positive change. This project will address the following:
	· Identify ways to move the Work Education Release program into the future 

	· Identify possible long-term facility options
· Create an updated fee schedule that removes barriers to payment

	



	Sponsor 

Process Owner
Saudia J. Abdullah, CCD Director 

Project Manager
Ebony Rose Frazier

	Boundaries and Guardrails 
Boundaries: Budget, citing, permits, space, location, and proximity to public transportation, Mission and Vision statements

Guardrails: Equity and Social Justice lens, policy 
	Management Guidance Team
	Saudia J. Abdullah, CCD Director
David Brossard, FMD Special Projects Manager

	Kapena Pflum, Executive Budget Manager


	
	

	
	




	Sponsor Expectations 
Upon completion of this project, the team will provide the following deliverables:
· An interim location for Work Education Release during the long-term Work Education Release planning stages
· A comprehensive plan for how, or if, to move forward with long-term Work Education Release planning, including a timeline and budget 
· A comprehensive plan for how to move the Work Education Release programming into the future
	Team members
Saudia J. Abdullah, Lead, CCD Director
Ebony Rose Frazier, Project Manager
Kapena Pflum, PSB Budget Manager
Andy Bauck, PSB Analyst
David Brossard, FMD Special Projects Manager
Krista Camenzind, Legislative Aide 
Clifton Curry, Senior Principal Legislative Analyst

	Strategic Alignment Factors
This project supports the CCD Vision of providing alternatives to secure detention that allow an individual to become court compliant, self-reliant, and a thriving member of the community. 
This work also supports the King County Strategic Plan objective to: Reduce overall incarceration rates in King County jails for individuals that do not pose a risk to public safety.
	Resource Representatives (if necessary)
	District/Superior Court Judges
Office of Labor Relations
Facilities and Maintenance Division
	DAJD-HR
WER/EHD Caseworkers
Office of Performance, Strategy, and Budget


	CCD Supervisors
	

	
	

	
	




	Expected Approach/ Activities

	Project Staff
Project Manager: Ebony Rose Frazier, CCD 





Exhibit A
