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SUBJECT

A MOTION acknowledging receipt of a report detailing how program performance and participant outcomes in the community center for alternative programs will be measured, in compliance with Ordinance 18835, Section 52, Proviso P6.
SUMMARY

This motion would acknowledge the receipt of the Department of Adult and Juvenile Detention’s (DAJD) proviso report detailing potential measures of program performance and participant outcomes in the Community Corrections Division’s (CCD) Community Center for Alternative Programs (CCAP).  The report is a follow-up related to recommendations of a proviso report on the work to improve CCAP programs adopted in 2018.
  This proviso report describes the division’s plans for measuring program outcomes and also identifies obstacles for developing some measures. 
BACKGROUND

The King County Department of Adult and Juvenile Detention (DAJD) operates one of the largest detention systems in the Pacific Northwest.  The department is responsible for the operation of two adult detention facilities--the King County Correctional Facility in Seattle and the Maleng Regional Justice Center (MRJC) in Kent—with over 35,000 bookings a year and an average daily population of 1,981 pre- and post-adjudicated felons and misdemeanants every day.
  
In 2000 (juveniles) and in 2002 (adults),
 the Council adopted as county policy that its secure detention facilities would only be used for public safety purposes.  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 (CCD) that manages approximately 6,000 offenders annually.  The division also provides services to the court to support judicial placement decisions for both pre-trial and sentenced inmates.  
With the approval of the Adult Justice Operational Master Plan (AJOMP) (Ordinance 14430), the County established policies for the use of secure detention capacity.  It also established as a county policy the requirement for the use of integrated and coordinated treatment of those offenders whose criminal activity is related to substance abuse or mental illness.  The County acknowledged that this policy would help the county avoid future system costs, reduce jail utilization for these groups, and reduce future criminality thus improving public safety.  These policies emphasize system and process efficiencies that reduce the utilization of jail and reduce overall criminal justice expenditures, while also encouraging the use of alternatives to secure detention.  By adopting these policies the County has sought to make the best use of its limited detention resources and preserve public safety.  Specifically, the council adopted as policy in Ordinance 14430:

SECTION 5.  The council also encourages the development and use of alternatives to the use of secure detention for adult offenders in order to make best use of limited detention resources and preserve public safety.  These intermediate sanctions should be used in a graduated and measured manner, appropriate to the offense and cognizant of the cost effectiveness—measured through lower costs, or reducing the costs of future offending.

Therefore, it has been the County’s adopted policy for adult criminal justice since 2002 to make maximum use of alternatives to secure detention.  In addition, County policy includes the Council’s stated intent that treatment—when it reduces offender recidivism—should be used to the fullest extent possible.  

Creation of Alternatives.  To implement the AJOMP policies, the County created a Community Corrections Division (CCD) within the Department of Adult and Juvenile Detention.
 After the creation of the new division, staff worked successfully with the Superior and District Courts (along with the prosecutor and public defender and the Department of Community and Human Services) to develop the means by which the courts would use alternatives to secure detention.  To ensure public safety and avoid liability issues—the decision to place an individual in a community corrections program is always done through a judicial decision.  

The division was initially established with a day reporting program, Work/Education Release facility, and Electronic Home Detention program, but has added several new initiatives since its creation.  The division currently operates programs such as Work/Education Release, Electronic Home Detention, Community Work Program, Intake Services, and the Community Center for Alternative Programs (CCAP), formerly the Day Reporting Center.

The CCAP program holds offenders accountable by requiring them to report daily to the CCAP facility in Seattle (Yesler Building) for structured programming throughout the day.  The goal of CCAP is to assist offenders in changing those behaviors that have contributed to their being charged with a crime.  There are two levels in programming for CCAP participants. Participants assigned to the CCAP Basic program meet with a division caseworker initially and may be referred to services at that time. However, following their initial assessment, individuals’ only legal obligation is to phone in once per day for the duration of their period in CCAP Basic. CCAP Basic has a budgeted capacity of 75 individuals. Participants in the CCAP Enhanced program have been assessed by DAJD caseworkers at intake and hold participants accountable to a weekly schedule of structured services appropriate to their identified needs—where the bulk of the services are provided at the Yesler Building in downtown Seattle. The services offered through CCAP Enhanced are designed to assist offenders in changing the behaviors that have contributed to their being charged with a crime. CCAP Enhanced provides on-site services as well as referrals to community-based services. Random drug tests are conducted to monitor for illegal drug use and consumption of alcohol.  The CCAP Enhanced program is budgeted for 125 participants.  As of April 2019, there were 82 individuals enrolled in CCAP Basic and 74 in the CCAP Enhanced program.

CCAP Retool Project   Over a period of 18 months, a work group consisting of staff from the Executive’s offices of Performance Strategy and Budget (PSB) and Continuous Improvement Team (CIT) joined staff from the CCD, to develop methods to improve the operations of CCAP. According to the department, this group met for several months and on January 12, 2017 finalized a plan to change CCAP’s service delivery model, known as the “CCAP Retool Plan.” This included making immediate and incremental changes at CCAP, including staff training in evidence-based correctional interventions, preparing, and implementing new procedures, and making data system adjustments. 
As part of its deliberations concerning the first 2017-2018 Biennial Budget supplemental (2017 2nd Omnibus), the Council adopted a proviso requiring that the department report on its efforts to implement the recommendations of the Retool project.
 
The Executive transmitted the required motion and the report entitled ““DAJD Report - CCAP Retool Implementation Plan in Compliance with Ordinance 18409, Section 55, as amended by Ordinance 18602, Section 29, Proviso P7” which was accepted by the Council in April 2018.
  The recommendations of the retool project were based on a review of CCAP programs with the goal of identifying the most appropriate program participants, realigning and improving programs, establishing program outcomes, and ensure that programs are evidence-based and culturally appropriate.  The implementation plan noted that the division is concentrating on ensuring that staff receive the appropriate levels and types of training to ensure that the services that participants receive will contribute to not only successful completion of CCAP but also lead to reductions in future recidivism.   The division also identified that it was working to improve its data systems to ensure that it has better and more functional data for measuring participant progress and outcomes.
2019-2020 Biennial Budget Proviso   As part of the 2019-2020 Biennial Budget, the Council adopted a proviso requiring that the Executive report on the metrics it will use to measure CCAP participant performance.  The Proviso requires that:
      Of this appropriation, $250,000 shall not be expended or encumbered until the executive transmits a report showing how the department of adult and juvenile detention will measure program performance and participant outcomes in the community center for alternative programs ("the CCAP") and a motion that should acknowledge receipt of the plan and 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 acknowledging receipt of the plan is passed by the council.


The department of adult and juvenile detention's report shall include, but not be limited to:


A.  A description of the metrics that the department will use to measure program performance and participant outcomes, to include, but not be limited to:


  1.  Measures of client participation, including monitoring initial participation, continued participation in the project through case resolution, and reductions in the number of client failure to appear, the number of instances of client failure to comply and the number of warrants issued to program clients;


  2.  Measures of pretrial recidivism, including new arrests, new criminal referrals or new charges filed for program participants;


  3.  Measures of the program's impact on the time to resolve participant cases; 


  4. Measures of cost effectiveness, to include the program cost per participant and the cost for unsuccessful participants as measured by law enforcement, court and jail costs, and the evaluation of potential avoided system costs for successful participants;


  5.  Measures of how the community center for alternatives programs are integrated or coordinated with other criminal justice diversion and service programs, such as existing community corrections programs, the Law Enforcement Assisted Diversion program, therapeutic courts and other programs funded by the mental illness and drug dependency tax or the veterans, seniors and human services levy; and


  6.  Measures showing how the CCAP utilization of service providers for the program maximize and leverage funding with other King County diversion programing.


The executive should file the report and a motion required by this proviso by June 1, 2019.
The Executive transmitted the required report on May 23, 2019.

ANALYSIS

The transmitted report provides a review of each of the elements required by the proviso.  However, the report concludes that the division’s current ability to measure client participation, and many other associated metrics, is severely limited because of its current ComCor data system.  The report notes that “client participation and attendance data, for example, is recorded on paper sign-in sheets and is not tracked in ComCor or any other reporting system. This means that tracking client participation would require manually reviewing daily sign-in sheets and comparing these to individual clients’ schedules as recorded in ComCor case notes.”  The report does state that the new jail management system (JMS), which is currently in development and scheduled to be implemented in late 2020, will include individual-level attendance data and would enable improved reporting on client participation and outcomes. Furthermore, the report describes that, since the new JMS will include persons in both Secure Detention and in Community Corrections Division programs, the department will have the ability to measure and track a participants across all areas of correctional supervision, not just participation in a single community corrections program or while in secure detention.  As a result, DAJD will be able to track the participant’s programming progress while in custody and then continue it after a person is transferred to a less restrictive alternative, such as CCAP Enhanced.
The report also states that there are similar data-related issues for measuring other program metrics.  The report notes that measuring program participant recidivism, failure to appear for court (FTA), failure to comply with court conditions (FTC), and the time for the resolution of an individual program participant’s court case require data from non-department sources such as the courts and the King County Prosecuting Attorney’s Office (PAO).  The department explains that it has very limited access to this type of data, and notes that “Court, CCAP, DAJD, King County Prosecuting Attorney’s Office (PAO), and statewide criminal history information are all stored in separate databases. To link the data, lists of names and identifying information would have to be created and then matched to the different data stored in each system…Linking some or all of those databases is a substantial project that would need to be completed if regular, continuing, and accurate reporting is desired.” Similar difficulties exist in trying to measure the CCAP program’s impact on measures of the time to resolve program participant court cases.
To measure the cost effectiveness of the program, the report notes that “to fully assess CCAP cost effectiveness would require an impact evaluation, which would require significant additional cost and time resources, and would likely necessitate engaging an outside researcher.”  The report does, however, state that the department plans on calculating the cost per participant as part of cost-per-unit measures that DAJD will be reporting to the Executive Office as part of the department’s budget monitoring and development.  

The report notes that, “CCAP is not formally integrated with any other criminal justice diversion nor service programs. However, there is some participant overlap in programming. CCD Caseworkers and LEAD
 caseworkers share information to better serve participants in both programs.”  The department reports that measures the services provided to clients, both under contract or services provided on a voluntary basis.  The report shows that CCAP currently works with nine service providers that provide just under 130 hours of programming each week. And that four of the nine service providers are contracted for their services, and the other five provide service on a voluntary basis.

Next Steps   As discussed above, because much of CCAP’s Basic program data is stored in ComCor case notes fields and can only be retrieved by reviewing the records of an individual client, the report establishes that the individual items defined in the proviso for measurement is not now readily available.  Much of this data, including attendance data and assignment to services, will be stored in reportable fields in JMS after it is implemented in late 2020 and will then be available for evaluating performance measures.  The report notes that, as program data accumulates in the JMS, “the department will have a much greater ability to report performance measures to decision makers and enable PSB to conduct investment monitoring of CCD programs.”
In the meantime, the report indicates that DAJD plans to take the following actions to improve the quality of CCAP data:
· Identify data collection and reporting processes as part of JMS development and develop a written plan to ensure that CCAP will be able to generate performance measures desired by Council and the Executive once JMS goes live; 

· Amend CCD contracts to require quarterly performance-based output and outcome measures that detail the benefits and cost of services provided to CCAP participants; 

· Prior to JMS implementation, collect one quarter of client and program data in a side-system to track key program indicators including:

· Number of individual court referrals and re-referrals by month;
· Specific service type and service hours provided to individuals; 

· The number and percentage of individuals assigned to program/services based on their identified needs;
· The number of drug tests (UAs
) administered, their individual results, and actions taken;
· The number of Notices of Violations issued and the corresponding court actions;
· The number and percentage of individuals who fail to appear for initial CCAP intake; and,
· The number, percentage, and known outcomes for individuals who complete required CCAP interventions during a 90 day time frame.

This motion would acknowledge receipt of the report as required by the proviso.  
AMENDMENT

Staff have prepared a Title Amendment that makes a correction to the Motion’s title, which inadvertently had the phrase “in compliance” in the title twice.
INVITED
· John Diaz, Interim Director, Department of Adult and Juvenile Detention
· Saudia Abdullah, Director, Community Corrections Division, Department of Adult and Juvenile Detention
· Steve Larsen, Chief of Administration, Department of Adult and Juvenile Detention
ATTACHMENTS

1. Proposed Motion 2019-0240 (and its attachment)
2. Transmittal Letter

3. Title Amendment 1
� Motion 15117, adopted April 9, 2018.


� King County Department of Adult and Juvenile Detention, Detention and Alternatives Report, April 2019.


� Juvenile Justice Operational Master Plan Ordinance 13916, adopted August 7, 2000 and the Adult Justice Operational Master Plan Ordinance 14430, adopted July 22, 2002.


� Ordinance 14561, adopted December 16, 2002.


� Community Corrections Division, Information for Sentencing Report, July 11, 2019.


� Ordinance 18602, Section 29, Proviso P7, adopted November 6, 2017.


� Motion 15117, adopted April 9, 2018.


� Law Enforcement Assisted Diversion.


� The report also notes that “In the past four years, CCAP has lost three volunteer vendors, most stating inability to continue to provide services to CCAP clients without compensation. CCD is not aware of whether these vendors also provide service to other King County diversion programs.”


� Urine Analysis.
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