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STAFF REPORT
SUBJECT:
Two ORDINANCES to implement and expand the Integrated Security Project (ISP) and to add a new CIP project to a remodel the Intake, Transfer and Release (ITR) area in the King County Correctional Facility.  The request, if approved, would release of $7.1 million in restricted funding and would add $5.8 million in new expenditure authority.
The executive proposal requests council approval of four items:

1. Removal of funding restrictions placed on the current ISP project appropriations via proviso in both the 2002 and 2003 adopted budgets.
2. Removal of a portion of the funding restrictions placed on the current Jail Health Services (JHS) appropriation via proviso in the 2003 adopted budget.
3. New funding for the Intake, Transfer and Release (ITR) area to be incorporated into the ISP project.

4. New funding for the core ISP project to pay for expanded scope.

BACKGROUND:

Integrated Security Project (ISP)

The Integrated Security Project (ISP) currently includes a number of separately appropriated capital projects, totaling approximately $20 million, to make upgrades within the King County Correctional Facility (KCCF) in downtown Seattle.  The executive request would increase the costs by $5.8 million to approximately $25 million.  

The KCCF was completed in 1985, yet did not open for over a year, because of failures and problems associated with the electrical security system of the building.  The county has known since the opening of the facility that the security electronics (and many other systems) at the KCCF needed to be replaced.  The ISP is the generic title for all of these needed capital projects at the KCCF.  

These capital improvement projects (CIPs) have developed over time and include funding for modernization of the electronic systems in the jail, as well as improvements to the jail health clinic and infirmary.  The council has been asked to review various jail projects since 1994.  Early appropriations, totaling $9.3 million, were approved between 1994 and 1998.  Those costs were for security electronics, jail ADA compliant cells, and a jail health remodel.  Per the executive, as of May 2004, $5.8 million had actually been expended.  
When the council was asked to approve capital appropriations for the ISP project in 2003, the council restricted funds subject to both a detailed review of the ISP and the completion of an overall jail operational master plan (OMP), as required in King County Code.  As a requirement for the release of capital funds for the project, the council directed that independent review be conducted of the scope, schedule and budget for the ISP.  The council wanted assurance that proceeding on the ISP would not compromise findings and recommendations from the pending OMP, which would take a comprehensive review of how DAJD conducts its business.  The ISP projects were instituted in calendar year 2002 for the 2003 budget.  
The appropriated projects (since 2003) are listed in the table below.  It should be noted that expenditure restrictions are still currently in place for $8,848,312 of these appropriations.  ($12,234,569 was previously released for expenditure by the council and will be discussed later in the staff report.)

	Project
	Description
	Appropriation

	395211
	ISP DAJD Operations
	      5,537,564 

	395212
	ISP Jail Health Operations
	      1,462,750 

	395213
	Jail Health Equipment
	           93,455 

	395215
	Jail Health Suicide Improvements
	         214,543 

	395332
	Video Court
	         273,609 

	395740
	KCCF Security Electronics
	     10,350,960 

	395840
	KCCF Medical/Admin. Remodel
	       2,750,000

	
	Total
	    20,682,881 


History/schedule

Since its original construction, the KCCF has experienced problems with the security electronics systems.  The building opening was delayed until 1986 due to security electronics issues.  Over the past eighteen years equipment and technology has changed.  The age of the systems, latent defects in the original design, poor installation practices by the original contractor have contributed to the need for increasing maintenance activities.  Some parts are no longer available to make repairs to the current system.  A detailed project chronology is included in Attachment 7.  
Although, the project has presented on-going challenges and problems, the council has been consistent in its due diligence through a decade of change and has provided timely responses to executive requests.  The council has restricted selected expenditures through provisos to ensure that the project meets council policy objectives, King County Code requirements, and identified best business practices.
As noted in the chronology, council staff expressed concerns as early as 1997 and in a 1999 staff report specifically noted the lack of progress on the security electronics replacement project.  Design changes occurred to include jail health services work and structural engineering services.  By July 2000, the project was again stopped by the executive with the intention to re-scope.  Staff to staff discussions continued, with council staff requesting information and project monthly reports were instituted in 2001.  Estimated construction costs then exceeded budget by $6 million and expected operational costs were estimated as higher than DAJD expectations.  Council staff also continued to request information regarding expected operational savings resulting from the security improvements.  
In 2002, the council recognized that, left unchanged, the county’s budgets for law and justice would use up all of the county Current Expense (CX) resources by 2008, leaving no resources for any other county CX program or for the administration of county government.  As a result, the county has had to make significant reductions in this area but has also taken steps to ensure that these reductions have the least adverse impact on public safety through the development of a coordinated and comprehensive criminal justice policy framework.  The adoption of the Adult Justice Master Plan (AJOMP) provided a policy framework for making the criminal justice system more efficient.

Council oversight of system wide criminal justice reforms through the AJOMP has created alternatives to incarceration and in the 2002 annual budget reduced the DAJD appropriation by $6 million due to the reduction in projected average daily populations.  The AJOMP efficiencies continue to be monitored by both the council and the Criminal Justice Council.  
In 2002, $2.71 million was included in the Major Maintenance Reserve Fund (MMRF) to upgrade the elevators at the KCCF.  Council imposed expenditure restrictions via proviso and asked for a comprehensive plan for the ISP.  Council did not receive this plan.  Those upgrades are “on hold” pending the ISP construction.  
The security electronics replacement project was combined with a variety of other jail and jail health projects, re-titled as the Integrated Security Project (ISP) and transmitted as part of the proposed 2003 budget.  The proposed 2003 budget represented the first time since inception of the security electronics replacement project in 1993 that legislation was formally transmitted for construction funding.  Council challenged the economic basis for the funding request and identified several concerns with the ISP project as transmitted:

1. An Operational Master Plan (OMP) had not been provided.

2. The design was only 70% - 80% complete.

3. The cost estimate was based on an earlier phase of design (2001)

Executive staff concurred with the need to provide an OMP but wanted to do it concurrent with the ISP.  Council was concerned that construction of the ISP prior to an OMP could potentially preclude opportunities to achieve much-needed operational savings.  In the 2003 budget, the council approved the $15.9 million ISP budget but added a proviso restricting expenditure authority on the project until council approved an Operational Master Plan (OMP).  (The text of the 2003 provisos is included as Attachment 5.)  
Council further restricted expenditure authority on existing appropriations as part of the 2002 4th Quarter Omnibus CIP Ordinance.  The council recognized the importance the ISP and included a specific provision in the proviso to allow for quarterly reviews of the OMP and possible release of expenditure authority during 2003.  The intent of this provision was to encourage sequencing of the OMP work scope to:

· Accelerate identification of ISP security electronics design issues early in the process,

· Confirm that the ISP security electronics design would be compatible with OMP operations recommendations, and 

· If possible to allow the ISP project to move forward prior to completion of the OMP.

Emergency Declaration

In July 2003, the council released $11.9 million in expenditure authority while still restricting $8.7 million.  The council also waived - via emergency declaration - the competitive bidding and solicitation requirements to provide for an accelerated schedule for the ISP.  This means that the project is not subject to certain statuary King County and RCW contract procurement regulations relating to consultant and contractor selections, competitive bidding, design build, Capital Improvement Program (CIP) budgeting and reporting requirements, public contracting requirements, and M/WBE requirements.  

The emergency declaration occurred upon the recommendation of the OMP consultant team, citing the deteriorated condition of the security system and the difficulty of repair and maintenance.  The council acknowledged the need to move forward with ISP, but gave clear policy direction that the accelerated process should include a competitive process to select the contractors for the project.  The council also requested that county policy to maximize the use of small and disadvantaged businesses be honored as much as possible.  The executive made a commitment to this direction and to also incorporate OMP concepts and recommendations into the ISP.
At the time of the emergency waiver, construction was due to start on December 9, 2003.  Due to the proposed design changes, the current schedule would allow for construction beginning in July, 2004 with completion by mid-April 2006.  (However, notice to proceed has been issued for the security electronics software engineering.)  
Reduction of ISP Implementation Costs through Oversight
Due to continued oversight since 2001, ISP projected operational costs for DAJD and jail health implementation have dropped from an initial estimate of $12 million to $4.6 million, as savings of $7.4 million.  
In November, 2001, the executive estimated the implementation costs for ISP to be $12 million.  By the middle of 2002, executive departments and their consultants, one of whom now works on these issues in the auditor’s office, lowered the cost estimates to $7 million.  The $7 million figure was included in the executive’s transmittal request for funding in August, 2002.

Council staff continued to express concerns over the level of these costs, some of which were originally questioned by ISP contractors and consultants to the executive.  
As part of the 2003 budget, the council moved to strengthen oversight of ISP and required that the King County Auditor’s Office (KCAO) provide independent oversight of the DAJD operational master plan (OMP) and ISP.  (A memorandum from the Auditor summarizing KCAO oversight of the ISP is provided as Attachment 6.)  In response the Office of Management and Budget (OMB) and the KCAO organized an OMP advisory group, initially co-chaired by the OMB Director and the Auditor.  The advisory group reviewed designs, costs, and implementation issues associated with the ISP, but did not make recommendations.  The size and the scope of the advisory group work were reduced at the start of 2004; however, the KCAO has continued to provide oversight of the project.  

Council Motion 11696, adopting the work plan for the review, further mandated the development of the OMP and the ISP to replace the electronic security system at the KCCF.  The KCAO participated in development of the scope of work and the selection of the OMP consultant, Christopher Murray and Associates.  

Since last year, and due to KCAO oversight and the work and cooperation of consultants and county agencies, the original ISP operating (implementation) cost estimates have been reduced by an additional $2.8 million, to $4.6 million.  These reductions have been achieved through the examination of cost assumptions and the evaluation of operational practices.  The KCAO has consistently questioned operational practices and staffing assumptions which would be employed during implementation of the ISP.

Since the emergency declaration by the council in 2003, the scope, schedule, and budget for the ISP have changed due to redesign to provide more flexibility for operational improvements and future changes.  In addition, implementation costs are less than anticipated and more is known about jail health needs.  As noted above, the executive is also recommending renovation of ITR.  These changes are discussed below.

ANALYSIS:

Council provisos have restricted the expenditure of ISP related projects until completion of the DAJD OMP.  (The master plan was transmitted by the executive last Friday on June 18th.)  The executive is requesting that the proviso restrictions be removed - releasing $7,136,372 for expenditure.  In addition, the executive is proposing $5,848,444 in new expenditure authority for the expansion of the ISP to include three specific areas:  conversion from analog to digital equipment and additional infrastructure, remodeling of the jail health services areas, and the reconfiguration of the ITR.  

Since the emergency declaration by the council in 2003, the scope, schedule, and budget for the ISP have changed due to redesign to provide more flexibility for operational improvements and future changes.  In addition, implementation costs are less than anticipated and more is known about jail health needs.  The executive is also recommending renovation of ITR.  

Proposed Ordinances 2004-0237 and 2004-0238, if approved, will expand the original scope of the project by:  

1. including the conversion from an analog to digital system and additional infrastructure deemed necessary to accommodate potential future operations that are needed for the electronic system (flexibility initiative),

2. releasing restricted Jail Health Services dollars to make exam room improvements and to add an assessment clinic during the ISP implementation, rather than after the ISP (JHS Improvements), and

3. including a new CIP project to remodel the Intake, Transfer, and Release area at the KCCF (ITR Renovation).

These proposed changes to the ISP will be analyzed in three major CIP issue areas - scope, schedule, and budget.  
SCOPE:
Flexibility Initiative
The executive is proposing changes in the ISP that will be referred to as the “maximum flexibility initiative”.  This initiative will include conversion from an analog to digital system and additional infrastructure deemed necessary to accommodate potential future operations that are needed for the electronic system.  The total cost of construction, design, taxes, permits, administration, art, and contingency amount to $1,154,398.  Ordinance 14715, approving the emergency waiver, stated in section 2 that:

“The requirements for competitive bidding and formal solicitation of construction, design and other required services, materials and equipment under chapters 36.32, 39.80 and 39.10 RCW and K.C.C. chapters 4.04, 4.16, 4.18, 12.16 and 12.18 are hereby waived with reference to any contracts relating to the ISP.”
Although council staff has not yet verified a legal interpretation, it would appear that these additional projects could be included in the ISP and therefore subject to the emergency waiver.  
The design changes should allow for future operational changes over the life of the security system, as well as providing enhanced security capabilities under existing conditions.  The executive believes that if the system were not redesigned at this time, the county could run the risk of needing to retrofit the system at a later date.  The executive also feels that the system would be more easily maintained.  In addition, due to the closure of the West Wing, more efficient prisoner movement within the facility can occur during construction.  
The modifications fall into the six areas:  vertical riser, digital intercom and paging system, call lights and chimes, cell intercom to central control room (CCR), increased camera monitors, and floor movement doors.  

It should be noted that the software development will require factory acceptance testing prior to installation at the KCCF.  These systems must be tested prior to the completion of the new CCR.  To ensure long term functionality of the system, factory tests are necessary, but will add an estimated seven months to the project schedule.  The March 2004 schedule estimates that early field work began in May 2004 and that project close out will occur in August of 2006.  The affects on the timeline are included in the “Schedule” section of the staff report on page 8.  
The report states that if the system were not redesigned at this time, the county could run the risk of needing to retrofit the system at a future date.  The executive estimates that the cost of installing this equipment after the ISP, as a separate CIP project, would be $4,000,000 to $5,000,000.  Although staff has not verified that the $4 to 5 million is a reasonable estimate, we agree that anytime this type of project is added while construction is on-going, cost savings will be realized over the costs of a separate project.  Consequently, staff agrees that this addition to the ISP should ensure that the future capacity and flexibility needs of the system can be met.
Jail Health Services Improvements
One of the major cost drivers to running the jail is Jail Health Services
.  As part of the 2003 budget, the council adopted a proviso requiring a consultant review of the department of adult and juvenile detention’s provision of jail health services.  The proviso also required the consultant to make recommendations for the development of levels of service and a contract for adult jail health services.  The council adopted both the consultant’s report and the levels of service agreement in 2003.  DAJD and Public Health are continuing to work on the implementation of the consultant’s recommendations and is holding quarterly oversight meetings to keep all apprised of the status of the implementation recommendations.

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.  Last July when the council approved the emergency declaration, the OMP consultant recommended that the ISP proceed with the security electronics portion of the ISP - independently of the jail health improvements.  Because of the progress that has been made in the JHS business planning process, the executive is proposing that portions of the JHS work now be included in the ISP.  

$4.24 million for JHS projects was restricted via proviso in 2003, pending completion of these planning efforts.  The executive is requesting release of $2.63 million to make exam room improvements and to add an assessment clinic during the ISP implementation.  

The projects for which release of funds is requested are:  

1)  Project 395840 - $2,750,000 for jail health services remodel – release $1,138,060

2)  Project 395212 - $1,188,750 for ISP – JH Operations 

3)  Project 395212 - $93,455 for jail health equipment

4)  Project 395215 - $214,543 for jail health suicide improvements

Although the JHS business plan is not yet finalized, this initiative would incorporate identified JHS needs into the ISP construction.  Release of remaining funding is expected in the 2005 budget when operational planning efforts are scheduled for completion.  The remaining work will be deferred until the ISP is completed
.  Remaining JHS items will most likely be recommended in the proposed 2005 budget.
The OMP consultant had previously recommended that the ISP proceed with the security electronics portion of the ISP – while delaying the jail health improvement projects.  (As noted in the background section, the expenditure authority was adopted in the 2003 budget but was restricted via proviso.)  Because of the progress that has been made in the JHS business planning process, the executive is proposing that restrictions be released for portions of the JHS work and to include the work in the ISP.  The executive is requesting release of $2.63 million to make exam room improvements and to add an assessment clinic during the ISP implementation.  

The strategic business plan is being developed to address identified inefficiencies and to look at best practices.  In addition, JHS has had to expand initial health screening in the ITR area in order to maintain national accreditation, which is required by the Hammer Settlement.  These changes have necessitated adding jail health clinicians and their attendant examination areas to the ITR.  The new exam rooms for initial screening should save on the costs associated with movement of inmates within the facility.  The assessment clinic is also required for national accreditation.  
Intake Transfer and Release (ITR) Renovation
A major element of the department’s operations is known as Intake/Transfer/Release (ITR).  There is an ITR area at the KCCF and the Regional Justice Center (RJC).  ITR is the part of the detention facility where arrestees are “booked,” where inmates are transferred or received from other institutions (state prison, the RJC, etc.), or released from incarceration.  

The “booking” process includes space for a sallyport (protected entrance) for law enforcement officers and their vehicles, a pre-booking area where law enforcement officers first enter the facility and can complete searches and paperwork prior to presenting the arrestee for booking.  Booking is the actual acceptance of an inmate into the jail.  There are about 52,000 bookings per year (37,000 at the KCCF and 15,000 at the RJC).  The booking process includes completion of legal paperwork, securing offender property, health screening, initial mental health review, fingerprinting, and taking of photos (mugshots).  Department staff also begin evaluation for placement in the detention facility and/or release to other alternative sanctions.  The transfer element allows for the secure transfer and receiving of inmates to and from other detention facilities.  This includes the routine transfer of inmates to and from the RJC, the transfer of inmates to state prison or mental hospitals, and to other local courts.   In addition, the ITR serves as the final processing point for inmates being released.

Several changes have been made to county ITR operations.  The most significant was the reduction of hours of operation at the RJC.  Prior to 2000, both ITR facilities operated 24 hours a day, seven days a week.  However, in order to reduce operating expense, the department in 2000 reduced hours at the RJC to two shifts per day—closing between 11:00 pm and 6:00 am—and in 2002 the department further limited hours to ten hours per day, five days per week.  Therefore, the KCCF ITR is the primary booking facility for the county.  In addition, the department has had to expand health screening in the ITR area in order to maintain national accreditation for Jail Health Services.  These changes have necessitated adding jail health clinicians and their attendant examination areas to the ITR.  Finally, the implementation of the Adult Justice Operational Master Plan (AJOMP) reforms has resulted in the development of an “Intake Services Program” that has staff see inmates soon after booking in order to prepare information for the courts.  This information forms the basis for release to non-jail alternatives.

The executive is proposing that a new CIP project to remodel the Intake, Transfer, and Release area at the KCCF be included in the ISP implementation.  The emergent project has been recommended by the OMP consultant team and is an outgrowth of the OMP process.  The current ITR configuration is inefficient and poses many limitations for improving security, incorporating Jail Health’s new business plan, and taking advantage of new business practices and technology.  The executive states that the reconfiguration of the ITR space would improve security through an “open office concept”, allow for an increase in space for the Jail Health Services, and provide greater flexibility in design for improved surveillance and streamline workflow and operations.  With the proposed renovation, including extensive structural modifications and expected operational improvements, ongoing savings—through the reduction of two post positions--are projected.  
The ITR project is proposed at a cost of $4,716,389.  The redesign of the existing area on the third floor is proposed to be partially funded by long range operational savings due to a net reduction in staffing of two posts.  The request includes the costs of the proposed capital changes and the costs associated with “moving” ITR operations during construction.  This request is adjusted to include the costs associated with the security electronics work that was originally envisioned as part of the ISP for these areas.  Part of the analysis of the request included evaluating the costs of completing the project during the ISP construction and the costs of a “stand-alone” CIP project after the completion of the ISP.  This analysis showed that the county would save money if the construction occurred during the ISP implementation, rather than waiting until its completion.  Additionally, the proposed modifications will allow for the implementation of jail health efficiencies and for a more efficient implementation of AJOMP policies.  
The auditor has reviewed the proposed operational savings/payback calculation and the costs of delaying the remodel until after the completion of the ISP.   There remains a question on how the council can ensure that the executive “captures” the proposed savings after the completion of the remodel.  As noted in the KCAO memo (Attachment 6), if these operational savings are achieved, the project could pay for itself in about twelve years.  The memo states the following:  “Given that the expected useful life of the project is in the range of 15 to 20 years, the payback period of 12 years would be sufficient.”  DAJD operations would need to be closely monitored over this twelve year period to insure that projected savings pay for the costs of the renovation.  

The planned changes modernize the working of the ITR and will make it more operationally useful.  Furthermore, the ITR remodel implements several AJOMP recommendations, especially the council initiative creating an Intake Services Unit to speed the decision-making for the use of alternative sanctions.
SCHEDULE:
The draft schedule provided by the Executive staff in July 2003, at the time council considered the emergency declaration, indicated that the ISP construction period would start on December 9, 2003 and last 20 months, ending in June 2005.  As stated in the background section above, the current scheduled start of construction is several months later (July 2004) and a revised construction period of 27.5 months, now ending in August 2006.  A copy of the July 2003 schedule showing the proposed timelines when the emergency declaration was approved is included as Attachment 8.  Factors affecting the start of construction are summarized below:
Schedule Start:

· Expedited Contractor Selection:  Turner Construction was converted from the Development Manager to the General Contractor on the project.  

· Expedited Development Manager Selection:  URS Corporation was selected as the new development manager in January 2004.

· Fast Track pre-qualification and Bidding of Sub Contractors:  Allowed the solicitation and pre-qualification of ISP subcontractors earlier as a result of the emergency declaration.

· Additional Design Time:  The December 15, 2003 Executive decision to move forward with re-design to incorporate the flexibility initiative (digital system) required several months of additional design time.

· Factory Acceptance Testing (FAT):  The decision to move to a digital system required critical sequencing of factory acceptance testing (300 days) prior to completion of the central control room (CCR) and prior to work on the inmate floors.  The full impact of factory acceptance testing was not clearly understood until February 2004.  Testing will postpone the actual delivery of security electronics components but will greatly improve the reliability of the system.

· Final Schedule:  The schedule provided at the time of the emergency declaration (July 2003) was a preliminary schedule and lacked the intensive vetting by DAJD/JH/FMD and the construction team.  The final schedule is based on detailed coordination by all parties and includes the recently defined Jail Health improvements, flexibility initiative (digital), and the ITR upgrade.

Factors affecting the duration of the construction schedule are summarized below:
Schedule Duration:

· Initial Field Work:  Initial field work required 4 additional months to complete than planned earlier in 2003.

· Inmate Relocation Period:  Inmate relocation duration was extended two additional months from 14-months to 16-months.

· Clinic/Infirmary Work:  Clinic/infirmary work was extended by one-half month.

· Overlap of Inmate Relocation and Clinic/Infirmary Work:  An assumed one-month overlap between inmate relocation and clinic/infirmary work was deleted in the final schedule.

Effects of Construction

The effects of construction are summarized in a report Integrated Security Project:  Implementation Plan Report dated April 2004 by the OMP Consultant Chris Murray & Associates.  The report is the result of careful review of how security is to be provided during ISP construction and is based on a modified version of the KCAO ISP cost model.  The analysis provides an independent review of the implementation costs of construction security, DAJD & Jail Health staffing, RJC double bunking, re-opening of the West Wing, inmate relocation strategy, population projections and cash flow.

DAJD Construction Staffing:  DAJD construction staffing analysis resulted in the following findings:

· Initial field investigation & vertical riser work
Two officers

· Elevator work on inmate occupied floors

One officers

· Vacated floors under construction


Two officers

· Work in inmate occupied floors


Two officers

· Loading dock (three days per week)


One officer

· Management (Sergeant & Project Manager)

Two officers

· Skybridge work




One officer

These project demands will be satisfied by a combination of overtime and new ISP project funded (FTE) hires.  The OMP consultant and DAJD reviewed staffing alternatives and cost comparisons and determined that it was impractical to assume that the entire ISP staffing impacts could be handled by existing staff working overtime.  The adopted 2004 budget for DAJD includes 15.8 FTE unfunded positions which are subject to approval of the ISP.  Council staff challenged the justification for hiring FTEs in lieu of TLTs for these temporary positions.  DAJD responded as follows:

· DAJD currently has 32.00 unfilled FTE positions (corrections officers) which take time to fill due to academy training which is offered only at fixed times per year.

· Historically, TLT position advertisements have not attracted adequate responses.

· DAJD will use these temporary FTE positions to backfill vacancies caused by normal attrition (normal attrition is 2 to 3 positions per month).

KCAO has requested backup documentation and recommended a testing program to confirm the staffing assumptions during construction.  The current budget for DAJD operations impact costs is $4,081,271 which represents a $1,456,293 reduction of the current appropriation.

Jail Health Services Construction Staffing:  The detailed analysis of Jail Health construction staffing by the Jail Health and the OMP team based on further refinements of project impacts and assumptions resulted in a reduction of Jail Health operations impacts of $950,889 from the current appropriation.
Double Celling (Bunking) at the RJC:  OMP scope of work included a review of the criteria for double celling (bunking) at the RJC.  Since the RJC will be used as surge space to house inmates displaced by the ISP, this criteria has implications for both the ISP as well as long term.  During the course of the OMP/ISP discussions DAJD revised its policy to allow double bunking up to 180% of the single cell capacity in a housing unit (up from 160%).  According to the OMP consultant an analysis of 50 direct supervision jails around the country concluded that the policy is aggressive but within the range of good correctional practice and that the addition of an additional corrections officer is a reasonable and defensible practice.  

The KCAO ISP Cost Model:  KCAO developed an Excel cost model as a tool to test the magnitude and timing of ISP implementation costs based on different staffing and schedule assumptions.  The model is structured to test the costs of additional construction security manpower, the housing inmates displaced by the project, and jail health service staff.  The recommended staffing and construction sequencing represents a blending of the DAJD, Jail Health, and construction alternatives.

Inmate Relocation Strategy:  Construction work will begin at the top of the KCCF (floor 11) and proceed downward through the building one floor at a time.  Inmates will be relocated together with the officers assigned to that floor.  Inmate moves will vary from floor to floor ranging from 144 to 352 inmates.

Population Projections:  In 2003 DAJD hired an outside consultant, Mr. Jack O’Connell of Smyrna, Delaware, to develop a new adult inmate population forecast for the department.  The assumptions for the forecast were set by consensus by a large group of stakeholders representing every part of the adult justice system in King County at work sessions facilitated by Mr. O’Connell.  The resulting forecast published in May 2003 projects modest growth through 2006 with a relatively flat trend thereafter.  The implementation plan report is based on the population projection report.

BUDGET:
Analysis by the auditor’s office in reviewing and evaluating the implementation costs of the ISP have contributed to a reduction in the 2003 cost estimates by approximately $2.8 million.  The lower estimated costs were achieved by a thorough examination of the costs and the assumptions behind them.  Many ideas for reducing costs have been further developed and supported by analysis of the OMP consultant, and some changes have already been implemented by DAJD, such as expanding the double-celling capacity of the RJC.  During this process, DAJD, FMD and OMB have worked with the auditor’s office to identify further efficiencies.  A portion of these identified savings are proposed to be used for the ISP scope expansion.
Proposed Ordinance 2004-0238 would approve a supplemental appropriation of $5,848,443 to the building capital improvement fund to expand the ISP by $1,132,054 (for the flexibility initiative and JHS improvements) and to renovate the ITR at a cost of $4,716,389.  The proposed legislation would reduce the expenditure authority of two previous projects to cover changes in operations during construction.  
The reductions in expenditure authority represent estimated savings that will be “transferred” and applied to the ISP expansion.  Consequently, the electronic security system project is proposed to increase by $3.5 million, which includes the $2.4 million in amended expenditure authority and an additional $1.1 million.  The ITR is a completely new project with new appropriation authority of $4.7 million.  The table below summarizes the proposed changes.  

	Project
	Description
	2004

	395211
	ISP - DAJD Operations
	    (1,456,293)

	395212
	ISP - JH Operations
	       (950,889)

	395740
	Electronic Security System
	      3,539,236 

	395423
	Intake, Transfer & Release (ITR) Improvements
	      4,716,389 

	
	Total Fund 3951
	     5,848,443 


The $3.5 million increase to the ISP includes all work associated with the flexibility initiative, as well as added costs for preliminary system testing and discovery, consultant evaluation of OMP initiatives, compression of the construction schedule, re-evaluation of scope, and development manager costs. 
The $4.7 million proposed for the reconfiguration of the ITR area will address needed efficiencies and AJOMP II implementation.  The redesign of the existing area on the third floor is proposed to be partially funded by long range operational savings due to a net reduction in staffing of two posts.  The request includes the costs of the proposed capital changes and the costs associated with “moving” ITR operations during construction.  The auditor has reviewed the proposal and agrees that the operational savings from the two posts would pay for the project over a 12-15 year period.  DAJD operations would need to be closely monitored over this twelve year period to insure that projected savings pay for the costs of the renovation.
Staff are currently working with the executive to determine the total costs of the ISP project, as well as the amounts that have been expended to date.  At the time of this writing, the analysis is still in progress to develop an extensive crosswalk.
Proposed Financing
The fiscal note and ISP/ITR financing plan indicates that the executive will use the sale of bond anticipation notes (BANs) for interim financing prior to completion of the project.  Executive staff have stated that the current BAN that will expire on October 1 is being used to cover current costs.  The renewal or “rollover” of that authorization is expected to be transmitted for council consideration in early July.  Upon completion of a project, when the final costs are finalized, long-term financing is usually established.  Permanent financing for major capital projects is usually accomplished by the sale of limited tax general obligation (LTGO) bonds.  
The adopted Current Expense (CX) financial plan anticipates that permanent financing for the ISP will begin in 2005.  Due to the changes in the construction schedule, LTGO bonds will not be sold until July 2006.  This one year financing postponement will result in a one-time $640,500 debt service reduction to the CX financial plan in 2005.  (The $640,500 amount represents a half-year payment since debt service is anticipation to begin at the time of sale in July.)  However, a higher debt service will be assumed for the total projects costs when permanent financing is approved, resulting in higher that planned debt service payments.  Depending upon the rates at the time of the bond sale, the annual debt service for the ISP, including the addition of the ITR could be $1.7 to $1.8 million.  Council staff are continuing analysis of the financing plan.
Long Term Impacts

As noted by the auditor, additional opportunities for substantial cost savings in the jails will need to be monitored in the long term.  For example, savings captured through the reduction of two positions in the renovation of ITR will need to be reflected in future budgets.

The auditor’s office recommended establishing a process for the independent testing and evaluation of operational changes in the jails.  Many of the proposals coming from the OMP are dependent on completion of the ISP and have the potential for cost savings and/or operational efficiencies.

While the ISP is being implemented, and independent evaluator could be engaged to do the following, according to the auditor:

· Test and evaluate the use of correctional officers as escorts in KCCF during the ISP, and,

· Develop a plan and a set of criteria to be used for testing and evaluating options for changing current operational policies and practices.

Those issues and options that carry the potential for future cost savings and operational efficiencies include:

· Correctional officer staffing at the RJC;

· Options proposed in the OMP report that can be implemented or planned now, prior to the completion of the ISP;

· Options in the OMP report that cannot be implemented until after completion of the ISP

Examples of options that could generate savings at KCCF include video visiting, turning floor controls over to central control on third shift, and implementing a direct supervision model in some units.
NEXT STEPS:
A complete analysis of the executive’s proposal has not yet been completed.  Staff to staff discussions are continuing regarding the fiscal impacts of the proposal.  The following items are anticipated for further review:

· Budgetary Crosswalk of the ISP, to determine total project costs
· Possible 2005 Budget Issues

· Operational Issues such as RJC staffing, which is dependent on KCCF secure detention populations and overall average daily population (ADP)
In addition, the executive’s proposal would release restrictions on expenditure authority that were imposed by the council in the amended 2002 and 2003 budgets.  ISP dollars were not to be expended until the council approved the Jail OMP to assure that the project would not preclude opportunities to achieve much-needed operational savings identified in the OMP.  The proposed legislation will most likely need to be amended to refine the proposed changes to these provisos.  
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· Ron Perry, Principal Management Auditor, King County Auditor’s Office

· Steve Call, Director, Office of Management and Budget

· Beth Goldberg, OMB

· Kathy Brown, Division Director, Facilities Management Division
· Chris Murray, Christopher Murray & Associates

· Larry Mayes, Acting Director, Department of Adult and Juvenile Detention
· Michael Gedeon, DAJD

ATTACHMENTS:
1. Proposed Ordinance 2004-0237

2. Proposed Ordinance 2004-0238
3. Transmittal Letter, dated April 28, 2004  (funding request attachment is available upon request)
4. Fiscal Note

5. 2003 proviso language
6. Memo from Cheryle Broom, King County Auditor

7. Chronology of the ISP
8. July 2003 proposed schedule
� See King County Auditor Report “A Special Study of Jails” dated 2002.


� The final recommendations in 2005 are expected to include a remodel of the pharmacy, an expanded nurse call system to meet National Commission on Correctional Health Care (NCCHC) standards, a remodel of infirmary rooms to allow for negative air and ADA requirements, infrastructure for electronic medical records implementation, improvements to psychiatric cells, exam room furnishings, and medical equipment outlets.
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