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SUBJECT

A MOTION accepting a report detailing the department of adult and juvenile detention change management plan for achieving business process improvements and operational efficiencies from the implementation of the jail management system information technology project in compliance with the 2017-2018 Biennial Budget Ordinance, Ordinance 18409, Section 55, as amended by Ordinance 18544, Section 27, Proviso P1.

SUMMARY

The King County Department of Adult and Juvenile Detention (DAJD) operates one of the largest detention systems in the Pacific Northwest.  As part of the 2017-18 Executive Budget the department requested funding to initiate a replacement of its current information technology systems with a “Jail Management System” (JMS) similar to what is used in most large jails. The project is intended to acquire and implement a modern, comprehensive, and integrated system which would replace the current 40 year old legacy system with its over 50 separate subsystems.  As part of its deliberations on the 2017-18 Budget, the Council added a proviso that required that the Executive to transmit a report providing information on the new system, updating its Benefit Achievement Plan, and detailing its change management plan for achieving business process improvements and operational efficiencies from the implementation of the jail management system project.[footnoteRef:1]  The DAJD submitted its report on April 11, 2018 with the required information. [1:  Ordinance 18409, Section 55, as amended by Ordinance 18544, Section 27, Proviso P1.] 


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 1,960 pre- and post-adjudicated felons and misdemeanants.  The average length of stay for inmates in the county’s jail is about 22 days (however, this is an average and the majority of inmates have significantly shorter stays of 24 to 72 hours).  The department’s Juvenile Detention Division is responsible for the operation of the county’s juvenile secure detention facility in Seattle that houses 53 offender youth on an average daily basis.[footnoteRef:2]  The department uses uniformed staff to guards inmates outside the secure detention facilities when inmates are transferred to court facilities for hearings and trials. [2:  Detention and Alternatives Report, Department of Adult and Juvenile Detention, June 2018, https://www.kingcounty.gov/~/media/courts/detention/documents/KC_DAR_07_2018.ashx?la=en ] 


Medical, dental, and psychiatric services for adults in secure detention are provided by the Department of Public Health at both of the County’s adult facilities.  However, adult inmates receive acute care services and care for chronic conditions at local hospitals and clinics—while guarded by department Corrections Officers.

Alternatives to secure detention and treatment programs for adults are administered through the department’s Community Corrections Division 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.  Alternative programs for juvenile offenders are provided through the Juvenile Detention Division.

DAJD Information Technology The department currently uses a system (SIP/SeaKing) for most jail operations and this system has been in use since 1974.  The current jail “system” actually contains 57 separate subsystem applications which have been characterized as disjointed and require that the department conduct many processes manually (where staff have to manually transcribe data from hand-written forms into the computer applications—often having to repeat manually inputting with each of several applications).  In addition, because of the age and the lack of integration between systems, the department has identified significant inefficiencies in its business operations and is unable to generate management information for both operational use and for policy development.

As part of the 2017-18 Executive Budget the department requested funding to initiate a replacement “Jail Management System” (JMS) similar to what is used in most large jail systems with multiple facilities and operations (adult detention, juvenile detention, community corrections, outside guarding, etc.). The project is intended to acquire and implement a modern, comprehensive, and integrated system which would replace the current 40 year old legacy system with its over 50 separate subsystems.   In its Business Case for the JMS, the department noted that it has identified 2,849 “opportunities for business improvement.” These include replacing systems ranging from inmate classification, location, movements, property, trust fund, and diet.  In addition, the systems proposed for replacement support employee management activities such as quartermaster inventory, lockers, and access.  The applications planned for replacement also will improve systems for tracking a variety of management information on inmates, community corrections participants, juvenile offenders, and staff.  According to the department, it planned to acquire an “off-the-shelf” product that will be modified for the department’s business processes.  

The appropriation requested was for $12.2 million which included $4.6 million for vendor costs (hardware, software, and consulting), $4.8 million in staffing costs, and a contingency of $2.8 million (30 percent).  The department intends to use project financing to fund 9.5 FTEs; with funding for 4.5 “Subject Matter Expert” FTEs, including a Corrections Captain, Correction Officers (adult and juvenile detention) and other departmental business staff.  The requested funding for these FTEs will be used to backfill positions during the project. 

The following table shows the proposed major milestones for the project.

	Milestone
	End Date

	Project Initiation
	March 31, 2017

	Requirements Finalized
	September 29, 2017

	Vendor Selection
	May 31, 2018

	JMS Implementation
	June 2018-February 28, 2020

	Project Closeout
	April 30, 2020


 
The primary reported benefits, as described in the department’s Benefits Achievement Plan, expected from the JMS system replacement will be mostly related to increased staff efficiency, accuracy of departmental data, and access to improved management information.  

As part of the 2017-18 Adopted budget, DAJD received approval to begin its Jail Management System (JMS) acquisition.  However, as part of the recently approved 3rd Quarter Omnibus Budget Supplemental, the department is requesting an increase in the overall budget authority for the JMS.  The estimated total cost at completion has increased to 
$20,042,646
(see the list below for the justification). The budget request was 
determined based on the bids received in response to the recently completed RFP, as well as with inputs from KCIT and partner agencies. 
This appropriation will be used to fund the implementation and closeout phases of the project.
The Executive Reports that the estimated total cost at completion has increased to $20.0 million from $12.2 million.[footnoteRef:3]  This new budget request was developed based on the bids received in response to the recently completed RFP process, as well as with inputs from KCIT and partner agencies.  According to the Executive, this appropriation will be used to fund the implementation and closeout phases of the project.  The request was approved.[footnoteRef:4] [3:  The Executive reports the following reasons for the requested increase in total cost: (1) Vendor costs - The vendor proposals came in higher than anticipated. Four of the five proposals received in February 2018 were higher than the original $3.7 million estimate for the project; (2) Interfacing with Law, Safety, and Justice Partners - Currently, DAJD operates with approximately 50 automated interfaces between DAJD and its partner systems. With implementation of the new JMS many of these interfaces will either become obsolete or will have to be modified to adapt to the new JMS. The costs associated with updating the partner systems was not part of the original estimate, and the costs associated with implementing a modern, interface approach that reduces ongoing support was underestimated; (3) Data Conversion/Migration - the original estimate did not include the cost to standardize and cleanse the re-hosted mainframe data and the costs associated with supplementing vendor resources with KCIT resources to provide ongoing subject matter expertise was also underestimated; and, (4) Hardware cost - not included in the original estimate.]  [4:  Ordinance 18766, adopted July 9, 2018.] 


Selection of the New Vendor.  The County received five responses to its RFP in February 2018.  The DAJD announced in June 2018, that it has selected Oﬀender360 by Tribridge Holdings LLC as the successful new Jail Management System Platform.  In response to questions from Council staff, the department reported that the apparent successful proposer submitted a higher cost during project execution, but the 10 year total cost of ownership is approximately $1.5 million lower than the vendor that provided the lowest bid.  The apparent successful proposer offered a system that will be installed on the County’s existing platform.  According to the department, this solution enables a greater number of DAJD’s legacy applications to be replaced in alignment with the County’s Strategic Technology Plan.  According to the department, the apparent successful proposer scored 400+ points higher than the lower bid during the proposal evaluation and demonstrated a solution that was a far better match in response to DAJD’s business and technical requirements.  The apparent successful proposer also had experience with implementing Jail Management Systems at locations that are either larger or similar in size to King County.  

Proviso Requirement As part of its deliberations on the 2017-18 Budget, the Council added a proviso that required that the Executive to transmit a report detailing its change management plan for achieving business process improvements and operational efficiencies from the implementation of the jail management system information technology project.[footnoteRef:5] The proviso required DAJD to provide council a report that includes: [5:  Ordinance 18409, Section 55, as amended by Ordinance 18544, Section 27, Proviso P1.] 


(A): A listing of the current systems that will be replaced based on the selected vendor’s approach;
(B): A review and description of the business processes by functional area that will be incorporated into the new systems; 
(C): A review of vendor options or recommendations for modifying, streamlining or otherwise improving current business processes with the vendor’s proposed applications; 
(D): An updated Benefit Achievement Plan that describes the operational improvements for the major lines of business and functional areas within the department expected from this project based on the approach of the vendor selected; and 
(E):  A description of the department’s change management plan for achieving the operational improvements in subsection D of this proviso. The plan should identify a change management leadership team, a labor engagement strategy, a plan for ensuring that operational changes are adopted within the department and a plan for measuring how progress towards achieving the operational improvements will be monitored.  

The report and a motion required by this proviso was due April 30, 2018, and the Executive transmitted the required report and Motion on April 11, 2018.




ANALYSIS:

In its proviso report, the department provided information for each of the requirements of the proviso.  The first element of the proviso required information on the systems that the DAJD plans to replace with the new system.

Systems to Be Replaced.  The department identified three levels or tiers of systems to be replaced.  The report identifies 10 “Tier 1 Priority” systems that are the highest priority for replacement.  The following list of applications details the highest priority applications for replacement by the selected vendor:

· SeaKing (SKJ)--DAJD’s master jail person records.  This is one of the foundational applications for the entire department and provides interfaces to almost all other systems;
· Subject in Process (SIP)--DAJD’s jail booking system. This also is one of the foundational applications for the entire department and provides interfaces to almost all other systems;
· Booking and Referral System (BARS)--This is a collection of services that provides notifications, the ability to accept pre-booking data from law enforcement records management systems, Bookings, Booking Sheet, and eSuperform; [footnoteRef:6] [6:  eSuperform is the standardized form used by all law enforcement agencies in the State of Washington for arrests, bookings, and filing criminal charges.  It is an electronic form (replacing agency-specific paper forms) that is standardized across all agencies and can be filed directly through the internet to courts, jails, and other criminal justice agencies.] 

· Classification (CLS)--This application helps manage the detention population after they have been booked into DAJD. It supports many business functions such as where the individual will be physically housed in the facility;
· Pretrial Management (PTM)--This application supports DAJD’s Intake Services Unit. It helps facilitate the decision to either detain an individual or allow them to be released from incarceration;
· Jail Management Movement (JAMMA)--This application supports the DAJD Court Detail function, it is used by DAJD and various courts to schedule and transport inmates to various court appointments;
· Roster Management System – Inmate Scheduling/Transport and Incident Management--The portions of RMS used in inmate scheduling/transport and Incident management; 
· Temp Location--Bar Code Scanning System to capture and document inmate temporary locations;
· Juvenile Inmate Management System (JIMS) – Detention functionality only The Juvenile Information Management System (JIMS) will be a centralized web-based system providing a secure environment for the juvenile division of Superior Court, the Prosecuting Attorney’s Office and the Department of Adult and Juvenile Detention to efficiently and conveniently manage juvenile records for King County; and,
· Community Corrections (ComCor)--Case Management System for five CCD programs.

In addition, the report describes seven Tier 2 Priority applications that are intended to be developed after completion of Tier 1 systems.  These systems include web-based services that support various searches (“person” searches, booking details, jail inmate look-up), mugshot systems, and JMS support for the regional eSuperform system. The report also identifies 30 additional systems that support a variety of administrative systems for development as its Tier 3 priority.

Business Processes to be Incorporated Into JMS  Similar to its review of systems to be replaced, the report contains a prioritized listing that represents the agencies and applications that are expected to either receive or send data to the new JMS and will be reviewed and finalized after the JMS vendor is selected (note: the report was prepared before vendor selection).  The report identifies 18 Tier 1 and nine Tier 2 data exchanges for replacement.

The report also notes that the list may change if certain Applications and Services cannot be replaced. The vendor evaluation and selection process will confirm which applications and services may be replaced. Another factor that will be considered is the time and cost required to replace these applications/services. The report notes that there was no funding requested nor provided as part of the original project budget for this effort. According to the report, the JMS project team along with impacted partners will be making budget requests as part of their 2019-2020 biennial budget requests in order to support these development needs to support criminal justice agency system interfaces with DAJD’s system.  

Review of Options for Streamlining Business Processes  The proviso report notes that, in order to ensure that the new JMS encompasses the entire spectrum of DAJD business process functional areas, the department established a dedicated cross-functional team of DAJD Subject Matter Experts (SMEs) to support the project. A special assignment opportunity was published to all eligible DAJD staff in order to recruit participants for the project generating a pool of potential participants and allowing for the selection of participants from a cross-section of DAJD business processes and operations.

The report indicates that the JMS Project Team is also working in partnership with King County IT. The JMS project includes a dedicated IT Project Manager and dedicated IT business analysts who work as needed throughout the project lifecycle. The report notes that staff, drawing on previous planning efforts, documented the majority of the current business process workflows that support jail operations and identified 2,849 “opportunities for business improvement” which could be realized once a comprehensive JMS was in place. The team reports that it validated the findings and has performed a similar review of current Business Processes.

As a result, the report notes that the final JMS Vendor Request for Proposal (RFP) included more than 900 business requirements encompassing all aspects of DAJD Business Process Functional Areas including Adult Detention, Juvenile Detention, Community Corrections, Administration, Personnel Management and Reporting Services. The RFP also included 52 Technical Requirements for Performance, Auditability, Security and Support. In addition, the RFP provides for the opportunity for future system enhancements with 84 requirements including integration of a Detention Billing Information System (DBIS), Security Gateway Development and integration of a Roster Management System. The RFP also included comprehensive requirements for data conversion, including development of “communications gateways” and data integration services with current DAJD partners to ensure continuity of communications and services.

Each vendor was also required to demonstrate its ability to align with the primary goal of the new JMS; “implementing data-driven decision making (DDDM) throughout DAJD. DDDM is critical at all levels of DAJD and will impact many organizations external to DAJD, including those that may set policy relevant to DAJD.”  The report states that “a fundamental goal of the JMS Project is organizational improvement by the systematic collection of the types of data that broadly reflect the functions of the organization as well as those of specific departments and external criminal justice partners.

Updated Benefit Achievement Plan  As required by the proviso, the JMS Project has updated its Benefit Achievement Plan. The report notes that the current Benefit Achievement Plan was developed and approved through the budget process prior to the 2017-18 budget cycle. The department reports that its plan has been updated in order to ensure that partner agencies have the necessary budgets to update their own systems to work with the new JMS. The purpose of the funding requests is to ensure there is no disruption in current business processes for both DAJD and partner agencies. 

The report notes that a crucial benefit of modifying interfaces with partner agencies is to ensure that current interfaces are not interrupted and continue unhindered during the implementation of the new JMS. In addition to ensuring business continuity, some new interfaces are proposed to fully achieve the County’s strategic goals of Safety and Justice and the Strategic Information Technology (IT) objectives of effective digital systems. Due to current technological constraints, essential data cannot be captured and shared electronically between criminal justice partner systems. Implementation of the new JMS presents opportunities for improved operations that will create operational efficiencies and data integration across the criminal justice system. 

The report notes that “to facilitate achievement of the benefits outlined in the Benefit Achievement Plans” the project has brought on board a third party Quality Assurance Vendor to ensure achievement of the outlined benefits of the JMS project.

Change Management Plan The report states that the new JMS team has initiated the development of a comprehensive Change Management Plan for the implementation of the new JMS.   The report does note, however, “while the overall structure of the plan has been developed, some of the details of the plan cannot be completed at this early stage of the project. Many of the final aspect of the plan will not be completed until the RFP process has run its course and a vendor has been selected.” 

Although it is early in the project, the report notes that the JMS Project Team has begun facilitating Change Management.  The team reports that it has:

· Staffed the JMS Project with a dedicated team of Subject Matter Experts in order to ensure that the new JMS encompasses the entire spectrum of DAJD Business Process Functional Areas, ensure effective communication, and facilitate all aspects of Change Management.  The team includes members representing all divisions and levels of DAJD and includes a corrections captain, corrections sergeant, juvenile detention supervisor, work release caseworker, corrections program specialist, and senior business Analyst;
· Performed analysis and documentation of current Business Requirements, where the project team has identified over 1,000 items that will be included in the new JMS;
· The JMS Project SMEs have also completed the gathering, organization and reformatting of all current DAJD documented procedures and created documented procedures for those procedures that had not previously been documented
· Finalizing documentation of current DAJD policies realigning the procedures with the appropriate policies in order to facilitate future change management of both policies and procedures; 
· In partnership with King County Human Resources and the Office of Labor Management, the JMS team is working to ensure that current Job Classifications are appropriately re-aligned in order to meet the needs of future procedures predicated by the implementation of the new JMS. 
· Created the Communications Committee to maintain regular and timely communication with stakeholders through relevant channels including scheduled meetings, print material, internet-based communications including email and intranets, and initiated the regular publication of a “JMS Hot Sheet” newsletter; 
· Procured third-party Quality Assurance Vendor to ensure achievement of the outlined benefits of the JMS project. The QA Vendor will also provide feedback, guidance, and assessment of overall Change Management of the project; 
· Met with Partners to Document Current Data Exchanges and Interfaces;
· Established an internal Change Agent Network (CAN), which is a cross-functional group of representatives who are organized to assist project teams or operational leadership in the implementation of change initiatives. CAN activities will be focused on driving stakeholder engagement, commitment, and end user adoption; and, 
· Identification and Initiation of Training Opportunities, where the JMS Project Team has begun working with DAJD training officers and staff to begin identifying training opportunities that can be initiated now and that would benefit and enhance training during the implementation of the new JMS. 

ATTENDEES:

· William Hayes, Director, Department of Adult and Juvenile Detention 
· Allan Browning, Senior Business Analyst, Department of Adult and Juvenile Detention

ATTACHMENTS

1. Proposed Motion 2018-0232, with attachments.
2. Transmittal Letter
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