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SUBJECT

A MOTION accepting a report identifying options to expand booking operations at the Norm Maleng regional justice center intake, transfer and release program, in compliance with the 2015/2016 Biennial Budget Ordinance, Ordinance 17941, Section 48, Proviso P1, as amended by Ordinance 18110, Section 19.

SUMMARY

This proposed motion would accept a report responding to a 2016/17 Budget Proviso requiring that the Department of Adult and Juvenile Detention report on options for increasing hours for “booking operations” at the Maleng Regional Justice Center (MRJC).  As part of Department of Adult and Juvenile Detention’s 2011 Executive Budget, the department put forth the proposal to stop “booking” arrestees at the county’s Maleng Regional Justice Center for General Fund savings of $2.0 million.  During the council’s 2011 budget deliberations, the council added back $500,000 and required the executive to investigate how it could continue to operate its booking function at the MRJC in 2011.  This review resulted in an operational model that was implemented on January 16, 2011 at the MRJC Intake, Transfer and Release program, having the program open for limited hours Monday through Friday (excluding holidays).  In the 2016/17 Budget, the Council placed a proviso requiring that the department again examine the expansion of booking operations at the MRJC.  The department has, as required by the budget proviso, transmitted this proposed Motion and a report detailing its review of various options for expanding booking operations at the MRJC.  The report includes an evaluation of alternative hours of operation and different staffing configurations.

BACKGROUND

The King County Department of Adult and Juvenile Detention 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 30,000 bookings a year and an average daily population of 1,931 pre- and post-adjudicated felons and misdemeanants every day.  The average daily population of the department’s Seattle facility is approximately 1,121 inmates and about 721 inmates housed at the MRJC.  King County is required to jail all felons arrested in the county and presented for booking into jail.  In addition, the county houses “county” misdemeanants, criminal offenders who are either arrested in the unincorporated parts of the county or have committed offenses that are adjudicated by the District Court (“state cases”).  The county is not required to house city misdemeanants or state “holds” (individuals under state Department of Corrections’ supervision who are in violation of community supervision orders).  There are several other detention facilities in the county that house city misdemeanants and in some cases, state violators.  However, the county does have contracts with over 20 cities and the state to house misdemeanants arrested in cities and certain state community supervision violators. The cities and the state pay King County for the booking and daily costs of housing inmates for which they are responsible.

At both the KCCF and the MRJC, the department operates an Intake, Transfer, and Release (ITR) program.  Intake includes the “booking” of arrestees from law enforcement officers and the acceptance of inmates being transferred throughout the state.  The MRJC serves as the booking and release center for a number of different inmate transport systems. The Washington State Department of Corrections (DOC) operates a transportation system to move inmates to and from state prisons. The King County Sheriff’s Office operates a section of the Interstate Prisoner Transportation System (Sheriff’s Shuttle). The Snohomish County Sheriff operates the Cooperative Prisoner Transport (the Co-op).  The other transfer function at the MRJC is responsible for the movement of inmates from the KCCF and MRJC either between the two facilities, or to allow inmates to appear in court.  The release function ensures that inmates leaving the facility are properly released when ordered by a court.  

The intake (booking) of inmates includes a variety of physical search, screening, and movement responsibilities.  When booking an individual, the department must review and verify that inmates are being correctly detained, determine if the arrestee has additional warrants, make observations and recommendations related to the arrestees’ behavior, medical and psychological issues, and determine identification through the county’s AFIS system.  In addition, staff in the ITR supervise inmates who are awaiting release on bail/bond or waiting to be moved into their jail housing assignments.  Inmates in the ITR may be under the influence of drugs or alcohol or be mentally ill, and their behavior may range from compliant to violent to subdued and withdrawn.  The multitude of factors surrounding intake may sometimes require the use of force and restraints or placement into special holding cells.   The MRJC has a limited number of holding cells that can be used for potentially dangerous or special need arrestees.  In addition, the MRJC has limited facilities for inmates needing treatment for medical, chemical dependency, or mental health issues.

According to the department, corrections officers assigned to ITR also provide a critical backup to other areas of the jail.  ITR officers provide security for nurses, classification personnel, fingerprinting personnel and other non-uniform staff who assist in processing inmates through booking and release.  Officers assigned to ITR often serve as backup for emergency responses or other incidents in the other parts of the jail.  

In operating the intake function, the department operates the ITR as a “counter function” and must maintain staffing for all hours of operations, regardless of the volume of arrestees.  To meet constitutional requirements and ensure proper safety within the facility, the department must ensure that it has a full complement of staffing available to handle multiple services for each individual when the counter is open, to include DAJD staff, Jail Health staff, and AFIS (King county Sheriff’s Office) staff.  Staffing and associated costs can be reduced in proportion to the number of hours that the “counter” is open, but generally cannot be reduced when arrest volumes decline.  The ITR function at the KCCF operates 365 days a year, 24 hours each day.  

In 2001, the department was facing significant budget challenges and, as a consequence, the MRJC ITR booking operations hours were reduced from operating 24 hours a day--7 days a week, to Monday through Friday 6:30 AM - 10:00 PM. In subsequent years, hours were further reduced to 8:00 AM - 10:00 PM Monday through Friday.  In 2011, the department considered eliminating all booking operations at the MRJC.

2011 Executive Budget Proposal.  As part of the Executive’s Proposed 2011 Budget, the department’s budget included closing the MRJC to all bookings and redirecting all county bookings to the KCCF in Seattle. This proposed reduction would have reduced the department’s costs by almost $2 million and reduced 21.0 FTEs including correction officers, corrections technicians, classification staff, and screeners.  The proposal would have only closed the booking portion of the program to law enforcement, while maintaining the staff necessary for transfers and releases.

The council, during its budget deliberations, heard from south county law enforcement agencies concerning the impacts of this proposal.  These agencies told the council that closing the booking function at the MRJC and requiring agencies to use the KCCF would take “officers of the street” for extended periods of time and negatively affect these agencies’ ability to answer calls for service.  In adopting the final budget, the council restored $500,000 and 5.0 FTEs and added a budget proviso requiring that the department review options for maintaining booking operations at the MRJC.

The department completed its review and transmitted the required proviso report on March 31, 2011.  The report included an evaluation of alternative hours of operation, different staffing configurations and any other options that allow for continued booking at reduced costs.  The report recommended that DAJD continue with the operational model that it had implemented on January 16, 2011.  This model kept ITR open for limited hours, 10:00AM and 4:00 PM Monday through Friday, excluding holidays (the hours were extended in 2012 from 10:00AM to 5:00PM).  The Council accepted the proviso response and its recommendations in May 2011 as Motion 13478.  

2015/16 Budget Proviso The Council added a budget proviso for DAJD in the Adopted Biennial Budget for 2015/16 that required:

“…of this appropriation, $500,000 shall not be expended or encumbered until the executive transmits a report on expanded booking operations at the Norm Maleng Regional Justice Center (MRJC) intake, transfer, and release (ITR) program and a motion that accepts the report and the motion is passed by the council. The motion shall reference the subject matter, the ordinance number, the ordinance section number and the proviso number in both the title and body of the motion.

This proviso requires that DAJD provides a report identifying options to expand booking operations at the MRJC ITR program. The options shall include, but not be limited to: expanding booking operations until 9:00 PM, midnight and 3:00 AM on weekdays. The department should consider different staffing configurations and any other options that allow for cost-effective expanded booking operations. For each of the options the report should contain an analysis of the staff and resources required to provide security and to complete other current booking tasks. The executive shall consult with the King County Corrections Guild in developing the report.”

The Executive transmitted the required motion and a report entitled “DAJD—Report Identifying Options to Expand Booking Operations at the Norm Maleng Regional Justice Center Intake, Transfer, and Release Program” on March 8, 2016.  As required by the proviso, the department worked with staff from Jail Health Services, the King County Sheriff’s Office’s Automated Fingerprint Identification System (AFIS) Section, the Uniformed Command Association, the King County Corrections Guild, and staff from the Executive’s Office to prepare a report identifying options to expand booking operations at the MRJC.  The department analyzed options for expanding the hours of booking operations at the MRJC Intake, Transfer, and Release, (ITR) by extending the current closing time of 5:00 PM until 9:00 PM, to midnight, or to 3:00 AM on weekdays. In each scenario, the department provided a cost analysis for staffing and other resources needed to expand hours.

ANALYSIS

The department was required to review the costs and impacts of extending MRJC booking operations from 5:00PM to 9:00 PM, to midnight, or to 3:00 AM.  The department began its review by examining how many bookings would occur at the MRJC during the extended hours, looking at bookings that would move from the KCCF in Seattle to the MRJC (that is, bookings made by south county law enforcement at the KCCF after the ITR had closed at the MRJC) and an estimate of new bookings.  In addition, the department, working with Jail Health Services and the AFIS program estimated the costs for extending hours and then described the impact of on overall MRJC staffing models, primarily the impact on staff shifts.  

In its analysis of booking patterns, the department separated bookings from south county law enforcement agencies, the Sheriff’s Office, the Washington State Patrol, and from the bookings associated with the county’s participation in regional and statewide inmate transfer systems (chain and co-op as described above).  This is appears to be a reasonable approach to understanding the impact the reduced hours for booking has on local police agencies—officers having to transport inmates after hours to Seattle rather than to the MRJC.  

Booking Patterns The department estimates that, based on an analysis of 2015 bookings, about 4,446 total bookings, or about 17 KCCF bookings a day, could have been transferred to the MRJC if its booking operation were open 24 hours a day.  However, if only the south county police agencies were considered, the number of bookings would have been 2,375 total for the year or about 9 bookings per day during the period that the MRJC booking operation is closed.  

In attempting to analyze the number of new bookings—that is, the number of bookings that law enforcement agencies do not make at the KCCF, but would make if the MRJC were open, the department noted is more difficult to estimate.  The department reports that most south county cities are either a member city or have a contract with the South Correctional Entity (SCORE Jail). Others have smaller jail facilities and can generally hold their arrestees until the MRJC opens. It is unlikely that SCORE cities would divert bookings to MRJC if booking hours were extended, unless it resulted in lower booking and housing costs. SCORE booking costs have been lower than the MRJC. In addition, these cities sometimes use SCORE for transportation, booking “direct transfers” at SCORE to be later transported to MRJC or KCCF. The department notes that these are usually felony bookings, which are “county responsible” bookings with no contract cost to the city. Therefore, the department concluded that a change in booking hours at MRJC would not necessarily result in new bookings or new revenue for the department, since those individuals would be transferred to King County in any case.  

The department notes that information received from discussions with south county cities did not provide any data to show new bookings that would result from extended booking hours. However, several cities expressed interest to the department in extended booking hours so they would not have to hold an inmate on site overnight, or so their officers would not have to drive into Seattle to book at KCCF. The department was not able to obtain data from any of the cities to indicate that their overall County booking volume would increase with expanded MRJC hours.  Therefore, the department used “Current Bookings” data for its analysis of costs and staffing.  This seems to be a reasonable approach.

To complete its options analysis, the department made estimates of the number of bookings it would have at the MRJC—reviewing the numbers of bookings for 5:00pm through 9:00PM, 5:00PM to 12:00AM, and 5:00PM to 3:00AM to estimate how many bookings might occur during these timeframes.  The following table shows the estimated number of bookings for south county police agencies during these three time periods.

Estimate of MRJC South County City Bookings 
Diverted from Seattle

	Time Frame
	2015 Total
	Average Daily Increase

	5:00PM-9:00PM
	349
	1.34

	5:00PM-12:00AM
	956
	3.66

	5:00PM-3:00AM
	1,705
	6.53



It appears from the department’s estimates that the average number of bookings would not be a significant number.

Options Costs Analysis In its report, the department showed the current costs for the MRJC booking operations under the existing hours of operations.

	Staff
	FTEs including relief factors
	Salary and benefits
(2016 rates)

	DAJD [footnoteRef:1] [1:  The DAJD staff who currently work in the MRJC ITR work five days per week and are on special assignments due to the non-standard work hours.  
] 

	
	

	Sergeants
	1.224
	$160,286

	Officers
	11.46
	$1,180,948

	Corrections Technicians
	6.564
	$459,336

	Personal Recognizant Screeners
	4.00
	$446,496

	Classification 
	2.00
	$232,272

	Total
	25.248
	$2,479,338

	JHS
	
	

	Registered Nurses
	2.60
	$342,234

	Total
	2.60
	$342,234

	AFIS
	
	

	Identification Technicians
	1.90
	$195,656

	Total
	1.90
	$195,656

	
	
	

	Total for 3 Agencies
	29.75
	$3,017,228



According to the department, in order to evaluate options for extending hours by four, seven, and ten hours (5:00 PM to 9:00 PM, 5:00 PM to midnight, and 5:00 PM to 3:00 AM) the department analyzed the staffing options for each of these sets of extended hours.  The department notes that the MRJC ITR staff work non-standard work hours, and as a result, each of the three options to expand hours will continue to result in non-standard work hours and generally requires adding an additional shift each day, since the department cannot add exactly four, seven, or ten hours to existing shifts. Since an additional shift is added, the department explored options that include 8-hour and 12-hour shifts for corrections officers, as well as opening ITR earlier in order to optimize the use of staff working full shifts. 

As a result, the department analyzed four options to develop estimates of additional staffing and costs. The costs include the departmental costs along with costs associated with Jail Health Services and AFIS.  The following table summarizes the results of this evaluation.
Summary of Costs Associated with 
Extending MRJC Booking Operations[footnoteRef:2] [2:  “DAJD—Report Identifying Options to Expend Booking Operations at the Norm Maleng Regional Justice Center Intake, Transfer and Release Program,” Page 8.] 


	Option
	Additional hours per day
	Additional annual cost
	Added FTEs
	Bookings From KCCF
	Cost per additional booking
	Operational Considerations

	Option #1
10:00 AM – 9:00 PM
	
4
	
$665,000
	
5.5
	
1,008
	
$660
	
New 12-hr shift

	Option #2
6:00 AM – 9:00 PM
	
8
	
$1,167,000
	
10.5
	
1,337
	
$873
	
Two 8-hr shifts

	Option #3
9:00 AM - midnight
	
8
	
$1,167,000
	
10.5
	
2,104
	
$555
	
Two 8-hr shifts

	Option #4
8:00 AM – 3:00 AM
	
12
	
$1,747,000
	
15.0
	
3,239
	
$539
	
Combination of 8 and 12-hr shifts



The department’s analysis shows the incremental costs for each potential mechanism to staff the extension of hours for booking operations would add costs of between $665,000 to $1.7 million annually for the department, Jail Health Services, and AFIS.  The department also has estimated the average cost per booking for each potential option showing added costs ranging from $539 to $873 per booking.  Currently, contract cities pay $223 per booking, based on the current total costs for booking operations at both the KCCF and MRJC.

The department has taken a reasonable and justifiable approach to estimating the impacts and costs of extending booking operations at the MRJC.  Based on the department’s analysis, any increase in the hours of operations would have a significant cost to the county’s General Fund, while any benefits in the extension of hours would only appear to accrue to local police agencies (according to Performance, Strategy and Budget Office estimates, the department and Jail Health Services will have a combined General Fund reduction target of $12.5 million for the 2017/18 Biennium).  The MRJC has had restricted booking hours for over 15 years without demonstrable negative impacts to county jail operations or to local law enforcement, other than anecdotal information.  As noted above, many of the cities in the MRJC area either own or contract with local providers of detention services (primarily SCORE) and have operated within the constraints of the county’s booking hours either by booking individuals in Seattle, or locally holding inmates until MRJC booking is available without posing any significant public safety risk.  

This report appears to meet the requirements of the proviso.
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· William Hayes, Director, Department of Adult and Juvenile Detention
· Steve Larsen, Chief of Administration, Department of Adult and Juvenile Detention
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