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STAFF REPORT
SUBJECT:
AN UPDATE on the $31 million integrated security project (ISP) construction in the King County Correctional Facility (KCCF) and the on-going management and assessment of operational practices.     
SUMMARY:

The council has approved $31 million for a major remodel of the King County Correctional Facility (KCCF) in downtown Seattle to improve security, operations, medical, and booking facilities—known as the Integrated Security Project (ISP).  As a reminder, in September the council approved the addition of a remodel of the Intake, Transfer and Release (ITR) area to the ISP project.  
In response to a council proviso that requires independent quarterly updates on the status of the project, the ISP project development manager will be available to brief the committee on the ISP progress to date.  Ross Pouley, the Construction Manager for URS Corporation, and Kathy Brown, Director of Facilities Management Division will brief the committee.  Attachment 2 is the Monthly Report on Construction required by the council.  
Today’s briefing will provide status reports on the overall project to include:  
· Budget – A $1.8 million shortfall in expenditure authority has been identified by the executive
· Scope – Change Orders for the Central Control Room (CCR) and Intake, Transfer and Release (ITR) areas 
· Schedule – Project changes in the CCR and ITR are indicating a potential or projected four to five month delay 
· Staffing – Operational Assessment and Evaluation (Use of escorts/consultant timelines) and ISP advisory group meetings
· Future – Jail Health accreditation and business plan and additional changes to the KCCF  
BACKGROUND:

The council has consistently expressed on-going concern about the ISP and oversight for the project.  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 nineteen 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.  
Consequently, the Integrated Security Project (ISP) was adopted as part of the 2003 budget, which was the first time since inception of the project in 1993 that the Executive formally requested funding to upgrade the KCCF.  Council challenged the economic basis for the funding request and identified concerns with the ISP project that included the lack of an Operational Master Plan (OMP), incomplete design, and an outdated (2001) cost estimate.
The council approved the $15.9 million ISP budget but added a proviso restricting expenditure authority until approval of the Department of Adult and Juvenile Detention (DAJD) OMP.  Based upon OMP consultant team safety concerns related to the deteriorated conditions of the security system, the Council adopted Ordinance 14715 in July 2003 which declared an emergency and waived certain competitive bidding and solicitation requirements.  The Council also released expenditure restrictions of the $15.9 million to allow acceleration of the project.  

Project Monitoring and Oversight:  Based on the similarities of the ISP and the Courthouse Seismic Project (CSP) (i.e. complex renovation of an existing occupied building), the construction delivery methodology selected for the ISP project was a GC/CM process.  The CSP model utilized the services of an independent consultant acting as a Development Manager to manage the project on behalf of the county.  Prior to the declaration of an emergency, in April 2003, Turner Construction was selected as the Development Manager for the ISP via a normal competitive process.  Following the declaration of an emergency, Turner was selected as the GC/CM and in October 2003, URS was selected to replace Turner as the Development Manager via a selection process that included all proposers from the initial Development Manager selection process.

When additional funding for the inclusion of the ITR was approved, the council also approved three provisos
 to monitor the ISP project.  Two provisos deal with the standard review the council uses for oversight of large capital projects – monthly status reporting and independent quarterly briefings
.  A third proviso pertains to independent oversight for operational staffing.  

· Monthly reports on the status of the ISP are to include an overview, areas of concern, construction progress to include dollars and work completed against plan, inmate relocation, budget by project with change orders, and recommended future activity.  

· Independent briefings on a quarterly basis are required by the project development manager (URS) to regarding ISP construction status.  

The ISP Construction Development) Manager is an independent consultant hired by FMD to manage the overall ISP project.  The manager is responsible for monitoring the project scope, schedule, and budget, and for reporting to FMD management.  He is responsible for providing summary escort reports using detailed daily reports and for producing independent monthly and quarterly project reports to the council.  

· Independent oversight of operational staffing practices related to ISP implementation.  

DAJD and Facilities Management Division (FMD) worked with the contractor, Turner Construction, and the construction manager, Ross Pouley from URS Corporation, to develop the staffing plan during ISP project design and preparation.  

The council approved a plan and reporting system to review escort staffing over the course of the project in response to recommendations from the Auditor.  The plan requires the hiring of an independent consultant to review operational staffing practices at different stages of the project, as well as monthly reporting to a review group made up of executive and council staff.  The review group has been meeting monthly since its inception.  

The project development manager is responsible for the independent monthly written reports to the Council.  Timely transmittal of the monthly reports has been somewhat intermittent in the past, however, at the urging of council staff at ISP Implementation Group meetings the timing appears to be back on schedule.  In addition, the project manager is responsible for independent oversight reporting in response to the proviso:

“PROVIDED FURTHER THAT:

The Integrated Security Project (ISP) development manager shall independently brief the council on the status of the project.  These independent status reports shall occur quarterly throughout the duration of the project.

Today’s briefing will be provided by Ross Pouley, the Construction Manager for URS Corporation, and the ISP project development manager.  He is acting as the council’s independent reporter.  

As a reminder, ISP construction is taking place in an occupied jail that will remain in operation throughout the full two years of construction.  (The project is scheduled for completion in September 2006.)  The movement of workers through the secure detention facility requires detailed planning and scheduling.  Because of the KCCF configuration as a high-rise, multi-wing jail, areas under construction can not be segregated or closed specifically for the workers.  As a result, the contractor will not have full control of any part of the facility during construction.  Elevators are the only means for moving inmates, staff, visitors, and construction personnel.  Personnel, materials, tools will be moved through the facility on these elevators.  

As work progresses, inmates will be staged in different areas of the jail.  This movement of workers and inmates requires changes in the jail staffing to accommodate construction by providing “escorts” for construction crews and by securing construction areas.  This movement also influences the project schedule, as well, requiring that each area be completed prior to moving on to another.  

BUDGET:

The ISP includes a number of separately appropriated capital projects to make upgrades within the facility.  These capital improvement projects (CIPs), which total $31 million, include funding for modernization of the security electronic systems in the jail, as well as renovation of the intake transfer and release area and improvements to the jail health clinic and infirmary.  
The latest monthly update (March 2005) has identified a $1.8 million shortfall for the ISP.  According to Executive staff, the error occurred during the executive’s calculations for the supplemental request of $5.3 million when the ITR area was added to the project.  The FMD project team made an incorrect calculation of the needed increased funding.  Per the executive, the calculation of available (unspent) funds was understated by $1.8 million.  Staff analysis is continuing to determine whether any additional costs may be identified for the project..  Staff is also looking into the inclusion of related Major Maintenance Reserve Fund (MMRF) projects in the ISP.  The projects, totaling $4.7 million had previously been on hold pending the start of the ISP construction.  Staff is analyzing whether the projects or a portion of them are already included in the ISP.  The latest March update appears to include one, but not all of these projects.  MMRF projects should be tracked separately to distinguish fund sources and to prevent co-mingling of funds.  This has been a recurring issue.  Failure to separately track and moniotor individual sub- projects does not provide transparency and accountability between funds.  
It should also be noted that change orders for the project have resulted in contractor claims for extended costs.  Negotiations are on-going between the contractor and the county to determine the level of responsibility for each.  When discussions are finalized, there may be an additional fiscal impact.  
SCOPE:

CCR:  Design revisions for the new Central Control Room (CCR) were necessitated because the combination of security system components selected for the project were slightly larger than the originally designed space.  The design team modified the layout of the CCR resulting in an increase in overall size to accommodate the selected security equipment.  
ITR:  The inclusion of the ITR in the jail renovation project required a major change order that is currently under negotiation with the contractor.  Per the latest report, the contractor has “locked” the labor and material prices for this work with the subcontractors.  Potential impacts to schedule are being evaluated.  (see below)
SCHEDULE:

Construction at the KCCF began September 7, 2004 and is anticipated for completion September, 2006.  The first phase of work in the KCCF is focused on construction of a new CCR and the installation of the vertical risers for the new electronic security system.  The contractor has notified FMD that a potential time extension may be necessary as the result of design revisions associated with the sizing changes incorporated for the new CCR.  In addition, inclusion of the ITR renovation in the ISP project could impact the completion schedule.  

A schedule update is anticipated to address the CCR size change and the ITR renovation.  The project team had originally hoped that any potential delays related to the change orders could be offset by adjusting other project activities.  However, per the March update report, the schedule is now extended by four months.  It should be noted that until possible scope and schedule changes are negotiated and finalized, total project budgetary impacts are unknown.  
STAFFING:

Because construction is taking place in an occupied facility, security issues require extensive planning and review to maintain the safety and security of the public, the personnel, and the inmates.  ISP operational staffing needs (escorts for construction crews and inmates) were planned for as part of the project, with approximately $1.1 million included in the budget.  
A number of staffing reports have been developed for the project that include daily, bi-weekly, and weekly reports, as well as meetings that are held by county staff, the contractor, and the construction manager.  These reports are helpful in immediately identifying potential problems or security issues and allow DAJD, the contractor, construction manager, and management team to quickly react to any initial problems.  

The council approved a plan and reporting system to review escort staffing over the course of the project in response to recommendations by the King County Auditor staff.  The plan requires the hiring of an independent consultant to review operational staffing practices at different stages of the project, as well as monthly reporting to a review group made up of executive and council staff.  

Review Group:  As construction proceeds, staffing is evaluated against actual experience.  A review group comprised of executive and council staff has been meeting monthly.  (The group includes representatives from the budget office, DAJD, Facilities Management, Jail Health Services, the Council and the Auditor.)  This group is to provide a forum for communication that will keep all the parties up-to-date on the ISP implementation process and the intended operational staffing issues.  
Attachment 1 entitled ISP Officer Escort Tracking Report shows staffing by task:  Hours per Task are shown against baseline estimates included in the budget.  Increased familiarity with the project could present opportunities to identify further efficiencies and/or cost savings.  The Group meets monthly to review reports and the latest shows 185.35 hours of “savings” over estimated hours.  To date, the Review Group has not identified any areas of concern regarding escort staffing.  
The stated purpose of the advisory group is selecting the consultant, monitoring the consultant’s draft reports, and receiving progress reports on operational ISP issues.  The ISP review group has been expanded to include oversight for the DAJD Operational Master Plan adopted by the council in November.  Because the ISP and OMP are closely linked, advisory group review should help continue overall insight for jail operations as well as progress toward OMP implementation.  It should be noted that the oversight group has expanded its’ review responsibilities beyond escort staffing to include project reports and OMP development.  The group has asked for further clarification regarding impacts of potential schedule delays due to scope changes.  

Consultant:  Independent oversight of operational staffing was recommended by the King County Auditor to evaluate and assess escort policy during the ISP project.  The council, via proviso, has required DAJD to retain a consultant to evaluate operational staffing practices and to make recommendations on the reporting system, on potential savings areas, and a process for evaluation of possible savings.  (The consultant cost will be paid from the operational costs that are capitalized in Project #395211, ISP DAJD Operations.)  

The consultant reporting timelines are to be spaced at intervals during initial construction and during crucial times when inmates will be relocated through the facility.  Projected reporting dates are to occur at different construction stages - yielding an overall prospective on escort procedures and additional staffing needs.  When the operational evaluation was approved by the council in September, DAJD believed that a December 2004 initial report was feasible.  Council staff raised concerns about the tight timelines for hiring the independent consultant and the initial report.  Warren Cook from the Portland area, has been selected as the consultant; however, the first evaluation has not been conducted, and the report has not been produced.  
The original schedule assumed that the consultant would return in May 2005 to examine progress and make further recommendations, as necessary, and if needed, a third visit could be scheduled.  As noted earlier, the original timeline was aggressive.  Reports will most likely be pushed back by three months.  However, due to adjustments in schedule due to change orders, the consultant timelines should match with staffing changes during the project.  Because staffing changes are directly linked to the work performed, it is currently anticipated that these changes should not affect scope, schedule or budget for escorts.  
FUTURE:

Jail Health Services (JHS):  DAJD is responsible for providing jail health services for people incarcerated in the jail.  DAJD provides some medical service itself—for example, jail staff administers the initial brief health screening when an inmate is booked, and jail health staff provides all needed health assessments.  In addition, jail health staff provides security, guarding, and escort services for inmates within the jail facilities and to health care facilities outside the jails for needed health care services or who are under “suicide watch” in the jail.  

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.  The jail and Public Health are continuing to work on implementation of the recommendations and meets quarterly to keep all interested parties apprised of the status of the implementation.

Because of the progress that has been made in the JHS business planning process, the council has approved $2.63 million to make exam room improvements and to add an assessment clinic during the ISP implementation
.  It should also be noted that JHS has just completed and received accreditation for the next three years.  
JHS has also been working to implement an electronic health records project (EHR).  The business case was approved by the Office of Information Resources Management (OIRM) Project Review Board.  The council will continue to monitor the improvements approved for the JHS.  It is anticipated that the remaining JHS remodel costs, estimated at around $3 - $4 million will be included in the executive’s proposed 2006 budget.
NEXT STEPS:  

Council staff will continue to:

· Track the implications of the $1.8 million shortfall

· Track the implications of the schedule delay

· Research MMRF projects

· Participate, along with Auditor and executive staff, in the ISP review group
· Monitor monthly update reports

· Schedule quarterly briefings by the project development manager

· Participate in discussions regarding OMP implementation oversight
· Monitor JHS progress toward completion of business plans and renovations of clinic areas in the jail
ATTACHMENTS:
1. ISP Officer Escort Tracking Report 

2. Monthly Report on Construction, dated March 2005
INVITED:

· Ross Pouley, Construction Manager, URS Corporation

· Kathy Brown, Director, Facilities Manager Division

· Reed Holtgeerts, Interim Director, Department of Adult and Juvenile Detention

· Bob Cowan, Director, Office of Management and Budget

· Ron Perry, Senior Analyst, King County Auditor’s Office

� Ordinance 14962 and Motion 11996


� These reports have consistently been used with other large CIP projects and have been beneficial to the council in monitoring major capital projects such as the Courthouse Seismic Project, the Harborview Bond Project, the Transit Communications Center, the RCECC, and Financial Systems Replacement Project.  The reports help provide a larger picture of overall projects.


� A $1,046,132 expenditure restriction is currently in place for Project 395840, Jail Health Services Remodel.  Although the JHS business plan is not yet finalized, Ordinance 14962 incorporated identified JHS needs into the ISP construction.  








K:\ISP Project\051105 BFM Briefing\2005-B0063 ISP update 05-11-05.doc
5/10/2005
1

_919829133

