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With the completion of the Adult Detention Operational Master Plan (OMP), the Department of Adult and Juvenile Detention (DAJD) has a solid foundation for continuing to operate safe, secure, and human facilities in a cost-effective manner.  This foundation consists of observations about current jails operations, the constraints under which the jails operate, and promising opportunities for implementing new efficiencies, particularly that take advantage of the Integrated Security Project (ISP) and other technology.  The next steps for building on this foundation are highlighted in this implementation plan.

This report is also in response to the following provision in the 2004 Adopted Budget Ordinance:


Of this appropriation, $100,000 shall be spent or encumbered only after the department of adult and juvenile detention transmits for the review and approval of the council by motion its report of the operational master plan for King County secure detention. In addition, the department shall transmit with the final report, its plans for implementing the consultant's recommendations. 


OMP Highlights

Through a collaborative and intensive effort, the OMP process resulted in a comprehensive review of DAJD operations and outlines a foundation for the future.  The OMP includes 15 possible options for more cost-effective detention operations and notes many areas for further exploration.  This foundation is built upon the following OMP findings:  

· DAJD currently operates within commonly accepted correctional practices and has made changes in recent years to improve the efficiency of its operations.

· There are a number of promising options that together have the potential for significant cost savings in DAJD operations.  Some options represent major shifts in the way the county jails are operated and will require testing, evaluation, refinement, and gradual implementation.

· The most promising options require completion of the ISP and other investments. The time required to do this will give the new DAJD administration time to review and offer thoughts on these options, including ways to test and improve them.

· While developing an Operational Master Plan at the same time as final design took place on the Integrated Security Project proved challenging, the OMP was able to influence ISP decisions in a positive way to preserve and enhance operational options for the OMP.

· Collaboration in some form should continue so that the County can build on this foundation to identify future efficiencies and policy considerations within DAJD and across the entire criminal justice system.

The OMP consultant also notes that two partnerships are essential to building on the directions discussed in the OMP.  King County’s partnership with labor has led to many improvements and efficiencies to DAJD operations.  The challenge for this partnership is “to creatively address the budget pressures on the agency and to find ways to implement some of the options discussed in [the OMP].”
  Similarly, the OMP notes that several promising options may involve the Hammer Settlement Agreement.  Discussions among the parties to this agreement are also a necessary step to explore new ways of operating and staffing the downtown jail.

Purpose and Organization

The intent of this plan is to set an overall context for the OMP and to create a framework in which those options with the potential for significant savings can be tested in an operational setting and if viable implemented.  The full plan will consist of two phases.  The first phase, detailed herein, covers the options and issues that do not depend upon the implementation of the Integrated Security Project (ISP) due for completion in 2006.  As discussed later in this report, the most promising options require not only the completion of the ISP but also detailed operational planning and testing, other one-time investments, and strong collaboration with key partners.  Moreover, the OMP consultant appropriately recommends that these options would benefit from the review and expertise of the new DAJD director.   Consequently, the second phase of the implementation plan is timed to allow the new DAJD administration to become established, review the OMP, and develop the Phase II Implementation Plan by July 15, 2005.

For this report, the first section, Current Context for the OMP, is an overview of the existing set of initiatives and priorities facing the DAJD.  Implementation Partnerships, the second section, includes a discussion of the partnerships that are key to advancing many OMP options and for monitoring progress and providing feedback.  In the next section, OMP Proposed Options, the next steps are highlighted for options that can be implemented more or less immediately, in the near future, and after completion of the Integrated Security Project.  Promising ideas and other issues to explore are covered in the final section.  

Section 1:  The Context for the OMP

The OMP outlines promising opportunities for DAJD to improve operations and reduce costs.  Over the next several years, refining, testing, and implementing many of these opportunities will be a high priority for the department.  It is also important to note that this OMP occurs in a complex and changing environment for King County, the regional criminal justice system, and DAJD.  To meet the demands of this environment, the Council and Executive have set forth other high priorities for DAJD in addition to the continued safe and secure operation of its facilities and programs.

Other high priorities for DAJD include completing the Integrated Security Project, remodeling of Intake/Transfer/Release, contributing annual budget savings beyond those identified in the OMP,  implementing the new Community Corrections Division and treatment initiatives, partnering with Jail Health services to implement its strategic plan, supporting the Adult Justice Operational Master Plan, and many other internal and external efforts.  In this complex environment, DAJD has been operating with an interim administration and will also focus on a smooth transition to a new administration in coming months. These priorities are described below.

Integrated Security Project:  With the ISP design complete, DAJD and Facilities Management Division (FMD) enter the challenging phase of two years of major construction in a detention facility that will continue to operate.  This project presents substantial risks that DAJD will mitigate through detailed planning, close monitoring, quick trouble-shooting, and the flexibility to respond to emerging needs.  In addition, the most promising OMP options depend on the successful completion of the ISP.  While DAJD and FMD are optimistic about the success of this project, failure is clearly not an option.  Completing the ISP is DAJD’s highest priority over the next two years.

Remodel of Intake/Transfer/Release (ITR):  The Executive is proposing a substantial renovation of KCCF’s booking and release area (ITR).  This project within a project is a unique and cost-effective opportunity to create a space that can support secure and efficient operations for many years.  It entails substantial planning to design and construct a temporary ITR, develop new procedures, coordinate with law enforcement and other stakeholder agencies, and manage operations in a temporary space.  At the same time, DAJD will be planning for the operation of the new permanent ITR space including new procedures, revised staffing plans, training, and transition.
King County’s Budget Crisis:  The OMP was undertaken in part to help DAJD reduce costs or avoid future increases and has succeeded in developing a number of promising options.  However, because most of these options occur after the ISP and other technology is implemented, it will take several years or more to test these options and realize the potential savings.  In the meantime, DAJD must continue to contribute substantial savings beyond the $10 million in detention-related reductions realized over the past three years.  In fact, over the next three years, DAJD will need to generate substantially more savings and/or revenue enhancements.  Since the OMP will have only a partial impact on these reductions, DAJD will continue its efforts to identify internal efficiencies, explore revenue opportunities, coordinate with other criminal justice agencies, and outline policy options to meet these demands.

Community Corrections, AJOMP, CJ Treatment Initiatives, and Jail Health Services:
Over the past several years, King County’s criminal justice system has begun the journey to develop a more cost-effective response to crime.  In particular, DAJD’s focus is to support the “ramp up” of the new Community Corrections Division including the CCAP and the new intake services unit.  DAJD is devoting significant resources to support the design, implementation, monitoring, and evaluation of this new division.  Other critical initiatives, including Jail Health Services Strategic Plan, CJ Treatment Initiatives, and the second phase of the Adult Justice Operational Master Plan, require the participation and support of DAJD. 

New Technology:  DAJD is one of the hubs of the criminal justice system.  As such, it manages several applications and databases for the benefit of the entire system.  DAJD plays key roles on several major technology projects, which will support new practices and contribute to future savings.  For example, with the successful rollout of the Jail Inmate Lookup Service, the Law, Safety and Justice Integration Program (LSJI) is moving onto its next project which will help streamline the booking and referral process.  Another priority example is that DAJD and Information Technology Services will be developing a new application to support the evolving business needs of Community Corrections.

Jail Service Agreements:  With implementation of the new contract with cities for jail services, King County as a region entered into a new phase for managing detention services.  DAJD is working closely with the cities to resolve glitches in this new system and to identify opportunities for improvements.  Council recently approved a new jail service agreement with the Department of Corrections (DOC).  DAJD and DOC will be implementing this agreement in 2004. 

Transitioning to a New DAJD Administration:  Amidst this incredible environment of change and innovation, DAJD will undergo a transition of administrations.  First, however, the priority is to complete a successful process for recruiting and selecting the director.  Once completed, the Executive with the support of the interim DAJD administration will work with the new director to ensure a smooth transition for DAJD operations and the many priorities in this environment including the promising options in the OMP.

If the past two years are an indication of the next two, the rapid pace of change in this environment will continue in ways that are both expected and unforeseen.  Focused on DAJD internal operations, the OMP shares an important place in this environment along with the many priorities described above.  Moreover, this environment also supports the OMP recommendation that the new DAJD director should be given the opportunity to review and comment on major OMP options, many of which cannot be implemented until the ISP is completed (2006).  With critical pieces of the ISP and ITR remodel occurring in the first half of 2005, the suggested timing for the new director to present an implementation plan on these options is July 15, 2005.

Section 2:  Implementation Partnerships

Two partners are crucial to building on the OMP foundation – labor and parties to the Hammer Settlement Agreement.  In addition, the collaborative efforts of the OMP should continue as support to the new DAJD director and as a mechanism to provide feedback on the progress of the OMP implementation.

Labor

In recent years, DAJD management and labor have worked together effectively to implement cost-saving strategies.  In 2003, this partnership took on the issue of double celling the RJC at 180%.  While increasing the number of inmates in a unit to 115 is within the range of practices in other facilities, it “places DAJD in the top third of the facilities surveyed.”
  After careful research and discussion, labor supported this efficiency.  Implementation of the new Community Corrections Division is another example where management and labor worked cooperatively to sort through representation issues.  Currently, management and labor have recognized the need for a clear and consistent attendance policy and will be reviewing together the details of this policy.

To address King County’s budget crisis, management and labor must take on challenging issues across the government.  As noted later in this plan, the most promising options in the OMP also include opportunities for management and labor to pursue new directions as well as challenging labor policy issues. Beyond the OMP options, there are many other opportunities for management and labor to advance DAJD’s mission, support its employees, and reduce costs. It will be important for the new DAJD director with support from the Executive Office and Human Resources Division to build a strong partnership with labor and outline a strategy for pursuing these opportunities and tackling these challenges constructively and productively. 

Hammer Settlement Agreement

When King County and the attorneys for the plaintiff in the Hammer case reached agreement in 1998, an important partnership was forged.  Through these negotiations, the capacity lid for KCCF was raised from 1,309 to 1,697.  These 388 beds were added earlier as a temporary measure to manage the population during the construction of the Regional Justice Center.  By demonstrating it could operate safely and securely at the higher population level, DAJD was successful in raising the permanent lid to 1,697.  Moreover, as noted in the OMP, the restrictions on staffing in the Hammer agreement are generally within accepted practices given facility and technology constraints.  The County continues to report regularly required information on the detention population and its compliance with provisions in the agreement.

When the ISP is completed, KCCF will be a very different facility compared to 1998.  This difference is the basis for the parties to the Hammer Settlement Agreement to work together on items raised in the OMP options.  By mid-2005, the ITR remodel and critical elements of the ISP should be completed.  This time would be well suited for the new DAJD administration with support from the Prosecuting Attorney’s Office to demonstrate the benefits of the ISP and begin discussions on OMP-related items with the plaintiff’s representative to the Hammer Settlement Agreement.

OMP Implementation Advisory Group

DAJD proposes creating the OMP Implementation Advisory Group.  The group would function similarly to the advisory group for Jail Health Services strategic plan.  It would meet quarterly to review and provide feedback on the progress of OMP implementation.  It also provides continuity as leadership positions change.  It should be noted that this group is not intended to displace the work of other groups in the criminal justice system.  Its focus is on the parts of DAJD operations referenced in the OMP.

Larry Mayes, Interim DAJD Director, will initially convene and chair the group. This function will be transitioned to the permanent director when that person arrives.  Membership would draw from DAJD, Jail Health Services, Council central staff, County Auditor, Office of Management and Budget, and Facilities Management Division.

Section 3: Table of OMP Options/Issues

The table below indicates where each option or idea in the OMP is discussed in this report.

	Option/Issue
	Cross-Reference

	1: Double Bunk RJC Units to 180% of Single Cell Capacity
	Section 4, More or less immediately, Page 8

	2: Providing Relief for Double Celled Units at the RJC
	Section 5, Other issues to explore, Page 14

	3: Intake, Transfer, and Release Remodel
	Section 4, Near future, Page 9

	4: Changes to the First Floor of the West Wing
	Section 4,Near future, Page 9

	5: Remodel KCCF for Direct Supervision
	Section 4, After ISP, Page 11

	6a: Food Service Alternatives – Privatize 
	Section 4, More or less immediately, Page 8

	6b: Food Service Alternatives – Use Cook/Chill System
	Section 4, After ISP, Page 11

	7: Alternative Staffing of KCCF after Completing the ISP
	Section 4, After ISP, Page 10

	8a: Technology
	Section 5, Other promising ideas, Page 12

	8b: Create a Video Court at KCCF
	Section 4, More or less immediately, Page 8

	9: Increase Hammer Capacity of KCCF
	Section 5, Other promising ideas, Page 12

	10: Consolidated Booking
	Not applicable (Not cost-effective)

	11: Court Detail
	Section 5, Other promising ideas, Page 13

	12: Expand the Regional Justice Center
	Not applicable (Not cost-effective)

	13: Replace the KCCF
	Not applicable (Not cost-effective)

	14: Use the West Wing for Work Release
	Not applicable (Not cost-effective)

	15: Women in Detention
	Section 5, Other issues to explore, Page 15

	Preparing capital cost estimates for the more promising options identified in the OMP
	See options 5 and 7

	Renegotiation of Collective Bargaining Agreements
	Section 5, Other issues to explore, Page 15

	Inter-agency review of criminal case processing
	See option 11

	Staffing models
	Section 5, Other issues to explore, Page 14

	Centralized food service
	See option 6b

	Retain booking at the RJC but reduce hours of operation from 10 hours a day to something less
	Section 5, Other issues to explore, Page 15


Section 4: Next Steps for OMP Options

The OMP options fall into the several categories:  those that can be implemented more or less immediately, in the near future, and after completion of the Integrated Security Project.  As noted earlier, the review and implementation steps for the latter category will be the subject of the Phase II Implementation Plan.  In this report, these options are included only for reference and initial considerations.  

Because of the extensive discussion of each option in the OMP, this report has only a summary of the concept and relevant considerations mentioned by the consultant.  Each option also includes other considerations noted by DAJD and a timeline for milestones. 

Options that can be implemented more or less immediately 

	Double Cell Units at RJC to 180 Percent of Single Cell Capacity (Option 1)

	OMP Concept:
	For 11 units at the RJC, increase the number of cells with double-bunks from 43 (165%) to 51 (180%).

	OMP Considerations:
	None.  DAJD implemented this change in late 2003 and incorporated the savings into the 2004 adopted budget.

	Other Considerations:
	See “Providing Relief for Double Celled Units at the RJC” in the section Areas for Further Study.

	Milestones:
	Implemented in 2003

	
	

	
	

	Create a Video Court at KCCF (Option 8b)

	OMP Concept:
	Install video court technology at KCCF.

	OMP Considerations:
	· While of limited benefit to DAJD, video court represents an overall efficiency to the criminal justice system.

	Other Considerations:
	· To install at KCCF, DAJD has tentatively identified a space.

· Funds are available to complete this work. Several technology options are available.  DAJD will coordinate with the courts, ITS, cities, Department of Corrections, and FMD to ensure the most compatible, flexible, and least costly alternative is chosen.

· The temporary location for ITR during its renovation may affect the timing for construction of the video space.

	Milestones:
	4th Qtr 2004  
DAJD will coordinate with courts, ITS, and cities to select technology standard and develop specifications

1st Qtr 2005
Complete design of new space and issue RFP for equipment

4th Qtr 2005 
Install video equipment and modify space although timing could be affected by location and timing of temporary ITR.

	
	

	Privatize Food Service in the Jails (Option 6a)

	OMP Concept:
	Based on the consultant’s interpretation of a recent change in state law, contract the preparation of food for all detention facilities 

	OMP Considerations:
	The OMP indicates several areas that need further attention and research:

· The potential cost savings are based on a rough comparison with Pierce County.  The actual savings will require a detailed analysis.  For example, the logistics of reheating, assembling, and delivering the food need to be developed and estimated.

· This option could reduce the number of inmate workers.

	Other Considerations:
	· After a preliminary review, the consultant’s reading of this change in state law may be incorrect as it applies to County employees.  Further legal review may show this option is not feasible.  Moreover, the King County Executive has consistently opposed contracting out of work traditionally performed by King County employees as has a majority of the County Council.  Transmitting a document that includes this option does not negate the Executive’s strong personal opposition to it, even if all the legal and financial issues are dealt with. 

	Milestones:
	Pending further legal review.  Not consistent with current Executive direction and adopted County policy.


Options that can be implemented in the near future 

	Remodel Intake/Transfer/Release (Option 3)

	OMP Concept:
	Remodel ITR (in parallel with the ISP construction) to improve security, support jail health’s strategic plan, align with future technology, and reduce staffing

	OMP Considerations:
	None

	Other Considerations:
	None

	Milestones:
	2nd Qtr 2004
Council consideration of appropriation ordinance

2nd Qtr 2005
Open new ITR

	
	

	
	

	Changes to the First Floor of the West Wing (Option 4)

	OMP Concept:
	By relocating beds on the 1st floor to other floors, reduce staffing on the third shift and explore possible savings on other shifts.

	OMP Considerations:
	· Requires ISP-related improvements.

· For 1st and 2nd shifts, need to address how to escort inmates to and from the 1st floor and poses other operational questions.  Should be attempted first on a trial basis and evaluated.

· Since the 44 beds on the first floor usually housed women, consider using part (4 west) of the fourth floor.

	Other Considerations:
	· Identifying appropriate areas to relocate the 44 beds requires careful review in a facility that was not designed for secure custody inmates.  Evaluation should include the impact on space for inmate housing, programs, storage, and recreation.

	Milestones:
	1st Qtr 2005  
ISP enhancements to West Wing are completed

2nd Qtr 2005
Develop plan for relocating 44 beds, operating 3rd shift with one post instead of two, and testing/evaluation protocols

2nd Qtr 2005
Implement option

4th Qtr 2005
Complete evaluation and discuss results with OMP Implementation Advisory Group 

4th Qtr 2005
Based on results from 3rd shift, review feasibility for 1st and 2nd shifts and if appropriate develop plan to test/evaluate


Options that can be implemented after completion of the ISP 

	Alternative Staffing of KCCF after Completing the ISP (Option 7)

	OMP Concept:
	A. Vacate floor control in KCCF tower on third shift

B. Change staffing on floors in KCCF tower on all shifts (move floor control to core, reduce activity officers, create a response and movement team, add third post to central control)

C. In addition to A & B, remodel KCC housing floors for direct supervision  (See Option 5 for a discussion of this concept)

	OMP Considerations:
	In general, these two variations represent a major change in the approach to operating housing floors in KCCF.  OMP recommends that the new DAJD administration have an opportunity to review and offer modifications.  It will also involve working with labor and the parties to the Hammer Settlement Agreement.  This option will require implementation on a small scale and thorough evaluation.

A. Need to provide duress alarms for officers working on the housing floors.  May require a third post in Central Control.  Need to find alternative ways to monitor classification staff, send paperwork to housing floors, and address other likely operational complications.

B. In addition to duress alarms, requires installing video visiting which may result in the loss of some capacity.  Need to ensure that adequate monitoring of wing officer continues once floor control is vacated and that the number on the response team is adequate.

	Other Considerations:
	The detailed steps for moving forward with this option will be part of the Phase II Implementation Plan.  Initial considerations:

A. Some floors will be more challenging.  The activity on the receiving floor (9th) needs to be evaluated to determine if change is feasible. Also the 7th floor (medical/mental health) should be reviewed carefully.  Test on 8th or 10th floor first.

B. Need to ensure that recreation yards, multi-purpose rooms, and other areas can be adequately monitored when floor control station is vacant.  Also need to include in the cost-benefit analysis the cost of installing and maintaining video visiting equipment.

	Milestones:
	3rd Qtr 2005:
New DAJD administration prepares Phase II Implementation Plan which will include its review of this option, proposed next steps, and testing methodology.

	
	

	
	

	Remodel KCCF for Direct Supervision (Option 5)

	OMP Concept:
	While this option is not cost effective by itself, it has the potential for additional savings as an extension to Option 7.  In this scenario, each wing on a minimum of two floors is remodeled to allow recreation and visitation to occur within the wing resulting in fewer staff and a loss of some capacity

	OMP Considerations:
	· All considerations from Option 7 apply to this option.

· In addition to duress alarms and video visiting, requires substantial remodel of housing floors, the cost of which is not known at this time.

· Option 9, Increase Hammer Capacity, could offset some of the loss of capacity.

	Other Considerations:
	· While this option approximates direct supervision, need to review items where this option departs from standard design of direct supervision.

· Fiscal analysis does not take into account the cost of remodeling the housing floors or the cost of replacing the lost capacity (up to 200 beds)

	Milestones:
	3rd Qtr 2005:
New DAJD administration prepares Phase II Implementation Plan which will include its review of this option, proposed next steps, and testing methodology.

	
	

	
	

	Food Service Alternative – Use Cook/Chill System (Option 6b)

	OMP Concept:
	Make use of existing cook/chill system at RJC and operate KCCF and juvenile detention kitchens as re-thermalization facilities.

	OMP Considerations:
	· Notes difference of opinion between DAJD food service management and designer of cook/chill system at RJC.  Not uncommon for facilities with cook/chill systems to not adopt this method of cooking.  Requires a strong commitment on part of the food service management.

· Since the jail has already moved to providing sack lunches at one meal, this could reduce potential savings from switching to cook/chill.

· Determination of actual savings requires further review.

· Because of the impact of ISP on the loading dock, this option cannot be implemented until ISP completed.

	Other Considerations:
	Since the consultant outlined other food service options, DAJD with the guidance of the OMP Implementation Advisory Committee will commission a study to estimate in more detail potential savings and to review the operational advantages/disadvantages of these options.

	Milestones:
	4th Qtr 2004
Develop RFP for study

2nd Qtr 2005
Review results of the study and include next steps in the Phase II Implementation Plan. 


Section 5: Other Promising Ideas and Issues to Explore

Other Promising Ideas

	Technology (Option 8)

	OMP Concept:
	Four subjects are covered:

A. Law, Safety and Justice Integration Program

B. Video visiting

C. Video Court, Telemedicine, and Applications Software

D. Network Infrastructure Optimization Project

	OMP Considerations:
	A. Further study needed to re-estimate the potential savings.

B. Recommended only for KCCF.  While not cost-effective by itself, video visiting is a prerequisite for other options.  Could lead to a loss of some capacity.

C. Video court is covered earlier in this report.  Telemedicine is a topic that will be reviewed as part of Jail Health’s strategic plan and its proposed electronic medical records system.  While DAJD’s current application software is outdated, the cost of replacing it is at least several million dollars.

D. This project involves integrating voice and data systems with a new standardized communications infrastructure.

	Other Considerations:
	None

	Milestones:
	A. DAJD is participating in the next LSJI project, Booking and Referral.  This project is scheduled to be completed 1st quarter of 2005.

B. Video visiting will be part of the Phase II Implementation Plan submitted by the new DAJD administration in the 3rd quarter 2005.

C. See Option 8b in Section 3 for the milestones associated with video court at KCCF.  

D. DAJD will coordinate with ITS and OIRM to identify opportunities for taking advantage of Network Infrastructure Optimization Project.

	
	

	
	

	Increase Hammer Capacity at KCCF (Option 9)

	OMP Concept:
	Propose amending the Hammer Settlement Agreement to add beds in the south wings (72) and 7 East (48) for up to 120 additional beds

	OMP Considerations:
	· Requires agreement from parties to the Hammer Settlement Agreement.

· The ability to add beds to 7 east depends on jail health’s efforts to restructure management of the mental health population.

	Other Considerations:
	· Need to review the impact of this proposal on KCCF’s vacancy factor.

· Also need to evaluate whether the south dorms can be operated at 160 in compliance with the Hammer restrictions such as ensuring no more than 72-hours on the floor

· Over the next two years, KCCF will be under construction for the ISP and several major maintenance projects.  This construction work significant operational challenges for moving and classifying inmates.  



	Milestones:
	3rd Qtr 2005:
New DAJD administration prepares Phase II Implementation Plan which will include its review of this option and proposed next steps.

	
	

	
	

	Court Detail (Option 11)

	OMP Concept:
	Savings in Court Detail depend primarily on other agencies reducing their requests for transports.  Work with courts and jail health services to identify potential efficiencies. 

	OMP Considerations:
	OMP highlights several areas for potential study:

A. How will changes in Jail Health Services practices affect trips to Harborview and to other outside medical providers? How will this affect the support services that Court Detail provides when inmates are in outside clinics or hospital? 

B. How would reducing the number of hearings and continuances, or implementing other court case management efficiencies, affect Court Detail? 

C. Would expanding the use of the electronic scheduling system for hearings to additional courts increase efficiencies in Court Detail? 

D. Can scheduling practices be improved to reduce the number of unscheduled hearings? If so, how would this affect Court Detail? 

E. Suggests consideration of a queuing model to mathematically optimize the right balance between efficiency and tolerance for delay.

	Other Considerations:
	None

	Milestones:
	A. DAJD is working closely with Jail Health Services (JHS) on implementing its strategic plan.  Beginning in 2005, DAJD and JHS will monitor the number and type of trips to Harborview and other medical providers.

B. DAJD is participating on AJOMP II which is addressing issues surrounding court process.  Establishing the relationship between the court process and the demand for Court Detail is discussed under item E below.

C. DAJD is looking at improvements to related computer systems to improve scheduling efficiency and to extend the computerized scheduling to other courts.

D. The Criminal Justice Council and CJ Implementation Group already have acknowledged the need to review the current system for requesting and providing transports for court hearings pending the outcome of the OMP.  Given the consultant’s discussion, this review should include an examination of factors behind unscheduled hearings.  DAJD will work with these agencies to establish a work program and timeframe. 

E. DAJD will examine the feasibility and benefits of developing a queuing model for court detail, in conjunction with the OMP Implementation Advisory Group.


Other Issues to Explore

The OMP describes well the purpose of this section:

An Operational Master Plan is not a static document with a fixed number of initiatives that, once implemented, lead to optimum efficiency and effectiveness. As circumstances change and new ideas are raised this plan should continually evolve. Even during the preparation of this document new ideas emerged that could not be fully examined in the time available.

Several of the issues identified in the OMP have already been addressed in the discussion of the options.  “Preparing capital cost estimates for the more promising options” is covered under Options 5 and 7 (pages 11 and 10).   “Interagency review of criminal case processing” is included under Option 11 (page 13).  “Centralized food service” is discussed under Option 6 (page 11).  The following table addresses the remaining items not already discussed in prior sections.

	Issue
	Next Steps

	Evaluation of possible alternative staffing patterns when RJC units are double celled:  During the OMP the King County Auditor’s Office identified a number of creative ideas for possible alternative staffing of the RJC when housing units are double celled. Among these were the use of overtime, the use of intermittent staff, and the use of a mix of longer and shorter work days. Further evaluation of these ideas may identify additional efficiencies
	During the ISP, the primary location for displaced inmates is the West Wing.  This location should reduce double celling at the RJC.  Further study of this issue will be addressed in early 2005.

	Staffing models: The development of a staffing model would help communicate the method by which DAJD staffs its jails. Contrary to a typical workload study that simply measures time and motion, or a spreadsheet model that uses mathematical formulae to forecast staffing requirements, this type of model includes a set of standards based on supervision requirements of inmates at the various security levels as well as the physical design of each jail. 

Although the development of a staffing model is likely to require outside assistance, it is best to have the oversight of its development by the DAJD Administration. Implementing a staffing model will require a cultural change in the way the jails are staffed and it is important that DAJD achieve ownership of the model as it is being created.
	Given the consultant’s recommendation, the lead for development of staffing standards should fall to the new DAJD administration.  The new director will need to assess the resources required to complete this work and the timing given the focus on the ISP.  The Phase II Implementation Plan will address this issue.

	Renegotiation of collective bargaining agreements:  The collective bargaining agreements of the 10
 unions representing various DAJD employees constitute a significant constraint on the flexibility of DAJD operations. The multiplicity of job classifications in DAJD’s employment can reduce management’s ability to shift temporarily under-utilized resources to areas of need. The accumulated history of labor practices has produced inconsistencies between how resources are used at the KCCF and the RJC. For example, the RJC – like facilities in most jurisdictions – makes greater use of inmate labor than the KCCF.
	See Section 2, Implementation Partnerships.

	Retain booking at the RJC but reduce hours of operation from 10 hours a day to something less:  For reasons discussed earlier in this chapter, elimination of booking at the RJC is not recommended. However, it may be possible to reduce hours of operation from 50 hours per week (current practice) to something less. The objective would be to reduce hours so that RJC costs go down but 1) there is no increase in staffing at the KCCF or in transportation, 2) a level of service for south-end law enforcement is preserved, and 3) King County can continue to support of the regional prisoner transportation hub.
	The challenge with this idea is to reduce hours without reducing the level of service to south-end law enforcement.  In the past, DAJD has reduced ITR hours at the RJC to meet annual budget cuts.  DAJD has and will continue to examine further reductions in these hours as part of the process to develop the Executive Proposed Budget.

	Women in detention: The King County Women’s Advisory Board commissioned a study that identified a number of issues of particular importance to women in detention. Many of these issues – such as affordable housing in the community and services outside of jail – involve agencies other than DAJD and are outside the scope of the OMP. Certain issues, such as eliminating situations where female inmates are housed with men in different sections of the same housing unit, are addressed in other parts of the OMP.
	Through its volunteer programs and partnerships, DAJD will continue to address the needs of women inmates in secure detention and community alternatives.


� Adult Detention Operational Master Plan, Chris Murray and Associates, June 2004, p. 5.


� Adult Detention Operational Master Plan, p. 7.


� Adult Detention Operational Master Plan, p. 112.


� Adult Detention Operational Master Plan, p. 201.


� The number reported in the OMP is 11 which DAJD incorrectly provided to the OMP consultant.
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