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Relocate and Backfill Work Release
Executive Summary

In response to a King County Council directive, the Facilities Management Division and the Department of Adult and Juvenile Detention formed a team to conduct a feasibility study of moving the Work Release Program from the courthouse and backfilling the vacated space.  The team recommends at this time the county not relocate Work Release from the courthouse because such a move is not cost justified and the most likely alternative location, the West Wing of the King County Corrections Facility, will be needed long-term for other inmate populations.  

However,  the option to relocate Work Release from the courthouse is likely to be revisited if the results of the operational master plans for agencies requiring secure facilities indicate need for additional  Courthouse space  over the long-term.  Any one or combination of existing or potential operational master plans for the Department of Adult and Juvenile Detention (nearly complete), District Court (in progress), Superior Court (under consideration), and the Sheriff (under consideration) and resulting facility plans may create a need to reconsider the relocation of work release..         


1.0  SCOPE OF WORK

The FMD and the Department of Adult and Juvenile Detention (DAJD) worked together to ensure that a thorough and objective feasibility study was performed.  Outside experts were relied on to:

· Assess jail capacity impacts resulting in a move of Work Release to the King County Corrections Facility and viability of alternative sites – Christopher Murray & Associates;

· Estimate costs to convert current Work Release space to other uses – Seneca Group and Skanska USA; and

· Estimate costs to add square footage to new county office building – Wright Runstad & Company.

1.1  Programmatic assessment  

The consultant team of Christopher Murray & Associates and in particular Chris Murray was selected by the FMD to augment their current work on the Jail OMP with regard to moving the Work Release Program from the courthouse.  Mr. Murray was to assess the programmatic opportunities and associated risks, move costs, and ongoing operating costs associated with the movement of the Work Release Program out of the courthouse to the West Wing of the King County Corrections Facility.    One significant consideration about whether to use part of the West Wing for work release is how it would affect DAJD capacity for secure confinement in the future.

Mr. Murray is a nationally recognized specialist in planning, research and policy analysis and has been providing services for justice agencies since 1976.  He has been the primary author for statewide correctional master plans for Washington, Oregon, Idaho, Alaska, and Iowa.  He assisted in the development of master plans for Wisconsin, Virginia, North Carolina, and West Virginia and served as a trainer in master planning for the National Institute of Corrections.

1.2  Costs to Convert Work Release Space to Different Use

The FMD also asked the team currently working on the Courthouse Seismic Project, the Seneca Group and Skanska USA, to estimate the costs associated with converting the Courthouse Work Release space to general office use.  This team is now very familiar with the construction issues associated with doing this type of work in the courthouse and have a history of accurately determining the costs of similar courthouse construction and tenant improvements.  
1.3  Costs to Build Alternative Space for General Office Use

The FMD has also asked Wright Runstad, the developer for the county’s new office building, to identify what the add on costs would be to increase the size of the county’s new office building by approximately the same square footage as is currently occupied by the Work Release Program.

1.4   Long-Term Space Requirements In the Courthouse

.

Four of the five main criminal justice tenants in the courthouse have begun an operational master plan process or are in discussion with the Office of Management to initiate an operational master plan process   Those master plans will ultimately result in updated facility master plans with potential long-term space implications for the courthouse.  Briefly, those efforts are:

· King County Jail OMP.  The Office of Management & Budget, in conjunction with Department of Adult and Juvenile Detention and other county agencies, is currently conducting a study and development of an Operational Master Plan for the adult secure jail facilities. This study is taking up a number of topics, many of which are dependent upon completion of the Integrated Security Project.  These topics include alternative staffing configurations, long-term options for the downtown facility, renovating the booking and release area in the downtown facility, feasibility of video visiting, food service alternatives, use of the West Wing for Work Release, and incorporating new technology.  This report is nearly complete.
· District Court Operational Master Plan.  The Office of Management & Budget and District Court, in collaboration with suburban cities, are undertaking a program master planning process with the goals of aligning court services with the District Court Mission and Vision statements, evaluating and recommending methods for providing the delivery of court services (defining what services and level of services) and the costs of services (judicial, staff, and facilities), and identifying system efficiencies and develop recommendations for service delivery while continuing to meet mandated requirements in a fiscal climate of declining resources being cognizant that District Court is part of a larger system of justice.  Another purpose of this process is to analyze services and service delivery in the context of the larger criminal justice system, including identifying mandated vs. non-mandated services and the impact to the District Court and larger criminal justice system of providing, not providing, or changing these services.  This study is in progress.
· Superior Court Operational Master Plan.  The Executive and Superior Court may propose having an Operational Master Plan and a Facility Master Plan prepared for the King County Superior Court.  The operational plan would describe programs, services, and staffing in the court system; assess work flow processes, interfaces among programs and agencies, and needs for functional adjacencies; and make recommendations for improvements in the system.  The corresponding facility master plan, to be developed by the Facilities Management Division, will assess space requirements and provide pre-design information, including pre-architectural criteria, conceptual design, and cost and schedule estimates.  If agreement can be reached as to the scope of this effort, the Executive may seek funding for this planning as part of the 2005 budget.

· King County Sheriff’s Office Operational Master Plan.  The 2003 Space Plan addressed the long-term space needs for the Sheriff’s Office.  The Sheriff’s staff believe that now is the time for a complete program and facilities plan update for the Office.  There are a number of factors that lead them to believe that this is necessary.  These include:

 The Communications Center has recently moved to the RCECC.

 There is a desire to move the Criminal Investigation Division to a downtown location, preferably the courthouse.

 There is a need to assess the current location of Special Operations.

 There are significant programmatic issues related to implementing the “city model” for suburban contract cities and implications to the location and size of existing suburban sites and facilities.

 Population growth continues in unincorporated areas and urbanizing areas continue to be drawn in to contracting cities.

 Assumed increases in line staff, particularly at cities, will require similar increases to administrative support staff currently housed in the courthouse.

 There is increasing demand to regionalize services and training.

 There is a need to update the program plan for evidence storage and increased responsibilities to control seized firearms.

 There is a need to integrate other program plans with the emerging “Homeland Security Plan”.

In addition, the operational master planning process will need to consider the proposed acceleration of the annexation and incorporation schedule.

The funding for this planning process may be requested as part of the development of the 2005 Executive Proposed Budget.
2.0  BACKGROUND

On December 9, 2003, the Metropolitan King County Council acknowledged the technical foundation and real estate research conducted under the auspices of the Facilities Management Division (FMD), and adopted Ordinance 14812, appropriating $1.2 million to the next phase of the New County Office Building Project. 

The $1.2 million appropriated via Ordinance 14812 allowed the FMD to proceed with Phase II of the New County Office Building initiative.  The new building will result in significant future cost savings, improved operational efficiency, and better public service.

The preliminary feasibility phase of this project commenced in the fall of 2002 with an initial funding of $475,000 to explore options to either purchase an existing building or build a new office building for King County and make recommendations on how the county should proceed.  The work also included a Phase II economic analysis of the Central Steam Plant Feasibility Study.  The purpose of this task was to finalize earlier studies that explored the economic viability of a central steam plant and co-generation opportunities for the downtown King County complex and Harborview Medical Center. 

On September 15, 2003, the County Executive transmitted to the County Council a report titled An Approach to Reducing King County Office Space Costs along with a supplemental appropriation request of $1.2 million to move into the next phase of development.  

During County Council review of the report, An Approach to Reducing King County Office Space Costs, certain County Council members were interested in pursuing the option of moving the Work Release Program from the courthouse to another appropriate location thereby releasing that vacated space for alternative uses.  Accordingly, The County Council added a proviso to Ordinance 14812 requiring further analysis of this issue.  Specifically, this proviso required:

Of this appropriation for CIP project number 395210, King County Office Building   Feasibility, $150,000 may not be expended or encumbered until the executive submits a report and council approves by motion the following report:  A feasibility report to convert work release space in the King County Courthouse to either office space of other existing compatible courthouse functions.  The analysis shall include options to relocate work release to other more suitable space such as the west wing of the King County Corrections Facility or other suitable location in the community.  The analysis shall be coordinated with the King County Corrections Facility Integrated Security Project schedule as appropriate and be consistent with the goals of the other law safety justice efforts including Adult Justice Operational Master Plan (AJOMP) and Juvenile Justice Operational Master Plan (JJOMP).  The analysis shall include capital project cost estimates and a life cycle analysis.  

3.0  FINDINGS AND RECOMMENDATIONS

Based on the work of the project consultants, the movement of the county’s Work Release Program from the courthouse to another location and the backfill of that vacated courthouse space for other county functions is not cost effective at this time.  The least cost alternative location for Work Release, the West Wing of the King County Corrections facility, would reduce the incarceration capacity of the county’s jail system and lead to higher operating costs at the Regional Justice Center.  Moreover, if the population projection is low by just 5%, the loss of capacity is even more costly and, on occasion, total system capacity may be exceeded. Ultimately, the need for a new or expanded jail would be accelerated.   Furthermore, other alternative sites would require an enormous capital investment just to permanently house the Work Release Program.  Finally, the capital investment required to prepare the County Courthouse Work Release space for an alternative use would be far in excess of just adding space to the county’s new office building.  Accordingly, this renders the idea of moving Work Release a less desirable way to add square footage to the county’s inventory of office space.  
3.1 iMPACT TO JAIL CAPACITY AND OCCURANCES OF JAIL POPULATION EXCEEDING CAPACITY

The West Wing of the KCCF was originally designed to be a work release facility, but only briefly used as such. Instead, when occupied, the West Wing has generally been used to house minimum custody inmates, including male trustees and females. Due to its design and construction, the West Wing is unsuitable for inmates of higher custody levels.  One significant consideration about whether to use part of the West Wing for work release is how it would affect DAJD capacity for secure confinement in the future.

Since the RJC is the shock absorber in DAJD system capacity, one way to examine the effects of alternative uses of the West Wing is to see how each scenario affects population levels at the RJC. A population and system capacity forecast model was developed to examine these effects. The model compares, month by month, the demand for secure confinement beds with DAJD’s secure confinement capacity. During the Integrated Security Project (ISP) secure confinement decreases in conformance with the construction schedule and inmate movement plan. 

3.1.1 The Impact of Using Part of the West Wing for Work Release

There are two logical locations for work release in the West Wing: floors two and three, or floor four. With a capacity of 178 beds, floors two and three constitute a better fit for a relocated Work Release than the somewhat larger fourth floor.  

If floors two and three in the West Wing are used for work release, system capacity for secure confinement is reduced by 178 beds. If the security issues related to shared use of the first floor of the West Wing by work release and minimum custody inmates can be solved, the 213 minimum security beds on the fourth floor of the West Wing would still be available for minimum custody inmates needing secure confinement. 

During the six years following completion of the ISP, use of the West Wing 2/3 for work release would result in a RJC population greater than 1,100 about 30 percent of the time. This generally requires six or seven units to be double celled. Occasionally – about five percent of the time – the RJC population would exceed 1,200, requiring eight or nine units to be doubled. In current dollars, additional costs of just over $500,000 would be incurred over this six-year period because of these higher population levels at the RJC.

While resulting in the loss of additional capacity, using the fourth floor for work release has several advantages over floors two and three. First, with proper separations, the fourth floor could house both male and female work release. While moving females out of the Reynolds Work Release facility provides no cost advantage, it would free up space in the jail now traded to DOC for female work release beds in Reynolds. A second advantage is that it is likely that a separate entrance to the fourth floor of the West Wing can be created so that there would be no cross traffic mixing work release and minimum custody inmates. If this were done, it would reduce or eliminate the problems that occur when out-of-custody inmates share spaces with inmates in secure confinement. 

Using the fourth floor of the West Wing for work release does, however, increase the amount of time the RJC population exceeds 1,100 from 30 percent of the time to about 50 percent of the time. It also doubles the number of months when the RJC population exceeds 1,200 from 5 percent of the time to 10 percent of the time. In current dollars the additional costs associated with these higher population levels at the RJC are estimated to be about $812,000 in current dollars spread out over six years. 

Using the West Wing for work release increases the frequency when peak days during the month cause spikes at the RJC to exceed the 1,100, 1,200 and 1,300 thresholds at the RJC. If the fourth floor were used, this would occur during nearly 70 percent of the months following completion of the ISP.

Because use of the West Wing for work release results in the loss of minimum security capacity for DAJD, system-wide secure detention capacity would be exceeded during most of the time that inmates were displaced from floors in the CCCF tower due to ISP construction.  This could occur for as much as 12 months in 2005 and 2006.

These conclusions are only as valid as the population projection upon which they are based.  While, in aggregate, the various assumptions used in the forecast prepared for DAJD in May 2003 appear reasonable, if the West Wing were used for work release, even a small increase over the projection would result in much greater use of the RJC.  Indeed, if the fourth floor of the West Wing were used for work release, system-wide secure capacity would be occasionally exceeded during post ISP years if the forecast proved to be as little as five percent low.  
3.1.2  Bottom Line Impact to Current and Future Jail Capacity

Moving work release out of the courthouse and into the West Wing results in the permanent loss of at least 178 beds suitable for secure confinement of minimum custody inmates. This is slightly less than the capacity provided by three single-celled units at the RJC. Since there is space for only four additional units at the RJC, replacement of this secure confinement capacity by building new RJC units would reduce system growth potential at that location to a single 64-bed housing unit. 

The West Wing was not designed to house both work release and minimum custody inmates. Unless a separate entrance can be provided just for work release, work release and minimum custody inmates would pass through the same first floor corridors. This would occur when the former went to and from work and the latter used the visiting, yard-out, and the multi-purpose room on the first floor. While these inmates could be routinely time-separated in their use of this space, sharing the same area greatly increases the ease of passing contraband. Furthermore, despite the best of procedures, it is inevitable that there will be times when work release and minimum custody inmates pass each other in this area. Contraband can be handed off, dropped or tossed to a pickup area, or taped to the underside of a counter or other inconspicuous place. Most contraband items – like drugs – are very small and easy to hide. Co-use of areas by work release inmates who spend much of their day out in the community and minimum custody inmates in secure confinement is poor practice. 

3.2   Programmatic and cost impact of placing work release at other locations 

Sufficient buildable land exists at the Regional Justice Center to construct a new work release facility of comparable size to that currently in the King County Courthouse.  The area also has many potential employment opportunities.  However, work release is primarily used by offenders who are already employed or going to school, not by those seeking new employment.  Consequently, moving work release to a south-county location would likely move most work release inmates farther from their current place of employment or school.  This would increase commute times for most inmates and significantly increase commute times for those without personal transportation.

The county’s ability to site work release in Kent is unknown.  The City of Kent could exercise substantial control over such a move through their land use and building permitting process.

The cost to build a new 170-bed work release facility at an alternative location would be even less cost effective than moving work release to the King County Corrections Facility.  A recommendation to construct a new work release facility would require completion of the KCCF OMP, further financial analysis, and incorporation of this recommendation into a correction facilities master plan.

3.3 the cost of converting current work release space to an alternative use.

The current Work Release space in the courthouse is costly to convert to an alternative use.  The FMD, with baseline cost estimates provided by the Seneca Group and Skanska USA, projects that a shell and core build out to an alternative general office or court use would result in a capital investment of $4,785,000.  This would include:

· Demolition and abatement

· Window replacement

· Structural enhancements

· Basic mechanical infrastructure, and 

· Electrical Upgrades

It is a certainty that converting this space to another use would result in a required power service upgrade to the courthouse.  However, this upgrade is likely to occur regardless of what happens to the Work Release space.  Accordingly, this cost factor was not included in the $4,785,000.  The cost per usable square foot (16,350 usf) would be just under $293.  Any use of that space would also require an investment in user specific tenant improvements.

3.4 the cost of adding the same space to the county’s new office building

The FMD asked Wright Runstad & Co to estimate the incremental cost of adding 16,350 usable square feet to the new county office building as an alternative to vacating and then backfilling the space in the King County Courthouse currently occupied by the Work Release Program.  The Wright Runstad estimated that the addition of shell and core office space above the current program need could be accomplished in ranges from $100 to $200 per usable square foot depending on whether or not increased elevator capacity would need to be built to accommodate the added space.  This cost is significantly below the $293 per square foot currently estimated for converting the existing Work Release space to an alternative use.

3.5 The least cost option for the county

Clearly the most cost effective option to increasing the county’s inventory of office space is to increase the size of the new office building.  This option would not require a relocation and affiliated costs of moving and housing the Work Release Program elsewhere and would allow the county to capture economies of scale in the new office building construction.  However,  the option to relcocate  Work Release from the courthouse is likely to be revisited if the results of the operational master plans for agencies requiring secure facilities indicate a need for additional courthouse space over the long-term.           



Requested Council Action








Approve the Report titled New County Office Building Feasibility Study – Relocate and Backfill Work Release.�


Removal of $150,000 of funding restrictions placed on the current New Office Building appropriation. 
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