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Purpose of the Initiative


The King County Integrated Regional Jail System (“IRJS”) Initiative seeks to identify and explore opportunities to form a regional partnership to create a seamless, efficient, and cost-effective system for booking, housing, transporting, and managing inmates.  An integrated regional system will improve public safety, help to contain jail costs, and has the potential to foster additional improvements in the larger criminal justice system.  

The combined criminal justice agencies in King County cost more than $670 million per year to operate. Costs continue to rise and are driven by many factors including the fragmentation and duplication that currently exist in the current system.  
The current jail system in King County is a complex web of County and municipal jails, multiple contracts, a myriad of housing and transportation arrangements, each with different policies, procedures, and practices.  The system is further complicated due to different court systems that process offenders through municipal courts and the King County District Court.  

Consequences of the current system include:  

· Multiple contractual arrangements that have resulted in a fractured and fragile system

· Management of jail inmates is increasingly complicated due in some cases to outdated and incompatible technology and information systems across the various jurisdictions  

· Inconsistent and at times counter-productive forms, policies and practices for law enforcement, jails, and courts

· Frequent movement of inmates between facilities thereby increasing the level of complexity and inefficiency for jails, the courts and other criminal justice agencies
· The absence of long-term options for meeting regional jail needs

IRJS Initiative Background
In the third quarter of 2005, the King County Council approved a $140,000 Department of Adult and Juvenile Detention (DAJD) supplemental budget request to fund the County’s participation in an integrated regional jail planning effort in partnership with the consortium of cities in King County and other County agencies.  This funding enables the County to coordinate with the efforts of the Executive Office, County Council, County criminal justice agencies, 39 cities and a variety of human service providers to identify and implement viable strategies and options for providing secure detention services and community-based corrections programs on a regional basis for all the jurisdictions of King County.  The IRJS Initiative will provide essential leadership on a wide array of regional issues, including coordination structures, information sharing and technology opportunities, alternatives to secure detention, and new protocols and practices for booking and transporting inmates. 
IRJS Work Plan

The IRJS will analyze the potential benefits from developing an integrated regional jail system of secure detention and alternatives to incarceration and recommend options for pursuing a regional jail system.  This work will include: 
· Studying the county’s future needs for secure detention and alternatives to incarceration that shall be in accord with the policies established in the Ordinance and adopted operational master plans. 

· Evaluating possible options for providing regional secured detention and alternatives to incarceration services for cities and other contracting agencies, consistent with the Ordinance and the policy of full cost recovery for services. 

The IRJS Work Plan consists of three phases: 
Phase I – Evaluate and Plan for Long Term Detention Space Needs:  This phase includes consultant-led studies for the County, as well as coordinating with the cities’ independent study efforts.
· County Cost Model Analysis. This analysis will provide a transparent, activity-based cost model for secure detention, community corrections and jail health costs. The model and cost outcomes will be tied to varying population levels.   
· County Jail Population Forecast. The forecast will model felony and               King County responsible misdemeanant populations separately from contracted populations such as city or DOC inmates. It will also model special populations including psychiatric, medical, high security etc. 

Also considered will be the future workload for community corrections (alternative forms of confinement) and their potential impact for offsetting future secure detention needs. Included in this study will be a Capacity Analysis that compares projected jail population to current available capacities to determine surpluses/deficits and identify capacity for contract populations. 

· County Community Corrections Division (“CCD”) Needs and Alternatives Evaluation. The CCD needs evaluation focuses on the workload, operational, and space needs for the Community Corrections Division within the Department of Adult and Juvenile Detention.  It includes forecasting the expected workload for the division, examining potential operational scenarios, and reviewing the extent to which existing facilities can accommodate preferred operational scenarios.  Building on other studies, this needs evaluation is not a detailed operational plan but an examination of workload, staffing, and operational configurations that specifically drive the general amount and location of space for CCD. 

· County Criminal Justice Space Planning:  In addition to managing the above studies and evaluations, the IRJI will coordinate with the Facilities Management Division of the Department of Executive Services for criminal justice-oriented space planning activities, particularly, planning for a possible build out of the Regional Justice Center detention facility.   

· Cities’ Independent Jail Planning.  A key function of the IRJI effort has been to participate in and support the Cities’ in their own, independent jail planning efforts.  
Phase II – Test Components of IRJS.  Building on the Phase I studies, a major work effort will be to identify and test the components of an Integrated Regional Jail System.  With support from the Criminal Justice Council and County Work Team, the IRJS will work with the cities and County stakeholders to select specific components and develop detailed plans to implement and test them. These efforts will be managed through the existing JAG/JOG structure and process.  Specific tasks to be completed in the testing phase include, but are not limited to:

· Consider an extension of the cities’ contract, currently set to expire in 2012, in order to allow time for the design, approval and implementation of a regional system. (Assuming the population and capacity analysis supports the county’s ability to continue housing city misdemeanants for the extended time period.)

· Electronic booking

· Provide CCD services to interested cities

· Regional electronic inmate lookup system

· Remote booking

· Regional transportation project

· Flexible fee-for-service model

Phase III:  Long Term Comprehensive IRJS Design.  During this phase, the IRJS will explore options for coordinating and financing all components of an integrated regional system.  

While it is also too soon to predict all of the elements of a comprehensive Integrated Regional Jail System, potential elements of the system could include:

· Governance structure

· Financing strategy/cost models

· Comprehensive list of operational components

· Workload model

· Legislative and contractual requirements

Stakeholder Involvement
Stakeholder input and coordination is necessary for the successful design and implementation of an Integrated Regional Jail System. Several groups are already in place and will be key to the ultimate development of a coordinated regional system.  
· Regional Law Safety and Justice Committee: (Members include Executive Office, Council Members and Staff, PAO, Sheriff’s Office, Superior Court, District Court, Public Defense, Municipal Courts, Seattle Attorney’s Office, City Police Chiefs, City political leadership and DAJD.)  RLSJ Committee is the original sponsor of the Integrated Regional Jail Workgroup.

· King County Criminal Justice Council: (Comprised of representatives from all County criminal justice agencies, Executive Office, and King County Council.)  This group will function as the County’s internal advisory group for this initiative and will help ensure all related planning efforts are coordinated.

· County Work Team: (Comprised of representatives from DAJD, Facilities Management Division, District Court, Office of Management and Budget, Council Staff, the Sheriff’s Office and the Prosecuting Attorney’s Office.)  This group will serve as the County’s internal project team and will meet regularly to support the progress of this initiative.
· Integrated Regional Jail Workgroup: (Comprised of members of the RLSJ Committee. Represented are the Executive Office, Council Staff, the Sheriff’s Office, City of Seattle staff, Seattle Municipal Court, suburban police chiefs, Public Defense, District Court, Superior Court, suburban and City of Seattle Attorneys Office.)  This group attends a combined bi-monthly meeting with the County-City Jail Administrative Group.
· County-City Jail Administrative Group: (Comprised of representatives from Seattle, Auburn, Shoreline, Bellevue, Renton, Issaquah, Redmond, DAJD and the Executive Office.) This group is responsible for managing the current contract and recommending improvements/changes.  Coordination of County and cities consultant studies is also being managed through this group.

· Jail Operations Group: (Comprised of an operations level representative from each of the 37 consortium cities plus city staff and municipal court staff.  Invited guests include DAJD, Executive Office, and District Court.) This group problem solves daily operational issues and implements changes approved by the JAG and/or County-City JAG.  They receive monthly briefings on the status of the Integrated Regional Jail Initiative.

· Jail Health Services/DAJD MOU Meeting: (Comprised of senior level management and appropriate staff from Jail Health Services, Public Health and DAJD) Monthly meeting to ensure compliance with our service level agreement, coordinate responses to emerging issues, integrate lines of business where possible and partner on issues of mutual impact.

· RJC Site Master Plan Committee: (Comprised of representatives from the Executive Office, King County Council, OMB, PAO, Superior Court, District Court, Sheriff’s Office, FMD, DAJD, and JHS)  This group meets monthly to ensure coordination of several strategic planning efforts currently underway that will impact the RJC, King County Courthouse and possibly other County facilities.  The planning efforts include the District Court Operational Master Plan, the Superior Court Targeted Operational Master Plan, the Sheriff’s Office Operation Master Plan, District Court Facilities Master Plan, Regional Justice Center Master Site Plan and the Integrated Regional Jail Initiative. Initial discussions are focused on the relocation of Aukeen District Court to the RJC and moving the Sheriff’s Office Criminal Investigation Division out of the RJC.  Quarterly meetings include the Prosecuting Attorney, Sheriff, District Court Presiding Judge and Superior Court Presiding Judge. 
Current Status and Anticipated Timeline:  

Phase I of the IRJS work plan is well under way.  The County’s consultant has completed a draft of the County cost study which is now undergoing preliminary assessment with stakeholders in the jail system.  The cost study has been analyzed the DAJD and budget office staff and will be shared with the County Work Team and the County-City Jail Administration Group in June.  The County’s population forecast is underway, with a final report expected in September.  The County’s facility/capacity analysis is just beginning and is projected to be complete in the fall. 
The Cities’ independent study is also well under way, and anticipated to be completed approximately the end of August.  The County has participated in the cities’ study process by: 

· Providing data and guidance to the cities’ consultants; 
· Participating in the JAG/JOG meetings and workshops, most recently a half-day workshop to review preliminary estimates of capacity needs by the City consultants.  

In addition to planning for future needs, the IRJS project has served an important role in fostering continued strong working relationships with contracting cities under the current interlocal contract for housing of city misdemeanants.  At the request of the contracting cities, the County has agreed to house over the contracted cap for city misdemeanants (the cap is 220 inmates per day, the County has been able to accommodate up to 330 inmates per day, at the regular contracted rate).  Department of Adult and Juvenile Detention staff have worked out an agreed procedure with the cities for the handling of detainers for city warrants.  This type of inter-jurisdictional cooperation has reinforced the importance of coordination among jurisdictions to the efficient operation of the jail system. 
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