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Metropolitan King County Council

Law, Justice and Human Services Committee

STAFF REPORT

AGENDA ITEM:  4

DATE:  February 14, 2008
PROPOSED ORDINANCE:  2008-0027
PREPARED BY:  Clifton Curry
SUBJECT:  AN ORDINANCE accepting the sheriff's office operational master plan
SUMMARY:  In 2004, the King County Sheriff’s Office committed to the development of an Operational Master Plan (OMP).  The goal of the OMP was to identify potential operational and policy changes for the provision of law enforcement services in King County.  Guided by a Steering Committee comprised of sheriff’s office stakeholders and the expertise of a consulting team with experience in law enforcement operations, the process included a careful and in depth assessment of sheriff’s operations and services.  The plan was completed in late 2007.  Staff from the sheriff’s office and from the Office of Management and Budget are here today to describe the scope and findings of the OMP.
Background.  The King County Sheriff’s Office provides a variety of law enforcement services and has the largest county criminal justice budget (over $125 million and 1,000 employees).  The sheriff is responsible for certain mandated regional and local law enforcement services.  The sheriff’s office if the first response “police department” for all of King County’s unincorporated areas.  In addition, the sheriff’s office has several regional responsibilities, including the operation of the county’s Automated Fingerprint Identification System (AFIS), E-911 call and dispatch, King County Search and Rescue, and various other regional programs.
In addition, the sheriff’s office also provides services to cities and other governmental agencies under contract.  The sheriff’s office, through full cost recovery contracts, is the “police department” for 12 King County cities, Metro Transit, King County Airport, and several other agencies (the Muckleshoot Tribe, King County Housing, and U.S. Forestry Department, for example).  Almost half of the sheriff’s office operating budget is supported by contract revenues.  Consequently, the King County Sheriff’s Office is one of the largest law enforcement agencies in the Pacific Northwest, and only the City of Seattle and the Washington State Patrol have more commissioned officers.
To meet its responsibilities, the sheriff’s office is currently organized into five divisions: 
· Field Operations, 
· Criminal Investigations, 
· Special Operations, and
· Technical Services 

· Professional Standards.
The Field Operations Division is responsible for seven-day-a-week, round-the-clock provision of uniformed patrol services, precinct-based detectives, crime prevention, storefronts, and reserve deputies throughout the county—unincorporated King County and under contract to cities and other governments.  The division operates out of four precincts throughout the county.
The Criminal Investigations Division includes the Major Crimes Section, the Special Investigations Section, and the King County Regional Criminal Intelligence Group.  The division serves citizens with follow-up investigative, warrant, and intelligence-gathering services. Specifically, it investigates crimes including homicide, domestic violence, computer fraud, forgery, custodial interference, sexual assault, and many other types of criminal offenses.  The division also addresses child support enforcement issues and manages court security.
The Special Operations Division provides support services to other divisions, regional services to local agencies, and contract police service to Metro Transit, roads, and the King County Airport.  Services provided by this division include: a dog unit (K-9) with search and drug detection capabilities; air support; Marine patrol; bomb and explosive disposal; tactical training in firearms, less-lethal weapons, and defensive tactics; motorcycle traffic enforcement; DUI enforcement; Tac-30 (SWAT); hostage negotiations; dignitary protection; tow coordination and appeal hearings; search and rescue; coordination of the demonstration management team; instruction in and equipment for Haz-Mat; and special event planning and coordination.
The Technical Services Division provides a variety of direct and support services for the sheriff’s office.  The division provides direct services, such as the county’s emergency 911 receiving and dispatch, fingerprint identification, and other direct citizen services (gun permits for example).  In addition, the division provides support services to the other divisions, such as personnel, contracting, and accounting services.
This county has recently created a new sheriff’s division, the Professional Standards Division.  This new division consolidates and manages all departmental functions related to the hiring, training, discipline and development of department personnel.  The new division, under the direction of a civilian chief, has four units to implement a more comprehensive and integrated approach to personnel issues.
King County, through a charter amendment in 1997, established that the office of the Sheriff would be a non-partisan elective office.  State law allows a sheriff with a staff of five hundred one or more employees to have ten positions designated as unclassified service or exempt from the civil service system.  Under state statute, RCW 41.14.070(4), the county legislative authority may grant a sheriff up to twenty additional unclassified positions.  The King County sheriff's office currently has fourteen unclassified positions which are exempt from the state civil service system for county sheriff's employees.
Operational Master Plan.  The goal of the OMP was to identify potential operational and policy changes for the provision of sustainable law enforcement services in King County, particularly as population demographics and other changes drive service needs and service areas.  This OMP also suggests a policy framework for sheriff’s office operations.  The collaborative organizational structure of the sheriff’s OMP was developed to ensure input and assure active oversight of the process.  This organizational structure included a Steering Committee, a Project Work Group, a Project Team and a Consultant Team.

The OMP process has been staffed by a team of employees from the sheriff’s office and the Office of Management and Budget (OMB).  A consulting firm was also hired to conduct relevant research, gather stakeholder input and provide a series of working papers used to inform the policy recommendations contained within the OMP.  The project has been guided and overseen by a steering committee comprised of elected officials and other stakeholders in the Sheriff’s Office operations.  The culmination of their work was coming to agreement on the recommendations contained within the OMP. 

The OMP Phase I strategic plan, as well as other planning documents, including the “Report of the King County Sheriff’s Blue Ribbon Panel” (issued in September 2006) were used as background documents for Phase II of the OMP.  Project staff and consultants then developed four working papers, all of which built upon one another and lead up to the final report included with the OMP.
The following six policy recommendations were agreed to by all Steering Committee members.


Recommendation 1 – Proactive Policing.  As a provider of local and regional law enforcement services, the King County Sheriff’s Office should be a proactive law enforcement agency that employs best practices to meet the needs of King County residents.  The Steering Committee’s goal is that the sheriff’s office meets identified unmet needs (which includes a variety of identified services—such as response time in rural areas—that the sheriff has identified as necessary, but unmet needs) and statutory requirements, within the constraints of funding limitations.  Additionally, the committee recommends that the office move towards becoming a more proactive agency.  The Steering Committee recognizes that implementation of these strategic and operational recommendations may require reallocation or commitment of additional resources.
Typically, policing services are primarily reactive in that police officers respond to calls/issues as they arise.  Community Oriented Policing – also referred to as proactive policing – builds on reactive policing.  Community Oriented Policing (COP) emerged as a formal policing model in the 1990’s and is based on police and community partnerships.  Police officers become well-known members of the community in which they serve.  They partner with local residents, businesses and other service providers to integrate into the community and proactively work towards preventing crime.  The objectives of community policing are to reduce crime and disorder, promote citizens’ quality of life in communities, reduce fear of crime and improve police-citizen relations.  Community Oriented Policing has been considered a “best practice” in the field of law enforcement for over a decade.

Since 1994, KCSO has worked actively to implement community oriented policing throughout the organization.  Initially, all sheriff’s staff were trained in community policing and problem-solving.  This training continues to be a training module provided to new hires at the police academy.  The sheriff has identified positions as community policing positions, opened storefront offices, partnered with school districts to provide school resource officers and established domestic violence liaison positions to support victims of domestic violence.  However, community oriented policing is more resource intensive than a strictly reactive model.  As county revenue streams have decreased, the resulting budget cuts included elimination of some community policing elements from sheriff operations.
Although there are unincorporated areas within King County’s Urban Growth Boundary, the majority of King County’s unincorporated land area is outside the Urban Growth Boundary.  Outside of the Urban Growth Boundary, King County’s land area ranges from densely populated suburban areas to rural cities to sparsely populated wilderness areas.  Although King County’s rural and wilderness areas are sparsely populated, they contain numerous hiking trails, a major ski field and other recreation areas.  Thus, their population can significantly expand during the summer months and ski season.  The sheriff’s office must be able to meet service needs as the population fluctuates with both county and non-county residents coming to the area for recreational activities.

As there is almost no best practice data available regarding appropriate staffing levels and response times in non-urban unincorporated areas, KCSO will need to explore this further and define what it means to provide proactive policing in these communities.
As funding is not currently available to fully implement all of the elements of proactive community policing programs identified as unmet needs, the sheriff’s office is moving towards becoming a more proactive policing agency as resources permit.  This will require carefully balancing the need to meet unmet needs while concurrently moving in the proactive direction and achieving the benefits associated with implementing additional community policing elements.  Both reasonable response times and community outreach in unincorporated areas are stated unmet needs, it’s likely that these will be prioritized and any changes in these two areas will support both the goal of becoming more proactive and the goal of addressing unmet needs.

Recommendation 2 – Foster and Leverage Partnership.  The King County Sheriff’s Office should foster and leverage collaborative partnerships to increase efficiencies and improve overall/regional services for all King County residents.
Both the stakeholder interviews and focus groups conducted by Management Partners confirmed that stakeholders believe that the sheriff’s office has a role as a regional provider of local policing services.  Law enforcement stakeholders also articulated a broader vision of law enforcement as a cohesive regional justice system that includes the jails, courts and police/sheriff with each working together in a seamless system.  The feedback provided by stakeholders indicated that the sheriff’s office needs to work actively to continue building relationships with other law enforcement providers throughout the county.  Stakeholders clearly desire a regional law enforcement system that makes cost-effective specialty services available on an as-needed basis.
To this end, the sheriff’s office currently has a variety of formal and informal partnerships.  Most notable are the contracts for police services with municipalities as well as other entities (schools, housing authority, transit providers, etc.).  The sheriff’s office also has a formal partnership with the Seattle Police Department to administer the regional AFIS program.  The sheriff’s office also contributes staff and resources to multi-jurisdictional task forces for specific purposes—such as anti-narcotic task forces in the region.  Through letters of agreement between King County and the cities of King County, the sheriff’s office also provides “mutual aid” to other law enforcement jurisdictions in the county.  Per state law (Chapter 10.93 RCW “Washington Mutual Aid Peace Officers Powers Act”), law enforcement agencies may aid or assist one another through loans or exchanges of personnel or of material resources for law enforcement purposes.  Under the agreements the sheriff’s office and other law enforcement agencies support one another (at no charge to the requesting entity) as need dictates.  Other less formal partnerships exist in the form of KCSO participation on consortiums and associations and through the day-to-day partnerships that are formed as individual staff carry out their responsibilities.
The goal of this recommendation is that the sheriff will broaden collaborative partnerships across the board in order to improve relationships, build trust and seek out opportunities to build economies of scale into King County’s regional law enforcement system.

Recommendation 3 – Review of Costing Model.  In Fiscal Year 2008, the Sheriff should complete a thorough review and analysis of the costing and service delivery models.
Stakeholders indicated that the sheriff’s office’s contracting/costing model is both efficient and effective.  Contract cities appreciate the ability to customize contracts to meet local needs and that their city can maintain a personal identity within their contracted law enforcement service system.  However, in interviews and focus groups with the OMP consultant, both the representatives of contract cities and the representatives of cities that use only specialty services expressed confusion regarding what they are paying for.  They requested that regional and specialty services be clearly defined with associated costs clearly identified.
The goal of this recommendation is to review and define what is included in sheriff’s office’s costing model.  Based on feedback provided by stakeholders, this process should clarify which services are provided by regional tax dollars and which are considered specialty services involving a charge when accessed.  In reviewing and analyzing the current service delivery model (as it is reflected in the costing model), King County has an opportunity to explore possible changes.  If this review concludes that the current city contract should be opened up or renegotiated, this process will be lead by the King County Executive as stipulated in the King County Charter.  This will require consistency with King County’s policy of full cost recovery for all contracts.


Recommendation 4 – Definition of Chargeable and Non-Chargeable Services.  The definition of chargeable and non-chargeable provides a framework to revise the costing model.
· Chargeable:  Services that should be paid for using local funding sources.  These include basic police services that are routinely used in most cities within King County.
· Non-chargeable:  Services that should be paid for using regional funding sources (revenues collected by King County).  These include services not routinely used in most cities.
In defining KCSO services as either chargeable or non-chargeable, KCSO will significantly increase clarity and understanding regarding charges associated with their services.  As noted above, KCSO stakeholders expressed confusion and a lack of understanding regarding which KCSO services are regional and which are chargeable either under a local policing contract or as a specialty service.  The recommended definitions of chargeable and non-chargeable can be used to distinguish regional services from those services that are provided with an associated charge.  Examples of chargeable services include proactive and reactive patrol.  Non-Chargeable services include those services that are not routinely used in most cities.  In adopting these definitions, it is assumed that this defines the regional services to be provided by KCSO.  Implementation of this recommendation both clarifies and strengthens the Sheriff’s Office role as provider of regional law enforcement services.

Recommendation 5 – Explore Bundling of Criminal Justice Contracts.  The County should explore bundling of criminal justice contracts (public safety, courts, jails, prosecutor and public defense) for contract agencies.
As this issue is broader than the Sheriff’s Office, consideration of bundling King County’s criminal justice contracts raises both issues and opportunities.  Currently, each criminal justice agency contracts with cities separately for its services.

Recommendation 6 – Executive Authority of the Sheriff.  (For consideration by the King County Charter Commission.)  The plan recommends that the Sheriff should be granted the statutory authority through the King County Charter to negotiate labor agreements with all King County Sheriff’s Office labor units for staff groups exclusively employed by the Sheriff.  The Sheriff should have the authority to hire staff (for all bargaining units) and make staff appointments within the annual budget process.  The Executive should retain the authority to negotiate wages and benefits for all bargaining units that cross over into other King County departments.  The Sheriff should have the authority to negotiate management rights for all labor agreements.  The Sheriff and the Executive shall collaborate on all labor contract matters involving wages, benefits, and management rights.  The Sheriff’s Blue Ribbon Panel has made a similar recommendation.
Next Steps.  As a result of this planning effort, KCSO has confirmed its mission, vision and goals.  And, through in-depth consideration of stakeholder input, likely change drivers and law enforcement best practices, the Steering Committee has made six recommendations setting the policy direction for how KCSO will operate now and in the future.  An Implementation Scope of Work will guide the implementation of these recommendations.  Once the OMP is adopted, a facilities master planning (FMP) process will begin.  The FMP will ensure that KCSO facilities are structured and adapted to meet its operational needs.

Proposed Ordinance.  This proposed Ordinance would accept the Operational Master Plan.  The committee may wish to consider incorporating the policies contained in the OMP document as part of an amendment to this ordinance.  The amendment would acknowledge, as county policy, the commitment to proactive policing and county partnerships.  A Striking Amendment is attached.
ATTENDEES:

1. Hon. Sue Rahr, King County Sheriff

2. Bob Cowan, Director, Office of Management and Budget

3. Jeannie MacNab, Office of Management and Budget

ATTACHMENTS: 

1.  Executive Transmittal Letter

2.  Proposed Ordinance 2008-0027
3.  King County Sheriff’s Office Operational Master Plan, October 2007 
4.  Facilities Master Plan Proposed Work Program, King County Sheriff’s Office, December 2007

5.  Fiscal Note

6.  PowerPoint Presentation, “King County Sheriff’s Office Operational Master Plan, Presentation to the King County Council Law, Justice & Human Services Committee, February 14, 2008.”

7.  Amendment A-1






