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STAFF REPORT
SUBJECT:
A MOTION approving the Adult Detention Operational Master Plan requested by the council in the 2003 budget proviso.

SUMMARY:

The council has consistently been concerned about preserving public safety while operating its secure detention facilities, but has unswervingly stressed that the facilities should operate within an environment that is also cost effective and efficient.  Historically, the council has anticipated that an operational master plan (OMP) and the jail integrated security project (ISP) implementation would generate operational efficiencies.  
In 2002, the council recognized that, left unchanged, the county’s budgets for law and justice would use up all of the county Current Expense (CX) resources by 2008, leaving no resources for any other county CX program or for the administration of county government.  As a result, the county council, working with the executive and the separately elected representatives of the county’s criminal justice agencies, adopted a defined set of policies for criminal justice as part of the county’s Adult Justice Operational Master Plan (AJOMP).  The council acknowledged that making cuts incrementally or as equally shared percentage reductions in the criminal justice system can actually lead to more cost or make the county less safe.  However, the policies and implementation plans adopted as part of the AJOMP set specific policies for criminal justice expenditures, allowing the county to achieve savings while also making this a safer place to live.  

Based on the policies adopted through the AJOMP, the 2003 budget included reductions for each of the county’s criminal justice agencies.  At the same time each agency—through the implementation of the AJOMP—has been working to make the overall system more efficient, effective, and less costly.  The council adopted the reductions proposed by the executive for criminal justice agencies, but also sought greater efficiencies in the county’s detention system.  These adopted policies were intended to provide the structure for a paradigm shift that would lead to less use of secure detention thus identifying savings.  The council questioned how the county could quantify savings in DAJD when secure detention populations decline how operations could be more efficient.  As a consequence, the council required the executive to prepare an operational master plan for adult detention.  
Today, Christopher Murray and Associates, the independent OMP consultant, will present the Adult Detention Operational Master Plan which was prepared in response to council direction.  
The council also assigned independent oversight of the OMP and the ISP to the King County Auditor.  The Auditor has reviewed the OMP report will provide comments today on the OMP report.  
BACKGROUND:

Prior to 2003

Since its original construction, the King County Correctional Facility (KCCF) has experienced problems with the security electronics systems.  The building opening was delayed until 1986 due to security electronics issues.  Over the past eighteen years equipment and technology has changed.  The age of the systems, latent defects in the original design, poor installation practices by the original contractor have contributed to the need for increasing maintenance activities.  (The Integrated Security Project (ISP) was recommended by the BFM Committee for consideration by the full council on July 12, 2004 in to address these deficiencies.)  Operational savings have consistently been linked to the decade long concerns regarding CIP work to upgrade the KCCF.  
During budget deliberations - as early as 1998, the council has included significant discussions of the need for operational savings for secure detention.  In a March 15, 1999 briefing on the ISP – as part of a proposed technical correction ordinance – council staff reiterated these same concerns regarding jail operational costs.  The staff report stated that when completed, the ISP Project was expected to experience operational savings resulting from the security improvements, based on the original design concept.  Further, in a June 2, 2002 briefing on the ISP, staff noted that the ISP program was basically a replacement of existing critical functions with new electronics but did not include the introduction of new functions or operations sequencing that might address opportunities to reduce operations costs.  
In a July 2002 staff to staff meeting, it was observed that the KCCF has inherent configuration inefficiencies built into the architecture.  For example, poor sightlines that are not conducive to staffing efficiencies have impacted the operations costs for years.  Ordinarily operations costs should drive the architecture.  In the case of the KCCF, it is the architecture that is driving the operations.  The concern raised by council staff at that time was that nothing in the revised program appeared to provide for improvements to operational efficiencies.  Although it was acknowledged that little can be done to improve the architectural configuration problems, operations decisions can be changed.  The system wide replacement of the security electronics system was stressed as an excellent opportunity to improve operations cost impacts.  

2003 Budget Process 
As part of the 2003 Budget, the council made significant reductions in the DAJD budget for adult secure detention.  The council adopted the reductions proposed by the executive for criminal justice agencies, but also sought greater efficiencies in the county’s detention system.  In addition, the council’s adoption of the Adult Justice Master Plan (AJOMP) provided a policy framework for making a paradigm shift in the criminal justice system so that it might become more effective and efficient.  The council also adopted policies on how secure detention will be used in King County.  (Attachment 5)  

While the goal of the AJOMP was to significantly reduce secure jail populations, the executive’s budget contained no savings related to population reductions even though the jail was projecting overall reductions in jail population of 11 percent and 8 percent in secure populations.  Consequently, the council accepted the proposed population projections but reduced the jail’s operating budget request by approximately five percent equaling $6.1 million to parallel the types of efficiencies taken from the other criminal justice budgets.  King County’s secure detention populations have declined and stabilized at levels significantly below historical projections that were made prior to council policy initiatives.  
The on-going council concerns regarding operational costs are important because jail operations represent the largest cost center in the county’s general fund budget, comprising more than 20% of the general fund annual expenditures
.  
In the CIP budget, the security electronics replacement project was combined with a variety of other jail and jail health projects, re-titled as the Integrated Security Project (ISP) and transmitted as part of the proposed 2003 budget.  The proposed 2003 budget represented the first time since inception of the security electronics replacement project in 1993 that legislation was formally transmitted for construction funding.  The council challenged the economic basis for the funding request and identified several concerns with the ISP project as transmitted:

1. An Operational Master Plan (OMP) had not been provided.

2. The design was only 70% - 80% complete.

3. The cost estimate was based on an earlier phase of design (2001)

Executive staff concurred with the need to provide an OMP but wanted to do it concurrent with the ISP.  Council was concerned that construction of the ISP prior to an OMP could potentially preclude opportunities to achieve much-needed operational savings.  In the 2003 budget, the council approved the $15.9 million ISP budget but added a proviso restricting expenditure authority on the project until council approved an Operational Master Plan (OMP).  The text of the 2003 provisos is included as Attachment 4.  
Council further restricted expenditure authority on existing appropriations as part of the 2002 Fourth Quarter CIP Omnibus Ordinance.  The council recognized the importance of the ISP and included a specific provision in the proviso to allow for quarterly reviews of the OMP and possible release of expenditure authority during 2003.  The intent of this provision was to encourage sequencing of the OMP   work scope to:
· Accelerate identification of ISP security electronics design issues early in the process,

· Confirm that the ISP security electronics design would be compatible with OMP operations recommendations, and 

· If possible to allow the ISP project to move forward prior to completion of the OMP.
The council approved partial release of funds for the ISP and subsequently agreed that the OMP process could proceed concurrently with the ISP, provided that the ISP would be compatible with the OMP recommendations.  
OMP Independent Oversight
An additional 2003 Budget proviso required that the King County Auditor’s Office (KCAO) provide independent oversight of the development of the OMP.  The Auditor has provided jail planning expertise utilizing in-house jail planning staff.  Lead staff for the Auditor’s Office for the OMP is Mr. Robert Thomas who has twenty years of jail planning.  Previously, Mr. Thomas was commissioned as a consultant by the Executive and provided a report dated August 9, 2002 that raised several challenges to the ISP project plan
.  Funding for the independent oversight participation was included as part of the OMP project appropriation.  
OMP Process and Progress
The OMP Project consultant selection process was initiated on February 20, 2003 via a Request for Qualifications (RFQ).  Consultant selection team representatives included executive, council and auditor staff.  Consultant selection recommendations were completed on March 18, 2003 and oral interviews were held on March 24, 2003.  The Consultant team of Christopher Murray & Associates was selected as the OMP Consultant.  Mr. Murray is a nationally recognized specialist in planning, research and policy analysis and has been providing services for justice agencies since 1976.  Chris Murray, as the prime contractor and principal in charge, is responsible for:

· the planning, coordinating and managing of the work of team members and
· integrating and editing written products of the team; system modeling and data analysis.  

Motion 11696 was approved by the council on April 28, 2003 adopting a detailed work plan for the review of the DAJD Operational Master Plan and approving the release of $300,000 in expenditure authority to proceed with the work of the OMP.  
A staff report prepared during the 2004 budget process again reiterated the council’s understanding that this OMP work plan would result in operational savings.  The report stated that it was anticipated that “the OMP consultant will make recommendations that have the potential to reduce overall jail operations costs or to introduce other efficiencies that would reduce jail costs.”  
The deadline for the OMP work has twice been extended at the request of the executive.  Ordinance 14628 extended the completion date for the OMP from December 31, 2003 to March 31, 2004.  The deadline was again revised in Ordinance 14489 to June 1, 2004.  Additionally, the council received a letter from the Executive, asking that the extension be moved to June 15th.  The OMP legislation, Proposed Motion 2004-0304 was transmitted after that due date on June 18, 2004.  Traditionally, operational master plans have been approved by ordinance, not motion.  Council staff will be consulting with legal counsel and executive staff to determine the appropriate format for transmittal.
Approval and Release of ISP Funding
On July 7, 2004, the Budget and Fiscal Management Committee (BFM) gave a “Do Pass” recommendation to legislation that would allow the ISP construction to begin and to expand the project to include renovation of the Intake, Transfer and Release (ITR) area of the KCCF.  Because the OMP has been developed assuming the implementation of the ISP, this approval is a significant step forward in achieving efficiencies in the county’s jails and implementation of the OMP.  
Adult Detention Operational Master Plan
Proposed Motion 2004-0304 would approve the adult detention operational master plan to meet requirements contained in 2003 annual budget provisos.  
King County Code (KCC) Section 4.04 defines an operational master plan as follows:
“Operational master plan” means a comprehensive plan for an agency setting forth how the organization will operate now and in the future.  An operational master plan shall include the analysis of alternatives and their life cycle costs to accomplish defined goals and objectives, performance measures, projected workload, needed resources, implementation schedules and general cost estimates.  The operational master plan shall also address how the organization would respond in the future to changed conditions.

As referenced earlier in this report, the 2003 budget provisos also listed items for inclusion in the OMP work plan.  (See Attachment 4)
KCC 4.04 states that the council “shall review, amend, defer or adopt operational master plans, facility master plans, facility program plans, CIP project cost elements, schedules and total budget in the annual CIP budget or amendments thereto pursuant to the provisions of the King County Charter”.  This code section also requires that OMPs be provided and that CIP Program Plans be based on the approved OMP.  It should be noted that the re-scoping program document for the security electronics project at the KCCF was completed on August 28, 2001 but was never transmitted to the council for approval as required.  Nevertheless, the redesigned ISP was approved by the BFM committee in Proposed Ordinances 2004-0237 and 2004-0238, which are scheduled for adoption by the council on Monday, July 12, 2004.
The OMP Report

The OMP is the result of an extensive review of adult secure jail operations by Chris Murray and Associates.  It provides a menu of potential operational changes and efficiencies for DAJD, particularly those resulting from a completed Integrated Security Project (ISP) and look for innovative ways to respond to the county’s on-going fiscal crisis.  In addition, the consultant’s final report includes a review of the Hammer Settlement Agreement
.  
The executive states in his transmittal letter that the ISP will have significant operational implications on the jail during its implementation and has the strong potential to position the jail for operational changes and efficiencies once completed in 2006.  

The OMP report cites five key findings resulting from the intensive review of the DAJD operations:

· 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 costs savings in DAJD’s operations.  Some options represent major shifts in the way 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.

From these findings come a series of recommendations for future operational changes and efficiencies for DAJD.  These recommendations can be divided into four categories:  

· those that can be implemented more or less immediately; 

· those that can be implemented in the near future; 

· those that can only be implemented after the completion of the ISP; and 

· promising ideas that may have benefits upon further review in the future.  

PRESENTATIONS:
Today, the committee has asked the OMP consultant, Chris Murray, to present his report and for the KCAO, as the independent oversight for the OMP, to respond.  In the executive’s transmittal letter, it was stated that the executive did not agree with all the report contents.  Due to time constraints on today’s agenda, the executive will be asked to comment if time allows.  If not, time will be offered for the executive to comment at the next hearing on the OMP.
NEXT STEPS:

A complete analysis of the proposed OMP report has not yet been completed.  Staff analysis of the proposal continues.  The following items are anticipated for further review:
· Analysis of the report, including possible Hammer agreement impacts and a crosswalk from the council provisos to the final report
· Evaluation of how and when the OMP consultant recommendations can be implemented

· Confirm legislative vehicle for approval with legal counsel
INVITED:

· Chris Murray, Christopher Murray & Associates

· Cheryle Broom, King County Auditor

· Steve Call, Director, Office of Management and Budget  
· Beth Goldberg, Criminal Justice Supervisor, OMB

· Larry Mayes, Acting Director, Department of Adult and Juvenile Detention

· Michael Gedeon, Interim Chief of Administration, DAJD  
ATTACHMENTS:
1. Proposed Motion 2004-0304  (Full OMP is not included, although it is an attachment – please see Attachment 2)  
2. Copy of OMP Report Executive Summary and Table of Contents
3. Transmittal Letter, dated June 18, 2004

4. 2003 Budget OMP/ISP provisos

5. Excerpt of adopted AJOMP policies, contained in Ordinance 14430
� Total operations costs for DAJD (secure detention and Division of Community Corrections) and Jail Health Services equals approximately $100 million, equaling about  twenty percent of the $500 million CX budget


� Robert C. Thomas & Associates was engaged by the King County Facilities Management Division to provide technical assistance in the formulation of the operational and budget plan for the KCCF Integrated Security Project.  


� In June 1998, this settlement agreement was entered into by King County and the ACLU of Washington regarding inmate conditions within the KCCF.
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