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SUBJECT

Proposed Ordinance 2017-0484 provides for the submission to the voters at a special election to be held on April 24, 2018, a proposition to support continuation of the regional automated fingerprint identification system program (AFIS) by replacing an expiring property tax levy in excess of the levy limitation contained in Revised Code of Washington Chapter 84.55.

SUMMARY

This proposed ordinance would place the renewal of the AFIS property tax levy on an April 2018 special election ballot for voter approval.[footnoteRef:2]  The current AFIS levy expires on December 31, 2018.  The AFIS Program, managed by the King County Sheriff’s Office, promotes public safety by providing the technology and resources to solve crimes and identify criminals by collecting, storing, searching, and identifying fingerprints and palmprints. [2:  Since 1986, the AFIS Program has been funded by a voter-approved property tax levy, whose funds have been used to support enhanced regional fingerprint identification services to all cities and unincorporated areas in King County.  ] 


The proposed ordinance would authorize an additional property tax for six years beginning with a rate of $0.035 (3.5 cents) per $1,000 of assessed valuation for collection in 2019.  The impact of the levy on the owner of a $450,000 home in King County would be $15.75 in 2019. The levy would generate approximately $126.2 million in funding to maintain existing services and support current technology over the six-year levy period of 2019 to 2024[footnoteRef:3].  The proposed rate is lower than the rate approved by voters in 2012, which was $0.0592 per $1,000 assessed value, or the 2017 rate of $0.04479 per $1,000 assessed value.  In subsequent years, the rate would increase within the limits of RCW 84.55 (one percent per year plus the value of new construction) as opposed to the current levy, which increases by the greater of one percent or the consumer price index (as long as that amount does not exceed three percent). [3:  Forecast determined by the Office of Performance, Strategy and Budget with AV figures provided by the Office of Economic and Financial Analysis.] 


Proposed to be included in the levy is funding to pay the annual costs for a new cloud-based technology system that would replace the existing AFIS computer.  Project costs for the conversion (e.g. project planning, data migration etc.) would be covered out of the remaining fund balance of the existing 2013-2018 levy.  

Also proposed to be included is the funding necessary to pay for the $3.2 million cost of the April special election.  The governance structure (AFIS Advisory Committee) and financial policies from the existing levy (e.g. minimum reserve funds) would carry forward to the new levy.

BACKGROUND 

The King County Regional AFIS Program, which is managed by the King County Sheriff’s Office, provides crime scene and arrest identification services to all cities and unincorporated areas in the County.  The King County Regional AFIS Advisory Committee (AAC) provides additional review on the operation and funding of AFIS services in King County.  Membership includes representatives from the County’s suburban cities, the City of Seattle, and King County.

To provide these services regionally, the program is funded by a countywide levy, which requires periodic voter approval.  The AFIS levy has allowed the County to establish operations and the technology to collect, search, and store fingerprints and palmprints in an electronic database.  This database helps identify arrested individuals through fingerprint matching, solve crimes by identifying “latent” prints left at crime scenes, and establish criminal history. Since its inception, AFIS has proven to be a valuable tool, assisting in the apprehension of criminal suspects and confirming the identity of individuals who are detained or booked into jail.  

AFIS Program

AFIS provides its regional services in a variety of ways.  Central to the AFIS Program is the AFIS computer housed at the King County Data Center.  Through this computer, AFIS Program fingerprint examiners have access to automated records of more than 800,000 individuals and are able to electronically search other databases, such as the Western Identification Network (WIN), Federal Bureau of Investigation (FBI), and California Department of Justice.  In turn, King County’s database is available for reciprocal searches by other agencies, and the system sends arrest information to the Washington State Patrol and the FBI for inclusion in criminal history records. 

The AFIS Program provides 50 “Livescan” capture stations located at agencies throughout the county. Livescans are used to collect fingerprints, palmprints, photographs, and other identifying arrest data for submission into the local AFIS database, with subsequent transmittal to the State and federal systems for processing.  

The AFIS Program also provides 250 “Mobile ID” devices to law enforcement agencies throughout the County.  This handheld device enables the officer to quickly search an individual’s prints while in the field, which aids in determining whether to detain or release the subject.  Within minutes, the fingerprints are searched and the officer receives a response from the local AFIS, WIN AFIS, and a federal database known as “RISC”: Repository for Individuals of Special Concern.


AFIS Workgroups

The current AFIS levy funds a total of 129.5 positions in the King County Sheriff’s Office and Seattle Police Department.  In addition to its administrative staff (which manages projects, operations, budget, technology, and provides training and helpdesk support throughout the county), there are three main workgroups supporting the AFIS Program.  

The first workgroup is the Jail Identification Unit, which is responsible for collecting high quality fingerprints from individuals booked into the King County Correctional Facility and the Youth Services Center in Seattle, and the Maleng Regional Justice Center (MRJC) in Kent.  The unit also assists at the South Correctional Entity (SCORE) multijurisdictional jail in Des Moines.    

The second workgroup is compromised of the Tenprint Units, which verify the identities of arrested individuals before their release from jail custody.  Two tenprint units are funded by the AFIS Program.  The King County Tenprint Unit serves all suburban police agencies, Sheriff’s Office contract cities, and unincorporated areas within King County.  The Seattle Police Department’s Tenprint Unit serves SPD and its contract with the University of Washington Police Department.     

The third workgroup is compromised of the Latent Units, which recovers, preserves, and examines fingerprint evidence, using the AFIS computer to identify individuals from fingerprints recovered from crime scenes.  Staff also testify to their findings in court.  Two latent units are funded by the AFIS Program.  The first is the King County Latent Unit, which serves all suburban police agencies (excluding Bellevue, which elects to fund its own staff), Sheriff’s Office contract cities, and unincorporated areas.  The Seattle Police Department’s Latent Unit serves SPD and its contract with the University of Washington Police Department.  These units respond to crime scenes, process evidence, and identify prints of potential suspects, which aids in police investigations.

Finally, upon successful completion of a pilot conducted at King County, a new Processing Unit was established alongside the Latent Units to improve responses to property crimes such as auto thefts and residential burglaries.  This new approach was a result of a needs assessment conducted by surveying the police agencies.  

AFIS Program Levy History 

In November 1986, the voters of King County approved an additional property tax levy of $0.025 per $1,000 of assessed valuation for five years for the purchase and implementation of an AFIS computer[footnoteRef:4].  The primary goal of the levy was to implement an automated database to identify criminals by matching their crime scene latent fingerprints to known prints stored in the database.  By the end of 1990, more than 1,200 crime scene prints were matched to potential suspect fingerprints in the AFIS database. [4:  Ordinance 07747] 


In November 1990, the voters authorized the second AFIS Levy.  The voters approved a property tax levy of $0.020 per one thousand dollars of assessed valuation for five years[footnoteRef:5].  The funding of this levy addressed two critical limitations in AFIS operations:  With the growth of the inmate population, only sixty percent of the inmates booked into the King County jail were fingerprinted because of staffing limitations, and the low quality of fingerprints being submitted limited the potential for identification.  Without clear identifiable fingerprints from all inmates, there was a greater likelihood that inmates with outstanding warrants would be released from jail.  The second limitation was related to a shortage of staff to process crime scene fingerprints, resulting in lower than anticipated submissions of fingerprints.  This levy funded staffing to increase the capture of fingerprints of booked and incarcerated individuals, and staffing to increase the processing and identification of crime scene fingerprints. [5:  Ordinance 09603] 


In November 1995, the voters authorized the continuation of the AFIS property tax levy increasing it to a rate of $0.0665 per one thousand dollars of assessed valuation for five years[footnoteRef:6].  The increased levy addressed several needs.  The levy included funding for staff needed to capture additional fingerprints of juvenile offenders, and inmates booked into the new Regional Justice Center in Kent.  In addition, the County replaced its regional system with “AFIS 21,” which included new computers, supporting equipment, and an increased data storage capacity.  In addition, the levy provided for remote Livescan systems to be installed at over 20 sites throughout the county, enhancing the ability to identify and create criminal records on individuals who were charged but not booked into jail facilities. [6:  Ordinance 11948] 


In November 1999, voters approved funding for ongoing operational costs, paid for staff to handle workload increases, and continued the projects initiated in the previous levy[footnoteRef:7].  The levy also funded the completion of Livescan implementation. The fifth levy expired on December 31, 2005, however, careful management of funds, combined with slightly higher than expected revenues, allowed the Regional AFIS Program to meet its operational costs for an additional year, without additional levy revenues through December 2006.   [7:  Ordinance 13894] 


In September 2006, voters approved levy funding for the installation of a new AFIS computer and an increase of 13 Livescan fingerprint stations[footnoteRef:8].  This new AFIS computer went live in 2011, fully replacing the 20-year old AFIS.   [8:  Ordinance 15537] 


The new system included matching and storing of palmprints, which generated more latent print matches and allowed more suspects to be identified.  Several Livescans were upgraded.  In addition, the levy included funding for the AFIS to accept and search prints taken by officers in the field using Mobile ID handheld fingerprint capture devices.   Upon successful completion of a “proof of concept” Mobile ID, the AFIS Program partnered with local agencies to conduct a pilot.   

Current Levy

In November 2012, voters authorized a levy that would continue operations, build a new King County latent processing laboratory, implement Mobile ID countywide, and replace end-of-life Livescans throughout the County[footnoteRef:9].  Operational efficiencies led to staffing reductions (through attrition) at both King County and SPD.  Improved automation of records has enabled King County to take on the processing of SPD’s arrest records on the night shift.  It has also provided both sites the resources to establish additional processing teams that respond to property crime scenes more quickly.  According to the Executive, a healthy ending fund balance would also allow the AFIS Program to begin replacement of the existing AFIS computer to take advantage of improved matching algorithms and movement to “the cloud”, with a disaster recovery model.  [9: ] 


ANALYSIS

The Executive indicates that the AFIS Program and the AFIS Advisory Committee (AAC) developed a conservative, status quo levy to support expenditures that maintain, replace, or restore existing technology and operations for an additional six years (2019-2024).

Section 4 of the proposed ordinance identifies eligible expenditures for the levy.  The section indicates that the levy is “intended as supplemental funding to maintain the current expanded crime scene and arrest identification technology and services on a shared regional basis” and that “The levy shall not at any time provide general criminal justice funding or fund programs or purposes not otherwise consistent with this ordinance.”

Section 4 also indicates that all proceeds of the levy authorized in the ordinance shall be used to pay the costs of the AFIS program, together with the necessary software and hardware operations and maintenance expenses.  Eligible expenditures can include the salaries, benefits, training, office and laboratory supplies and equipment, work space, contracted goods and services, related studies and research, administration and other costs incidental to the operation and enhancement of the regional AFIS program.  Work space expenditures can include the lease, rental, or purchase of land or building space to house AFIS program technology, staff or laboratory functions.

Six Year Levy Cost

The forecasted six year 2019-2024 AFIS revenue level is approximately $126.2 million.  The estimated cost to maintain current AFIS programs and staffing operations throughout the levy (“status quo”) is approximately $140 million.  However, the estimated status quo costs would be offset by $6.9 million in identified efficiencies, thus allowing for a lower overall program cost of approximately $133 million.  To achieve the $6.9 million in efficiencies, AFIS Program staff have indicated that the program would eliminate eleven positions, with no reduction in the quality or quantity of services. King County AFIS would eliminate eight positions and Seattle Police Department AFIS would eliminate three. The Executive indicates that the staffing reductions would be achieved by eliminating positions that have been held vacant, and would not impact service levels for police agencies or the public.

Levy Rate

King County voters have approved levies to support AFIS programming in 1986, 1990, 1995, 2000, 2006[footnoteRef:10] and 2012.  Table 1 below details the previously approved dollar rates for the first year of each AFIS levy.  In addition, the rate contained in this proposed ordinance is shown for comparison purposes.   [10:  The AFIS 2001-2005 Levy expired on December 31, 2005 nevertheless; costs for the program in 2006 were supported by previous year’s collections.] 


Table 1. AFIS Program Levy Rates
	Previous Years
	Rate per AV

	1986
	0.02500

	1990
	0.02000

	1995
	0.06650

	2000
	0.05784

	2006
	0.05680

	2012
	0.05920

	2019
	Proposed  0.03500



This proposed ordinance sets the levy for the 2019-2024 renewal period at $0.035 per $1,000 AV.  As noted above, the levy rate is estimated to raise $126.2 million over the life of the levy, which, along with fund balance carried over from the current levy, would support $133 million in planned expenditures.  The difference between the expenditures and revenues would be made up with a draw from fund balance.

Change in the Proposed Growth Rate for the Levy

The regional AFIS Program is a countywide, levy-funded program and requires voter approval every levy period.  RCW 84.52.050 allows jurisdictions to levy a property tax subject to the limitations contained in RCW 84.55 (one percent per year plus the value of new construction). The existing levy (2013-2018) uses another statutorily allowable method for calculating the annual growth where the maximum allowable revenue growth rate is tied to the rate of inflation, bound by one and three percent.  

The proposed ordinance would limit the growth of the new levy to the limitations in RCW 84.55 or one percent per year plus the value of new construction.  Table 2 below shows the different rates and collections under the current levy and the proposed levy.  The proposed ordinance’s revenues and rates were developed by staff at the Office of Performance, Strategy and Budget (PSB) with the August forecast numbers from the Office of Economic and Financial Analysis (OEFA).  It should be noted that PSB staff estimate collections between 99.6 percent to 99.7 percent of the OEFA projections to better reflect prior years' levy collections. 














Table 2: AFIS Levy Revenue and Rates

Forecasted Revenue
Collected Revenue


The proposed ordinance would only set the rate for the first year of the levy, subsequent rates would be set according to the allowable increase under RCW 84.55.

2019-2024 AFIS Levy Financial Plan

The proposed AFIS financial plan assumes carrying the estimated $13.5 million 2018 ending undesignated fund balance from the end of the current levy in to the new levy in 2019.  

The Executive has indicated that the fund balance may be used to cover project implementation costs for the migration of the AFIS Computer system data to the new cloud-based platform.  The fund balance may also be used for the movement of the administration staff to the Blackriver building. The Executive has indicated that the levy’s $10.9 million of ending undesignated fund balance (2023-24 biennium) is appropriate because:

1. The final ending undesignated fund balance is a significant drawdown from the beginning fund balance that the new levy period is projected to start with;
1. The proposed fund balance allows for additional unplanned expenditures that may arise during the levy period;
1. The proposed fund balance provides enough flexibility to endure an economic downturn without threatening AFIS’s ability to provide the promised level of service;
1. If the projected fund balance is too high towards the end of the new levy, Council has the option to lower the rate in the final years of the levy. 

The financial plan for the 2019-20 biennium includes a rainy day reserve of $3.4 million, which is equal to two months of program operating costs at the end of the levy period.  According to the Executive, this is a prudent financial planning measure to ensure the fund’s ability to respond to changing economic circumstances and cover necessary expenditures should voters not approve a levy renewal in future years.  However, it should be noted that a lower reserve level, or lower undesignated fund balance, could result in a lower levy rate.

In the final biennium of the new levy period (2023-2024), the estimated revenues would be $40.1 million, the planned expenditures would be $45.8 million and the ending undesignated fund balance for the program would be $10.9 million.  The financial plan for the new levy can be found in Attachment 4.

Reimbursement of Election Costs

The Executive has indicated that the General Fund would pay approximately $3.15 million to fund the April 2018 special election.  This amount may be reduced if other jurisdictions run measures at the same time and share in the overall costs.

Section 4 (Eligible Expenditures) states that “all proceeds of the levy authorized in this ordinance shall be used to pay the costs of the AFIS Program…..  and such sums that are necessary to provide for the costs incurred by the County that are attributable to the election.”  The Prosecuting Attorney's Office has indicated that this language would allow the Levy to reimburse the General Fund for the $3.15 million in election costs.  

Migration to the Cloud of the Morpho-Trak AFIS Computer

The current King County Regional AFIS computer would be replaced with the “MorphoBIS Evergreen” AFIS in the next levy period.  MorphoBIS is a secure, cloud-based software-as-a-service (SaaS) solution which fits AFIS’s needs to advance with identification technology.  This replacement is necessary because the current system is the last version of a platform that is being phased out, and with no system updates or enhancements available, the system would not keep up with rapidly changing identification technology.  According to AFIS staff, the MorphoBIS Evergreen AFIS would include the following features: 

· Rapid and unlimited technology upgrades that allow the ability to process additional workload without increasing FTE.  
· Choice of cloud service providers already vetted by KCIT.
· Advanced matching algorithms that have been shown to increase hits even on cold cases, and are also at the core of the FBI’s Next Generation Identification (NGI) system.
· Preservation of existing expert-encoded latent prints, including audit trail and historical data.
· A disaster recovery solution that uses redundant storage to ensure continuity of operations.  The current AFIS does not have this feature.
· All data stored on a secured web which meets CJIS (Criminal Justice Information Systems) Security Policy.
· Existing interfaces, installation, training and maintenance.  This vendor has already worked with the King County Regional AFIS Program, King County IT and other related system vendors to develop interfaces and customized workflows for the complete Tenprint, Latent Print, and Mobile ID processing workflow, including submissions to Washington State Patrol and return of messaging from WSP and the FBI.  
· Web-based photo storage solution for searching photos and creating photo lineups.  In early 2017, the AFIS Program began storing photos received with fingerprint transactions, including mugshots and scars, marks and tattoos, and sending these images with the arrest record that goes to WSP and the FBI.  Ultimately, these photos could be used for facial matching, but, according to AFIS, that would be considered as a new project and would go through an approval process.  Staff has requested more information on the approval process.

Executive and AFIS staff have indicated that the new MorphoBIS Evergreen AFIS system would cost approximately $900,000 per year in vendor fees. AFIS Program staff have indicated that this is less than the cost of a comparable on-premise system. 

AFIS Lab Replacement

The 2013-2018 AFIS Levy identified up to $11.5 million for a replacement facility, including $9.3 million for planning, design, and construction, and $2.2 million for property acquisition.  The Facilities Management Division (FMD) in 2015 identified King County’s Blackriver building in Renton as a preferred location for the new AFIS Laboratory.  The Blackriver building has 72,000 square feet of rentable space and a layout that is conducive to the technical requirements of the laboratory as well as space that can be used for administrative purposes.  

The Executive has indicated that the AFIS Program transferred $8.9 million to the County’s Facility Management Division to fund a laboratory improvement project that focused on the refurbishment and tenant improvements necessary to allow the AFIS Program to occupy the Blackriver building.  The Executive also indicated that the balance of the reserved funding (fund balance) may be used to move the AFIS administrative staff from the King County Courthouse to the Blackriver building.  Therefore, this move would not affect the use of revenues collected in the 2019-2024 levy period.

AFIS Advisory Committee Extension  

If the levy is approved by the voters in accordance with this ordinance, the AFIS Advisory Committee shall be retained to review AFIS operations and expenditures and make recommendations concerning the AFIS program.  In addition, the existing Executive and Council review and approval of the AFIS program’s annual budget remains in place.

April 2018 Election Deadlines

Elections staff and the Council Clerk have identified the deadlines below to place a ballot measure on for a special election in April 2018.  
 
	Last regular council meeting with maximum processing time (25 days)
	
	1/29/18
	
	

	
	
	
	
	

	Last regular council meeting with minimum processing time (10 days)
	
	2/12/18
	
	

	
	
	
	
	

	Last regular council meeting to pass as emergency
	
	2/20/18
	
	

	
	
	
	
	

	Last special council meeting to pass as emergency
	
	2/23/18
	
	

	
	
	
	
	

	Election Division deadline for receiving effective ordinance
	
	2/23/18
	
	



Follow-up from January 10th Budget & Fiscal Management Committee Meeting:

1. Council staff was asked to inquire why the Executive is seeking an April ballot.  Executive staff provided the following response:

“The Executive asked the AFIS team to prepare materials in order to meet an April ballot opportunity given the success and importance of the previous levy and the ‘status quo’ of the new levy request. It is unclear what other items from either King County or from other jurisdictions might be on the August and November ballots so the April ballot is preferred in order to avoid competing with other potential ballot initiatives.”

2. Council staff was asked to create a table that more clearly shows the rate and levy collections over time.  This table follows:

[image: ]


3. Council staff was asked whether other jurisdictions will participate in the April election and to request cost estimates for the April ballot and the August ballot.  The following information was provided by King County Elections staff:

· Elections staff have indicated that the City of Kent (approx. 61,000 voters), Fire 45 (Duvall area; approx. 9,000 voters), and Puget Sound Regional Fire Authority (Kent area; approx. 77,000 voters) have expressed interest in running measures on the April ballot. However, Elections staff is expecting an April election to cost approximately $2.8 million to $3.0 million for the AFIS levy.  Elections staff have indicated that these costs will go down if other jurisdictions decide to participate in the April election.  However, they note that the deadline to run on the April ballot is not until February 23.  Therefore, it is not possible to fully predict at this time all of the jurisdictions that may participate.  


· Elections staff have indicated that, for an August ballot, the costs attributable to AFIS would likely run from $1.3 million to $2.0 million. Elections staff indicated that an August election would likely also reduce the cost impacts to the General Fund; because AFIS is a self-funded program, it would be counted as a separate billable jurisdiction and the costs would be mitigated for other jurisdictions that also run measures. How much mitigation would depend on whether or not there are other countywide races and/or measures on the ballot.

Amendment at the January 24, 2018 BFM Committee Meeting:

Budget and Fiscal Management Committee members on January 24, 2018 amended 2018-0484.  The amendment changed the date of the AFIS special election from April 24, 2018 to the primary election on August 7, 2018.  

Staff was directed by the committee to work with the AFIS program on a potential amendment that would address the program's ability to use levy funds for emerging technology.  

ATTACHMENTS

1. Proposed Ordinance 2015-0484 
2. Transmittal Letter
3. Fiscal Note
4. 2019-2024 AFIS Levy Financial Plan

INVITED

1. Carol Gillespie, Director, AFIS program
2. Chief Patti Cole-Tindall, King County Sheriff’s Office 
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