Dept of Children, Youth, & Families
2025-27 First Supplemental Budget Session

Policy Level - P8 - ACT Team and Secure Communications

Agency Recommendation Summary
The Department of Children, Youth and Families (DCYF) requests $5,750,000 ($5,740,000 General Fund-State) and 5.7 Full Time Equivalent
(FTE) in the 2026 Supplemental Budget to replace Juvenile Rehabilitation’s (JR) outdated Automated Client Tracking (ACT) system and to
support the implementation of a secure resident communication system that enables young people to safely and consistently connect through text,

voice, and video communications.

Program Recommendation Summary

020 - Juvenile Rehabilitation
JR requests $4,044,000 General Fund - State and 2.0 Full Time Equivalent (FTE) in the 2026 Supplemental Budget, to start in Fiscal Year
2027, to replace JR’s outdated ACT system for project planning to include project initiation, a feasibility study, and procurement support. JR
will also use part of this funding to update residential communication to provide more secure, accessible communication infrastructure.

090 - Program Support
Program Support requests $1,706,000 ($1,696,000 General Fund - State) and 3.7 Full Time Equivalent (FTE) in the 2026 Supplemental
Budget to replace JR’s outdated ACT system. This funding request includes the required IT and Data Analytics staff support needed to start the
planning phase of this project. Replacing the ACT system will enhance operational efficiency, improve data accuracy, and support youth

outcomes. It will also ensure alignment with legal and treatment requirements and enable integration with statewide health records.

Fiscal Summary

Fiscal Summary Fiscal Years Biennial Fiscal Years Biennial
Dollars in Thousands 2026 2027 2025-27 20238 2029 2027-29
Staffing
FTEs 0.0 11.4 5.7 1.4 6.7 9.05
Operating Expenditures
Fund 001 -1 $0 $4,044 $4,044 $1,470 $342 $1,812
Fund 001 - 1 $0 $1,696 $1,696 $1,147 $1,069 $2,216
Fund 001 - A $0 $10 $10 $10 $0 $10
Total Expenditures $0 $5,750 $5,750 $2,627 $1,411 $4,038
Revenue
001 - 0393 $0 $10 $10 $10 $0 $10
Total Revenue $0 $10 $10 $10 $0 $10

Decision Package Description

DCYF has completed a comprehensive review of JR’s IT application portfolio and identified critical system gaps that hinder operational
efficiency, service delivery, and alignment with modern standards for case management, service delivery, and communication. To address these
challenges and support long-term success, JR requests funding to modernize the ACT IT system, increase IT development capacity, and

improve secure communication for JR residents.

JR uses a custom-built records-keeping system called ACT, which was developed in 2007. This system is responsible for all assessment and
operational documentation within JR, including resident classification and treatment tracking, sentence and records management, documenting
and tracking incidents, reentry and transition planning, and the dissemination of risk, safety, and security information, as well as the records
retention of all these processes. This 18-year-old application has accumulated significant technical deficiencies and now functions as a

patchwork system with limited flexibility, transparency, and scalability.

ACT’s aging architecture and system complexity make it increasingly fragile and difficult to maintain. Legal compliance updates are often delayed
or unaddressed, due to technical limitations of the platform and the under-resourced development team responsible for upkeep. ACT cannot

keep pace with evolving business practices, legislative mandates, or modern rehabilitative standards.
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Currently, JR has identified a list of needed enhancements to ACT including significant changes to support the agency’s new classification system,
support for the agency’s new restorative justice rule violation process, incident tracking, and case management components including being able
to more accurately track treatment/program participation. With only one small team of developers, who are often required to spend a majority

of their time fixing bugs inside the system, this list of projects is currently projected to take years to complete.

These limitations now present serious legal, operational, and public safety risks as ACT, as currently supported, can no longer supports the
visibility, reporting, or workflows required to ensure high-quality, coordinated care for young people. DCYF needs a modern, integrated case

management system to meet legal, clinical, and operational standards and replace outdated tools.

IT System Modernization Planning

DCYF is proposing a two-step approach to addressing the need for more modern IT infrastructure.

To replace JR’s outdated ACT system, DCYF proposes a planning phase to develop a modern, scalable IT solution. Funding is requested for
1) project initiation, 2) a WaTech-aligned feasibility study to plan for a modern replacement, and 3) procurement support. These steps will
create a clear roadmap for selecting or building a system or set of applications that meets operational, compliance, and service needs, and
integrates with statewide health records. This process would result in a completed feasibility study and procurement for a new system or
systems by the end of FY 2027. Given that timeline a new system would not be in place for staff to use until FY 2029, at the earliest.

Therefore, DCYF is also requesting additional development capacity for its current ACT system.

Increased Development Capacity

JR’s limited ACT development capacity prevents timely system maintenance and enhancements to the ACT platform, delaying improvements
and increasing operational risk. To reduce risk of system failure, ensure legal compliance to the greatest extent possible, and address a growing
backlog of system support needs, DCYF proposes funding additional staff to support ACT system capacity; stabilize current operations;
advance system modernization, compliance, and care quality; and support preparation for a future system upgrade or overhaul.

Without this investment, JR will continue to struggle with timeliness and quality of reporting requirements and legislative inquiries including:

* Delayed or inaccurate legislative reporting on security classifications and infractions due to lack of capacity to create new reports.

+ Lack of capacity to implement policy changes like a new behavioral management and rules violation systems in a timely and accurate way.
» Increased costs for policies that require new reporting due to hand-pulling of data.

Creating a second ACT team will allow for bug fixes and enhancements to happen simultaneously cutting down the time between identifying the

need for an enhancement and deploying a change. DCYF cannot let ACT further decline while waiting for a new system.
Residential Communications

Bolstering secure communications in DCYF JR institutional settings is critical for improving service delivery and aligning with modern standards
for case management. JR currently lacks a unified, secure communication system, leading to inconsistent access to family connection, legal
counsel, and other remotely delivered services. DCYF requests funding for the procurement of a secure communication and support system to
provide JR youth with updated technology to maintain vital connections to family and have enhanced educational and rehabilitative tools.

Additional resources will be required for IT infrastructure start-up costs and communication devices.

Assumptions and Calculations

Expansion, Reduction, Elimination or Alteration of a current program or service:
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This is a proposal to fund the planning phase of the IT project to replace the existing ACT case management system. This funding will also be

used to update the existing communication infrastructure currently in use in JR facilities.

Detailed Assumptions and Calculations:

IT System Modernization (Initiation, Feasibility, Procurement Phase)

*  $2,500,000 GF-State in FY 2027 one-time, to perform a feasibility study;

+  $150,000 GF-State in FY 2027 and $250,000 GF-S in FY 2028 for procurement support;

e $425,000 GF-S in FY 2027 and $425,000 GF-S in FY 2028 for a contracted project director;
* $500,000 GF-S in FY 2029 for contracted OCM support.

Secure Residential Communication System

$43,290 GF-State in FY 2027 for Secure phone service—60 phones at $61.00 monthly ongoing;

$292,800 GF-State in FY 2027 for Secure tablets service — 400 tables at $61.00 monthly ongoing;

$150,000 GF-State in FY 2027, for Procurement legal support, one-time cost;

$500,000 GF-State in FY 2027 for Network Infrastructure, one time cost.

Workforce Assumptions:

DCYF requests $1,687,473 in FY 2027 and $1,609,777 in FY 2028 to support the alteration of the current Automated Client Tracking
System, including the 18.43 percent indirect rate.

Program Support (Program 090)
IT System Modernization (Initiation, Feasibility, Procurement Phase)

Internal project management and subject matter expertise support to manage the feasibility study and subsequent implementation planning of a

major, foundational system overhaul.
* 1.0 FTE — Project Manager, annual cost $164,231
Increased Development Capacity (Augment ACT Team Capacity)

A second development team to stabilize current operations; advance system modernization, compliance, and care quality; and to support a future

system upgrade or overhaul.

* 1.0 FTE —IT System Admin Journey, annual cost of $164,231

* 1.0 FTE - IT Quality Assurance Journey, annual cost $157,786

* L.OFTE - IT Application Development Entry, annual cost $148,831

* 2.0FTE - IT Application Development Senior / Specialist, annual cost$ 356,079
* 1.5 FTE - IT Data Management Journey, annual cost $246,346

* 0.25 FTE —IT Application Development Senior/Specialist, annual cost $44,510.
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Juvenile Rehabilitation (Program 020):
IT System Modernization (Initiation, Feasibility, Procurement Phase)

Internal project management and subject matter expertise support to manage the feasibility study and subsequent implementation planning of a
major, foundational system overhaul.

* 1.0 FTE IT Data Management Journey, annual cost $192,434

Secure Residential Communication System

Support to manage all logistics of secure communication devices, application issues, infrastructure, and security in each of the facilities.
3.0 FTE - Residential Communication — Located at facilities.

* 1.0 FTE Investigator 1, annual cost $128,654

e 2.0 FTE Investigator 1, annual cost $248,601

Historical Funding:

FY2024

« FTE= 88FTE

* Total Funds =$ 1.604 million

* Near General Fund = $ 1.604 million
¢ Other Funds = $0 million

FY2025

« FTE= 88FTE

* Total Funds =$ 1.604 million

* Near General Fund =$ 1.604 million

»  Other Funds = $0 million

Strategic and Performance Outcomes

Strategic Framework:

Alignment with the Governor’s Results Washington Goals and Statewide Priorities
Opverall: Aligns with Governor’s goals by investing in modern, equitable infrastructure to improve outcomes for youth and communities.
* Goal Area 1: World Class Education

o Supports individualized learning, virtual access, and reentry success.
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* Goal Area 2: Prosperous Economy

o Builds life skills, career readiness, and internal IT capacity.

* Goal Area 3: Sustainable Energy and Clean Environment

o Reduce paper use through digital systems.

» Goal Area 4: Healthy and Safe Communities

o Enhance case management, communication, and accurate classification.
* Goal Area 5: Effective, Efficient, and Accountable Government

o Modemizes tech, improves workflows, data, and accountability.

o Commitment to Equity and Inclusion

o Centers impacted youth with trauma-informed, culturally responsive tools.
Which DCYF strategic priority does this proposal support?

"Improving the quality and intention of our practice.”

Supports:

» Racial Equity: Better data to track and address disparities

+ Transitions: Improved service coordination across care stages

» Provider Services: Enhanced oversight, reporting, and communication
Planning Phase Will:

+ Identify system gaps and needs

* Enable data use for equity and quality improvement

* Improve outcome tracking and reporting

Risks if Unfunded:

* Operational: Reliance on manual workarounds

 Financial: Growing tech debt, rising costs

* Legal: Non-compliance with hearings, BMS, classification changes

* Equity: Persistent disproportionalities

+ Political: Failure to meet public/legislative expectations
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Performance Outcomes:
Planning & Feasibility
* Feasibility Study Completion: 100% by Fiscal Year (FY) 2027 Q2
» Stakeholder Engagement: 10+ sessions, including youth voice
*  Procurement Timeliness: Contract(s) awarded within 6 months post-study
Development Capacity
* Team Onboarding: 100% of new IT staff within 3 months
» Enhancements Delivered: 3+ major updates/year
+  System Downtime: 50% reduction in outages
Resident Communications
»  Access: 100% of youth within 3 months
»  Grievances: 50% fewer complaints in 1 year
+  User Satisfaction: 75% youth satisfaction
Program Outcomes & Equity
» User Satisfaction: 80%+ across roles
» Care Coordination: 70% staff report improvement
* Equity Impact: 20% disparity reduction in 18 months
IT Capabilities Assessment
* Identify needs for:
o Client tracking, records & legal management
o Treatment, case, risk & reentry planning
o Incident, hearing, wellness & behavior tracking
o Alerts, documents, analytics & reporting
o Compliance with accreditation & PbS
*  Assess:
o Security & workflow needs

o Required resources (human, tech, etc.)
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Equity Impacts

Community Outreach and Engagement:

The ACT feasibility study will engage youth and families with lived experience to gather feedback for evolving JR IT systems. Families have long
called for fairer, more equitable communication, which the proposed resident communications system aims to address. The ACT feasibility study
will include community and stakeholder input to guide agency decisions. Feedback on the resident communications system was gathered from
family and community forums and direct outreach. Legal representatives for young people have specifically requested the ability to leverage a
system like this for additional connection, and their priorities have been incorporated into the procurement planning process. Young people have
specifically asked for additional ability to connect with loved ones.

Disproportional Impact Considerations:

Past ACT assessments worsened disparities by over-identifying risks for BIPOC youth. Modernizing the system will improve data collection and
analysis to better address these issues. The resident communications system promotes equity by enabling virtual visits for marginalized youth,
reducing travel barriers.

Target Communities and Populations:

The secure residential communications solution would enable greater access to communication with loved ones and legal resources, reducing the

likelihood of accessibility disparities.

Community Inputs and Incorporation:

Not applicable.
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Other Collateral Connections
HEAL Act Agencies Supplemental Questions

Not Applicable.

Puget Sound Recovery:

Not Applicable.

State Workforce Impacts:

There is no impact to existing collective bargaining agreements, compensation or benefits.

Intergovernmental:

Not Applicable.
Stakeholder Impacts:
Not Applicable.
State Facilities Impacts:
Not Applicable.
Changes from Current Law:
This request has no impact on existing statutes, rules or contracts.
Legal or Administrative Mandates:
Not Applicable.

Governor's Salmon Strategy:

Not Applicable.

Reference Documents
WaTechFY2026SupplementalI TAddendumSurvey Submission 1364575464 .pdf

IT Addendum

Does this Decision Package include funding for any IT-related costs, including hardware, software, (including cloud-based

services), contracts or IT staff?
Yes

Page: 8 of 9


https://abr.ofm.wa.gov/api/decision-packages/attachments/35644

Dept of Children, Youth, & Families

Policy Level - P8 - ACT Team and Secure Communications

Objects of Expenditure

Objects of Expenditure

Dollars in Thousands
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Agency Contact Information

Crystal Lester
(360) 628-3960
crystal.lester@dcyf.wa.gov

Fiscal Years

2026
$0
$0
$0
$0
$0
$0
$0
$0
$0
$0
$0
$0

2027
$325
$112
$425
$3,143
$10
$29
$806
$225
$522
$16
$49
$88

Biennial
2025-27
$325
$112
$425
$3,143
$10
$29
$806
$225
$522
$16
$49
$88

Fiscal Years

2028
$325
$112
$425
$598
$10
$0
$806
$225
$22
$16
$0
$88

2029
$0
$0
$0

$342
$0
$0

$806
$225
$22
$16
$0
$0

Biennial
2027-29
$325
$112
$425
$940
$10

$0
$1,612
$450
$44
$32

$0

$88
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