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SUBJECT

A motion approving a report by on the role of alternative fuel technology fleet vehicles in achieving King County's greenhouse gas (GHG) reduction goals.

SUMMARY

The King County Council included a proviso in the 2015/2016 Budget requiring a report on the role of alternative fuel technology fleet vehicles in achieving King County’s GHG reduction goals. The report includes:

· a discussion of King County’s GHG reduction goals,
· an overview of currently available alternative fuel vehicle technologies,
· barriers to acquiring alternative fueled technology vehicles,
· Fleet Administration’s current approaches for addressing Strategic Climate Action Plan (SCAP) goals,
· finance and funding tools available for purchasing alternative fuel technology vehicles, and
· options for uniform policies to guide alternative fuel technology vehicle acquisition.

Analysis of the report includes reviewing the outcomes of Fleet Administration’s current alternative fuel technology and GHG reduction strategies, which have resulted in a six percent reduction in normalized energy use by the County’s Fleet since 2007 and a fleet made up of smaller vehicles and more hybrids since 2011. 

The analysis also includes a compilation of the status and next step for fleet climate-related policies, recommendations, and actions contained in the proviso report, 2015 SCAP, and 2015 Fleet Audit.



BACKGROUND 

Budget Proviso

In the 2015/2016 Biennial Budget, Ordinance 17941, the King County Council included Proviso P1 in Section 125, which states:

Of this appropriation, $100,000 shall not be expended or encumbered until the executive transmits a report regarding the role of alternative fuel technology fleet vehicles in achieving King County’s greenhouse gas reduction goals and a motion that approves the report, and the motion is passed by the council.  The motion shall reference the subject matter, the proviso’s ordinance, ordinance section and proviso number in both the title and body of motion.

The report shall be informed by the county’s work to update the Strategic Climate Action Plan and the performance audit of the King County 2012 Strategic Climate Action Plan.  The report shall include, but not be limited to:

A.	An evaluation of the barriers to acquiring alternative fuel technology vehicles;

B.	Options for connecting vehicle replacement policies and actions to the County’s Strategic Climate Action Plan and the GHG reduction goals;

C.	Options for uniform policies to guide alternative fuel technology vehicle acquisition; and

D.	Finance and funding tools to help agencies purchase alternative fuel technology vehicles.

Motion 2015-0401 provides for the Council’s approval a report prepared by Fleet Administration on the role of alternative fuel technology fleet vehicles in achieving King County's GHG reduction goals.

King County Strategic Climate Action Plan (SCAP) and Light Duty Fleet Audits

The 2014 King County Performance Audit of the 2012 SCAP found that King County was not on track to meet its ambitious overarching climate goals.[footnoteRef:1] Reducing energy use by County vehicles was an area where the county fell short of its 2012 goal of achieving a ten percent reduction by 2015 compared to a 2007 baseline[footnoteRef:2]. [1:  King County Performance Audit of the 2012 Strategic Climate Action Plan, page 3]  [2:  2015 SCAP, page 46] 


A key audit recommendation was to, “establish explicit, and whenever possible, quantifiable connections between the overarching climate goals and specific strategies and actions.”[footnoteRef:3] The 2015 SCAP provided quantified pathways for achieving that county’s climate goals, and the transportation pathways included using 15 percent cleaner transportation fuels and reducing vehicle miles traveled by 20 percent countywide. Another key recommendation was to “ensure that the 2015 SCAP update incorporates verifiable economic analysis of the cost-effectiveness of current and potential actions to reach SCAP targets[footnoteRef:4].” The 2015 SCAP committed to a pilot cost effectiveness assessment for at least twelve county operations commitments. According to Fleet Administration, reducing emissions from the county’s light-duty non-revenue fleet vehicles will be included in this cost effectiveness assessment. [3:  King County Performance Audit of the 2012 Strategic Climate Action Plan, page 8]  [4:  King County Performance Audit of the 2012 Strategic Climate Action Plan, page 9] 


A 2015 audit by the King County Auditor’s Office, entitled Light Duty Fleet: Costs and Emissions Could Be Reduced concluded that “Despite the efforts of agencies to reduce the cost and emissions produced by County vehicles, underutilized vehicles and fuel inefficiency are barriers to further progress.”[footnoteRef:5] Recommendations included in the audit are: [5:  Light Duty Fleet: Costs and Emissions Could Be Reduced, executive summary] 

1. To help better utilize vehicles and right-size the fleet, the County should automate vehicle use data.
2. The County Executive should update the Light Duty Utilization Policy to ensure that agencies quantify their business need for any underutilized vehicle in terms of the benefit to agency or county goals.
3. Fleet Administration should evaluate whether the use of private car-sharing programs could be a cost-effective way of providing options for employee business travel requirements.
4. The King County Sheriff’s Office should develop and implement a plan to reduce idle time by its patrol vehicles.
5. Transit and Solid Waste Divisions should improve the fuel data entry and monitoring processes and be able to demonstrate the accuracy of this data.
6. The King County Executive should update the Vehicle Equipment Acquisition Policy to ensure that vehicles are purchased at the lowest effective lifecycle cost, including a clearly articulated process for when life cycle cost analysis is required, such as for higher-risk purchases.
7. Fleet Administration should complete its efforts to update and implement its vehicle replacement model.

Alternative Fuel Technology Fleet Vehicles Report

The report includes a discussion of King County’s GHG reduction goals, with the County’s overarching goal being to reduce GHG emissions from countywide sources by 25 percent by 2020, 50 percent by 2030, and 80 percent by 2050, compared to a 2007 baseline. The specific SCAP goals, strategies, measures, and targets related to county fleets are:
· Goal: King County will increase the efficiency of its vehicle fleets and minimize their GHG emissions.
· Alternative vehicles, fuels, and technologies strategies:
· Strategy A: Use a life-cycle cost assessment, including a cost of carbon pollution, to integrate more fuel efficient vehicles and technologies into County vehicle fleets.
· Strategy B: Use proven alternative fuels that lower GHG emissions, where cost effective, with a priority focus on renewable energy or lower carbon intensity fuels.
· Strategy C: Pilot new alternative fuel programs and projects with a greater potential for reducing carbon intensity, especially when they provide opportunities to stimulate market growth.
· Strategy D: Develop a priority list of alternative fuels with the best GHG benefits and lowest carbon intensity for reference by fleet managers during life-cycle cost assessments.
· Fleet efficiency strategies:
· Strategy A: Leverage technology to maximize efficient vehicle use and implement operational strategies, such as anti-idling, fuel-saving driving techniques, car sharing, and vehicle rightsizing to reduce emissions.
· Strategy B: Conduct a countywide campaign encouraging employees to use alternative transportation, drive efficiently, and minimize resource consumption and energy use at work. 
· Measure 1: Energy use by County vehicles.
· Target 1: In its vehicle operations (excluding Metro Transit fleet vehicles), King County will reduce normalized energy use by at least ten percent by 2020, compared to a 2014 baseline.
· Target 3: Across all vehicle operations, King County will increase the usage percentage of alternative fuels in its fleets by ten percent by 2025, compared to a 2014 baseline.

The report provides an overview of currently available alternative fuel vehicle technologies, which include:  Hybrid vehicles, mild hybrids (internal combustion engine vehicles that include some of the fuel efficiency advantages found in hybrids such as stop-start technology), electric vehicles, liquid petroleum gas (propane or LPG) vehicles, compressed natural gas (CNG) vehicles, and hydrogen fuel cell vehicles. King County’s fleet includes the following alternative fuel vehicles:
· 346 hybrids (17.4 percent of the County’s on-road vehicle fleet)
· Six electric vehicles (EVs)
· 20 LPG pickup trucks and vans
· Two CNG vehicles

Next the report discusses barriers to acquiring alternative fueled technology vehicles. Those include:
· The cost of emerging technology: all advanced technology vehicles currently cost more upfront than comparable ICE vehicles. For example, hybrid vehicles can cost $5,000-$50,000 more than a comparable ICE depending on the size of the vehicle. However, lifecycle costs between advanced technology and ICE vehicles are often comparable.

· The cost of low carbon fuels: specifically related to the current high cost of biodiesel. For example, Fleet Administration has a standing order with suppliers to deliver B5 Biodiesel whenever the price is equal to or less than diesel, but that has not occurred in 2014 or 2015 to date. Other alternative fuels, such as LPG and electricity are less expensive than gasoline and regular diesel.

· Infrastructure	: the utility of alternative fuel vehicles is dependent on the availability and cost of refueling infrastructure. According to the report, CNG and hydrogen fueling stations are particularly expensive to install and are either unavailable or limited in availability in King County. LPG and EV refueling infrastructure requires less or no public capital outlay and is more widely available.

· Vehicle range: specifically related to EVs which currently have a range of 70 to 80 miles on a charge and require an average of six hours to recharge. LPGs also require more frequent refueling than ICEs.

· Acceptance among users: specifically related to EVs, a 2014 survey of County Motor Pool users indicated users felt unsure about the technology.

· Lack of dealer support: Fleet Administration has encountered issues with dealer staff unable to support them due to a lack of training in advanced technologies.

The report includes Fleet Administration’s current approaches for addressing SCAP goals. These include:
· Taking a systems approach: This involves policies and practices including a vehicle utilization policy intended to right-size the County fleet, trip planning, driver education programs, and fuel consumption reduction and anti-idling technologies.

· Replacement vehicles that are right-sized for the job: The County’s Vehicle Replacement Policy requires that when vehicles are in need of replacement, agencies replace them with the lowest cost per mile vehicle capable of fulfilling that agency’s business need[footnoteRef:6]. [6:  Vehicle Utilization Policy FES 12-16 (AEP) Section 6.4] 


· Consider advanced or alternative fuel vehicle first: This involves asking agencies replacing vehicles to first consider alternative fueled vehicles. The Vehicle Utilization Policy requires agencies to purchase the most fuel efficient vehicle capable of meeting the agency’s business needs within available budget[footnoteRef:7]. [7:  Vehicle Utilization Policy FES 12-16 (AEP) Section 6.5] 


· Purchase fuel efficient internal combustion engine (ICE) vehicles: This involves purchasing ICE vehicles that are more fuel efficient in response to new Corporate Average Fuel Economy standards.

· Telematics and other fuel-saving initiatives: According to Fleet Administration, telematics refers to systems that combine global positioning satellite tracking and other wireless communications systems for long-distance transmission of information in real time. It can be used to conduct remote diagnostics, locate vehicles, and collect and transmit vehicle usage data, which can reduce vehicle trips for maintenance and getting to and from the field, and can improve the accuracy of data collection which facilitates better fleet management decisions. This practice also involves educating fleet users on reducing idling times and employing other fuel-efficient driver behaviors.

The report then identifies finance and funding tools available for purchasing alternative fuel technology vehicles. One option in place is allowing agencies to access financing for up-front alternative fuel vehicle costs and repay through operating and maintenance savings over the life of the vehicle. This option is subject to available funding and agencies applying and meeting specified qualifications. State and federal tax exemptions and subsidies on alternative fuel vehicles and fuels are also currently available to offset costs. A tool that has been available in the past is grant funding, but Fleet Administration states that there have been no federal or state grants in recent years. 

Last, the report includes options for uniform policies to guide alternative fuel technology vehicle acquisition. Those include:
· Developing standard vehicle purchasing specifications: Within each vehicle class, a limited number of alternative fueled or fuel efficient vehicles would be made available to agencies for purchase. This would result in agencies replacing vehicles with the most fuel efficient vehicle types available, unless they can justify an exception.

· Encouraging new approaches to vehicle use: Getting work groups to rethink vehicle use through practices such as Skype meetings, choosing the smallest, most fuel-efficient vehicles, and carpooling.

· Use lifecycle cost analysis including a cost of carbon: Using lifecycle cost analysis, including the “cost of carbon” being developed internally for King County by the end of 2017, to make vehicle purchase decisions.

· Review and update vehicle use Executive Orders and policies: Ensure their consistency with SCAP goals.

ANALYSIS

Consistency with Proviso Requirements

The report is consistent with the proviso requirements.



Connection between SCAP Goals and Fleet Practices and Policies

Proviso P1 required that the report include options for connecting vehicle replacement policies and actions to the County’s SCAP and the GHG reduction goals. The policies and practices described in the report are consistent with the 2015 SCAP goals and strategies, as described in the background section above.

Results of Fleet Administration’s Efforts Regarding Alternative Fuel Vehicles and Reducing GHG Emissions

According to Fleet Administration, due to fuel efficiency policies and practices in place since 2011, there has been a significant shift in the County’s fleet from six and eight cylinder vehicles to four cylinder vehicles, an increase in the number of hybrid vehicles, and a decrease in the size and number of vans and trucks, as shown in the chart below.

Change in fleet vehicle makeup since 2011
	
	Hybrid vehicles
	4 cylinder vehicles
	6 & 8 cylinder vehicles
	1 ton vehicles
	¾ ton vehicles

	Purchased since 2011
	211
	149
	114
	42
	57

	Disposed since 2011
	36
	65
	376
	74
	41

	Net change
	175
	84
	(262)
	(32)
	16



Fleet Administration has also conducted several Alternative Fuel Vehicles pilots during that time and currently plans to expand or pilot the following:
· Purchasing eight additional LPG vans and pickups and installing propane refueling stations at the West Point Treatment Plant and the Road Services Division’s Black Diamond site.
· Piloting a CNG service vehicle in the Solid Waste Division.

Fleet Administration does not have current plans to expand the number of EVs in the fleet because their current range limitations do not fit well with the needs of most customers.

Between 2007 and 2014, King County reduced normalized energy use from its vehicle fleet by six percent. While significant, this fell short of the County’s target of a ten percent reduction by 2015. In addition to continuing current policies and practices, further efforts will need to occur to reach the County’s 2015 SCAP target of reducing normalized non-transit fleet energy usage by ten percent by 2020.
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Status of Fleet Climate Actions and Policies

The chart below shows the current status and next steps of climate-related Fleet Administration actions, policies, and recommendations contained in the proviso report, the 2015 SCAP, and 2015 Fleet Audit.
	Source
	Policy
	Status
	Next steps

	Proviso Response
	Replacement vehicles that are right-sized for the job
	Current policy
	Continue policy and pursue development of standard vehicle purchasing specifications

	Proviso Response
	Consider advanced or alternative fuel vehicle first in vehicle purchases
	Current practice
	Continue practice

	Proviso Response
	Purchase fuel efficient ICE vehicles
	Current practice
	Continue current practice and pursue development of standard vehicle purchasing specifications

	Proviso Response
	Telematics and driver education
	Telematics—Current practice on a pilot basis







Driver education—Current practice
	Completing an evaluation of current telematics pilots and will provide a recommendation for deploying on a more widespread basis

Launching promotional campaign to direct employees to the eco-driver module in SkillSoft in December 2015

	Proviso Response
	Financing up-front vehicle purchase costs through lifecycle savings
	Current practice on a case-by-case basis
	Continue to finance up-front costs if Fleet Funds have sufficient fund balance

	Proviso Response
	Developing standard vehicle purchasing specifications
	Proposed policy
	Will occur in conjunction to conducting Line of Business planning and developing a sustainability plan during the first half of 2016

	Proviso Response
2015 SCAP
	Encouraging new conservation approaches to vehicle use
	Proposed policy
	To be incorporated into the review and update of Executive Orders and policies for consistency with SCAP goals

	Proviso Response
2015 SCAP
2015 Fleet Audit
	Using lifecycle cost analysis including a cost of carbon in vehicle purchases
	Proposed policy
	Update Vehicle Acquisition Policy by March 31, 2016. Include cost of carbon in 2017.

	Proviso Response
2015 SCAP
	Review and update vehicle use Executive Orders and policies
	Proposed
	Timing of this initiative will be determined during development of Fleet Administration’s 2016 work plan

	2015 SCAP
	Use proven alternative fuels that lower GHG emissions
	Proposed Executive Order
	The Executive’s Office will develop

	2015 SCAP
	Pilot new alternative fuel programs and projects
	Current practice
	Continue practice

	2015 SCAP
	Develop a priority list of alternative fuels
	Proposed
	Timing of this initiative will be determined during development of Fleet Administration’s 2016 work plan

	2015 SCAP
	Leverage technology to maximize efficient vehicle use (anti-idling, car sharing, etc)
	Anti-idling—current practice for heavy duty equipment

Car sharing—proposed practice
	Continue current practice


Evaluate private car-sharing companies and provide a recommendation by March 31, 2016

	2015 Fleet Audit
	To help better utilize vehicles and right-size the fleet, the County should automate vehicle use data.
	Current practice on a pilot basis
	Complete telematics pilots by December 2015 and develop implementation plan by June 2016 for automating vehicle use data

	2015 Fleet Audit
	The County Executive should update the Light Duty Utilization Policy to ensure that agencies quantify their business need for any underutilized vehicle in terms of the benefit to agency or county goals.
	Proposed update to current policy
	To be completed by June 2016

	2015 Fleet Audit
	Fleet Administration should evaluate whether the use of private car-sharing programs could be a cost-effective way of providing options for employee business travel requirements.
	Underway
	Evaluate private car-sharing companies and provide a recommendation by March 31, 2016

	2015 Fleet Audit
	The King County Sheriff’s Office should develop and implement a plan to reduce idle time by its patrol vehicles.
	Underway
	Fleet Administration has researched available idle reduction technology and is working with KSCO to outfit vehicles as new patrol vehicles go into service

	2015 Fleet Audit
	Transit and Solid Waste Divisions should improve the fuel data entry and monitoring processes and be able to demonstrate the accuracy of this data.
	Underway
	Manual data entry has been improved. Fleet Administration’s telematics pilot may offer further opportunities for data collection improvements countywide.

	2015 Fleet Audit
	Fleet Administration should complete its efforts to update and implement its vehicle replacement model.
	Underway
	Researched available replacement practice and conducting pilot; will evaluate pilot to determine if the model meets needs.



The Council will have an opportunity to monitor Fleet Administration’s progress on these policies and actions during the 2017/2018 Budget review process, in annual SCAP progress reports, and in the County Auditor’s follow-up report to the 2015 Fleet Audit. These proposed actions, particularly those such as outfitting Sheriff’s Office patrol vehicles with anti-idling technology, developing standard vehicle purchasing specifications, incorporating lifecycle cost analysis into vehicle purchasing decisions, and updating fleet policies to be consistent with SCAP goals, should yield substantial GHG emissions and energy use savings over time.

Establishing Fleet Policies

Several of the practices and strategies within the report and the SCAP are proposed to become adopted policies or be administered through Executive Order within the next biennium. During the Council’s review of the 2015 SCAP in October, Councilmembers expressed a preference for Council consideration of fleet policies related to the County’s climate goals. In response, Executive staff has committed to transmit by motion any proposals that rise to the level of County policy, and to use the Council-adopted SCAP as policy guidance to update internal policies and Executive Orders related to County operations.

ATTACHMENTS

1. Proposed Motion 2015-0401 (and its attachments)
2. Transmittal Letter

INVITED

· Jennifer Lindwall, Director, Fleet Administration Division
· Megan Smith, Environmental Policy Advisor, King County Executive
· Stephanie Pure, Intergovernmental Relations, Department of Transportation
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