[image: KClogo_v_b_m2]

Metropolitan King County Council
Transportation, Economy and Environment Committee

STAFF REPORT

	Agenda Item:
	[bookmark: _GoBack]7
	Name:
	Katherine Cortes

	Proposed No.:
	2016-0159
	Date:
	July 5, 2016



SUBJECT

Proposed Ordinance 2016-0159 would adopt the 2016 King County Real Property Asset Management Plan (RAMP). Pursuant to current County Code, the RAMP is a component of the King County Comprehensive Plan (KCCP).  As such, advertising and legislative action on the 2016 RAMP needs to happen concurrently with the 2016 KCCP. 

SUMMARY

The Real Property Asset Management Plan (RAMP) is a policy guidance document for the management of the King County real property assets for which the Facilities Management Division (FMD) is responsible. It is a component of Technical Appendix A to the King County Comprehensive Plan (KCCP),[footnoteRef:1] and addresses space standards, current and future space needs, a policy framework regarding County facility development, and the County facility planning work program. [1:  Intended to meet the Capital Facilities Element requirement of the Growth Management Act in RCW 36.70A.070. The 2016 King County Comprehensive Plan is Proposed Ordinance 2016-0155.] 


BACKGROUND 

King County Code Requirements 
20.12.100 Real property asset management plan. The 2013 real property asset management plan, formerly called the county space plan, dated June 3, 2014, and consisting of real property asset management policies, practices and strategies, including planning policies, locations of county agencies and implementation plans, [the]* updated 2012 work space survey results, short term space planning and moves and reference legal authorities and King County space standards, is adopted as a component of the capital facilities element of the Comprehensive Plan. The real property asset management plan dated June 3, 2014, shall govern development of all facility master plans, facility program plans and the capital improvement program and lease requests for space housing county agency operations.

The executive shall update the current and future space needs and implementation plans of the real property asset management plan and submit them to the council as amendments to the real property asset management plan by March 1 of every fourth year, beginning on March 1, 2016, as a part of Technical Appendix A and as a component to the Comprehensive Plan. Any proposed policy changes occurring within the four-year period shall be included in the annual Comprehensive Plan updates in accordance with K.C.C. 20.18.030.B.7. (Ord. 17839 § 2, 2014: Ord. 17171 § 2, 2011: Ord. 15328 § 2, 2005: Ord. 14515 § 1, 2002: Ord. 10810 § 1, 1993).

The 2016 RAMP was transmitted by the Executive as Proposed Ordinance 2016-0159 on March 1, 2016.  It includes three main sections:  1) Facility Management Policies; 2) Policy Implementation Strategies; and 3) Space Use and Planning.

The 2016 RAMP includes 56 Facility Management Policies.  According to the 2016 RAMP, this collection of policies “sets the direction for the management of real property assets,” ensuring that “real property asset [management] and workspace activities demonstrate sound stewardship and value to county operations.”  The 56 individual policies (some with explanatory text) are grouped into categories such as Financial Policies, Building Operations and Maintenance, and Facility Location Policies.  

The 2016 RAMP also includes, in the Policy Implementation Strategies and Space Planning sections, narrative information on current FMD projects and initiatives, such as parking program changes, transitioning the King Street Center to County ownership, and space plans for the Chinook Building.  It is likely that most of these projects will be completed well before the next RAMP is considered in 2020.  

ANALYSIS

What’s new in the transmitted 2016 RAMP?

Facilities Management Policies 
The 2016 RAMP revises 24 of the 56 facilities management policies and revises the narrative support for several others. Two policies (49.0 and 52.0) are deleted and combined with 51.0, regarding vacating space. The RAMP also includes one new policy (24.0) under Workplace Design. These changes are shown in strikethrough and underline throughout the Facilities Management Policies section. 

Real Property Asset Management Policies (1.0 – 5.0)
Changes in these policies and narratives primarily correct references. They also include making 4.0 (regarding the quality and accessibility of real property asset information) aspirational rather than directive. Policy 3.0 (unchanged from prior RAMP) sets a timeliness value for disposition of underperforming assets that is not comprehensively addressed for other space management functions, such as relocations or renovations of existing facilities.

Financial Policies (6.0 – 9.0)
No changes are made to these policies, although the narrative modifies the mix of factors for consideration in cost analyses. In addition, the 2016 RAMP update’s discussion of Inadequacies in General Government Facilities Major Maintenance Funding (#2 in the Policy Implementation Strategies section) raises some reasons that the preference for ownership rather than leasing (Policy 9.0) may warrant reconsideration. Primarily, the issue presented in Policy Implementation Strategy #2 is that “the continuing decline in General Fund support for major maintenance has created an upward spiral of deferred maintenance” and the more than $150 million backlog “represents increasing risks of system shutdowns or catastrophic failures.” Given underfunding of major maintenance, the 2016 RAMP suggests that “the economic benefits of ownership may be lost.”

[bookmark: _Toc448993359]Building Operations and Maintenance; Major Maintenance Policies (10.0-15.0)
Changes to the narrative to Policy 10.0 specify that levels of FMD service will be defined with consideration of both FMD and agency budgets, rather than FMD’s budget only. Revisions to Policy 13.0 with respect to preventive and major maintenance highlight that such practices are constrained by budget. Executive staff emphasize within and outside the RAMP that “current General Fund revenue capacity is not sufficient to fully fund the building systems major maintenance.”

[bookmark: _Toc448993360]Workspace Design Policies (16.0-24.0)
Changes to these policies and narratives would support the idea of countywide Space Standards (the first of the Policy Implementation Strategies presented in section II.B of the 2016 RAMP update, described below) as opposed to a more informal or ad hoc application of workspace values and concepts. Executive staff acknowledge that these policies remain aspirational, guiding principles, which may require exceptions for older or otherwise system-limited spaces. However, the overall shift is toward further FMD emphasis on compliance with standards to increase efficiencies and provide clarity to customer agencies. Executive staff specifies that, per the Office of Labor Relations, these objectives are the prerogative of management and not a subject of mandatory bargaining. They further assert that the Space Standards would be applied prospectively, as elements of planned moves or space changes, not retroactively to all occupied County workspaces. They advance the argument that the County will gain financial efficiencies from greater standardization, but provide no supportive cost/savings analysis.

Policy 21.0 is revised to be prescriptive, rather than aspirational, with respect to the use of modular furniture. This policy indicates that the “County shall pursue space design that results in moving people not furniture wherever possible.” Executive staff indicate that “creating spaces that need little or no change to accommodate future users will significantly reduce costs,” but provide no analysis of potential savings or the risk of off-setting productivity impacts.

Policy 24.0 is new to the 2016 RAMP, requiring tenant agencies that customize county-owned space to cover the costs of returning the space to its original configuration upon vacation. Executive staff report, but the RAMP does not specify, that “this policy would not apply to specialty space (labs, clinics, detention areas, courtrooms).” 

Facility Location Policies (25.0 – 32.0)
Revisions to policies 25.0 – 29.0 are minor and technical: updating references to state law and the portfolio of County justice facilities, making statements more precise and reflecting the County’s shift away from operational master plans to other planning frameworks (as directed in Ordinance 17834).  

Policies 30.0 – 32.0 are deleted to remove outdated or completed direction on specific facilities or functions (co-location of the Executive and Council, space conversion at the Maleng Regional Justice Center and the study of potential relocation of Work Education Release) from inclusion in the RAMP, though the numbering is retained. Executive staff indicate that removing policy 30.0 on co-location of the Executive and Council is intended to “initiate a discussion … regarding the continuation of past policy,” as this policy as previously framed represents an exception or divergence from the policy of considering multiple variables when making location decisions, encapsulated in Policy 29.0. Accepting the deletion of this policy in the RAMP would not proscribe Council from supporting separate or co-located options for Council and the Executive in future, nor are there any specific plans being advanced by Executive staff for moving either Council or the Executive.

[bookmark: _Toc448993362]Building Design Policies (33.0 – 39.0)
Revisions in this section are minor, strengthening references to state regulation and County Code. The revision to policy 35.0 further recognizes that seismic standards are established in local building codes, and more appropriately describes the County’s role in establishing occupancy standards for County tenants given those standards.

[bookmark: _Toc448993363]Disaster Preparedness and Security Planning (40.0 - 42.0)
The only substantive change in this section adds “infrastructure failure” to the list of emergency situations for which the County will have facility-specific emergency operations plans. Executive staff define infrastructure failure as “the building is temporarily or permanently unsafe or unusable for its intended purpose due to infrastructure failure involving major systems such as physical structure, electric power provision, or heating and ventilation.”

Sustainability policies (43.0 – 45.0)
No significant changes. Revisions generalize references to the King County Strategic Plan Environmental Sustainability Goal.

The policies that follow (46.0 – 56.0) were previously (2013 RAMP update) grouped in a separate section as “Space Consolidation and Near-Term Move Principles.” It appears reasonable to group them more generally with Facilities Management Policies, to create a more unified broad policy framework for management of the County’s real assets.

Leasehold interests (46.0 – 47.0)
The only change (to the narrative of policy 46.0) is to redefine the situations in which a County tenant would retain the lease obligation following vacation, to specify application when more than one County agency occupies a leasehold and to include the Chinook Building (previously considered an exception, along with King Street Center).

Vacating Space in General Government Buildings (48.0 – 54.0)
[bookmark: _Toc448993367]These revisions simplify the language and more clearly align the policies to indicate what type of space (“reconfigurable”) tenant agencies will get savings credit for vacating, and the form and timing of such relief.  They also update references to biennial, rather than annual, budgets, although not entirely consistently.

In addition, a policy on carrying out major repairs and upgrades prior to a building sale and reimbursing the major maintenance fund from the sale is moved to the subsection above entitled “Building Operations and Maintenance; Major Maintenance Policies.”

Surplus Personal Property (Enhanced Policy) (55.0 – 56.0)
Minor revisions to reflect status quo arrangements for directing the recycling of drywall as part of project contracts rather than as a separate item.
[bookmark: _Toc448993368]
Policy Implementation Strategies
The 2016 RAMP proposes seven “Policy Implementation Strategies” or initiatives to address issues and meet policy objectives presented in the 56 policies described above. These Policy Implementation Strategies are summarized in Table 1.

Table 1: RAMP Policy Implementation Strategies

	Implementation Strategy
	Budget request? 
	Staffing
	Timing 

	Proposal to Develop New King County Office Space Allocation Standards 
	approx. $50,000 workshop or consultant costs
	Operations Group standard work 
	Estimated completion of standards YE 2017

	Inadequacies in General Government Facilities Major Maintenance Funding
	priority 2017/18 budget issue likely to be addressed to the extent possible given GF shortfall
	existing staff of the Capital Planning and Development Section, supported by Operations Group & PSB
	2017/18 budget item – ongoing implementation

	Proposed Restructuring of General Government Occupancy Charges
	anticipated implementation in 2017/18 budget
	existing staff of the Operations Group and PSB
	Complete if implemented in 2017/18 budget

	Developing Integrated Asset Management Tools
	Initial component funded in 2015-16 omnibus supplemental 18239 (Feb 2016); complete IT project proposal anticipated in 2017/18 budget
	one-time and ongoing staff resources from FMD and KCIT
	TBD

	Transitioning King Street Center to County Ownership and Operation
	Management costs anticipated in 2017/18 budget
	Mandatory support from all FMD sections – chartered project team
	Title transfer 6/1/17

	Managing County Parking Facilities
	Proposal anticipated in 2017/18 budget
	Operations Group –likely to require reallocation of existing staff 
	

	Environmental Sustainability for King County-Owned and Leased Buildings
	As in the 2015/16 budget, 2017/18 budget anticipated to include an investment pool available to fund energy and water efficiency projects that have a satisfactory forecast payback schedule
	dedicated staff resources from both the Operations Group and Capital Planning and Development
	project-by-project approach



Executive staff characterize these initiatives as necessary and pressing to effectively manage risk and County resources and real assets. They make the following statements with regard to the staffing and resourcing of these initiatives: 

“The elimination of the Strategic Initiatives section in FMD’s 2015/16 operating budget was a conscious move to eliminate an FMD line of business: long-term strategic planning for the County’s capital investments in facilities. The assumption was that strategic planning would be conceptualized and funded on an issue-by-issue basis. Each planning initiative will require careful assessment of existing staff skills and availability and the development of a mobilization plan and supplemental funding requirement that address the specific scope of the issue being studied.  

The list of strategic initiatives shown in the RAMP reflects the fact that strategic planning is now carried out on an ad hoc basis with the existing staff supporting FMD operations and related operational strategies. These efforts are different in nature and required skill sets and experience from long-term strategic facility planning such as the Civic Campus master plan concept.”

Space Use and Planning
The 2016 RAMP provides some information about the status of past space planning initiatives and the labor-intensive aggregation method by which they collect and review occupancy data, as well as FTE growth assumptions by department (RAMP pages 44-45) and usable space per employee targets by building (p. 46). This information provides minimal context for the near-term space plans by building (for nine buildings) and longer-term initiatives for several larger projects (including the downtown civic campus and Courthouse revitalization, and space needs for the Department of Public Defense) presented in the Space Use and Planning section.

Other vehicles for Councilmember consideration of space plans
For these near-term and longer-term space initiatives in the RAMP, staff have identified and collected in Table 2 below other legislative vehicles and anticipated vehicles through which Council may receive more information and offer policy input. 



Table 2: RAMP Space Planning Items and Vehicles for Council Consideration

	RAMP item (page #)
	Other current or anticipated vehicle for Council consideration

	King Street Center (KSC) (47)
	See Strategic Facilities Plan for Downtown Civic Campus (DCC) item below. Council has authorized FMD to lease some space at KSC to private entities.

	Chinook (53)
	See DCC item below.

	Admin Building (59) 
	See DCC item below.

	King County Courthouse (65)
	See DCC and Courthouse Revitalization summary below.

	Yesler (69)
	FMD reported to the Law & Justice committee that Community Corrections Division will likely remain in the Yesler Building. 
See DCC item below.

	Maleng Regional Justice Center (RJC) (73)
	No current proposal. District Court buildout is complete and there isn't any room for other changes within the existing footprint. 

	Blackriver (76)
	2017-18 Biennial Budget Capital request expected for construction funds for AFIS.

	Children and Family Justice Center (CFJC) (79)
	-Quarterly briefing anticipated for July 6 Committee of the Whole, potentially including quarterly report (required by Ord 17972) on progress toward achieving the apprenticeship targets and Small Contracting and Suppliers (SCS) utilization goal starting “before the issuance of the [Notice to Proceed] for construction.”  
-PM 2016-0139 (Economic Opportunity and Empowerment Program plan) and PO 2016-0161 (surplus land disposition) in Budget and Fiscal Management committee 

	Harborview Hall (80)
	Renovation plan expected as soon as tenancy plans can be agreed upon. 

	Strategic Facilities Plan for Downtown Civic Campus (DCC) (82)
	PM 2016-0158 (approving scoping report process), slated for second briefing in Government Accountability and Oversight (GAO) committee on July 12.  The scoping report indicates that the following buildings and property could be included in a Strategic Facilities Plan for the Downtown Civic Campus: Courthouse, Chinook Building, Administration Building, vacant land adjacent to the Goat Hill Parking Garage, Yesler Building and Fourth and Jefferson Building.  Three other facilities were viewed as components of the study due to proximity to the Civic Campus: King Street Center, King County Correction Facility, and Goat Hill Garage.

	Courthouse Revitalization (83)
	PM 2016-TBD September 2, response to building analysis proviso, being reviewed with the DCC

	Archives & Records Warehouse (84)
	Per Executive staff, continuing discussions with Seattle Housing Authority to evaluate what partnership opportunities are feasible.  Timing and transmittal of specific proposals unknown at this time. Executive staff recommends formal or informal briefing for Council regarding discussions over summer months.

	Department of Public Defense (DPD) (86)
	Kent lease for 70+ DPD employees was authorized by Ordinance. Additional Kent space is being sought by FMD.  Multiple leases in downtown Seattle through 2017 and beyond; Central building lease pending.  
A lease consolidation market search is underway to determine the feasibility to relocate DPD to a downtown office building leased space with close proximity to the Courthouse. Executive staff recommends formal or informal briefing for Council regarding discussions over summer months.

	Public Health (87)
	PO 2016-0244 former Auburn Public Health Clinic sale given a Do-Pass recommendation in BFM 6/22.
Purchase and Sale and lease transmittals pending for Northshore and Renton

	E-911 [not in 2016 RAMP]
	Lease and tenant improvement proposal transmitted to County Council in May.

	Transit Security [not in 2016 RAMP]
	Lease proposal likely to be proposed in the second half of 2016.



Consistency with adopted policies and plans
Executive staff have identified three major projects which have experienced a significant change in course or timeline since the 2013 RAMP:

· Executive staff report: “Harborview Hall and the corresponding space allocated to [Involuntary Treatment Act (ITA)] court has been delayed due to the lengthy three party negotiations between King County, the University of Washington and Harborview Hospital.  Recent developments in the space allocation commitment negotiations have helped clear the way to getting the Harborview Hall transmittal to Council.” The nature of these developments and the timing for transmittal to Council is still not clear. Council requested and received a report on ITA court space constraints via motion 14370 in 2015. A small accommodation of attorney office space nearby has relieved some immediate space pressure on the court, as has a shift toward video hearings which is now being reviewed in the Council’s Health, Housing and Human Services (PM 2016-0212). 

· Executive staff further report that “the Yesler Building redevelopment plan which would have required a move of the [Community Corrections Division (CCD)] program to facilitate consolidation of [the Department of Public Defense (DPD)] in the Yester Building has been put on hold.  In order to expedite the benefits of consolidating DPD staff in a single building there is an initiative underway to locate suitable leased space [for at least a 10-year period]… The current assumption is that Community Corrections will remain in the Yesler Building over the medium term.  It is likely that Community Corrections will remain in the Yesler Building for at least 5 years.” Executive staff note that any plan to reduce vacancy and occupy the upper floors at Yesler would require substantial capital investment, not currently contemplated, to cure major maintenance issues.

· Executive staff describe the current state of the Blackriver building as follows: “The Blackriver Building was proposed for sale in the in the 2013 RAMP but a proposal to move the [Automated Fingerprint Identification System (AFIS)] facility to the Blackriver Building has been previewed with Council in an early 2016 proviso.  The 2017/2018 budget will include a proposal to implement the AFIS facility needs funded in a voter approved levy.” Additional tenants (external and internal to the County) are also being considered for this facility.



General RAMP Issues for Council Consideration
Content: King County Code (20.12.100) requires the RAMP to “update the current and future space needs and implementation plans” during the four-year KCCP update cycle.  Any “proposed policy changes” to the RAMP can be considered during the annual KCCP update cycle.  

The 2016 RAMP (and previous RAMPs) includes point-in-time information on the County’s real property assets.  Councilmembers may wish to consider the long-term nature of the RAMP and how that may impact what Councilmembers wish to see in the RAMP, i.e., whether the inclusion of near-term projects is valuable in a document updated on a four-year cycle.  In the 2016 RAMP, for example, detailed discussions of planned near-term moves in the Chinook Building and King Street Center are included; these projects are likely to be completed prior to 2020, when the next RAMP would be adopted.  

In order to better calibrate the timing of transmitted information to opportunities for feedback and re-direction, the Council may wish to require more frequent updates on FMD’s near- and long-term space planning efforts (for example, in an annual report to Council, distinct from the RAMP). 

Additionally, while the County Code currently requires that the 2016 RAMP must be adopted concurrently with the Comprehensive Plan, the Council may wish to consider decoupling RAMPs from the Comprehensive Plan. Staff has been discussing with legal counsel how this could most efficiently be accomplished if the Council wishes to pursue this option.  Because the RAMP is itself an integrated document, the split should be made wholesale rather than piecemeal (i.e., it is not practical to pick-and-choose specific sections of the RAMP to be retained within the Comprehensive Plan), though some high-level policy language may need to be integrated into Chapter 9 Services, Facilities and Utilities to provide general policy direction to the RAMP.

Detail: Councilmembers may wish to consider what level of detail they would like to see in the Facility Management Policies.  The Code does not provide guidance on the level of specificity.  In reviewing the 2016 RAMP, most policies appear to be of a general nature.  Some, however, are quite specific.  

Examples:
· Policy 3.0:  The County will dispose of its underutilized and non-performing assets in a timely manner, reducing lost opportunity costs and maximizing benefit.

· Policy 48.0 To be considered reconfigurable, space must be accessible from the building’s common corridors, must have access to the building’s common amenities, and must be of sufficient contiguous size as to accommodate another viable tenant.  A space is not considered vacant until after non-contiguous spaces are consolidated into a contiguous vacant and useable space.

Councilmembers may wish to provide guidance on whether some level of detail might be most efficiently omitted from a policy document and considered as part of operational or implementation activity from year to year or by project.

ATTACHMENTS

1. Proposed Ordinance 2016-0159, including Attachments
2. Transmittal Letter
3. Fiscal Note

INVITED

· Anthony Wright, Director, Facilities Management Division
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