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SUBJECT

An ordinance approving the King County Regional E-911 Strategic Plan and establishing the King County regional E-911 Advisory Governing Board.

SUMMARY

Proposed Ordinance 2018-0069 would approve the King County Regional E-911 Strategic Plan (“the Plan”) and its Appendices and establish the King County Regional E-911 Advisory Governing Board (“Regional Advisory Governing Board” or “Board”) as set forth in the Plan. 

Developed through a multi-year process with numerous regional partners, the Plan provides strategic direction to the King County regional E-911 system, comprised of the King County E-911 Program Office and the twelve public safety answering points (PSAPs).  It specifically addresses financial and technical challenges associated with implementing a new system architecture for Next Generation 911 (a federal initiative to modernize 911 systems) and ongoing operation of the regional E-911 system.  The proposed ordinance would also replace the current Interim Advisory Group, established in Ordinance 18139, with a Regional Advisory Governing Board assigned specific membership, roles, responsibilities and decision-making processes.

The Regional Advisory Governing Board could make recommendations to the King County E-911 Program Office, the King County Executive, and the King County Council, subject to approval of (1) 40% of the PSAPs present and voting and (2) PSAPs representing 60% of the call volume of the King County regional E-911 system.

The Plan anticipates that, over the next six years, the Regional Advisory Governing Board will work with the E-911 Program Office to replace the current decentralized technology architecture with a single platform architecture solution and also to balance expenditures and revenues to avoid a forecast $70 million cumulative budget deficit over the next 10 years.  The Plan illustrates ways in which the financial situation could be stabilized through a series of efficiencies, both at the county and the PSAPs, coupled with establishing expanded or new revenue sources.  



BACKGROUND 

Enhanced 911 (E-911) System

The Enhanced[footnoteRef:1] 911 System in King County (E-911) is a partnership between King County and 12 independent Public Safety Answering Points (PSAPs) which provide 911 call answering and dispatch services for local jurisdictions (see list of PSAPs on Table 1, below).  King County's E-911 Program Office is housed within King County’s Department of Information Technology.[footnoteRef:2]   Each PSAP, reporting to its local stakeholders, is responsible for the 911 call answering, interview, and dispatch of public safety agencies.   The E-911 program is funded by excise taxes from land line, wireless and Voice-over-Internet-Protocol (VoIP) phones.  The E-911 Program Office distributes a portion of the excise taxes to the PSAPs in accordance with state statute to defray the costs of 911 call handling.  PSAPs are responsible for the costs of dispatching and other operations.  [1:    "Enhanced" includes network switching, database and PSAP premise elements capable of providing automatic location identification data, selective routing, selective transfer, fixed transfer and a call back number]  [2:  Ordinance 18551, adopted in July 2017, moved the E-911 program and funding from the Office of Emergency Management in the Department of Executive Services to the King County Department of Information Technology.] 


Table 1.  PSAPs in King County[footnoteRef:3] [3:  Per E-911 Program Office, 1/24/18] 

	 Public Safety Answering Points in King County (with % of 2017 call volumes)

	Bothell Police Department (.8%)
	Redmond Police Department (1.1%)

	Enumclaw Police Department (.2%)
	Seattle Fire Department (5.6%)

	Issaquah Police Department (.8%)
	Seattle Police Department (29.4%)

	King County Sheriff's Office (16.7%)
	UW Police Department (.2%)

	North East King County Regional Public Safety Communication Agency (NORCOM)[footnoteRef:4] (8.7%) [4:  NORCOM serves the following emergency service providers:  Bellevue Police and Fire, Bothell Fire, Clyde Hill Police, Duvall FD 45, Eastside Fire and Rescue, Fall City FD 27, Kirkland Police and Fire, Medina Police, Mercer Island Police and Fire, Normandy Park Police, Northshore Fire, Redmond Fire, Shoreline Fire, Skykomish Fire, Snoqualmie Fire, and Woodinville Fire & Rescue, per NORCOM, 1/24/18] 

	Valley Communications Center[footnoteRef:5] (22.6%) [5:  ValleyCom serves the following emergency service providers: City of Algona Police, City of Auburn Police, City of Black Diamond Police, City of Des Moines Police, City of Federal Way Police, City of Kent Police, City of Pacific Police, City of Renton Police, City of Tukwila Police, Burien/Normandy Park FD 2, Enumclaw Fire (the City contracts with the Fire District so not City of Enumclaw Fire), King County Medic One, Maple Valley Fire & Life Safety FD 43, Mountain View Fire & Life Safety FD 44, North Highline Fire, Kangley/Palmer FD 47
Puget Sound Regional Fire Authority (covering City of Kent, City of Sea Tac and KCFD 37), South King Fire and Rescue (covering City of Federal Way, KCFD 26-Des Moines), Skyway FD 20, King County International Airport (Fire and EMS), Valley Regional Fire Authority (Auburn, Algona & Pacific), Vashon Island Fire and Rescue, per ValleyCom, 1/24/18
] 


	Port of Seattle Police Department (.7%)
	Washington State Patrol (13.2%)



Next Generation 911.  The E-911 Program Office and the PSAPs have been working since 2005 to transition to what is known as Next Generation 911 (NG911), a federal initiative to modernize systems and networks receiving and transporting all forms of emergency calls including non-voice (multi-media) messages in a reliable, accurate, and secure manner.[footnoteRef:6]  Today, NG911 networks allow transmission of text/photo/video-to-911, allow for better location identification, and receive automatic collision notification from vehicles and data from medical devices.  King County’s transition to NG911 technology has been constrained by the State 911 Emergency Services IP network (ESInet)[footnoteRef:7], resources and difficulties in gaining agreement about strategic direction and decision making processes. The transition presents increased complexity in program and project management as well as significant security vulnerabilities that require advanced planning and expertise.[footnoteRef:8]  In June 2015, the King County Auditor’s Office recommended creation of a governance mechanism, establishment of a financial baseline of required spending and estimated revenues, and suspension of NG911 projects pending creation of an NG911 implementation plan and vetting of the plan with stakeholders.[footnoteRef:9] [6:  Excerpt from NENA document “what is NG9-1-1?” http://c.ymcdn.com/sites/www.nena.org/resource/resmgr/ng9-1-1_project/whatisng911.pdf ]  [7:  Washington State 911 is currently deploying a new statewide ESInet (ESInet II) that will allow full NG911 features and functions]  [8:  Per King County Regional E-911 Strategic Planning Process Report, May 31, 2016. ]  [9:  http://www.kingcounty.gov/depts/auditor/auditor-reports/all-landing-pgs/2015/e-911-2015.aspx ] 


Strategic Plan Scoping Committee.  On October 26, 2015, the Council, with concurrence from the Regional Policy Committee, adopted Ordinance 18139, creating a Strategic Plan Scoping Committee.  The Ordinance charged the Committee with recommending by May 31, 2016 a planning process and framework for creation of an E-911 Strategic Plan to address financial, strategic and technological challenges associated with implementation of the NG911 technology.  

Interim E-911 Advisory Group. Ordinance 18139 also established an Interim E-911 Advisory Group (IAG) to advise and consult with the King County E-911 Program Office, pending completion of an E-911 Strategic Plan and establishment of an ongoing decision making and/or governance system[footnoteRef:10].  Per the Ordinance, the IAG does not provide recommendations on day-to-day operational issues. Prior to taking any action contrary to an IAG voted recommendation or impasse, the King County Executive must provide written notice and rationale for the action(s) to the IAG and the King County Council prior to the IAG’s next scheduled meeting. [10:  Ordinance 18139 defined the IAG membership as four voting members representing the PSAPs operated by the King County Sheriff; the City of Seattle; the City of Bothell, the City of Enumclaw, the City of Issaquah, the Port of Seattle, the City of Redmond, the University of Washington, and the Washington State Patrol, collectively; and, Valley Communications and NORCOM, collectively; and one non-voting member from the E-911 Program Office.  Each PSAP without a designated voting member may designate a non-voting member.] 


Regional E-911 Strategic Plan.  Upon receipt of the Scoping Committee’s Strategic Planning Process Report,[footnoteRef:11]  the Executive appointed and the Council approved by Motion 14679[footnoteRef:12] a 16-member multijurisdictional Leadership Group to complete by December 31, 2017 a Strategic Plan that would be transmitted to the Executive and the County Council. The Leadership Group was supported by a formal staff Planning Group, which was appointed to consider recommendations from three task forces (Technology and Operations, Finance, and Governance). Attachment 5 lists members of the groups and task forces.   [11:  https://mkcclegisearch.kingcounty.gov/LegislationDetail.aspx?ID=2736968&GUID=000F4846-4D8E-4DB2-BD57-E7FF81496F63&Options=ID|Text|Attachments|Other|&Search=scoping+committee ]  [12:  Motion 14679] 


On November 9, 2017, the Leadership Group voted unanimously to approve the Plan and directed the Planning Group to make final edits.  The Executive transmitted the Plan to the King County Council on January 11, 2018.  The Plan establishes a vision, mission, values, goals, core services and principles for the regional E-911 system.  It also recommends a governance and decision structure, a technology investment structure, a 10-year sustainable financial plan, and an implementation timeline, as summarized below. 

Governance and Decision-Making

Authority.  The Regional Advisory Governing Board could make recommendations to the King County E-911 Program Office, the King County Executive, and the King County Council on items within its specific purview. 

Roles and Responsibilities. The Board could advise on:
· Proposed E-911 system and Program Office biennial operating and capital budgets[footnoteRef:13] [13:  Subject to the County budget process and timeframe] 

· Projects and expenditures to enhance, modernize, or upgrade the E-911 system
· Federal and state legislative strategies
· System performance standards, measures, and monitoring 
· Revenue and finance plan monitoring and revisions
· Strategic project proposals, projects, expenditures, implementation, and schedules associated with NG911 technologies
· Strategic planning for the regional E-911 system
· Modifications to the funding formula or changes to revenue distributions to PSAPs
· Discretionary Program Office or PSAP requests
The E-911 Program Office can act without a Board recommendation on expenditures within the authorized biennial budget to support operation, maintenance and security of the E-911 platform and network to the PSAPs, as well as on administrative matters.

Structure, Quorum, and Voting.  The Board would consist of one representative appointed by the Director of each PSAP (alternates would not vote)
· A quorum would require 50% plus one of the total Board membership, as well as PSAPs that cumulatively represent 60% of call volume of the King County regional E-911 system.
· For a vote to pass, it would have to be approved by (1) 40% of the PSAPs present and voting and (2) PSAPs representing 60% of the call volume of the King County regional E-911 system.
· Minority recommendations could be filed and would be forwarded with the action of the majority

Decision Making and Dispute Resolution  
· Joint decisions:  If the Executive rejects or modifies a joint decision from the Program Office and the Regional Advisory Governing Board, the Board could request reconsideration
· Contested decisions:  If the Program Office rejects or modifies a Regional Advisory Governing Board recommendation, the Board could:
· Accept the Program Office’s position
· Seek compromise, or
· Appeal to the County Executive 
· Upon the Executive’s decision, the Board could appeal for reconsideration
· Budget issues would have to be deliberated within the County budget process and timeline
· Upon Executive transmittal of legislation, the Regional Advisory Governing Board could support, oppose or request an amendment through the Council’s public legislative process
Implementation and Start-Up. 
· The Plan recommends that the King County Executive transmit by January 2018 and the Council approve by April 2018 the Regional E-911 Strategic Plan and establish the Regional Advisory Governing Board.   
· Upon approval of Proposed Ordinance 2018-0069, the Regional Advisory Governing Board would replace the Interim E-911 Advisory Group. 
· The Plan recommends that the King County Executive work with the Regional Advisory Board to draft a new contract with all PSAPs by the end of 2018. 

Technology Investment Structure

System architecture.  The Plan identifies system architecture as a major investment affecting how King County will best meet NG 911 needs and recommends a specific approach as follows:

· Replace the current decentralized technology architecture with a single platform architecture solution.  This would move the core elements of the 911 telephone system infrastructure from each individual PSAP to a multi-node host platform (up to 4 nodes, with one in Eastern Washington and a ‘test node’ if required).

· Proceed with an implementation process, including:
· updating cost estimates; 
· developing detailed requirements, and evaluating staffing needs; 
· clarifying technical roles and responsibilities between E-911 Program; Office and PSAP technical staff;
· addressing emerging security changes;
· completing a request for proposal process; and
· detailed design, installation, testing, training, and cutover processes.

· Recognize that additional information may modify the course of action.

10-Year Sustainable Financial Plan. The Plan recommends that decision-makers balance expenditures and revenues to avoid a forecast $70 million cumulative budget deficit over the next 10 years.  The Plan recommends the following actions, with specific tasks identified through 2022:

· Capture potential savings to network, security, and vendor contracts presented by the deployment of the state’s new version of its system for rerouting emergency calls (ESInet II) and a new system architecture
· Create a cost-efficient and operationally sound staffing model for deploying and maintaining E-911 equipment and software.
· Define E-911 service responsibilities and funding of PSAPs to specify: 1) which E-911 services they will deliver; 2) what levels of service are suitable for the system; and, 3) what level of revenue support is commensurate with those responsibilities.
· Find reforms to the existing excise tax that are more adequate and resilient for the needs of the E-911 system.
· Continue to create a set of defined financial policies and procedures.
ANALYSIS

This analysis describes the most significant ways in which the proposed regional E-911 Strategic Plan differs from existing policy and practice.

Regional Advisory Governing Board.  Prior to formation of the Regional E-911 Interim Advisory Committee in October 2015 by Ordinance 18139, the E-911 Program Office managed the E-911 system through a combination of contracts with the PSAPs and ad hoc meetings individually and collectively with the PSAP directors.  In its June 23, 2015 Audit of the 911 System,[footnoteRef:14] the King County Auditor found that “The current informal governance system used by the E-911 Program Office to get feedback and provide information to the PSAPs is not working well.”  Ordinance 18139 directed the Scoping Committee to address the planning processes and questions needed to define “an ongoing decision making or governance structure for implementing and achieving the vision and goals of the regional King County E-911 system, including a conflict resolution process...” [14:  https://www.kingcounty.gov/~/media/depts/auditor/new-web-docs/2015/2015-e-911/e-911-2015.ashx?la=en ] 


The Proposed Ordinance approves the governance and decision structure of the King County regional E-911 Advisory Governing Board “as set forth in the Strategic Plan… along with the Appendices.”  It also calls for the Board to “inform and advise the King County E-911 Program Office, the King County executive and the King County Council, on subjects that effect [sic] the King County regional E-911 system and operations and finances of the public safety access points.”  The Plan defines the Regional Advisory Governing Board’s roles and responsibilities as described above in the background section of this staff report.  The Program Office is not subject to recommendations from the Regional Advisory Governing Board on expenditures within the authorized biennial budget to support operation, maintenance and security of the E-911 platform or on network administrative matters including project planning, budget and management, vendor delivery oversight and compliance on approved projects.

Funding Shortfall.  The executive’s 2015/16 proposed biennial budget forecasted a $3.4 million deficit for the 2017/18 biennium in the E-911 Program operating fund.  The Plan updates that forecast and projects that, absent any expenditure or revenue changes, the fund balance will go negative in 2023.  The Plan finds that the current level of spending is not sustainable with projected revenue.  

Baseline Budget.  The King County Auditor’s June 2015 report advised that King County and E-911 stakeholders must agree on a baseline budget to resolve financial challenges.[footnoteRef:15]  As part of the strategic planning process, the Finance Task Force created a financial model that allows for sensitivity analysis of expenditure and revenue assumptions.  That model was used to project incremental impacts of various potential expenditure and revenue decisions. [15:  Ibid.] 


Financial Plan.  The Plan identifies a series of actions that could improve the long term financial sustainability of the E-911 Regional System, explaining that:

“… the recommended implementation of a sustainable financial plan will rely on the outcomes of major milestones that will occur over the next two to five years as both network and technology deployment occurs.” (p. 31)

The Plan recommends that the Governing Board consider a number of measures over time and provides a “projected timeline” for a combination of expenditure reductions and revenue options, which could include some or all of the following measures listed in Table 2 below to partially or fully offset a forecasted 2017-2026 deficit of $70.26 million:

Table 2.  Potential Savings and Revenue to Offset Forecast E-911 Deficit
	Potential Savings
	Description
	High End 10-Year Savings Estimate  ($ millions)

	ESInet II contract
	Some connection fees paid to the state could be reduced or eliminated with new state system
	($10.3)

	Vendor Maintenance Contract
	Potential savings from new system architecture
	($2.8)

	Security Contract
	Potential savings from new system architecture
	($12.1)

	Operations and Maintenance FTEs
	Redeploy existing staff
	($3.7)
 (low end)

	Other PSAP E-911 Services
	Establish baseline services and revenue support
	($11.67)

	SUBTOTAL SAVINGS OPTIONS
	($40.57)

	Potential Revenue
	Description
	10-Year Revenue Estimate ($ millions)

	One Time Funding Options
	To be determined
	$7.34

	New Revenue Solution
	Could include increasing current excise tax; new consumption tax on telecommunications; public safety sales tax; property tax
	$15.3 - $46

	SUBTOTAL REVENUE OPTIONS
	$22.6 - $53.34

	NET OFFSET TO $70.26 MILLION DEFICIT (Min. to Max.)
	$2.8 - $93.91 million


The Plan also recommends development of comprehensive E-911 financial management policies to improve budgeting, accounting and accountability.

Technology Plan.  The King County Auditor’s June 2015 report stated that “The King County E-911 Program Office initiated implementation of NG 911 without a clear and detailed plan.”[footnoteRef:16]  The type of investments and their timing affects not only King County’s E-911 Program Office, but also the operations and budgets of the PSAPs.  Ordinance 18139 directed the Scoping Committee to address the planning processes and questions needed to develop a ten-year technology investment strategy for the regional King County E-911 system with tactics and a process for adapting to evolving technology and service conditions...”[footnoteRef:17]   [16:  Ibid]  [17:  https://mkcclegisearch.kingcounty.gov/LegislationDetail.aspx?ID=2482040&GUID=80672919-E6FF-4A4E-9BD0-FEEDE32CFAEE&Options=ID|Text|Attachments|Other|&Search=18139 ] 


All county E-911 systems in Washington State are connected to the State of Washington’s E-911 communications network (ESInet).  The State is currently implementing “ESInet II,” an upgraded network intended to be accessible to all types of devices and/or methods for contacting 911, including voice, text, data, and imagery. The new system will also be able to help call-takers better determine where people are calling from and will include call routing validation and geolocation.  The State anticipates connecting King County to ESInet II by early 2019.  

The Plan’s technology recommendations define how the county will update its system to fully support ESInet II.  The Technology & Operations Task Force evaluated two viable alternatives for future system architecture and the Plan recommends proceeding with a single platform architecture with redundant networking built in to provide resiliency.[footnoteRef:18] The Plan states that “A more detailed analysis and planning phase will be necessary after Plan adoption” which could include [18:  See the Technology and Operations Task Force Report in Appendix B for evaluation of the two system architecture approaches] 


· Updated cost estimates;
· Detailed system requirements;
· Evaluation of staffing needs;
· Clarification of technical roles and responsibilities between the Program Office; and PSAPs; and
· Emerging security changes.

The Plan notes that each phase of the process will allow for consideration of the broad strategic direction, which could include a reassessment of the system architecture approach in light of new information.



Implementation Timeline

The Plan provides a high-level implementation timeline for Governance, Technology and Finance actions.  Key milestones include:

· 2018 Q1: 	Formation of Regional Advisory Governing Board
· 2018 Q4:  	New contracts with King County and the PSAPs
· 2019 Q1:  	ESInet II connects to King County
· 2020 Q3:	Contract for new King County system architecture executed
· 2022 Q1:  	New King County system architecture completed
· 2021 Q1-4:  	Implement revenue option
· 2021 Q1-4:	Identify expenditure reductions to avoid 2023 deficit


AMENDMENT

Amendment 1 makes a technical change to last sentence in the third paragraph on page 32 of Attachment A to the ordinance (the Strategic Plan) to restore inadvertently omitted text as follows:

“The exhibit below shows the potential magnitude of measures that should be considered by the E911 governing entity.”


ATTACHMENTS

1. Proposed Ordinance and attachments
2. Amendment 1
3. Transmittal Letter 
4. Fiscal Note
5. Planning Groups and Task Force Members

INVITED

· Aaron Barak, Chief Technology Officer, Department of Information Services
· Shannon Braddock, Deputy Chief of Staff, King County Executive
· Tom Koney, Deputy Director, Department of Executive Services
· Kathy Lombardo, E-911 Program Manager, Department of Information Services
· Sheryl Mullen, Interim Advisory Group Chair (Police Support Services Manager, Redmond Police Department)
· Bob Potts, Enterprise Manager, Department of Information Services
· Gina Topp, Chief Legal Counsel and Policy Advisor, King County Executive
· Lora Ueland, Interim Advisory Group Vice-Chair, Planning Group Co-Chair (Executive Director, Valley Communications Center)
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