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Work Plan for Regional Road Services Delivery
April 1, 2013 
Objectives: 
This work plan describes the activities associated with the analysis of contract and other services provided by the King County Road Services Division (RSD) to cities, other external entities, and other County agencies. The work plan tasks described below aim to accomplish the following:

1. Document historical RSD services to regional partners and identify trends by regional partner, service type, and cost categories (i.e., labor, overhead, materials).

2. Work directly with jurisdictions to shape potential changes to contracting processes and services that will provide a better approach to aligning roads contracting with services and levels utilized by cities and create the most efficient alignment of staffing with contract services while balancing the mission and goals of RSD.
3. Utilize historical trends in service and input from outreach and other activities to develop a comprehensive regional road services contracting approach to inform the 2015-2016 biennial budget process and update the Strategic Plan for Road Services.  The comprehensive regional services contracting approach will attempt to meet the service needs of internal and external customers while reducing risks to RSD associated with the provision of services and ensuring the effective and efficient provision of road services to the King County unincorporated area.
Background:

RSD provides services to over 30 cities in King County. Ten cities contract with RSD for some level of routine roads maintenance services, basic traffic services and emergency response as well as other discretionary projects. Approximately 20 other cities contract through interlocal agreements for discretionary services on an as-requested basis. In addition, RSD provides services to other County and non-County agencies including the Water and Land Resources Division, the Parks Division, the Solid Waste Division, the Facilities Management Division, the Transit Division, the Department of Permitting and Environmental Review, and Sound Transit, as well as non-profit organizations for special projects. 
The 2012 adopted budget contained $14 million of reimbursable budget authority, or about 18% of all of the RSD’s operating budget. Reimbursable budget authority is required for work which is known prior to the year starting and some of which is emergent due to storms, grant funds or changes in city priorities.  Actual reimbursable work totaled about $7.5 million in 2012, or about 8% of all of the RSD’s operating budget. Road maintenance and traffic work for cities make up the bulk of this reimbursable work, totaling $6.3 million. Partially as a result of the Great Recession and also as a result of the maturation of city incorporations, the amount of non-pass-through city work over the last ten years has been variable. 

In addition to the variability in contracting work, RSD has also experienced declines in revenues from property and gas taxes. These ongoing reductions in revenue continue to impact the services that RSD is able to provide to the unincorporated area as well as the quantity and type of capital projects it can support in the capital program. The result is an ongoing reduction in RSD staffing; between 2010 and 2014, RSD staffing will decline by approximately one third. Therefore, RSD must evaluate potential changes to their service offerings to ensure efficient and effective provision of services that result in economies of scale, but that also maximize the provision of services to the unincorporated area during an era of significantly constrained resources.

In 2012, Ordinance 17476, Proviso P1, the King County Council directed RSD to prepare a work plan relating to regional road services delivery models:

The work plan shall be based on the strategic plan for road services policy and strategy to utilize mutually beneficial partnerships in the provision of contract services to cities and other agencies to achieve efficiencies and economies of scale. The work plan shall identify, but not be limited to:

A. A timeline and the deliverables for a technical report on the categories of road services and their historical utilization by regional partners;

B. A timeline and the deliverables for a regional customer engagement process with the goals of discussing, prioritizing, and valuing the categories of road services; and

C. A timeline and the deliverables for a comprehensive regional road services contracting approach that will inform the 2015-2016 budget process and updates to the strategic plan for road services. This comprehensive approach shall include an interbranch engagement strategy with a staff working group and council committee briefings that will inform development of the work plan.
Project Deliverables:

Report on Categories and Utilization of Road Services
RSD will draw upon data available in the financial systems to document services provided to regional partners by regional partners, service type, and cost categories (i.e., labor, overhead, materials). This analysis will identify:
· which cities/agencies have received services;

· which services cities/agencies have received and the total expenditures for these services by year;
· what these expenditures purchased (labor, overhead, materials, equipment); and

· what benefit those expenditures provided to RSD.
Regional Customer Engagement Process 
Along with staff in the Executive Office, RSD will engage in a customer engagement process with the following goals:

· Share current information about roads contracting services potential changes and capabilities;
· Seek feedback from current contract customers regarding existing services and their projected needs for services;
· Meet with jurisdictions that don’t currently use services, if applicable; and
· Seek input regarding ways to improve and shape contracting processes and services in the new environment that will provide a balance of risk between cities and the County 
The customer engagement process will involve a series of focus group meetings with representatives of different categories of customers. Representatives will be sought on a service use basis (routine maintenance service user, as-requested only user, long-time heavy user, new heavy user, long-time light user, new light user). Focus group invitations will be extended to public works directors, contracting staff, and other public works staff, as applicable.
The customer engagement process may also include a targeted questionnaire to be sent to all contracting partners after the focus group input is synthesized.

Finally, if appropriate, sub-groups may be formed to discuss specific service offerings and agreements.

Comprehensive Regional Road Services Contracting Approach 
RSD will draw upon the findings of the historical trends in service provision and city/agency outreach as well as other information and factors to develop a comprehensive regional road services contracting approach to inform the 2015-2016 biennial budget process and updates to the Strategic Plan for Road Services.  The comprehensive regional services contracting approach will attempt to meet the service needs of internal and external customers while reducing risks to RSD associated with the provision of services and ensuring the effective and efficient provision of road services to the King County unincorporated area. 
In addition to the historical trends and city/agency feedback, the comprehensive contracting approach will incorporate analysis of and information on the following:

· Anticipated future unincorporated area revenues, including assumptions for annexations and associated property tax revenue projections;
· Anticipated service provision and associated staffing and equipment needs for the unincorporated area, based on revenue projections;
· RSD’s ability to mitigate fluctuations in contract/service provision work, based upon both past mitigation success as well as future constraints given reduced general and specific revenues; 

· RSD’s ability to respond to customer cities and agencies requests for services based on available resources; and
· Possible alternate contracting methods/terms and conditions for future contracts.
Schedule:

· Technical Report on Provision of Road Services – May to August 2013
· Regional Customer Engagement Activities – May to September 2013

· Comprehensive Approach to Regional Road Services – May to February 2014

Staff Work Group:

The work group for this project will include staff from RSD, the Office of Performance, Strategy and Budget (PSB), the Executive Office, and King County Council staff as noted below:
· RSD – Brenda Bauer, Jay Osborne, Rey Sugui (Project Lead), Mark Foote

· PSB – Shelley De Wys, Tricia Davis
· Executive Office – Diane Carlson, Chris Arkills 
· King County Council –John Resha
	Task
	Roles

	Analysis of Categories and Utilization of Road Services
	Lead – Rey Sugui 
Analysis – Shelley De Wys, Mark Foote

Review – Jay Osborne Brenda Bauer, Tricia Davis, Chris Arkills

	Regional Customer Engagement Process 


	Lead – Diane Carlson

Support – Jay Osborne, Shelley De Wys, Rey Sugui
Review – Brenda Bauer, Tricia Davis, Chris Arkills 

	Development of Comprehensive Regional Road Services Contracting Approach 
	Lead – Jay Osborne
Analysis – Rey Sugui, Shelley De Wys, Diane Carlson

Review – Brenda Bauer, Tricia Davis, Chris Arkills
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