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MOTION 14369

The Metropolitan King County Council passed Motion 14369 on June 1, 2015.  A key part of the motion reads as follows:

A. The executive shall develop and transmit to the council a report that identifies expected milestones throughout the Puget Sound Emergency Radio Network ("PSERN") implementation process and designate which at which milestones oversight by the council would be appropriate. At a minimum, the report shall include: 

1. A description of the anticipated PSERN implementation milestones throughout the PSERN implementation process, including, but not limited to, system vendor-related milestones, architecture and engineering milestones and system testing milestones; and

2. A timeline for transmittal of an oversight report to the council that corresponds with each milestone identified under subsection A.1. of this motion.

This report is submitted in response to Motion 14369.   

INTRODUCTION

On April 28, 2015, the voters approved a $273 million levy lid lift to pay for the planning, construction and testing of a new Puget Sound Emergency Radio Network (PSERN).  PSERN will be used to dispatch responders to incidents and to allow responders to communicate with each other at those incidents.  The County Council later approved the first phased appropriation for that work.

The County Council also authorized the County Executive to sign “an interlocal agreement, under chapter 39.34 RCW, with the cities of Auburn, Bellevue, Federal Way, Issaquah, Kent, Kirkland, Mercer Island, Redmond, Renton, Seattle and Tukwila, relating to the Puget Sound emergency radio network project.“  The interlocal agreement (ILA) established a joint board.  The ILA also provides that “the County act as the lead agency for planning, procurement, financing and implementation of the PSERN System” with the assistance of the joint board.

Motion 14369 noted that this project “will be complex with multiple tasks.” There are over 1,700 tasks in the system vendor’s detailed schedule, for example. 

As the lead agency, King County government will also play an important role in the project’s oversight.  It will do this in multiple ways including periodic reports to the County Council, meetings of the Project Review Board, involvement by the County Auditor, and quality assurance of project management by an outside consulting firm. 

The project issued the system vendor Notice to Proceed (NTP) on July 1, 2015.  This is one of the project’s key milestones.  The remaining key milestones are listed below and described in more detail later in this report. The project estimates it will close out in September 2021.  

As discussed in more detail below, the project propose to brief the appropriate Council committee each quarter focusing on the project’s actual work and spending in comparison to project’s plans.   

KEY IMPLEMENTATION MILESTONES AND COMPLETION DATES

The following is a list of key project milestones and the projected completion date for each:

	Milestone
	Date


	Group 1 Site Leasing and Final Site Design

	March 2016

	Construction Permitting 
	August 2016


	Site Construction Mid-point 
	September 2016


	Group 2 Site Leasing 

	August 2017

	Factory Acceptance Testing
	September 2017


	Site Construction Complete (all sites)
	October 2017


	Backhaul System Implementation
	November 2017


	Land Mobile Radio System Implementation
	September 2018


	System Optimization and Testing
	May 2019


	PSERN Non-profit Operator Formation

	September 2019
(begins formation)

	Transition Users to PSERN System
	March 2020


	Full System Acceptance
	September 2020


	Project Closeout
	September 2021










DESCRIPTION OF KEY IMPLEMENTATION MILESTONES

	Group 1 Site Leasing and “Final” Site Design
	March 2016



The project will have approximately 71 equipment locations, depending on the final system design. During this period the project will need to obtain a right-of-entry and at least one long-term lease or other use agreement for each of these locations.  Multiple leases would be needed if one group owns the tower on the site while a second group owns the equipment shelter.  

Most (55-60) of these leases/agreements (“Group 1”) will be approved and signed by March 2016.  A smaller number (15-20) are included in a second group because the government agencies owning these locations have extended processing times for site surveying, permitting and approving leases.  

Obtaining the lease/agreement is a step on the project’s critical path.  Most landlords will not allow the project to begin making improvements on their property (e.g. reinforcing a tower so it can hold an increased load, installing a generator for back-up power, etc.) until a fully executed lease is in place.  It is important to get site leases finalized as soon as possible so that improvements can be completed on schedule.  

The project has retained an outside firm, Odelia Pacific Corporation (Odelia), as the Architectural and Engineering (A/E) consultant.  Odelia will examine each site and draft the design/construction documents for the site’s improvements. These documents will have multiple purposes including: informing the landlord what the project intends to do at the site and where the project intends to do it; assisting in the project planning purposes; serving as part of the applications for permits and approvals; comprising exhibits for the lease/agreement document; and guiding the construction of improvements.

Odelia will also negotiate rights-of-entry and leases.  The project has convened a weekly meeting of staff from the Facilities Management Division, Risk Management, Real Estate Services, Prosecuting Attorney’s Office, outside legal counsel, the Busch Law Firm (Busch), Odelia, and the project to guide these negotiations. There will then be a final internal County review process before the lease is sent to the County Council.  After Council approval, the Director of the Facilities Management Division will sign each lease.  

There will also be a final site design completed during this period.  The site design consists of final civil site construction documents which will be used by the project’s construction vendor to build new sites or modify existing sites.  Each site will have a specific set of construction documents, which will then be issued to the construction vendor via a work order process.  Odelia will be responsible for drawing up these documents as their final deliverable under the A/E consultant contract.  



	Construction Permitting 
	August 2016


.
The project must obtain a building permit from the local jurisdiction prior to beginning improvements and equipment installations at a site.  Additional permits and approvals, such as grading permits or State Environmental Policy Act (SEPA) approvals, may also be required. Obtaining the required permits and approvals allows the project to begin construction at a site, and is another step on the project’s critical path.  

Odelia will be responsible for working with site owners and permitting authorities to obtain construction permits and approvals.  The project is scheduled to have all required permits and related approvals for Group 1 sites by August 2016.


	Site Construction Mid-Point 
	September 2016



The amount of construction needed to ready a site for the installation of electronic equipment varies considerably from site to site.  Most sites already have some communication facilities.  Even so, most will need some work, such as the reinforcement of the tower, the installation of a generator and fuel storage facilities, or the extension of a power line.  Approximately 14 sites for which the project is responsible are “greenfield” sites: bare ground needing both a new tower and shelter.  

Most of the sites are accessible year around so construction work can be done at any time of the year.  However, 19 sites are located 2,000 feet or more above sea level. Access to some of these sites can be limited by snowfall, restricting construction to summer months.  

While there is no specific milestone here, September 2016 represents the chronological half way point for civil site development. 

King County is in the process of procuring a contractor to build the site improvements as well as a construction management consultant.  The project has hired experienced staff to manage and oversee these contractors.


	Group 2 Site Leasing 
	August 2017



As noted above, a small number of leases (15-20) will not be finalized by March 2016.  These leases are for sites owned by certain government agencies that have a history of taking an extended period of time to approve siting and leases, even in the face of agreement on the underlying use. The project has begun working with these sites’ owners. 

	Factory Acceptance Testing
	September 2017



Prior to the deployment of electronic equipment in the PSERN system, the system vendor will manufacture and set up the network infrastructure at its factories.  It will then test this infrastructure to measure system performance and determine whether all services ordered work properly.  The system vendor contract prohibits it from installing this equipment in our system until it has passed this testing. 

Technical staff from the project and system managers from our partner organizations will travel to the manufacturer’s factories to witness the network’s configuration and to oversee the system vendor’s testing.  

After the system is tested, it will be packed and shipped to the County so installation can begin.


	Site Construction Complete (all sites)
	October 2017



The project must secure all of the site leases and approvals and complete civil site improvements, such as the reinforcement of towers, the installation of generators and fuel storage facilities, and the extension of power lines, no later than October 2017.  Sites must be ready for the system vendor to begin installing equipment and software.  


	Backhaul System Implementation
	November 2017



The first subsystem the system vendor will install is the backhaul subsystem.  This subsystem routes communications among sites, as opposed to transmitting communications between radios and sites.  

There are two parts to this subsystem: the microwave radio/fiber links and the Multiprotocol Label Switching (MPLS) equipment and software.  The microwave subsystem transmits data from one site to another throughout the network.  The MPLS subsystem acts as a “network router” and determines the most efficient route between sites when there are multiple possibilities.

The backhaul subsystem consists primarily of microwave links, point-to-point connections that depend upon direct, unimpeded line of site paths. A few sites will also have optical fiber connections for redundancy (reliability).  

The system vendor will test the backhaul subsystem after installation. Project staff will oversee the installation and testing of the backhaul subsystem.  


	Land Mobile Radio System Implementation
	September 2018



The system vendor will install the land mobile radio (LMR) subsystem after the backhaul subsystem.  The LMR subsystem enables the communication between a tower and a radio or console.  While the backhaul microwave links are point-to-point, each set of LMR equipment covers a geographic area.

The LMR implementation includes all electronic base station, central core, and dispatch center equipment installation, as well as back-up battery power, interoperability gateway equipment, and factory maintenance training for technicians.  As each radio site or dispatch center has its equipment installed, it will be thoroughly tested and witnessed by project staff.  

	System Optimization and Testing
	May 2019



Once all consoles and other system infrastructure have been installed the system vendor will adjust the infrastructure so it is running correctly and at peak efficiency.  The optimization will ensure each piece of the overall system is operating according to specific design parameters that radio tower coverage is adequate, and that end users can communicate throughout the designed coverage areas.  The system vendor will test the system infrastructure with oversight by project staff as well as the project’s technical consultant. 


	PSERN Non-profit Operator Formation
	September 2019



One year before the anticipated date of full system acceptance, the joint board will establish the PSERN non-profit as agreed to in the interlocal agreement. Establishing the PSERN non-profit will require the filing of incorporation documents with the Washington Secretary of State, the designation of board members by the parties to the ILA, and agreement on and filing of other documents such as by-laws. 

Once it is established and staffed, the non-profit will take over PSERN including operations, ownership, and governance functions from the project, County, and joint board.  The board must hire an executive director to run the PSERN organization’s day-to-day business, including hiring staff to operate, maintain, monitor, repair, update, and upgrade the PSERN system. The Board will also convene an operations board.  The goal is to have the non-profit ready to assume these functions upon full system acceptance. 


	Transition End Users to PSERN System
	March 2020



Once the LMR subsystem is installed and tested, the system vendor will begin providing end user radios.  There are currently 17,000 radios used actively on the County system.  The project has committed to replace all working radios on our system, owned by local King County government agencies, on a one-for-one basis.  

The project will replace existing radios on the network with “standard” radios.  The project has worked with a task force consisting of a range of user groups to define standard radios and consoles for their particular discipline, and lists of optional features (microphone A, B, or C, for example) available at no added cost.  User agencies may also purchase additional features at their expense.

Each user agency will decide which options to choose, which additional features to buy, and which talkgroups to have in each of its devices.  The system vendor will then manufacture, program and install (as necessary) the devices.  Project staff will test a selection of devices to see that they work properly and are correctly programmed.   

Approximately one-third of the radios the project orders will be mobile radios, radios needing to be installed in police cars, fire trucks, and ambulances, on motorcycles, or in or on other vehicles.  Vehicles will be out of service while their device is installed.  The project expects to have approximately 35 vehicle installations completed each week during the transition period.

The system vendor will do this installation work with oversight from project staff.   

The first users transitioned on to the new system on a test basis.  These testers will be non-life critical users, so normal difficulties can be corrected without endangering lives. 


	Full System Acceptance (FSA)
	September 2020



After the infrastructure has been installed and tested and the radios and consoles programmed, installed, and tested, there will be a final full system test/performance period.  The full system must operate without major service interruption or degradation continuously for a two-month period. If there is any service interruption or degradation, the system vendor must fix the system.  For major failures the clock begins again according to the system vendor contract.

After the full system test/performance period the system vendor must complete punch-list items and deliver the required system documents to the project. The system vendor will then receive its final phase payment and also the retainage funds held throughout the term of the contract.  Once all punch list items have been completed and all deliverables have been accepted, the project will issue FSA.

The system vendor contract also includes a two-year warranty that begins with issuance of FSA. 


	Project Closeout
	September 2021



Once the system is up and running properly and turned over to the new non-profit, the project will closeout.  Closeout will include removal and sale/disposal of equipment from the old system, the completion of project documentation, involvement in an anticipated audit, and other tasks.   Once these tasks are complete, the project will end.  





PROPOSED COUNCIL UPDATE PLAN

The County Executive proposes staff brief the County Council’s Law, Justice and Emergency Management Committee, or its successor, quarterly as scheduled by the committee through the life of the project. The first briefing is proposed for October 2015. This briefing would focus on the overall project schedule and methodology, descriptions of key milestones, progress to date, and any other information requested by the committee.

The executive also proposes the project submit a short written status report to the chair of the committee at least one week in advance of the scheduled briefing.  The report would focus on the project’s status and budget vis-à-vis its projected schedule and budget together with the reasons for significant differences, if any.  This report would form the foundation for the briefing. 
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