

[bookmark: _GoBack]ATTACHMENT 8

	

07/01/14
	
	
	4

	
	
	
	

	
	
	
	

	
	Sponsor:
	Dembowski

	lk
	
	
	

	
	Proposed No.:
	2014-0142

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


AMENDMENT TO PROPOSED MOTION 2014-0142 
On Attachment A, page 40, strike the first sentence of the second non-italicized paragraph and add: “The following section describes the Division's current facilities challenges and outlines guiding principles and key considerations for locating and managing facilities to support effective and efficient service delivery.”

On Attachment A, page 40, strike the first sentence of the third non-italicized paragraph.

On Attachment A, page 41, in the last sentence of the first complete paragraph delete “Appendix G-1” and add “Appendix G”.

On Attachment A, page 43, strike everything after the paragraph labelled “Topography considerations” and add a new paragraph “The guiding principles and key service delivery considerations described above will help ensure that Road Services has the right facilities in the right locations to effectively and efficiency serve the needs of our customers now and in the future.” 

On Attachment A, page 63, strike everything after “Appendix G” and add “Property/Site Inventory and Map” and delete Appendices G-2 through G-6.

EFFECT: These amendments remove operational elements from Facilities Master Planning Chapter 12 and Appendix G.
Pages 40-45:

In conjunction with this 2014 plan update, the division also engaged in a facilities master planning effort to align the division’s facilities management with its policies and strategic goals. As stated in the Strategic Policy Framework chapter, the following SPRS policy provides overarching direction for facilities management:
The Road Services Division’s work complexes, facilities and properties are essential to support the delivery of services to the public. They should:

Be located so that services can be delivered in a timely and cost-effective way. 
Contain the appropriate facilities to meet work requirements, regulatory mandates, and provide safe, healthy work space for employees. 
Be maintained, preserved, and replaced according to asset management principles.
The following section describes the Division's current facilities challenges and outlines guiding principles and key considerations for locating and managing facilities to support effective and efficient service delivery. The following section outlines the facilities challenges facing the division, the condition and deficiencies of existing facilities, and key short- and long-term needs and issues
More detailed facilities information and analyses can be found in Appendix G. Additional facilities planning documentation is available from the division upon request. 
Background 
Road maintenance and operations facilities are critical to support the division’s mission. Maintenance activities keep the County’s road-related assets in working condition to maximize the public’s investment and provide for the safety of users. Some common activities include routine maintenance and repair of pavement, bridge components, ditches, culverts, shoulders, and guardrail, as well as vegetation management, debris removal, maintenance of traffic control devices and road striping. A significant number of environmental and regulatory compliance activities are also associated with road maintenance. Adequate maintenance facilities located in the right places and in good condition are necessary to support the efficient provision of vital services to the traveling public.
The ability to respond to incidents and emergencies 24 hours a day, seven days a week is an important part of operating a road network. Emergency response capability also helps keep the road system safe and operational during severe weather and after earthquakes or other events. Examples of emergency response activities include responding to significant accidents that impede travel; sanding, plowing and ice prevention on snowy or icy roads; removing downed trees and clearing other debris caused by landslides, storms or flooding; managing flood-related or other types of emergency road closures; and completing storm-related repairs to roadways and other assets such as drainage systems, shoulders, and adjacent slopes. Inspecting bridges and other infrastructure after earthquakes or other events is another critical emergency response function. 
Current facilities
The division currently has eight regional maintenance shops located around the county, including remote facilities on Vashon Island and in the Skykomish area near Stevens Pass. In addition, a maintenance headquarters campus in Renton serves as the primary location for central administration; specialty functions like materials lab, traffic sign and signal shops; and other specialty services and equipment used throughout the system. Regional maintenance shops need adequate space for crews, vehicles, multiple pieces of equipment and materials, and functions such as waste disposal, truck washing and other similar activities. A fully functional regional shop site typically needs 35 to 40 acres for all of the storage and operating functions required to provide maintenance services for a wide geographic area. 
Another 11 sites located throughout King County are used for supplementary materials and equipment stockpiling and storage, snow and ice or other emergency response, and project staging. A list and map of the division’s facilities can be found in Appendix GG-1.
Many of the County’s existing road maintenance facilities are old and require significant capital improvements or have exceeded their useful lives and require replacement. Most are between 40 and 60 years old, with a few dating back to the early 1900s. These facilities were built or modified before the wave of annexations and incorporations that began in 1990 changed the geography of our service area. The division has already sold some facilities, such as Bruggers Bog, that are in the now-annexed/incorporated area. As the annexation/incorporation trend continues, other facilities, like the Issaquah and Star Lake regional maintenance shops, will have to be sold and the staff relocated. 
Many facilities were not originally built as maintenance sites but have been adapted for that use. For instance, the original jail on Vashon Island now serves as a maintenance storage and office facility. Some do not meet current building standards or do not readily accommodate the needs of a modern workforce and equipment inventory. Some facilities have inadequate heat, insufficient restrooms, or failing septic systems. Some facilities have been plagued by leaking roofs, mold, or rodent infestations. 
Other facilities may be in adequate physical condition, but do not meet necessary functional or operational criteria – for example, they don’t have adequate office space, or covered materials and equipment storage, or a place to process road waste materials. An important purpose of the facilities planning effort was to assess these issues and develop a plan for the future in order to provide appropriate facilities to safely house staff and adequately serve the public.
Facilities guiding principles 
The following principles are recommended to guide the management of road maintenance facilities and properties.
a) Manage facilities and real estate properties to maximize service to the public, minimize costs, limit liability, and protect property assets.
b) Design and maintain facilities so they are functional, efficient, and resilient during the normal course of work and emergency events. 
c) Seek to minimize travel time from facilities to service areas in order to maintain efficiency and enable timely emergency response. Division analysis indicates an average travel time of 45 minutes or less is desirable and cost-efficient.
d) Pursue co-location opportunities with other agencies when feasible, operationally beneficial, cost-effective, and/or cost-neutral to the division.
e) In order to meet future property needs, the division may land-bank existing properties when the potential has been demonstrated to meet specific, identified future operational needs of the agency, especially when the property may be difficult or impossible to replace in the future. 
f) Consider the most cost-effective and efficient way to meet system wide needs like vehicle fueling, storage of materials and supplies, disposal or remediation of street wastes, and vactor/decant waste processing and services.
g) Surplus excess properties to generate revenues following consideration of market conditions and the costs of continued ownership. 
h) Retain resource properties (gravel, timber, etc.) for the division’s own operational needs when such use is likely to represent the most cost-effective option. The division may also choose to generate revenue from resource extraction, such as mining or forestry, on its properties when it is financially beneficial and does not adversely impact road maintenance operations. However, the division should not retain or manage properties specifically for long-term commercial resource extraction purposes not related to road management.
i) Pursue potential alternatives and options for securing funds to support facility needs, upgrades, and/or construction.
j) Whenever possible, allocate surplus operating property sales proceeds to facility maintenance and/or construction needs after the division’s financial reserve requirements are met. 
Key service delivery considerations 
The division’s facilities analysis identified three key service delivery issues that must be considered when planning maintenance facilities:  travel time, satellite facilities, and geography/topography as described below. 
Travel time
Travel time costs money and affects efficiency of service delivery. Time spent traveling to and from job sites or making round-trips to haul materials or wastes long distances during the work day is unproductive time. Using Lean process improvement terminology, this would be considered a type of “transportation waste.” In addition to being unproductive, long travel times can also waste fuel and create excess vehicle emissions. When locating facilities, travel time should be minimized to the extent feasible. The analysis conducted for this plan indicates that the division should seek to keep travel time from facilities to the work site to 45 minutes or less on average. Actual travel time will vary based on traffic and other conditions, but this is a good frame of reference for planning purposes. In addition to cost and productivity concerns, travel time can also be critically important when responding to road-related emergency conditions.
Satellite sites for materials, equipment, and staff support
One way to reduce travel time and increase work efficiency and response time to incidents and emergencies is to have “satellite” maintenance sites dispersed at strategic locations throughout the service area. Such sites allow maintenance crews to more quickly access materials, supplies or equipment without having to travel all the way back to a primary maintenance facility. These satellite sites can take the form of basic materials storage depots for stockpiling sand, gravel or road salt, or more developed emergency facilities that may house special equipment (such as snow plows) and provide crews with temporary shelter from the weather, as well as restrooms and other staff health and safety  functions. 
Topography considerations
Topographic constraints can make it difficult to serve certain areas of the county during severe weather or flooding. King County is large and geographically diverse. Many portions of the division’s service area are bifurcated by major rivers and subject to flooding. There is a wide variety of terrain, and a large portion of the rural area is at higher elevations and significantly affected by snow and ice conditions. All of this must be considered when siting primary or satellite maintenance facilities to ensure that portions of the county do not become cut off from road services during severe weather conditions or other emergencies. For example, when the Snoqualmie River floods, the communities to the east can become isolated during flood events. A satellite emergency facility on the east side of the river would help to provide continuity of services.
The guiding principles and key service delivery considerations described above will help ensure that Road Services has the right facilities in the right locations to effectively and efficiency serve the needs of our customers now and in the future.
Assessment of current facilities
The division’s existing facilities were assessed from three perspectives: physical condition and repair needs, location suitability, and functional/operational deficiencies. The analyses referenced below are available in the Road Services Division’s Business Plan.
Physical condition and repair needs
To get a current and comprehensive understanding of the condition of its existing maintenance facilities, the County engaged facilities consultant DLR Group in July 2013 to conduct a facilities condition assessment. DLR Group assessed and documented various components of the buildings and properties at 11 different maintenance sites. The study included the cost estimates for capital needs of each facility and projected costs associated with future use for each facility. The report identified, as a conservative estimate, over $250 million in capital needs over a 30-year period. Appendix G-2 describes the types of needs that have been identified. The capital and repair needs will be incorporated in the division’s next Transportation Needs Report update.
The DLR condition report and analysis will help Road Services prioritize needed maintenance repairs and will also help inform future cost-benefit analysis and decisions regarding whether to invest in expensive repairs or rehabilitation of facilities, or to relocate or rebuild facilities. Road Services will also be able to use the resulting facilities condition database as an asset management tool to track future improvements and changes in building component condition. A summary of the DLR report can be found in Appendix G-2 and a copy of the full report is available upon request.
Location suitability
As the unincorporated service area has changed significantly with annexations and incorporations over the past two decades, a number of facilities are no longer sited in the best locations to serve the core unincorporated service areas. In addition, facilities sites have certain size, land use, zoning, environmental and other requirements. Because the division’s facilities have been sited, acquired, and developed ad hoc over a very long period of time, many current facilities have issues related to their location. For example, the Summit site is now located within a city and surrounded by residential development. The division assessed each facility according to a set of criteria that considered travel time, size, land use issues, and many other factors. The criteria and a summary of evaluation results are in Appendix G-4 and G-5.
Functional/operational deficiencies
The division’s facilities were also assessed against a set of functional criteria to identify deficiencies from an operational perspective. The criteria and results of the analysis are in Appendix G-3 along with the results of the analysis in Appendix G-5. 
Short-Term Recommendations
Facility Consolidations
We recommend two facility closures and consolidations within the next few years. The Star Lake regional maintenance shop (north of Federal Way) is underutilized as a result of annexations of the urban area and is located too far west to meet future service area needs. Similarly, the Issaquah regional maintenance shop is no longer in a suitable location to efficiently serve the remaining unincorporated area. It is also in poor condition requiring significant repairs and upgrades to remain operational. 
The functions of these regional shops can be relocated to other facilities and the properties surplused. It may be desirable to retain use of a small portion of the Star Lake site for materials storage and emergency response and to also retain access to the existing vactor decant facility to support services to the remaining unincorporated urban pockets until they annex to cities. 
Enhanced satellite facilities 
We identified two needs for new or enhanced emergency response facilities as short term priorities. In the north, the service area east of Snoqualmie River can become isolated from service in the event of flooding. Developing an existing Road Services Division property east of the river (such as the Stillwater property) as an emergency facility would be beneficial. 
The Enumclaw Plateau area is separated from the rest of the southern service area by the Green River and could become isolated following an event such as earthquake or major flooding. These concerns need to be assessed further. Based on the conclusions of that assessment, the division may consider developing an existing Road Services Division property (such as Krain or Cumberland) as a satellite emergency facility.
Other satellite facility needs also exist, but the two above are high priorities because of the degree of isolation from existing service facilities.
Urgent, high-priority maintenance and repair needs
In addition to the two facility closures, the DLR condition assessment report identified urgent, high priority maintenance and repair projects that would cost approximately $5 million. These needs will be addressed as part of the 2015-2016 biennium budget process. A summary is in Appendix G-2. 
Medium and long-term issues
Longer term issues facing the division’s facilities include the following:
The Renton Headquarters currently serves as the division’s main maintenance facility. The County has a significant investment in this facility, which houses many special centralized roads functions (such as survey, materials lab, environmental unit, vactor decant, etc.). It is also home to other compatible support services agencies such as fleet stores, where Road Services purchases tools and supplies, and the fleet vehicle maintenance facilities that provide countywide service for the division’s vehicles and equipment. The facility is conveniently located and supports a full-range of functions (except for fill capacity), but it needs over $2 million in repairs and upgrades. 
The Cadman regional maintenance shop is located on the western edge of its long-term service area, which is not optimal for travel time. The facility also faces urban land use and development pressures because of its location inside the growing City of Redmond. In addition, it is subject to city permitting and regulatory requirements. For these reasons, it would be worthwhile to explore other options, including co-location partnership opportunities with other agencies at an alternate location. If alternative arrangements for north-end division regional functions are implemented in the future, Cadman could be retained as satellite site.
The Fall City regional maintenance shop is located in a flood zone and is very old, too small (2.5 acres) to adequately support necessary operations, and the building is outdated and inadequate. It would be worthwhile to explore other options, including co-location partnership opportunities with other agencies at alternative locations. A location with reliable access during flood conditions would be a high priority.
The Summit regional maintenance shop is in an area that was annexed by the City of Maple Valley in December 2013. Escalating urban land use and development pressures, city zoning, and a proposed school on a likely soon-to-be-sold portion of the property will all impact long-term use as a regional maintenance shop. For these reasons, we recommending continuing to plan for replacing the functions currently provided by Summit. The road waste processing functions will be particularly difficult to replace at another site because of size requirements, permitting, and other issues. 
The Black Diamond regional maintenance shop does not currently support all needed functions and is not large enough to absorb all staff and functions from Summit, if Summit is closed. Major upgrades and repair work are needed to meet current needs. A nearby fish hatchery and environmental issues may limit further development at this site. If a new south end regional maintenance shop was to be developed in the future, Black Diamond could be retained as a satellite site.
The Vashon regional maintenance shop is very old and inadequate for the full array of needs of a regional shop, and the property is too small. Because of its age and condition, some or all of the facility will need to be upgraded, repaired and/or rebuilt eventually. It would be worthwhile to explore the potential for collaboration with other public agencies serving Vashon Island (e.g. parks, police etc.) for a shared facility complex. The RSD-owned Mileta property could be evaluated as one potential future siting option.
The Skykomish regional maintenance shop is isolated from the remainder of the County’s service area, but the facility is appropriately located for its area. It is currently in good condition with some minor, immediate maintenance and repair work needed. The facilities are old, however, and some will need repairs and upgrades eventually.
Overall, all of the division’s facilities that are retained for the long term will need significant repairs and preventive maintenance. The DLR report estimates approximately $55 million in needs for the period 2015-2024 and almost $200 million in additional needs through 2044.
The division continues to evaluate future road maintenance facility needs. As better information about co-location or relocation opportunities becomes available, and as potential new funding sources for Road Services are explored, the division will continue to assess its maintenance service delivery configuration to determine the appropriate number and type of facilities needed for the long term.
Other planning considerations
A planning level property analysis conducted by the division using GIS data and the facilities siting criteria included in Appendix G-4 determined that there are few locations in the county potentially suitable for siting new, fully-functional regional maintenance facilities. Less than three dozen properties countywide, most of which are not currently for sale, appear to meet the key criteria. Since feasible locations for new facilities are quite scarce, the division should be prepared to seriously consider any opportunities to partner with other agencies to co-locate facilities and/or to acquire the rare suitable property that may become available in locations that would meet the division’s future needs. We should continue to explore in more detail opportunities for co-location and/or potential feasible relocation sites over the next few years. 
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This appendix includes the following:
G-1: Property/Site Inventory and Map
G-2: Condition Assessment Summary
	- High Priority Maintenance Repair
	- 30-Year Estimated End of Useful Life Costs
G-3: Functional Criteria
G-4: Location Criteria	
G-5: Location and Functional Needs Evaluation Summary of Existing Facilities
G-6: Regional Maintenance Shops Key Issues and Deficiencies
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