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SUBJECT

A proposed motion approving criteria for tiered service levels on unincorporated King County roads.

SUMMARY
Proposed Motion 2011-0396 approves a plan for prioritization of funds. This plan was required as part of the adoption of the Strategic Plan for Roads Services (SPRS)  Specifically, the motion would approve the criteria used to define five Tiers for classification of County roadways. 

BACKGROUND

In December 2010, the Council approved Motion 13395, adopting the SPRS, and Motion 13393, requiring submission of a two-phase SPRS implementation plan.

Motion 13395 established the following policy-based prioritization:

1. Safety and legal mandates

2. Preservation of the existing roadway facilities network

3. Managing and enhancing mobility through system efficiencies

4. Addressing concurrency-driven roadway capacity needs

Furthermore, SPRS refines the prioritization through a risk management-based approach "that balances likelihoods, consequences, and costs of infrastructure failure and potential solutions" in the following order:

1. Protecting life safety

2. Preventing private property damage

3. Preventing asset damage

4. Preventing environmental damage

5. Preserving mobility

Motion 13393 required a SPRS Implementation Plan in two phases as follows:

Phase 1 (for interbranch review by May 30, 2011):

1. Service levels and staffing plans

2. Efficiencies and staffing levels from implementing best practices, eliminating duplicative services, combining organizations and other actions

3. Consequences (customer impacts) associated with reductions

4. Financial management policies

Phase 2:

1. Six year budget and financial plan recommendations, including triggers, action and milestones associated with annexations

2. Organization charts 

3. Identification of core programs and those scheduled for discontinuation or improved efficiency

The Executive has transmitted Proposed Motion 2011-0396 as a component of the Road Services Division (RSD) SPRS implementation plan.

ANALYSIS

Proposed Motion 2011-0396 would adopt a hierarchical series of roadway classifications that RSD would use to prioritize the limited resources available to the Division. RSD describes these classifications as follows:

Tier
Description


Tier 1
Heavily traveled roadways that connect large communities, major services, and critical infrastructure.
Tier 2
Heavily traveled roads that serve smaller geographic areas; provide alternate routes to Tier 1 roads.
Tier 3
Highly used local roads that serve local communities and large residential areas.
Tier 4
Local residential dead-end roads with no other outlet.
Tier 5
Local residential roads that have alternative routes available for travel in case of road closures, as well as those arterial roads that carry less than 400 daily trips.
The proposed motion would not adopt the level of services that would be applied to these tiers.  However, based on the anticipated level of funding RSD describes the following prioritization for each of the Tiers:

Tier
Anticipated Level of Service and User Experience


Tier 1
The highest level of maintenance, preservation work and storm response, including snow removal.  Users should expect well maintained conditions.
Tier 2
A high level of maintenance and preservation based on risk and available funding.  Storm response and snow removal will be a priority.  Users should expect facilities in good condition.

Tier 3
A moderate level of maintenance, and preservation work based on slowing the rate of deterioration.  Storm response and snow removal will be minimal and almost non-existent during the significant events.  Users should expect to see wear and tear and eventually load limits and lower speed limits.

Tier 4
Maintenance focused on preserving access with virtually no storm response or snow removal.  Users should expect to see greater levels of wear and tear leading to lane closures.

Tier 5
Maintenance to address life safety and risk with virtually no storm response or snow removal.  Users should expect to see deteriorating facilities leading to detours and ultimately gravel facilities.

It is important to note that the 2012-2013 service delivery for RSD contemplates no additional road or bridge closures, beyond those anticipated for regular maintenance or required due to emergency or storm response.
In an effort to appropriately analyze Proposed Motion 2011-0396, staff has broken the analysis into two policy questions: 

· What policy question is Proposed Motion 2011-0396 attempting to address? 

· What are the policy implications of adopting this proposed implementation scheme?

Policy Question Addressed by Proposed Motion 2011-0396

Motion 13393 requires RSD to have an SPRS implementation plan.  This motion was adopted as additional guidance related to an organization whose deliverables were moving from a road construction and maintenance organization to a rural road-focused preservation and maintenance organization.
By adopting Motion 13395, the Council approved SPRS, which establishes prioritization policies for the hierarchy of roadway facility needs, as well as ordered guidance within each of these priorities.

Taken together, Motions 13393 and 13395 approve and direct the implementation of a strategic plan to reflect the transition of RSD from an agency building out infrastructure to an agency focused on operating and maintaining existing infrastructure.  Additionally, these motions
 were developed in response to RSD's historic approach to planning, where the agency routinely planned to receive revenues that did not materialize.  Workload and staffing resources were then planned to the anticipated but unrealized revenues.  This disconnect between actual revenue and planned workload repeatedly resulted in mid-year and mid-biennium reactionary adjustments to balance RSD's unrealistic financial plans.  

Proposed Motion 2011-0396 would have the Council approve a further level of detail, the specific operational criteria that RSD intends to use to allocate its appropriated resources.  The Executive's transmittal letter (Attachment 1 to the Staff Report) states: 

"…approval of the enclosed motion provides clear guidance for the RSD to make both long-term preservation investments in the road network, as well as day-to-day maintenance and traffic management operational decisions beginning in 2012."

In other words, the policy question is whether RSD has proposed the right criteria to define the Tiers and provide for operational implementation of SPRS.  Approval of these operational criteria implies a legislative role in day-to-day operational decisions.  As such, staff has concerns that adoption of Proposed Motion 2011-0396 may have policy implications beyond the policy-level prioritization established in SPRS.  Staff considers the policy documents approved through Motions 13393 and 13395, together with the 2012-2013 budget proposals in whatever form Council ultimately approves them, to provide sufficient direction and authority for RSD to pursue this component of implementation.

Policy Implications of Adopting the Proposed Motion
Respectful of the Charter’s division of authority between the executive and legislative branches of this County government,
 Motion 13393 calls for the results of Phase 1 to be available for "interbranch review" and states that Phase 2 would be "submitted with the Executive's proposed 2012-2013 budget."  Both of these requirements reflect the Council's need to be involved and understand the Executive's approach, but do not contemplate Council adoption of these operational choices.

Proposed Motion 2011-0396, however, goes beyond this expressed intent of Motion 13393.  It would approve criteria for a series of roadway Tiers, which identify the functional characteristics of the roadway facilities in unincorporated King County.  The Tiers would then be used exclusively to allocate the resources that are provided via budget adoption using the policy decisions embodied in SPRS.  As such, staff sees these Tiers as regular and on-going operating decisions, not normally under purview of the Council.

REASONABLENESS

There is a policy question as to whether approval of this implementation plan is a reasonable policy decision for the County Counci due to: 

· The operational nature of the proposed roadway tiers relative to the charter-based delineation of responsibilities between the legislative and executive branches of King County government;  

· Council's clear policy direction in the Strategic Plan for Roads Services (Motion 13395) addressing the prioritization of services; and 

· Council's requirement (Moption 13393) for the division to establish a plan for implementation of the strategic plan without calling for adoption of the implementation plan.

INVITED

· Dwight Dively, Director, Office of Performance, Strategy and Budget

· Paulette Norman, Director, Road Services Division
ATTACHMENT
1. Transmittal letter for Proposed Motion 2011-0396 dated September 26, 2011
� A 2009 budget proviso started the County on the process that resulted in the adoption of SPRS.


� Article 2, Section 220.20 of the King County Charter relates to the powers of the Metropolitan King County Council, and establishes the Council's authority to use its legislative power to "… appropriate revenue and adopt budgets for the county …" and to "…combine and divide administrative offices and executive departments and to establish their powers and responsibilities…" 
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