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	Polly St. John

	Proposed No.:
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REVISED STAFF REPORT
As reported out of the Budget and Fiscal Management Committee

Proposed Ordinance 2011-0235 passed out of committee with a “Do Pass Consent Expedited” recommendation.  However, due to advertising requirements associated with the comprehensive plan, the ordinance will not be on the July 25 agenda.  The Clerk of the Council has notified that a thirty day advertising requirement is needed and anticipates that the legislation will be included on the August 29, 2011 agenda.

SUBJECT:  
Proposed Ordinance 2011-0235 would adopt the 2011 King County real property asset management plan.  

SUMMARY:
This is the initial briefing on the Executive's proposed Real Property Asset Management Plan, which would replace the County's Space Plan.  The Executive is proposing that a Real Property Asset Management Plan replace the Space Plan to reflect changes in the overall scope to address all the functions of real property management.  This new plan approach is intended to align with the goals and objectives of the county's Strategic Plan, as well as continuing to be a component of the comprehensive plan required in the Revised Code of Washington (RCW).

The proposed plan is designed to focus on asset management life cycles and to include all facets of asset management including planning, acquisition, disposal for land and buildings, operations and maintenance, security and disaster planning, technology, and environmental sustainability.  

The three volume asset management plan includes both long range and near term planning to address expanded policies and practices, while at the same time managing space in an environment of savings and efficiencies.  The subject areas of the three volumes are:
1. Plan Vision and Mission, including policies, practices and strategies.  This area includes the results of the 2011 workspace survey to identify changing departmental space needs.
2. Short-Term Plans to address recent and proposed space consolidations related to staff forecasting
3. Appendices, including legal framework for county policies (King County Code and applicable ordinances).

The proposed plan reflects the current workplace trends necessitated by budget constraints and downsizing, as well as the increased use of technology to facilitate service delivery and cost savings.  

BACKGROUND:
The county's space plan is considered to be the capital facility plan component of the county's comprehensive plan and King County Code (KCC) 20.12.100 requires updates to the King County Space Plan every two years.  The last adopted space plan was dated July 13, 2005.  Because a recent space plan has not been adopted, the 2011 budget ordinance, Ordinance 16984, contains a proviso that restricts $250,000 in the Facilities Management Division (FMD) Internal Service Fund until transmittal and adoption of the amended King County Space Plan[footnoteRef:1].   [1:  Ordinance 17073 amended the transmittal deadline for the proviso from March 1, 2011 to May 16, 2011.  ] 


The Executive is responsible to update the current and future space needs and facility work program sections of the county space plan and submit them to the Council as amendments to the county space plan by March 1 every other year[footnoteRef:2].  The Council is responsible to review, amend, defer or adopt the Executive proposed space plans, but is not obligated to adopt a space plan on an annual basis.  Attachment 3 summarizes applicable King County Code (KCC) and Charter sections.  It should be noted that both Executive and Council staff acknowledge that these sections need to be updated and coordinated to reflect current county policies.  For instance, although current space planning documents refer regularly to a facility master plan (FMP), the KCC does not mention FMPs, but talks about “capital improvement plans” and “project program plans”.   [2:  Previously, space plans were to be submitted for council review annually on August 1.  Ordinance 15328 that adopted the 2005 Space Plan changed the due date to allow for biennial consideration, beginning in 2006, and the date for submittal was changed from August 1 to March 1.  This change was to allow for a more reasonable timeline to prepare and consider this large body of work.  ] 


The last adopted space plans were dated in 1993, 1997, 2002, and 2005.  Plan history over the last ten years is listed in Attachment 4.  

OVERVIEW:

Relationship of the Space Plan to the Comprehensive Plan
The County Space Plan consisting of space standards, current and future space needs, and county facility development policy framework, is a sub-element of the public facilities element of the comprehensive plan.  RCW 36.70A.070, Attachment 5, lists the mandatory elements that must be included in the Comprehensive Plan.  The capital planning element must include:



	Requirement
	Included

	An inventory of existing facilities
	

	A forecast of future needs
	 staffing projections
 for capital facilities

	Proposed locations and capacities of facilities
	 for current facilities
 for future facilities

	A six-year plan that will finance the facilities
	 within annual budget process

	Coordinated and consistent plans
	 subject to OMPs/FMPs



The transmitted documents include an inventory of existing facilities, locations, and capacities of current facilities.  Additionally, each agency has included a forecast of long term needs based upon projected staffing levels.  Essentially, these forecasts are based upon anticipated operational changes and are the agency’s best estimation of staffing needs.  The Plan identifies challenges to be addressed in the next five years and sets ten strategies for moving into the future.  The Plan contains existing office space utilization and takes a first look at long term strategies to position the county to respond to changing facility needs.  

As a sub-element of the Comprehensive Plan, the Council may adopt amendments to the space plan only in conjunction with either 1) the annual amendment to the Comprehensive Plan; or 2) adoption of the annual county budget.  Upon completion of committee review, the ordinance adopting the plan would hold its place on the Council agenda to coincide with either of those actions.  

King County Code
The space plan is addressed in the county code in Chapters 4 and 20 – excerpts are included as Attachment 3.  The space plan adoption is specifically addressed in Chapter 20 as part of the Comprehensive Plan where it is stated specifically that the county space plan “shall govern development of all facility master plans, facility program plans and CIP and lease requests for space housing county agency operations”.  

Additionally, KCC 4.04.020, the Budget and Reporting System section states that the adopted county space plan should be the basis for capital improvement plans and project program plans.  Although facility master plans are not mentioned within Chapter 4, it is generally assumed that the definitions for project program plans and FMPs are similar in nature.  Additionally, Title 4 changes being considered by the Council in Proposed Ordinance 2011-0177 may need to incorporate aspects of the proposed asset management plan.  Analysis will be on-going to ensure coordination of the two proposals.

These code requirements make it clear that the space plan shall be the overarching policy document for capital planning decisions.  

Existing Environment:
All space plans transmitted by the Executive and considered by the Council, represent a “snapshot in time”, as planning decisions are influenced by on-going policy decisions.  To ensure that updates are on-going, the space plan is to be transmitted every other year and is due on March 1.  

THE PLAN:
The proposed asset management plan is intended to inform policy, operational, and budget decisions for the county's real property, subject to the Strategic Plan and serving as the capital component of the Comprehensive Plan.  As noted in the Summary Section, the plan includes policies, long and short term approaches, and all supporting appendices.  The plan includes the following:
· Identifies the current challenges shaping the county’s facility needs. 
· Acknowledges the complexity of real property management and focuses on the interrelationship of the various real property functions.
· Provides a framework for managing the county’s real property and proposes near term facility decisions.
· Focuses on the county’s building occupancy costs and existing vacant office space.  
· Provides tools to enable managers to be active participants in reducing the county’s building occupancy costs. 
· Identifies new trends in office space. 
· Provides long term strategies to respond to changing facility needs.

The graphic below shows how the county's anticipated programs and service delivery methods influence facility needs and space utilization, while integrating with the Strategic Plan.  
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Challenges
The Plan specifically identifies internal and external challenges, reported in the Strategic Plan, that are likely to affect asset management.  They include:

· Fiscal Constraints:  While experiencing budget constraints, facility managers will need to seek ways to reduce building occupancy costs while striking a balance to respond to tenant requests, performing preventative maintenance and completing major maintenance work.

· Service Delivery Changes and Product Emphasis:  Facility managers will need to focus on outcomes while managing service products.  Also, as county population concentrates in the cities, reaching and providing local services to the unincorporated area is changing service delivery approaches and triggering facility changes.  

· Technological Advancements:  The public’s willingness to embrace new technology as well as advances in technology affecting the workplace and building systems management, “forces” changes in how and where the county delivers services and how and where the county employees work. 

· Equity and Social Justice Initiative:  This initiative gives greater importance to locating and managing our facilities in a manner that enables individuals and communities to reach their full potential.

· How we work together is changing:  The increased use of teams and a mobile workforce creates a need to embrace new ways of designing office space emphasizing a variety of work stations and meeting spaces, and video conferencing to support improved employee productivity and efficiency. 

· Sustainability in the Workplace:  Investing in energy management is no longer optional but a functional requirement to gain anticipated savings in occupancy costs. 
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Management of the county’s real property assets consists of several functions: 

1) acquisition, permitting, leasing, disposal; 
2) facility operations and maintenance; 
3) safety, security, and disaster planning; 
4) capital investment; 
5)  environmental sustainability; and 
6) integrated work place design.  

As shown in the figure on the right, all of the functions are linked and dependent on each other.

The report provides a brief description of each function, the linkages with the County’s Strategic Plan, overarching goals and long term objectives and strategies.  Volume III provides an extensive listing of ordinances, motions, audits and reports for all major real property management functions.  

Policy Framework
Forty-one policies are established in the plan to clarify a framework consistent with the Strategic Plan and agency business plans.  According to the Plan, the policies are stated to ensure that real property assets and workspace activities demonstrate sound stewardship and value to county operations.  This framework consists of policies contained in prior space plans, policies within various ordinances, and policies implementing the Strategic Plan.  

There are two broad categories of policies:  those concerned with how efficiently real property is managed to support agency and department programs and those whose primary focus is on meeting the broader public interests such as security, safety, environmental sustainability, and accessibility.  The policy areas are categorized and listed below:
1. Real Property Asset Management Policies
2. Financial Policies
3. Building Operations and Maintenance/Major Maintenance Policies
4. Workspace Design Policies
5. Facility Location Policies
6. Building Design Policies
7. Disaster Preparedness and Security Planning Policies
8. Sustainability Policies

Attachment 6, provided by the Executive, lists the recommended policies and how each relates to other adopted policies.  Some are new, some are restatements of previous policy, and others are changes to previous policies.  Analysis of these policies is on-going.

Three of these policies are new and could be considered critical in aligning facility management with current county challenges and can be linked directly to the near term move recommendations made in Volume 2 of the report:
· Policy 8 – Relocations, both within county owned space or to/from leased space, will strive to be, at a minimum, cost neutral; all short and long term costs will be evaluated to include the impact on the countywide utilization of office space.
· Policy 18 – Maximizing the county's return on investment in office space takes precedence over single agency/department needs when significant benefits to the county can be realized or major capital and operating costs are involved.
· Policy 22 – Workplace designs will integrate human resources and information technology policies and programs to create workplaces for diverse types of work functions and environments.

Near Term Policies
In January 2011, the Executive undertook a Work Space Survey to evaluate agency/department work spaces.  The responses showed that the county has an excess of office space that is scattered in small pockets across many county buildings.  As a result, Volume 2 of the Plan proposes to consolidate office space – in a manner similar to that undertaken by the Council in the 2011 budget – and to mothball sections of the Blackriver and Yesler buildings.  The Plan will make a number of moves into the Chinook Building, vacate floors in the Blackriver and Yesler buildings, and will better utilize space in the Chinook and Administration Buildings.  Attachment 8 is a summary of the proposed short term moves showing the estimated costs for moves and tenant improvements, as well as the timelines for completion of each move.

The plan also proposes more efficient use of work spaces and the use of more current business operations – such as hot desking and telecommuting.  $2.4 million in funding to support the moves and tenant improvements is contained in Proposed Ordinance 2011-0285 and is discussed in that staff report.  The approach appears to be a reasonable way to address better space utilization and to reduce long term costs both for agencies and countywide.  The effects regarding building occupancy costs, space utilization, and new business practices are discussed in more detail below.

New short term move policies, listed in Attachment 7, are identified that address the consolidation, space utilization, and the reduction of building occupancy costs.  These policies depart from the previous practice of billing departments for space they vacate until a new tenant is found for the vacant space.  The new policies are intended to make it easier to manage the county’s office space and reduce costs overall.  They provide a financial incentive to departments to reduce their assigned space.  Particular policies of note include:
· All mothball costs for general government buildings will be paid by the General Fund.
· Agencies that vacate reconfigurable space mid-budget year and do not subsequently increase their overall square footage will be relieved of the operating and maintenance (O&M) obligation 90 days after they vacate space if reasonable notice of such move was given.

Building Occupancy Costs
To operate and maintain general government buildings in a manner that supports the tenant business strategies and service delivery requirements, facility charges are levied to departments and/or funds which recover on-going O&M costs, the building rental rate, lease rates for long term King County facility leases, and major maintenance costs for the useful life of the building.  

When the four facility charges are combined the total represents the annual building occupancy costs.  The table below provides the building costs for King County’s owned and leased to own facilities.  For example, the Youth Services Facility O&M square foot charges are $17.05 which includes $13.32 for O&M staff, utilities and other expenditures, $2.01 for building security and $1 for overhead.  There is a $2.95 square foot charge for BOOC for non-general fund tenants and a $10.59 charge for major maintenance for a total of $30.59.  For 2011, a one-time $1.50 rebate was provided resulting in an adjusted $28.87 sq. ft. charge.
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Space Utilization
In January 2011, a Work Space Survey was undertaken to collect data about space utilization and to help inform ways to maximize space in King County buildings.  Using the data combined with the building occupancy costs, the county’s work space utilization was evaluated.  The focus for the report was on the seven largest general government office buildings.  For these buildings, there is an estimated 1 million square feet dedicated to office space[footnoteRef:3], with approximately $32 million in building occupancy costs.  The survey indicated that about 581 individual workstations were found vacant, some workstations had been “repurposed” or converted to other uses.  Several work areas were found to exceed the target square feet per FTE, indicating the possible underutilized of space. [3:  This figure includes lobby areas, corridors, and reception areas but does not include courtrooms, judicial suites, basements, and the buildings core, i.e. elevators, restrooms.  ] 


There are a number of factors that affect the ability of an organization to maximize its work space efficiency.  These include physical constraints, such as building age, the size of each floor, the current configuration of space and the building condition.  Operational constraints include desk sharing potential, the prevalence of rooms multiple people can share, the main function of the office as well as the need for public or meeting space.  The final constraint is financial; making changes to improve space efficiency often involves significant up-front expenditures.

Using the information from the survey and the constraints identified above, the Executive is recommending the consolidation of work space through a proposal for near term moves and tenant improvements.  Financing to implement this plan is included in the "investments" ordinance, Proposed Ordinance 2011-0285, that will also be discussed on the July 6 BFM agenda.  An initial overview of the proposed changes will be included in that staff report.

Workplace Trends and Designs
The Plan acknowledges that workplaces are changing from typical enclosed office spaces, to open-floor buildings featuring furniture systems.  Additionally, business practices are also changing to incorporate new technologies.  The continuum below shows the progression from traditional workspaces to the new example of wireless work:




Workspaces are increasingly designed both for flexibility and for the specific business processes they support.  These two needs are met through large use of collaborative and communal spaces, increased reliance on “hot-desking” areas (i.e., workstations that are not assigned to a particular worker, but are available on a scheduled or drop-in basis), and a reduction in requirements for hard-copy paper.  

The Plan states that the new model of innovative workspaces includes a number of specific terms that describe particular work process environments and needs.  A glossary of alternative workplace terminology is defined below.  These terms are included to help agencies think creatively about space usage and business practices.  Some terms include:
· Teaming requires flexible space that supports interactive, collaborative work processes.  Teaming environments tend to have fewer and smaller dedicated work spaces, with shared spaces for collaborative functions or activities.  These environments encourage the exchange of ideas and communication.  

· Team Setting is a space designated as a group teamwork environment, usually for a particular project and specified period of time.  Sometimes called “group addressing.”  

· Free Address means multiple offices or workspaces shared by individuals on a first come, first served basis.  Workstations are not assigned to individuals, but are free to use as available.  Potential department or agency candidates for free addressing approaches spend a significant amount of time away from the office.  

· Virtual Office is a briefcase approach to the concept of the office.  Employees have freedom to work anywhere through the use of portable (typically wireless) technology.  

· Shared Space is when two or more employees share a single assigned workspace and work tools on different schedules or shifts.  

· Teleworking or Telecommuting is a combination of assigned off-site workspaces with workspace at the main office or facility.  Off-site locations can include working from home, or remotely located telecenters (below).  

· Telecenters are typically geographically convenient workspaces located near where people live, with on-site management and related support (e.g., IT services, printers).  Telecenters can be an economical way to provide sophisticated office technology and administrative support not available at home, but without requiring a long trip to the main office.  These facilities can be shared with other organizational departments or government agencies.  

· Satellite Offices are remote facilities that are technologically linked to the main office, and generally located near customers.  Employees are directly assigned to work at the satellite office (e.g., on a full-time basis).  Satellite offices may be in less expensive sites than the main office, thereby reducing overall costs.  

Moving into the Future
Real Property Asset Management Plan identifies strategies to be addressed in the next five years.  These strategies are intended to position the county to leverage its real property assets to benefit the county’s financial picture by aligning them with Strategic Plan and business strategies to reduce the facility costs.  The strategies are:

1) Recommend a long-term asset strategy for King County’s Blackriver and Yesler Buildings, Precincts #2 and #3, and Public Health clinics by the end of 2011.

2) Commit FMD and custodial agencies to collaboratively manage the County’s dynamic real estate asset portfolio.

3) Aggressively pursue environmental sustainability, focusing on energy savings in county facilities and environmental compliance thereby saving the County money.

4) Proactively manage county workspace through comprehensive knowledge of the County’s utilization of proposed and existing leased and owned space to reduce underutilized space and tenant costs. 

5) Recommend to the Executive a set aside of capital improvement funds to enable ongoing cost effective reconsolidation of work space.

6) Improve integration of FMD’s real property asset management activities through a product-focused review. 

7) Implement an innovative workspace pilot project to learn, demonstrate, and assess the value of new workspace configurations in county workspaces

8) Partner FMD staff with county departments to better integrate facility needs with department business plans; work to right-size department workspace and to create an environment where new work trends, insights, experiences and needs can be shared. 

9) Form an IT/HR/FMD alliance to develop an integrated approach to workspace design to better serve county departments and employees

10) Form an IT/FMD/RALS alliance to promote archives and records management initiatives reducing department document storage to improve space utilization.

ISSUES/NEXT STEPS:
The only identified issue with the proposed plan is that the proposal does not specifically address how the county will deal with asset management when the focus is no longer on down-sizing and efficiencies.  Large county-owned properties and their management will most likely be monitored through individual requests as they arise.  (Examples of such properties could be the Summit Pit property, the Kent James Park and Ride property, or a solution for the Alder facility).  Staff will continue to monitor the Plan's implementation should that focus change.

Staff will also bookmark the change in space plan name and any other necessitated changes to be coordinated with the on-going review of KCC Title 4.  

REASONABLENESS:
Proposed Ordinance 2011-0235 adopting the Asset Management Plan is a large body of work containing a number of new policies and business practices.  The Plan is the first to coordinate all aspects and functions for building management and to anticipate space utilization and other integrated approaches such as technology and human resources.  The document provides a wide ranging framework for near and long term management, while coordinating with the Strategic Plan and Comprehensive Plan.  Approval of Proposed Ordinance 2011-0235 would acknowledge the body of work which appears to be a reasonable business and policy decision.  
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