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Metropolitan King County Council
Local Services Committee

STAFF REPORT

	Agenda Item:
	7
	Name:
	Terra Rose

	Proposed No.:
	2020-0021
	Date:
	March 2, 2020



SUBJECT

Proposed Motion 2020-0021 would acknowledge receipt of the Department of Local Services Strategic Information Technology Plan in response to a budget proviso. 

SUMMARY

King County is the local service provider for the estimated 247,000 people who live in the unincorporated areas of the county as of 2018. In the unincorporated areas, the Department of Local Services (DLS) manages land use and building permits and code enforcement, road construction and maintenance, and is charged with the development and implementation of programs to help residents be better served by the county through the Community Service Area program. 

In the 2019-2020 Biennial Budget,[footnoteRef:1] the Council included a proviso that withholds $100,000 until the Executive transmits a Strategic Information Technology Plan for DLS and a motion acknowledging receipt is passed by the Council. The proviso includes a series of requirements for the plan, such as a description of how DLS will monitor service delivery and an updated and complete local services product catalog that includes performance measures. [1:  Ordinance 18835, Section 84, Proviso P3] 


Proposed Motion 2020-0021 would acknowledge receipt of the DLS Strategic Information Technology Plan. The transmittal indicates that DLS will continue to monitor service delivery of partner agencies through quarterly performance reports that include data on programs, services, and facilities for each of the seven Community Service Areas.[footnoteRef:2] According to the Plan, DLS worked with a consultant to perform a high-level evaluation of data and technology needs, identifying three recommended process improvements and six technology projects to improve data collection and reporting, and that focus on leveraging existing systems. [2:  According to the transmittal, the seven Community Service Areas are: 1. Bear Creek/Sammamish; 2. Snoqualmie Valley/Northeast King County; 3. Four Creeks/Tiger Mountain; 4. Greater Maple Valley/Cedar River; 5. Southeast King County; 6. West King County; and 7. Vashon/Maury Island.] 




BACKGROUND 

Department of Local Services. King County is the local service provider for the estimated 247,000 people who live in the unincorporated areas of the county as of 2018.[footnoteRef:3] Services provided to the unincorporated areas include, but are not limited to, maintenance and construction of roads and bridges, planning and permitting, animal services, and law enforcement. In the unincorporated areas, the Department of Local Services (DLS) manages land use and building permits and code enforcement via the Permitting Division, road construction and maintenance via the Roads Division, and manages the Community Service Area (CSA) program. The CSA program is charged with developing and implementing programs and services to help residents of King County be more knowledgeable of, better served by, and heard by King County departments and agencies.[footnoteRef:4]  [3:  Proposed Motion 2020-0021, Attachment A]  [4:  K.C.C. 2.16.055] 


2019-2020 Budget Proviso. In the 2019-2020 Biennial Budget,[footnoteRef:5] the Council included a proviso that withholds $100,000 until the Executive transmits a Strategic Information Technology Plan for the Department of Local Services and a motion acknowledging receipt is passed by the Council. The proviso includes a series of requirements for the plan, such as a description of how DLS will monitor service delivery and an updated local services product catalog that includes performance measures. Under the proviso, the plan and a motion acknowledging receipt of the plan should be transmitted by December 31, 2019. Specifically, the proviso states: [5:  Ordinance 18835, Section 84, Proviso P3] 


P3 PROVIDED FURTHER THAT:
	Of this appropriation, $100,000 shall not be expended or encumbered until the executive transmits a local services strategic information technology plan and a motion that should acknowledge receipt of the plan and reference the subject matter, the proviso's ordinance, ordinance section and proviso number in both the title and body of the motion and a motion acknowledging receipt of the plan is passed by the council.
	The local services strategic information technology plan shall include, but not be limited to:
	A.  A description of how the department of local services will monitor local service delivery, and what other county agencies, programs or services will be participating in that monitoring;
	B.  An updated and complete local services product catalog that will include performance measures for each product within the catalog;
	C.  An inventory of the types of data needed in order to measure performance of the local services product catalog;
	D.  An evaluation of the ability of existing technology of the department of local services and partner agencies to provide these data;
	E.  An evaluation of whether data exist and are available to measure local service delivery, or can be collected or provided;
	F.  A description of process improvements, both within the department of local services and within partner agencies, that improve data collection and aid in reporting on local service delivery and avoids the need for technology improvements;
	G.  A recommendation for technology improvements that will target:
	  1.  Cross-agency, as "agency" is defined in K.C.C. 2.10.020.B., information and data sharing to support transparency into the services provided in unincorporated areas;
	  2.  Potential efficiencies in service delivery; and
	  3.  Leverage existing systems and staff resources to maximize the effectiveness of the Local Services Initiative; and
	H.  A description of technology projects for achieving those recommendations over the next five years, costs for those projects, and a phasing plan.
 	The executive should file the strategic information technology plan and a motion required by this proviso by December 31, 2019, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the planning, rural service and environment committee, or its successor.


ANALYSIS

The Executive transmitted the Local Services Strategic Technology Plan, with Proposed Motion 2020-0021 that would acknowledge its receipt, on December 16, 2019. According to the transmittal, the Department of Local Services (DLS) worked with consulting firm ProjectCorps, who was awarded a $100,000 contract for the development of the plan. 

The transmittal indicates that the plan "focuses on how Local Services will further technology to monitor local service delivery, increase transparency, and support how county agencies, programs or services identified in Local Services partnership agreements participate in the monitoring" (p. 3). 

The remainder of the staff report summarizes the information in the transmittal that pertains to each of the budget proviso requirements.

A. A description of how the department of local services will monitor local service delivery, and what other county agencies, programs or services will be participating in that monitoring;

The transmittal indicates that DLS will continue to monitor service delivery with partner agencies through quarterly performance reports that include data on programs, services, and facilities for each of the seven Community Service Areas.[footnoteRef:6] It further states that as partnerships and reporting have been implemented, some metrics have evolved and new metrics have been added to the reports. An example of the quarterly reports from Q3 2019 is included in the transmittal as Appendix D.  [6:  According to the transmittal, the seven Community Service Areas are: 1. Bear Creek/Sammamish; 2. Snoqualmie Valley/Northeast King County; 3. Four Creeks/Tiger Mountain; 4. Greater Maple Valley/Cedar River; 5. Southeast King County; 6. West King County; and 7. Vashon/Maury Island.] 


Current agencies participating in the monitoring are:

· Department of Local Services – Roads Division;
· Department of Local Services – Permitting Division;
· Department of Natural Resources and Parks – Parks Division;
· Department of Natural Resources and Parks – Surface Water Management Division;
· Department of Executive Services – Regional Animal Services of King County Division; and 
· Public health Seattle and King County – Environmental Health Services Division.

The transmittal notes that DLS expects that agencies with partnership agreements are expected to participate in the monitoring. Partnership agreements between DLS and the partner agencies define the relationship, service level targets, and shared processes. Executive staff indicate they expect to sign agreements with the remaining Executive agencies in 2020 and with separately elected agencies and special purpose districts in 2020-2021.


B. An updated and complete local services product catalog that will include performance measures for each product within the catalog;

The 2019-2020 Executive Proposed Budget included a "product catalog" that identified the programs, services, and facilities ("products") provided to unincorporated area residents and also described the output, quality standards, and unit costs for each product. The 2019-2020 product catalog is included as Attachment 3 to this staff report for reference. 

The proviso required an updated and complete product catalog with performance measures for each product, however an updated product catalog was not included in the transmittal. Instead, the plan notes that the Office of Performance, Strategy and Budget did not require agencies to create product catalogs for the 2021-2022 budget and that "elements of the original product catalogs have been incorporated into the service partnership agreement framework" (p. 11). Executive staff indicate that the quarterly service delivery reports are based on the early product catalog work.


C. An inventory of the types of data needed in order to measure performance of the local services product catalog;

The transmittal identifies a list of 11 types of data that DLS could use to measure performance of service delivery. The data types identified are generic, meaning they are not tied to needs related to specific product performance measures, and instead represent the range of data that could be collected. The transmittal notes that "the exact meaning and usefulness of each data type depends on the specific measures being considered for each product" (p. 12). Table 1 lists and describes the data types identified. 





Table 1. Types of Data Identified in the LS Technology Plan

	Data Types
	Definition
	Examples

	Quantity or output
	Number of transactions or activities
	· Number of permits or licenses issued
· Number of inspections conducted; number of re-inspections required
· Number of animals taken in; number of animals adopted

	Target
	Established values for measurement comparison
	· Total number of inspections planned to be completed in third quarter
· Percentage of permit applications expected to be reviewed within two weeks
· Miles of pavement to be repaved every six months

	Date
	Time stamps on transactions
	· Date of application
· Date of permit issued
· Date of inspection

	Customer
	Identity of an individual or entity associated with the transaction
	· Name of permit applicant or entity
· Name of licensee
· Name of animal adopter

	Location
	Place where the activity occurred
	· Street address of permitted work
· Street address of licensed business
· Site of road repair

	Cost
	Cost data associated with the transaction or transaction type
	· External fee charged to conduct an inspection
· Internal agency cost associated with conducting inspections
· Cost to build a capital project

	Duration
	Length of time associated with a transaction that is not an event
	· Number of days to complete a design review
· The length of time an animal is kenneled

	Response Time
	Length of time to respond to a trigger event
	· Time to issue permit after application is received
· Time to respond to a complaint

	Penetration
	Degree of coverage achieved for an activity
	· Percentage of annual inspections performed compared to number required
· The percentage of property remodels or additions for which permits were pulled

	Awareness
	Degree to which the subject population is aware of an available or required service
	· Percent of property owners who know that improvements require permits
· Percent of individuals who know they can reserve picnic areas in parks

	Satisfaction
	Customer satisfaction with services provided
	· Response time to requests for permits for property improvements
· Lead time required to reserve park space for an event
· Response time after snowfall to treat a roadway with sand/salt



D. An evaluation of the ability of existing technology of the department of local services and partner agencies to provide these data;

The transmittal indicates that the consultant conducted an inventory of existing technology systems employed by departments with service partnership agreements. The inventory identified 25 unique or shared systems in use and concludes that, "for the most part, agencies have, or will have in the near future, the technology to provide data to measure performance" (p. 14). 


E. An evaluation of whether data exist and are available to measure local service delivery, or can be collected or provided;

For this proviso requirement, the consultant used the 11 data types listed in Table 1 and evaluated whether data exists and is used in each of the data types for each current departmental performance measure. For example, the Parks Division tracks the total acreage of passive parks as one of its performance measures. The consultant evaluated whether data that corresponds to each of the data types (e.g., quantity, location) is collected and used related to acreage of passive parks. Tables summarizing the evaluation results for each performance measure in each department and division are provided in Appendix A. Figure 1 below recreates the summary table for the Parks Division for illustrative purposes.

Figure 1. Evaluation of Data Availability for the Parks Division
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F. A description of process improvements, both within the department of local services and within partner agencies, that improve data collection and aid in reporting on local service delivery and avoids the need for technology improvements;

The transmittal identifies three process improvements, which are described below:

· Process Improvement 1 – Leverage existing business analytics tools and platforms. The transmittal notes that DLS has access to Microsoft Power BI, the County's business intelligence tool, but does not have direct access to partner agency data to do its own independent analytics or reporting. DLS reports that gaining this access would make analysis of existing data more efficient as they are dependent upon partner agencies giving direct data access or making DLS data requests part of their standard work. DLS reports that this improvement will be implemented with partners as partnership agreements are developed.

· Process Improvement 2 – Establish existing Geographic Information System (GIS) reporting capability. The transmittal proposes establishing the ability to use GIS software to display data about where services have been delivered, as well as where residents can access the range of county services. DLS reports that this effort is currently underway.

· Process Improvement 3 – Implement a Customer Relationship Management system. The transmittal indicates that DLS has a subscription to Microsoft Dynamics, a customer relationship management (CRM) tool, but staff are not yet fully using the system's capabilities. DLS proposes using a CRM to facilitate communications and track resident and business requests, and potentially using it for marketing, surveying, and targeted communications. DLS reports that this effort is currently underway.


G. A recommendation for technology improvements that will target: (1)  Cross-agency, as "agency" is defined in K.C.C. 2.10.020.B., information and data sharing to support transparency into the services provided in unincorporated areas; (2) Potential efficiencies in service delivery; and (3) Leverage existing systems and staff resources to maximize the effectiveness of the Local Services Initiative;

The transmittal identifies six technology improvements DLS could implement and notes all projects target information and data sharing or potential efficiency in service delivery, as well as leverage existing systems. The six projects are described below:

· Project 1 – Implement geographic presentation of data. Executive staff indicate they are currently exploring tools that could be used to geographically display data like the tool used by the Assessor's Office, LocalScape, that displays averaged assessed property value and other information in a particular area. 
· Project 2 – Implement direct measurement of customer satisfaction. The transmittal indicates that DLS could work with its partner agencies and the Office of Performance, Strategy and Budget to develop a customer satisfaction strategy. This strategy could include survey kiosks, online surveys, sampling, and other customer feedback in order to collect customer satisfaction data. DLS reports that additional analysis is needed to determine whether this approach might require additional technology investment.

· Project 3 – Expand agency data sharing. The transmittal reports that DLS could collaborate with agencies to identify opportunities to consolidate, standardize, and share related data and datasets that may lead to potential efficiencies in service delivery. Executive staff indicate a lean process could be used to identify these opportunities.

· Project 4 – Improve agency coordination. The transmittal notes that DLS could collaborate with agencies and the King County Department of Information Technology (KCIT) to define cost-effective coordination systems using existing platforms and that this could improve outcomes amongst agencies with dependent processes or services. Executive staff indicate that a lean process could be used to identify opportunities for coordination and that an initial focus would be where work has had to be redone (e.g., paving roadways and then utilities later needing to do work in the same area).

· Project 5 – Leverage kingcounty.gov refresh project. KCIT is currently leading an effort to redesign the County's website and the transmittal reports that the new site may offer DLS and its service partners improved opportunities to communicate to customers. Executive staff note that they've received briefings from the KCIT project team and have committed to providing input throughout the process.

· Project 6 – Implement customer-focused Local Services delivery performance measures. The transmittal proposes collaborating with unincorporated communities and partner agencies to define additional service delivery measures focused on customer satisfaction and targeting constituent areas of interest. According to the transmittal, this effort is expected to inform measures captured in new and revised service partnership agreements and be reflected in future DLS reports.


H. A description of technology projects for achieving those recommendations over the next five years, costs for those projects, and a phasing plan.

Descriptions of the technology projects identified in the transmittal were provided in the previous subsection of the staff report. Table 2 summarizes the expected hardware and software to be used, estimated costs, and a projected schedule for each of the process and technology improvements.
Table 2. Expected Technology and Resource Needs for Identified Improvements

	Improvement ID
	Description
	Expected Hardware / Software 
	Estimated Cost
	Schedule

	Process Improvement 1
	Leverage existing business analytics tools and platforms to access agency data
	Existing county access to Microsoft BI software
	DLS plans to review costs as part of 2021-2022 budget development 
	Apr 2020 – Apr 2021

	Process Improvement 2
	Establish GIS reporting capability with Local Services
	Existing county GIS software and databases
	DLS plans to review costs as part of 2021-2022 budget development 
	Oct 2019 – Dec 2019

	Process Improvement 3
	Implement Local Services Customer Relationship Management (CRM) tool
	Need annual licenses for Microsoft Dynamics software
	$22,000 annual license fee
	Oct 2019 – Oct 2020

	Technology Project 1
	Implement geographic presentation of data
	Migrate data to Localscape platform, which is used by the Assessor
	Pilot: $15,000
Licenses: $20,000/year
	Jan 2021 – July 2021 (pilot)

	Technology Project 2
	Implement direct measurement of customer satisfaction
	Commercially available survey kiosks and/or surveying software; Existing County hardware/software
	$750-$2,500 annually for online surveys; Kiosk costs TBD; additional costs to be reviewed as part of 2021-2022 budget development
	Jan 2020 – Dec 2020

	Technology Project 3
	Enhance agency data sharing
	Existing County enterprise systems or already planned agency improvements
	DLS plans to review costs as part of 2021-2022 budget development 
	Apr 2020 – Dec 2020

	Technology Project 4
	Improve agency coordination
	KCGIS software and mapping layers; SharePoint; Other existing County software
	$26,000-$52,000 in KCIT support; DLS plans to further review costs as part of 2021-2022 budget development 
	Oct 2020 – Sept 2021

	Technology Project 5
	Leverage kingcounty.gov refresh
	None needed for Local Services
	No additional costs
	Oct 2019 – June 2021

	Technology Project 6
	Customer-focused Local Services delivery performance measures
	Commercially available survey kiosks and/or surveying software
	DLS to review costs as part of 2021-2022 budget development
	Oct 2020 – Sept 2021



INVITEES

· John Taylor, Director, Department of Local Services


ATTACHMENTS

1. [bookmark: _GoBack]Proposed Motion 2020-0021 (and its attachment)
2. Transmittal Letter
3. DLS Product Catalog (excerpted from 2019-2020 Executive Proposed Budget)
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