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Proviso Item A: Auditor’s Report on Review of Implementation of Recommendations

" .the county auditor reports that the environmental health services division has fully implemented
Recommendation #3 of the September 11, 2013, performance audit of environmental health services, i.e.,
to implement a rigorous approach to staff allocations addressing the four best practice factors identified
by the county auditor, which include a defined staffing methodology with staffing standards and
performance measures related to caseloads and workloads."

The Environmental Health Services division report to the auditors on the implementation of the
2013 auditor's recommendations included illustrations of staffing methodology steps and criteria
that are being used in the Division. The implementation report has been reviewed and on July 31,
2015 the auditor determined that Recommendation #5 has been completed.

Best practices for assessing staff workloads were defined by reference in the auditor’s report:

1. Define the work — caseload numbers and workload measures

2. Use points of comparison — look at historical data and explore business process
improvements through mapping and other operational tools

3. Set resources to needs — link workloads to FTEs, estimate seasonal workloads, and track
performance goals

4. Validate the model — look at external benchmarks, analyze performance metrics
periodically

Division-wide, we have developed human resource tools and established metrics for hiring of
positions that employs the four best practices that were identitied in the auditor's report,
including a practice of providing workload / caseload data and estimated hours to complete the
workload for each position request.

EHS programs have a wide range of work types, and therefore workloads and staffing standards.
Some are straightforward data such as number of permits and inspections. Other workloads are
more complicated, research and policy-oriented such as updating ordinances. These metrics also
vary by position, are dynamic in project focus, and undergo continuous improvement.

Metrics alone do not make the final decision. The forms we now use ensure that hiring
supervisors are prompted to describe the workload in narrative and metrics:

e should it be career service, TLT, STT

e can the additional workload be addressed through temporary overtime

e is the workload seasonal, annual, or one-time

e technical training investment vs. productive work time
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The hiring requests are reviewed by the section manager and finance manager before they are
submitted for posting. This provides a check-and-balance system that ensures managers are
determining impacts and sustainability regarding:
e human resource
finance
strategic planning
department-wide workforce planning
line of business planning
labor and human resource issues existing in the department or in the county

Below is an example used in monitoring staffing in the plumbing and gas piping program:

Figure 1: Example of workload monitoring
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In this example in the above chart, monitoring the trend in workload and forecast information
from Seattle Department of Planning and Development indicated a sustained increase in
overtime in 2014. This informed the decision to request additional positions in the 2015-2016
budget and hire an additional inspector (Q2 2015).

The Food and Facilities Section monitors similar trends. The program tracks the number of
inspections performed by each inspector annually, and number of permits issued annually.
Currently, staffing is allocated based on an expectation of 870 restaurant inspections per year,
per FTE. These targets are adjusted by supervisors to take into consideration FML, special
training needs (i.e., emergency preparedness), and surge investigations for food borne illness
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outbreaks. Inspectors also add overtime to conduct seasonal inspections for temporary events and
farmers markets. This practice is under review and analysis to consider the following:

a) 2014 Food Program Review recommendations from Strategica Consulting to reduce
span of control of supervisors and re-assess staff workloads (consultant report
attached. KC Food Program Review, Section G3)

b) 2013 Performance Audit, 2014 Food Program Review and Environmental Health
Rate Study benchmarks against other food inspection programs across the nation with
significantly fewer inspections per year per FTE (King County Auditor’s Office:
Performance Audit of Environmental Health Services report attached, page 17)

¢) Current research project on quality assurance and consistency of inspections in
collaboration with Stanford University

d) Current and ongoing negotiations with labor regarding

e Workloads
e Supervisor span of control
e Inspector supervisory support on evenings and weekends

There is periodic review to validate assumptions and integrate changes in program operations
including implementation of efficiencies. This ensures that Environmental Health meets the
dynamic needs of the community. In addition to quarterly reviews of revenues and expenditures,
the following documents also inform operational and program priorities:

2014 Food Program review

2014 Onsite Septic System program assessment

2014 Rate Study

2015 Strategic Plan update ,

Annual rate assessments and reporting to Board of Health

Improvement projects are being piloted to build a staffing model that better predicts permit
inspection backlog and optimizes the use of our talented human resources. We anticipate that
these improvements in the staffing model will result in less indirect cost, resulting in lower
permit rates as we are able to more specifically define direct service tasks and measure them with
improved metrics. One example is in the administrative services unit; We are in the process of
documenting and timing various processes to better understand the true costs of administrative
processing of permits. Developing these specific metrics will inform workloads and distribution
of tasks among our staff. Consistency and accuracy training, and performance tracking is also
part of the project. We anticipate that the information gathered will allow us to:
o Identify process improvements and reduce “waste” — reduce time to process
permits, thereby reducing cost
e Develop clearer metrics that will provide benchmarks and targets for:
o training,
o performance expectations, and
o consistency and accuracy parameters (thereby reducing cost)

Proviso Item B.1.  Copy of Auditor’s Report

A copy of the auditor's letter on implementation of the recommendations is attached:
e Recommendation #5 has been highlighted.
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Proviso Item B.2. Operational Action Plan for Food Permit Cost Reduction

“An action plan for improving the operational infrastructure of environmental health services in order to
lower permit costs and encourage vendor participation while maintaining food safety;
Development of the action plan shall be informed, at a minimum, by the recommendations from the 2013
county auditor performance audit of environmental health services and the action plan submitted in
response to proviso P1 of this section regarding environmental health services.
The proposed action plan shall include recommended actions and timelines for achieving cost savings
that are projected to result in no food program rate increases through the end of 2017 while building rate
reserves during that timeframe. The plan shall show at a minimum the operational costs, workloads, and
staffing assumptions that are the basis for achieving the target.”

The Food Program has conducted extensive data analysis and stakeholder conversations to
develop each of the following strategies. We prioritized these strategies by three major criteria:
1. the amount of impact the strategy would have on meeting customer needs, and
2. the importance of maintaining responsible food safety practice guidelines through the
strategies — mandated by Federal, State and Local legislation
3. the capacity of the program to develop and implement the strategy with current staffing
levels

. 0 0
0.0 ’00 0’0

In EH Response to Budget Proviso 1, submitted in December 2014, the Food Program defined
the principles used for development and future assessment of mitigation strategies:

e [ood safety standards are maintained;

e Services and associated fees are equitably distributed; and

e Arate and fee structure that allows for full opperational cost recovery is maintained.

The Food Program also identified near-term actions for the 2015 permit cycle with a timeline for
implementation. Actions were identified as mitigation strategies, including those specifically
marked as service reductions to reduce staff time and cost. The program indicated the near and
long-term nature of these efforts, and included long-term actions that required research, analysis
and development in 2015 to be applied to the 2016 permit cycle.
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Cost Mitigation Strategies:

Table 1: Mitigation strategies to lower program fees

N, l . i Estimated Public .
Mitigation Permit types | Near/mid/long Eoinated it ik Equity
Strate affected term Custommer Y Health impact
gy {Cost)/Savings | (Cost)/Savings | Impact P
Reallocate
Indirect costs
of foodborne Al Near term Reduces hourly | No change No Improves
illness and (2015) rate by $4 change | equity
complaint
Investigations
Reallocate Mol b
indirect costs i Y | Reduces Estimated Improves
S rate (2015) . : Improves
of wineries All : hourly rate $1 revenue public :
; Mid-term = equity
and require ! $48,000 health
¢ permit (2016)
permit
farmers One year Inequitable
Maintain markets/ saving on fees to all,
: (Creates :

2014 fees temporary Near ranging from $500k gap in No variance for
for the 2015 event (2015) 42-130% bab change only these
. EH budget) :

permit year vendors and permit
coordinators types
Increase in
efficiency
h
Restiey Long term itr:r;rl;gved No
ffi A : No Change
S ; (2016-2017) MO e allocation of Change s
model .
time to
priority public
health risks**

'The overall hourly rate is reduced, thereby reducing costs for all permit categories. Costs for this work are applied

directly to the respective permits.

** The Program is currently analyzing systems to better distribute staffing and duties, and to better deploy staff to
address health risks as they arise.

This report describes the development of these mitigation strategies 1-4 and additional proposed
service reduction strategies A, B and C (those that improve equity and pose low or medium
public health risk).
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Mitigation Strategies and Service Reductions in 2015 permits

e Mitigation Strategy 1: Reallocate indirect costs of foodborne illness and complaint

investigations
Permits are like insurance...
The Food Program reallocated foodborne illness and | They cover preventative care
complaint investigation time from indirect support services, such as plan reviews,
services costs to direct service time, distributed

proportionately to permit types as a direct service
cost to ‘brick and mortar’ permits categories. This

action reduced the hourly rate by $4.

educational visits and inspections.
Permits also cover unexpected
critical care in the form of foodborne
illness investigations, health alerts
and emergency preparedness.

Outcomes: Mitigation Strategy 1

Permits All The hourly rate reduction affects all permits. "Brick and mortar"
affected eating establishments receive and pay for this service.

Timeline Accomplished Implemented April 1, 2015 with regular permit renewal schedule

EH Cost to Est. 50 person- | Analysis of data, financial modeling, stakeholder feedback collection,
develop and hrs meetings with Prevention Division, policy approval

implement (~$10,700) IT changes, administrative training, financial monitoring

Financial Hourly rate The redistribution of costs include $250,000 to PHSKC Communicable
impact decreased by $4 | Disease Prevention — Epidemiology, and Food Program staff time for

foodborne illness and complaint investigations averaging 600 hours
and 900 hours respectively in the 2013 - 2014 permit year.

Public Health | No Change

Impact
Equity Improved equity | creates a more equitable distribution of the cost of critical public
Impact health services in food-borne illness across businesses

e Mitigation strategy 2: Reallocate indirect costs of wineries and require permit

The WA Retail Food Code requires businesses that provide food or beverages to the
public to obtain a food establishment permit from the local health department, with very
limited exceptions. From 2012 to 2015, Public Health created a pilot program that
extended an opportunity for wineries to apply for an exemption from the requirement to
obtain an annual operating permit. The program is still responsible for overseeing
compliance with the food code. The pilot was developed in partnership with industry,
and involved extensive education and notification.

Results of the pilot showed that the compliance rate with the expectations of this
exemption opportunity was still only 50%. Limited fees paid by wineries did not cover
the cost of indirect services (1000 hours) provided to these businesses going through the
exemption process, nor the follow up services for compliance with the food code.
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This Mitigation strategy 2 removes the opportunity
to apply for an exemption to obtain a permit. The
action aligns with guidance from the Washington
State Department of Health encouraging local
health jurisdictions to work toward greater
consistency in tasting room permitting and
operations under applicable provisions of the Food

Code.

Food Programs in many local health
departments throughout the state
issue permits for wineries and tasting
rooms as general food establishments,
including Yakima, Benton/Franklin and
Walla Walla — those counties with the
highest density of wineries.

Outcomes: Mitigation Strategy 2

Permits All experience Wineries and beverage related businesses specifically, of which there
affected reduction in are ~ 150 wineries and an unknown number of tap rooms and
rate distilleries are affected in the following manner:

e Businesses that are currently permitted (~ 32) will
experience no change in requirements, and will go through
the usual annual permit renewal process on April 1%, 2016.

e Businesses that have an approved code variance from the
pilot (~ 52) will need to apply for and obtain a permit by April
1%, 2016. The terms of the variance will be honored.

e Businesses that have neither a) nor b) (~ 66 currently known)
must complete the plan review process and obtain a permit
by April 1%, 2016. To be able to achieve compliance by this
time, submission of full application for plan review is required
by December 31st, 2015.

Timeline Change in Wine and beverage businesses will be permitted in the permit cycle
hourly rate - starting on April 1, 2016.
Accomplished. The Food Program is conducting two information sessions with
beverage businesses scheduled for September 22" and 28". Meeting
2015 pilot announcements have been sent to all beverage related businesses
and related associations.
2016 see Table 2 below
requirement
EH Cost to Est. 80 person- Multi-agency meetings, updating web content, developing mass
develop and | hrs emails, scheduling and hosting stakeholder meetings, analysis of data,
implement (~$17,200) financial modeling, policy approval, IT billing system changes,
administrative training, financial monitoring
Financial Reduced hourly | This mitigation strategy is estimated to generate $48,000 in revenue
impact rate by $1 to support direct services that are currently under-funded.
Wineries would pay fees according to the standard food permit type
appropriate for their operation: could range from $385 —$1,158,
though estimated at the lower end for most.
Public Health | Improves public | This strategy creates a process for establishments currently operating
Impact health outside of the permitting system to receive mandated food safety

oversight.

Policy Changes: The process of bringing wineries into compliance with
the Food Code is identifying multi-agency collaboration needs
regarding multi-agency code non-compliance by some of these
businesses.

The Food Program is working with the Environmental Health Onsite
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Septic System Program, King County Department of Permitting and
Environmental Review, local jurisdiction land use departments, and
Washington State Department of Health Water Program.

Equity Improves equity | Distributes costs more equitably across all permit types.

Impact

Table 2: Impact of mitigation strategy 2 for permitting wineries

2012-2015 pilot system Permit requirements for April 1, 2016
Plan review

Permitted = 32 Yes Yes n/a Yes
Variance = 52 No No No m‘ _i. ,,!1 ! '515 Bﬁ” s
depending on oper.
Currently

No No Yes

unaddressed ~66

Table 3: EH Food and Facilities Section: Rate Reduction Impact of mitigation strategies 1 & 2

o Proposed rate ; Savings on program
Initial 3 ; Savings on program ol i

2014 including 2015-2016 e rate from mitigation Final 2015-

proposed rate from mitigation
Rate Adopted Budget strategy 2 2016

2015 rate . strategy 1

Assumptions Program Rate

$201 $225 $220 sS4 $1 $215

e Mitigation Strategy 3: Maintain 2014 fees for the 2015 permit year for farmers
markets and temporary events
The Food Program reduced fees for farmers markets and temporary events for the 2015
permit year by applying a one-time action of using the 2014 fee structure for the 2015
permit cycle.
The intent is to work with stakeholders in 2015 to develop a new structure that
reduces permit fees and reduces service costs.

Outcomes: Mitigation Strategy 3

Permits Farmers market | This created a one year savings of fees ranging from 42-131% for
affected and temporary | permit holders — the difference between 2014 fees and proposed
event 2015 fees.

coordinators
and vendors

Timeline Accomplished Implemented with the usual permit renewal cycle.

EH Cost to Est. 100 person- | Stakeholder meetings, workgroup meetings, analysis of data, financial
develop and | hrs modeling, policy approval, IT changes, administrative training,
implement (~$21,500) financial monitoring

Financial This strategy creates a gap in Environmental Health between

impact ($500,000) budgeted revenue and actual revenue collections. This gap was

addressed with funding drawn from the Environmental Health
Reserve Fund.

Public Health | No Change Service level remains the same; no public health impact has occurred
Impact
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Equity
Impact

Reduces equity | This strategy kept only these affected permit types at a lower cost for

a year, while general food permit fees had an increase for the same
permit period.

Mitigation strategy 4: Restructure staffing model

The Food Program is working with the Labor Union (PTE Local 17), Human Resources,
and the Office of Labor Relations to bargain changes to the staffing model. Components
of the staffing model under review include:

o weekend coverage,

supervisory oversight during weekends,

quality assurance systems to improve inspection consistency,
analyzing and updating data on workloads,

overtime use analysis, and

supervisor to employee span of control.

O O O O O

The program is acting upon recommendations from the 2014 Food Program review, and
2013 Performance Audit recommendations. The program is also undergoing a current
research study with Stanford University on quality assurance methods.

o Strategica Consulting performed a Food Program Review in 2013. The review

recommended reducing span of control of supervisor to employees to a ratio of 1:10.
The program currently operates at a rate of 1:15-18. The increase in field staff
positions to meet increased program workload in 2015 will increase the span of
control to 1:17-20 (consultant report attached. KC Food Program Review, Section
G).

Currently workloads for food program staff are estimated at an average of 870
inspections per inspector per year. The next highest workload for similar programs in
other WA counties is 678 inspections, with a 6 county average of 522. These numbers
also do not include return inspections for establishments with poor performance.
Benchmarking shows that other food inspection programs have staff workloads with
significantly fewer inspections per year per FTE (King County Auditor’s Office:
Performance Audit of Environmental Health Services report attached, page 17). Other
jurisdictions used for comparison were Tacoma-Pierce and Portland-Multnomah.

In response to stakeholder interest, the Program is currently working on a project to
make restaurant inspection results more available for the public (in window placards
and online). Oversight of inspection consistency across 11,000 restaurants therefore
becomes increasingly critical . The program is engaging in a research study in
collaboration with Stanford University to evaluate a peer based method for improving
inspection consistency. The project is showing statistically significant improvement
in consistency, staff training models and employee morale.
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Implementation of these methods into standard practice for the program is estimated to
increase the amount of time the program spends on quality assurance measures from 7%
of annual staff time to 9% of annual staff time.

Program overtime costs analysis:

Upon initial review of program costs we identified a high rate of overtime spending. We
initially communicated that this might be an area where staffing allocation methodology
could align workloads with FTEs to find efficiencies.

As our analyses have progressed, the picture looks more complicated and needs further
in-depth modeling. Many reasons have emerged for overtime use, and more
understanding of the multiple variables in program operations that drive these costs:

e Foodborne illness investigation requires surges of effort for technical inspections and
sampling. These outbreaks are not predictable in number or scope of complexity.

e Seasonal increases in work need to be balanced with time and funding investments
required for staff training - costs for hiring seasonal employees are high. It is possible
that overtime is more efficient.

e Overtime data analysis requires more definition. Current payroll systems do not
consistently track the pattern and reason for overtime hours.

Outcomes: .Mitigation Strategy 4

Permits All

affected

Timeline 2016-2017

EH Cost to To Date: Est. 80 | Analysis of data, financial modeling, multiple meetings with HR and
develop and | person-hrs Labor, policy approvals, IT assistance, training, financial monitoring
implement ~($17,200)

Financial TBD

impact

Public Health | TBD Anticipated improvement in addressing oversight

Impact

Equity TBD Anticipated improvement in balancing public health needs with
Impact staffing allocations

* 0
)
0

>

0

*,

Service Reduction Strategies:

Table 4: Service Reduction and Fee Reduction Strategy 1: Restructure mobile and commissary permits

: Estimated Estimated ;
: Permit : Public )
Service Near/long cost time/cost Equity
i types i j Health i
Reduction term reduction for reduction for impact
affected / Impact
customer inspector
oy ;e;;:ll;c::: Mobile food ki Improves
3 Near term cost savings Est. $200 Low risk P i
commissary trucks ~$200 equity
permits
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Service Reduction Strategy A:

The Food Program proposes a reduction in service

and permit fees by restructuring two permits into one. This strategy reduces
administrative costs and reduces the number of inspections while maintaining food safety
oversight. Mobile Food vendors are required to utilize a commissary facility where food
preparation is done off the mobile vehicle. Previously, the Mobile Food vendor was
required to have a separate permit for the use of the commissary, which increased

operating costs for this type of food business. Now, mobile vendors require only one
permit that covers food safety oversight of both the commissary facility and the food

truck.

Outcomes: Service Reduction Strategy A

Permits Mobile food Currently ~ 470

affected vendors

Timeline Accomplished Analysis and development conducted between 2013 and 2015

EH Cost to Est. 100 person- | Analysis of data, financial modeling, stakeholder feedback collection,

develop and | hrs policy approval, IT changes, administrative training, financial

implement ~(21,500) monitoring

Financial 20% reduction in

impact permit fees Evaluation of implementation after the close of the 2015-2016 permit

’ (~$200 fee year will be required to assess actual time spent on the permits, and
reduction per set permit fees for future years.
permit )

Public Health | Low risk New strategy and structure - requires evaluation annually

Impact
Food Program staff worked to create a new permit structure that
creates efficiency while maintaining appropriate food safety oversight
for the overall operation for mobile units. Evaluation of
implementation will be required to assess the health implications
after the close of the 2015-2016 permit year.

Equity Improves equity | restructuring mobile and commissary permits created a more

Impact affordable option for permit holders.

Table 5: Service Reduction Strategies for implementation in 2016 -2017: Strategies B and C

| | Permit types Near/long Estimated Public Health Equity
Service Reduction . | .
affected term Cost/time Savings Impact impact
B. Create new Farmers market and
permit structure temporary event Long term Analysis needed Low risk lmprc?ves
coordinators equity
C. Create new Farmers market and
permit structure temporary event Long term Analysis needed Medium risk |mpr9ves
vendors equity
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Service and Fee Reduction Strategy B:
Create new permit structure for market and event vendors and coordinators

In March 2015 the Board of Health approved most food program fees. However, they held
Farmers Market & Temporary Event fees at 2014 levels. EHS was instructed to redesign the
permit structure. The re-design:

O Developed fees based on the 2014 Rate Study report

O Addressed feedback from stakeholders and the Board of Health

that requested to
The new permit model

B [ncentivize good performance provides options that

e allow vendors to
attend more events at

B Provide more education

B Foster access to healthy food a lower cost,
e incentivize good
B C(reate flexibility for different kinds of events performance, and
. e focus program
B Support vendors with multiple events ik b i

necessitating greater
food safety oversight.

The Food Program’s proposed model creates a multiple event permit
structure that enables vendors to attend multiple temporary events for a lower price.

Under the 2014 permit structure, temporary food vendors are currently required to get a permit
for each event they attend (see attachment showing current permit structure). Vendors who
attend farmers markets obtain a seasonal permit for each farmers’ market location they
participate in (not each market day).

In late 2014 and early 2015, the Food Program consulted with neighboring county health
departments and national public health colleagues to gather best practices for structuring and
enforcing food safety compliance under temporary event permits. The Food Program began this
process by meeting with neighboring counties, many of which indicated they also were working
on redesigning how farmers market and temporary event vendors are regulated (See attachment
of permit redesign timeline).

Work group members included PHSKC
The Food Program created a workgroup to redesign the program staff and members of food
permit structure for farmers markets and temporary programs from Pierce, Snohomish,
events. Spokane and Thurston counties, as well
as the Washington State Department of
Health.
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Workgroup Goal:

Redesign the permit structure for farmers markets and temporary events to enable food
businesses and vendors to operate safely, provide appropriate oversight to ensure that they do,
and cover the cost of the service.

Workgroup Redesign Guiding Principles:

e Maintain food safety
e Increase efficiency
e Reduce costs

Figure 2: Timeline of farmers market and temporary event redesign

7/6/2015 - 8/21/2015
Fee BoH Subcommittae

3/31/2015 1/1/2016
Proviso Report due Implement
new
processes
& fees

10/15/2015
BoH

Vote,
opportunity for public testimony
®  King County Council Chambers
5/17/3015
BoH
Briefing,
opportunity for public testimeny
King County Council Chambers

Tukwil

The work group developed a draft permit structure and presented it to stakeholders and food
program staff for feedback. The program held three community stakeholder meetings that had
interactive sessions for attendees to inform the new permit structure. Two meetings focused on
temporary events and had 28 attendees made up of vendors, event coordinators, non-profits,
community organizations, festivals and elected officials. One focused on farmers markets and
had 27 attendees. With feedback from the community and input from staff, the State Department
of Health, and food programs from other counties, the program has a newly designed permit
structure. The workgroup is completing the final steps of mapping out education and
enforcement components of the new permit structure.
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Figure 3: Description of current permit structure

Current Temp Event & Farmers Market Permit
Categories

Opportunity for
efficiency and
cost savings

Food Permit Category Current When permit is Office plan Inspection Enforcement
Temporary Events Fee required review
Temporary Food $281 | e
(1,345 permits) For eac@ a) Not allowed to
= —— s N operate until standards
@ “~ Foreach evenD met
e
Temporary Food — Limited types $55 Spot check — b) If operating, operation
of food onlyinspectedif | closed until violations
(1,474 permits) violations corrected
observed
Farmers Markets Current When permit is Office plan Inspection Enforcement
Fee required review
FM Vendors — Temporary Food $281 *Permit per market
location per season
EM Vendors —Limited 55 *Once per season | *2x per market | Subjectto closure, may
market location season obtain permit for future
FM Farmers selling/sampling No Fee *No permit per season event
produce required;

must comply with
hand washing

*Farmers Market Coordinator plays a role in food safety
oversight allowing for fewer inspections

Stakeholder and Board of Health feedback requested that the redesign address support for:

o vendors selling healthy foods at farmers markets and temporary events

e overseeing food safety concerns

e incentives for history of good food safety practice

lowering costs of permits, especially for vendors at multiple temporary events
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Figure 4: Risk Categories for farmers market and temporary event permits

Proposed Change 1:
Defining categories by Food Processing

Packaged |
| No food | | potentially hazardous food

| h d | 3 ! i made under permit;no |
| analing handling of unpackaged food |

i

| Potentially hazardous foods \

| . with moderate food handling |

{ . orpreparation; sampling |

MOderate fOOd | potentially hazardous foods;

i { reheating commercially made

ha nd I ! ng foods (USDA/WSDA) ; hot |
holding

| Food cooked from raw animal |

Complex food i products; serving raw animal |
5 products; cooling steps —any

ha ndImg . foods cooked and cooled ina

| prep-kitchen |

Similar to the current permit model;

Farmers who sell and sampling
produce ARE NOT REQUIRED to get
a food permit.

| Environmental Health Proviso 2, King County 2015/16 Biennial Budget




Proposed Change 2: Create food safety educational requirements for farmers market and
temporary event vendors

The multi-county workgroup proposes the establishment of a Certified Booth Operator permit for
those vendors who have multiple events. This ensures a basic level of formal education around
structural requirements such as access to hand washing equipment, and food safety handling
practice.

Certified Booth Operator Class

e Strong stakeholder support for an educational requirement.

e Vendors must have certified booth operator in each booth in order to earn
multiple & unlimited permit packages (see next figure 5)

o Certification classes to be held monthly

e Based on successful model in Pierce County

Figure 5: Proposed Change 3 - Structure savings for multiple event operations

Proposed Change 3: Incentivize Good
Performance; ieduce Direct ServicAg

~ N/

& Unimited
" event permit

AR Multiple (5)

Single event

- permit _event permit

* Requires successful
completionof 5
~ eventpermit
e Unlimited events in
the calendar year,
price of less than 3

e Submit single
application

¢ Enables 5 events for
the price of 2

* Requires Certified

Booth Operator at

each event

o Submit an
application and
obtain a permit for
each event

Greater service
efficiency

Status Quo Direct
Service

Service efficiency

® Process 1 HEERE

~application, saves 4
~* Conduct 1 office

plan review, saves 4

‘e Perform 2
inspections;
potential for random
inspections, saves
~2.8

® Process application
for every event

* Conduct office plan
review for every
event

® Perform Inspection

for every event

potential for random
inspections, saves
many

J
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Proposed Change 4: Create performance thresholds and enforcement process that
incentivizes good food safety practices.

The following diagram illustrates a flow chart of food safety practice performance and resulting
opportunities.

Figure 6: Performance thresholds and enforcement process

(@ cintis R
Eligible for
unlimited

events
remainder of

- year

P 3
y o,
2™ inspection = § /,, Yoy, ™
Sog., Yo

L ey,

unlimited
events
remainder of
i year
1% inspection

Lose 5 permit
package; must

- 27 inspection
i purchase another

|

\ I
Rk Unsatisfactory ; 3 ‘[
|

Lose 5 permit 2 lost permit
14 package; must e e s s pa_ckages, must buy
single events for
PUEhasE et remainder of year

In year 1 of the new permit structure, vendors who have multiple events can apply for a certified
booth operator permit, and permits for single events, or permits for packages of events.

e A satisfactory inspection result and continued safe food handling practice leads to
eligibility for a lower cost permit for multiple events.

e An unsatisfactory inspection results in an additional fee for the mandatory re-inspection.

e There is a path to become eligible for the lower permit fees, if you have an unsatisfactory
inspection

o Repeated unsatisfactory inspections result in longer thresholds of good practice to
become eligible for the lower permit fee
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Proposed Change 5:

Create a "blanket permit" for unique, one-time events

Stakeholders requested an option where one organization can take the responsibility for all the
vendors at one event. For example, can the organizer of the Bite of Seattle apply for plan review
and permits for all vendors and pay for the staffing costs necessary to review the plan and inspect
all the food vendors at the event?

o This is a permit option billed at the hourly rate of $215 per staff person required for

all service

s provided.

e This option enables a single organization to assume the costs for an event, regardless

of the structure and number of vendors.

e This option received strong stakeholder support, particularly from community and

non-profit

organizations

e This is similar to a model used in Pierce County

Proposed Change 6:

Farmers Market Coordinator Fee - Scaling Fees

This design is in development, in collaboration with farmers market coordinators.

Outcomes: Service Reduction Strategy B

Permits affected

Farmers markets
and temporary
event vendors

Currently oversee ~ 2,700 temporary event permits and 220 farmers
market vendor permits annually. In the proposed model, single
businesses are able to attend multiple events. Therefore the total
number of unique businesses affected by this change is expected to
be less than 2,920, the sum of permits indicated above.

Timeline Proposed Between now and January, food program staff will project the cost of
redesign is being | the new permits, along with estimating savings, assuming vendors
reviewed by attend the same number of events from previous years under the
BOH. current permit structure.

To be
implemented in
Jan, 2016.

EH Cost to develop | Est. 250 person- | Analysis of data, financial modeling, stakeholder feedback collection,

and implement hrs to date policy approval, IT changes, administrative training, financial
~($53,750) monitoring

Financial impact

See tables 6 and
7 below

The redesigned permit structure captures efficiencies for the program
and cost savings for permit holders.

e The new ‘multi-event’ permit options reduce the
administrative steps by requiring only 1 permit processing
for 5 events.

e Italsoreduces the number of inspections, providing random
inspections with targeted re-inspections based on
performance.
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Evaluation of implementation after the end of 2016 will be required
to assess time spent on the permits, the financial implications to
business owners, and the permit fee for future years.

Public Health
Impact

Medium risk (to
be determined
after evaluation)

Temporary events and farmers markets differ from general food
establishments in that they occur in changing facilities, often without
permanent sanitation facilities (plumbing for hand washing, produce
washing, restroom access, etc.).

The proposed permit structure incentivizes good food safety practice.

Evaluation of implementation after the end of 2016 will be required
to assess the food safety implications of the new permit structure

Equity Impact

Improves equity

The new permit structure creates more equity by addressing concerns
expressed by stakeholders, including the following:

e Temporary event and farmers markets fees for events that
operate only a few days a year are more equitable with brick
and mortar food establishments.

e lower permit fees open opportunity for community
organizations’ fundraisers and community gatherings.

e Lower permit fees support small business’ ability to
participate in the market place.

e The new multiple event permit options may encourage
vendors to attend more markets and events than they do
currently.

The new permit structure requires EH to address additional education
language access and equity development strategies for small
businesses. Ideas are in initial stages of creation.
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Figure 7:

Proposed

Proposed Fees for Farmers Markets and Temporary Events

Fees

Temporary Events and Farmers Markets

| Medium $320 $640 $750
: - _J  S— =
o (T T N e 3
High $350 $700 $825

*Multiple and unlimited permits require certified booth operators at all events. CBO = $95

Table 6: Proposed Temporary Event/Farmers Market Detailed Permit Schedule

12

i Previously How ProN:::ed il
Temporary Food and Farmers Fees Proposed Proposed Fee 2016 Proposed | 2013 Permit
Markets Fee Schedule Single Fee Single Fee 2016 “Multiple Fee 2016 Count
Permit . Single P *Unlimited
(up to5)
Farmer's Markets Temporary Food —
Limited (Type-Low) $55 $195 $120 N/A $236 317
FFarmer's Markets Temporary Food
(Type -Medium) $281 $390 $320 $640 *%£225
Farmer's Markets Temporary Food
(Type -High) $281 $390 $350 $700 *k
Other Temporary Food — Limited
(Type - Low) $55 $195 $120 N/A $236 1,474
Other Temporary Food — Limited
(Type - Medium) $281 $390 $320 $640 $750 *%1.345
Other Temporary Food — Limited
(Type - High) $281 $390 $350 $700 $825 *x
*Certified Booth Operator (CBO)
good for 2 years N/A N/A $95
First Re-inspection Fee N/A N/A $160
172

Additional Re-inspection Fee permit $160
Hourly Rate 201/hr | $215Mmr | -

*Multiple and Unlimited permit is approved only w/meeting requirements including “certified booth operator” (CBO).

** Medium and High Categories were combined in prior years. Since this is a new permit category we have no historical data for numbers of
permits. Preliminary estimates are 60-65% Medium and 35-40% for high.
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Table 7: Estimated vendor savings with new permit model - detailed schedule

had 1 event $ 281 | 5 320 | S 39 5 ‘350 S 69
had 3 events S 843 | $ 640 | S (203) S . 700 S  (143)
had 4 events $ 1,124 | § 640 | $ (484) | S 700 S (424)
had 5 events S 1,405 | S 640 | S (765) S 700 S (705)
had 10 events S 2,810 | $ 1280 |5 (1,530) S 1,400 $ (1,410)
had 20 events S 5620 | S 1,390 | $ (4,230) | 5. 11,525 S (4,095)
Year 2: 2017

had 10 events S 2,810 | S 750 S (2,060) S 825 S (1,985)
had 20 events 5,620 750 (4,870) S 825 S (4,795)

Figure 8: Examples of cost changes for vendors with multiple events

Example costs for a vendor -
3 events, high risk/complex food handling

* 3 events * $281 * 3 events * $390

» Total: $843 o Total: $1170

« 1 Multiple event
permit * $700
* Can go to 5 events

1 Certified Booth
Operator * $95

< Total: $795

« Savings for 3 events:
$375

Example costs for a vendor —
9 events, high/complex food handling

* Single event cost =
$281

* 9events * $281

« Total: $2529

e Single event cost = * 1 Multiple event

$390 permit * $700
* 1 Certified Booth
* 9 events * $390 Operator * $95
* 1 Unlimited event
« Total: $3,510 permit * $825

* Can go to unlimited
events

= Total: $1,615
 Savings for 9 events:
$1,895
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Table 8: Service reductions not recommended for implementation

Additional Service Reduction Strategies Considered and Not Recommended:

Permit
N Publi i
Service Reduction types Sl /lone Estimated Cost/time Savings golic Health .Eqwty
term Impact impact
affected
Eliminate All Reduction of ~ 9,700 ;
educational visit Long term educational visits, increase of High risk Inequitable
~7600 inspections
Eliminate risk- All Reduction of ~ 5,500 R .
Nital wdd Long term .o High risk Qnequltable

Service Reduction strategies D and E are inequitable to small businesses and pose high public
health risk. They are not being undertaken by the program.

Service Reduction D: Elimination of the

educational visit would have a disproportionately negative
impact on small businesses and non-English speaking
business owners who value educational visits as part of

their annual staff training.

Service Reduction E:

In program surveys, a variety of
stakeholders and program staff
report that educational visits and
inspection presence in
establishments improves food safety
practices.

Eliminating the risk-based model would make permit fees the same

for all businesses, regardless of size or type of operation. It would decrease food safety oversight

for those who may need more assistance to manage high risk activities, and increase it for those

who don’t.

The risk-based model is designed to enable local
health jurisdictions to allocate resources according
to risk. Eliminating the risk-based model would
mean that all establishments, regardless of
complexity of operation and risk of food type,
would receive the same amount of oversight. Low
risk permit holders who currently receive one
inspection and a corresponding lower fee would
receive an additional inspection with this strategy.
Conversely, high risk establishments who
currently receive three inspections per year will
receive one less. This is anticipated to create high
risk for foodborne illness. Extensive evaluation of
implementation is required to assess the public
health implications.

In an article published in the American Journal of
Public Healthl, University of Washington researchers
found a correlation between spending resources by
local health jurisdictions on food safety oversight and
rates of foodborne illness.

There are significant associations between
jurisdictions with higher investment in food safety
oversight and lower incidence of foodborne illness.

"This study shows how important it is to collect good
data that link public health expenditures and
outcomes," said senior author, Dr. Tao Sheng Kwan-
Gett, Director of the UW Northwest Center for Public
Health Practice, and “investing in public health
yields a good return on investment.”

Betty Bekemeier, Michelle Pui-Yan Yip, Matthew D. Dunbar, Greg Whitman, and Tao Kwan-Gett. Local Health

Department Food Safety and Sanitation Expenditures and Reductions in Enteric Disease, 2000-2010. American
Journal of Public Health: April 2015, Vol. 105, No. S2, pp. S345-5352. doi: 10.2105/AJPH.2015.302555
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Recommended timeline and Action items

Timelines and next steps include internal and external factors. The program has scheduled
quarterly stakeholder meetings for updates, will schedule stakeholder-specific meetings for
wineries and beverage related businesses, and farmers markets and temporary events meetings as
needed. We are updating website content, staff trainings, and program data bases to manage
these new changes. The program hopes for the Board of Health vote on remaining farmers
market and temporary event permit fees in the 4th quarter of this year to be ready for
implementation January 1, 2016.

Table 9: Timeline for next steps for 2015

Action items Q1-2015 Q2 - 2015 Q3 - 2015 Q4 - 2015

Integrate near-term mitigation strategies

Board of Health adopts 2015 fees

Work with staff and labor regarding staffing plans

Conduct outreach with other counties

Identify best practices for farmers markets and
temporary events

Develop new permit structure for farmers
markets and temporary events

Conduct stakeholder outreach

Board of Health adopts fees for temporary
events and farmers markets

The following pages have a table that summarizes the proposed action plan on recommended
actions described in Mitigation Strategies 1-4, and Service Reduction Strategies A-C. The table
addresses:

e Proposed start dates for the action e Estimated impact on workloads and
e Projected operational costs staffing
e Projected operational savings e Impacts on rate increases

Underlying all these recommendations, Environmental Health assumes the same projections for
building and maintaining the Environmental Health Reserve Fund as proposed in the Board of
Health adoption of the rate in March 2015. Mitigation strategy 3, as noted, decreases the Reserve
Fund by approximately $500K in 2015, and therefore EH will continue to collect reserve fund
charges until the Reserve Fund policy target is met (60 days in operating costs).

Attachments:

e Auditor’s report letter July31, 2015 e 2014 Food Program Review

Environmental Health Proviso 2, King County 2015/16 Biennial Budget
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King County Auditor’s Office Lg

Kymber Waltmunson, King County Auditor 3
e . — . King County

DATE:  July 31,2015
TO:  Metropolitan King County Councilmembers
FROM:  Kymber Waltmunson, King County Auditor %
SUBJECT:  Second follow-up on the 2013 Performance Audit of Environmental Health
Services

The Environmental Health Services Division (EHS) has implemented a rigorous staffing
methodology for the entire division. The division’s improved staffing approach incorporates best
practices and enables a staff allocation process based on workload analysis and performance
standards. This memo serves as the auditor’s report that EHS has fully implemented
Recommendation #5 (see full text in the implementation table below) of our 2013 performance
audit of the division, as required by the Council-adopted Ordinance 17941 (Section 98, P2).

In addition, EHS has re-evaluated the policy of having a unified rate and received a
recommendation from the Board of Health to adopt two separate rates. This addresses the fee
equity and efficiency concerns we raised in our 2013 audit and satisfies the intent of
Recommendation #2 (see full text in the implementation table below).

We will follow up on the remaining three outstanding recommendations in 2016 based on their
expected implementation schedule.

Of the two audit recommendations we reviewed on this follow-up:

DONE > Recommendations have been fully implemented
Auditor will no longer monitor

PRECC 0 Recommendations are in progress or partially implemented
e Auditor will continue to monitor

0PEN Recommendations remain unresolved
Auditor will continue to monitor

Please see below for details on the implementation status of these recommendations.



Metropolitan King County Councilmembers

July 31, 2015
Page 2 of 3

Implementation Status as of July 2015

Quick Status

Recommendation

Status Detail

EHS should re-evaluate the policy
of having a unified rate and make
recommendations to the Board of
Health for modifications needed
to address fee equity and
efficiency.

EHS conducted a re-evaluation of the unified
rate based on a consultant’s rate study. The rate
study provided program-specific cost and time
study analyses and reviewed fee equity and
efficiency for different rate structures. Based on
findings from the rate study and
recommendations from EHS, the Board of
Health decided to establish two separate rates for
the division. The two rates designate two
operational sections: Food and Facilities Section
and Community Environmental Health Section.
This modification improves EHS’s ability to
charge fees equitably and efficiently for
programs with significant differences in
operating costs, code enforcement requirements,
and management structure.

DONE

EHS should implement a rigorous
approach to staff allocations
addressing the four best practice
factors we identified which
include a defined staffing
methodology with staffing
standards and performance
measures related to caseloads and
workloads.

EHS has incorporated best practices in
implementing a rigorous staff allocation process.
Since our review in 2014, EHS has applied
findings from the rate study and Food Program
Review to develop a guidance document for
making staffing decisions. The guidance
document provides key questions and criteria for
assessing and justifying staffing needs. In
addition, EHS has revised human resources
processes, developed new tools, and adopted
new policies and procedures for position
requests based on workload definition and
consideration of alternatives. EHS also
conducted additional program reviews to
identify tasks, document processes, and develop
standard metrics for workloads.

EHS has indicated a commitment to continuous
improvement that will be necessary to ensure
that the division attains a mature and sustainable
staffing methodology for the long-term.




Metropolitan King County Councilmembers
July 31, 2015
Page 3 of 3

Chelsea Lei, Management Auditor, and Elise Garvey, Management Auditor, conducted this
review. Please contact Chelsea Lei at 477-6523, or me at 477-1043 if you have any questions
about the issues discussed in this letter.

CC:

Dow Constantine, King County Executive

Fred Jarrett, Deputy County Executive

Rhonda Berry, Assistant Deputy County Executive

Dwight Dively, Director, Office of Performance, Strategy & Budget (PSB)

Eunjoo Greenhouse, Interim Deputy Director, Department of Executive Services, Finance
& Business Operations Division

Jonathan Swift, Deputy Director, PSB

Patty Hayes, Director, Department of Public Health — Seattle & King County (DPH)
Michael Gedeon, Chief Administrative Officer, DPH — Finance and Administrative
Services Division

Ngozi Oleru, Division Director, DPH - Environmental Health Services Division (EHD)
Stella Chao, Deputy Director, DPH/EHD — Environmental Health General
Administration

Anne Noris, Clerk of the Council

Shelley Harrison, Administrative Staff Assistant, King County Executive Office
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