
Report in response to King County Ordinan ce 17941, Section 98

Environmental Health Proviso 2, King County 2015l16 Biennial Budget

August 30.2015

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

"*the county auditor reports that the enyironmental health services division has fully implemented

Reconttnendation #5 of the Septentber I l, 2013, performance audit of environmental health services, i.e.,

to implentent a rigorous approach to staff allocations addressing the four best practice factors identified

by the county auditor, which include a defined stoffing ntethodologt with stffing standards and
per.formance tneasures 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 irnplementation report has been reviewed and on July 31,

2015 the auditor determined that Recommendation #5 has been completed.

Best practices for assessing staffworkloads were dehned by refbrence 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 perfbrmance 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 identif-red 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 statfing 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:

. should it be career service, TLT, STT
o can the additional workload be addressed through temporary overtime
o is the workload seasonal, annual, or one-time
o 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:

o human resource
o finance
o strategic planning
o department-wideworkforceplanning
o 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 l: Example of workload monitoring
Outcsrn
Abrfty to rr:ect rncreasrd demand for plumbing and gas pigng inspecticru

r.iie-'c Iarga A<:r.d
ti'e 

',arlse 
1-i:E:, r.ltgcg€lrt tcr.3ti €anrga:c6 'D?gc: ,t t4,0 613rcc\r€ e: eO$ 3.€:ssa i!..r

,i,:t?:1€lrc:gEearqgc:EfEJ?o15:r,ctar!5Bta ,c?69/,c?+.rtceor ru9c€o tA!r11 3s
,.1tf t A':r100,i+rocr;ev ^r?e=t'lr 

!:otrsnr gclt:rac,10
6196n au.lr: q-!i?,f
!t3.,;?9.Ot 9i?Ct{!1

Averaget of staff and daily inspectbns,
Plumbiry and GasPipirE Program

Cotrrsts
Ir€aEE ttJ e;*aetltchtl 

-rarrc*rrtrdliJ!Plarrrd Ccrrtrta.rs

lrt: rce
.1:fi$: r.ri $Cmt"'r{ t5:
.'rrlac o'r'{"€uE:er
iia=rgrr,/ r cf rruFr€g73
.9ate:!rr.rr€t rnt9lec.fft
iier 6!,1.

ca e! c, $ ca ci € e c, E, q, q. € c: € q. ct q:
DU :D:t Dll :O:: :OU! lr::! :O!: I)l! D:t :olt :o:t E :s :or. t,:. :o:a =lr. :o:! :o:r

S:f.'rg ?.c i r.s.'c 3arn r!rs,ra:! t'rV c?\t!/r:(:,O12 nfl A.:r,t
',cn}qa ca. .^r.|cgraru 

'uf 
r€!!tao. CO65i tug€rr Ca : s-ct :g

'1gcs!e. !1, rlr:ra:rr.tc lc6t A.c !-cc)c lo,nac! :.a 6cnsna. ll:n
c-::ei: t:f:13 ?. c:t s € 0. at?ra 9.s r!')rr ? t cc.r! i.E,f.r
c!'r: tn-€t :o rlc'csta.,At nlt|/ nt c !, s6c, G!r?:o riGe? ;13 c€ gr
*.-|}.rE

CCfiLn-c:O l"llniO: ,.ogt ln gg:! !+J };,6 nB Daiqi:g?p:{!:O{\
!cr.,?1 ..r Sc!:c31, 1,rgOo.a:/.

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 in2014. 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 bome 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 stalT workloads (consultant report
attached. KC Food Program Review, Section G)

b) 2013 Perforunance 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 l7)

c) Current research project on quality assurance and consistency ofinspections in
collaboration with Stanford University

d) "".,T',*.ifl*l:;;;ffi 
:::::"d 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 Jdentify process improvements and reduce "waste" - reduce time to process

permits, thereby reducing cost
. Develop clearer metrics that will provide benchmarks and targets for:

o training,
o perfotmance expectations, and
o consistency and accuracy parameters (thereby reducing cost)

Proviso Item 8.1. Copy of Auditor's Report

A copy of the auditor's letter on implementation of the recommendations is attached:

o Recommendation #5 has been highlighted.

Environmental Health Proviso 2, King County 201,5/1,6 Biennial Budgel
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Proviso Item B.2. Operational Action Plan for Food Permit Cost Reduction

"An action planfor intproving the operalional infrostruclure of environntental health services in order to
lower permit costs ond encourage vendor participation while nruintainingfood safety;
Developmertt of the action plan shall be informed, at a minimum, by the recontntendalions from the 2013
coutlty attditor perfonnance audit of environmental health services and lhe action plan submitted in
response to proviso Pl of this sectiott regarding environmental health services.
The proposed action plan shall include recommended actions cmd timelinesfor achieving cost savings
that are projected to result in nofood program rote increases lhrough the end of 2017 while buildingrate
reserves during thal limefranre. The plan shall show at a minimum the operational costs, workloads, and
stffing assuntptiorts that are the basisfor achieving the target."

The Food Program has conducted extensive data analysis and stakeholder conversations to
develop each of the lbllowing strategies. We prioritized these strategies by three major criteria:

l. 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 irnplement the strategy with current staffing
levels

***

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

o Food safety standards are maintained;
. Services and associated fees are equitably distributed; and
o A rate and fbe 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 identifled as mitigation strategies, including those specifically
marked as service reductions to reduce staff time and cost. The prograrn indicated the near and
long-term nature of these effbfts, and included long-terrn actions that required research, analysis
and development in 2015 to be applied to the 2016 permit cycle.

Environmental Health Proviso 2, King County ZO75/76 Biennial Budget

                                         14434



Cost Mitisation Strateeies:

Table 1: Mitigation strategies to lower program fees

'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).

Mitigation
Strategy

Permit types
affected

Near/mid/long
term

Estimated
Customer

{cost}/Savings

Estimated
EH

{Cost)/Savings

Public
Health
lmpact

Equity
impact

1. Reallocate

lndirect costs

of foodborne
illness and
complaint
lnvestisations

All
Near term

(201s)

Reduces hourly

rate by s4 '
No change No

change

lmproves
equity

2. Reallocate
indirect costs

of wineries
and require
permit

All

Near = hourly
rate (2015)

Mid-term =
permit (2016)

Reduces

hourly rate $1'

Estimated

revenue

S48,ooo

lmproves
public
health

lmproves
equity

3. Maintain
2014 fees

for the 2015
permit year

farmers
markets/
temporary
event
vendors and
coordinators

Near
(201s)

One year

saving on fees
ranging from
42-130%

(Creates

5500k gap in

EH budget)

No

change

lnequitable
to all,

variance for
only these
permit
tvoes

4. Restructure
staffing
model

All
Long term

(20L6-20L7)
No Change

lncrease in

efficiency
through
improved
allocation of
time to
priority public

health risks**

No
Change

No Change
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Mitigation Strategies and Service Reductions in 2015 permits

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

Permits are like insuronce...

They cover preventative core

services, such as plan reviews,

educational visits ond inspections.

Permits olso cover unexpected

criticol core in the form of foodborne
illness investiqations, health alerts

and e me rge ncy pre po red ness.

o 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 deparlment, with very
limited exceptions. From 2012 to 2015, Public Health created a pilot program that
extended an opportunity for wineries to apply fbr 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 parlnership 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 tbes paid by wineries did not cover
the cost of indirect services ( 1000 hours) provided to these businesses going through the
exemption process, nor the fbllow up services fbr compliance with the food code.

The Food Program reallocated fbodborne illness and

complaint investigation time from indirect support

services costs to direct service time, distributed
proportionately to permit types as a direct service
cost to 'brick and mortar' pennits categories. This
action reduced the hourly rate by $4.

Outcomes: Mitigation Strategy I
Permits
affected

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

Timeline Accomolished lmplemented April 1, 2015 with regular permit renewal schedule
EH Cost to
develop and
implement

Est. 50 person-
hrs
(-s 1o,7oo)

Analysis of data, financial modeling, stakeholder feedback collection,
meetings with Prevention Division, policy approval
lT changes, administrative training, financial monitorins

Financial

impact
Hourly rate
decreased by $4

The redistribution of costs include S250,000 to pHSKC Communicable
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
lmpact

No Change

Equity
lmpact

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

Environmental Health Proviso 2, King County 201,5/1,6 Biennial Budget
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This Mitigation strategy 2 removes the opportunity

to apply fbr 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.

Outcomes: Mitigation Strategy 2

Food Progroms in mony local heolth

deportments throughout the stote

issue permits for wineries and tasting

rooms qs generol food establishments,

including Yakimo, Benton/Franklin and

Wallo Wollo - those counties with the

highest density of wineries.

Permits
affected

All experience
reduction in
rate

Wineries and beverage related businesses specifically, of which there

are - 150 wineries and an unknown number of tap rooms and

distilleries are affected in the following manner:
o Businesses that are currently permitted (- 32) will

experience no change in requirements, and will go through

the usual annual permit renewal process on April 7",20!6.
r Businesses that have an approved code variance from the

pilot (- 52) will need to apply for and obtain a permit by April

!",201,6. The terms of the variance wlll be honored.

o Businesses that have neither a) nor b) (- 66 currently known)

must complete the plan review process and obtain a permit

by April 1't, 2016.f o be able to achieve compliance by this

time, submission of full application for plan review is required

by December 31st, 2015.

Timeline Change in

hourly rate -
Accomplished.

2015 pilot

201.6

requirement

Wine and beverage businesses will be permitted in the permit cycle

starting on April 'J,,2016.

The Food Program is conducting two information sessions with
beverage businesses scheduled for Septembe r 22"d and 28'h' Meeting

announcements have been sent to all beverage related businesses

and related associations.

see Table 2 below

EH Cost to
develop and
implement

Est. 80 person-

hrs
(- 517,200)

Multi-agency meetings, updating web content, developing mass

emails, scheduling and hosting stakeholder meetings, analysis of data,

financial modeling, policy approval, lT billing system changes,

administrative training, financial monitoring

Financial
impact

Reduced hourly
rate by 51

This mitigation strategy is estimated to generate 548,000 in revenue

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 S385 - S1,158,

thoueh estimated at the lower end for most.

Public Health
lmpact

lmproves public

health
This strategy creates a process for establishments currently operating

outside of the permitting system to receive mandated food safety

oversight.

Policy Changes: The process of bringing wineries into copPliance with

the Food Code is identifying multi-agency collaboration n€eds

regarding multi-agency code non-compliance by some of these

businesses.

The Food Program is working with the Environmental Health Onsite

Environmental Health Proviso 2, King County 2015/1'6 Biennial Budget
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Septic System Program, King County Department of Permitting and
Environmental Review, localjurisdiction land use departments, and
Washington State Department of Health Water Program.

Equity
lmpact

lmproves equity Distributes costs more equitably across all permit types.

Table 2: Impact of mitigation strategy 2 for permitting wineries

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

o Mitigation Strategy 3: Maintain2014 fees for the 2015 permit year for farmers
markets and temporary events
The Food Program reduced fbes tbr f-armers markets and temporary events for the 2015
pemit year by applying a one-time action of using the 2014 fee structure for the 201 5

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

20L4

Rate

lnitial
proposed

2015 rate

Proposed rate

including 2OL5-2OLG

Adopted Budget

Assumptions

Savings on program

rate from mitigation

strategy 1

Savings on program

rate from mitigation

strategy 2

Final 2015-

201:6

Program Rate

s201 s22s 522O S4 S1 s21s

Permits
affected

Farmers market
and temporary
event
coordinators
and vendors

This created a one year savings of fees ranging from 42-1,3t%for
permit holders - the difference between 2014 fees and proposed
2015 fees.

Timeline Accomolished lmplemented with the usual permit renewal cvcle.
EH Cost to
develop and
implement

Est. 100 person-
hrs
(- s21,s00)

Stakeholder meetings, workgroup meetings, analysis of data, financial
modeling, policy approval, lT changes, administrative training,
financial monitoring

Financial
impact (ss00,000)

This strategy creates a gap in Environmental Health between
budgeted revenue and actual revenue collections. This gap was
addressed with funding drawn from the Environmental Health
Reserve Fund.

Public Health
lmpact

No Change Service level remains the same; no public health impact has occurred

Environmental Health Proviso 2, King County 2015/LG Biennial BudBet
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Equity
lmpact

@keptonlytheseaffectedpermittypeSatalowercostfor
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,

o supervisory oversight during weekends,

o quality assurance systems to improve inspection consistency,

o analyzingand updating data on workloads,

o overtime use analysis, and

o supervisor to employee span of control.

The program is acting upon recomrnendations tiorn 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 pertbrmed 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 arate of 1:15-18. The increase in field stafT

positions to meet increased program workload in2015 will increase the span of

control to l:17-20 (consultant report attached. KC Food Program Review, Section

G).

. Cunently 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 repoft attached, page 17). Other

jurisdictions used for comparison were Tacoma-Pielce and Portland-Multnomah.

o In response to stakeholder interest, the Program is currently working on a project to

make restaurant inspection results more available fbr the public (in window placards

and online). Oversight of inspection consistency across I 1,000 restaurants therefore

becomes increasingly critical . The program is engaging in a research study in

collaboration with Stanford University to evaluate a peer based method fbr improving

inspection consistency. The project is showing statistically significant improvement

in consistency, staff training models and employee morale.

Environmental Health Proviso 2, King County 201'5/76 Biennial Budget
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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 fromlYo
of annual staff time to 9o/o 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:
o Foodborne illness investigation requires surges of effort for technical inspections and

sampling. These outbreaks are not predictable in number or scope of complexity.
o 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.

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

***

Service Reduction Strategies:

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

Outcomes: Mitigation Strategy 4

Permits
affected

All

Timeline 2076-20t7

EH Cost to
develop and
implement

To Date: Est. 80
perso n-h rs
- (Srz,zoo1

Analysis of data, financial modeling, multiple meetings with HR and
Labor, policy approvals, lT assistance, training, financial monitoring

Financial
impact

TBD

Public Health
lmpact

TBD Anticipated improvement in addressing oversight

Equity
lmpact

TBD Anticipated improvement in balancing public health needs with
staffing allocations

Service
Reduction

Permit
types

affected

Near/long
term

Estimated
cost

reduction for
customer

Estimated
time/cost

reduction for
inspector

Public
Health
lmpact

Equity
impact

A. Restructure
mobile and
commissary
Dermits

Mobile food
trucks

Near term
20%permit
cost savings

-Szoo
Est. 5200 Low risk

lmproves
equity

Environmental Health Proviso 2, King County 2015/LG Biennial Budget
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Service Reduction Strategy A: The Food Program proposes a reduction in servtce

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

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

Permits
affected

Mobile food
vendors

Currently - 470

Timeline Accomplished Analysis and development conducted between 201'3 and 2015

EH Cost to
develop and
implement

Est. 100 person-
hrs
-(21,s00)

Analysis of data, financial modeling, stakeholder feedback collection,

policy approval, lT changes, administrative training, financial

monitoring

Financial
impact

20% reduction in
permit fees
(-S200 fee
reduction per

permit )

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

year will be required to assess actual time spent on the permits, and

set permit fees for future years.

Public Health
lmpact

Low risk New strategy and structure - requires evaluation annually

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 20!5-2016 permit year.

Equity
lmpact

lmproves equity restructuring mobile and commissary permits created a more

affordable option for permit holders'

Service Reduction
Permit types

affected
Near/long

term
Estimated

Cost/time Savings

Public Health
lmpact

Equity
impact

B. Create new
permit structure

Farmers market and

temporary event
coordinators

Long term Analysis needed Low risk
lmproves

equity

C. Create new
permit structure

Farmers market and

temporary event
vendors

Long term Analysis needed Medium risk
lmproves

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 rnost food program f'ees. However, they held
Farmers Market & Temporary Event fbes at 2014 levels. EHS was instructed to redesign the
permit structure. The re-design:

tl Developed fees based on the 2014 Rate Study report

tr Addressed feedback fiom stakeholders and the Board of Health
that requested to

I Incentivize good perfbnnance

I Provide more education

I Foster access to healthy food

I Create flexibility for diff-erent kinds of events

I Support vendors with multiple events

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

Under the 2014 permit structure, temporary fbod vendors are currently required to get a permit
for each event they attend (see attachment showing current permit structure). Vendors who
attend fanners markets obtain a seasonal permit for each fanners' 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 fbr structuring and
enforcing food saf-ety 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

program staff and members of food
programs from Pierce, Snohomish,

Spokane and Thurston counties, as well
as the Washington State Department of
Health.

The Food Program created a workgroup to redesign the

permit structure for farmers markets and ternporary
events.

The new permit model
provides options that

allow vendors to
attend more events at

a lower cost,

incentivize good

performance, and

focus program

resources on areas

necessitating greater

food safety oversight.

Environmental Health Proviso 2, King County 201,5/1,6 Biennial Budget
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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 ofthe service.

Workgroup Redesign Guiding Principles :

o Maintain food safety

o Increase efficiency
o Reduce costs

Figure 2: Timeline of farmers market and temporary event redesign
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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

had27 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 Fermit
Categories 6q.5ru*\

\911.yry--l

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

. vendors selling healthy foods at farners markets and temporary events

. overseeing food safety concerns

o incentives for history of good food safety practice

. lowering costs of permits, especially for vendors at multiple temporary events

Food Permit Category

TemporaryEvents

Current
Fee

When permit is

required
Office plan

rcview
lnspection Enforcement

Temporary Food

(1,345 permits)
s281

(

--For each .r"nf\)\/\--

e:"D a) Not allowed to
operate until standards

b) lf operating, operation

closed until violations

corrected

Temporary Food - Limited types

of food
(1,474 permits)

Sss Spot check -
only inspected if

violations

observed

Farmers Markets Current
Fee

When permtt is
requlred

Offtce plan

review
lnspection Enfiorcement

FM Vendors - Temporary Food s281 +Permit per market

location per season
*Once per season 

I

market location 
I

per season I

I

tFarmers Markr
oversight allowi

+2 x per market I

season I

I

I

:t Coordinator plays a

ng for fewer inspectic

Su bject to closu re, may

obtain permit for future
event

role in food safety
rns

FM Vendors- Limited sss

FM Farmers selling/sampling

produce
No Fee *No permit

required;

must comply with

hand washing
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Figure 4: Risk Categories for farmers market and temporary event permits

Proposed Ghange 1:
Defining categories by Food Processing

LOW
Packaged

potentially hazardous foqd
made under permit no

handling of unpackaged food

No food
handling

MEDIUM
Potentiolly hazardous foods

with moderate food handling
or preparation; sampling

potentially hazardous foods;
reheating commercially.made

fioods {USDII/WSDAI ; hot
holding

Moderate food
handling

Food cooked frorn raw admal
products; serving raw animal
products; cooling step8 - €ny
foods cooked and eooled in a

prep-kitchen

Complex food
handling,
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Proposed Change 2t 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

. . Strong stakeholder support for an educational requirement.
o 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
o Based on successful model in Pierce County

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

Proposed Change 3: lncentivize Good
Performance; Red uce Direct Servic,e

o Submit single
application

r Enables 5 events for
the price of 2

. Requires Certified
Booth Operator at
each event

. 
r Reqiuires: CUcces$f U,l

:,: :comip:,etiort: 0f,,:,,5,,,,,,,,

,event oermit ,,, ,

: :,, ,l

. Unlimited events in
the calendar year,
price of less than 3

,. Pfocess,a,ppl,ication

, fur ever:v,etent
r Conduct office plan

review foreygry
event

. Perform lnspection
for every event

,,,,,., 
Proc 

=ESsr,l. 
, : ,:,,, ,..,,,.i,, r,, .,,

'..... 
aPPlicatlon; saves 4

::,:::at:G6ndutt::1 9 Ce ,,: t

,,, 
.,,',,, Plan,renigW;,,sa*es 4

,..:.ipe.*Orm.,). ,..,: r :.. ,

inspections;
potentialfor random
inspections, saves
-2.8

ffi,ry.,"-ffi 
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Proposed Change 4:

The following diagram

opportunities.

Create performance thresholds and enforcement process that

incentivizes good food safety practices.

illustrates a flow chart of food safety practice performance and resulting

Figure 6: Performance thresholds and enforcement process

/i:;;i,

-+::=
lll'iifil-@

@,ffi ffi
In year I 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.

o A satisfactory inspection result and continued safe food handling practice leads to

eligibility for a lower cost permit for multiple events.

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

o 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 pennits for all vendors and pay fbr the statfing 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 services provided.

o This option enables a single organization to assume the costs fbr an event, regardless
of tlie structure and number of vendors.

o This option received strong stakeholder support, particularly from community and
non-profit organizations

o This is similar to a model used in Pierce Countv

Proposed Change 6: Fanners 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 * 2,70O temporary event permits and 220 farmers
market vendor permits annually. ln 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
redesign is being
reviewed by
BOH.

To be

implemented in
)an,20L6.

Between now and .lanuary, food program staff wlll project the cost of
the new permits, along with estimating savings, assuming vendors
attend the same number of events from previous years under the
current permit structu re.

EH Cost to develop
and implement

Est. 250 person-

hrs to date
-(5s3,7s0)

Analysis of data, financial modeling, stakeholder feedback collection,
policy approval, lT changes, administrative training, financial
monitoring

Financial impact See tables 6 and
7 below

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

o The new 'multi-event' permit optlons reduce the
administrative steps by requiring only 1 permit processing
for 5 events.

o lt also reduces 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
!mpact

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 9f implementation after the end of 2016 will be required

to assess the food safetv implications of the new permit structure

Equity lmpact lmproves equity The new permit structure creates more equity by addressing concerns'

expressed by stakeholders, including the following:
o 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.
r lower permit fees open opportunity for community

organizations' fu ndraisers and community gatherings.

o Lower permit fees support small business' ability to
participate in the market Place.

o 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. ldeas are in initial stages of creation.
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Figure 7: Proposed Fees for Farmers Markets and Temporary Events

Proposed Fees
Temporary Events and Farmers Markets

@@ffiffiE@E
@@@
EtrLl @

*Multiple and unllmited permits require certified booth operators at all events. 699 = $95

Table 6: Proposed Temporary EvenUFarmers Market Detailed Permit Schedule

iMultiple and Unlimited permit is approved only w/meeting requirements including "certified booth operatorr' (CBO).

+tMediumandHighCategorieswerecombinedinprioryears. Sincethisisanewpermitcategorywehavenohistorical datafornumbersof
permits. Preliminary estimates are 60-65% Medium and 35-40% for high.

Tcmporrry Fbod rnd Fermcrg
Mrrkets Fee Schednh

?At1
f,oca

slrytc
P,cruit

Mrdy
nnopcoe
Fcc gNG

, Ncry
Ilopocd
Foc 2016

Singh

Now
Propeod
fc2016
'Multiplc
(up too

Nrw
Prultorcil
Fcc 2O16

rUnlinited

20rSfcfdt,
Csurt

Farmer's Markets Temporary Food -
Limited (Type-Low) $55 sr95 $r20 N/A $236 317
Farmer's Markets Temporary Food
(Type -Medium) $281 $390 $320 $640 **225
Farmer's Markets Temporary Food
(Tvoe -Hish) $28 r $390 $350 s700 'l*
Other Temporary Food - Limited
(Tvoe - Low) $55 $r95 $r20 N/A s236 1.474
Other Temporary Food - Limited
(Tvoe - Medium) $281 $390 $320 $640 $750 ** 1"345
Other Temporary Food - Limited
(Tvpe - Hieh) $281 $390 $350 $700 s825 *,t
lcetti$pd.Borfr .ewq*.,ffiH[:.ia
ecx*lffi ltffiE r: .' :"'-.::-liltr'1.{fl ffiffi$ ilif l.llr,

First Re-inspection Fee N/A N/A sl60

Additional Re-inspection Fee
v2

nermit $150

ffiffi 
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Table 7: Estimated vendor savings with new permit model - detailed schedule

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

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

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

.3avcnts'$281

. Tocal:S&ti

. 3crcnt9 t t390

r Toal:51t?O

. I Muhiple cvent
pcimit + 

$70O
. can go to 5 events

. 1 cGrtifbd Booth
Oserator i SSI

. Single ar€ntooJt =
5281

ogeventst $281

, Total: $2529

. Sin€le elBnt @6t =
S3eo

' geuentr5390

. Total: s3,510

.lMuttplsgr*t
pqrmlt''$?'0O

r1G+r$il€dffi
Opdrrurrl $$5

.l Udlrnitoddygn
p.r.d*r i $8fE

. erngotounhmred
et cfrtS,

had 1 event s 281" s 320 s 39 S sso s69
had 3 events s 8rt3 s 640 s (203) s 700 s t1431

had 4 events. $ t,rz* s 640 s (484) S zoo $ (4241

had 5 events 5 1,405 s 640 $ (76s) s 700 s (70s)

had 10 events s 2,810 s 1,280 s (1,530) S 1,400 s (1,4101

had 2O events s 5.6?0 s x,390 5 (4,230) S 1,s2s s {4,095}

Year 2: 20tt

had 10 events s 2,810 s 750 s (2,060) s 82s s (1,e8s)

had 20 events S s,620 s 750 s (4,870) s 82s s (4,7es)
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Service Reduction
Permit
types

affected

Near/long
term

Estimated Cost/time Savings
Public Health

lmpact
Equity
impact

D. Eliminate
educational visit

All
Long term

Reduction of * 9,7OO

educational visits, increase of
-7600 inspections

High risk lnequitable

E. Eliminate risk-
based model

Ail
Long term

Reduction of - 5,500
inspections

High risk lnequitable

Additional Service Reduction Strategies Considered and Not Recommended:

Table 8: Service reductions not recommended for inrplementation

Service Reduction strategies D and E ale inequitable to srnall businesses and pose high public
health risk. They are not being undertaken by tlie progran.l.

Service Reduction D: Elimination of the ln program surveys, a variety of
stakeholders and program staff
report that educational visits and

inspection presence in

establishments improves food safety
practices.

Serryice Reduction E: Eliminating the risk-based rrrodel would make permit fees the same

tbr all businesses. regardless of size or type of operation. It w,ould decrease fbod safbty oversight
fbr those who may need more assistance to manage high risk activities, and increase it for those

who don't.

educational visit r,vould have a dispropor-tionately negative

ir.npact on small businesses and non-E,nglish speaking

business owners who value educational visits as part of
their annual staff training.

The risk-based model is designed to er-rable local

liealth jurisdictions to allocate resources according

to risk. Eliminating the risk-based model r,vould

mean that all establishments. regardless o1'

complexity of operation and risk of fbod type,

would receive the same amour-rt of oversight. Low
risk perr-nit holders rvho currently receive one

inspection and a corresponding lorver fbe r.vould

receive an additional inspection with this strategy.

Conversely, high risk establishments who

currently receive three inspections per year will
receive one less. Tliis is anticipated to create liigh
risk fbr fbodbonie illness. Extensive evaluation of
irnplementation is reqr-rired to assess the public
health iniplications.

ln 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 importont it is to collect good
data thqt link public heolth expenditures and
outcomes," said senior outhor, Dr. Too Sheng Kwqn-

Gett, Director of the UW Northwest Center for Public

Health Proctice, and "investing in public health
yields o good return on investment,"

I 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-S352. 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

quarlerly stakeholder meetings for updates, will schedule stakeholder-specihc 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 quafier of this year to be ready for

implementation January 1, 2016.

Table 9: Timeline for next steps for 2015

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:

o Proposed start dates for the action o Estimated impact on workloads and

. Projected operational costs staffing

o Projected operational savings o 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:

o Auditor's report letter July3 1,2015 o 2014 Food Program Review

Action items Ql- 2015 Q2 - 201s Q3 - 201s Q4 - 2015

lntegrate near-term mitigation strategies

Board of Health adopts 2015 fees

Work with staff and labor regarding staffing plans

Conduct outreach with other counties

ldentify 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
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DATE: July 31 ,2015

Metropolitan King County Councilmembers

Kymber Waltmunson, King County Auditor

TO:

FROM:

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:

lt0ltE 2
Recommendations have been fully implemented
Auditor will no longer monitor

PR0Gmrss 0
Recommendations are in progress or partially implemented
Auditor will continue to monitor

0Prll 0
Recommendations remain unresolved
Auditor will continue to monitor

Please see below for details on the implementation status of these recommendations.
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Metropolitan King County Councilmembers
July 31,2015
Page 2 of3

lmplementation Status as of July 2015

# Quick Status Recommendation Status Detail

2 lt0ltE

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 frorn 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.

5 [01rI

EHS should implernent a rigorous

approach to staff allocations

addressing the four best practice

factors we identified which

include a defined staffing

methodology with staffi ng

standards and performance

measures related to caseloads and

workloads.

EHS has incorporated best practices in
implementing a rigorous staff allocation process.

Since our review in2014, 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 altematives. 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.
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Metropolitan King County Councilmembers
July 31, 2015
Page 3 of3

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, pirector, Office of Performance, Strategy & Budget (PSB)

Eunjoo Greenhouse, Interim Deputy Director, Department of Executive Services, Finance

& Business Operations Division
Jonathan Swift, Deputy Director, PSB

Paffy 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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