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SUBJECT

A briefing on the King County Regional E911 Strategic Planning Process.

SUMMARY

Executive staff and the co-chairs of the Planning Group will update the committee on progress to date toward completion of a King County Regional E911 Strategic Plan.  

BACKGROUND 

Ordinance 18139, adopted in October 2015, set forth a methodology and committee structure to define the process to develop a King County regional E-911 strategic plan.  Developed with the Regional Policy Committee, Ordinance 18139 created and directed a Strategic Plan Scoping Committee, comprised of a fifteen-member Leadership Group and a supporting Project Coordination Team, to develop and recommend a Strategic Planning Process Report, which was transmitted to the Regional Policy Committee, County Council and County Executive in May 2016.[footnoteRef:1] The Process Report recommended a collaborative process to develop a strategic plan, which would include a ten-year technology investment strategy, a ten-year sustainable financing plan and an ongoing decision-making and governance structure for the regional E911 system.   [1:  http://mkcclegisearch.kingcounty.gov/LegislationDetail.aspx?ID=2736968&GUID=000F4846-4D8E-4DB2-BD57-E7FF81496F63&Options=ID|Text|&Search=planning+process+report ] 


The Executive supported the Process Report’s recommendations and accordingly appointed a multi-jurisdictional Leadership Group of elected and appointed officials to develop and recommend a Strategic Plan to the Executive and the County Council by December 31, 2017.  Executive Constantine and Councilmembers Balducci, Dunn and Lambert represent King County on the Leadership Group. A Planning Group of staff representatives supports the Leadership Group.  Task Forces on Governance, Technology and Operations, and Finance will make recommendations to the Planning Group and ultimately to the Leadership Group. These groups have been meeting since August 2016 to develop their recommendations.[footnoteRef:2]  Attachment 1 shows the current membership of the Leadership Group, Planning Group and Task Forces.  [2:  The Planning Group first met in August 2016; the Leadership Group first met in September 2016, and the Task Forces first met in October 2016.] 

At its September 29, 2017 meeting, the Leadership Group endorsed a key recommendation from the Planning Group to proceed with implementing a platform architecture solution, as described by the Technology and Operations Task Force.  This decision defines how the county links to the state’s E911 infrastructure, which is currently being upgraded to deliver “next generation” (“NG911”) services, such as voice, text, data, and imagery. The decision affects King County’s E911 Program Office and also the operations and budgets of the 12 public safety answering points (PSAPs) that provide call answering and dispatch service for the county’s residents and first responders. The Leadership Group’s action included a caveat that “This [endorsement] is with the understanding that, during implementation, the Program Office and Governing Body may discover additional information that will cause them to modify their course.” 

The Leadership Group has also discussed findings and recommendations in draft reports from the Governance and Finance Task Forces.  The Planning Group is scheduled on October 16 to finalize its Finance and Governance recommendations to the Leadership Group.  The Leadership Group will be asked to approve all of the recommendations for the Strategic Plan at its November 9 meeting; an additional Leadership Group meeting is scheduled for December 19 in case decisions are not finalized on November 9.  

Draft Task Force Recommendations

Draft recommendations from the Governance, Technology and Operations, and Finance Task Forces are briefly summarized below.  

The Governance Task Force reached unanimous agreement that the future governing board should be advisory to the 911 program office, have 12 voting positions (one for each PSAP), and operate by consensus as much as possible. If voting is required, it should require a two-step voting process with 40% of those present and 60% of current call volume being required for a decision. The Task Force also laid out a process for decisions and appeals.  At its September meeting, the Planning Group came to unanimous agreement to endorse these preliminary recommendations, with continued work in October on roles and responsibilities.

The Technology & Operations Task Force analyzed two alternative approaches for upgrading existing equipment to fully support “next generation” technology features (“NG911”), to provide 911 access via voice, text, data, and imagery (see Table 1 below).  The Task Force found that both options, (“Distributed” and “Platform”) meet the operational Principles defined by the Task Force, with the Platform alternative exceeding several of the principles (security; fair & equitable; capacity; interoperability; convergence) more than the Distributed alternative. 

The 10-year cost of ownership for the Distributed alternative appears to be up to $5 million less, and therefore may be somewhat better on the cost-effective principle, although the cost differential does not consider potential operational cost differences between the two options. Regardless of the alternative, the implementation timeline indicates that the complexity of system architecture upgrades means that it will be 2020 before a vendor is selected and deployment of the new architecture begins. 

Table 1.  Alternative System Architectures

	Alternative #1 – Distributed Architecture

	ESInet-II connects directly to the 12 PSAPs.  Similar to existing architecture but would require upgrade or replacement of E911 telephone equipment at each PSAP

	Alternative #2 – Single Platform Architecture

	State provides connectivity to a shared platform (minimum of three geographically diverse platform cores/hosts), and the countywide system provides networking from the platform cores/hosts to the individual PSAPs.




The Finance Task Force found that the current level of spending is not sustainable with projected revenues, but it appears that the E911 fund will not run out of cash until 2023. The difference between alternative system architecture cost estimates appears not to change the overall system’s financial picture (it is less than a $5 million difference in the context of 10-year operating costs on the order of $280 million). In other words, the fund balance will go negative at a similar time regardless of which architectural alternative is deployed, and therefore broader finance issues must be addressed either way. The Task Force recommends that the 911 Program Office and PSAPs share in operations efficiencies, and that the future governing board explore using some of the substantial escrow fund balance in system upgrades.[footnoteRef:3] Finally, the Task Force recommends that a sustainable revenue source must be implemented for long-term system viability.  [3:  King County’s E911 Program Office is funded by a share of the State E911 excise tax.  The Program Office distributes approximately 50% of these funds into escrow accounts for each PSAP to partially support PSAP call answering expenses. ] 


Next Steps

As noted above, at its September 29 meeting, the Leadership Group voted to support the Planning Group’s recommendation to move toward platform system architecture. The Group also discussed the draft Governance and Finance Task Force Reports, pending a recommendation from the Planning Group. The Leadership Group will be asked to approve all of the recommendations for the Strategic Plan at its November 9 meeting; an additional Leadership Group meeting is scheduled for December 19 in case decisions are not finalized on November 9.  

ATTACHMENT

1. Leadership Group, Planning Group and Task Force Rosters

INVITED

1. Diane Carlson, Director of Regional Initiatives, King County Executive’s Office
2. Stacy Jehlik, International Affairs Director, City of Seattle Office of Intergovernmental Relations
3. [bookmark: _GoBack]Kathy Lombardo, Interim E911 Program Officer, KCIT
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