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SUBJECT: Transit Radio/AVL Replacement Project
SUMMARY: The committee will be briefed on the status of a project to replace King County Metro Transit’s the bus radio system. This major, long-running project is nearing completion after several delays but schedule uncertainty remains due to issues with the performance of the contractor which now appear to be resolved. 
BACKGROUND:  Metro Transit’s voice and data communications system, including the Automatic Vehicle Locator (AVL) component, is being replaced with new equipment that will operate at a different radio frequency.  In addition to replacing aging radio equipment, this project responds to changes in the way that the Federal Communications Commission (FCC) allocates the radio spectrum. The change has forced Metro to replace its analog radio system, which operates on 450 MHz channels with transmitters atop Tiger Mountain, the Columbia Center and Gold Mountain (Kitsap County), with a 700 MHz digital system requiring more, but less powerful, transmitters spread around King County.
When the major appropriation for this $51.8M project was made in 2006 the council attached an expenditure restriction calling for a quality assurance (QA) consultant to monitor the project and report to the King County Project Review Board (PRB) at key points. Moss-Adams LLP was retained as the QA consultant and has been submitting checkpoint reports to the PRB assessing project status and risk levels going forward for ten aspects of the project. Moss-Adams’ May 20, 2009 report to the PRB came at the Factory Acceptance and Microwave Installation checkpoint where the new radios are tested and the microwave communication loop is installed linking the transmitting sites to each other and to the communications center at Metro’s Central Bus Base. The current project schedule has three more checkpoints:
· April 2010 – Installation of Radio System Infrastructure
· March 2011 – Fleet Installation and Testing

· July 2011 – Final Acceptance

Complete replacement of the transit radio and bus locator systems was understood to be complex multi-year undertaking when it was initiated and the project schedule has slipped several times. There are a number of concerns regarding a delay in implementing the new radio system:
· On-Board Systems Integration Project – Another large bus technology project in the Metro CIP is the replacement of equipment on the bus to integrate: a new GPS bus locator system; an automated passenger counter system; next-stop announcements and electronic displays; the ORCA fare collection system and the gathering and reporting bus performance data. Neither the Radio/AVL Replacement Project nor the On-Board Systems Project can proceed to implementation without the other. The OBS Project has also experienced schedule slippage in recent years.
· Aging Radios/New Bus Fleets – Metro cannot obtain 450 MHz analog radios to replace those that fail in its current fleet or to install in new buses that go into service before the new radio system is operational in 2011.
· Interference on 450 MHz frequency – The Federal Communications Commission has sold Metro’s current bandwidth to several other users and, while Metro is “grandfathered-in,” it has secondary status and could experience interference with its bus communications.
This project has been subject to heightened concern since the September 2008 PRB meeting when it was learned that the project contractor, Motorola, was projecting a significant delay in development and delivery of the radio equipment. This is equipment being developed for the specific requirements of King County Metro and a delay such as this was foreseen in the report of a consultant engaged to assist in evaluating the proposed technology of the vendor selected through Metro’s 2006 RFP process: 

King County Metro needs to be flexible in its project plan. Delays of 6-12 months or more are common in the industry and could occur on one or more of the projects. King County Metro should obtain the necessary agreements for contingencies in case all systems are not in place in time for joint tunnel operations. It would also be prudent for King County Metro to develop contingency plans for extending the lifetime of existing equipment.

In its recent checkpoint report to the PRB, Moss-Adams rated the risk “High” in several aspects of the project: 

· Scope

· Schedule

· Budget

· Technical Integration and Design

Two other categories, Vendor Performance and Testing, were rated “Moderate to High” and the overall project risk is rated “High” by Moss Adams. 

Since it learned of the radio development delay, the Transit Division has worked with Motorola on a “corrective action plan” and a revised schedule that now shows system start-up in mid- 2011. The Transit Division believes that the current schedule is realistic and that the issues with the contractor have been addressed. Motorola plans to provide enough new radios to equip the March 2010 fleet expansion or, failing that, to provide as many interim “loaner” radios as needed until the new radios are ready. Motorola has assumed responsibility for costs associated with this delay and the Transit Division continues to expect that the project will be completed within the existing budget. 
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