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DIVISION/PROGRAM NAME-  TECHNOLOGY CIP

BUDGET TABLE

	
	2013-2014
Adopted
	2015-2016
Proposed
	% Change 2013-2014 v. 2015-2016

	Budget Appropriation
	$21,408,478
	$43,142,115
	50.4%



Table 1: 2015-2016 Executive Proposed Technology Projects
	Dept
	Project Name
	2015-16 Request1
	Fund Source

	Panel Approved in Week 1, 2, and 3

	DPH
	Emergency Medical Dispatch—CPR Quality Improvement Application Replacement
	$134,463
	EMS Levy

	KCIT
	IP Fax Service Project
	$120,000
	KCIT Rates

	KCIT
	Westin Network Upgrade
	$432,716
	KCIT Rates

	KCIT
	Enhance Wireless Connectivity
	$1,329,265
	KCIT Rates

	DCHS
	DDD Fiscal Improvement Program
	$484,753
	Developmental Disabilities Fund Balance

	DES
	Replacement of NEOGOV
	$403,460
	KCIT Rates 

	DNRP
	Transfer Station Transaction Upgrade
	$890,651
	Solid Waste Account

	DOT
	HASTUS Planning Module
	$398,539
	Public Transportation Fund

	DOT
	Vanpool Information System Modernization
	$02
	Public Transportation Fund

	DOT
	Power & Facilities Timekeeping
	$216,978
	Public Transportation Fund

	DES
	Records & Licensing Software Application Replacement Project
	$2,735,261
	General Fund, Recorder's O&M eREET Technology Reserve

	DES
	Countywide Electronic Payment 
	$741,000
	KCIT Rates

	DNRP
	Parks Facilities Scheduling System Replacement
	$401,921
	Parks & Rec Operating (Parks Levy)

	KCIT
	GIS Regional Aerials Project
	$1,993,238
	KCGIS O&M Rates, Imagery Fund Reserve, External Funding

	Deferred to Chair’s Striker

	DJA
	SCOMIS Replacement
	$1,987,000
	Debt Service—General Fund

	KCDC
	District Court Unified Case Management
	$7,660,242
	Debt service – General Fund

	KCE
	Elections Management System Replacement
	$468,000
	Elections Operating Fund

	Ready for Reconciliation

	DES
	Managerial Accounting Software
	$430,000
	KCIT Rates

	DOT
	Transit Business Intelligence Reporting Database
	$936,633
	Public Transportation Fund

	DOT
	ORCA Replacement Planning
	$884,000
	Public Transportation Fund

	DOT
	Replacement of 4.9 Network and Mobile Access Routers
	$14,711,713
	Public Transportation Fund

	DOT
	Transit Signal Priority
	$683,460
	Public Transportation Fund

	DOT
	Vehicle Maintenance Dispatch
	$1,853,305
	Public Transportation Fund

	DOT
	Real Time Improvement
	$625,565
	Public Transportation Fund

	DOT 
	Mobile Ticketing Pilot
	$02
	Public Transportation Fund

	DOT
	Capital Management and Reporting
	$2,520,460
	Public Transportation Fund

	
	Total
	$43,142,115
	


1The amounts in the 2015-2016 Request column are from Attachment A to the 2015-2016 Budget.
2 There is no appropriation request for 2015-2016. Projects have prior appropriations and are seeking Council review of business case, cost-benefit analysis, and benefit achievement plan which not included as part of earlier appropriation request.


ISSUES

As shown in Table 1 on the previous page, during Weeks 1 through 3 the HHIS Panel approved 14 projects (some with provisos) and deferred 3 projects to the Chair’s Striker. This staff report organizes the remaining CIP technology projects into three areas: (1) Managerial Accounting Software, (2) Funding the Strategic Technology Roadmap for Transit, and (3) Transit Technology Projects.

ISSUE 1  – Managerial Accounting Software Pilot Expansion (Activity Based Costing)

	2015-16 Request
	$800,000	

	Total Project Cost
	$800,000

	Fund Source
	KCIT Rates (GF $266,000)


Project Summary: This project would expand the use of a software tool to help County agencies estimate the cost of products, processes and services. 
The Office of Performance, Strategy and Budget (PSB) and the Finance and Business Operations Division (FBOD) of the Department of Executive Services are jointly sponsoring this project. FBOD and Jail Health Services have done some initial work with a software vendor (Prodacapo) to demonstrate the value of this tool in understanding the cost drivers of the internal business practices for those two organizations.
Activity-Based Costing (ABC) links the costs of delivering a service to the activities or cost drivers that generate those expenditures; this information is then used to calculate the cost of each activity. An ABC model isolates a baseline cost of providing a service, which can guide managers to focus on reducing costs where they are highest. For example, ABC provides information on how much it costs King County to produce a manual paycheck (Executive staff estimate $355, or approximately seven hours of staff time) versus an electronic paycheck ($1.96). According to Executive staff, if King County reduces the number of manual paychecks, the total staff devoted to producing paychecks may be reduced through attrition or redeployed to other functions. 
Another example of ABC modeling comes from Jail Health Services (JHS). In developing a baseline model around their triage services, JHS found that it might be less costly to have a doctor directly treat the patient rather than have a (less expensive) nurse triage the treatment first. As a result of this, JHS plans to pilot an alternative service delivery model that may reduce costs associated with treating some patients. The staff resources that would have been utilized in a triage model would then be shifted to other activities.
The 2015-16 proposal would expand the pilot work with the ABC software to three other product lines in 2015, and five more in 2016. Three organizations have been identified to begin ABC modeling in 2015: 
· Solid Waste 
· Employment programs in the Department of Community and Human Services 
· Application Support in King County Information Technology 
The capital appropriation of $430,000 includes $241,000 for license fees (5 licenses in 2015 and 6 in 2016 at approximately $22,000 each) to use the software application, $34,000 for travel for the vendor consultants and $154,000 for support and maintenance (including upgrades and enhancements) from the vendor. FBOD would contribute labor from its operating budget in the form of 2 TLT positions in FBOD beginning at mid-year 2015, and a third TLT position in 2016. These FBOD staff would use the software tool to cost activities for department managers, and to help them to forecast costs and model the long-term financial impacts of changes to services.
This project would not replace any existing systems. It would enable Executive staff to analyze and understand data in a way that, according to Executive staff, is more useful to managers and decision makers. The project proposal does not specify a value for anticipated cost savings. PSB and FBOD anticipate that financial benefits from ABC would accrue over time as focused improvement initiatives reduce labor on inefficient processes, and staff may be reallocated to perform other activities. Agencies may be able to generate cost savings through attrition as well as non-labor efficiencies. PSB’s expectation is that each agency that completes a baseline ABC model will be able to compare productivity savings each year after the baseline.
PSB reports that the revenue source for this project is the Countywide IT project central rate, charged to all County agencies, because the benefits of pilot agencies learning and applying this software tool are expected to spread throughout the County. 
If expansion of the ABC model were to continue after 2016, PSB and FBOD expect the cost of staffing, operating and maintenance, and licensing fees will remain close to 2016 project costs ($475K).  PSB expects the 3 FBOD TLTs would be able to continue to support adding departments or agencies to the pilot at the same rate as in 2015-2016. However, these positions would likely need to be converted to FTE status given the 3-year limit on TLT terms.
Contingency: The total project budget includes no contingency because it simply expands the use of an existing software tool.
Review of the Benefit Achievement Plan: The project has completed a BAP. The primary anticipated benefits of this project are efficiencies in internal services: better information on cost drivers should support prioritization of areas for Lean efforts and business process review. Staff will continue to work with PSB to refine the BAP.

Option 1: Approve as proposed.

Option 2: Delete funding.

Option 3: Defer to the chair’s striking amendment.

ISSUE –2  FUNDING FOR STRATEGIC TECHNOLOGY ROADMAP FOR TRANSIT

Technology has become an essential part of delivering transit services. The Transit Division has been a pioneer among transit agencies in implementing technology to plan routes and schedules, collect fares, communicate between the base and buses, and provide customers information. The development of applications over time to address different functions has resulted in a multitude of interdependent technology applications, some of which need replacement. 

The proposed budget includes 8 major Transit technology projects and 3 smaller ones totaling $23.6 million in appropriation requests. According to Transit, these projects represent the “tip of the iceberg” in terms of what is needed for Transit technology investments. In evaluating the specific proposals, Council staff sought to understand how these projects fit into an overall technology plan for Transit.  However, such a plan does not exist now for Transit.

During the Week 2 Panel discussions, the Internal Services and Health and Human Services Panel directed staff to draft a proviso requiring Transit develop a strategic technology roadmap, referred to here as the Strategic Technology Roadmap for Transit (STRT). The STRT would help would provide a planned, integrated, and forward-looking understanding of evolving technology needs and solutions over the next three to five years. Such a roadmap could help Transit, the Executive, and the Council evaluate and prioritize technology investments. . 

Subsequent to the Panel direction, Council staff have been working with PSB, KCIT, and Transit to better define the components of the STRT. Given the breadth of technology Transit relies on and the age of some of that technology, such a strategic plan will need to be quite comprehensive and identify technical recommendations in a number of areas. To develop such a plan will require significant research, analysis, and planning on technology options across Transit. To achieve the best results for this effort, the Panel may wish to consider providing funding for this effort so that outside consulting resources can be used and some Transit and KCIT staff can be dedicated to this effort. 

Option 1: Defer to the Chair’s striking amendment. 

Option 2: 	Do not add funding. This would require Transit to fund any costs from within their existing budget. 


ISSUE –3 TRANSIT PROJECTS 

Following the Panel’s direction for a proviso requiring a Strategic Technology Roadmap for Transit (STRT), Council staff reviewed each of the proposed Transit technology projects to review the connection between each of the proposed projects and STRT. As will be discussed in the project descriptions below, for many of the projects because of the interdependencies of the Transit technology solutions, decisions on which technology solution to implement would benefit from the direction provided in STRT. Therefore proceeding with full implementation of proposed projects may be premature until STRT is completed. In those cases, where funding implementation may benefit from waiting until a Transit Strategic Plan is complete, staff analysis for each project also reviewed whether it is necessary to provide funding for planning or other short term fixes in order for the project to avoid delays which could result critical operational impacts. Table 1 below summarizes the options provided for each project and discussed in detail for each project.  

For those projects which include an option to reduce the project appropriation to planning money or delete all funding, such options are not intended to suggest the project does not have merit. Instead, those investments may benefit from the direction provided by STRT.

The Council has expressed a particular interest in projects which impact customer information and rider’s experience with Transit. Those projects include ORCA Replacement Planning, Replacement of 4.9 Network, Real Time Improvement, and the Mobile Ticketing Pilot. 

Table 1 

Transit IT Projects 

	Project Name 
	2015-2016 Budget Request
	Prior Appropriation
	Change Potential

	Vehicle Maintenance Dispatch
	$1,853,305
	$46,875
	-$1,747,874

	Transit Business Intelligence Reporting Database
	$936,633
	$0
	-$936,633

	Replacement of 4.9 Network
	$14,711,713
	$0
	Reduction estimate is between 13 and $13.5 million.

	Transit Signal Priority
	$683,460
	$0
	-$105,157

	Orca Replacement Planning
	$884, 000
	$0
	No change

	Real Time Improvement
	$625,565
	$0
	No change

	Mobile Ticketing Pilot
	$0
	$3,315,000
	-$2,686,874

	Capital Management and Reporting
	$2,520,460
	$600,000
	No change






Transit Replacement of 4.9 Network and Mobile Access Routers
	2015-2016 Request
	$14,711,713

	2017-2018 
	$1,510,495

	Total Project Cost
	$16,222,208

	Fund Source
	Public Transportation Fund



Project Summary: This project is to replace a wireless network used to transmit important data such as ORCA fare revenues between buses and centralized systems. 
 
In 2009, Transit installed a 4.9 MHz wireless network to connect bus on-board systems with “back office systems” at the seven operating bases to obtain daily on-time performance data, passenger counts, fare transactions, ORCA card reloads, fare tables, daily on-board bus schedules, stop announcements and other on-board configuration data.  The network processes more than 60 percent of fare revenue and potential failure could result in the loss of fare revenue if data cannot be downloaded before its seven day expiration deadline.  The 4.9 Network also provides data for RapidRide route signal priority and Real Time Information Systems.

The 4.9 Network consists of Cisco proprietary equipment and software.  Due to lower than projected sales, Cisco notified customers in late 2013 that it will end support in 2017.  According to the BAP, the County is already experiencing maintenance and operations issues due to the lack of spare parts and Cisco’s delayed turnaround on warranty repairs.  These problems are expected to increase in frequency over time.  A second issue identified in the Business Case is that the 4.9 MHz frequency may not be available indefinitely as the Federal Communications Commission has been asked to consider allocating this frequency for use in controlling drones.

The project is anticipated to replace 1,450 mobile routers on buses, 140 routers on RapidRide corridors, 44 access points at transit bases, and 241 access points on RapidRide corridors and other Intelligent Transportation System (ITS) corridors.

The funding request includes $1.5 million in 2015 for Requirements Analysis and Design, $460,000 in January-September 2016 for Procurement, $13.9 million in January 2016-March 2018 for Installation and Testing, and $365,000 in 2018 (breakdown includes anticipated 2017-2018 appropriation). The project schedule is driven by the goal of replacing the 4.9 MHz Network when Cisco support ends in 2017.  For this reason, the proposed 2015-2016 appropriation includes the funding for replacement equipment.

The Requirements Analysis and Design phase includes a market survey and technology assessment, consideration of additional functions that could be supported by the replacement network, and development of a plan to insure continuity by installing the replacement network while the existing 4.9 Network is still in operation.  This project must be compatible with the existing ORCA system and with the replacement ORCA system targeted for 2020 as well as the Transit Signal Priority project.

Connection to STRT:  This project has significant potential impacts on the ORCA Replacement, Transit Signal Priority, Real Time Information System, and other IT projects the decision on which solution to select should to be informed by STRT that considers the technical needs of all Transit applications of this technology as well as implications for our Regional partners. To better ensure that a chosen technology to replace the 4.9 MHZ network is one that will be consistent with Transit’s long range technology needs, the Council may wish to only fund the planning phase of this project until a Transit Strategic Technology Roadmap is completed. Upon the completion of a STRT, Transit could transmit a supplemental appropriation request for the design and procurement of the solution. Such an approach should not significantly delay the project as it allows planning to begin upon budget adoption as originally scheduled. 

Council staff is continuing to work with PSB, KCIT, and Transit staff to determine a reasonable planning budget for this project, recognizing that the planning for developing a Strategic Technology Roadmap will also include significant planning on replacing the 4.9 Mhz network as it is such a key component of Transit’s technology infrastructure. 

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 20 percent based on the level of risk associated with this project. If this project is approved, Council staff would reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP):  The BAP discusses the project history and resulting need for a replacement prior to system failure.  The BAP notes that the replacement could provide new customer benefits such as ORCA enhancements if these are agreed to by the ORCA Joint Board.  Other potential new benefits are expansion of Transit Signal Priority and Real Time Information Systems.   


Option 1: Approve project as proposed and direct staff to reduce the appropriation request to reflect by $1,217,862 the revised contingency.

Option 2:  Approve funding for planning only. Direct staff to continue working with Executive staff to identify appropriate planning budget and defer exact amount to Chair’s striking amendment. 

Option 3:  Delete all funding.

DOT Transit Signal Priority Equipment Replacement
	2015-2016 Request
	$683,460

	Total Project Cost
	Unknown

	Fund Source
	Public Transportation Fund



Project Summary:  Transit Signal Priority (TSP) is a technology that improves bus schedule reliability and speed by monitoring intersections and when appropriate changing the signal cycle so a bus can move through an intersection without delay.  RapidRide Lines and some other bus routes use TSP.

According to the business case, the TSP equipment platform was updated in the past two years but is based on 20-year old technology and must be replaced.  Repair parts are not available, the system has reliability issues, and new installations are not possible because the 4.9 MHz Network equipment is no longer sold. This funding request is for planning and preliminary design and includes a consultant contract.  The planning effort is to be coordinated with the 4.9 MHz Network and Mobile Router project. 

An estimated cost of procurement and deployment of the replacement system is expected to be generated as part of this project. 

Connection to STRT: This project is closely linked to the 4.9 MHz Network Replacement Project.  One critical element of the Transit Strategic Technology Plan is its work on the 4.9 MHz Network, including the linkage to the Transit Signal Priority Project. Accordingly, one option would be to approve planning funds only, deferring additional appropriation authority until after approval of the Transit Strategic Technology Plan.

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 10 percent based on the level of risk associated with this project. If this project is approved, Council staff will reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP): The BAP discusses the purpose of TSP systems and identifies operational practices.  Council staff worked with DOT to identify any expected system improvements that would happen as a result of this project; however, as it is a planning project that relies on the outcome of the 4.9 Network project, there is no certainty on that point.  

Option 1: Approve project as proposed and direct staff to reduce the appropriation request by $105,147 to reflect the revised contingency.

Option 2: Approve $578,313 in funding for planning only; delete remaining request of $105,157. 

Option 3:  Delete all funding.

Transit Vehicle Maintenance Dispatch Replacement
	Prior appropriation
	$46,875

	2015-2016 Request
	$1,806,430

	Total Project Cost
	$1,853,305

	Fund Source
	Public Transportation Fund



Project Summary: This project would replace the outdated system that dispatches Metro’s buses.

According to the business case, the system that allows Metro to accurately locate, maintain, and dispatch its more than 1,300 buses at seven operating bases is outdated and needs to be replaced. The current system is more than eighteen years old, no longer supported by the vendor, and is incompatible with newer operating systems. The system introduces risk of failure that would disrupt base operations and potentially result in higher operating costs. 

This project would replace the current dispatch system with a more automated system with increased functionality. To achieve this, Transit will evaluate whether there is a viable solution which would automate bus location information within the operating base. Transit will need to evaluate whether such information could be transmitted via its 4.9 wireless network or using another technology.

Project phasing and costs: Transit has identified several phases for this project. The first phase would reduce the immediate risk of system failure by replacing the unsupported software used in the existing manual vehicle dispatch system with software that is vendor-supported and compatible with modern operating systems. Transit reports this first phase would require an appropriation of $58,646.  This would simply stabilize the current system and not achieve the operational efficiencies or increased functionality Transit hopes to achieve from this project. The next phase would evaluate opportunities for achieving operational savings by replacing the manual dispatch system with an automated one. This phase would examine system requirements, evaluate alternatives, and perform a cost benefit analysis (CBA) would begin in April 2015 and cost $109,759. If an automated system with a positive CBA is found, procurement would begin in July 2015. Implementation would begin in January 2016 and be completed by the end of 2016. 

In total, the project includes $800,000 for hardware and software costs, $175,000 for consulting services, and $450,619 for KCIT and departmental labor costs. More will be known about the ongoing operating costs once a project alternative is selected, but preliminary estimates are that operating costs are expected to be more than $100,000 annually.

Connection to STRT. It would be most effective if the technology solution selected by Transit for this project uses the same technology Transit uses for other communication needs. Transit has not yet developed a strategic and integrated plan for the agency’s technology needs, the Council may wish to consider delaying the investment in an automated vehicle dispatch system until STRT is completed. The Plan should provide direction on which technologies will be chosen for Transit’s overall technical infrastructure. In the meantime, in order to avoid the risk of system failure, the Council may wish to consider funding the first phase of this project, which would remove the existing risk of system failure from a product which is no longer supported by the vendor. 

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 15 percent based on the level of risk associated with this project. If this project is approved, Council staff will reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP): The primary benefit of this project is that it would reduce the risks of operational impacts and cost increases associated with the potential failure of the current system. Additional benefits may include operational efficiencies and cost savings from reduced use of overtime if the manual dispatch system is replaced with an automated system.

Option 1: Approve project as proposed and direct staff to reduce the appropriation request by $213,843 to reflect the revised contingency.

Option 2: Approve $58,646 for the first phase of the project and direct staff to delete the remaining appropriation of $1,747,784.  This will allow the project to address the immediate problem of the unsupported software.

Option 3: Direct staff to delete all funding. 

Transit ORCA Replacement Planning
	2015-2016 Request
	$884,000

	2017-2018 
	$28,116,000

	Total Project Cost
	$30,000,000

	Fund Source
	Public Transportation Fund



Project Summary:  This project is for planning for the replacement of ORCA, this is a multi-agency smart card fare payment system overseen by a Joint Board (the CEOs and General Managers).  

Transit agencies’ participation in ORCA is governed by the terms of the Interlocal Agreement for the Regional Fare Coordination System.  The existing ORCA system was deployed in 2009 and includes a central clearinghouse for ORCA data and fare revenue distribution.  The vendor operates the clearinghouse under a contract that ends in 2020.

The ORCA Joint Board has concluded that a replacement system will be needed because the existing vendor relationship is not likely to be renewed, hardware is becoming antiquated, and a new system presents opportunities for lower costs and faster implementation of upgrades. The decision on a lead agency for implementation of the replacement project has not yet been made. Planning activities are being led by Sound Transit, the ORCA Regional Program Administering Agency.

The Joint Board has identified the following objectives for the replacement project:

(1) Improved customer experience;
(2) Increased ORCA usage;
(3) Fiscal responsibility (lower total cost of ownership, lower upgrade and improvement costs); and
(4) Operational efficiency (roll out upgrades faster, make data more accessible).

The 2015-2016 budget request is for Metro’s share of planning activities in which all ORCA agencies will participate.  From January 2015 through June 2016, $260,000 is allotted for Planning.  From July-December 2016, $624,000 is allotted for Preliminary Design.  The 2017-2018 and 2019-2020 amounts are placeholders for project implementation; a detailed budget request is anticipated in the 2017-2018 biennium.

Staff analysis identifies Council engagement as an important project element to ensure that any proposed solution does not inadvertently commit Transit to policies which have not been adopted by the Council. Option Two below directs staff to draft a proviso requiring Transit to transmit a workplan identifying when and how during the planning process Council will be engaged.  

Connection to STRT: The ORCA project is dependent upon several other technology projects, including the 4.9 MHz Network, the means by which fare payment data is downloaded from the buses. This also project involves working with other transit agencies in the region to ensure an integrated experience for customers and a regional fare coordination infrastructure that is compatible with Transit Division requirements. The requirements for ORCA replacement should both inform the STRT and be informed by it as well. Thus, proceeding with preliminary planning and design as proposed in the budget with the concurrent development of the STRT is a reasonable approach.  

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 10 percent because Transit staff believes that the planning of this regional project would be low risk because the agencies have successfully worked together for over ten years under the terms of the Interlocal Agreement. Council staff will reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP): The BAP identifies the primary benefit of this project as identifying a second-generation ORCA strategy that addresses multi-agency needs and achieves the Joint Board’s priority objectives.  

Option 1: Approve project as proposed and direct staff to reduce the appropriation request by $136,000 to reflect the revised contingency.

Option 2: Approve as proposed with revised contingency and direct staff to develop a proviso requiring Transit to transmit a workplan identifying when and how during the planning process prior to the issuance of an RFP, Council will be engaged.  

Option 3: Delete funding. 
Transit Business Intelligence Reporting Database (T-Bird)
	2015-2016 Request
	$936,633

	2016-2017
	$1,453,499

	Total Project Cost
	$2,390,132

	Fund Source
	Public Transportation Fund 



Project Summary: This project would consolidate multiple data sources into a single database allowing Metro staff to easily and quickly access key data about bus service.

According to the business case, Metro’s sources of performance data are scattered across the agency in many different databases and formats. The ability to match and integrate data from different sources is highly specialized and limited to only a few staff across the agency. When integration is done, it is not automated, very time-consuming, and subject to differences in staff judgment and methodology. Additionally, Transit reports much of the on-time data is in a database that is no longer supported by the vendor. 

This project would fund the development of a new analytical tool to integrate key data from existing systems necessary for business analytics. The 2015-2016 appropriation request of $936,633 would fund most of the requirements analysis and design for an integrated data base. The development and implementation of the database would be funded in the 2016-2017 budget. Most of the project costs are labor costs for a custom-built or highly configured database solution.

Once such a database is operational in 2018, it would help Transit respond to strategic planning questions such as:

· What are some of the least reliable travel corridors in the system?
· Which routes have the highest/lowest percentage of ORCA use?
· Are operators getting their mandated breaks?

Connection to STRT: As this project will build upon existing data layers, it seems prudent that prior to building on those data layers, Transit identify through STRT, the future of those data layers. Therefore, the Council may wish to consider delaying funding for this project until the completion of the STRT, after which Transit could then resubmit a supplemental appropriation to request a data analytic project that is integrated into its technology roadmap. 

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 20 percent based on the level of risk associated with this project. If this project is approved, Council staff will reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP): Staff review of the Benefit Achievement Plan continues with an emphasis on better understanding the internal service benefits of this project and how those benefits will be measured by Transit.

Option 1: Approve as proposed and direct staff to reduce appropriation request by 64,356 to reflect revised contingency.

Option 2: Delete all funding.

Transit Real-Time Improvements
	2015-2016 Request
	$625,565

	2017-2018 
	$628,148

	Total Project Cost
	$1,253,713

	Fund Source
	Public Transportation Fund



Project Summary: This project would implement changes to the systems Metro customers use to access real-time bus arrival information in order to improve the information about reroutes, stop closures, and service cancellations.

Metro customers use a variety of systems to look up bus schedule and status information, including: including Metro Online, the Automated Trip Planner, the Interactive Voice Response system, Real Time Information Signs, and applications such as OneBusAway, Transit Alerts via email, text, Twitter, and Facebook. Currently, these systems do not provide consistent information on reroutes, stop closures, and service cancellations to customers because Transit does not have a way of providing this information in way that interfaces with these systems. The information that is provided requires a manual process involving redundant inputs by multiple staff members and is not easy for customers to find or understand. 

This project would focus on providing supplemental information about reroutes, stop closures and cancellations across many of the tools customers use to access commute information. This project would allow Metro to address the inefficiencies in providing customers information on reroutes, stop closures, and service cancellations. This project would allow customers to receive this supplemental information through existing applications such as One Bus Away, Trip Planner and the real time information signs that are displayed at bus stops. Additionally, Transit says the updated information customers receive will be more descriptive and accurate.

The first phase of this project to examine system requirements and analyze alternatives would begin in April 2015 and cost $241,211. The next phase to plan implementation and complete contracts would begin in July 2016. A phased implementation would begin in April 2017 and be completed by April 2018.

Project Cost: The major project costs include $500,000 for hardware and software costs and $464,395 for KCIT and departmental labor costs. The ongoing operating costs are estimated to be $50,000-$100,000 annually.

Connection to STRT: A key component of the STRT will involve mapping out the future systems for customer information, particularly working with other Transit agencies in the region to ensure an integrated experience for customers. Therefore, it may be prudent to delay starting this project until STRT is completed. Option Two below directs staff to draft an expenditure restriction to this effect. 

Contingency: The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 30 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project and is now requesting a contingency of 20 percent based on the level of risk associated with this project. If this project is approved, Council staff will reduce the appropriation request to reflect this revised contingency.

Review of the Benefit Achievement Plan (BAP): The primary benefit of this project would be improving the availability and reliability of real-time information. Council staff continues to work with Transit on revising the Benefit Achievement Plan with an emphasis on better explaining how the external and internal benefits of this project would be measured by Transit.

Option 1: Approve project as proposed and direct staff to reduce the appropriation request by $25,043 to reflect the revised contingency.

Option 2: Direct staff to develop an expenditure restriction restricting expenditure of all funds until Council acceptance by motion of the STRT to allow for this project to be informed by the STRT.

Option 3: Direct staff to delete funding. 

Transit Mobile Ticketing Pilot Project
	Prior Appropriation
	$3,315,000

	2017-2018 
	No appropriation request

	Total Project Cost
	Unknown at this time

	Fund Source
	Public Transportation Fund



Project Summary:  The Transit Mobile Ticketing Pilot Project ($470,938) is a proposed demonstration that would allow a self-identified group of customers to use their smartphones to pay transit fares.  

In the 2013-2014 Transit budget, Council appropriated funding ($3,315,000) for a project titled “Orca Self-Service Kiosk.” The project has since changed scope and Transit has prepared a new business case, a cost-benefit analysis, and a benefit achievement plan for a new pilot project with a budget of $470,938.  However, Transit has a total appropriation authority for this project of $3,315,000. While the project has expenditure authority, spending has not begun on the project.  The budget review process is an opportunity for Council to evaluate this new project.  Of the prior approved appropriation, $63,000 has also been spent on a Third Avenue ticket vending machine.

Mobile ticketing technology provides customers the ability to pay their transit fares using their smartphones. The most common application is where a “ticket” is purchased with a mobile phone (or computer), and a graphic is displayed on the phone that can be shown to a bus driver or fare inspector to show that it is valid. This application requires no reader infrastructure on the vehicles so it can be implemented quickly and with relatively low capital cost. This project would pilot the implementation of mobile ticketing technology for use throughout the Metro system, using up to 10,000 participants for a period of six months extendible by another six months. An assessment following the pilot would evaluate the fare collection approach as to its suitability for a cashless operating environment.

Given the future implications of this pilot, the Council may wish to direct Transit to report back to the Council and include the following in its assessment of the pilot: implementation costs including individual transaction costs, impact on ORCA usage, Equity and Social Justice impacts, and public-private collaboration opportunities. Option Two below directs staff to draft such a proviso. 

The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 20 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project. Transit reports KCIT has validated the 20 percent contingency level and thus Transit is not seeking to change the contingency for this project.

Connection to Transit Strategic Technology Roadmap:  As a small stand-alone demonstration, this project could move forward simultaneously with work on the Transit Strategic Technology Plan.  Customer technology will be an important focus of the Technology Plan so the results of this demonstration will be very relevant to the Plan.  

The project would be funded by the Public Transportation Fund and as proposed includes a contingency of 20 percent. Subsequent to the budget submittal, Transit has consulted with KCIT on an appropriate contingency level for this project. Transit reports KCIT has validated the 20 percent contingency level and thus Transit is not seeking to change the contingency for this project.

Review of the Benefit Achievement Plan (BAP): The BAP also includes a discussion of the costs of a future new farebox system, because Metro staff hopes the pilot project will provide an option for reduced dependence on cash fare payments.  Council staff will work with Transit to further refine the BAP.  

Option 1:  Approve project as proposed.

Option 2:  Approve proposed expenditure and disappropriate remaining unobligated funding ($2,781,000); direct staff to draft a proviso requiring a report to the Council on the pilot project results. 


DOT Transit Capital Management and Reporting System
	Prior Appropriation
	$600,000

	2015-2016 Request
	$2,520,460

	Total Project Cost
	$3,120,460

	Fund Source
	Public Transportation Fund



Project Summary: This project would provide Metro with an integrated, streamlined tool for managing its $1.4 billion Capital Improvement Program (CIP).

Metro is currently the only County agency with a large capital program that does not have a capital management and reporting system.  Metro’s CIP data is currently maintained in disperse, non-integrated, mostly manual systems, and creating consolidated CIP reporting is time-consuming and produces unreliable data. The need for improved CIP reporting and practices has been a finding of several performance audits of Metro dating back to 1999.

In conjunction with implementing the capital management and reporting system, Metro is undertaking an initiative to improve the agency’s business processes around project delivery.  Metro’s process improvements on the operating side will not be funded as part of this technology project, but will work in concert with implementation of a new capital management system to align Metro’s capital project delivery with best practices.

Project Costs: Transit is requesting $2,520,460 which would be combined with an earlier appropriation of $600,000 for this project. For the earlier appropriation, Transit did not prepare a business case, cost-benefit analysis, or benefit achievement plan. As part of the 2015-2016 budget, Transit submitted all three documents. 

The major project costs include $ 557,500 for hardware and software costs, $782,925 for consulting services, and $1.26 million for KCIT and departmental labor costs for the various project management sections within Transit to gather extensive system requirements, execute procurement, and work with the vendor. The ongoing operating costs are estimated to be $275,000 annually.

Project Phasing: The first phase of this project to examine system requirements will be completed at the end of 2014. Next, the project will evaluate alternatives and select software in April 2015. Design and configuration would be completed in October 2015. Core functionality would be implemented in February 2016, with additional functionality implemented in June 2016, and full functionality implemented by the end of 2016.  

Connection to STRT. This is a standalone project that does not interface with other transit technologies, so it would be reasonable for the project to move forward independent from adoption of STRT.

Auditor's Office Capital Project Oversight Review: This project was reviewed by the County Auditor’s Capital Project Oversight (CPO) Manager. Based on review of the available information, she stated that “it is reasonable to assume that Transit will benefit from a unified, fully featured, capital improvement program data management and reporting system,” as has been recommended in three previous audits. She also noted Transit’s CIP involves $1.4 billion over six years.  

The CPO Manager suggested that although issues specific to Transit have not been studied in depth, in general, capital improvement programs of this breadth should:
 1. acquire or build a system and develop standard business practices that are consistent with County code, meet federal grant requirements, and efficiently interface with county systems;
2. redesign current business processes around best practices rather than implementing a system to support existing practices; and 
3. conduct outreach to other County and external agencies to learn about system implementation and functionality. 

Transit staff concurs with these general best practices and already has or plans to incorporate each of them into the project. The Auditor's Office may follow up on these general best practices as they conduct audit work in the coming biennium.

Contingency: The project would be funded by the Public Transportation Fund and includes a contingency of 20 percent. At the request of Council staff, subsequent to the budget submittal, Transit consulted with KCIT to validate an appropriate contingency level for this project. KCIT has validated the 20 percent contingency request based on the review of the project.

Review of the Benefit Achievement Plan (BAP): The BAP states that a new Capital Management and Reporting System would improve internal operations by allowing for the establishment of uniform project management standards, providing efficiencies in compiling data, improving accuracy and timeliness of project reporting, and improving project delivery rates. Council staff will continue to work with project staff on refinement of the Benefit Achievement Plan, with an emphasis on better conveying and measuring the expected project benefits.

Option 1: Approve project as proposed.

Option 2: Direct staff to delete funding. 





