King County

Metropolitan King County Council
Capital Budget Committee

STAFF REPORT
AGENDA ITEM: ‘l' PREPARED BY: Arthur Thornbury
MOTION No.: 2007- 0394 DATE: February 20, 2008

SUBJECT: Legislation that would approve a business case submitted by the Transit Division
to upgrade a portion of the trolley system'’s overhead wire network.

SUMMARY': The Executive has transmitted a justification for the proposed expenditure of
$6.5M to ensure uninterrupted operation of electric trolleybuses through the Montlake,
University District and Wallingford neighborhoods of Seattle. The 2007 addition of a new
articulated trolley fleet has raised concerns that, under certain circumstances, power
demands will exceed capacity on that overhead wire segment causing trolieys to struggle to
continue operations or stop entirely due to low voltage. The proposed installation of 100
utility poles and additional wiring would restore the power supply redundancy that existed
before the arrival of the new trolley fleet with its greater power requirements.

Note: This legislation was considered at the committee’s January 30, 2008 meeting when the
background information below was first provided. Issues and questions raised at that
meeting are addressed beginning on page 4 of this staff report.

BACKGROUND:

November 2003 — Breda Trolley Conversion Authorized

With its adoption of the 2004-2009 Transit Capital Improvement Program, the Council
authorized a $5.5M project to convert dual-powered tunnel buses into electric trolleys to
replace Metro’s aging, costly to maintain, articulated, trolley fleet. Rather than purchase new
trolleys, the Transit Division chose to create trolleys from the dual-mode buses purchased in
1990 from the Breda Corporation to operate on electric power in the transit tunnel and diesel
power elsewhere. Removing the diesel components and refurbishing the Breda coaches
allowed the Transit Division to avoid purchasing 59 new trolleys at an estimated cost of $1.3
million each.

November 2005 - Trolleywire Upgrade Proposal

After tests of a converted Breda prototype showed that its power draw was greater than that
of the trolley it would replace, a consultant’s analysis identified peak-demand circumstances
in which overhead wire voltage in a portion of the system would drop below the minimum
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necessary causing trolleys to slow or stop in service. The Transit Division requested an
additional $6.5 million to upgrade a six mile wire segment between the Montlake and
Wallingford neighborhoods. While the Council approved the additional $6.5M appropriation,
it prohibited expenditure until the Transit Division provided a clearer picture of the potential
for service disruptions and the options for responding: '

No portion of the funds appropriated for CIP Project AO0480, 60 Ft Trolley Buses
(Breda Conversion), shall be expended for an upgrade of the electric trolley
overhead power system until the executive has submitted and the council
approved by motion a business case for the proposed overhead wire upgrade,
which shall, at minimum, include,

A. Data on the frequency, duration, timing, and cause of unplanned electrical substation
shutdowns in the subject wire segment;

B. Analysis correlating substation shutdown information with the periods of potential
under voltage identified in the LTK Engineering Services’ November 1, 2004, Breda
Trolley Bus Traction Simulations Study; _

C. Analysis of the range of potential service interruptions attributable to the addition of
Breda trolleys, including the number of coaches delayed and the duration of such
delays; and '

D. Analysis of potential operational preparations for, and responses to, substation
shutdowns that could be undertaken to minimize or eliminate the possibility of service
disruptions attributable to the addition of Breda trolleys.

Ordinance 15329

The expenditure restriction reflected the Council’s uncertainty about the likely frequency
trolley power substation failures on which the Transit Division based its estimate that “up to
38 coaches per month could experience service delays due to voltage drops” once the Breda
trolleys were put into service. Power is fed to the 70-mile trolley system by 33 substations
located at intervals along the overhead wire network. When any one substation is out of
service, the two adjacent substations have sufficient output to ensure uninterrupted trolley
operations but, under certain circumstances, the higher power demands of the Breda trolleys
can exceed the redundancy of the system. The Transit Division’s estimate of 38 trolleys
delayed per month was based on very general, system-wide substation outage history and
the expenditure restriction was intended to give the Transit Division time to gather actual
substation performance data and to analyze the feasibility of managing outages to minimize
or avoid service delays.

July 2007 — Breda Conversions Completed, Wire Upgrade Project Begun and Business

Case Submitted

The Transit Division completed conversion of 59 Breda coaches in mid-2007, at which point

Bredas were operating at their maximum frequency throughout the system enabling the

Transit Division to observe the actual impacts of the Breda trolleys. In the seven months that

the Bredas have been fully operational there have been three low-voltage incidents in that

wire segment, all the result of problems with the Montlake substation:

e July 18, 2007 seven trolleys were delayed when the substation shut down unexpectedly

e September 28, 2007 low-voltage due to substation shutdown caused a number of trolleys
to slow and shudder in operation

e October 2, 2007 the substation was taken off-line for maintenance during peak demand
period causing a number of trolleys to shudder in operation

Beginning in the first quarter of 2007 the Transit Division began to proceed with the
trolleywire upgrade project, making expenditures and commitments totaling $470,982 by
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mid-year. When this came to the Council’s attention and concerns over unauthorized
expenditures were raised, the Manager of the King County Department of Transportation
suspended all project activity and the Executive forwarded the legislation and business case
currently before the committee.

November 2007 — Project Cost Reduced

After receiving a lower-than-expected bid based on the need for fewer new utility poles and
other cost savings, the Council approved a $1M disappropriation, reducing the estimated
project cost to $5.5M.

Alternative — Managing Substation Outages

The trolley power system is designed to maintain uninterrupted supply, even when a
substation is out of service, but occasionally a power loss caused by a traffic accident or tree
branch does stop all trolleys on a portion of the system. The added Breda power demands
have increased this exposure to a problem that the Transit Division already must respond to
and manage. If the Council removes the expenditure restriction and the project proceeds,
the wire upgrade would not be complete until mid-2008, at which point the Transit Division
will have already managed the added risk from the Breda trolleys for one year.

Beginning with the 2005 expenditure restriction, the Council has sought more specific
information from the Transit Division in order to gauge the magnitude of added risk before
making an infrastructure investment that will likely be needed only until the Breda trolleys are
replaced in six years. Assessing that risk begins with an understanding of the underlying
conditions that might result in a disruption of trolley service:

e The potential for the Breda trolleys to cause service interruptions is limited to times when
one of six power substations is off-line. When all substations are in on-line there is no
concern over the power demands of the Breda trolleys.

e The risk of service disruptions during a substation outage is limited to weekdays during
the morning and afternoon peak periods, approximately six hours a day, five days a
week.

e The risk is further narrowed to times during the peak-period when trolleys are bunched
and unable to maintain scheduled headways, a relatively common but not constant
occurrence. S

The other determinant of service disruption risk is the extent to which the Transit Division is
able manage service during these infrequent substation outages:

¢ To a significant degree, periods of potential service interruption could be managed by
maintaining trolley spacing using service supervisors who are deployed in vans
throughout the system and staff at the Communications Center who are in radio contact
with the trolley operators. With regard to trolley spacing, the business case points out
that, “if bunched, especially on hills, it will cause them [trolleys] to lurch or to stop in
place...” But, during planned substation outages, “in general, Bredas will operate if
headways are maintained...if drivers are made aware of the situation they should be able
to maintain service...” The business case goes on to warn that “the stress caused by
areas of oscillating low voltage will shorten life of the drivetrain” but since the Bredas will
be retired in six years it is not clear whether that is significant.

e The Transit Division’s 2005 estimate of the potential for “up to 38 coaches delayed per
month” was increased in the 2007 business case to 51 per month following analysis of

3

6_



actual substation outages and field tests of Breda trolleys. The 51 trolleys-per-month
estimate is derived from analysis of ten months of data (May 2005 — February 2006)
when there were five unplanned peak-period substation shutdowns. The Breda trolleys
were not yet fully deployed at that point but, had they been, the Transit Division
estimates that a total of 514 trolleys on the affected wire segments during those events
would have been stopped. But 432 of those “stops” were attributed to a single six-day
outage that resuited from the failure of a transformer, an occurrence that the business
case terms “rare.” Replacing that six-day outage in the business case calculations with a
more typical outage event reduces the estimated number of trolleys stopped to
approximately ten per month.

e The business case estimates of stopped trolleys appears to assume that every trolley in
the low-voltage line segment would be stopped and that there would be no ability to
manage the situation during an outage. If a substation goes off-line unexpectedly during
a peak period there will be a delay in reacting and some disruption would be
unavoidable, but extended substation outages, or those that begin in the off-peak period,
give the Transit Division the opportunity to prepare to manage service to minimize
disruptions.

¢ Managing a substation outage would require service supervisors in vans and
Communication Center personnel talking to bus operators over the radios to meter the
travel of trolleys through the low-voltage wire segment to maintain proper headways. The
business case considers this infeasible because it would limit the ability of supervisors
and radio personnel to respond to other incidents in the system at the same time.

NEW INFORMATION and CLARIFICATIONS from the JANUARY 30" COMMITTEE
MEETING

Long-Term Need for Wire Upgrade

At the committee’s January meeting staff noted that the proposed wire upgrade might not be
needed after the Breda trolleys are retired in 2014. This was based on a number of
considerations:

e The Breda coaches were designed with dual diesel/electric propulsion systems and
even with the diesel components now removed they require more power than
standard electric trolleys in service since 1990. The Transit Division has stated that .
the currently proposed wire upgrade may be needed long-term because it isn't known
at this time whether the next trolley fleet will have high power requirements similar to
the Bredas. But it seems reasonable to assume that technological advances since
1990 would make trolleys more, not less, efficient and that manufacturers would have
an incentive to keep power requirements low in order to avoid marketing a vehicle
that might require costly upgrades to the few remaining trolleywire systems in the
us..

o If, as the Transit D|V|$|on suggests, it's possible that the next generation of trolleys
could have greater power requirements, that raises a larger question about the cost
of a long-term commitment to electric trolleys. The Breda trolleys triggered the
current wire upgrade proposal by adding an increment of power demand beyond that
of a standard trolley, could the next generation trolley add another increment and
trigger an even more costly wire upgrade?

e The Transit Division has also suggested that without the proposed wire upgrade it
might not be able to add more service through the University District since more
service means more closely spaced trolleys and greater power demands on that
segment of the overhead wires. This raises the larger question of the ultimate limits
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of trolley service improvements without costly wire upgrades elsewhere in the
system.

e The entire 175-coach trolley fleet, including the 40-foot trolleys purchased in 2002, is
scheduled for replacement in 2014-2015. The cost of a new articulated trolley is
currently more than one-and-a-half times that of a diesel/electric hybrid bus. That
cost differential along with other trolley system capital and maintenance costs and the
emergence of cleaner bus propulsion technologies suggests that when King County
considers a costly troliey procurement by 2014, it may be presented with viable
options which would eliminate the need for the currently proposed wire upgrade.

In response to a committeemember’s quéstion about the development of hydrogen fuel-cell
buses which would be as quiet as trolleys and emit only water vapor, the Transit Division
provided the following information after the meeting:

There are several fuel cell demonstration projects underway across North America. The
Vancouver BC project mentioned at the committee meeting is a 20 bus project. The
buses will cost about $2M each, and will be supported by an additional six year $20M
fueling contract for the 20 buses. This is the bus demo in Vancouver BC to show off
Ballard Power Systems (a fuel cell vendor) technology at the 2010 Olympics.

There are significant technical issues remaining before hydrogen propulsion becomes
commercially sustainable. The transit market is very small which is keeping the cost of
manufacturing high; there is no economy of scale like you would see in the automotive
industry. Packaging the equipment in the vehicle is also a big issue. It is still pretty large,
heavy, and can reduce the seating capacity of the bus. As part of the development work,
manufacturers will need to get the scale of the system reduced, but that will only come
after they can get reliability stabilized.

Ford and Daimler Benz both recently sold their equity interests in Ballard Power
Systems.

There are a few demo projects in California and on the east coast using products being
developed by United Technologies (another fuel cell vendor). None of the fuel cell
equipment is for sale; ownership remains with the fuel cell builder and is returned to them
at the end of the demo period. In November our vehicle maintenance manager met with
technical staff. They were very upfront in telling him that their commercial horizon is
2015 or later.

Trolley Poles
In response to a committeemember's request for more information about the utility poles that
would be added by this project, the Transit Division provided the following information after
the meeting:
e 76 stronger steel poles would replace existing poles and be bolted to existing
foundations;
e 26 existing poles and foundations would be removed and replaced with 26 stronger
steel poles on new foundations, and
e 7 new steel poles and foundations would be added at new locations.

Experience Managing Substatlon Outages

At the committee’s January 30™ meeting staff relayed information from the Transit Division’s
experience since mid-2007 when the Breda trolley fleet was in full service. At that time the
committee was told that there had been three brief substation outages resulting in service
disruptions. Since then, the Transit Division has identified another event in November 2007
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when a substation went off-line for an hour. At various points during that hour three trolieys
were stopped and others were delayed. Over an entire year, this experience projects to five
or six brief service disruptions.

REASONABLENESS:

¢ Relying on overhead wires for power, electric trolleys experience service interruptions
due to factors beyond the Transit Division’s control. This proposed project is a
reasonable strategy to completely eliminate the additional element of risk introduced by
the deployment of the Breda trolleys.

e Alternatively, choosing to employ existing personnel and procedures to manage the
added increment of risk in order minimize service disruptions is a reasonable strategy for
prioritizing capital expenditures, especially given the possibility that this proposed $5.5M
investment will not be needed beyond 2013. Between now and then King County will
consider whether to make the major capital investments required for a long-term
commitment to electric trolleys. Part of that commitment would be an upgrade of this wire
segment.

ATTACHMENTS:

1. Proposed Motion 2007-0394, with attachment

2. Executive Letter of Transmittal, dated July 18, 2007
3. Trolley System Map

4. Letter from Mr. Mel Buttrum, dated February 4, 2008

INVITED:
Jim Jacobson, Deputy General Manager, Transit Division
Garrett Stronk, Project Manager, Transit Division
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Motion

Proposed No. 2007-0394.1 Sponsors Gossett and Phillips

A MOTION approving the Breda Trolley Wire Upgrade

Business Case.

| WHEREAS, the King County executive has submitted a business case, as
requgsted in Ordinance 15083, supporting an upgrade to the electric trolley wire system
‘ in the city of Seattle, and |
WHEREAS, the King County council has reviewed the business case;

NOW, THEREFORE, BE IT MOVED BY the Council of King County:




Motion

9 The Breda Trolley Wire Upgrade Business Case, Attachment A to this ordinance,
10 is hereby approved.
11
KING COUNTY COUNCIL

KING COUNTY, WASHINGTON

ATTEST:

Attachments A. Breda Trolley Wire Upgrade Business Case




Attachment A

Breda Trolley Wire Upgrade
Business Case

Project Title: Breda Conversion project
Department/ Agency: Transportation/Transit
Project Number: A00480

Submittal Date: July 17, 2007

Business Need/ Problem Statement

Since 2000, Transit has been planning to replace the aging fleet of articulated electric trolleys by
rebuilding dual powered buses (Bredas) that had been operating in electric trolley mode when
traveling through the Downtown Seattle Transit Tunnel. The trolley propulsion systems on these
vehicles were determined to be sufficient to support normal street operation. Rebuilding the
vehicles was a cost effective way to update the age of the articulated trolley fleet and also
provide an opportunity to expand the size of the fleet. Cost for new vehicles was estimated to be
-more than $1-$1.2 million per vehicle, while the rebuild could be completed for $90,000.

Rebuild activities began in 2005 when the Downtown Seattle Transit Tunnel was closed and the
Breda coaches were taken out of service. As rebuilt vehicles were put into service, an issue
developed with the amount of power being drawn by the vehicles and the effect that would have -
on the operation of the system. While a number of steps were taken to reduce the power being
drawn by the coaches, a number of simulations indicated that power issues would remain on the
northern end of the trolley line unless additional power could be delivered to the system.

Background/ Overview

The Transit Division’s Capital Improvement Program (CIP) includes a pI‘O_]CCt to convert up to
60 of the retired Bredas to operate solely in electnc trolley mode.

- The articulated electric trolleys are used on Routes 43, 44, 7 and 49 operating from Ballard
through the University District and Capitol Hill to Downtown Seattle and south through the
Rainier Valley. ,

This project was first included in the CIP in 2003 as a cost effective opportunity to replace
Metro’s aging, high maintenance articulated trolley coaches. A key consideration at the time
was that the estimated cost for.new articulated trolley buses was approximately $1-$1.2 million
per vehicle. Metro Transit staff had just successfully completed a remanufacturing process for
the standard trolley coaches that resulted in substantial cost savings compared to the cost of
purchasing new vehicles.

The first step in the process, completed in 2003, was to determine the feasibility of converting

the Bredas to electric-only mode. Metro Transit’s Vehicle Maintenance group completed an
engineering assessment and developed a prototype vehicle. Even though many of the diesel

.



drive train components were worn out, the electric drives were still in good operating condition.
Initial testing of the prototype showed that the conversion would work. Additional appropriation
authority was obtained in 2004 and 2005 to convert the vehicles at an average cost of
approximately $90,000 per vehicle. This effort would also enable Metro Transit to slightly
expand the size of the articulated trolley fleet to accommodate service growth.

Following tﬁe testing of the prototype vehicle, electrical tests were undertaken to evaluate the
impact that this change in fleet would have on the trolley overhead power system.

Converted Bredas were tested to identify their electrical power requirements. The prototype
Breda bus has different electrical power and performance characteristics than the 20-year old
articulated electric trolleys that were in operation. As part of the conversion process, the diesel
engine and fuel tanks were removed and changes were made to the brakes and heaters to reduce
power consumption. Despite these changes, testing showed that the electric power consumption
was still higher than the existing coaches when pulling away from bus stops, particularly on hills.

To determine the effect that increased power consumption would have on the trolley overhead
system, the Transit Division worked with electric systems consultant LTK Engineering to
develop a model of the trolley power network. The model network included details of the fleet’s
power demands, updated route information, bus zone locations, street grades and frequencies of
the trolley service. The model testing demonstrated that the likelihood of service disruptions
would increase in areas of the University District, Montlake, and along NE 45" Street to Ballard
under certain conditions. The testing also concluded that when all substations were on-line, no
-service disruptions should be experienced. Six of the system’s thirty-three substations are A
located in the corridor of concern. Similarly, testing demonstrated that service disruptions were
not likely to occur at night and on the weekends when fewer coaches are in service. :

Having one or more substations off-line is a relatively common condition for the trolley system.
Maintenance activities result in each substation on the line being down for four to five days once
a'year. Unplanned substation shutdowns due to events like power disruptions or traffic accidents
currently average three to four per month for the entire system. Given current power
consumption, the trolley system is usually able to operate during these events, although
unplanned shutdowns can result in service disruptions. With the increased power consumption
of the reconditioned Breda coaches, the model testing determined that up to thirty eight coaches
‘per month could experience service delays due to voltage drops unless changes were made to
lower the power demand or increase the supply. '

In response to questions raised by councilmembers and staff, Transit undertook additional testing
of the system to validate the assumptions generated by the simulations. To refine the study,
actual substation outage data replaced the assumptions used in the simulation. In addition, to
verify how the reconditioned Bredas operate during substation outages, the coaches were field
tested using various outage conditions.

The use of actual data demonstrates that substations do fail unpredictably for a number of

‘reasons beyond Metro Transit’s control and the reconditioned coaches cannot operate under
these low-voltage conditions. The randomness and duration of outages highlight the fact that the

7



 situation is beyond Transit’s ability to respond with replacement buses or expediently restore
service after a low-voltage incident. The low voltage situations were most likely to occur during
the peak period when the most passengers would be impacted. Exhibit A shows the results of the
tests. ' '

The reconditioned coaches were field tested in November of 2006 to log their electric
characteristics after the conversion and to monitor the effect of low voltage/substation outage
conditions. The test replicated peak hour conditions over 6 miles of trolley route. The results are
presented below. A summary of the test is included as Exhibit B.

The test ran four reconditioned Bredas over outage areas to represent the typical headWays used
on route 43, 44, and 49. The instrumentation and observations results closely matched the
simulation predictions and support the following conclusions.

1. All substations operational in the north end: Bredas operate normally.

2. Planned substation outage (maintenance): In general, Bredas will operate if headways
are maintained; if bunched, especially on hills, it will cause them to lurch or to stop in
place if the batteries don’t recharge. If drivers are made aware of the situation, they
should be able to maintain service through the outage condition. However during the
outage, the stress caused by areas of oscillating low voltage will shorten the life of the
drive train. '

3. Unplanned substation outage: Voltage “holes” will develop and cause sporadic trolley
service disruptions or stoppages until Power & Faculties responds to jump the feeders.
Bredas will stop due to steep inclines, bunching, or bécause the batteries failed to

- recharge. In areas of marginal voltage, the trolleys will begin to lurch and may or may
not be able to continue service. For example during the test, all Bredas stopped

,eastbound on N 46™ Street and eastbound on NE Pacific Street equating to a full halt in
trolley service.

‘Description and Causes of System Outages:

The possible causes of substation outages can be attributed to a variety of circumstances. The
‘most common occurrences are trolley poles coming loose, cross-connecting the overhead trolley
wires, and causing a short. A falling tree branch or other objects that contact the overhead wires
can also cause a short. These shorts are transient conditions that clear themselves but still
require a service call to reset the substation. A traffic accident, construction activity or a break in
the wire can also cause the wire to fall to the ground. The substation will then shut down the
electrified wire for safety reasons. The electrical supply side, Seattle City Light, can cause a
substation shutdown when there is a power surge or a planned or unplanned loss in their power.
In some substations, the age of the equipment extends beyond 20 years and can fail without
warning. Equipment failures are rare but can produce the biggest impact because of the extended
time required to find and install replacement breakers, switches, rectifiers, or transformers.

‘The most significant outage event during the observation period was the failure of a transformer
- in the Ballard area on May 26, 2005. The substation was off line twice for 3 continuous days as
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repairs were made. The trolley system did however operate normally during the transformer
replacement, but if the Bredas were in service, this would not have been possible. With the
planned surplus of articulated MAN coaches, Metro Transit does not have a sufficient number of
spare trolleys or diesel coaches to substitute for Bredas. Service would be curtailed/reduced for
the life of the outage. In this recent case, that would mean 6 days of limited service around
Seattle as buses are shuffled between routes. Metro Transit would have limited success with
substituting diesel for trolley buses, using 40-foot buses for articulated buses, 1ncreasmg
overtime, and decreasing route frequencies around the county to free up buses to use in the heavy
ridership areas served by the trolleys.

Today, and in the future, following completion of the project, the trolley system will continue to
be susceptible to wires breaking, trolley poles coming off the wire and other daily occurrences .
that disrupt trolley service. :

Operational Response to System Outages:

King County Metro Transit has limited ability to rapidly respond to stranded trolley buses and
‘customers, especially during peak-hours. The type of response would vary based on the severity
of the outage. Options for response are discussed below:

Replacement Vehicles: During peak service hours there are few, if any, diesel vehicles
available to dispatch to the scene of a delay. An additional constraint to using
replacement vehicles is the ability to get the vehicle to the stranded coach with-the traffic
congestion that could result from a trolley being stopped in the street. The use of diesel
buses to replace trolleys would be an option to consider for outages that are of longer
duration or are planned.

Manual intervention on street: There are currently 3 service supervisors covering the
entire north end during peak service hours. If there was an outage of the trolley system,
these supervisors would need to be moved from locations throughout the county to
Downtown Seattle. This could result in service disruptions in other areas of the system,
in the event of accidents. Depending on the location and availability of the service
supervisors it could take 30 minutes or more for multiple staff to arrive on the scene.
With typical disruptions lasting a few minutes, the response would be to push the
stranded trolley or trolleys clear of traffic until power could be resolved.

Manual intervention from communication center: Currently, the trolley system operators
communicate with the Communication Center using one of the 4 radio channels. As a
result, there is frequently a queue of operators waiting to talk to the Communication
Center. Operators talk to the Communications Center for a number of reasons including
accidents, passenger incidents, and service disruptions.

Project Objectives and Outcomes, Benefits
Based on the confirmation obtained from field tests on the trolley system, this project would

provide funding to accommodate changes in the electric trolley overhead power system to
maintain schedule reliability of the trolley system. This project will upgrade the conductors and
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overhead wire system along a 6-mile stretch of the existing trolley system. Despite this increase,
the total conversion cost of $12 million is significantly lower than the $60-$70 million cost that
would have been required to purchase up to 60 new articulated trolley buses.

Constraints, Criteria, Dependencies

A key performance measure for the Transit system is on-time performance. This is a measure of
system reliability. Transit’s 2007 target for on-time performance is'80%. Through the first
quarter of 2007, on-time performance was 75%. Transit has been focusing efforts on improving
this important measure. Based on evidence from the testing and simulations, on-time
performance of the articulated trolley fleet would be adversely impacted if this project were not
undertaken, as trolley service would be disrupted.

Average weekday boardings on the articulated trolley fleet were 28,900 for the Spring 2007
service change based on data from the automated passenger counters. This number excludes
rides taken in the ride free area of Downtown Seattle, as well as customers on standard size
trolleys that would be impacted by a service disruption. These passengers rely on the bus system
to predictably get them to their destinations based on published schedules. Transit does not
believe that it is acceptable to knowingly subject these passengers to service disruptions.

Maintaining or improving schedule reliability is a cornerstone of the transit program. Over the
years Transit has made a number of capital investments that were designed to improve schedule
reliability. These improvements include the ongoing maintenance of the system infrastructure to
minimize the risk of system failures, replacing aging ﬂeets and speed and reliability investments
designed to improve travel tlmes

There are no impacts to other county agencies from this request, although reduced schedule
reliability could generate more customer complaints to councilmembers and the Executive. ,

Risks

~ The electric trolley coaches operate on overhead wire that is strung along the trolley routes. In
the event that sufficient power is not available to a trolley anywhere along its route, the coach
stops and cannot be moved unless power is restored, or the vehicle is physically pushed to a
different location. The electric trolley routes are some of the busiest in the transit system and
they operate in highly congested areas of Seattle. The disruption to passengers and vehicles in
the vicinity of a coach that has lost power is significant to the individuals involved. Passengers

- must wait until either power can be restored or a diesel bus can be dispatched. Under these
circumstances, riders are delayed and connections are missed. Other traffic must maneuver
around the stalled coach, if possible. Similarly, any trolley coaches operating in either direction
along the same stretch of the system would also stop, congesting traffic in both directions.

The lurching caused by a sudden loss of power to the reconditioned Breda’s could cause
additional problems to drivers, passengers and equipment. Drivers could become distracted and
passengers jostled by the unexpected changes in bus speed. The voltage/ acceleration
fluctuations will damage the bus drive trains.

+/3-



A schedule risk also exists since, optimally, the wire upgrade project needs to be completed in
- conjunction with coaches being rebuilt and available for service.  If the wire upgrade project
cannot be completed coincident w1th rebuilt coaches going into operation, there could be
problems.

Work Plan

The schedule for the project is dependent upon two elements: timely acquisition of poles and
permits from the City of Seattle. Actual construction should be completed within 6-8 months
following contract award.

Approach

The project will be managed internally, with consultant support for design and construction.
Permits are required from the City of Seattle for the work.

Cost

.. The cost of the project is estimated at $6.5 million.
Cost details, in thousands of dollars, are listed below:

Internal Staff Labor, Design and Construction $ 550
Internal Staff Labor, Power and Facilities 471
Consultant (L TK) A 220

- Permit and City inspection during construction 39
Steel Poles 320
Construction, includes 15% contingency * 3,700
Contingency* _ 1,200

*This is a relatively high contingency amount, supported by the Office of Management and
Budget, to reflect the uncertainty about whether some of the overhead wires will need to be .
placed underground. A significant effort will be undertaken to expend less than the budgeted
$6.5 million.

Alternatives

Transit staff and the consultant (LTK) evaluated alternatives to mitigate the impact of the
increased power requirements on system reliability. These alternatives and the results of the
evaluation included: ' :

1) Modifying the power consumption of the vehicles (heaters, lighting, etc.). Changes were
- incorporated in the conversion process, but the changes were not sufficient to fully
mitigate the problem.
* 2) Installing additional power substations in affected nelghborhoods Additional substations
can be difficult to site and expensive to purchase and install, as a result; this alternative
was deemed unfeasible and more costly and was not pursued further.
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3) Upgrading the conductors and overhead wire to improve the voltage that could be carried
on the line. Through the consultants work, this was determined to be the most feasible
and lowest cost alternative to maintain system reliability.

Policy Links

This project supports the ongoing operation of the electric trolley system in Downtown Seattle.
‘Maintaining system reliability supports increased system ridership.



EXHIBIT A

Results of Substation Outage Testing

The table represents the impact to passengers if Bredas were in service during an outage and the effect
the wire upgrade would have on service reliability. The historical substation outage data was collected
between May 2005 and February 2006. Without the wire upgrade, the outage results demonstrate that
trolley service would be impacted if the full complement of 59 Bredas were in service. With the wire
upgrade, the study confirms substation disruptions would not affect the operation of the: trolley fleet and
passengers during these same occurrences, as it is today.

Actual Substation Outage Data Applied Against Planned Breda Trolley Service
' May 2005 through February 2006

(Peak-Times Only and does not include maintenance outages)

Event Location . Number of Trolleys that STOP
(Substation (Substation Name) l;)utat?e Cause Number of Troll‘lieys tl:at would STOP mid-service if the Wire Upgrades
Outage Time) {impacted Routes) uration mid-service were Installed
57105 U-District . 66 min Unknown 45 Trolleys 0 Trolleys
7:50am (Bob Sharp Sub) (Elecitrical short
to (70, 49, 44, 43) cleared when
8:56am breaker reset) .
5/26/05 Ballard 2-3day Transformer 432 Trolleys 0 Trolleys
{W. Woodland Sub) peak-hour failure
Outages over 12 (44/43) outages (Down time for
peak periods replacement
- - work)
6/10/05 Ballard ) 115 min "~ Unknown 18 Trolleys 0 Trolleys
§:45pm {W. Woodland Sub) {Electrical short
to (44/43) cleared when
7:40pm breaker reset) )
11/24/05 U-District : 6Smin Downed Guy 7 Tro“eys 1] Tro"eys
7:36am (Sharp/Jones Sub) wire
to . (70, 49, 44, 43)
8:41am
12/13/05 Capital Hilt 31 min Unknown 12 Tro“eys 0 Tro"eys
8:30am (Capital Sub) {Electrical short .
o (43, 44) . cleared when
S:01am - breaker reset)

Rider Impact only during Peak Hours

51 Trolleys would Stop/Month
(Under full service conditions)

(Original Prediction - 38 Trolleys)

-0- Trolleys would Stop/Month "

(if the Trolley Wire Upgrade Work were
Completed)




EXHIBIT B
Breda Low Voltage Field Testing Results

(Substatlon Outage Impact on Northern Trolley Routes)
Summary'

The project team performed a field test to substantiate the analytlcal concerns over the traction power
grid supporting Breda traffic. The field test on November 19" mirrored peak hour conditions over 6 miles
of trolley route during planned and unplanned substation outages. The Breda’s performance was
confirmed as unacceptable for passenger service during these outage conditions. The team observed at
least one and sometimes all four test Bredas stopping dead in the street, or within the marginal voltage
areas the Bredas began to lurch.

Aside from verifying the analytical predictions, the “run to failure test” identified the effects to passengers,
equipment, and service. The Breda’s sudden loss of power or the lurching cause by too little power leads
to:.

Drivers becoming distracted.

Passengers jostled by the fluctuating changes in acceleratlon

The voltage/acceleration fluctuations damaging the drive trains.

Breda batteries not charging at low voltages causing the trolley to stop in place.

Not being able to maintain headway or worse case, Ieavmg trolleys stopped in the street.

_ Operatmg Conditions:

The test ran four Bredas over outage areas to represent the typical headways used on route 43, 44, and
49. The instrumentation and observations results closely matched the simulation predictions and support
the following conclusions.

1. All substations operational in the north end: Bredas operate normally.

2. Planned substation outage (maintenance): In general, Bredas will operate if headways are
maintained; if bunched, especially on hills, it will cause them to lurch or to stop in place if the
batteries don’t recharge. If drivers are made aware of the situation, they should be able to
maintain service through the outage condition. However during the outage, the stress caused by
areas of oscillating low voltage will shorten the life of the drive train, which is already a problem
due to a limited supply of spare parts.

3. Unplanned substation outage: Voltage “holes” will develop and cause sporadic trolley service
- disruptions or stoppages until Power & Faculties responds to j jump the feeders. Bredas will stop
due to steep inclines, bunching, or because the batteries failed to recharge. In areas of marginal
voltage, the trolieys will begin to lurch and may or may not be able to continue service. For
example, during the test all Bredas stopped eastbound on N 46" Street and eastbound on NE
Pacific Street equating to a full halt in trolley service.

Recommendation:

The team recommends the Wire Upgrade Project in the north end be approved. The analytical study and
field-testing confirm the weakness in the existing system and the risk to Metro Transit’s performance,
equipment, and public perception. The appropriation is in place to fund the project and the work could be
done in phases to help mitigate the problem over the next year, 2007.






ATTACHMENT 2

Tuly 18, 2007

The Honorable Larry Gossett
Chair, King County Council
Room 1200
COURTHOUSE

Dear Councilmember Gossett:

The 2005 Adopted Budget Ordinance (15083) was amended to include an expenditure
restriction related to a supplemental budget request for the Metro Transit trolley wire system.
The request was made to add funding for an upgrade of the system, necessary to maintain
system reliability on our popular electric trolley system. Specifically, Ordinance 15083 was
amended to include:

ER 5 Expenditure Restriction:

No portion of the funds appropriated for CIP Project A00480, 60 Fi t Trolley Buses
(Breda Conversion), shall be expended for an upgrade of the electric trolley
overhead power system until the executive has submitted and the council
approved by motion a business case for the proposed overhead wire upgrade,
which shall, at minimum, include,

A. Data on the frequency, duration, timing, and cause of unplanned electrical
substation shutdowns in the subject wire segment;

B. Analysis correlating substation shutdown information with the periods of potential
under voltage identified in the LTK Engineering Services’ November 1, 2004, Breda
Trolley Bus Traction Simulations Study;

C. Analysis of the range of potential service interruptions attributable to the addition
of Breda trolleys, including the number of coaches delayed and the duration of such ‘
delays; and

D. Analysis of potential operational preparations for; and responses to, substation
shutdowns that could be undertaken to minimize or eliminate the posszbtlufy of
service disruptions attributable to the addition of Breda trolleys.

Transit staff has completed additional system testing and I am pleased to submit for your
consideration a business case for the Trolley Wire Upgrade project and a motion to approve the
business case. This project will enable Transit to move ahead with the necessary trolley wire
upgrade and assure the ongoing reliability of the system. -
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The Honorable Larry Gossett
July 18, 2007
Page 2

Background

The Transit Division’s Capital Improvement Program (CIP) includes a project to convert up to
60 of the retired Dual-Powered Breda Coaches (Bredas) to operate solely in electric trolley
mode.

The articulated electric trolleys are used on Routes 7, 43, 44, and 49 operating from Ballard
through the University District and Capitol Hill to Downtown and south through the Rainier
Valley.- _

This project was first included in the CIP in 2003 as a cost effective opportunity to replace
Metro’s aging, high maintenance, articulated trolley fleet. A key consideration at the time was
the estimated cost for new articulated trolley buses, approximately $1.2 million per vehicle.
Metro Transit staff had just successfully completed a remanufacturing process for the standard
trolley coaches resulting in more than $30 million in cost savmgs compared to the cost of
purchasing new vehicles.

The first step in the process, completed in 2003, was to determine the feasibility of converting
the Bredas to electric-only mode. Metro Transit’s Vehicle Maintenance group completed an
engineering assessment and developed a prototype vehicle. Even though many of the diesel
drive-train components were worn out, the electric drives were still in good operational order.
Initial testing of the prototype showed that the conversion would work. Additional

. appropriation authority was obtained in 2004 and 2005 to convert the vehicles at an average
cost of approximately $90,000 per vehicle. This effort would also enable Metro Transit to
slightly expand the size of the articulated trolley fleet to accommodate service growth. Transit
was able to expand the fleet by 13 coaches at a cost of slightly more than §1 million compared
to the more than $15 million cost of purchasing new vehicles.

Following the testing of the prototype vehicle, electrical tests were undertaken to evaluate the
"impact this change in fleet would have on the trolley overhead power system.

Converted Bredas were tested to identify their electrical power requirements. The prototype
Breda bus has different electrical power and performance characteristics than the 20-year old
articulated electric trolleys Metro currently operates. As part of the conversion process, the
diesel engine and fuel tanks are removed and changes are made to the brakes and heaters to -
reduce power consumption. Despite these changes, testing showed that the electric power

- consumption was still higher than the existing coaches when pulling away from bus stops,
particularly on hills.

To determine the effect that increased power consumption would have on the trolley overhead
system, the Transit Division worked with electric systems consultant LTK Engineering to
develop a model of the trolley power network. The model network included details of the
fleet’s power demands, updated route information, bus zone locations, street grades and
frequencies of the trolley service. Six of the system’s 33 substations are located in the corridor
of concern. The testing done with the model demonstrated the likelihood of increased service

- )9-



The Honorable Larry Gossett
July 18, 2007
Page 3

disruptions in areas of the University District, Montlake, and along NE 45™ Street to Ballard
under certain conditions. The testing also concluded that when all substations are on-line, no
service disruptions should be experienced. Similarly, testing demonstrated that service
disruptions were not likely to occur at night and on the weekends when fewer coaches are in
. service.

However, having one or more substation off-line is a relatively common condition for the
trolley system and the system needs to be able to continue to function during these events.
With the increased power consumption of the reconditioned Breda coaches, the model testing
determined that up to 38 coaches per month could experience service delays due to voltage
drops unless changes were made to lower the power demand or increase the supply.

As aresult of this extensive technical review, a supplemental budget ordinance was transmitted
to the council on September 29, 2005 requesting an increase of $6,500,000 to the project.
During council review a number of questions were raised about the project. Transit and
Executive staff worked with council staff to address these concerns. At the end of these
discussions, council moved forward by approving the supplemental budget request with the
addition of an expenditure restriction to address some specifically identified concerns.

On December 2, 2005, I sighed Ordinance 15329 which provided appropriation authority of
$6,500,000 to CIP Project #A00480, Breda Conversion to Trolley.

In order to respond to the expenditure restriction, Transit staff and their consultant, LTK
Engineering, conducted additional field testing and incorporated actual data on substation
outages into the simulations. Testing with actual data as well as the field tests demonstrated
that up to 51 vehicles per month could experience service delays due to voltage drops. This is
an even larger impact then was documented in the earlier simulations and supports the need to
take steps to mitigate these service disruptions. These results have been incorporated into the
attached business case. i

The terms of the 2007 expenditure restriction was thought at one time to supersede the 2005 -

- expenditure restriction on the same project. While some expenditures have been made against
the capital project, those expenditures were made in the belief that the 2005 restriction had been
superseded. Through May of this year, approximately $35,000 of staff time and other charges
have been recorded against the project. Some commitments have been made, although Transit
has not yet made payments on the commitments and could potentially cancel some of this work
if council decides they do not want to move forward with this project.

Conclusion

The original computer simulation model and engineering analysis demonstrated a hypothetical
problem operating the fleet of up to 60 reconditioned Bredas. The simulations demonstrated
that up to 38 vehicles could be impacted. To refine the study, actual substation outage data
replaced the original assumptions in the simulation. These results indicated that the problem
was potentially greater than originally believed with up to 51 vehicles being impacted by low
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power. For further validation of how the reconditioned Bredas would operate during substation
outages, field tests using various outage conditions were conducted.

The actual data allowed staff to identify specific information on time, place, and number of
trolleys that would experience a low voltage condition and come to a stop in the street. The
- data demonstrates that substations do fail unpredictably and reconditioned Bredas cannot
- operate under those low-voltage conditions. The tests also demonstrated that the service
reduction resulting from these conditions could not be easily managed by Transit.

Upgrading the trolley wire to alleviate these outage conditions is the most effective approach to
maintain today’s level of reliable service. There were six outages during the simulation period,
and if the reconditioned Breda’s had all been in service, an average of 51 trolley buses per
month would have stopped in mid-service. The trolley system is heavily used and service
disruptions of this magnitude would impact more than 28,900 average weekday daily boardings
[per the Spring 2007 service change statistics].  These passengers would expenence delays and
additional crowding on replacement coaches

Recommendation

It is my recommendation that council adopt the attached motion approving the business case in
support of moving this project forward. It is our responsibility and our passengers” expectation
that we minimize avoidable service disruptions to Trolley toute passengers, while
implementing cost-effective methods to provide continuing service.

- Sincerely,

Ron Sims
King County Executive

.Enclosures

cc: King County Councilmembers
ATTN: Ross Baker, Chief of Staff

Nancy Glaser, Interim Policy Staff Director

Anne Noris, Clerk of the Council
Bob Cowan, Director, Office of Management and Budget
Sid Bender, Capital Section Supervisor, Office of Management and Budget
Harold S. Taniguchi, Director, Department of Transportation (DOT)
Kevin Desmond, General Manager, Metro Transit Division, DOT
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AT(:['ACHMENT 4

February 4, 2008
The Honorable Larry Phillips
King County Council

516 Third Ave., Room 1200
Seattle, WA 98104

Dear Sir:

Service Electric Company Inc., would like to express their. disappointment with King County’s

apparent disregard for the burden placed upon contractors to provide King County with a competitive '

proposal for a planned project. We have worked with King County since the 1970's on a multitude of
projects involving Parks and Recreation, Wastewater Treatment and Transportation. We have never
had to endure such a disheartening series of events as we are currently experiencing.

In Apnl of 2007 the Department of Transportation, Metro Transit Division advertised for
proposals on Trolley Wire Upgrade Project (ITB No. C00139C07). Due to the unlque nature of
overhead catenary power systems the time required to bid this project was extensive. Service Electric
Conipany inc.: dedicated hundreds of hours, at a cost of over foity thousand dollars, for r poition™of
the work. Additionally, there were countless hours and literally thousands of dollars expended by our
sub-tier contractors in preparing proposals for their portions of the project. As a contractor, we
understand that projects have assigned budgets and if proposals-do not fall within budget limitations, in
all likelihood the proposals will be rejected. This however, is not the case for the Trolley Wire Upgrade
Project. Servnoe Electric’s proposal ‘was™ within “thrée thousand “dollars of the Engingeérs Esfimate of
. '$3,220,000:00. We believe the Contracting Community has a right to expect govemment agencies
~such as King County to operate in good faith. This project appears to have become a political football

and as such has become very costly for Service Electric Company Inc., and our subcontractors.

After the June 2007 bidding, Service Electric Company Inc., entered into further discussions
with King County’s Metro Transit Division to identify opportunities for cost savings. We have continued
to explore ways to mitigate public inconvenience and disruption of transit service while completing the
_ project within the specified- time. In the ensuing eight months, Service Electric Company Inc., has
previously been requested to extend our proposal three times while the King County _Councﬂ has
worked superficially at responding to the Trolley Wire Upgrade Business Case (Motion 2007-0394).
While expecting due diligence from elected officials, we find it difficult to understand why a project with
such clear benefits has become a bartering chip for certain individuals. The closeness of the
engineering estimate and final proposal should lend credit to the planning and preparation of this
project. The Trolley Wire Upgrade Project will increase reliability of service, environmental
responsibility and long term capacity: all of these are worthwhile outcomes in and of themselves.
In addition, increasing the power of the trolley lines will correct the issue of lurching (detailed in the
business case report) due to low power flow. With the number of children, elderly and handicapped
. citizens using public transportation, this is a current safety issue for passengers. Unfortunately, the
Upgrade has been viewed by some members of the King County Council as a channel for expressing
dissatisfaction with operating procedures of other King County Departments thereby stallmg the project
and delaying the benefits it would bring.

Service Electric Company Inc., provided King County with a proposal in hopes of working with

them to provide the improvements envisioned by all involved with this project. We have continued in
that spirit for the last eight months while keeping our Bid Bond in force and future availability of

)
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resources in mind. Service Electric Company Inc., has remalned in a state of flux, in good faith and
with full consideration for the project. However, as a resutt of the Wednesday January 30™ meeting of
the Capital Budget Committee, Service Electric Company inc., feels that as King County Capital
Budget Committee Chaiman your attention needs to be focused on the underlying motivations for
inaction on this motion. It appears that some have lost 3|ght of the merits of this project in the attempt
to divert funds to other agenda items. .

The Trolley Wire Upgrade Project is a sound project and has the capability of bringing all the
rewards originally envisioned and within the amount budgeted. Unfortunately, the actions of certain
County Council members continue to cause significant delays that may eventually resutlt in increasing
costs and an unattainable budget. Service Electric and all other contractors are committed to this

_project and all that it entails, but cannot be expected to extend their bids and hedge our workforce
indefinitely. As of the date of this letter Service Electric Company Inc., has now been requested to
extend our proposal for the fourth time. This would extend our original proposal until March 31, 2008 for
a project that that originally bid in June of 2007. King County has further requested signed acceptance
of the fourth extension by February 26" 2008.. We respectfully request intervéntion: by your officé to

determme if this project has any chance of award. We'have: reached our imit for extension. wrthout
assurance that the Trolley Wire Upgrade Project will be awarded.

“We would wetoome the opportunity to meet wnth you so as to better understand King County’s
posrtlon on this matter ' :

Very truly yours,

ilh o

Mel Buttrum
Principal
Service Electric Company Inc.

Cc: Council Member, Bob Ferguson
Council Member, Lamy Gossett
Council Member, Kathy Lambert
Council Member, Julia Patterson
Council Member, Jane Hague
Council Member, Pete Von Reichbauer
Council Member, Dow Constantine:
Council Member, Regan Dunn
King County Executive, Ron Simms
Garreft Stronks, Project Manager, Metro Transit
Jim Jacobson, Deputy General Manager, Metro Transit
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