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SUBJECT

Proposed Motion 2022-0255 would acknowledge receipt of a final water taxi expansion progress report, prepared in response to a budget proviso.

SUMMARY

As part of the 2021-2022 biennial budget, the Council required Metro to develop preliminary and final reports on planning for water taxi routes from Kenmore and Shilshole as potential expansion routes to supplement the two existing routes to West Seattle and Vashon Island. Proposed Motion 2022-0255 would acknowledge receipt of the final water taxi expansion progress report. The report analyzes two potential routes: 

· Kenmore, a 10.5-mile route between the Lakepointe development site and the University of Washington Waterfront Activity Center (UW WAC); and 
· Shilshole (Ballard), a nine-mile route between the Shilshole Marina and Pier 50. 

The report summarizes the analysis conducted for each potential route, concluding that:

· The Kenmore route does not have a clear pathway to implementation as the University of Washington does not support use of the UW WAC. If that challenge can be overcome, a route could be implemented by 2031 with a ferry property tax levy rate (implemented beginning 2029) of between $0.0119 and $0.013. 

· The Ballard route could be implemented in phases, beginning with a leased vessel and minimal capital improvements, with improvements made over time. Service could begin in 2024 with a tax rate of between $0.008 and $0.00925.

· Policy issues were not evaluated in the report, though the transmitted report does note that the two potential routes serve areas with low equity scores and that have other transit options. The adopted Metro Connects long-range plan calls for an update to the King County Ferry District 2014-2018 Strategic Plan to set policy for passenger ferry expansion, with the adopted Service Guidelines to be used to guide service expansion until then.

As transmitted, the report appears to comply with the requirements of the proviso. 


BACKGROUND 

King County Ferry District. The King County Ferry District was established in 2007 as an independent government to provide passenger-only ferry service. Its founding legislation included in the findings: 

“The intent of creating the ferry district is to provide passenger-only ferry service to various parts of the county, including, but not limited to, potential routes serving Vashon Island, West Seattle, Des Moines, Downtown Seattle, North Bay, Magnolia, Shilshole, Shoreline, Lake Union, North Renton, the University of Washington, Kenmore and Kirkland. Depending upon the results of a potential feasibility study for South Puget Sound passenger-only ferry service, additional locations that could be served include Gig Harbor and Tacoma. Specific service and capital assumptions for the ferry district will need to be established by the governing board of the ferry district.”[footnoteRef:1] [1:  Ordinance 15739] 


State law[footnoteRef:2] allows the governing body of a ferry district to levy a dedicated property tax, which, in King County, cannot exceed $0.075 per $1,000 of assessed value.[footnoteRef:3]  [2:  RCW 36.54.130]  [3:  As of 2017, the existing passenger-only ferry property tax levy rate was $0.0125.] 


In 2009, the Ferry District Board[footnoteRef:4] provided authorization for the Ferry District to begin the planning necessary to implement demonstration projects in five communities.[footnoteRef:5] Later that year, however, work on the demonstration routes was suspended due to the recession, and the Ferry District property tax levy was reduced.[footnoteRef:6] [4:  The Ferry District Board was comprised of the members of the King County Council.]  [5:  FD2009-04]  [6:  FD2009-23] 


In 2014, the Ferry District Board adopted the King County Ferry District 2014-2018 Strategic Plan, which included Goal #16 directing the Ferry District to study expansion possibilities:

“Determine feasible routes for expansion of passenger-only service within King County. The Demonstration Route Study from 2009 identified several potential new routes for expansion. However, the study needs to be updated and refined given changes in the regional economy and new factors. For example, the opening of the University of Washington light-rail connection starting in 2016, may make north Lake Washington routes, such as Kenmore to the University or Kirkland to the University more feasible.”[footnoteRef:7] [7:  FD2014-05] 


Ferry District assumed into King County. In 2014, the Ferry District was assumed into King County, becoming the Marine Division within the King County Department of Transportation.[footnoteRef:8] In 2019, the Marine Division was moved into the newly created Metro Transit Department.[footnoteRef:9] Metro’s adopted transit policy documents have since been updated to incorporate policies related to marine service.[footnoteRef:10] [8:  Ordinance 17935]  [9:  Ordinance 18777]  [10:  Ordinance 19367 adopted the Strategic Plan for Public Transportation, King County Metro Service Guidelines, and Metro Connects. Metro Connects calls for Metro to develop an update to the King County Ferry District 2014-2018 Strategic Plan, which is to be developed as a technical report to the Strategic Plan for Public Transportation. Until that updated ferry plan is developed, the policies in the Service Guidelines are to be used for water taxi expansion.] 


Recent King County reports on water taxi expansion. Since the Marine Division became part of King County, the Council has requested several reports on the feasibility of expanding water taxi service beyond the current two routes of Downtown Seattle to West Seattle and Downtown Seattle to Vashon Island. These reports have included:

· 2015 Report on Ferry Expansion Options. As part of the 2015-2016 biennial budget, the Council requested[footnoteRef:11] and received an interim report[footnoteRef:12] and a final report[footnoteRef:13] on ferry expansion options.  [11:  Ordinance 17941, Section 94, Proviso P1]  [12:  Motion 14421]  [13:  Motion 14561] 


The final report identified 37 potential route combinations serving 18 potential terminal locations. From these, three routes were identified for further consideration, based on cost and time competitiveness compared to other modes of travel: Kenmore to the University of Washington (UW); Kirkland to UW; and Ballard to Downtown Seattle. The report provided estimated operating and capital costs associated with these potential routes and described community outreach and feedback about the three potential ferry expansion routes.

· 2017 Water Taxi Analysis and Strategic Growth Report. As part of the 2017-2018 biennial budget, the Council requested[footnoteRef:14] and received[footnoteRef:15] a report on water taxi ridership demographics for the April through October 2017 peak season, the effect of passenger ferry ridership on the local and regional economy, strategies to increase ridership, and strategies to increase revenue. The report stated that:  [14:  Ordinance 18409, Section 112, Proviso P1]  [15:  Motion 15101] 

· Ridership had increased at an annual rate of 9.4 percent since 2011.
· While Vashon water taxi riders were primarily commuters (91 percent), riders to West Seattle were split nearly equally between commuters and non-commuters.
· Water taxi service provided a reliable alternative form of transit, with 99 percent on-time service in 2016.
· The Marine Division planned to pursue concessions and partner with other agencies as a way of increasing revenue.

· 2020 Kenmore Water Taxi Expansion Report. As part of the 2019-2020 biennial budget, the Council encumbered $200,000 and requested[footnoteRef:16] and received[footnoteRef:17] a report on implementation of a Kenmore water taxi.  [16:  Ordinance 18835, Section 107, Expenditure Restriction ER1 and Proviso P1]  [17:  Proposed Motion 2020-0346 (the Council did not take action on this report)] 


The report analyzed five potential locations in Kenmore (Lakepointe and Log Boom Park) and Seattle (University of Washington Waterfront Activities Center [UW WAC], Madison Park, and Leschi Park). The report estimated highest ridership demand of 196,068 annually by 2025 for the Kenmore to UW WAC route. It estimated $40 million in needed capital infrastructure and vessels, as well as $3.7 million in annual operating costs. The report summarized the planning efforts needed to implement the route, including an analysis of alternative transit service and wake and emission standards. The Council did not take action on this report.

· 2020 Ballard Water Taxi Expansion Report. As part of an omnibus adjustment to the 2019-2020 biennial budget, the Council encumbered $200,000 and requested[footnoteRef:18] and received[footnoteRef:19] a report on the implementation of a Ballard to Downtown Seattle water taxi route.  [18:  Ordinance 18930, Section 69, Expenditure Restriction ER3 ]  [19:  Proposed Motion 2020-0419 (the Council did not take action on this report)] 


The report analyzed locations at Shilshole Bay Marina in Ballard, Pier 86 near the Expedia Campus, and Interbay in Centennial Park; and Pier 50 at Colman Dock in Downtown Seattle. The report estimated annual ridership of 195,000 by 2025, with capital costs for the infrastructure and vessels estimated at $23 million, and annual operating costs estimated at $4 million. The report summarized the planning efforts needed to implement the route, including an analysis of alternative transit service and wake and emission standards. The Council did not take action on this report.

Puget Sound Regional Council passenger-only ferry study. In addition to the analysis of passenger-only ferry expansion undertaken by the Marine Division, the Puget Sound Regional Council (PSRC) completed a passenger-only ferry study[footnoteRef:20],[footnoteRef:21] in 2021. The PSRC study focused on the 12-county area surrounding Puget Sound, including potential passenger-only ferry services on Puget Sound, Lake Washington, and Lake Union.  [20:  https://www.psrc.org/passenger-ferry-study ]  [21:  The study was commissioned by the Washington State Legislation through Substitute House Bill 1160 during the 2019 regular session.] 


The study began with 45 route combinations, which were narrowed down in further stages of analysis to 36 routes, 18 routes, and finally to seven routes, which were identified for more detailed review including local jurisdictional outreach, detailed ridership demand analysis, route profile review, and financial assessment. These seven routes are:

· Puget Sound
· Tacoma – Seattle 
· Bellingham – Friday Harbor
· Whidbey Island – Everett 



· Lake Washington and Lake Union
· Kenmore – University of Washington
· Kirkland – University of Washington
· Renton – University of Washington
· Renton – South Lake Union

PSRC’s report is a conceptual feasibility study, with further work on the identified routes to be completed by service providers, such as transit agencies, local governments, and private companies. Following the PSRC’s work, several local jurisdictions, including Des Moines[footnoteRef:22] and Renton,[footnoteRef:23] have begun exploration of potential water taxi routes. [22:  Des Moines is currently piloting water taxi service to Downtown Seattle (link).]  [23:  City of Renton staff note that SECO Development (which runs the Southport facilities at the sound end of Lake Washington in Renton) have actively discussed the idea of pilot water-taxi or water-ferry service.] 


2021-2022 King County budget requirement. As part of the Council’s review of the 2021-2022 biennial budget, the Council included both an expenditure restriction and a proviso requirement related to water taxi expansion for routes originating in Kenmore and Shilshole (Ballard). 

The expenditure restriction set aside $500,000 to be used for water taxi expansion planning for routes originating in Kenmore and Shilshole (Ballard).

	ER2 EXPEDITURE RESTRICTION:
[bookmark: _Hlk89845671]	Of this appropriation, $500,000 shall be expended or encumbered solely for operational planning for previously studied water taxi expansion routes originating in Kenmore and Shilshole.  The planning shall include, but not be limited to, shoreside preliminary design, route planning, equipment specification, preliminary capital and operating budgets and other details necessary to prepare for implementation of the routes by the council.[footnoteRef:24] [24:  Ordinance 19210, Section 113, Expenditure Restriction ER2] 


The proviso asked Metro to transmit a preliminary and a final water taxi expansion progress report detailing progress on route planning. 

	P3 PROVIDED FURTHER THAT:

	Of this appropriation, $1,000,000 shall not be expended or encumbered until the executive transmits a preliminary and a final water taxi expansion progress report detailing progress on route planning and motions that should acknowledge receipt of the preliminary and of the final reports and motions acknowledging the preliminary and final reports are passed by the council.  Each motion should reference the subject matter, the proviso's ordinance number, ordinance section and proviso number in both the title and body of the motion.

	The preliminary and a final water taxi expansion progress reports shall include a discussion of the progress on the planning activities identified in Expenditure Restriction ER2 of this section, including, but not limited to, shoreside preliminary design, route planning, equipment specification, preliminary capital and operating budgets and other details necessary to prepare for implementation of the routes by the council.

	The executive should electronically file the preliminary report and motion required by this proviso no later than November 29, 2021, and the final report and motion required by this proviso no later than June 30, 2022, with the clerk of the council, who shall retain an electronic copy and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the mobility and environment committee, or its successor.[footnoteRef:25] [25:  Ordinance 19210, Section 113, Proviso P3] 


Preliminary water taxi expansion report. The required preliminary report,[footnoteRef:26] which was transmitted in late 2021, provided a progress report on planning activities for potential expansion routes for Kenmore and Shilshole. The report addressed current transit connections and landing site infrastructure attributes and deficiencies for each route. It noted that analysis was being conducted assuming at least one-hour frequencies, 12-hour spans of service, with an increase in service during the summer sailing season, and with the Ballard route operating with one vessel and the Kenmore route operating with two vessels. Vessels sized for 150 passengers and a cruising speed of 28 knots with plug-in hybrid-electric technology and renewable diesel were assumed in the analysis. Costing had not yet been completed. [26:  The preliminary report was acknowledged through Motion 16050.] 


ANALYSIS

Proposed Motion 2022-0255 would acknowledge receipt of a final water taxi expansion progress report for Kenmore and Shilshole (Ballard). The proviso asked Metro to use the final report to discuss progress on the planning activities identified in the Expenditure Restriction, specifically shoreside preliminary design, route planning, equipment specification, and preliminary capital and operating budgets. The report summarizes the analysis conducted on these topics and concludes that:

· The Kenmore route, for which the report analyzed a 10.5-mile route between the Lakepointe development site and the University of Washington Waterfront Activity Center (UW WAC), does not have a clear pathway to implementation as the University of Washington does not support use of the UW WAC, and the work to date has not identified another Seattle-side landing site that would be suitable. 

If that challenge can be overcome, the report estimates that the route could be implemented by 2031. Implementing the route would require capital investments estimated at up to $73.8 million for landing site improvements and new vessels, as well as operating costs of $11.9 million/year. These investments are estimated to require a ferry property tax levy rate (implemented beginning 2029) of between $0.0119 (if the property tax is offset by grant funding) and $0.013 (if no grants).[footnoteRef:27]  [27:  The report notes that costs for the two expansion routes would remain under the $0.0075/$1,000 cap for the passenger ferry property tax levy.] 


· The Ballard route, for which the report analyzed a nine-mile route between the Shilshole Marina and Pier 50 in Downtown Seattle, could be implemented in phases, beginning with a leased vessel and minimal capital improvements, with improvements made over time. 

To provide service beginning in 2024 with a leased vessel and minimal capital improvements for the first several years, the report estimates a $1.2 million initial capital investment (initial phase) and up to $47 million in total capital investments (permanent operations) for landing site improvements and new vessels, as well as operating costs of between $6.6 million (initial phase) and $7.1 million (permanent operations) per year. These investments are estimated to require a ferry property tax levy rate (implemented beginning in 2024) of between $0.008 (if the property tax is offset by grant funding) and $0.00925 (if no grants).

· Policy issues were not evaluated in the report, though the Equity Impact Review included with the transmitted report notes that the two potential routes serve areas with low equity scores and that these communities have other transit options available. The priorities for service expansion in Metro’s adopted policy documents[footnoteRef:28] (Strategic Plan, Service Guidelines, and Metro Connects) would need to be consulted. The adopted Metro Connects long-range plan calls for an update to the King County Ferry District 2014-2018 Strategic Plan[footnoteRef:29] to set policy for passenger ferry expansion, with the adopted Service Guidelines to be used to guide service expansion until then.[footnoteRef:30] [28:  Ordinance 19367]  [29:  FD2014-05]  [30:  Ordinance 19367, Attachment C, page 40] 


Table 1 summarizes findings from the final report.

Table 1.
Findings from Final Water Taxi Expansion Report

	Issue
	Kenmore Route
	Shilshole (Ballard) Route

	Shoreside Preliminary Design

	Landing sites
	· Lakepointe 
(Supported by City of Kenmore)
· UW WAC
(Not supported by UW)
	· Shilshole Marina 
(Supported by Port of Seattle)
· Pier 50 (Downtown Seattle)
(Further work needed with partners)

	Trip distance (one direction)
	· 10.5 miles
	· 9 miles

	Maintenance facility
	· New facility needed
	· Existing Pier 48 site

	Terminal capacity and needed improvements
	· Lakepointe: new in-water and uplands improvements needed
· UW WAC: redevelopment of existing dock and uplands improvements needed, UW does not support this use
	· Shilshole: Improvements needed to support additional capacity
· Pier 50: Additional float needed to support new service

	Electrical capacity on-site 
(for hybrid vessels or, ultimately, 
electric-only vessels)
	· Limited
	· Limited

	Landing site access
	· Improvements needed, differ by landing site
	· Improvements needed, differ by landing site

	Route Planning

	Time competitive with existing transit options?
	· Yes 
(only if UW WAC site is used)
	· Yes

	Est’d annual ridership by 2025[footnoteRef:31] [31:  These estimates are from the reports prepared for the 2019-2020 budget: Proposed Motions 2020-0346 and 2020-0419.] 

	· 196,068
	· 195,000

	Frequency of sailings and number of vessels[footnoteRef:32] [32:  The report states that this is based on the number of vessels needed to accommodate at least hourly sailings. Each vessel would have capacity for 150 passengers.] 

	· 40 minutes
· 2 vessels
	· 60 minutes
· 1 vessel

	Winter schedule
	· 6 round trips in AM peak
· 5 round trips in PM peak
· 18 round trips on Saturday 
· No Sunday service
· 10 days of UW special event service
	· 3 round trips in AM peak
· 3 round trips in PM peak
· 12 round trips on Saturday 
· No Sunday service
· No special event service

	Summer schedule
	· 6 round trips in AM peak
· 5 round trips in PM peak
· 10 round trips mid-day
· 5 additional late night round trips on Friday
· 21 round trips on Saturday (including 3 late night)
· 18 round trips on Sunday
	· 3 round trips in AM peak
· 4 round trips in PM peak
· 7 round trips mid-day
· 2 additional late night round trips on Friday
· 15 round trips on Saturday
· 12 round trips on Sunday

	Network analysis
	· Lakepointe has no routes to terminal, #225, 331 could be extended if funding available for 5,635 annual service hours, would need parking lot for 150 vehicles plus bike/ped connections
· UW WAC served by #43, 44, 48, 65, 73, 255, 271, ST Link, ST 542, nearby sidewalks and trails
	· Shilshole has no transit service in vicinity, would need add’l service hours for a shuttle, no nearby park & rides, multimodal access limited due to distance and railroad tracks
· Pier 50 is adjacent to a robust multimodal network

	Equipment Specification

	Vessel specifications
	· 28 knots cruising speed
· 150 passengers
· 3 crew members
	· 28 knots cruising speed
· 150 passengers
· 3 crew members

	Vehicle emission profile and propulsion
	· Plug-in hybrid-electric with renewable diesel
· Charging infrastructure improvements would be needed at landing sites
	· Plug-in hybrid-electric with renewable diesel
· Charging infrastructure improvements would be needed at landing sites

	Capital and Operating Budget Estimates

	Capital Costs
	Total: $73.8 million
· Lakepointe: $31.5 million
· UW WAC: $11.8 million
· Vessel costs: $30.5 million 
(2 vessels plus 1 backup)
	Total: $47 million
· Shilshole: $1.2 million
· Pier 50: $0-$25.5 million
· Vessel costs: $20.3 million
(1 vessel plus 1 backup)

	Operating Costs
	· $11.9 million/year[footnoteRef:33]
($1,567/vessel operating hour) [33:  2031 $] 

	· $6.6 million/yr (Initial Phase)[footnoteRef:34]
($1,650/vessel operating hour) [34:  2024 $] 

· $7.1 million/yr (Permanent)[footnoteRef:35]
($1,763/vessel operating hour) [35:  2031 $] 


	Operating Assumptions
	· 2 vessels plus 1 backup
· 45 minutes of crew costs before and after vessel operating hours
· 3 crew members per vessel
· 3 full-time maintenance personnel
	· 1 vessel plus 1 backup
(for initial phase assumes diesel-powered vessel, for permanent service assumes hybrid vessel)
· 3 crew members per vessel
· Port Captain plus 2 full-time maintenance personnel

	Property Tax Levy
	· $0.013/$1,000 levy rate for $74 million in bonds 
· $0.0119/$1,000 levy rate for $52 million in bonds and $22 million in grants 
· Levy begins 2029
· Service begins 2031
	· $0.00925/$1,000 levy rate for $47 million in bonds 
· $0.009/$1,000 for $23.5 million in bonds and $23.5 million in grants
· Levy begins 2024
· Service begins 2024

	Additional Considerations 

	Equity Impact Review
	· Communities to be served have lower equity scores 
· Communities to be served have existing transit available
· Expansion route would conflict with Metro’s adopted policies’[footnoteRef:36] goal of investing where needs are greatest [36:  The Strategic Plan for Public Transportation, Service Guidelines, and Metro Connects long-range plan were adopted through Ordinance 19367. Metro Connects states that until an update to the King County Ferry District 2014-2018 Strategic Plan is completed, the adopted Service Guidelines (which prioritize equity first for service expansion) and a cost-benefit comparison of water taxi service to land-based transit services must be used to guide investments in new passenger ferry service.] 


	Stakeholder Engagement
	· City of Kenmore supports
· UW does not support use of UW WAC landing site
	· Port of Seattle supports

	Implementation Readiness
	· No clear implementation pathway without UW support
· No suitable Seattle-side landing site except UW WAC
	· Fewer challenges to implementation than Kenmore 
· Initial phase route would require minimal capital improvements and could use a leased vessel for 2 years
· Would ultimately need new vessel and terminal construction for permanent service



As transmitted, the preliminary report appears to comply with the requirements of the proviso.

In terms of next steps, an update to the King County Ferry District 2014-2018 Strategic Plan, to be prepared as a technical report to the Strategic Plan for Public Transportation, is identified in the adopted Metro Connects long-range plan “to complete the policy-level analysis and decision-making to determine the level of service desired for water taxis and the property tax rate needed to provide that level of service. Until updated strategic planning answers these questions, planning for expanded new marine service routes must use the county’s adopted Service Guidelines and consider the cost-benefit comparison of water taxi service to land-based transit services, including fixed-route and flexible service options.”[footnoteRef:37] [37:  Ordinance 19367, Attachment C, page 40] 


INVITED

· Greg McKnight, Engineer, System Expansion and Integration, Mobility Division, Metro Transit Department
· Hannah McIntosh, Supervisor, System Expansion and Integration, Mobility Division, Metro Transit Department
· Mike Beck, Contract Administrator, Metro Transit Department
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