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SUBJECT

Today’s briefing will provide an update on the Metro Transit Division’s mobile ticketing pilot project, which uses a mobile app called Transit GO Ticket. The committee was last briefed in December 2017, when it accepted an evaluation of the pilot’s first year. Today’s briefing will focus on Metro’s plans to extend the pilot as an ongoing program.

SUMMARY

In November 2016, Metro Transit began a pilot project to offer a mobile ticketing option to customers. It had been funded with a $471,000 federal grant, and, in anticipation of the pilot, the Council incorporated a proviso requirement into the 2015/2016 budget ordinance,[footnoteRef:1] requesting an evaluation of the pilot, including implementation costs, potential implications for the Next Generation ORCA project, and equity and social justice impacts.  [1:  Ordinance 17941 Section 113 Proviso P6] 


The evaluation report was transmitted to the Council in November 2017. It indicated that while mobile tickets had not been widely purchased to date, the product had been well-received by customers who did use it and the technology performed satisfactorily.[footnoteRef:2]  [2:  “Evaluating the Results of Capital Project 1116944: Mobile Ticketing Pilot Project,” accepted by Motion 15024] 


Metro Transit staff briefed the Transportation, Economy and Environment Committee on the mobile ticking pilot program and evaluation report in December 2017. At that time, Metro staff shared Metro’s plan to expand the use of mobile ticketing from a pilot to an ongoing offering at a one-time capital cost of $100,000. Metro staff indicated that they would be working to address issues identified with expansion of mobile ticketing, including the need to improve transit operator training, potential expansion of the types of tickets to be offered, and the potential for fare evasion using the technology.

Given the planned extension of the pilot project, Councilmembers asked Metro staff to return to the committee to provide an update on the program and plans for next steps.


BACKGROUND 

Mobile Ticketing Pilot Project

King County Metro customers currently have the option to pay with an ORCA (One Regional Card for All) card or cash. The mobile ticketing pilot project introduced a new payment option that allows customers to use an application on their smartphones (called Transit GO Ticket) to purchase tickets electronically and then show validation of the ticket to the transit operator or fare inspector. The mobile ticketing pilot was not intended to replace or compete with ORCA and offers only single-use tickets, not passes or discounted rates available through ORCA.

The mobile ticketing pilot project was included in the 2015/2016 Budget as part of Transit Division capital project 1116944. It was projected to cost $471,000 and was funded by a federal grant.

The goals of the mobile ticketing pilot project, according to Metro, were to provide a convenient method of paying fares, particularly for infrequent riders, and to test the impact of the technology on other agency goals such as improving customer satisfaction, speeding boarding, and increasing operating safety.

Metro used a competitive process to select a vendor for the pilot project and launched an application called Transit GO Ticket in November 2016. Metro partnered with Sound Transit, the Marine Division, and the City of Seattle to offer tickets for Metro and Sound Transit buses, Link Light Rail, Sounder Commuter Rail, Seattle Streetcars, and King County Water Taxis through the application. The pilot is also planned to be extended to Access Paratransit customers.

The pilot project made the Transit GO Ticket application available for all riders of these services to use. The product was advertised on Metro’s website and on signs at transit property. The tickets offered through the application were available at the cash price and were valid for the duration of the standard transfer window. The pilot then included a survey of Transit GO Ticket users and operators to gather feedback on the product.

Budget Proviso and Evaluation Report

The 2015/2016 Budget included a proviso requirement[footnoteRef:3] for an evaluation of the mobile ticketing pilot program. The proviso asked Metro to provide an evaluation report with the following information, which Metro did in November 2017, and which the Council accepted by motion.[footnoteRef:4] [3:  Ordinance 17941 Section 113 Proviso P6 ]  [4:  Motion 15024] 


A. A summary of the pilot project results. According to the report, ticket sales through Transit GO Ticket increased throughout the pilot project, starting at over 3,000 tickets sold in the first month and growing to over 24,000 tickets sold in July 2017. However, Transit GO Tickets represented only a tenth of a percent of Metro’s overall fare payment.

Approximately 2,000 Transit GO Ticket users responded to the pilot project survey and indicated 77 percent overall satisfaction with the product, and 86 percent of respondents were satisfied with the ease of purchasing tickets and setting up an account.  Twenty-six percent of respondents reported having issues using the application, such as drivers not recognizing the tickets or the tickets not loading or activating.

According to a Metro survey of transit operators, operator satisfaction with the ease of recognition of Transit GO Tickets was 57 percent, with 42 percent somewhat or very dissatisfied.

B. A comparison of projected mobile ticket transaction costs and ORCA transaction costs. Under the current vendor, the operating costs of Transit GO Tickets are a fixed monthly cost of $10,500, plus a variable charge of 1.5 percent of the value of each transaction, plus credit card fees. At ticket sales[footnoteRef:5] projected for December 2017, and an average ticket cost of $2.75, that equals a per ticket cost of $0.35[footnoteRef:6] compared with $0.37 for ORCA and $0.076 for cash. [5:  Metro projects 42,000 ticket sales per month for December 2017.]  [6:  Stated as $0.29 plus credit card fees of 2.25 percent in the report.] 


C. A discussion of the project's potential impact on ORCA card usage and market share. While survey results show that 66 percent of responding Transit GO Ticket users had also paid their fares with ORCA cards in the last 30 days, Transit GO Ticket did not have a measurable impact on ORCA card usage or market share. When customers were asked why chose to use a mobile ticket rather than ORCA, their most common survey response was that they used it as a backup if their ORCA card was lost, forgotten, or out of funds.

D. Identification of the project impact on transit division participation in the ORCA Replacement regional project. According to the report, the Transit GO Ticket application has no impact on Metro’s participation in the Next Generation ORCA project. Next Generation ORCA is expected to include mobile ticketing capability that would likely make having a separate Transit GO Ticket application obsolete when Next Generation ORCA is rolled out beginning in 2021.

E. A discussion of potential operating and capital program changes resulting from the pilot. No operating or capital program changes were identified as a result of the mobile ticketing pilot. The capital cost of continuing the pilot is a one-time cost of $100,000 for data migration, which would be paid for with existing funds. Continuation of mobile ticketing was identified in the Strategic Technology Roadmap for Transit.

F. A discussion of equity and social justice impacts of the project and approaches to mitigation of impacts. According to the report, Metro did not identify any negative impacts on equity and social justice from mobile ticketing that require mitigation.

The report noted that Metro plans to transition Transit GO Tickets from the pilot phase to an ongoing product offering. This requires a one-time capital investment of $100,000, which Metro plans to fund with existing sources. Council approval is for this action is not required. Metro would do so by extending the contract with the existing vendor, rather than undertaking a new procurement process.

Metro may seek additional transit agencies to partner in offering tickets through Transit GO Ticket. Additional capital costs associated with such an expansion would be paid by the partner agency. Metro also plans to increase transit operator training to help ensure Transit GO Tickets are recognized by drivers, and to look into expanding the types of tickets offered through the application.

The application would be phased out once Next Generation ORCA is implemented, since Next Generation ORCA is expected to provide mobile ticketing capabilities.

Because of the plan to extend the pilot program to an ongoing offering, Councilmembers asked Metro staff to return and provide a briefing on next steps, as well as the work Metro will be taking to address issues identified in the pilot, including the need to improve transit operator training, potential expansion of the types of tickets to be offered, and the potential for fare evasion using the technology.

ATTACHMENTS

1. Mobile Ticketing Program presentation

INVITED

1. Matt Hansen, Manager, Customer Communications and Services, Metro Transit Division
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