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SUBJECT

Proposed Motion 2021-0455 would acknowledge receipt of a preliminary water taxi expansion progress report, prepared in response to a budget proviso.

SUMMARY

The King County Ferry District was established in 2007, assumed into King County in 2014, and moved into the Metro Transit Department in 2019. Since marine services were incorporated into King County, the Council has requested several reports on the feasibility of expanding water taxi service beyond the existing two routes between Downtown Seattle and West Seattle and Downtown Seattle and Vashon Island. 

As part of the 2021-2022 biennial budget, the Council required Metro to develop preliminary and final reports on planning for water taxi expansion routes from Kenmore and Shilshole. The planning activities were to include shoreside preliminary design, route planning, equipment specification, and preliminary capital and operating budgets.

Proposed Motion 2021-0455 would acknowledge receipt of the preliminary water taxi expansion progress report. The report analyzes two potential expansion 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 in Downtown Seattle. 

The report addresses current transit connections and landing site infrastructure attributes and deficiencies for each route. It notes that analysis is 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 are assumed in the analysis. Costing is not yet completed.

As transmitted, the preliminary report complies with the requirements of the proviso. The final water taxi expansion report is due to the Council by June 30, 2022.


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] 


In 2009, the Ferry District Board[footnoteRef:2] provided authorization for the Ferry District to begin the planning necessary to implement demonstration projects in five communities.[footnoteRef:3] Later that year, however, due to the recession, work on the demonstration routes was suspended and the Ferry District property tax levy was reduced.[footnoteRef:4] [2:  The Ferry District Board was comprised of the members of the King County Council.]  [3:  FD2009-04]  [4:  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:5] [5:  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:6] In 2019, the Marine Division was moved into the newly created Metro Transit Department.[footnoteRef:7] Metro’s adopted transit policy documents have since been updated to incorporate policies related to marine service.[footnoteRef:8] [6:  Ordinance 17935]  [7:  Ordinance 18777]  [8:  Ordinance 19367] 


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:9] and received an interim report[footnoteRef:10] and a final report[footnoteRef:11] on ferry expansion options.  [9:  Ordinance 17941, Section 94, Proviso P1]  [10:  Motion 14421]  [11:  Motion 14561] 


The final report, which was transmitted to the Council in late 2015 and reviewed in early 2016, identified 37 potential route combinations serving 18 potential terminal locations. From these, three routes were identified for further consideration, based on overall time competitiveness compared to other modes of travel and the cost of operation: 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:12] and received[footnoteRef:13] 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:  [12:  Ordinance 18409, Section 112, Proviso P1]  [13:  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;
· For the West Seattle service, 17 percent of participants in an August 2017 rider survey indicated they lived outside downtown Seattle and West Seattle; and
· 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:14] and received[footnoteRef:15] a report on implementation of a Kenmore water taxi.  [14:  Ordinance 18835, Section 107, Expenditure Restriction ER1 and Proviso P1]  [15:  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.

· 2021 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:16] and received[footnoteRef:17] a report on the implementation of a Ballard to Downtown Seattle water taxi route.  [16:  Ordinance 18930, Section 69, Expenditure Restriction ER3 ]  [17:  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 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 King County options for passenger-only ferry expansion undertaken by the Marine Division, the Puget Sound Regional Council (PSRC) completed a passenger-only ferry study[footnoteRef:18],[footnoteRef:19] 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.  [18:  https://www.psrc.org/passenger-ferry-study ]  [19:  The study was commissioned by the Washington State Legislation in 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.

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:20] [20:  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:21] [21:  Ordinance 19210, Section 113, Proviso P3] 


ANALYSIS

Proposed Motion 2021-0455 would acknowledge receipt of a preliminary water taxi expansion progress report for Kenmore and Shilshole (Ballard). The proviso asked Metro to use the preliminary 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. Table 1 summarizes findings from the preliminary report.

Table 1. Findings from Preliminary Water Taxi Expansion Report

	Issue
	Kenmore Route
	Shilshole (Ballard) Route

	Shoreside Preliminary Design

	Landing sites
	· Lakepointe
· UW WAC
	· Shilshole Marina
· Pier 50 (Downtown Seattle)

	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
	· Shilshole: Improvements needed to support additional capacity
· Pier 50: Additional float needed to support new service

	Electrical capacity on-site
	· 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
	· Yes

	Est’d annual ridership by 2025[footnoteRef:22] [22:  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:23] [23:  The report states that this is based on the number of vessels needed to accommodate at least hourly sailings.] 

	· 40-60 minutes
· 2 vessels
	· At least 60 minutes
· 1 vessel

	Winter schedule
	· 3 round trips in AM & PM peak
· 1 extra early AM trip
· Saturday service
· 10 days of UW special event service
	· 3 round trips in AM & PM peak
· Saturday service

	Summer schedule
	· Winter service plus additional mid-day and weekend service
· Late evening service on Friday and Saturday nights
	· Winter service plus additional mid-day and weekend service
· Late evening service on Friday and Saturday nights

	Network analysis
	· Lakepointe served by #225, 320, 322, 331, 342, 372, ST 522; needs 3,500 add’l service hours, park & ride access adequate, multimodal improvements needed
· UW WAC served by #43, 44, 48, 65, 73, 255, 271, ST Link, ST 542, nearby sidewalks and trails
	· Shilshole has no transit service within ¼ mile walkshed, would need 5,834 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

	Preliminary Capital and Operating Budgets

	Costing
	· Will be developed for final report
· Will differ from previous studies due to upgraded service levels; the need for two vessels for this route; shoreside charging infrastructure; and the operating costs of plug-in hybrid vessels
· Assumes 2 vessels with 3 crew members each
· Assumes back-up vessel
· Assumes 3 full-time maintenance personnel
	· Will be developed for final report
· Will differ from previous studies due to upgraded service levels; shoreside charging infrastructure; and the operating costs of plug-in hybrid vessels
· Assumes 1 vessel with 3 crew members
· Assumes back-up vessel
· Assumes Port Captain plus 2 full-time maintenance personnel



Shoreside preliminary design. The report covers landing site assumptions, maintenance facility assumptions, capacity, terminal improvements, electrical capacity, and landing site access for each of the potential routes. 

· Landing sites. The report identified landing sites as, for Ballard, Shilshole Bay Marina in Ballard to Pier 50 in Downtown Seattle; and for Kenmore, Lakepointe in Kenmore to University of Washington Waterfront Activities Center (UW WAC). The report notes that the landing site assumptions align with previous planning efforts, stating that:



· Pier 50 is home to current King County water taxi services;
· Shilshole Bay Marina is operated by the Port of Seattle and provides existing infrastructure;
· Lakepointe is the preferred landing site by the City of Kenmore; and
· UW WAC has numerous transit connections, including to Link light rail.

· Maintenance facility assumptions. The report notes that for the Ballard route, the existing King County water taxi maintenance facility at Pier 48 could be used. For the Kenmore route, a new maintenance facility would be needed. 

· Capacity. The report notes that the existing Pier 50 facility is currently operating at capacity, supporting King County’s two existing water taxi routes, as well as two Kitsap Transit fast ferry routes. The report assumes that an additional float would be needed to support new service for a Ballard route. 

· Terminal improvements. The report notes that needed terminal improvements vary by landing site location. 
· Lakepointe does not have in-water or uplands terminal infrastructure and would require additional connections to transit
· UW WAC would require uplands infrastructure, as well as redevelopment of an existing in-water dock.
· Shilshole and Pier 50 both have existing infrastructure but would need some improvement to support expanded routes.

· Electrical capacity. The report notes that electrical power and grid capacity to support plug-in hybrid vessels are limited at and near the terminal locations and improvements would be needed to support hybrid plug-in vessels. To support fully electric vessels, which the report identifies as a goal as battery technology improves, negotiation with Seattle City Light and Puget Sound Energy to make more significant infrastructure upgrades would be required. The report estimates that the process to expand grid electrical capacity could take up to five years.

· Landing site access. The report notes that access enhancement improvements to support pedestrian, bicycle, and vehicle traffic would be needed and differ by terminal location. These needed enhancements will be included in the final report.

Route planning. The report summarizes methodology, assumptions, and preliminary work for route planning and network integration analysis for the two potential water taxi expansion routes for time competitiveness and demand, frequency of sailings, seasonal schedules, service predictability, level of service, service, and network analysis. It also lists the adopted policies that would need to be analyzed during route planning.

· Time competitiveness and demand. The report notes that both the Kenmore and Ballard water taxi routes would provide travel times that are time-competitive with existing transit options. The report notes that ridership estimates are based on previous proviso reports, which anticipated annual ridership by 2025 of 196,068 for the Kenmore route and 195,000 for the Ballard route.

· Frequency of sailings. The report states that, based on Metro Connects’[footnoteRef:24] specification that water taxi services should run at least every hour, the Ballard route would need one vessel, but the Kenmore route would require two vessels, which could result in sailings every 40 minutes. [24:  Ordinance 19367] 


· Seasonal schedules, service predictability, level of service. The report notes that current King County water taxi routes see an increase in service and demand during the summer season. The report therefore assumed different service schedules for winter and summer for the two expansion routes, with a minimum of 12 hours of service a day. 

· Kenmore would operate with two vessels. It would have a winter schedule with at least three round trips in the AM (6:00-9:00) and PM (4:00-7:00) peaks, as well as one additional round trip before the AM peak to serve school and hospital employees with early shift start times. The winter schedule would also include Saturday service and 10 days of special event service to UW. The summer schedule would include additional mid-day and weekend service to meet recreational demand, as well as late evening service on Friday and Saturday nights.

· Shilshole would operate with one vessel. It would have a winter schedule with at least three round trips in the AM (6:00-9:00) and PM (4:00-7:00) peaks. The winter schedule would also include Saturday service. The summer schedule would be expanded to all-day seven days a week, with late evening service on Friday and Saturday nights. There would be no special event service on this route.

· Network analysis. The report analyzed existing transit services and multimodal access for the landing sites for each potential water taxi expansion route.

· Kenmore route: The Lakepointe landing site is currently served by local and peak-only bus service (Metro routes 225, 320, 322, 331, 342, 372, and Sound Transit route 522). The report notes that several of the Metro routes could be affected by the East Link Connections Mobility Project[footnoteRef:25] and that Sound Transit is planning to implement Stride bus rapid transit to replace its existing route 522. Metro estimates a need for 3,503 annual service hours at a cost of $661,913 (2021 $) to support fixed route bus service improvements to this landing site. The report notes that there are multiple park-and-ride lots in the vicinity of the Lakepointe landing site and that the Burke-Gilman and Sammamish River trails provide pedestrian and bicycle access, but that access from the north is limited, the Lakepointe landing site is in an industrial area with limited to no pedestrian or bike infrastructure on the site itself, and there are sidewalk and bike lane gaps to the south toward Kirkland. Multimodal improvements would be needed. [25:  https://kingcounty.gov/depts/transportation/metro/programs-projects/fares-routes-and-service/east-link-connections.aspx ] 


· Kenmore route: The UW WAC landing site is adjacent to Husky Stadium and ¼ mile from the Link light rail station and frequent bus service (Metro routes 43, 44, 48, 65, 73, 255, 271, and Sound Transit route 542). The report notes that there are sidewalks and trails, including the Burke-Gilman Trail, near the landing site.

· Shilshole route: The Shilshole landing site does not currently offer transit service within a ¼ mile walkshed. Other parts of Ballard are served by peak and all-day service (Metro routes 15X, 17X, 18X, 29, 40, 44, 45. D). Extension of Link light rail to Ballard is expected by 2039. A potential new Metro shuttle would require 5,834 annual service hours and cost between $750,000 to $1,000,000 annually. There are no Metro-managed park & ride lots near the landing site. Walking or biking to the landing site would take 35 minutes (walking) or nine minutes (biking). This is the area of the still-uncompleted Burke-Gilman “Missing Link.” Nearby railroad tracks provide only limited crossing points, limiting access from neighborhoods to the east. 

· Shilshole route: The Pier 50 landing site is adjacent to a robust network of transit and trail connections. 

Equipment specification. The preliminary report outlines the methodology, assumptions, and preliminary work for the propulsion analysis and equipment specifications for the expansion routes. 

· Vessel specifications. The vessels used were assumed to have a cruising speed of 28 knots and a maximum passenger load of 150 passengers. Each vessel assumes an operating crew of three personnel (one captain and two deck hands).

· Vessel emission profile and propulsion. The preliminary report analyzed a variety of propulsion alternatives, selecting plug-in hybrid-electric using renewable diesel. (For comparison, the two existing water taxi routes using conventional diesel.) The report notes that the two routes are too long to operate with existing all-electric technology given the speed needed (28 knots) to be competitive with other transit options. The plug-in hybrid propulsion model could be converted to a zero-emission system in the future as battery capability advances. Because electric power would be used only for the low-speed portions of each route, charging infrastructure at the landing points would be minimal, but would still be needed. The report notes that converting to an all-electric system would require additional grid capacity at the landing sites, which would require coordination with local utilities and could take up to five years to implement.

Preliminary capital and operating budgets. The preliminary report does not include any costing or budgetary values. This information will be included in the final report. The report notes that costing will differ from previous studies due to the upgraded service levels for each route; the need for two vessels for the Kenmore route; the shoreside charging infrastructure needed to support plug-in hybrid technology; and the operating costs of plug-in hybrid vessels. 

The report notes that the Kenmore route assumes two vessels and the Ballard route assumes one vessel. Both routes assume the presence of an additional, back-up vessel. Staffing needs would include three crew members for each vessel, a Port Captain for the Ballard route, three full-time maintenance personnel for the Kenmore routes, and two full-time maintenance personnel for the Ballard route.

Other details necessary to prepare for implementation of the routes by the Council. The report notes that additional information on water taxi system integration and prioritization, additional environmental considerations, stakeholder engagement, and funding scenarios may be needed.

The preliminary report notes that it does not cover how these potential water taxi routes would be prioritized across all King County transit services. Additional analysis using Metro’s adopted Service Guidelines[footnoteRef:26] would be required. [26:  Ordinance 19367] 


As transmitted, the preliminary report complies with the requirements of the proviso. The final water taxi expansion report is due to the Council by June 30, 2022.

ATTACHMENTS

1. Proposed Motion 2021-0455 
2. Transmittal Letter
3. Summary Presentation
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