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COMMITTEE ACTION

	Proposed Substitute Motion 2015-0151.2 approving the preliminary report identifying the specific components to be included in the Strategic Technology Roadmap for Transit (STRT), as required by a proviso in the 2015/2016 Budget, passed out of committee on June 16, 2015, with a “Do Pass” recommendation. The motion was amended in committee with Amendment 1 to incorporate additional information from Metro Transit on internal and external drivers, vision, and goals, as well as more detail about how the STRT will address integration with KCIT, financial stewardship, equity and social justice, and regional partnerships and points of integration.



SUBJECT

A motion approving the preliminary report identifying the specific components to be included in the Strategic Technology Roadmap for Transit (STRT), as required by a proviso in the 2015/2016 Budget.

SUMMARY

The Executive’s Proposed 2015/2016 Budget included eleven Transit technology projects totaling $23.6 million in appropriation requests. In reviewing these projects, the Council determined that it would be beneficial for the Transit Division to develop a Strategic Technology Roadmap for Transit (STRT) in order to provide a planned, integrated, and forward-looking understanding of Transit’s technology needs. The Council included a proviso requiring a STRT in the 2015/2016 Budget.

As required by the proviso, the Executive transmitted a preliminary report and outline of the STRT. This proposed motion would approve that preliminary report. An amendment has been prepared to incorporate updated information prepared by the Transit Division following the transmittal of the preliminary report.

BACKGROUND 

King County Metro uses technology systems to plan routes and schedules, collect fares, communicate between the base and buses, provide customers information, and much more. The development of technology applications over time to address different functions has resulted in a multitude of interdependent technology applications, some of which need replacement. For example, the 4.9 Network communications system and the ORCA fare payment system are two major technologies that Metro has identified as needing replacement and is beginning to plan for. Customer demand and market trends also drive technology investments, such as the expectation of customers to be able to use smartphones to track bus arrival information in real time and pay fares.

The 2015/2016 Executive proposed budget included eleven Transit technology projects totaling $23.6 million in appropriation requests. These projects represent less than one-quarter of the $119 million of transit technology investments planned over the next six years[footnoteRef:1] and the 100 potential technology projects that the Transit Division evaluated in developing their 2015/2016 budget request. [1:  According to the 2015/2016 Capital Improvement Program.] 


In considering these projects during review of the 2015/2016 Budget, the Council recognized the need to assess technology needs and developments within the context of Metro’s goals and resources and in relation to how projects integrate with one another and with other regional systems. The Council determined that it would be beneficial for Metro to develop a Strategic Technology Roadmap for Transit to aid Metro and policy makers in planning for and prioritizing technology investments. The Council added Capital Improvement Project 1124887 Strategic Technology Roadmap for Transit with an appropriation of $550,000 and included Proviso P4, Section 129 in the 2015/2016 Budget Ordinance (Ordinance 17941). 

P4 PROVIDED FURTHER THAT:
	Of the appropriation for capital project 1124887, strategic technology roadmap for transit, $25,000 may not be encumbered until the executive transmits the Strategic Technology Roadmap for Transit and a motion that approves the Strategic Technology Roadmap for Transit and the motion is passed by the council.  The motion shall reference the subject matter, the proviso's ordinance, ordinance section and proviso number in both the title and body of the motion.
	The Strategic Technology Roadmap for Transit shall address how technology will be used in the future to support Transit in delivering transit services.  The Strategic Technology Roadmap for Transit is intended to provide a planned, integrated, and forward-looking understanding of the evolving technology needs and solutions over the next five years for transit riders, operations and administration.  The Strategic Technology Roadmap for Transit shall recommend and prioritize technology solutions and identify the integration points of those solutions other transit and county and regional technologies.
	Before transmitting the Strategic Technology Roadmap for Transit, the executive must file a preliminary report identifying the specific components to be included in the Strategic Technology Roadmap for Transit and a draft outline of the Strategic Technology Roadmap for Transit and motion approving this preliminary report by April 1, 2015, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff, the policy director and the lead staff for the transportation, economy and environment committee, or its successor.
The executive must file the Strategic Technology Roadmap for Transit and motion approving it in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff, the policy director and the lead staff for the transportation, economy and environment committee, or its successor. 

The Preliminary Report Identifying the Specific Components to be Included in the Strategic Technology Roadmap for Transit was transmitted on March 30, 2015.

Current Transit Technology Review Process

According to Metro, transit technology projects are currently prioritized by two committees—the Transit Technology Review Committee and Transit Technology Oversight Committee—comprised respectively of technology experts from King County Information Technology (KCIT) and the Transit Division, and Transit Section managers. The review committee provides technical expertise and the oversight committee identifies projects to move forward within the resource constraints of KCIT and the Transit Division. Projects identified to move forward advance to conceptual review which involves the Office of Performance, Strategy, and Budget and the Chief Information Officer evaluating which projects to include in the Executive’s proposed budget.

STRT Development Process

Development of the STRT will guide and inform the Transit Division’s existing technology review process. According to the Transit Division, it will also identify areas where the Transit Division technology review process is not aligned with the KCIT governance process and include recommendations for addressing any gaps to ensure the Transit Division’s processes are consistent with the countywide technology review process and industry best practices.

The STRT will be developed by a consultant specializing in intelligence, including systems design, and infrastructure, including transportation[footnoteRef:2]; with input from Metro and KCIT staff. [2:  http://www.ibigroup.com/about-us/overview/] 


Members of Metro’s Transit Technology Review Committee and Transit Technology Oversight Committee, along with a project manager, will provide steering and oversight for the STRT project. 

The envisioned timeline provided by Metro for the STRT project is:

	Activity
	Start date
	Completion date

	Consultant Engagement
	Dec. 2014
	Jan. 2015

	Preliminary Scoping and Development of Report Outline
	Jan. 2015
	March 1, 2015

	Preliminary Report submitted for Executive Review
	
	March 2, 2015

	Preliminary Report submitted to Council
	
	April 1, 2015

	Internal and External Drivers Identified
	March 2, 2015
	April 30, 2015

	Develop Vision, Goals and Objectives
	April 2, 2015
	May 13, 2015

	Develop Strategies
	April 30, 2015
	May 27, 2015

	Develop near term plan for investments
	May 28, 2015
	June 17, 2015

	Develop Future Initiatives and investments
	May 28, 2015
	June 24, 2015

	Draft STRT available
	
	July 15, 2015

	STRT Submitted to Executive
	
	August 30, 2015

	STRT Submitted to Council
	
	Sept. 30, 2015

	STRT Approval
	
	Nov. 15, 2015



STRT Preliminary Report and Outline

Proposed Motion 2015-0151 would approve the Preliminary Report identifying the specific components to be included in the Strategic Technology Roadmap for Transit. The preliminary report consists of an outline that indicates the subject areas Metro intends to address in the STRT. The outline includes:

· An introduction describing the purpose and scope of the STRT. This section represents Metro’s thinking on how the STRT will be used, why it’s needed, and what questions it will answer.
· The planning environment and context including the relationship of the STRT to other plans as well as internal and external drivers that impact technology decisions. This section represents Metro’s initial thinking of how existing planning documents and internal and external policies and initiatives will lead into the STRT vision, goals, objectives, and strategies.
· The Strategic Technology Vision, which would include a vision, goals and objectives, and strategies. This section is currently undeveloped as Metro had not yet begun developing it at the time of transmittal.
· The Strategic Technology Roadmap, which would include a near term plan for investments and a process for assessing and prioritizing future technology initiatives. This section is currently undeveloped as Metro had not yet begun developing it at the time of transmittal.
· A discussion of recommendations for moving forward. This section is currently undeveloped as Metro had not yet begun developing it at the time of transmittal.

Within the introduction of the outline, the stated purpose is:

“The STRT is part of an ongoing strategic planning process intended to improve the way Metro Transit plans and implements new or changing technologies within the organization. It’s a tool for defining the significant changes from the current business state that are necessary to achieve Metro Transit’s vision.”

The scope of the STRT is to focus on identifying the strategic direction of the transit technology program and the technology and market trends that affect Metro’s technology needs and strategic direction. 

ANALYSIS

Proviso Responsiveness—Not Enough Information to Evaluate Initial Preliminary Report

The proviso required the preliminary report to identify the specific components to be included in the STRT and provide a draft outline. Upon completion, the STRT is required to recommend and prioritize technology solutions and identify the integration points of those solutions with other transit and county and regional technologies. While the preliminary STRT report lists specific components that are intended to be included, too little substance is available in the transmitted document to analyze whether the completed STRT will fully capture the components necessary to recommend and prioritize technology solutions or consider integration with county and regional systems.

As shown in the timeline above, at the time of transmittal, the STRT project team was working to identify the internal and external drivers for transit technology needs. The STRT Vision, Goals, Objectives were not yet developed at the time of transmittal, and therefore the Preliminary Report contains only an outline without substance for those sections. Without a description of how the vision, goals, objectives, and strategies will be developed, and without specific examples of the types of goals Metro plans to use and how those goals will inform strategies and tie in to existing technology projects, Council staff could not analyze whether the STRT is on track to comply with the proviso and the Council’s policy direction.

The following issues within the STRT were not developed at the time of transmittal and have since been addressed by Metro in an updated report provided on June 9, 2015 (note that this updated report is incorporated into Amendment 1): 

STRT Scope: Business/Enterprise System Technology 

Metro, like other divisions of King County government, uses King County enterprise systems to accomplish many business needs, including financial reporting, procure to pay, billing and receipting, payroll and benefits. Metro has both unique and common technology needs related to these systems. For example, the 2015/2016 Budget includes a capital technology project to replace Transit’s outdated, standalone timekeeping system with one that will interface with Peoplesoft, the county’s payroll system. In such cases, integrating systems that collect and process similar data can streamline the data reporting process, saving time, reducing errors, and improving metrics and reporting.

Metro staff has stated that the scope of the STRT would focus on transit technology needs within the Transit Division with less emphasis on overall technology needs such as business and enterprise systems delivered by KCIT. The STRT would incorporate such systems by acknowledging that the Transit Division must be prepared and flexible to mitigate challenges that may arise due to changes in county systems. The STRT would consider such changes as internal drivers that would be assessed for benefits and potential risks.

An area identified as needing further consideration in the STRT is how Metro’s business needs would drive changes in enterprise systems, and how Metro would partner with KCIT to adapt enterprise system technologies to achieve STRT goals. Due to Metro’s size within county government, they are one of KCIT’s largest customers, and their business needs could be considered a key driver in KCIT’s strategic initiatives.

Metro updated the Preliminary Report to include in the STRT scope that it will function as a communication tool for Metro to convey the agency’s business and technology needs to KCIT and other stakeholders (included in Amendment 1).

STRT Structure: Common Use of Strategic Planning Language

It will be important that the STRT uses common definitions contained in K.C.C2.10.020 for strategic planning language such as “vision,” “goals,” “objectives,” and “strategies” to ensure a common understanding among those who use the STRT as well as other county strategic plans. 

Metro provided an updated Preliminary Report that explains and demonstrates how the STRT will use common strategic planning language to convey how technology will be used to deliver on Metro and King County’s strategic planning goals and how Metro’s proposed technology projects will be evaluated and prioritized according to strategic planning goals (included in Amendment 1). The update includes the following draft vision statement:

Metro's technology program supports transit's goals and meets business needs by providing secure, reliable, flexible and cost-effective technology solutions that measurably demonstrate continuous improvement; are intuitive for end-users; deliver accurate and accessible data for a wide range of users and uses; and are integrated with regional transit initiatives.

The updated Preliminary Report also includes several draft goals and objectives which demonstrate Metro’s common use of strategic planning language and thinking regarding the types of goals and objectives the STRT will address. Metro is continuing to develop the vision statement, goals, and objectives, as well as developing strategies to achieve the goals identified in the STRT.

Vision and Roadmap Policy Consideration: Financial Stewardship

In an environment of constrained resources it will be important to understand how financial stewardship and cost containment goals are incorporated into the strategic vision of the STRT as well as how these issues carry forward into project assessment and prioritization process.

Metro provided an updated Preliminary Report (included in Amendment 1) to describe how the STRT will be guided by the goals of the King County Metro Strategic Plan 2011-2021, which includes financial stewardship. Metro also noted that the evaluation process for new technology projects will address financial considerations and a discussion of how financial stewardship will be adhered to.

Vision and Roadmap Policy Consideration: Equity and Social Justice

According to the Executive’s transmittal letter, the STRT addresses the following determinants of Equity and Social Justice (ESJ): 

· Transportation that provides everyone with safe, efficient, affordable, convenient and reliable mobility options including public transit, walking, carpooling and biking. 

· Equity in County practices that eliminates all forms of discrimination in County activities in order to provide fair treatment for all employees, contractors, clients, community partners, residents and others who interact with King County.

At the time of transmittal, it was not yet clear how these issues would be addressed within the STRT. It will be important to understand how Metro will include ESJ considerations within the STRT goals, objectives, strategies, near-term projects, and long-term strategies. It will also be important to identify how ESJ analysis is included within the process that will be identified in the STRT for assessing and prioritizing technology and initiatives.

In the updated Preliminary Report provided by Metro (included in Amendment 1), the STRT scope was updated to include: “providing a framework within which to evaluate technology projects with a focus on meeting programmatic strategic goals such as Equity and Social Justice.”  Metro also described identified looking at ESJ impacts as a component of the “Managing Technology Changes” section.

Further discussion by Metro of how ESJ considerations will fit in to STRT goals, objectives, strategies, and project evaluation process may be warranted within the final STRT.

Regional Partnerships and Points of Integration

The proviso states, “The Strategic Technology Roadmap for Transit shall recommend and prioritize technology solutions and identify the integration points of those solutions other transit and county and regional technologies.” While the Preliminary Report identifies regional partnerships as an external driver affecting Metro’s technology environment, it is not yet clear how the STRT will identify integration points between internal and external technology projects and initiatives and how they will that factor into the investment plan and prioritization process.

Metro provided an updated Preliminary Report (included in Amendment 1) that identifies integration points between internal and external projects as internal and external drivers and describes how the STRT will provide a framework for how regional partnerships and points of integration will be incorporated into the project design and planning process.


AMENDMENT

Amendment 1 would replace Attachment A: Preliminary Report Identifying the specific Components to be Included in the Strategic Technology Roadmap for Transit with an updated Preliminary Report that includes draft internal and external drivers, vision, and goals, as well as more detail about how the STRT will address integration with KCIT, financial stewardship, equity and social justice, and regional partnerships and points of integration.

ATTACHMENTS

1. Proposed Motion 2015-0151 (and its attachments)
2. Amendment 1 with attachments
3. Attachment A updated June 9, 2015—red-line version
4. Transmittal Letter dated March 24, 2015
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