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SUBJECT: The proposed sale of the Transit Division’s North Lake Union Maintenance Facility and relocation of the maintenance crews 
BACKGROUND: The Executive is seeking authorization to sell a parcel of land adjacent to Lake Union in the Wallingford neighborhood of Seattle. The property is currently occupied by the Transit Division’s North Lake Union maintenance facility (NLU) and has been declared surplus on condition that the maintenance crews can be relocated elsewhere as part of the sale.  

There was an initial discussion of this proposal at the Capital Budget Committee’s April 19th meeting at which time committee staff identified several issues requiring further analysis centered on the question: If the Lake Union facility is to be sold, is the purchase of land and construction of a replacement maintenance facility among the highest spending priorities in the Transit Capitol Program, or are there more cost effective strategies for relocating the maintenance crews? To determine if alternative relocation scenarios would free-up more of the sale proceeds to be spent on other transit capital needs, staff analysis has focused on several questions:

· What is the dollar value of the proposed property sale?

· What size facility do the maintenance crews need?

· If they are to be relocated, where should the maintenance crews be based to minimize travel time-related operating costs?

· Are there suitable county-owned sites that could accommodate the maintenance crews at a significant cost savings?

Dollar Value of the Touchstone Proposal

Respondents to the RFP for the NLU property sale were given the opportunity to propose a cash-only purchase, a cash-and-replacement-facility purchase, or both. Since the Touchstone Corporation submitted a cash-and-replacement-facility offer only, it is difficult to gauge how much could be saved by declining the offer of a new facility and, instead, relocating the maintenance crews to an existing county-owned site. The Transit Division has estimated that if King County, rather than Touchstone, were to develop the proposed 23,000sf replacement facility, it would cost between $5M and $7.7M.  To evaluate that estimate, committee staff has requested cost information on recent, comparable county projects. 

Replacement Facility: Location, Crew Travel Time, and Operating Costs

The location of a maintenance facility will determine the time required for the crews to travel to-and-from their worksites: primarily bus shelters, park & ride lots, bus bases and transit centers. This unproductive “deadhead” time contributes to the annual operating costs of the maintenance crews. Using sample work routes of the various crews (example attached), the Transit Division’s consultants found that:

· travel times, and consequently operating costs, would decrease if the maintenance facility were moved from Lake Union to the Atlantic/Central Bus Base at the south edge of downtown Seattle, and 

· moving the crews to the Touchstone replacement facility, ninety blocks north of the Lake Union facility, would incur higher annual operating costs than either Lake Union or the Atlantic/Central Base.

When asked at the April 19th CBC meeting why it was proposed that the maintenance crews be moved to a facility further from their worksites, the Transit Division representative offered an August 2005 consultant’s report on projected transit facility growth. The report posed, and attempted to answer, the question, “Given the future distribution of transit facilities by 2025, which subarea would pose the optimal location for a new Facilities Maintenance worksite?” Staff analysis of this new information has identified several issues with the consultant’s report:

· Rather than basing its analysis upon a representative sampling of crew work routes, which was the methodology previously used to gauge the operating cost impact of crew travel times, the report considers only whether the maintenance facility is in the same subarea as the greatest number of maintenance crew worksites. After finding the highest concentration of worksites in the West Subarea, the consultant concluded that the Touchstone replacement facility site was acceptable because it too was in the West Subarea. Transit subareas (map attached) were created for purposes of measuring the geographic distribution of bus service. They are ill-suited for use in siting a maintenance facility. To assert that any potential location is optimal by virtue of its sharing a subarea with a majority of the facilities to be maintained leaves unaddressed issues such as: the road network and long-term traffic bottlenecks, the actual mileage to be traveled by crews with worksites in all three subareas, and the possibility that a site outside, but adjacent to, the prime subarea is more centrally located relative to the worksites than the proposed site. 
· The analysis significantly understates the planned expansion of transit facilities that will become future maintenance crew work sites. The inventory of bus shelters is assumed to grow at the rate of nine per year over the next twenty years. To accomplish this, the Transit Division would need to scale-back its shelter program which has recently been growing at a net rate of thirty shelters per year and has a waiting list of 481 bus zones that have qualified for shelters. 
Maintenance Crew Space Needs
Staff continues to analyze the assumptions behind the space programming that produced the proposed 23,000sf building on a 2.1-acre site. These assumptions include space to accommodate:

· additional maintenance crews in the future;

· archive storage, and

· minor carpentry and sign installation activities.

Crew Relocation Alternatives

The Transit Division’s July 2005 alternatives analysis identified two relocation scenarios that involve existing Transit properties and appear to be less-costly than the proposed Touchstone replacement facility. Staff continues to work with the Transit Division to refine the cost estimates for these alternatives. To the extent that further analysis of the space programming assumptions identifies opportunities to reduce the size of the Touchstone facility, the cost of the alternative relocation scenarios would be reduced correspondingly.

At the April 19th meeting of the Capital Budget Committee, staff suggested another county-owned site that might accommodate the transit maintenance crews: the Parks & Recreation Division’s Sunset Maintenance Facility in North SeaTac Park (photo attached). A subsequent site visit and discussion with Parks & Recreation Division staff furnished more information on this alternative:
· one of the three main buildings and a large portion of the 4-acre site is vacant and fenced-off.
· The facility appears capable of accommodating all or a portion of the Lake Union crews since the number of parks maintenance personnel based at the Sunset Shops has been reduced in recent years and a substantial amount of interior space is devoted to storage of swimming pool maintenance supplies and similar materials which could be consolidated or possibly stored elsewhere.
· The Parks & Recreation Division has no immediate plans to further reduce staffing or vacate the Sunset Shops but is considering how to respond in the near-term as King County continues to transfer urban area parks to cities causing the remaining Parks maintenance crews to travel further from the Sunset Shops to their worksites.
· The two buildings currently in use are relatively old but appear to be structurally sound.
· Substantial improvements would be required to make the buildings suitable as a long-term base for transit maintenance crew. 

· Alternatively, most of the four-acre site is vacant and suitable for construction of new buildings.
· There is significant soil contamination on the southern (fenced-off) portion of the site which was a U.S. military facility prior to the County assuming ownership. Much of the contaminated soil was removed and monitoring wells were installed at County expense in the 1980s. 

Next Steps:  
Staff continues its analysis, working with Executive staff to:
· refine the replacement facility cost estimates in order to better gauge the value to the county of the Touchstone Corporation proposal, and 
· identify the potential of alternative crew relocation sites, including the Parks & Recreation Division’s Sunset Maintenance Facility.
To provide a basis for gauging the potential benefit of the crew relocation alternatives, the committee may wish to request that the Executive obtain all-cash proposals from the RFP responders.
INVITED:
Kevin Desmond, General Manager, Transit Division

Dave Crippen, Managing Engineer, Design and Construction Section, Transit Division
ATTACHMENTS:
1. North Facilities Building Program & Mileage Study (January 2004), page 106, Eastside Shelters
2. Technical Report, Projected Transit Facility Growth 2005-2025, page 2, map, Extent of Services – Facilities Maintenance

3. Aerial Photo, Sunset Maintenance Facility, Parks & Recreation Division
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