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February 19, 2009

The Honorable Dow Constantine

Chair, King County Council

Room 1200

C O U R T H O U S E

Dear Councilmember Constantine:

As you know, the six transit agencies in the region along with Washington State Ferry System have been jointly developing an electronic fare collection system for use by our customers.  The new system will be called “ORCA – One Regional Card for All” and it is currently anticipated that public use will begin this spring.   

Attached for your approval is an ordinance authorizing the King County Executive to sign the Amended and Restated Interlocal Cooperation Agreement for Design, Implementation, Operation and Maintenance of the Central Puget Sound Regional Fare Coordination System.  

Background:  

On April 7, 2003, the King County Council adopted Ordinance 14598 authorizing the King County Executive to sign an interlocal agreement for the design, implementation, operation and maintenance of the regional fare coordination system.  On April 29, 2003, the Interlocal Cooperation Agreement for Design, Implementation, Operation and Maintenance of the Central Puget Sound Regional Fare Coordination System was signed by authorized representatives of the seven participating agencies:  Community Transit, Everett Transit, King County Metro Transit, Kitsap Transit, Pierce Transit, Sound Transit and Washington State Ferries.  

The original agreement established the roles, responsibilities and obligations of the agencies in their joint undertaking to implement, operate and maintain the Regional Fare Coordination System (to be known as the "ORCA System" during the Operating Phase).  The original agreement established a joint board comprised of a representative from each agency to oversee the activities of the agencies and the administration of the contract with the ORCA System's provider, ERG Transit Systems USA.  

Although the original agreement covered both development and operations, details about the design of the system were not completely known and have evolved during the development phase.  With the benefit of experience and more detailed information gained during the design and implementation of the ORCA System, the agencies determined that the original agreement should be amended to better address the operating phase.  

The Amended and Restated Agreement:   

Under the direction of the joint board, the agencies have been developing a draft of an Amended and Restated Interlocal Cooperation Agreement for Design, Implementation, Operation and Maintenance of the Central Puget Sound Regional Fare Coordination System.  The amended and restated agreement approved by the joint board substantially retains the original language as it applies to the development phase but proposes a number of differences for the operating phase.  

The changes to the agreement are presented below:    

Program Phases:  The amended and restated agreement will cover three phases:  


Development Phase:  Activities associated with the design and implementation of the Regional Fare Coordination System (RFCS).  In most instances, the current agreement language will remain to cover this phase.  The amended and restated agreement will end upon full system acceptance, which is scheduled to occur 6 months after the start of live operations, assuming satisfactory performance.  


Operating Phase:  Activities, policies and practices associated with the ongoing operation of the ORCA System.  In the current agreement, information about operating activities was not provided in much detail.  The amended and restated agreement will include new or revised provisions to cover the activities in the operating phase.  The operating phase is assumed to begin January 1, 2009, for a minimal number of activities and at system launch for others.  Until the amended and restated agreement is approved, the original agreement is governing the interaction between the agencies.  


Transition Phase:  The amended and restated agreement recognizes that there will be overlap between the development and operating phases, essentially from the start of the operating phase until issuance of full system acceptance.  

Operations Phase Resource Requirements:  Based on system requirements, as well as the need to continue to coordinate fare collection activities within the region, a number of activities have been identified as being best provided at a regional level to ensure efficient and effective operations.  The costs of these services will be shared by the participating agencies based on a 
regionally-adopted cost sharing formula, which is intended to be based largely on system transactions.  Five categories of regional services are now proposed and, rather than have one agency provide all of these services for the region, the joint board is proposing that King County Metro Transit and Sound Transit be assigned to provide these services as follows:  

King County Metro:

1. ORCA Operations:  Ensure that day-to-day operations comply with agency requirements to support fare collection. 

2. Regional Mail Center:  Manage the fulfillment of card orders for the region, including management and responsibility for the activity generated by the Web site that will be used by customers to purchase fare products.   

3. Regional Inventory Distribution Center:  Retain and manage the inventory of card stock and distribute to agency sales locations.   

Sound Transit:

1. ORCA Regional Program Administration:  Support the development and implementation of policies and provide administrative support to the ORCA program.  

2. Fiscal Agent:  Centrally manage the funds collected from customers and distribute funds to agencies based on program fare settlement practices.   

The ORCA operations and ORCA regional program administration are new regional services that were not anticipated in the original agreement but are proposed in the draft amended and restated agreement.  The fiscal agent, regional mail center and regional inventory and distribution center regional services were included in the original agreement but are more fully defined in the amended and restated agreement.   

Definitions:  A number of new definitions are included in the amended and restated agreement to incorporate terminology and organization structure associated with the Regional Fare Coordination System as it moves into the operating phase and becomes known as the "ORCA System."  

Agency Responsibilities:  Ongoing agency participation is critical to the day-to-day success of the system and the amended and restated agreement includes a comprehensive list of the individual agency responsibilities. 

Exhibits:  The amended and restated agreement includes a number of exhibits that did not exist at the time that the original agreement was approved.  In many instances these exhibits represent the details of the system operation, including certain policies/practices that require consistency across the agencies.  The amended and restated agreement continues to provide the joint board with the authority to change or modify exhibits.   

Attached is the “Amended and Restated Interlocal Cooperation Act for Design, Implementation, Operation and Maintenance of the Central Puget Sound Regional Fare Coordination System”.  When approved by the governing boards of the seven participating agencies, this agreement will supersede the agreement approved in April 2003.   

Please feel free to contact Kevin Desmond, General Manager of the Metro Transit Division, at 

206-684-1619, if you have any questions.

Sincerely,

Ron Sims

King County Executive

Enclosures
cc: 
King County Councilmembers 
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