KING COUNTY AUDITOR’'S OFFICE

AUGUST 2, 2019

Follow-up on Transit’s Asset Management Program

Transit now has a plan for effectively managing its capital assets, but still lacks a key project
management tool. Transit completed three of four remaining recommendations from our audit of its
Transit Asset Management Program (TAMP), chief among them the development of a robust asset
management plan. However, Transit has still not completed its Capital Management and Reporting
System (CMRS). This system, which Transit planned to complete five years ago, would assist project
managers with managing, budgeting, planning, and executing the capital projects necessary to keep
buses on the road and get passengers where they need to go. In the absence of this system, Transit is
unable to optimize capital project management.

Transit reorganized the structure of its entire capital division in 2018, and was able to complete a
larger body of critical maintenance work than it has in the past. Transit has made asset maintenance
a priority and is making changes that are improving project delivery. In 2018, Transit also clarified TAMP
expenditure proposals in the 2019-2020 budget, which makes it clear what Transit hopes to achieve and
reduces the risk of overbudgeting. In its new asset management plan, Transit established performance
targets and a schedule for assessing its progress.

Of the six audit recommendations:

O o O o
DONE OPEN

Fully implemented Partially implemented Remain unresolved
Auditor will no longer Auditor will continue to Auditor will continue to
monitor. monitor. monitor.

Please see below for details on the implementation status of these recommendations.
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Recommendation 1

Transit should ensure that the Capital Management and Reporting System (CMRS) is fully
integrated with financial and asset management systems and is ready to manage projects in
the 2017-2018 biennium. Transit should further ensure that the CMRS effectively tracks
performance of capital projects as well as offering reporting capability to outside users.

STATUS UPDATE: Implementation of the CMRS system has been significantly delayed. Originally
planned for completion in 2014, the CMRS completion date continues to be pushed out into the
future. Transit explained that the most recent delay was caused by unforeseen activities stemming
from the reorganization of the Transit Division into a department during 2018, and changes to
how projects are listed in the capital improvement plan (CIP). The changes to the CIP were based
on previous recommendations made by the auditor. Transit reported that the initial module (for
budget and planning) is nearing completion. Two other modules, project management and
contractor payments, are in early stages of development.

WHAT REMAINS: Continued delay of this system means that issues with the current approach—
such as inefficiencies and a lack of transparency on capital project performance—uwill continue.
This recommendation will be complete when the CMRS is in place, being used to manage projects,
and has reporting capabilities for decision-makers.

Recommendation 2 DONE @

Transit should develop and document a comprehensive strategy to resolve barriers to asset
maintenance project delivery, including staffing levels, qualifications, organizational culture
and structure, and develop a timeline and description of steps it will take to resolve those
barriers. These steps should be done in time to support the implementation of the 2017-
2018 budget.

STATUS UPDATE: As part of its transition from a division to a department in 2018 and 2019,
Transit reorganized the structure of its entire capital division. Although the recommendation was
implemented later than we anticipated, Transit has completed this recommendation and is actively
addressing the issues that have hindered TAMP projects in the past. Capital projects are now
tracked and managed in a more systematic way, and TAMP projects are within the state of good
repair portfolio. Transit is also hiring new capital program staff to accomplish the body of work
scheduled in all of its capital portfolios. As of spring 2019, Transit was on track to achieve its goal
of accomplishing $22 million worth of work on TAMP projects this year.

IMPACT: TAMP projects provide the infrastructure necessary to maintain the fleet and keep buses
on the road, and getting these projects done on time saves money and improves service. In 2018,
changes at Transit resulted in a higher accomplishment rate on TAMP projects than in previous
years, spending about $21 million of the $26 million it planned. Changes in the staffing and
culture could have impacts beyond the TAMP projects and improve service and outcomes on other
capital investments.
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DONE @
DONE @

Recommendation 3(c) DONE @

Transit should use the opportunity presented by Performance, Strategy and Budget’'s CIP-5
initiative to develop and document methods to reduce the risk of overbudgeting.’

STATUS UPDATE: Transit has fully implemented this recommendation. In the 2019-2020 budget,
Transit eliminated master projects, and created standalone projects for each body of work that it
plans to accomplish during the biennium.

IMPACT: By eliminating master projects, Transit has made it clear what it intends to achieve
through its capital program, and what Transit can be held accountable for by policymakers.
Eliminating the master projects will reduce the risk that more money is being budgeted for the
projects than is necessary, meaning more funds can be directed to other capital needs.

Recommendation 4 DONE @

As we recommended in 2005 and again in 2009, Transit should complete a robust asset
management plan that outlines the agency’s goals, objectives, activities, roles,
responsibilities, and timelines, all of which should be guided by an overarching strategy that
defines an expected level of service the agency is expected to deliver. Transit should begin
by updating its definition of state of good repair and identifying performance metrics that
can demonstrate the effectiveness of its activities.

STATUS UPDATE: Transit completed a robust asset management plan in 2018, called the Transit
Asset Management Manual (TAMM). This document includes a definition of state of good repair
and contains metrics for assessing the effectiveness of asset management activities. In the TAMM,
Transit notes that it plans to meet or exceed regional performance targets, and that it will revise
and update its asset management plan on a regular basis.

IMPACT: Completing an asset management plan gives Transit the tools it needs to track and
monitor performance. With a plan in place, Transit can better manage assets through their
lifecycle, reducing costs and improving operations.

Sean DeBlieck, Principal Management Auditor, conducted this review. If you have any questions or
would like more information, please contact the King County Auditor’s Office at
KCAO@KingCounty.gov or 206-477-1033.

! Transit completed recommendations 3 (a) and 3 (b) in 2016.
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