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First Follow-Up on Vanpool Audit 

Metro Transit Mobility Services (Mobility Services) has ended an inequitable, costly, and risky 

element of its personal use policy; begun reducing risks identified in our audit; and begun 

planning for the impacts of the electrification of its fleet. Mobility Services ended its “excess use 

authorization,” which allowed volunteer drivers to use county vehicles for up to 40 miles of personal use 

each month. By removing this authorization, Mobility Services aligned its personal use policy with 

accepted best practices, reduced program costs, eliminated unnecessary risks, and reduced inequitable 

treatment of program participants. In July 2024, Mobility Services hired a risk specialist, increasing its 

capacity to address risks inherent in the program and related to fleet electrification efforts. Mobility 

Services is currently working to address several of these risks, including analyzing the impact of 

electrification on costs, ridership, and risk; refining and updating its point system to better identify risk 

factors among volunteer drivers; and collecting and analyzing additional ridership and telematics data to 

proactively address various program risks. 

Implementing the remaining recommendations will improve Mobility Services’ ability to identify 

and respond to program risks and ensure it can provide services to priority populations. Mobility 

Services has made substantial progress on most recommendations relating to program risk management. 

Completing these recommendations will require intentional planning and documentation to ensure that 

current efforts are carried forward. Additionally, Mobility Services has not made progress on creating 

actionable equity goals, which reduces its ability to serve priority population in support of county equity 

goals in its transition to a zero-emissions fleet. 

Of the 15 audit recommendations: 

2 

DONE 

8 

PROGRESS 

5 

OPEN 

FULLY IMPLEMENTED 

Auditor will no longer 

monitor. 

PARTIALLY IMPLEMENTED 

Auditor will continue to 

monitor. 

REMAIN UNRESOLVED 

Auditor will continue to 

monitor. 

See details below for implementation status of each recommendation. 
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Recommendation 1  OPEN  

 
Metro Transit Mobility Services should develop, document, and implement a plan to create 

a more affordable Vanpool program fare option that is sustainable without reliance on 

grant funding. 

 STATUS UPDATE: In late 2024, Mobility Services expanded its reduced fare pilot to provide 

reduced fares to all income-qualified applicants who live or work in King County. The pilot ended 

in June 2025, and Mobility Services staff are currently compiling information to help evaluate the 

pilot and guide next steps. Mobility Services has not completed a plan to create a more affordable 

Vanpool program fare option, nor has it pursued non-grant funding for the reduced fare program, 

meaning that its financial sustainability is uncertain. Mobility Services leadership has indicated it 

intends to begin this planning within the next few months. Until Mobility Services completes this 

recommendation, it risks being unable to serve low-income residents. 

 

Recommendation 2  OPEN  

 
To better focus limited resources, Metro Transit Mobility Services should update and 

document its strategic plan's equity objectives to be specific, measurable, attainable, 

relevant, and timely. 

 STATUS UPDATE: Mobility Services has not begun updating its strategic plan’s equity objectives 

due to delays caused by unexpected changes in its operating environment. Until Mobility Services 

completes this recommendation, the lack of clear equity objectives may hinder progress in 

improving program equity.  

 

Recommendation 3  OPEN  

 
Metro Transit Mobility Services should develop and document performance measures and 

targets for its equity goals, regularly assess progress toward meeting the targets, and make 

necessary adjustments. 

 STATUS UPDATE: Mobility Services has not begun developing or documenting performance 

measures for its equity goals. Mobility Services management indicated that this work may be 

delayed beyond its original estimated completion date (second quarter of 2026) due to the delays 

in creating equity goals as part of Recommendation 2.  
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Recommendation 4  PROGRESS  

 
Metro Transit Mobility Services should document and implement a plan to analyze the 

impact of electrification on cost and fares, ridership and accessibility, and risk. The plan 

should incorporate a method to update the analysis as new information becomes available. 

 STATUS UPDATE: Mobility Services has begun analyzing the impact of electrification on its 

operations, including costs, ridership and accessibility, and risk. Current analyses focus on the 

costs of electrifying its fleet, charging infrastructure availability, and the risks of deploying electric 

vehicles in a dynamic landscape. Mobility Services has not created a plan to guide analysis of 

electrification’s impact on cost and fares moving forward, nor does it have concrete plans to 

update them as new information becomes available. 

WHAT REMAINS: To complete this recommendation, Mobility Services should create a plan to 

guide the analyses of electrification impacts it is already making and analysis it has not yet done. 

 

Recommendation 5  PROGRESS  

 
Metro Transit Mobility Services should assess and regularly update the impact of Vanpool 

program fleet electrification on progress toward county environmental and equity goals. 

Metro Transit Mobility Services should communicate its assessment to Metro Transit 

leadership. 

 STATUS UPDATE: Mobility Services has begun assessing the impact of Vanpool fleet electrification 

on some county environmental and equity goals. Mobility Services’ plans for fleet electrification 

have incorporated county equity goals by identifying and prioritizing Vanpool groups serving 

priority populations for electric vehicles when possible. Mobility Services’ current assessment of 

impacts is still in the early stages of development and not easily shared with Metro Transit 

leadership. 

WHAT REMAINS: To complete this recommendation, Mobility Services should formalize its 

assessment of its fleet electrification efforts on county environmental and equity goals and share 

updates with Metro Transit leadership on a regular schedule.  
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Recommendation 6  OPEN  

 
Metro Transit should use the information gathered as part of Recommendation 5 to inform 

its zero emissions strategy. 

 STATUS UPDATE: Metro Transit has not used the information gathered as part of 

Recommendation 5 to inform its zero emissions strategy. 

 

Recommendation 7  PROGRESS  

 
Metro Transit Mobility Services should refine the point system based on risk to ensure 

consistency in application and to align points with the relative risks of the violations. 

 STATUS UPDATE: Mobility Services has drafted updates to its point system to improve consistency 

in application and better align points with the relative risks of violations. Mobility Services 

leadership indicated it is currently reviewing the updates to the point system. Until Mobility 

Services finalizes and implements these updates, the point system will continue to be based on 

outdated and conflicting categories, decreasing staff’s ability to manage risks created by volunteer 

drivers. 

WHAT REMAINS: To complete this recommendation, Mobility Services should finalize and 

implement updates to its point system. 

 

Recommendation 8  DONE  

 
Metro Transit Mobility Services should hire a risk specialist. 

 STATUS UPDATE: Mobility Services hired a risk and safety program manager in July 2024. 

IMPACT: By completing this recommendation, Mobility Services has created additional capacity to 

identify and address risks to its fleet and program operations. 

 

Recommendation 9  PROGRESS  

 
Metro Transit Mobility Services should ensure that data systems support proactive risk 

monitoring such as cost per driver, per vehicle/group, and per incident category over time. 

 STATUS UPDATE: Mobility Services has begun updating its enterprise risk database to track data 

enabling proactive risk monitoring, standardizing data collection efforts, and updating its 

dashboards and analyses to include the new data. Mobility Services has not yet imported the new 
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data into its reporting or identified the key indicators to monitor. Until the new data is 

incorporated into reporting and used in decision-making, Mobility Services’ proactive monitoring 

and response to relevant risks will be incomplete. 

WHAT REMAINS: To complete this recommendation, Mobility Services should identify key 

indicators for proactive risk monitoring and ensure that its risk monitoring system and analyses 

incorporate these indicators. 

 

Recommendation 10  PROGRESS  

 
Metro Transit Mobility Services should regularly monitor the metrics in Recommendation 9 

and respond to patterns that emerge. 

 STATUS UPDATE: Mobility Services created new metrics to proactively monitor risk. The new 

metrics are limited and do not incorporate the additional data gathered as a result of 

Recommendation 9. The new metrics are a first step toward a more complete, proactive risk 

monitoring system, but more work remains. 

WHAT REMAINS: To complete this recommendation, data should include elements from 

Recommendation 9 and should regularly monitor and respond to emerging patterns. 

 

Recommendation 11  PROGRESS  

 
Metro Transit Mobility Services should identify, document, and implement appropriate 

controls or incentives to ensure Vanpool volunteer drivers report unexplained damage 

incidents in a timely manner. 

 STATUS UPDATE: Mobility Services has drafted updates to its point system to encourage volunteer 

drivers to self-report damage to vehicles. Point system updates have not yet been formally 

adopted. Until Mobility Services formally adopts the updates and communicates them to drivers, 

some volunteer drivers will continue to report unexplained damage incidents in an untimely 

manner or not at all. This may mean that damaged county vehicles will spend more time on the 

road, which increases vehicle repair costs and the risk of participants riding in unsafe vehicles. 

WHAT REMAINS: To complete this recommendation, Mobility Services should finalize and adopt 

its updated point system and communicate the relevant changes to volunteer drivers. 
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Recommendation 12  PROGRESS  

 
Metro Transit Mobility Services should develop a plan for piloting telematics and 

documenting lessons learned to inform future use. This should include plans to proactively 

manage risk, reduce the number of incidents with unexplained causes, and consider what 

data is necessary. 

 STATUS UPDATE: Mobility Services procured a five-year contract with a vendor to provide 

telematics hardware and monitoring support in its fleet. Mobility Services management indicated 

delays in deploying the new electric vehicle fleet have held back incorporation of telematics data 

into Mobility Services’ existing systems at a large scale. Until telematics data is used to inform 

operations, Mobility Services’ proactive fleet risk management will remain limited. 

WHAT REMAINS: To complete this recommendation, Mobility Services should collect telematics 

data in its existing data systems, incorporate the telematics data into its analyses, and identify 

lessons learned for future use. 

 

Recommendation 13  OPEN  

 
Metro Transit Mobility Services should document and communicate policies and procedures 

for staff who monitor and respond to vehicle misuse. 

 STATUS UPDATE: Mobility Services has not begun documenting policies and procedures to help 

staff monitor and respond to vehicle misuse. Mobility Services leadership indicated it would begin 

this work in the third quarter of 2025. Until Mobility Services completes this recommendation, 

staff will continue monitoring and responding to vehicle misuse in an ad hoc manner, decreasing 

the agency’s ability to collaborate to identify misuse or adapt to staff turnover.  

 

Recommendation 14  DONE  

 
To ensure responsible and equitable use of public funds, Metro Transit Mobility Services 

should revise its personal use policy to bring it into alignment with Washington State 

Transit Insurance Pool guidelines. 

 STATUS UPDATE: Mobility Services updated its personal use policy to exclude driving that is not 

incidental to the commute. Mobility Services communicated these changes with program 

participants. 
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Basil Hariri 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. 

 

 

 

 

 

 

 

 

  

IMPACT: By removing personal use that is not incidental to the commute, Mobility Services has 

reduced risk to fleet vehicles, fuel and maintenance costs, and inequitable treatment of program 

participants. It has also aligned its personal use policy with best practices used by other programs 

around the state. 

 

Recommendation 15  PROGRESS  

 
Metro Transit Mobility Services should assess and document the feasibility and trade-offs of 

reporting system options that allow volunteer bookkeepers to directly enter vehicle and 

rider information. 

 STATUS UPDATE: Mobility Services has created plans to assess reporting system options. This 

project has not begun but includes plans to include customer and staff feedback to understand 

user needs. Management indicated that this feedback will be collected in the fourth quarter of 

2025 and used in the process of assessing reporting system options. The current reporting system 

is inefficient and vulnerable to data entry errors because it requires Mobility Services staff to input 

ridership data manually. However, Mobility Services leadership expressed that upgrading its 

current reporting system or transitioning to a new one would require substantial investment. Until 

Mobility Services has assessed the feasibility and trade-offs of reporting system options, it will not 

know whether its resources are allocated efficiently. 

WHAT REMAINS: To complete this recommendation, Mobility Services should follow its plan to 

assess the feasibility and trade-offs of reporting system options. 
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