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Second Follow-Up on Vanpool Audit 

Since the last follow-up, Metro Transit Mobility Services (Mobility Services) has made progress on 

most of its outstanding recommendations, but it has not fully completed any. Mobility Services has 

worked to address barriers to recommendation implementation, including slow adoption of its electric 

fleet and an outdated data system. For example, Mobility Services has begun making progress on county 

equity goals in its efforts to increase adoption of its electric fleet by reimbursing a portion of home 

electric bills for volunteer drivers who charge their vehicles at home. Mobility Services is also pursuing 

upgrades to its outdated system to enable implementation of updates to its point system, improved 

monitoring, and direct data entry by volunteer bookkeepers. 

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. Since the 

last follow-up, Mobility Services has made progress on most recommendations relating to program risk 

management. However, much of the progress has yet to be fully implemented. 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 populations in support of county equity goals in its 

transition to a zero-emissions fleet. 

 

Two audit recommendations were completed previously. Of the 13 remaining: 

0 
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10 

PROGRESS 

3 

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  PROGRESS  

 
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: Mobility Services has done considerable work to identify and recruit income-

qualified Vanpool participants but has not yet pursued non-grant funding for the reduced fare 

program. 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. This pilot ended in June 2025. 

Mobility Services staff evaluated the pilot and identified barriers to onboarding new Vanpools, 

including institutional distrust, workplace and language barriers, and difficulties finding drivers 

who met current requirements (i.e., Washington state driver’s license and five years of driving 

history). To better recruit low-income residents, the evaluation recommended a review of 

volunteer driver requirements, continuing the pilot on a smaller scale, and a pilot relaunch for 

industries with consistent shifts and entry-level workforces. Mobility Services has indicated it 

intends to launch a new pilot using grant funding in mid or late 2026, but it has not identified 

non-grant funding to support a more affordable option long-term. Until Mobility Services 

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

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

create a more affordable Vanpool program fare option without reliance on grant funding. 

 

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 the equity objectives in its strategic 

plan due to unexpected delays in deploying additional electric vehicles in its Vanpool fleet. 

Mobility Services management indicated that it plans to incorporate learnings from the full 

deployment of electric vehicles (e.g., charger availability in low-income housing) into its future 

equity goals. Until Mobility Services completes this recommendation, the lack of clear equity 

objectives may hinder progress in improving program equity.  
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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 will be 

delayed until it is able to create equity goals as part of Recommendation 2.  

 

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. However, Mobility Services management has indicated that Vanpool groups have 

been reluctant to transition to electric vehicles due to logistical concerns (e.g., lack of available 

charging infrastructure), which has resulted in insufficient information for analysis. Mobility 

Services’ current analysis focuses on these barriers to electric vehicle adoption by riders. Mobility 

Services has not yet 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 as well as 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: Since the last follow up, Mobility Services has continued 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 focusing on addressing 
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barriers to adoption of electric vehicles that may affect lower income riders. For example, Mobility 

Services provides access to several electric vehicle charging networks (e.g., ChargePoint) and 

provides home electric reimbursements to drivers that charge an electric Vanpool vehicle at home. 

Mobility Services’ assessment of fleet electrification on county goals is still in development and 

does not include an understanding of how fleet electrification will impact program costs and fares. 

Mobility Services has a dashboard to share progress on electric vehicle deployment with Metro 

Transit leadership, but it has not shared a broader assessment of impacts. 

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. 

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 yet 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 completed updates to its point system, but it has not yet 

implemented those updates in its information system. Mobility Services management indicated 

that it is exploring avenues to update the point system within the current information system. 

However, Mobility Services is also currently working to substantially upgrade that information 

system. Mobility Services management indicated that it may be unable to update the point system 

until it is able to deploy its upgraded information system (estimated for late 2028). 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 implement the 

updates to its point system. 
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Recommendation 8 August 1, 2025 DONE  

 

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: In the last follow-up period, Mobility Services began 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 this data into its reporting or identified key indicators to monitor. Mobility Services 

management indicated that it planned to use data from the updated point system to inform this 

reporting, but technical delays identified in Recommendation 7 have delayed progress on this 

recommendation as well. Until management incorporates new data into reporting and uses it 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 in the last 

follow-up period but has not made further progress. The new metrics are still limited and do not 

incorporate 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. 
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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 identified and documented, but not yet implemented, 

several controls to ensure Vanpool volunteer drivers report unexplained incidents in a timely 

manner. In the last follow-up period, Mobility Services drafted updates to its point system to 

encourage volunteer drivers to self-report damage to vehicles, including assigning points to all 

volunteer drivers of a vehicle with unexplained damage. However, the point system has not yet 

been formally adopted (as noted in Recommendation 7). Mobility Services has also drafted 

additional policies about unexplained damage incidents for volunteer drivers, as well as email 

templates for communicating with drivers after an unexplained damage incident. Once fully 

implemented, these controls will help ensure volunteer drivers report unexplained damage 

incidents in a timely manner. Until then, damaged county vehicles may 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 unexplained damage policy and communicate relevant changes to 

volunteer drivers. 

 

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: In the last follow-up period, Mobility Services procured a five-year contract with 

a vendor to provide telematics hardware and monitoring support in its fleet. Since then, Mobility 

Services has drafted communications to share with riders about the use of telematics and began 

using telematics information for some specific incidents. Mobility Services management has also 

begun coordinating with other groups at Metro Transit to collaborate on implementation and use 

of telematics. 

WHAT REMAINS: Mobility Services has not developed a formal plan for incorporating the 

telematics data it collects into broader analyses and identifying lessons learned for future use. 
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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. 

Until Mobility Services uses telematics data to inform operations, Mobility Services’ proactive fleet 

risk management will remain limited. 

 

Recommendation 13  PROGRESS  

 
Metro Transit Mobility Services should document and communicate policies and procedures 

for staff who monitor and respond to vehicle misuse. 

 STATUS UPDATE: Since the last follow up, Mobility Services has documented policies and 

procedures for staff who monitor and respond to vehicle misuse.  Mobility Services management 

indicated it recently shared a working draft of these policies and procedures with staff, and that it 

will update the draft as staff implement them. 

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

to its policies and procedures for staff who monitor and respond to vehicle misuse. 

 

Recommendation 14 August 1, 2025 DONE  

 

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 successfully requested funds to upgrade or replace its 

program software (including its reporting system) in the 2026–2027 budget. The budget 

appropriates $6 million to Mobility Services for this work. Mobility Services has begun considering 

options for upgrading or replacing Vanpool program software to enable volunteer bookkeepers 

to directly enter vehicle and rider information online, but it has not yet documented its 

assessment of the feasibility and/or trade-offs of reporting system options. 

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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