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We are here to talk about when the ST Operations Department 
gets involved in System Expansion Projects, our roles and 
responsibilities, how we ensure quality, safety and system 
performance are top of mind when it comes to bringing any 
new assets online into a Revenue Service environment. 

W hy Are  W e Here
W hat is  Operations Role in System 
Expansion Projects?



W hen Opera t ions  is  Eng ag ed  
in  Sys t em Expansion

• Develop Operational 
Readiness Framework

• Testing and 
Commissioning Plan

• Staffing Plan

• Start-Up Budget 
Development

• Training Plan 
Developent
• T2O Plan Development

• T2O Closeout Meetings

• Asset Data Collection

• O&M Manual Review

• Set Operational 
Requirements

• Training Plan 
Development

• Training

• Receive Deliverables

• Conduct Integrated 
Operational Trials and 
Simulations

• Lessons Learned 
• Design Review • Agreements with Municipalities

• Systems Integrated 
Testing Coordination



Ensuring  Opera t iona l 
Read iness

Mapping Operational Elements  and Decisions Along 
Project  Lifecycle



Key Teams in  Opera t ions  
Support ing  Sys t em Expansion

Bringing Value

Operations Transit  
Expansion Division

Operations Readiness and 
Transit ion (ORAT) Division

The Transit Expansion team within Operations manages the 
critical role of ensuring operational expertise is applied to 
capital expansion projects. This helps ensure expansion 
projects are designed and constructed to be maintainable, 
operable, and safe.

ORAT Team ensures that the project is delivering the assets 
and infrastructure as intended, with all deliverables, training, 
and documentation required to maintain Operational 
Readiness for the lifecycle of the assets.

Ensuring we are bringing 
value to the agency is 
critical. We are ensuring the 
system is being built to 
align with our current 
system and current 
concept of operations and 
that the operating model is 
sustainable for its life.



Transit  Expansion Team

After the initial segment and following extensions, it was determined 
that the projects needed more focus on Operational requirements 
from project initiation to ensure that infrastructure and systems 
were being built with future operations in mind.  The Transit 
Expansion team provides dedicated staff with operational expertise 
who are embedded within the projects through planning, design, 
construction and operations transition

About  Trans it  Expans ion
Lessons Learned for Early Ops Involvement

Transit Expansion provides dedicated representatives from 
Operations that allows the rest of the department to focus 
on the primary task of operating a railroad.  This team 
reviews the projects to ensure that final design and 
construction meet the intended purpose for sustainable 
operations for the next 100 year life of the assets. 



ORAT Team and Process

Born out of global infrastructure projects in aerospace, healthcare, 
power, and transportation, Operations Readiness and Transition 
was developed as a series of processes where checks and balances 
are put in place to identify and mitigate risks in a project before 
operational impacts can occur. It’s also a process for assessing 
lifecycle costs and, when brought on early in the program, can help 
avoid costly change orders both during construction and after 
operations commence.

About  ORAT
Global Best  Practice Adoption

An Experienced Team of operations, training and construction 
professionals that develops processes, tools, and resources to 
track key deliverables, documentation, training of staff and accept 
assets on behalf of Operations. The team also develops plans for 
Trials and Simulations to ensure that the project being delivered 
will be sustainable, reliable and meet the Operational Readiness 
goals of the Agency.



Opera t ions  Involvement  in  
Sys t em Expansion

Operational 
Readiness

Key Statis t ics
• 8066 Project Submittals were reviewed by Operations Staff 

in 2022, including design submittals, product submittals, 
O&M Manuals, training plans, asset data & more.

• 142 Punchlist Walks and Activities involved Operations Staff 
in 2022.

• 92 Commissioning and System Integrated Tests were 
witnessed by Operations staff in 2022.

• 87 Trainings were coordinated and conducted for ST and KC 
Rail staff in 2020 & 2021 in support of OMFE and NGLE 
including over 20k staff hours of work

• Operations Staff spent over 200k hours in support of System 
Expansion work in 2022., 1/3 of total staff time.

• It is estimated that over 55 thousand additional assets will 
be transitioned to operations by 2028, all of which must be 
validated and accepted by Operations staff

This is a measurement of 
how ready an organization 
is to bring an new project 
online into active service.  
By defining requirements 
for documentation, training 
and other key deliverables 
that will ensure sustainable 
operations over time



Opera t ions  Involvement  in  
Act iva t ion Phase

• Develop Operational 
Readiness Framework

• Testing and 
Commissioning Plan

• Staffing Plan

• Start-Up Budget 
Development

• Training Plan 
Developent
• T2O Plan Development

• T2O Closeout Meetings

• Asset Data Collection

• O&M Manual Review

• Set Operational 
Requirements

• Training Plan 
Development

• Training

• Receive Deliverables

• Conduct Integrated 
Operational Trials and 
Simulations

• Lessons Learned 
• Design Review • Agreements with Municipalities

• Systems Integrated 
Testing Coordination



Act iva t ion  Phase

Definit ion of 
Rail Activation

Rail Activation Committee & 
Subcommittees 

Rail Activation Committee consists of project personnel 
and key agency personnel from all departments.  
Operations personnel from Transit Expansion and ORAT 
work to lead and support the following 8  Rail Activation 
Subcommittees:

• IT Readiness Subcommittee
• Transition to Operations Subcommittee
• Safety & Security Certification Review Subcommittee
• Bus Rail Integration Subcommittee
• Systems Integration and Testing Subcommittee
• Pre-Revenue Service and Start-up Subcommittee
• Passenger & Community Readiness Subcommittee
• Fire Life Safety Subcommittee

Process in which you take 
final construction work and 
initiate Integrated Testing, 
coordinate agency activities 
all in support of bringing a 
completed constructed piece 
of infrastructure into 
Revenue Service ensuring all 
safety oversight is conducted 
before introducing the public.



W ork Culmina t ing  in t o  Trans it ion  
t o  Opera t ions  & St a r t  of P re-

Revenue  Service

• Develop Operational 
Readiness Framework

• Testing and 
Commissioning Plan

• Staffing Plan

• Start-Up Budget 
Development

• Training Plan 
Developent
• T2O Plan Development

• T2O Closeout Meetings

• Asset Data Collection

• O&M Manual Review

• Set Operational 
Requirements

• Training Plan 
Development

• Training

• Receive Deliverables

• Conduct Integrated 
Operational Trials and 
Simulations

• Lessons Learned 
• Design Review • Agreements with Municipalities

• Systems Integrated 
Testing Coordination



Trans it ion  t o  
Opera t ions
Key Elements

• ST Operations Takes Care Custody and Control of all new Assets
• Project Team no longer has control of the Right of Way
• Track Access is in affect for all new infrastructure
• Project Team acts in a support capacity to Operations

T2O Plan is followed transition new 
assets to operations department. 
ST finalizes maintenance plans for 
all new infrastructure. 

Transition to 
Operations (T2O)

MAINTENANCE 
BY OPERATIONS 
STAFF BEGINS



P R O JECT  KEY A CT IVIT IES  A R E 
VER IFIED  B Y O P ER A T IO N S

Spa re  P a rts  a nd Wa rra nt ie s  
De live re d 

Sa fe ty Ce rt ifica t ion 
Cons truc t ion Conform a nce , 

Dra ft  SSCVR Com ple te

Contra c tor P rovide d 
Ma inte na nce  Tra ining  is  

Com ple te

Cons truc t ion a nd P unch Lis t  
work is  com ple te

City a nd P a rtne r O&M a nd 
Us e  Agre e m e nts  a re  

com ple te

P roje c t  Docum e nt  a nd 
De live ra ble s  a re  t ra ns fe rre d 

com ple te  to  Tra ns it ion Libra ry Tra ns it ion to  Ope ra t ions  Com ple te

SIT is  Com ple te  As s e t  Da ta  is  
De live re d Com ple te



O P ER A T IO N S  KEY 
A CT IVIT IES  A R E CO MP LET ED

As s e t  Da ta  is  uploa de d into  
EAMS a nd P M's  a re  

ge ne ra te dOpe ra t ions  a nd Ma inte na nce  
Sta ff is  hire d a nd onboa rde d

City a nd P a rtne r O&M a nd 
Us e  Agre e m e nts  a re  

com ple te

Fa re  Colle c t ion Equipm e nt  
is  ins ta lle d , com m is s ione d 

a nd put  into  s e rvice

SOP 's  a nd SMP 's  a re  
upda te d to  ne w e xte ns ions  

a nd fa c ilit ie s

Ve ndor Contra c ts  a re  
upda te d a nd budge t  is  

a s s igne d



O T H ER  A GEN CY KEY 
A CT IVIT IES  A R E VER IFIED

Te s te d a nd Com m is s ione d s ys te m  
for 100% Func tiona lity to  conduc t  

Em e rge ncy Se rvice s  Fa m ilia riza t ion. Ris k init ia te s  ins ura nce  
for a ll ne w a s s e ts  tha t  

a re  t ra ns it ione d to  
ope ra t ions .

IT Re a dine s s  is  Com ple te
Infos e c  Audit  Com ple te

Inte rna l Sa fe ty Audit  is  
com ple te

Com m unica t ions  be gins  
pa s s e nge r 

com m unica t ions  pla n for 
ne w ope ning

Se curity Sta ff is  hire d 
a nd onboa rde dFa re  Am ba s s a dors  a re  

hire d a nd onboa rde d

P re -Re ve nue  Se rvice  
Com m unica t ion P la n 

de ve lope d for P re -Re ve nue .



Pre-Revenue  
Service  
Schedule & Key Elements

• Operator Training and Certification
• Validation of the System Performance and Operation
• Simulated Service
• Trials and Simulations
• Passenger and Community Readiness for new service

Developed Program and Plan to 
write a detailed Pre-Revenue Plan 
and Schedule.

Pre-Revenue 
Service

PRE-REVENUE 
SERVICE 
DEVELOPMENT



PRE-REVENUE SCHEDULE

The validation period is  pos t operator tra ining and certification and prior 
to the final s imulated s ervice and PCR work that occurs  in the final 30 
days  of s imulated s ervice. Readines s  Review #3 would occur pos t 
validation period.



PRE-REVENUE ACTIVITIES



Sust a in ing  Opera t ions  a ft e r  
ent e r ing  Revenue  Service

• Develop Operational 
Readiness Framework

• Testing and 
Commissioning Plan

• Staffing Plan

• Start-Up Budget 
Development

• Training Plan 
Developent
• T2O Plan Development

• T2O Closeout Meetings

• Asset Data Collection

• O&M Manual Review

• Set Operational 
Requirements

• Training Plan 
Development

• Training

• Receive Deliverables

• Conduct Integrated 
Operational Trials and 
Simulations

• Lessons Learned 
• Design Review • Agreements with Municipalities

• Systems Integrated 
Testing Coordination



MONITOR S YS TEM 
P ERFORMANCE

Ar e  t h e  fa c ilit ie s  s y s t e m s  
o p e r a t in g  a s  d e s ig n e d  a n d  

in t e n d e d  o n c e  t h e  p u b lic  is  
in t r o d u c e d ?  Ve r t ic a l 

Tr a n s p o r t a t io n , Lig h t in g  
e t c .?

Ho w  a r e  IT s y s t e m s  a n d  
In fr a s t r u c t u r e  r e a c t in g  t o  

u s e ?  Is  G TFS o n - t im e ?  Is  t h e  
n e t w o r k s t a b le ?

Is  t h e  SC ADA , BMS, Fir e  
Ala r m  Sy s t e m , Fa r e  

C o lle c t io n , C C TV, a n d  a ll 
o t h e r  r e la t e d  O T s y s t e m s  

o p e r a t in g  a s  in t e n d e d ?  Ar e  
s y s t e m s  s t a b le  a n d  

s u s t a in a b le  fo r  o p e r a t io n s ?

FACILITIES IT SYSTEMS OT SYSTEMSPUBLIC FACING

Is  t h e  s y s t e m  m e e t in g  t h e  
p u b lic  e xp e c t a t io n s  fo r  
Pa s s e n g e r  Exe p e r ie n c e , 

C o m m u n ic a t io n s , a n d  
s e r v ic e  p e r fo r m a n c e .



SYSTEMS BEING 
MONITORED

C r it ic a l In fr a s t r u c t u r e  Sy s t e m s  a r e  
im p o r t a n t  t o  m o n it o r  t h e ir  
p e r fo r m a n c e  a n d  m a ke  im m e d ia t e  
a d ju s t m e n t s  a n d  r e p a ir s  o n c e  y o u  
e n t e r  Re ve n u e  Se r v ic e .  Dis t r a c t io n  o f  
a n o t h e r  P r e - Re ve n u e  Se r v ic e  Pe r io d  
w ill in t e r fe r e  w it h  t h is  c r it ic a l t im e  
a n d  w ill lo w e r  s e r v ic e  q u a lit y  fo r  t h e  
fo r e s e e a b le  fu t u r e .

33 OT SYSTEM
7 IT SYSTEMS
11 ADDITIONAL 

SYSTEMS



MONITOR P EOP LE 
P ERFORMANCE

Ho w  a r e  p e o p le  r e a c t in g  t o  
t h e  n e w  e xt e n s io n ?  Ar e  
d w e ll t im e s  a d e q u a t e  t o  
m e e t  t h e  s c h e d u le . Do  

a d ju s t m e n t s  n e e d  t o  b e  
m a d e  t o  m e e t  e xp e c t a t io n ?

Tr a c k a n d  m o n it o r  
m a in t e n a n c e  s t a ff  a n d  

ve n d o r  p e r fo r m a n c e  a n d  
r e a c t io n  t o  e ve n t s  a n d  

s it u a t io n s  in  n e w  e xt e n s io n  
t e r r it o r y .

Is  Se c u r it y  S t a ff  d e p lo y e d  
w h e r e  t h e y  s h o u ld  b e ?   Ar e  
p o s t  o rd e r s  c o r r e c t  o r  d o  

t h e y  n e e d  t o  b e  a d ju s t e d  t o  
n e w  b e h a v io r  o f  t h e  p u b lic . 

PUBLIC MAINTENANCE SECURITY



SUSTAIN 
RELIABLE 
SERVICE

Continuous 
Improvement

LESSONS 
LEARNED 

Through Lessons Learned ensure that we 
are recording key wins and opportunities 
from project execution and system 
performance and apply those to new and 
upcoming projects.



T H A N K  YO U
ORAT@soundtransit .org
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