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Why Are We Here

What 1s Operations Role in System
Expansion Projects?

We are here to talk about when the ST Operations Department
gets involved m 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.




Pre-Project

Development
Fhase

Initiate

When Operations 1s Engaged
In System Expansion

Phase Design & Construction Phase

Operate &
Maintain

helect Complete Establish Launch Pre-revenue Revenue Closeout
delivery environmental/ baseline Activation for Service | Service

method enter design & Service Transfer of

construction Readiness Care & Custody
&3IT
* Set Operational e Start-Up Budget <« T20 Closeout Meetings * Receive Deliverables
Requirements Development * Systems Integrated
 Asset Data Collection Testing Coordination

* Develop Operational * Staffing Plan

Readiness Framework  O&MManual Review

* Conduct Integrated

* Training Plan Traini Operational Trials and
. * Traming Plan
* Testing and Developent Simulations
L Development
Commissioning Plan * T20 Plan Development e Tessons Learned
* Training

* Design Review * Agreements with Municipalities



Ensuring Operational

Readiness

Mapping Operational Elements and Decisions Along
Project Lifecycle

Organization and Setup
Gap Analysis and
. Development / Revision

Process

_ Familiarization and
Concept of Operations Define Training

. Design Criteria

Initiate Contract .
Development &
Procurement
Processes

Integrate Construction & Substantial Completion

Operational Readiness Schedules

Continuous Operations
Management

. *Project
Interfacing
* Utility Requests

* Operational Posture
* Operational Resilience

Handover
‘gerificati on

Start Field Verifications of
Ops Essential Hard Radtors

Validation
.Transfenr
Transition

Stakeholer Engagement: Feedback M anagement, Progress Reporting, and Validation Activities

Construction > Transiﬁnr) Operations
0 perational R eadiness Management, Construction Alignment, and E xecutive Progress Heporting
. takehold Postmortem
reliminary stakenolaer Contingency .
Interviewing Planning Feedback Post-Opening and
Management Ramp-up Support
Familiarizatior
Situational Awareness and Training
and Assessment of Map Essential Planning . Service Launch /
Operational Impacts Elements to Core Plan . ¢! Revenue Operations
® Processes / Operational pansferﬁ Early and
_ B _ Functions ranstion  gasic Trials
Project Definition, |dentify Core Processes Execution

Business Case &
Selection

/ Operational Functions .

Stakeholder Operational
Design Reviews

Operational Testing
and Tral Planning

Advanced and Integrated
Trials Execution



Key Teams in Operations
Supporting System Expansion
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Bringing Value

Ensuring we are bringing
value to the agency is
critical. We are ensuring the
system 1s bemng built to
align with our current
system and current
concept of operations and
that the operating modelis

sustainable for its life.

Operations Transit

Expansion Division
The Transit Expansion team within Operations manages the
critical role of ensuring operational expertise 1s applied to
capital expansion projects. This helps ensure expansion

projects are designed and constructed to be mamtainable,

operable, and safe.

_C Operations Readiness and
Tran sition (ORAT) Division
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 ofthe assets.



About Transit Expansion

Lessons Learned for Early Ops Involvement

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 bemg 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

Transit Expansion Team

Transit Expansion provides dedicated representatives from
Operations that allows the rest ofthe 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 sustamnable

operations for the next 100 year life of the assets.
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About ORAT

Global Best Practice Adoption

Born out of global imfrastructure 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.

ORAT Team and Process

An Experienced Team of operations, traming and construction
professionals that develops processes, tools, and resources to
track key deliverables, documentation, training of staffand accept
assets on behalfof 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 ofthe Agency.
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Operational
Readiness

This 1s a measurement of

how ready an organization
1s 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

......

Operations Involvement 1n
System Expansion

Q

Key Statistics

8066 Project Submittals were reviewed by Operations Staff
in 2022, including design submittals, product submittals,
O&MManuals, training plans, asset data &more.

142 Punchlist Walks and Activities mvolved Operations Staff
in 2022.

92 Commissioning and System Integrated Tests were
witnessed by Operations staffin 2022.

87 Tramings were coordinated and conducted for STand KC
Rail staffin 2020 &2021 in support of OMFE and NGLE
including over 20k staffhours of work

Operations Staff spent over 200k hours in support of System
Expansion work in 2022., 1/3 oftotal stafftime.

It 1s 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



Pre-Project
Development
Fhase
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Operations Involvement in
Activation Phase

Operate &
Maintain

Initiate Select Complete Establish Launch Pre-revenue Revenue Closeout
project delivery environmental/ baseline Activation for Service / Service
method enter design & Service Transfer of
construction Readiness Care & Custody
&3IT
e Set Operational e Start-Up Budget <« T20 Clogeout Meetings * Receive Deliverables
Requirements Development * Systems Integrated
e Asset Data Collection Testing Coordination

* Develop Operational * Staffing Plan

Readiness Framework  O&MManual Review

* Traming Plan o
* Traming Plan

* Testingand Developent
Commissioning Plan * T20 Plan Developfment

Development Simulations

* Design Review e Agreements with Municipalities * Iraming

* Conduct Integrated

Operational Trials and

e Jessonslearned
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Definition of
Rail Activation

Process i which you take
final construction work and
initiate Integrated Testing,
coordiate agency activities
all in support ofbringing a
completed constructed piece
of mfrastructure into
Revenue Service ensuring all

safety oversight is conducted

before mtroducing the public.

Activation Phase

P/ \ N

amm Rail Activation Committee &
ey

w»y 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:

* [TReadmess Subcommittee

* Transition to Operations Subcommittee

* Safety &Security Certification Review Subcommittee

* Bus Rail Integration Subcommittee

e Systems Integration and Testing Subcommittee

* Pre-Revenue Service and Start-up Subcommittee

* Passenger &Community Readiness Subcommittee

* Fire Lufe Safety Subcommittee



Pre-Project

Development
Fhase

GATES

Project Development Phase Design & Construction Phase

Work Culminating into Transition
to Operations & Start of Pre-
Revenue Service

e Asset Data Collection Tepting Coordmation
e O&MManual Review

* Traming Plan

* Develop Operational * Staffing Plan

Readiness Framework Training Plan

* Testing and Developent
Commissioning Plan * T20 Plan Development

Development Simulations

* Design Review * Agreements with Municipalities * lraining

* Conduct Integrated

Operational Trials and

e Tessons Iearned

Operate &
Maintain

Initiate Select Complete Establish Launch Pre-revenue Revenue Closeout
project delivery environmental/ baseline Activation fao Service / Service
method enter design & Service Transfer of
construction Readiness Care & Custg/
&
* Set Operational e Start-Up Budget <« T20 Closeout Meetings * Receive Deliverables
Requirements Development * Systems Integrated



Transition to
Operations

Key Elements

DT
i
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Transition to
Operations (T20)

* ST Operations Takes Care Custody and Control of allnew Assets
* Project Team no longer has control ofthe Right of Way
* Track Access is in affect for allnew infrastructure

* Project Team acts in a support capacity to Operations

MAINTENANCE
BY OPERATIONS
STAFF BEGINS

T20 Plan 1s followed transition new
assets to operations department.
ST finalizes maintenance plans for

all new infrastructure.



PROJECT KEY ACTIVITIES ARE
VERIFIED BY OPERATIONS

TEST
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00 ﬂ .
AvVvEVER Asset Data 1s SIT is Complete
Contractor Provided Delivered Complete
Maintenance Training 1s
Complete

Spare Parts and Warranties J L
Delivered
>

, | Safety Certification
Construction and Punch List e Construction Conformance NN
K i lete - ’
work is comple (% Draft SSCVR Complete
—

&

NN Project Document and

City nP artner O&M and Deliverables are transferred
. Use Agreements are complete to Transition Library
NN \Eomplete

Transition to Operations Complete




OPERATIONS KEY
ACTIVITIES ARE COMP

% Asset Data 1s uploaded into
2> EAMS and PM's are
Operations and Maintenance generated

ED

Staff 1s hired and onboarded

Fare Collection Equipment
1s installed, commissioned

and put into service @
u A
\ C1ty and Partner O&M and ‘ - 0
=  Use Agreements are e
N N

% —

complete & Vendor Contracts are
)3 updated and budget is
assigned

SOP's and SMP's are
updated to new extensions
and facilities



OTHER AGENCY KEY
ACTIVITIES ARE VERIFIED

RN

L Pre-Revenue Service
Tested and Commissioned system .
Communication Plan

for 100% Functionality to conduct develoned for Pre-R
Emergency Services Familiarization. cveloped Tof Bre-Revenue. Risk initiates insurance

for all new assets that
are transitioned to
operations.

IT Readiness 1s Complete

: Communications begins
Infosec Audit Complete Y S

passenger
communications plan for

/’j ‘ new opening
Vs - Security Staff is hired

Fare Ambassadors are Internal Safety Auditis and onboarded
hired and onboarded complete




Pre-Revenue
Service

Schedule & Key Elements

* Operator Traming and Certification

Validation ofthe System Performance and Operation

i
i pamaienTes thrive

Simulated Service

Trials and Simulations

Passenger and Community Readiness for new service

PRE-REVENUE
SERVICE
DEVELOPMENT

Developed Program and Plan to

write a detailed Pre-Revenue Plan
and Schedule.

Pre-Revenue
Service
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SOUNDTRANSIT

PRE-REVENUE SCHEDULE

Transition to Operations Pre-Revenue Service (Anticipated 120 Days For 2 Line ELSL)

Rail Card Holder Training and Certification
(Operator Training)

Simulated Service

Readiness Review #2 Occurs
Prior to Start of Pre-Revenue Simulated Service - Validation
Service and Ops Care and Period
Custody

Final Simulated Revenue

Service - Prep for
Open

Service

* Readines Review 3
(RSD Decision)

The validation period 1s post operator traming and certification and prior
to the fmal simulated service and PCR work that occurs m the fmal 30
days of simulated service. Readiness Review #3 would occur post

validation period.



PRE-REVENUE ACTIVITIES
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Pre-Project
Development
Fhase
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Sustaining Operations after
entering Revenue Service

Initiate Select Complete Establish Launch Pre-revenue Revenue
project delivery environmental/ baseline Activation for Service / Service
method enter design & Service Transfer of
construction Readiness Care & Custod
&3IT
e Set Operational e Start-Up Budget <« T20 Closeout Meetings * Receive Deliverables
Requirements Development * Systems Integrated
* Asset Data Collection Testing Coordination

* Develop Operational * Staffing Plan

Readiness Framework  O&MManual Review

: * Traming Plan
* Testing and Developent Simulations

Commissioning Plan * T20 Plan Development Development

* Design Review e Agreements with Municipalities * Iraming

Operate &
Maintain

Closeout

* Conduct Integrated

* Training Plan Operational Trials and

e Jessonslearned



S  MONITOR SYSTEM
PERFORMANCE

Is the SCADA , BMS, Fire
How are IT systems and Is the system meeting the Alarm System, Fare
Infrastructure reacting to public expectations for Collection, CCTV, and all

Are the facilities systems
operating as designed and

intended once the public is use? Is GTFS on-time? Is the Passenger Exeperience, other related OT systems

: - : : : : :
introduced? Vertical network stable? Communications, and operating as intended? Are

Transportation, Lighting service performance. systems stable and

() . .
cetc.: sustainable for operations?

FACILITIES § PUBLIC FACING OT SYSTEMS




SYSTEMS BEING

Critical Infrastructure Systems are
important to monitor their 7 IT SYS’IM
performance and make immediate

adjustments and repairs once you

enter Revenue Service. Distraction ofy 11 1AxDDITIONAL

another Pre- Revenue Service Period
will interfere with this critical time

and will lower service quality for the

foreseeable future.




o  MONITOR PEOPLE
PERFORMANCE

SOUNDTRANSIT

@

How are people reacting to
the new extension? Are
dwell times adequate to
meet the schedule. Do
adjustments need to be

made to meet expectation?

PUBLIC

N
{l
&
.

Track and monitor
maintenance staff and
vendor performance and
reaction to events and
situations In new extension
territory.

MAINTENANCE

Is Security Staff deployed

where they should be? Are
post orders correct or do
they need to be adjusted to
new behavior of the public.

SECURITY



SUSTAIN
RELIABLE
SERVICE

LESSONS

LEARNED
Through Lessons Learned ensure that we
are recording key wins and opportunities

from project execution and system
Continuous performance and apply those to new and
Improvement upcoming projects.
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