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The Situation
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Exacerbating Factors

• Increased costs to operate 

• Elimination of Federal Bus & Bus Facilities Program 
(previously covered 80% of bus and building projects)

• Financial shortfall = 40%< service/staff reductions

• Congestion growing (100K people over next 25 years)

• Requests for additional fixed route and Dial-A-Lift

• No State Law to increase LOCAL taxation limits



Intercity Road Trip Process

Outreach

• Intercept surveys

• Idea boxes

• Social media

• Open houses

• Online survey

• Every media source 
possible

• Every community 
event possible

Inputs

• 3,500 participants

• 10,000 comments

• System analysis

• Steering Committee

Interim Results

• Short-range plan

• Long-range options

Public Review

•Service priorities

•Scenario preference

•Revenue options

•Survey + Polling

=

Road Map for Transit!



Shared Community Goals

• Reduce parking demand and cost

• Essential service for lower income pops

• Critical for business and higher ed partners

• Neighborhood + employment center need

• Comp Plan can’t happen without it



Future Scenario Alternatives

Smaller System (No new revenue)

Start cutting services now

Status Quo ($8-$12M in new funding)

Increase revenue enough to keep up with growth and congestion

Transformational ($16-20M in new funding)

Increase revenue to speed-up service, add coverage to new employment 
centers and neighborhoods and extend morning/evening/weekend service



Green Light?!

Service Reductions
4%

Status Quo System
13%

Transformational 
System

83%

Please select your preferred future transit scenario:



November 6, 2018, Ballot Measure 

Proposition 1

Would increase the sales and use tax 
within the public transportation benefit 
area by four-tenths of one percent 
(0.4%) for the purposes of providing 
funds to maintain, improve and expand 
local bus and commuter services for 
the public and special transit services 
for people living with disabilities. 

Results: 66% said YES



Promises Were Made

1. Extended Span of Service – Service starts earlier, ends later, operates on weekends

2. Improved Frequency – Busy routes to 15-minute service; all others 30-minute

3. Service to New Areas – Bus/Dial-A-Lift will be extended to new and growing areas

4. On-Time Performance – Put additional buses into service as congestion increases

5. Enhanced Capital Facilities – Better bus stops with shelters, benches, and lighting

6. Bus Rapid Transit – High-frequency, direct, comfortable and cost-effective service

7. Night Owl Service – On-demand, late night service to and from downtown

8. Enhanced Commuter Service – Express from Olympia-Lacey to Lakewood-Tacoma. 

9. Fare-Collection Efficiencies – Easier pay options to reduce delay, simplify access



Arriving at Zero-Fare

• Fares = less than 2% of annual budget

• Eliminated cost for farebox replacement

• No delays associated with payment disputes

• Mitigates sales tax, de facto wage hike

• Universal access to employment

• Reduced congestion

• Reduced need for roads and parking

• Not asking individual orgs to subsidize 



Trends in Transit
And how it affects Intercity Transit

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024

Thomas Wittmann, Nelson Nygaard



National and Regional Trends:  
Travel Patterns Have Changed

• Work at home means less commuting

• Less morning peak travel in particular

• Work travel patterns vary by time of day

• Remote workers are typically higher-income earners



Downtown Olympia People Presence
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Capitol Campus People Presence
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People Work In Person More on 
Tuesday, Wednesday and Thursday



Remote workers are Typically High 
Earners



BIPOC Community is less likely to 
Telework



Impacts on Transit Systems

• Weekend ridership has recovered faster than weekday ridership  
(less of a focus on work trips)

• Commuter ridership has recovered the slowest

• A majority of agencies are not operating at 2019 service levels - 
operator shortage has limited-service recovery 



What are Agencies doing to Respond?



Focus on Equity in Service Design 

• Pandemic highlighted those who truly depend on transit

• Equity focused improvements include:
• Retaining service in high-need areas

• Adding frequency or span in high-need areas – span especially

• On-demand services

• Fares



Investing in Weekend Service

• Multiple agencies have shifted resources from peak services to 
weekends – ranging from Spokane Transit to BART

• STA improved frequency and to later evening service on 
Saturdays and particularly on Sundays

• Weekend ridership is now often higher than pre-pandemic 



Flexible On-Demand Service

• Riders would be able to request rides via a call-in number or mobile 
application. 

• Vehicles would be able to pick up and drop off riders anywhere within the 
boundaries of the given zone. 

• On-demand service can provide connections to other transit service, 
provide trips within a given zone, and help build a market for higher 
capacity transit. 

What is On-Demand Service?



Investing in Branded, Better Service

• Faster, more frequent, reliable service with 
supporting capital facilities has attracted 
new riders

• 500,000 rides on City Line in Spokane since 
Fall 2023



Investing in Branded, 
Better Service

• OKC has attracted 1,200 new 
weekday riders with its new Rapid 
Service 



Greater Emphasis on Crosstown Routes
  

• Less focus on a central transfer point

• Typically, you need frequent trunk service for this to work

• Reductions in travel times can attract new riders

• Spokane and OKC have recently added crosstown service to 
supplement their primary routes



Updating Fare Policy

• Fare policy can have a significant impact on ridership

• Common fare updates:
• Fare capping

• Low-income fare

• Youth fare free

• Zero fare/fare free



Zero-Emission Buses

• Cleaner, quieter buses can attract more riders

• However, first gen battery electric buses have underdelivered
• High cost

• Lack of range requires larger fleets and more staff

• Promise of lower maintenance costs have not been realized

• Technology for zero-emission buses is still evolving



Questions/Feedback?



Status of Prop 1 
Commitment

Intercity Transit Authority 
Board Planning Session

Friday, May 10, 2024
Rob LaFontaine 

Planning Deputy Director



The 9 Elements
Proposition 1, November 2018



Implementation Schedule
As presented in the Adopted Short & Long-Range Plan
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On your mark, get set… GO!!!
2018 - 2020

September 2018
• Introduced an 8th bus into the Routes 62A and 62B schedules
• Consolidated and simplified Express Commuter service
• Adjusted the Route 62A into NE Lacey
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March 2019
• Increased Sunday frequency to match Saturday levels

A “Weekend” schedule
• Extended Span

Reduced deadheading in the AM
Added PM trips on the Route 13 and 62A/B
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• Increased the 41 and 94 on weekends
• Earlier AM Span on weekends



On your mark, get set… GO!!!
2018 - 2020

March 2019
• Increased Sunday frequency to match Saturday levels

A “Weekend” schedule
• Extended Span

Reduced deadheading in the AM
Added PM trips on the Route 13 and 62A/B

September 2019
• Increased mid-day Frequency on the 21, 45, 60 & 64
• Increased the 41 and 94 on weekends
• Earlier AM Span on weekends

November 2019
• Introduced “The One” as a grant-support BRT demonstration
• Queue Jump



On your mark, get set… GO!!!
2018 - 2020

January 2020
• Adoption of the Zero-Fare Pilot
• Aggressive effort to enhance bus stops for rear-door 

boarding



On your mark, get set… GO!!!
2018 - 2020

March 2020
• Introduced Route 65 in NE Lacey

January 2020
• Adoption of the Zero-Fare Pilot
• Aggressive effort to enhance bus stops for rear-door 

boarding



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018



The 9 Elements
Proposition 1, November 2018
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Implementation Schedule
As presented in the Adopted Short & Long-Range Plan



Implementation Schedule
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COVID-19 Reduction & Restoration
2020 - Present



COVID-19 Reduction & Restoration
2020 - Present



The 9 Elements
Honorable Mentions between 2020 - 2024



The 9 Elements
Honorable Mentions between 2020 - 2024

Other notable items that are part of our story:

• Major construction projects (OTC, Pattison Base)
• Zero-Emission considerations
• Leadership changes
• Many, many, many new staff
• Larger volume of Extra Board Operators than in the past
• Changes in the grant landscape
• Expanded regulatory requirements (Olympia-Lacey UZA >200k)
• Updated Systemwide Service Standards & Policies
• Resuming Evergreen State College sponsored “Nightline” service???



Implementation Schedule
As presented in the Adopted Short & Long-Range Plan



Implementation Schedule – Hold on a sec
As presented in the Adopted Short & Long-Range Plan



…Back to the Future
Proposition 1, November 2018
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…Back to the Future
Proposition 1, November 2018



Picking up where we left off
2024 - 2029

2024, 2025, 2026…
Restored service levels

Growth in Span & Frequency

Uniform service levels
• 30-minute standard frequency
• Service until 11:00 PM on all routes



Let’s Regroup
2024 - 2029

3 Elements, 1 Effort
Getting to those hard-to-reach places

1. Reviewing potential fixed route options:
• Old Hwy 99, Henderson Blvd
• Lilly Rd, Black Lake Blvd
• Carpenter Rd, Mullen Rd
• Several others

2. Micro-Transit Pilot projects (on-demand service)
• Yelm?

Doing more with more
• Night Owl?
 Doing more with less

3. Commuter Service linking Hawks Prairie with JBLM
• Pending grant application



A Need for Speed
2024 - 2029

Bus Rapid Transit…or something like that

1. September 2025
• Rebrand The One with a new permanent identity
• Extend service eastward

2. Redistribution of underlying service

Express Service to Yelm
A new Route 94?

Options to transform the Route 94 to reach the spirit of 
“Limited Express Service to Yelm”



A corridor-focused Fixed Route Network
Targeted: September 2025

Key Concepts

Frequent bus service between 
west Olympia and east Lacey
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A corridor-focused Fixed Route Network
Targeted: September 2025

Key Concepts

Frequent bus service between 
west Olympia and east Lacey

Multiple phased investments in 
Bus Stop characteristics, and 
operational treatments

Limited Stops
• Capital Mall Triangle
• Nodal development (TRPC)
• North/south connections to 

other routes



Other Design Considerations
Targeted: September 2025

Students
School Attendance Boundaries

Enhanced focus on student mobility
• High Schools
• Early morning activities (i.e. zero-hour)
• After school activities
• Colleges
• Running Start
• Cross-town service



Other Design Considerations
Targeted: September 2025

Students
School Attendance Boundaries

Enhanced focus on student mobility
• High Schools
• Early morning activities (i.e. zero-hour)
• After school activities
• Colleges
• Running Start
• Cross-town service



Other Design Considerations
Targeted: September 2025

Capitol Campus 

Expanded Dash Service
• Deschutes Parkway (parking)
• West Olympia

Population & Density

Improved Service Allocation
• Overlapping routes to 

improve frequency



Implementation Schedule – Hold on a sec
As presented in the Adopted Short & Long-Range Plan



Implementation Schedule – Hold on a sec
As presented in the Adopted Short & Long-Range Plan



Implementation Schedule – Post COVID Edition
As presented in the Draft 2024 – 2029 Transit Development Plan

2024

2025

2026 - 2029

▪ Restored Span

▪ Restored Frequency

▪ Improve Span of Service

▪ Bus Rapid Transit…

or something like that

▪ Route 94 to/from Yelm

▪ Redistribution of fixed route service

▪ Commuter Bus linking Hawks Prairie and JBLM?

▪ On-Demand Pilot Project(s):

Night Owl?  Yelm?

▪ Enhance Capital Facilities Program

▪ Schedule Maintenance

▪ Enhance Capital Facilities Program

▪ Schedule Maintenance



Implementation Schedule – Post COVID Edition
As presented in the Draft 2024 – 2029 Transit Development Plan

2024

2025

2026 - 2029

▪ Restored Span

▪ Restored Frequency

▪ Improve Span of Service

▪ Bus Rapid Transit…

or something like that

▪ Route 94 to/from Yelm

▪ Redistribution of fixed route service

▪ Commuter Bus linking Hawks Prairie and JBLM?

▪ On-Demand Pilot Project(s):

Night Owl?  Yelm?

▪ Enhance Capital Facilities Program

▪ Schedule Maintenance

▪ Enhance Capital Facilities Program

▪ Schedule Maintenance
Crystal Ball



Prepared by: Rob LaFontaine, Planning Deputy Director
Presented to the Authority Board, May 10, 2024

Questions?



Evaluating the Future of 
Zero-Fare at Intercity Transit

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024

Emily Bergkamp, General Manager



Overview

• Revisiting the Benefits of Zero-Fare

• SWOT Analysis
• Evaluate the performance, competition, risk, and potential of Zero-Fare.

• Strengths 

• Weaknesses

• Opportunities

• Threats

• Next Steps



Revisiting the Benefits of Zero Fare



Strengths (Internal)

Increased Security & Safety

Allows Focus on Customer 
Service

Lowers Operating Costs 

Weaknesses (Internal)

Opportunities (External)

Ridership Return

Buses Run Faster

Equity

Threats (External)



Discussion of Next Steps



ITA Discussion
Facilitated by Jason Robertson

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024



Small Group Activity
Facilitated by Jason Robertson

Virtual Attendees to Join Breakout Sessions

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024



Long Range Financial Plan

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024

Jana Brown, Deputy Director & Chief Financial Officer



Operating Financial Plan 2025 2026 2027 2028 2029

Operating Revenues
Passenger Fares 514,646$               540,378$               567,397$               595,767$               625,555$               
Sales Tax 88,788,162 90,119,985 91,471,784 92,843,861 94,236,519
Federal/State Operating Assistance 425,500                  446,775                  469,114                  492,569                  517,198                  
Interest Revenues 6,011,289 6,011,289 6,161,571 6,161,571 6,315,610
Other Revenues 371,182 371,839 381,135 381,825 391,371

Total Operating Revenues 96,110,779$       97,490,266$       99,051,001$       100,475,594$    102,086,253$    

Operating Expenditures
Wages and Benefits 60,036,980 63,038,829 66,190,771 69,500,309 72,975,325
Maintain Coach Operations 14,254,478 14,967,201 15,715,561 16,501,340 17,326,407
Maintain Commuter Operations 883,936 928,133 974,540 1,023,267 1,074,430
Maintain DAL Operations 4,356,507 4,574,332 4,803,049 5,043,201 5,295,361
Maintain Vanpool Operations 1,509,006 1,584,456 1,663,679 1,746,863 1,834,206
Insurance 2,179,910 2,288,905 2,403,351 2,523,518 2,649,694

Total Operating Expenditures 83,220,817 87,381,858 91,750,951 96,338,498 101,155,423

Operating Surplus/(Deficit) 12,889,963 10,108,408 7,300,051 4,137,096 930,830

Cash Flow from Capital Activity 
Acquisition & Construction of Assets (63,828,100) (44,177,394) (17,019,501) (29,351,329) (2,483,112)
Net Proceeds from State Grants 12,185,338 5,569,229 1,203,502 476,090 731,502
Net Proceeds from Federal Grants 18,967,652 23,898,370 8,432,153 15,356,412 0

Net Cash Flow from Capital Activity (32,675,110) (14,709,796) (7,383,846) (13,518,827) (1,751,610)

Cash and Reserve Balances 
Beginning Cash Balance 212,591,333 192,806,186 188,204,798 188,121,003 178,739,271
Less: Operating Reserves (20,805,204) (21,845,464) (22,937,738) (24,084,625) (25,288,856)

Available Unrestricted Cash 191,786,129 170,960,721 165,267,061 164,036,378 153,450,416

Current Year Cash Flows
Add: Operating Surplus/(Deficit) 12,889,963 10,108,408 7,300,051 4,137,096 930,830
Add: Net Cash from Capital Activity (32,675,110) (14,709,796) (7,383,846) (13,518,827) (1,751,610)

Net Current Year Cash Flow (19,785,147) (4,601,387) (83,796) (9,381,731) (820,780)

Ending Available Unrestricted Cash 172,000,981 166,359,334 165,183,265 154,654,647 152,629,636
Ending Total Cash (With Reserves) $192,806,186 $188,204,798 $188,121,003 $178,739,271 $177,918,492



Funding Sources
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Capital Activity 
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Cash Activity 
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Key Notes & Going Forward 

• Intercity has been in a growth stage for a few years and we 
are starting to level out

• As we progress forward away from the pandemic and the 
new norms, we will have better forecasting 

• Incorporate both Service Level changes & Facilities and 
Maintenance needs into forecast 

•  Forecast out to 10+ years? 



Key Notes & Going Forward  Con’t.

• New Software will provide 

• Better reporting 

• Identifying expenditure trends

• Identify on-going costs vs one-time projects

• Create an official Fiscal Policy 

• Budgeting Policy

• Debt Policy

• Investment Policy 

• Reserves Policy 



Questions, 
Desires, and 
Comments? 



Development and 
Grant Priorities

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024

Peter Stackpole, Development Director



High Capacity Transit
BRT Light 

• Transit Supportive Elements

• TSP

• BAT Lanes

• Queue Jumps

• Unique Stations

• Plug and play kit of parts

• Real Time Signage 

Funding: 

•Feasibility and alternatives Analysis= $280,000 local funds

•Modeling/Corridor Assessment (federalizing project) = 

$856,250

•Corridor Program Capital = $5,428,000



Smart Corridors 
Phase 4

• Corridor Expansion
• Develop a corridor expansion plan for the deployment of TSP for Smart Corridors

• Implementation Plan
• Develop a field implementation plan for the deployment of TSP for Smart 

Corridors

• Expand TSP to Capital Way and Pacific Avenue
• Anticipating 40 new intersections to include upgrades to the existing controllers to 

ensure adequate TSP capabilities are available

• Future Innovative Development
• connected vehicle applications and artificial intelligence

Funding:

IT will apply for Phase 4 grant funding in the 

upcoming regional Call for Projects



East Martin Way Gateway Station 
Roundabout Project

Establish an integrated 

turnaround facility and station 

area at the intersection of E 

Martin Way and Meridian 

Road.

• Funding secured Preliminary 

Engineering and Design (PE) 

including: 

• Traffic Analysis

• Topographic survey 

• ROW mapping

• Geotechnical work

• Environmental analysis

Conceptual rendering 

Funding: 

Pending the outcome of Phase 1, IT may apply 

for construction funding 



Real Time Signage

Installation of real-time 

signage at key locations.

• Initial focus at Olympia 

Transit Center

• Future funding 

opportunities would 

expand installation at 

other facilities



Other Continuing Priorities

• Enterprise Resource Planning (ERP) System Replacement

• Pattison Maintenance Building Rehabilitation and 
Modernization

• Bus Stop Enhancements & Accessibility

• Scheduling Software Replacement 

• Acquisition of 210 Olympia Ave. (additional parking adjacent 
to OTC)

• Electrification of the Dial-A-Lift Fleet

• West Olympia Transit Study and Transit Facility

• Alternative Fuel Infrastructure





Smart Corridors 



Smart Corridors

How to Measure Reliability?

DELAY

Bus delay: Difference 

between the fastest trip 

(20thpercentile) and the 

slowest trip (80thpercentile)

Passenger delay: Bus delay 

weighted by on-board load



BAT Lanes



Grant program 2023- 2025 Project
Anticipated grant revenue over 7 

additional biennia of Move Ahead WA

If CCA is repealed, 
anticipated grant 

revenue:
Reduced percentage

Bus and Bus Facility Grants $680,000.00 E. Martin Way Transit Support facility $4,760,000.00 $0.00

Green Transportation $6,857,740.00 Green Hydrogen FCEB Demo Project $48,004,180.00 $0.00

Special Needs $7,586,615.00 Paratransit/ Special Needs Operating grant $53,106,305.00 $29,208,467.75

Transit Support Grants (aka Youth 
Ride Free)

$9,201,832.00 Fixed Route and Village Vans Oper Assist $64,412,824.00 $0.00

Cascade Statewide Youth 
Development

$244,614 (Anticipated) Walk N Roll Operating costs $1,712,298.00 $0.00

$171,995,607.00 $29,208,467.75 -83%

CCA Repeal Impacts



ITA Discussion
Facilitated by Jason Robertson

Intercity Transit Authority Board Planning Session
Friday, May 10, 2024
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