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SUBJECT

A motion acknowledging receipt of a report on Metro Transit’s on-time performance measurements for fixed route bus service and potential updates to add measures of cancelled trips.

SUMMARY

Proviso P4 to the 2017-2018 Transit Operations budget[footnoteRef:1] addresses the issue of bus trip cancellations and the way they are monitored.  The response to the proviso, the Metro report, Updating On-time Performance Measures to Incorporate Cancellations of Trips, consists of an introduction and five sections corresponding to requirements of the proviso: [1:  Ordinance 18766] 


A. Current processes (On-Time Performance Measures, Standards, On-Time Performance Reporting and Uses, Trip Delivery/Cancellations)
B. Potential Revisions to Measures
C. Countermeasures to Poor Performance
D. Potential to Prioritize Investments
E. Timeline

The staff report summarizes the report and provides analysis of Metro’s recommendations and timeline. The report as transmitted meets the terms of the proviso.

BACKGROUND 

Concern about reporting on, and accountability for, missed bus trips, led to the inclusion of Proviso P4 in Section 52 of Ordinance 18766, a supplemental appropriation that amended the adopted budget[footnoteRef:2] for 2017-2018: [2:  Ordinance 18409, as amended] 




P4 PROVIDED FURTHER THAT:

	Of this appropriation $100,000 shall not be expended or encumbered until the executive transmits a report describing a plan to update the on-time performance measures to incorporate cancellations of trips and a motion that should acknowledge receipt of the report, and a motion is passed by the council.  The motion shall reference the subject matter, the proviso's ordinance, ordinance section and proviso number in both the title and body of the motion.

The plan shall include, but not be limited to:

A.  A description of any current on-time performance and trip cancellation measures and methodologies for calculating the measures;
	
B.  A revised description of on-time performance measures that incorporates cancellation of trips as an element of on-time performance and methodologies for calculating the measures;
	
C.  A description of measures that Metro takes to address:  (1) routes with more late trips than the thresholds established by the King County Metro Service Guidelines; and (2) routes that experience cancellations that exceed Metro target rates; 

D.  Options for potential changes to the King County Metro Service Guidelines to prioritize investments in routes that exceed a thirty-percent all-day late threshold; and

E.  A timeline for implementing the revised on-time performance measures.
	
The executive must file the report and motion required by this proviso by October 31, 2018, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the mobility committee or its successor.

Proposed Motion 2018-0550 and the report were transmitted by the October 31 deadline.

Policy guidance for the performance measures addressed in this proviso response is contained in the Strategic Plan for Public Transportation 2011-2021 and the King County Metro Service Guidelines.  In 2019, the Regional Transit Committee (RTC) is expected to consider updates to both documents that focus on the Service Network and Partnerships.  The broad goal of the 2019 work is to align these two policy documents with the METRO CONNECTS Long Range Plan.

Many Metro performance measures are listed in Chapter 3 of the Strategic Plan for Public Transportation 2011-2021.  Data for these measures is included in the Strategic Plan Progress Report that is issued by June 30 of even-numbered years.  The most recent Strategic Plan Progress Report[footnoteRef:3] includes on-time performance by time of day for 2013-2017 (page 26, included as Attachment 3 to this staff report). [3:  Motion 15241, Attachment A] 


The King County Metro Service Guidelines[footnoteRef:4] provide policy guidance concerning on-time performance as part of its prioritization of service hour investments (page 16, included as Attachment 4 to this staff report, and see Standards, below, for details).   [4:  Ordinance 18301, Attachment B] 


The System Evaluation report, issued by October 31 each year, provides route performance data consistent with the Service Guidelines.  The most recent System Evaluation report,[footnoteRef:5] which is currently awaiting review by the Regional Transit Committee (RTC) and Mobility Committee, includes a discussion of reliability; Appendix F lists all fixed routes showing the percentage of trips that are late (pages 7-8 and Appendix F are included as Attachment 5 to this staff report).  [5:  Proposed Motion 2018-0546] 


A. Current processes

On-Time Performance Measures

This section describes:

· Factors that affect on-time performance.[footnoteRef:6]  Some of these factors are under Metro’s control (adjusting schedules, ensuring that buses leave bases on time), while others are subject to daily variability (traffic conditions and incidents, boardings that take extra time). [6:  The Report notes that this discussion applies to fixed-route bus service other than RapidRide.  RapidRide performance is measured by how well trips match the headway, or time between buses, which is different than adherence to a time schedule.] 


· Data collection, which is used to compare actual performance with the schedules generated by the HASTUS program used by the schedulers, and

· A detailed explanation of how bus schedules are developed using “time stops,” (some but not all bus stops), and how time stop arrival data from the on-board Automatic Vehicle Locator (AVL) system is used to generate data on early and late bus arrivals.

Standards

This section summarizes the King County Metro Service Guidelines[footnoteRef:7] targets for on-time performance.  The Service Guidelines define a lateness threshold for three time periods: Weekday (all-day) average (20 percent), Weekday afternoon peak average (35 percent), and weekend average (20 percent).  When bus trips exceed the lateness thresholds, Metro considers solutions including adding service hours so the budgeted hours match the actual trip experience.  These are the Priority 2 (Reliability) investments identified in the annual System Evaluation report.[footnoteRef:8] [7:  Ordinance 18301, Attachment B]  [8:  Proposed Motion 2018-0546] 


On-Time Performance Reporting and Uses

This section describes the internal and external uses of on-time performance reporting.

Internal uses of the data include monthly performance reviews, schedulers’ ongoing evaluation and management of the bus system, and Metro’s Speed and Reliability staff consideration of transit corridor locations that could benefit from capital improvements to improve trip times.

External uses include monthly data posted on the Metro website’s Accountability Center, and data in the annual System Evaluation Report[footnoteRef:9] and the Strategic Plan Progress Report[footnoteRef:10] that is provided in even-numbered years. [9:  Proposed Motion 2018-0546]  [10:  Motion 15241] 


Trip Delivery/Cancellations

This section addresses data on cancelled bus trips (as distinguished from “fully delivered” trips) and a series of steps undertaken to address the 2015-2016 increase in trip cancellations.  Highlights include:

· The spike in cancelled trips is attributed to a hiring freeze in 2014, when service cuts were expected, followed by rapid service growth and consequent need for new drivers.

· The General Manager’s monthly business review established a 99.7 percent target for fully delivered trips, and, through the review process, applied specific strategies such as ensuring that negative impacts were spread across different routes.

· The Coordinator Service Record (CSR) Log, maintained by the Transit Control Center, is used to provide estimates of how many trips were cancelled due to coach unavailability, driver unavailability, mechanical issues, and other problems.  The chart on page 7 of the report characterizes trip cancellation causes.

· A discussion of system-wide or base-specific problems that result in trip cancellations and the resulting focus on these broader issues rather than route-specific concerns. 

· The chart on page 8, operator-caused cancellations, is presented to make the case that Metro has had success in addressing the operator shortage through recruiting and training.

· Metro’s current focus is on scheduling maintenance to assure vehicle availability early in the week and devising solutions to mechanical breakdowns on the road.

Potential Revisions to Measures

This section states that:  "Metro welcomes adding a measure of trip delivery / missed trips under a ‘reliability’ umbrella, once such a measure is fully developed.”

Metro recommends not combining on-time performance and trip delivery metrics into a single metric on the grounds that:  (1) they measure different things and are used for different purposes, (2) missed trips are “generally random and sporadic across routes” and solutions are system-wide or base-specific; (3) on-time performance issues are addressed by revising schedules and making capital or operating improvements to improve the flow of buses, whereas current and future cancellation responses would include added staffing and changes to fleet management.

Improved data on cancelled trips is proposed to be accomplished by improving the quality of CSR data and linking it AVL and vehicle dispatch data.

Countermeasures to Poor Performance

This section summarizes responses to poor performance:

· For on-time performance issues, added service hour investments that align schedules with conditions on the ground, and capital investments that allow buses to keep moving.

· For missed trips, added staffing and ongoing efforts to improve day-to-day fleet management.

Potential to Prioritize Investments

The proviso requested Metro’s response to using a 30 percent all day lateness threshold as a basis for prioritizing lateness investments.  There is already a 20 percent all day lateness threshold in the Service Guidelines.[footnoteRef:11]  The RTC and Council could choose to revise the Service Guidelines language in 2019 or later. [11:  Ordinance 18301, Attachment B] 


For reference, the 2018 System Evaluation Report[footnoteRef:12] identifies 44 routes that exceed the all-day lateness threshold of 20 percent.  Of these, 10 exceed the 30 percent lateness threshold.   [12:  Proposed Motion 2018-0546] 


This section of the transmitted report also mentions the King County Auditor’s ongoing audit of on-time performance, and states Metro’s intent to consider the Auditor’s findings (which are anticipated to be finalized as early as the First Quarter of 2019), when developing performance measurement improvements.  

The 2019 update to the Service Guidelines is also mentioned as an opportunity to add a metric for missed trips or to revise the prioritization of routes for lateness, such as by changing the threshold of lateness.  The transmitted report expresses Metro’s perspective that the impacts of such changes should be measured against the impacts of other prioritization factors for investing new service hours, such as social equity and geographic value.

Currently, the focus of the 2019 update to the Service Guidelines is to address the Service Network and Partnerships to align with the transition to the METRO CONNECTS Long Range Plan.

Timeline

This section of the transmitted report refers to the King County Auditor’s audit of transit as a resource, which is anticipated to be finalized in early 2019.

This section discusses the limitations of the Priority 2 (Reliability) investments in language similar to that in the latest System Evaluation Report.[footnoteRef:13]  Reliability investments essentially true up schedules to reflect a degradation of service, i.e. slower speeds and longer travel times.  These investments do not improve travel time, reduce costs, or add new service.  In contrast, the Report states:  “Policies that direct funding to capital improvements and stronger partnerships with jurisdictions can and have resulted in actual improvements in travel times.”  As detailed in the Service Guidelines:[footnoteRef:14]  “Investment can include improvements in route design, schedule, or traffic operations.  Schedule reliability can also be improved by through speed and reliability improvements, such as business access and transit lanes, queue jumps, transit signal priority and other transit priority treatments.”   [13:  Proposed Motion 2018-0546]  [14:  Ordinance 18301, Attachment B] 


As the RTC and Council work with Metro to align the Strategic Plan for Public Transportation and the Service Guidelines with the METRO CONNECTS Long Range Plan, corridor infrastructure investments are expected to be an ever-increasing focus of Metro collaboration with other jurisdictions.

ANALYSIS

Proposed Motion 2018-0550 acknowledges receipt of the transmitted report. Council approval of the motion would release $100,000 in 2017-2018 Metro operating funds.  The report describes operational practices and potential changes.  It notes that Metro would welcome the addition of a performance measure relating to trip cancellations that is separate from on-time performance measures.  The report includes recommendations for near-term work to improve data on trip cancellations.

Although the report focuses on system-wide causes of trip cancellations, it is important to note that cancellations have a disproportionate impact on peak-only, peak-direction routes that have relatively few inbound morning trips and outbound afternoon trips.  In many cases, a cancellation on one of these types of routes has greater negative consequences than on other types of routes because riders have limited alternatives.[footnoteRef:15]  For routes with these characteristics, it is especially important to ensure that substitute drivers know the route and that substitute coaches are available. [15:  Several years ago, 300-series routes, connecting parts of Shoreline with the Seattle Central Business District (CBD), experienced repeated trip cancellations.  The Route 111, connecting the Lake Kathleen area east of Renton with the Seattle CBD, is an example of a route whose performance is adversely affected by congestion on I-405, making a cancelled trip even more disruptive.  ] 


For their 2019 review, RTC members have expressed interest in reviewing the performance measures in Chapter 3 of the Strategic Plan for Public Transportation, to ensure that the performance measures add value.  Trip cancellation issues could be incorporated into this review.  The RTC also has jurisdiction over the Metro Service Guidelines and could consider whether trip cancellations should be address in any revision of the Service Guidelines.

For 2019, updates to the Transit Strategic Plan and Service Guidelines are expected to focus on language pertaining to the Service Network and Partnerships.  The Regional Transit Committee (RTC) could evaluate on-time performance and trip cancellations as part of the Service Network focus, with a nexus to Partnerships given the role that capital improvements will play in making corridors more efficient.

Proposed Motion 2018-0550, as transmitted, meets the requirements of the proviso.
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1. Proposed Motion 2018-0550 and Attachment A, Updating On-time Performance Measures to Incorporate Cancellations of Trips
2. Transmittal Letter
3. 2017 Strategic Plan Progress Report (Motion 15241), page 26
4. King County Metro Service Guidelines, (Ordinance 18301), page 16
5. 2018 System Evaluation, (Proposed Motion 2018-0546), pages 7-8, Appendix F
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