TRANSIT NOW QUESTIONS

General Questions
1. How will the Transit Division prioritize the various Transit Now goals in case funding falls short?

The size of the proposed program represents a conservative estimate of the amount and cost of the service and related capital elements that can be supported by the projected sales tax increase.  We estimate sales taxes will grow at a rate consistent with accepted economic forecasts.  However, in the case of a significant shortfall in expected revenues or increase in costs, the Council will have an opportunity to prioritize investments.  Each year as part of the budget process, the Transit Division will prioritize based on factors such as potential ridership, service effectiveness, and subarea allocation, and recommend to the King County Council specific capital investments and service expansion proposals for appropriation.  As described in Exhibit A to the ordinance, service partnership hours will be limited to no more than one-half of each year’s total hours and consistent with current policy, schedule maintenance hours will be limited to no more than one-third of new hours implemented in any six-year period.   Safeguards such as these insure that there will be resources available for the new service adds identified in the plan. 
2. How will the Transit Division report back to the Council so we can judge how the goals are being implemented?

The Transit Division will report back to the council regularly via the budget and service change ordinance processes, annual route performance reports and implementation status reports similar to those provided previously to describe the status of Six Year Plan implementation to the Transportation and Regional Transit Committees. 

3. What assumptions did you use to arrive at an estimated 50,000 new riders per day within ten years?

The projected growth of 620,000 new annual hours within 10 years was calculated on the basis of average productivity of the high-ridership routes that would be the focus of Transit Now investments, approximately 29 riders per service hour.  This assumption adds about 18 million new riders annually to the system.  Over 365 days this averages to be about 50,000 new daily riders.  To be more exact, this could yield about 60,000 new daily weekday riders and about 25,000 new daily weekend riders within 10 years.  The growth projection can be considered conservative, since service changes on core routes in recent years have achieved ridership growth that has been better than the system average.
4. If the voters approve the sales tax increase, what process is envisioned for the Council to review and approve plans for service and capital investments to be funded by that revenue? The 2002-2007 Six-Year Plan remains in effect through 2007.  Will service and capital investments be consistent with the priorities of that plan, or does the Transit Division intend to propose changes to the Council during the 2006 Six-Year Plan Update process?  For 2008 and beyond, how will the council be involved in setting the policy framework to guide service and capital investments?

The budget process would be used to review an approve expenditures on capital and service investments.  Specific service improvements would be authorized through service change ordinances.  The service concepts identified in Transit Now are consistent with the current Six-Year Plan and the adopted Long-range Policy Framework.  Transit Now forms the basis for the 10 year transit plan for the county.  The development of an Operational Master Plan and subsequent Six Year Plan update will begin after a vote on Transit Now as described in the Executive’s recent proviso response dated June 20, 2006.   The Regional Transit Committee (RTC) and Council will be involved in the development and approval of those plans.
5. What is the purpose of Exhibit A?  What role would it play in any subsequent Council process to establish a vision and policies to guide future transit investments?

Exhibit A establishes the framework for investments to be made with revenues from Transit Now and identifies guidelines for the Partnership program.  It would be used by the Council to develop more detailed policies to guide implementation plans for improvements.  Current public participation processes and council budget and service change authorization processes are intended to be used to finalize specific investments. 

6. Several elements of Transit Now affect adopted policies regarding the ACCESS paratransit service area; the subarea allocation formula for new bus service, and possibly the Vanpool Program’s funding criteria.  What process will the Transit Division use to seek Council approval of these policy changes?

The director is authorized to make changes to establish eligibility for the community transportation program.  If implementation of the expanded services to people with disabilities requires modifications beyond what can be handled by the community transportation program, specific ACCESS service areas policy changes would be submitted to the Council for their approval.  
No changes are proposed to the subarea allocation strategy IM-3 in the Six-Year Plan.   Partnerships with local jurisdictions, employers, and institutions are supported by strategy S-9 in the current Six-Year Plan. The investment of any residual Metro investment in expired partnerships would be guided by the subarea allocation policy.

The Vanpool Program would operate within existing policies. 
7. How will the Transit Now investments be developed so they reinforce the benefits of Sound Transit investments?

Transit Now investments have been designed to be supportive of current ST investments as well as those being considered for Phase II.  Metro services are now and will continue to be complementary to ST services.  Under Transit Now, examples will include:
· RapidRide bus rapid transit improvements in corridors not served by Sound Transit, and including connections to ST regional express routes and Link light rail.

· Investments making use of facilities constructed by Sound Transit.

· Coordination on complementary corridor services where King County Metro provides peak commuter and local service while Sound Transit provides regional connections.

· Metro services feeding Sound Transit regional services, such as providing improved local services connecting with expanded Sound Transit commuter rail service in South King County.

8. How does the Transit Division plan to involve the public in identifying the specific service improvements to be implemented under Transit Now, including Partnership Program service?  Will there need to be any changes to the Transit Public Involvement Model that the Council approved in 1999 or will we continue to rely on citizen sounding boards to identify and recommend to the Council the highest transit priorities in their communities?

We anticipate no change in our approach to public outreach and service adjustments, and will both welcome and solicit input.  Our approach is consistent with Strategy IM-4 in the Six-Year Plan, which notes that “the exact schedule of events may vary during each service change process, depending on the complexity of the changes being discussed, and the decision timeline associated with them,” but calls for working partnerships between Metro and communities affected by service changes.  The Transit Division plans to continue to use its successful sounding board model where appropriate to identify specific improvements and modifications to be implemented.  In the case of partnerships, it is expected that the funding partners(s) would participate in that process and that the results would be a joint recommendation. 
9. Please provide more detail about how the 190,000 hours of schedule maintenance service will be deployed.  Specifically, will deployment of these hours mimic the percentage of the system by subarea or some other formula?

Schedule maintenance hours are used to add time to a route’s schedule so that buses do not run late and to ensure that they will be able to start their next trip on time.  Also, schedule maintenance hours can be used to add additional trips to an overloaded route where a larger bus is unavailable or inappropriate.  Schedule maintenance can be needed for routes where on-time performance has eroded steadily over a long period of time or for routes in developing areas where the operating conditions may have changed dramatically over a short period of time.  Decisions to allocate schedule maintenance hours will be consistent with Strategy S-2 in the current Six-Year Plan, which provides that schedule maintenance hours equal to 0.005 of total annual service hours shall be reserved each year and are not allocated by subarea.  Ridership and on-time performance are continually monitored to identify problem areas and where schedule maintenance hours are needed.  

RapidRide Corridors

10. How were the five RapidRide corridors identified?  Are there other corridors with higher passenger volumes that will not get higher service frequency?

The five RapidRide corridors are identified as Targeted Bus Rapid Transit Corridors in the Strategy S-5 of the Six-Year Plan, as updated in November 2004.  Other core routes exist with high ridership, but the five RapidRide arterial corridors identified in Transit Now have the highest daily ridership outside of corridors that will be served by Link.  Besides existing ridership, viaduct mitigation and opportunities for ridership growth were also considerations in identifying the RapidRide corridors.
11. The RapidRide corridors are to have real-time information at major stops.  What transit centers and other facilities currently provide such real-time information?  What plans are there to provide such information at high-volume stops that do not serve RapidRide routes?

Real-time information is currently provided at the Bellevue, Northgate, and Renton transit centers.  If resources are available, real-time information could be provided at stops not served by Rapid-Ride routes.  Priority would be given to transit centers, park-and-ride facilities, high-volume bus stops in city centers, and transfer points.
12. Where are the highest volume East subarea corridors?  Why was the Bellevue-Redmond corridor chosen as the only RapidRide corridor in the East subarea?

The Bellevue-Redmond corridor was identified as a potential BRT corridor in the current Six-Year Transit Development Plan.  It has the highest ridership of any Eastside arterial corridor.
13. Please provide more information on the “branded bus” concept and other features planned to give a unique look and feel to RapidRide service.

The buses, bus stops and shelters may have a different “look” and set of amenities that would differentiate them from Metro’s regular bus service.  These differences would be identified with a distinguishable look that would facilitate easy recognition by the public that Rapid Ride service is being provided. For example, the buses may have different physical characteristics (e.g., a different nose, tail, windows, and interior trim), may be painted a different design scheme and also have the words RapidRide prominently displayed. There may also be a newly designed RapidRide bus stop sign, a uniquely designed shelter, or unique shelter features, a different form of timetable, and special categorization of this level of service on Metro’s website.  The actual product branding concepts would be developed after a successful vote.
The Partnership Program

14. How will the Transit Division develop criteria for evaluating partnership requests?  What will the Division do if partnership requests are concentrated only in one or two subareas?

Metro will actively solicit partnership proposals in all three subareas, and will work with partners to achieve the most successful outcomes possible.  If there are no requests from one of the County’s subareas, Metro will follow up on what it considers to be the most promising opportunities in that subarea to see if interest can be established. All partnership investments will require a formal agreement.  Criteria for both cash as well as speed and reliability partnerships are described in Exhibit A submitted with the ordinance.

If interest in partnerships exceeds available resources, then competing partnership proposals will be prioritized with an eye to leveraging partner resources to deliver more transit benefits.  Cash partnerships will take precedence over speed and reliability partnerships.  

Among the criteria to prioritize cash partnerships are:

· Providing service to a regional center serving the general public

· Ridership potential

· Sustainability of partnership revenues over time

· Enhancement of the overall system

Among the criteria to prioritize speed and reliability partnerships are:

· Prioritization of RapidRide corridors over other corridors

· Potential for at least a 10% improvement during both peak and midday hours

· Total passenger-delay reduced as a result of the investment.  
15. What criteria were used to determine that 15% of new service hours (up to 120,000 Transit Division-funded service hours) and 10-15% of Transit Now revenue should be set aside for the Partnership Program?

The primary objective of the Partnership Program is to leverage public investments into delivering more service than would be possible by using Metro funds alone.  The structure and magnitude of the partnership program was determined by balancing the need to ensure that partnership improvements could result in a significant addition to service (50,000-100,000 hours) while only impacting a relatively small proportion of available resources (10-15%).  The ability to form several cash or speed and reliability partnerships was also a consideration.   The program as proposed could support up to 24 speed and reliability partnerships, $6M in cash partnerships or a combination of both.
16. How will the Transit Division determine whether a partner’s proposed contribution will be eligible?  For example, can recently-completed improvements, such as HOV lanes, be eligible as an investment?

A partner’s proposed contribution will be considered eligible if the speed and reliability project:

· is along a continuous core service connection corridor as designated in Metro’s Six Year Transit Development Plan; 

· provides a minimum of 10% savings in transit travel time compared to current schedules

· does not negatively impact transit operation in the off-peak direction; 

The purpose of partnerships is to encourage local jurisdictions to make future decisions regarding transit priority in a way that will create a better operating environment for transit compared to what is already planned or exists today.  For that reason, only new projects would be considered for the partnerships.  Metro has a history of financial participation as a partner with local jurisdictions in many HOV and transit projects over the past several years. Given the number of existing local and state investments in HOV and transit improvements, crediting past improvements would quickly deplete the partnership resources and leave no incentive for future decision making. 

That is not to suggest that past investments by local jurisdictions have not influenced the distribution of transit service proposed in Transit Now.  One of the primary reasons RapidRide service is attractive for SR99, for example, is to take advantage of previous speed and reliability investments in the corridor by the State, local jurisdictions and Metro.  

17. The Partnership Program seeks to encourage jurisdictions to participate in the Speed and Reliability Program.  Exhibit A explains how the benefits of such projects will be projected.  What can you tell us about projected and actual benefits of Speed and Reliability projects that have already been implemented?  What if the projections prove to be overoptimistic?  How will information on this aspect of the project be provided to the Council?

Metro has had varied experience with speed and reliability projects, with some delivering more benefit than others.  Based on prior projects we are comfortable that a 10% improvement during peak and midday periods is an achievable goal, and that current engineering simulation and analysis practices are adequate to provide realistic expectations about the likely benefits of each project.  

Before entering into a speed and reliability partnership, Metro and the local jurisdiction need to concur with the methodology and results of any analysis of its projected benefits.  Once committed to a partnership, Metro will remain committed to it so long as the partner completes and maintains the agreed-upon improvements.

The speed and reliability partnership program is consistent with Six Year Plan strategies C-3 and F-3, which call for financial partnerships, and for partnerships “with state and local governments to improve transit operating efficiency … and to create speed, safety and reliability improvements on important transit corridors.”  Status of Metro’s achievement of this strategy and others are reported biannually in the Six Year Plan Implementation Status Report.  
18. The Partnership Program includes a commitment to monitor transit performance on the core routes and to act as needed to sustain improved operation.  What factors will be considered in the performance evaluation?  
To qualify for service partnership investment through Speed and Reliability improvements requires implementation of measures that are expected to create a 10% transit speed improvement over 90% of the defined core corridor.  Three performance measures will be monitored to insure continued positive results from the investment: 

· Ridership

· Running time

· On-time performance

19. Exhibit A states that Partnership agreements must be for at least five years, and the service “will be considered part of the regular transit system beyond the initial 10 years … so long as each service partnership agreement remains in place.”  Please provide additional information on this aspect of the Partnership Program and the duration of partners’ obligations under the program.

Partners are to contribute a minimum of $100,000 for enhancing existing service and $200,000 to establish a new route for a minimum of five years. Being “part of the regular transit system” is to indicate that these services will still be subject to the same service management actions as the rest of the system and to make sure the partners understand that routes operated under service partnerships are to be open to and used by the general public.  It also means that should the partnership agreement end, the partnership service investment by Metro will be considered regular service and subject to the existing policies for service allocation, schedule maintenance, performance evaluation, and redeployment.

20. What is the basis for the 2-to-1 match level?

Based on feedback throughout the County that 50/50 was too high a commitment for partners to reach, the 2-to-1 match level was chosen to make partnerships attainable by a wider array of potential entities.

21. What market analysis was done to suggest how many partners might be interested?

A specific market analysis study was not conducted.  However, for many years Metro staff has heard from several jurisdictions and employers about the service needs that could only be met through the addition of more focused investments targeted to specific needs rather than simple modifications to the existing system.  Outreach over the past two months has confirmed continuing interest in such services.

22. Can you explain how the partnership program relates to the 40/40/20 subarea service allocation policy?  

Exhibit A cites that up to 120,000 annual hours funded by Metro will be set aside to initiate Service Partnerships.   These hours will be set aside from the regular subarea allocation process and are not targeted to be implemented with any percentage guidelines by subarea.  Strategy S-9 in the current Six-Year Plan calls for the development of partnerships with local jurisdictions, employers, and institutions.  Any residual Metro investment in partnerships that ended would go back into the service pool of hours guided by the subarea allocation policy.
Transit Now Capital Investments

23. How many additional bus shelters will the proposal accommodate?  How will locations be chosen?

Transit Now would add between 100 and 200 new shelters to the system.  This is in addition to new shelter installations already planned.  Most of the new Transit NOW shelters would be in RapidRide corridors.  The sites of the new shelters would be based on typical placement criteria which include consideration of the number of boardings, surrounding land uses, shelter requests and available right-of-way.  Eligible locations along routes where service improvements are made would be given priority based on the input of the public and sounding boards, and the recommendations of staff involved with service implementation.
24. What is the basis for not including additional park and ride lots/garages?

Since 2000, almost 6,000 new park-and-ride stalls have been added by King County Metro, Sound Transit, and the Washington State Department of Transportation.  Much of this new capacity has been located along regional corridors served by King County Metro’s commuter services, Sound Transit’s regional express buses and Sounder commuter rail trains.  More park-and-ride expansion is under consideration for Sound Transit’s Phase 2 program, primarily in the Sounder and South Link corridors.  The state legislature has appropriated $30 million in the current biennium and anticipates future renewals of its Office of Transit Mobility (OTM) grant program.  Although Metro has been awarded funds from the OTM for expansion of the Brickyard Park-and-Ride and could consider applying for further dollars in future years, Transit Now is primarily a program oriented to delivering more transit service, in response to public requests for increased frequency and span of service.
25. How would approval of Transit Now affect the scope and schedule of plans to expand operating base capacity?

Base expansion projects at Atlantic-Central base complex are anticipated to proceed according to the current schedule and will provide adequate capacity for the approximately 175 additional vehicles needed to operate Transit Now service.  
26. How does the Transit Now fleet investment change the Fleet Plan?

Service growth related to Transit Now will require an additional 175 coaches over current fleet projections during the next 10 years.  One potential procurement scenario would be an immediate order for 75 to 100 new coaches for RapidRide and other expanded bus service.  Another source of coaches would be vehicles assigned to current routes in the RapidRide corridors that could be redistributed throughout the system to help with overloads or provide coaches for service expansion.  An additional 75 to 100 coaches would be procured in the 2012 to 2014 time frame to complete the total of 175 additional coaches over 10 years.

Financial Policy and Financial Plan Issues

27. What effect would the Transit Now proposal have on Metro’s declining fare box recovery?  (Note: financial policies have a target of 25% while current fare recovery is around 21% and falling.)

Since Transit Now expects average productivities based on historical performance in each subarea, no change in fare box recovery would occur.  To the degree that partnership funding occurs, farebox recovery would be helped, since partnership funds would represent operating revenue.  The most significant factor in fare box recovery is the fare level.  The scheduled fare increase in 2008 and periodic changes in later years would have a larger impact than any element of the Transit Now program.
28. With regard to Transit Now’s “additional improvements,” including the expansion of the Vanpool program and ACCESS service, how much funding will be set aside for these components?  

For the 2007-2016 timeframe, Transit Now includes approximately $3.7 million in operating and $4.0 million in capital for the Rideshare/Vanpool program, and approximately $11.2 million in operating and $6.1 million in capital for ACCESS.

29. Does the revised Financial Plan reflect any changes resulting from the Smart Card project?

Changes resulting from the Smart Card project are already figured into the base financial plan and are independent of Transit Now.
30. Do you foresee any additional grant opportunities that could open up as a result of the additional Transit Now revenue?

Funding from Transit now would open up a number of potential grant opportunities.  Match funds would be set aside under Transit Now to maximize grant-funding opportunities, especially for RapidRide projects.  Potential grant sources could include:
· “Small Starts” program – Federal funds

· Congressional earmarks – Federal funds

· Formula Section 5307 and Section 5309 fixed guideway – Federal funds (This funding has been awarded out through 2010 at the current estimated levels)
· Surface Transportation Program (STP) and Congestion Mitigation Air Quality (CMAQ) – Federal funds (This funding has been awarded out through 2010 at the current estimated levels)
· Regional Mobility Grants through the Office of Transit Mobility – State funds
Additional Questions

1. What assumptions were made about the timing of service implementation for each of the four components of Transit Now?  In other words, what service gets implemented first, second, third, etc.

The financial plan assumes that service hour growth due to passage of the Transit Now proposal would begin immediately in 2007, with relatively steady annual growth through 2016 and beyond.  The plan shows the following growth in service hours by year, in thousands of new annual service hours generated by the added sales tax revenue:


2007
2008
2009
2010
2011
2012
2013
2014
2015
2016


43.9
47.0
50.1
82.0
93.8
55.8
54.5
52.2
55.0
45.7

There is no specific priority or phasing plan that establishes priorities or detailed implementation schedules between program elements, but there are specific factors that will influence when different investments are made.  RapidRide investments are proposed for around the 2010 timeframe.  This is because RapidRide service is dependent on fleet acquisition of special buses, capital improvements to facilities, and speed and reliability measures.  Implementation of RapidRide must also be coordinated with plans to replace the Alaskan Way Viaduct.  Phasing plans and priorities will be developed further in the proposed Operational Master Plan, and six year priorities will be included in the update to the Six Year Transit Development Plan.

Other than the RapidRide program, there is no priority assumed between improvements to Core routes, developing areas service and partnership programs.  All are assumed to be deployed steadily throughout the ten year period, based on service needs, operating constraints and interest in the partnership program.  In any one year, less than half of the investment in new service hours will be devoted to service partnerships.
2. The Transit Capital audit recommended more rigorous alternatives analysis and documentation of alternatives considered.  Please describe the alternatives analysis conducted for Transit Now investments (both capital and operating) and the documentation of same.

At this point, the capital investments envisioned in the Transit Now proposal represent planning assumptions. The proposed investments, for the most part, are associated with elements that were included in the capital section of the adopted six-year plan. These elements include, but aren’t limited to:   buses, shelters, transit priority investments and passenger accessibility improvements.  

When funding is requested for specific investments, project costs will have been refined and alternatives analysis will occur consistent with the processes envisioned in the Transit Capital audit.  While there will be financial analyses to support these elements, policy direction will also factor into the decisions to move forward.

The one new element of the program is RapidRide.  Elements of RapidRide have been implemented and evaluated over the past few years, primarily along in the State Route 99 North corridor.  
3. How has the Transit Division used the Business Plan process to develop the Transit Now initiative?  If the ballot measure is approved, will the Division submit an amended Business Plan in time for Council review in November 2006?

The Transit Now proposal is consistent with the 2006 Business Plan.  The 2006 Department of Transportation Business Plan included the following near-term challenges that specifically relate to Transit Now:
· Increasing transit ridership
· Turning around Vanpool ridership

· Financial challenges – responding to increasing costs and sustaining service levels
If Transit Now is approved by the voters in November, 2006, Transit will be submitting an addendum to the 2007 Executive Proposed Budget to reflect the addition of Transit Now components.  The 2007 Department of Transportation Business Plan is currently being developed.  It will likely include Transit Now as a strategy towards achieving goals in 2007 and over the next several years.  As such, the business plan would require only minor modification to reflect the inclusion of Transit Now.  The specific areas that could be affected include core business breakdowns and performance indicators.      

4. What are Transit Now’s projected impacts on Division performance measures? (revised)
Transit Now will have varying impacts on a number of the Transit Division’s performance measures.  For example:     

· Bus ridership: Transit Now would increase annual transit ridership by approximately 18 million passenger trips annually by 2016.  
· Bus ridership per mile (or hour):  The different elements of Transit Now would range widely in productivity.  For example, routes operating in corridors identified for RapidRide have averaged about 35 rides per hour, while routes operating in developing areas have averaged about 8 rides per hour.  The average productivity for the total Transit Now program is expected to be slightly higher than the average productivity of the current system, assuming recent productivity rates for current services analogous to the different types of Transit Now investments and that a majority of the partnership hours are invested in core-type service improvements. 
· Cost per hour of bus service:   Significant growth in service hours as proposed will result in a lower cost per hour than what might occur without service growth because the fixed costs of the system are spread over a larger number of hours.  Outside factors such as fuel prices will also have some effect
· Bus on-time performance: The additional funding provided by Transit Now for schedule maintenance along with potential transit speed and reliability initiatives are designed to have a positive impact on bus on-time performance.  
· ACCESS ridership: The potential ridership in the additional coverage areas proposed is projected to increase overall ACCESS ridership by 1.3%.  
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