
ATTACHMENT 6
POLICY BACKGROUND ON SOUTH LAKE UNION STREETCAR

Attachment 5 includes information on the South Lake Union (SLU) Streetcar including the cost-sharing arrangement and responses to Councilmembers’ questions.
Questions from TrEE Members and Transit Division Responses

1. How does the SLU compare with other service partnerships?

Response: The SLU partnership is somewhat unique given that it is a different mode and had a cost-sharing arrangement derived from a reallocation of Metro service hours in 2009 (per streetcar history narrative later in this Attachment). For comparison purposes, Metro is engaged in a variety of different partnerships with different cost-sharing provisions.  Some examples include the following:

· Sound Transit Express Bus Service:  Sound Transit reimburses Metro based on a customized rate that includes most of the cost factors that correspond with our fully-allocated cost.

· Transit Now Direct Financial Partnerships:  Partners pay one-third of the fully-allocated operating cost (the minimum required contribution), with the exception of the City of Auburn, which pays 45%.

· Alaskan Way Viaduct Mitigation Service:  WSDOT pays for 100 percent of the fully-allocated cost of service based on a customized rate.

· Custom Bus Service:  Partners are supposed to pay 100 percent of the cost based on a partial/marginal rate

· Transit Service Financial Agreement (City of Seattle):  The City pays 100 percent of the fully-allocated cost

2. How the SLU cost compares to running a bus on the same route/alignment

Response: The SLU cost is higher than that of operating a bus on the same route alignment given that it is a different mode e.g. fixed guide way rail versus rubber tire bus.  Specifically, the cost per hour for operating the streetcar is significantly more than the cost per hour for operating a bus. Reasons for this include:

· Higher direct vehicle maintenance costs for rail cars versus buses

· Higher non-vehicle maintenance costs e.g. track maintenance and traction power

· Higher % of general administration costs compared to a bus given that the admin costs for bus are spread over a much larger fleet. This is an efficiency/economies of scale issue.

3. Why the City contribution is not set at a minimum threshold?

Response: The City contribution for the SLU is not set at a minimum threshold for the reasons mostly outlined in the streetcar history narrative.  Given the complex and unique origin of the SLU cost sharing methodology along with issues surrounding fares reconciliation, the approach taken in the amended ILA focuses on shielding the county’s contribution from the risk of increased operating costs and fluctuating fare revenue. 

4. How does SLU fare revenue recovery compare to other routes?

Response: The SLU fare revenue in recent years is comparable to the average fare recovery for the bus system. 2013 SLU fare revenue recovery % = 28.2% versus Metro system average fare recovery in 2013 of 29.1%.  As mentioned above, the higher operating costs for the SLU offset what otherwise might be a higher fare recovery %. Note: current Metro Public Transportation Fund Management Policies have 25% as the target for farebox recovery %.  As outlined in the July 1 council staff report, the recent addition of ORCA readers on the SLU line should improve the data collection with respect to ridership and fare revenue going forward. 

Strategic Plan for Public Transportation 2007-2016
The Strategic Plan for Public Transportation 2007-2016, approved in 2007 by the Regional Transit Committee and the Metropolitan King County Council, is the source of policy direction for the current interlocal agreement (ILA) for operation of the South Lake Union Streetcar.  
The 2007-2016 Plan reflects negotiations between the County and the City of Seattle and includes several references to the SLU Streetcar, reproduced here.
From “Changes in the Planning Environment” narrative (page 2-12)

· South Lake Union Streetcar.  The City of Seattle is implementing a streetcar service between downtown Seattle and South Lake Union.  The project is under construction and is scheduled to open in December 2007.  King County Metro will operate the streetcar, and the city will pay for a portion of the operating cost.  

Strategy S-10: Streetcar System (page 4-27)

Consider opportunities for system integration when planning improvements to the existing King County streetcar line, identify the factors contributing to successful streetcar service and develop criteria to guide decisions to initiate or participate in future streetcar projects or, where necessary, to authorize other entities to provide streetcar service. Criteria should address land use, economic, environmental and social equity considerations along with transportation impacts and other factors.

Strategy S-14: Activity Center Mobility (pages 4-31 through 4-32 – excerpts)

Enhance circulation within activity centers through changes in transit service design and other programs to encourage transit use including, but not limited to, proposals for consideration of ride free areas.  Preserve existing revenues and encourage financial partnerships with others to cover additional expenses associated with the provision of new services and programs for this purpose.

[Excerpt:]

Providing for circulation within activity centers extends the range of pedestrians and enhances livability of downtown areas.  Streetcars, fixed route transit service, ridesharing, vanpool and Access services can all contribute to mobility within activity centers.  Opportunities to improve circulation in activity centers will be a consideration when bus route changes are considered.  

[Excerpt:]

Seattle’s South Lake Union Streetcar is an example of an activity center circulation improvement King County Metro will provide in partnership with the City of Seattle.  The new streetcar will provide service between Westlake Center and South Lake Union.  Seattle has secured full funding for the capital cost and will provide full operating funding for an initial period, after which King County Metro will provide three-fourths of the operating cost and Seattle will provide for the remaining one-fourth.  King County Metro’s share of this cost will be reallocated from other West subarea services in conjunction with changes to achieve service integration with Link light rail in 2009.

The current ILA implements the policy direction in the 2007-2016 Plan.   As the July 1, 2013 staff report (Table I) notes, the County’s figures for this funding arrangement in 2010 through 2013, show that the County share of costs was actually less than 75 percent when fare revenue is included.

2009 Transit Service Change Ordinance

In 2009, the Council approved a major restructuring of bus service in response to the startup of Link Light Rail (Ordinance 16520, September 2009-February 2010 Transit Service Change).  Metro bus routes in Southwest and Southeast Seattle were substantially revised to provide intermodal connections to Link and to reallocate service hours freed up by Link.  SLU funding equivalent to the cost of 16,800 bus service hours was included in this process as Metro’s share of the operating costs, and the SLU Streetcar was designated as Route 98.

Council staff analysis found that routes serving Southeast Seattle received a net increase of bus service hours, in addition to light rail service.   From the May 12, 2009 staff report discussion of the SLU Streetcar:

“Public Comment & Transit Response - A couple of commentators expressed concern that these service hours are “taken” from southeast Seattle.  According to Transit staff, the 16,800 hours are from the pool of 84,450 hours generated from the proposed service changes for the West subarea (Seattle, Shoreline and Lake Forest Park).  Additionally, Transit staff reports that as a result of the full implementation of the service changes proposed, routes serving southeast Seattle will see an increase of about 38,000 service hours.  See Attachment 1.  This increase includes redeployed hours, 8,000 Transit Now high-ridership hours invested in routes 8 and 36, and 7,650 Transit Now partnership hours, (one-third of which are paid for by the City of Seattle).  This figure does not include the additional 70,000 annual hours of Link service that will serve southeast Seattle.  Transit staff emphasize that the new figures for each route are estimates.”
2009 Service Hour Changes to Routes Serving Southeast Seattle

Attachment 1 to REVISED May 12, 2009 Staff Report for Proposed Ordinance 2009-0284 (retitled)

	
	
	

	Route
	West Hours Before Changes
	Estimated West Hours After Changes

	7
	76,700
	76,700

	7X
	6,400
	4,500

	8
	24,000
	68,250

	9X
	10,800
	18,700

	14S
	20,200
	23,600

	32
	2,800
	0

	34
	3,000
	2,200

	36
	67,600
	80,600

	38
	5,800
	2,700

	39
	19,700
	16,000

	42
	26,900
	0

	42X
	3,000
	0

	48S
	42,900
	43,100

	60
	35,400
	41,300

	106*
	17,950
	21,970

	107*
	5,450
	10,300

	126*
	2,900
	0

	Total
	371,500
	409,920

	Change in Hours
	38,420

	* Routes 106, 107, and 126 are 50-50 routes with hours split between the West and South subareas; these numbers represent ONLY the West portion of the hours


Strategic Plan for Public Transportation 2011-2021

Following the Regional Transit Task Force process in 2010, the Strategic Plan for Public Transportation 2011-2021 replaced the 2007-2016 Plan (and the Comprehensive Plan for Public Transportation).  The 2011-2021 Plan includes a set of eight broad Goals, each of which has one or more Objectives, which are implemented through Strategies. 

Several of the Goals are relevant to the SLU and other Streetcars, notably Goal 3 and its Objective 3.1/Strategy 3.1.1 and Objective 3.2/Strategies 3.2.1 and 3.2.2.  Based on the SLU Streetcar’s environmental footprint, Goal 4 (Environmental Sustainability) is also very relevant to the goal of reducing GHG emissions by increasing the use of electric vehicles and trolleys. 
Here are excerpts from the 2011-2021 Plan related to these Goals, Objectives, and Strategies:

Goal 3: Economic Growth and Built Environment. Encourage vibrant, economically thriving and sustainable communities.

Objective 3.1 Support a strong, diverse, sustainable economy.

A transportation system that moves people and goods efficiently is critical to economic vitality and the achievement of the region’s vision for growth. The regional growth strategy emphasizes the need for an integrated, multimodal transportation system that links major cities and centers. Metro plays an important role in the growth strategy by offering travel options that connect people to areas of concentrated activity, providing affordable access to jobs, education and important social and retail services. Intended outcome: Public Transportation products and services are available throughout King County and are well-utilized in centers and areas of concentrated economic activity.
· Strategy 3.1.1: Through investments and partnerships with regional organizations, local jurisdictions and the private sector, provide alternatives to driving alone that connect people to jobs, education and other destinations essential to King County’s economic vitality.

Metro provides a range of services to get people to work, school, and other places they want to go. The backbone of Metro’s system is a network of all-day, two-way bus routes between residential, business and other transit activity centers. Metro also provides commuter service to major destinations from many neighborhoods as well as from a network of park-and-ride lots. Metro provides local services to connect people to the larger transportation system. Rideshare services such as commuter vans, and Rideshare Online, as well as community programs such as In Motion, and car-sharing, promote alternative travel options.

Metro augments its own investments by developing partnerships with local jurisdictions, other agencies, employers, and institutions to increase public transportation services and improve service effectiveness. Metro enters into agreements with public and private entities to fund new or improved public transportation services, where the partner contribution may be in the form of direct funding or investment that results in transit speed or reliability improvements. Metro also forms partnerships to develop and promote alternative commute programs and to manage parking and traffic to make public transportation more efficient and attractive. Metro works with WSDOT and local cities to provide services that help mitigate the impacts of major construction projects.

Objective 3.2: Address the growing need for transportation services and facilities throughout the county.

King County is expected to add more than 185,000 new jobs and more than 180,000 new residents between 2010 and 2020
. As the region grows and as the economy recovers, the demand for travel will rise. Metro will prepare for this growth by seeking opportunities to expand service, by being more efficient, and by partnering with others to maximize the travel options available. Intended outcome: More people have access to and regularly use public transportation products and services in King County.

· Strategy 3.2.1: Expand services to accommodate the region’s growing population and serve new transit markets.

Population and employment growth are creating emerging and expanding travel markets throughout King County. These markets range from expanding employment centers such as Kirkland’s Totem Lake or Seattle’s South Lake Union to developing residential communities throughout King County. Metro has many tactics for accommodating growth, such as starting a new route, adding peak trips, extending hours of service to include the midday or evening, or modifying a route to serve a new location. 

· Strategy 3.2.2: Coordinate and develop services and facilities with other providers to create an integrated and efficient regional transportation system.

Metro collaborates with other agencies and organizations to build the best possible regional public transportation network, to make it easy for people to travel between transportation services, to maximize travel options, and to achieve efficiencies by providing services that are complementary rather than duplicative. For example, when Sound Transit introduces new services, Metro explores opportunities to restructure bus routes, improve service integration, enhance service and increase efficiency. By reconfiguring, reducing or eliminating poorly performing routes, Metro can free up resources to invest in routes with greater demand and unmet service needs. Where parallel services exist, Metro can restructure routes to create service that is more frequent, productive and reliable.

Metro also coordinates with other agencies and jurisdictions to improve the efficiency of the system through transit speed and reliability improvements. Metro works independently and in coordination with local jurisdictions to implement improvements such as traffic signal coordination, transit queue-bypass lanes, transit signal queue jumps, transit signal priority, safety improvements, and stop consolidations.

Metro also coordinates with other regional and local public transportation entities on funding, design, construction and maintenance of capital projects. Metro and other agencies have collaborated on the development of facilities such as transit hubs, park-and-rides and stations. 

Goal 4: Environmental Sustainability.  Safeguard and enhance King County’s natural resources and environment.

Objective 4.1: Help reduce greenhouse-gas emissions in the region.

King County has a long-term goal of reducing greenhouse-gas emissions by 80 percent between 2007 and 2050. The transportation sector is the source of more than half the emissions in the region, so reducing vehicle-miles traveled and emissions are critical parts of achieving this goal. Every step Metro takes to make transit a more accessible, competitive and attractive transportation option helps to counter climate change and improve air quality. Intended outcome: People drive single-occupant vehicles less.

· Strategy 4.1.1: Increase the proportion of travel in King County that is provided by public transportation products and services.

Metro offers an array of alternatives to single-occupant vehicle travel, and will continue to improve the attractiveness of Metro’s products and services and promote them to existing and potential customers.

Objective 4.2: Minimize Metro’s environmental footprint.

The King County Energy Plan provides a roadmap for improving energy efficiency and expanding the use of greenhouse-gas-neutral energy sources in King County, with new targets adopted by the King County Council. The County has set a goal of reducing energy use in County buildings by 10 percent by 2012 and vehicles by 2015. In support of this plan, Metro is committed to being a leader in green operating and maintenance practices and minimizing its energy use. Metro also educates its employees about reducing energy consumption at work and using public transportation to commute. Intended outcome: Metro’s environmental footprint is reduced (normalized against service growth).

· Strategy 4.2.1: Operate vehicles and adopt technology that has the least impact on the environment and maximizes long-term sustainability. 

Metro will continue exploring opportunities to employ energy-efficient vehicles for both fixed-route and other services, such as its commuter van programs. Metro has already reduced vehicle emissions by developing and using clean-fuel bus technologies, such as hybrid diesel-electric coaches, in its fleet. Metro is committed to being a leader in the adoption of new energy-efficient and low-emission technologies  
In addition to the strategies and objectives outlined above, Metro has a sustainability plan (April 2014) that identifies a path to reduced emissions in support of environmental sustainability. This includes increasing the use of electric vehicles and trolleys.
The King County Metro Service Guidelines, also approved in the same process as the 2011-2021 Plan, provide for performance measurement of all Metro fixed route services.  The SLU Streetcar, designated as Route 98, is subject to evaluation according to the same performance measures as other routes serving the Seattle Core area.  The route-by-route results of spring performance evaluations are reported in the fourth quarter of each year in the annual service guidelines report.

For the SLU Streetcar, the proposed new ILA implements the County’s transit planning policies in two ways:  First, it provides for a cost-sharing mechanism that is consistent with the Goals, Objectives, and Strategies of the 2011-2021 Plan.  Specifically, the Service Guidelines (SG-16) reference that Metro is open to forming partnerships with cities that would fully or partially fund transit service. Second, it provides that King County Metro Service Guidelines apply to the SLU Streetcar in the event of a major transit service reduction.

� Puget Sound Regional Council. “Populations, Households, and Employment Forecast,” last updated 2006, www.psrc.org/data/forecasts/saf. 





