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STAFF REPORT
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	May 31, 2011

	Invited:
	Kevin Desmond, Transit Division General Manager

Jim Jacobson, Transit Division Deputy General Manager

Victor Obeso, Transit Division Manager, Service Development


SUBJECT:
A briefing regarding an ordinance relating to public transportation; adopting the Strategic Plan for Public Transportation 2011-2021 (“Plan”) and Metro Transit Service Guidelines (“Guidelines”).

ORDINANCE SUMMARY
Proposed Ordinance 2011-0114 would adopt the proposed Plan and Guidelines and is intended to replace the previously adopted comprehensive plan, strategic plan, financial policies and fare policies for the King County Metro Transit System.

The Plan is structured to align with the King County Strategic Plan 2010-2014, which is a countywide strategic plan for King County government operations.  

The Plan contains includes eight primary goals with a series of objectives and strategies to achieve/advance these goals.  The Plan goals are:

Goal 1: 
Safety. Support safe communities.
Goal 2: 
Human Potential. Provide equitable opportunities for people from all areas of King County to access the public transportation system.

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

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

Goal 5: 
Service Excellence. Establish a culture of customer service and deliver services that are responsive to community needs.

Goal 6: 
Financial Stewardship. Exercise sound financial management and build Metro’s long-term sustainability.

Goal 7: 
Public Engagement and Transparency. Promote robust public engagement that informs, involves, and empowers people and communities.

Goal 8: 
Quality Workforce. Develop and empower Metro’s most valuable asset, its employees.

The Plan also identifies the proposed measures that will be used to evaluate progress toward achieving/advancing the goals.  The Plan does not identify targets for those measures, as targets are directly associated with financial decisions.  Performance measure targets would be proposed with biennial budgets.

In addition to the new Plan, Proposed Ordinance 2011-0114 includes the proposed Guidelines for identifying and prioritizing decision-making relative to the KC Metro Transit Network (“Network”).  The Guidelines contain specific quantitative methodologies to guide the establishment of the Network, as well as priorities that would guide additions, reductions and service-change to service-change management of the Network.  The Guidelines are intended to increase the transparency of Transit Division and County decision making by formally identifying and adopting quantitative methodologies in association with the Plan.

BACKGROUND

Current Conditions

Current Plans – Broad policy guidance for the King County Transit Division is currently set in the Comprehensive Plan for Public Transportation (November 5, 2007) and the Strategic Plan for Public Transportation 2007-2016 (updated November 5, 2009).  

· The Comprehensive Plan establishes six broad goals, twelve objectives in five categories (Market Share; Mobility; Cost and Efficiency; Social, Economic and Environmental Benefits; Financial Feasibility), and twenty-two policies in four categories (Policy Coordination, Service and Capital Development, Local Jurisdiction and Community Involvement, Financial).

· The Strategic Plan is a much longer document that “describes how the Transit Division … will implement the goals, objectives and policies included in the Comprehensive Plan.”  The Strategic Plan includes 34 plan strategies that fall into five categories (Monitoring and Management, Service, Capital, Implementation, and Financial).

An update of these two plans was expected to be published as a single document in 2008-2009.  The economic downturn and resulting transit budget crisis delayed the update, though the Strategic Plan was modified in 2009.

Recession and Budget Crisis – The severe global recession struck the Transit Division through a dramatic fall in sales tax receipts, which followed a spike in diesel fuel prices.  One early Council response to the financial stress was to invest in a comprehensive performance audit of the Transit Division.  For the 2010-2011 biennium, the Executive transmitted a 9-point plan to address a $200 million shortfall.  This plan relied on reductions of 800,000 service hours to balance the transit budget, including 600,000 hours in 2012-2014.  

The Council adopted a 2010-2011 budget (Ordinance 16717) that modified the 9-point plan and:

· implements recommendations from the transit performance audit including schedule efficiencies and reallocation of reserve funds, 

· reduces the capital program, 

· eliminates staff positions, and 

· defers some planned bus service expansion.

A recently-approved contract with bus drivers will allow additional bus service hours to be saved.  Despite the efficiencies achieved by these actions, there is still a risk of future bus service reductions. Nevertheless, even with these actions, the transit division faces an estimated annual deficit of more than $60 million per year for each year, 2012-2015.

The Council’s 2010-2011 budget (Ordinance 16717) also required the creation of the Regional Transit Task Force (“RTTF”) and gave the following direction to the Transit Division:


Of this appropriation, $1,800,000 may not be expended until the executive, following transit division collaboration with a regional stakeholder task force, transmits an ordinance amending the Transit Comprehensive Plan and Transit Strategic Plan to establish a framework to guide the growth and, if necessary, contraction of King County's transit system.

The RTTF recommendations contributed directly to the Plan and Guidelines.

KING COUNTY STRATEGIC PLAN 2010-2014

The King County Strategic Plan, approved and adopted by the Council on July 26, 2010 (Ordinance 16897), establishes a unified set of goals for all County agencies. The attached one-page document illustrates how the KCSP links the County’s vision and mission statements to a set of goals (four “what we deliver” goals and four “how we deliver” goals) through the medium of several guiding principles.

Each County agency is required to develop and implement a strategic plan that identifies the goals, objectives and strategies that the agency will undertake to advance the KCSP’s priorities and goals.  As a consequence, all agencies of King County, including the Transit Division, will be aligned to the County’s vision, mission, and goals as defined through the KCSP.  One impact of this change is that terms such as “goal,” “objective,” and “strategy” may take on different meanings than previously used.

REGIONAL TRANSIT TASK FORCE RECOMMENDATIONS  

The RTTF was a critical product of the Council’s 2010-2011 transit budget. In March 2010 the Council passed Motion 13189, which approved a work plan, charge, membership, milestones and support for the RTTF.  In August 2010, the Council approved Motion 13303 to revise the work plan as recommended by the task force, and extend the deadline for delivery of the final report to the end of October.

Charge to the Task Force – Through Motions 13189 and 13303, the RTTF was charged with recommending a policy framework that includes:

· Concurrence with, or proposed changes to, the vision and mission of King County Metro;

· Criteria for systematically growing the transit system to achieve the vision;

· State and federal legislative agenda issues to achieve the vision;

· Strategies for increasing the efficiency of King County Metro; and

· Criteria for systematically reducing the transit system should revenues not be available to sustain it.

The work plan charged the RTTF with making the policy framework recommendation reflecting the prioritization of six key transit system design factors: 

· Land Use;

· Social Equity and Environmental Justice;

· Financial Sustainability;

· Geographic Equity; 

· Economic Development; and 

· Productivity and Efficiency.

The RTTF added a seventh design factor, Environmental Sustainability.

On October 12, 2010, the RTTF unanimously approved seven recommendations, which are crosswalked with the elements of Proposed Ordinance 2011-0114 starting at page 7 of this report.

REGIONAL TRANIST COMMITTEE REVIEW

Pursuant to the King County Charter, the Regional Transit Committee (“RTC”) has the responsibility for reviewing and making recommendations regarding regional transit matters.  The Charter also provides a one-hundred twenty day review period for legislation in a regional committee.  The following table outlines the RTC review of Proposed Ordinance 2011-0114 since its transmittal.

RTC Meetings Related to Proposed Ordinance 2011-0114

	RTC Meeting (date and type)
	Focus of the RTC Meetings

	February 16, 2011-Regular Meeting
	Review of current plans, policies and the King County Strategic Plan 2010-2014

	March 16, 2011-Regular Meeting
	Initial Review of Proposed Ordinance 2011-0114

	March 30, 2011-Workshop
	Methodologies for establishing the Network

	April 7, 2011-Workshop
	Translation of the Guidelines into a 600,000 hour reduction scenario

	April 20, 2011-Workshop
	Translation of the Guidelines into growth and managing the system

Issue identification and discussion

	May 4, 2011-Workshop
	Issue identification and discussion

	May 18, 2011-Workshop
	Issue option discussion

	June 15, 2011-Regular Meeting
	Anticipated recommendation decision


Detailed maps, presentations and issue analysis for all of these meetings are available via the Council's Legistar InSite system.
ANALYSIS

In December 2010, Motion 13383 was passed in November 2010 accepting the recommendations of the RTTF.  Additionally, this motion directed the Executive to carryover the interbranch cooperation, that had successfully supported the RTTF process, into the development of updates to the Comprehensive and Strategic Plans for Public Transportation as required in the 2010 Budget Ordinance, Ordinance 16717, Section 131, 39 Expenditure Restriction ER1.  The result of this guidance and cooperative effort is Proposed Ordinance 2011-0114 including the Plan and Guidelines.
The Plan

The Plan is divided into three chapters:

Chapter 1:
Containing providing context and background for the policy environment

Chapter 2:
Containing the Vision and goals, including the objectives and strategies for achieving the goals of the Plan

Chapter 3:
Containing the performance management system of reporting and measures associated with the plan

Key analysis findings of the Plan include:

· The Plan establishes a relationship between actual regional growth (population and jobs) and transit ridership through the deployment of public transportation services.  

· Cost effectiveness and efficiency are critical to the success of the transit system.

· The transit system must be deployed, changed and managed based on the concepts of productivity balanced with social equity and geographic value.

· The County must strive to increase the transparency of public transportation services, including through the use of quantitative methodologies proposed to be approved as the Guidelines transmitted with Proposed Ordinance 2011-0114.

· The Plan establishes policy guidance for financial and fare policies and directs the County to adopt fund management policies based on the policy contained within the Plan.

· The Plan replaces the separately adopted Comprehensive Plan, Strategic Plan, Financial Policies and Fare Polices for transit with a single policy document.

The Guidelines

Strategy 6.1.1 within the Plan requires that the transit system should be managed through guidelines and performance measures.  While the performance measures are established in Chapter III of the Plan, a separate Guidelines document is proposed as Attachment B to proposed Ordinance 2011-0114.  This document provides the detailed methodologies and quantitative conversion of the policy statements contained in the Plan including:

· The analysis tables for identifying the all-day and peak network, also known as the Metro Transit System Network (Network); 

· The productivity thresholds for evaluating performance;

· The transit service families, grouping transit services by frequency of service;

· The prioritization hierarchy for adding and reducing service hours to the Network; and

· The specific centers and corridors forming the basis for the Network.

Policies versus Implementation

As stated above, the RTC has the authority and responsibility to review and make recommendations regarding regional transit policy associated with King County's transit system.  As noted in the background, the Transit Division has a multitude of separately adopted policy documents including comprehensive plan, strategic plan, fare policies and fare policies.  These documents, at times, blur the line between policy and implementation, and as such have required the RTC to deliberate on operational and implementation matters in addition to regional transit policy matters.  The Plan creates a clear distinction between policy and implementation, consolidating all regional transit policy issues in one document.  Even in the areas of financial and fare policies, the Plan in Goal 6, provides policy guidance on the policy areas and then directs the County to establish Fund Management Policies to accomplish the policy guidance of the Plan.

Transit Now

When Transit Now was established, an implementation plan was added to the Strategic Plan for Public Transportation relative to use of the 0.1% of sales tax revenue established for the program.  As proposed, the new Plan is a policy only document, which means implementation matters and related expenditure restrictions are extracted from the Plan and repealed with the proposed ordinance.  The policy basis for RapidRide and Partnership programs originally approved with the Transit Now implementation plan are contained within the policy framework, and the services assumed in the Metro Transit System Network.  Other Transit Now investment areas, which had been deferred due to the budget crisis, are subsumed within the policies of the Plan and methodologies of the Guidelines. 

Consistency with RTTF Recommendations

Crosswalk: Proposed Ordinance 2011-0114 to RTTF Recommendations

	RTTF Recommendation (abbreviated)
	Proposed Ordinance 2011-0114

	Recommendation 1: Establish performance measures and report annually
	Chapter III of the Plan establishes performance measures and biennial reporting in association with the biennial budgeting of the Transit Division.

	Recommendation 2: Institute greater cost control measures
	Objective 6.2 of the Plan identifies an outcome of Metro costs growing at or below the rate of inflation including specific cost control strategies.

	Recommendation 3:  Make service reductions and growth decisions by emphasizing productivity, ensuring social equity and providing geographic value
	Objective 6.1 of the Plan identifies an outcome of increasing service productivity through a system that emphasizes productivity, ensures social equity, and provides geographic value.  

	Recommendation 4: Make service allocation decision based on clear and transparent guidelines
	Strategy 6.1.1 establishes that the outcome of Objective 6.1 would be achieved through establishing and managing the system through the use of guidelines and performance measures, which are included as Attachment B (the Guidelines) to Proposed Ordinance 2011-0114

	Recommendation 5: Use RTTF principles to develop the guidelines:
1. Transparent, clear and measurable

2. Use of the system design factors 

3. Flexibility to address dynamic financial conditions 

4. Integration with the regional transportation system 

5. Use of performance thresholds
	1.  The Guidelines provide replicable methodologies for the establishment of the Network

2.  The Guidelines use the system design factors used by the RTTF, principally the Productivity, including Land Use, Social Equity, and Geographic Value

3.  The Guidelines establish the prioritization hierarchies for adding, reducing and managing the system

4.  The system relies on ridership trends for all transit usage linked to how service is provided

5.  Through the use of thresholds for productivity and service quality, the Guidelines identify decision issues for growth and reduction of services

	Recommendation 6: Pursue long-term sustainable revenue base while implementing task force recommendations
	While Objective 6.3 identifies an outcome of establishing adequate funding, the Plan and Guidelines as a whole establish a new framework for an efficient and effective transit system.

	Recommendation 7:  Establish a mission and vision consistent with new policy framework
	The Plan establishes a vision for the Metro Transit System in Chapter II and links the mission of the agency with the Network.


STRIKING AMENDMENT

As a result of the RTC deliberations, the Chair of the RTC is developing a Striking Amendment to address the following:
· Make technical corrections and changes to the Plan and Guidelines to increase the clarity and transparency of how the Transit Division will make decisions within its scope of authority;

· Provide an annual review of how King County is implementing the Guidelines in addition to the biennial performance review identified in Chapter III;

· Establish a regular review of the Plan and Guidelines, especially in the first few years to ensure that the Plan and Guidelines are achieving the policy intent of RTC;

· Move from a concept of alternatives to traditional transit service delivery to an implementation plan;

· Establish a substantive collaborative process to review and update the factors, methodologies and prioritization of adding service with an additional focus on jurisdiction actions to create transit supportive communities; and

· Confirming the need for outreach in the case of major (greater than ten percent of the whole system) changes.

The RTC Chair has been working openly in the crafting of the Striking Amendment, and has shared drafts with RTC members and County Council staff to incorporate feedback early in the process.  

ATTACHMENTS:
1. Transmittal Letter

2. Proposed Ordinance 2011-0114 and Attachments
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