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SUBJECT
Transit Division implementation of the Strategic Plan for Public Transportation 2011-2021 (“Strategic Plan”) and the King County Metro Service Guidelines (“Service Guidelines”).
SUMMARY
This briefing provides an update on King County Metro Transit’s 2012 implementation of the Strategic Plan and Service Guidelines, both approved by Ordinance 17143.  The focus is on the bus service changes for Fall 2012
, which the Council will review in April and May.  Together with the June 2012 service changes that the Council recently approved (Ordinance 17259), the Fall 2012 bus service changes would implement a significant change of bus routes that is intended to realize Strategic Plan goals through use of the Service Guidelines.
BACKGROUND
The Strategic Plan and Service Guidelines establish the process for transferring bus service hours from low performing routes and reinvesting them in higher performing routes to address overcrowding, schedule reliability and other unmet needs, with the goal of making the overall bus system more productive.  The County’s Congestion Reduction Plan reaffirms this approach: calling for maintaining the current transit system level but during the 2012-2013 biennium, reallocating hours from the least productive services to address overcrowding and unreliable service on other routes.  Ordinance 17169, approving the temporary Congestion Reduction Charge, directs that at least 100,000 service hours currently used for low-performing bus routes be reinvested in more productive services in 2012-2013.  Ordinance 17259, approving transit service changes for June 2012, accomplished the first round of service reinvestments called for in Ordinance 17169, reallocating approximately 35,000 hours.
Based on recent Metro presentations, the Fall 2012 service change is expected to:

· Modify, reduce, or delete about 30 lower-performing bus routes and reinvest about 70,000 service hours in overcrowding, on-time performance, underserved corridors, and high-performance corridors.

· Effect a major restructuring of transit routes associated with the RapidRide C and D Line implementation, connecting West Seattle and Ballard with downtown Seattle.
· Take steps to improve downtown Seattle operations as part of the elimination of the Ride Free Area (“RFA”) in downtown Seattle, which is required by Ordinance 17169.
Other items relating to Strategic Plan implementation include:

· Baseline annual report, due by March 31, 2012 with motion for approval (referral to the Regional Transit Committee);

· Ordinance potentially including technical amendments to the Strategic Plan, due by April 30, 2012 (referral to the Regional Transit Committee);

· Southeast Seattle Transit Outreach Program, Phase 1 Report due June 8, 2012;

· Five-Year Implementation Plan for Alternative Transit Service Delivery, report due June 15, 2012;

· Route 42 alternative options assessment and stakeholder process, due August 1, 2012;

· Southeast Seattle Transit Outreach Program, Phase 2 Report due October 31, 2012;

· Report on preliminary results of collaborative process for evaluating options to revise Service Guidelines’ options for adding transit service, due October 31, 2012 (referral to Regional Transit Committee).

Also in 2012, the Council is expected to consider other legislation that is indirectly related to the Strategic Plan.  For example, there will be several ordinances relating to elimination of the downtown Seattle Ride Free Area.  A separate ordinance will be proposed to establish the alignments of the RapidRide E Line connecting Shoreline and north Seattle with downtown Seattle, and the RapidRide F Line serving Burien, SeaTac, Tukwila, and Renton.
Summary of Strategic Plan and Service Guidelines 

Below is a summary of Strategic Plan and Service Guideline components that provide policy direction for the 2012 service changes.  Much of this material was included in the staff reports for the June 2012 service change ordinance; however, those staff reports did not discuss service restructuring, which is important to the Fall 2012 service change.

A.
Policy Direction in the Transit Strategic Plan and Service Guidelines

The Strategic Plan outlines a comprehensive set of strategies and goals for the County's transit system to be productive while addressing social equity and geographic values.  Strategy 6.1.1 of the Strategic Plan requires that the transit system be managed through service guidelines and performance measures.  The Service Guidelines were adopted along with the Strategic Plan and they provide specific details on how to create and refine this transit system.

B.
Evaluating the System
The All-Day and Peak Network is a system of corridors connecting Regional Growth Centers, Manufacturing/Industrial Centers, and Transit Activity Centers.  The centers and the corridors are designated in the Strategic Plan.  The intent is for the corridors to cover a large majority of the origins, destinations, and trip demand for the system.  Improving service frequency on the corridors would be the best response to the demand for more service.  If it is necessary to shrink the system, retaining as much service on the corridors would result in the most effective downsized system.
· The first step in evaluating corridors for the All Day and Peak Network is to assign points based on (1) Productivity (housing density and job access worth up to 20 points – 50% of the total ); (2) Geographic Value (up to 10 points – 25% of the total); and (3) Social Equity (up to 10 points – 25% of the total).
· Productivity points are awarded for land use (households and jobs within ¼ mile of bus stops along the corridor); Geographic Value points are added if the corridor is a primary connection between Regional Growth Centers, Manufacturing/Industrial Centers, or Transit Activity Centers; and Social Equity points are awarded based on percent of boardings in low-income census tracts and minority census tracts.
 
· The total scores for each corridor are then used to assign service frequencies for the peak, off-peak and night periods.  With this information, the Transit Division can determine if a corridor is underserved, overserved, or has an appropriate level of service.  This provides a basis for determining where to allocate service hours.

· When all points are added up in Step One of the Corridor Review Process, these additional points may result in a corridor being qualified for more frequent service than would otherwise be the case.
· In Step Two of the corridor assessment process, Transit staff reviews each corridor to ensure that existing ridership is adequately served by the amount of transit service that the corridor is entitled to under the Step One point allocation.  In Step Two, a corridor can be assigned additional bus service to meet existing ridership needs.  The amount of service on a corridor cannot be reduced in Step Two.

C. 
Performance Management
· Once the structure of the system has been determined and the ideal corridor service levels have been identified, the next step is to manage the system for improved efficiency and effectiveness.  To this end, performance management guidelines are applied to individual bus routes to determine candidates for addition, reduction or restructuring.  Bus route productivity is measured by rides per platform hour
 and passenger miles per platform mile.

· In evaluating bus route productivity, different standards apply to two different types of routes.  Seattle Core routes serve downtown Seattle and adjacent areas (Capitol Hill, First Hill, South Lake Union, Uptown) or the University District.
    Other Metro bus routes are categorized as Non Seattle Core routes. Higher productivity thresholds are applied to the Seattle Core routes because they serve areas with high job and/or housing densities.
· Routes are evaluated for possible reduction if they fall in the bottom 25 percent of routes measured by rides per platform hour and passenger miles per platform mile.  For this evaluation, routes are evaluated within their categories (for example, a Seattle Core night route is compared to other Seattle Core night routes).  However, hours freed up may be reinvested in other categories (an unproductive midday service hour could be reinvested in a peak route).

· Peak routes are evaluated separately:  Compared to the all-day bus route that is an alternative for the corridor, a peak route should have 20 percent faster travel time than the alternative and ridership should be 90% or greater compared to the alternative service.

D.
Investment Priorities

· The Service Guidelines section on Performance Management lists three reinvestment priorities in the Service Guidelines.  In priority order, these are: (1) Passenger loads (standees)
; (2) Schedule reliability (on-time performance)
; (3) All Day and Peak Network (underserved corridors).
· Also discussed is the basis for Service Restructures, which the Service Guidelines (pp. SG-10 through SG-12) define as:  “changes to multiple routes along a corridor or within an area, including serving new corridors, in a manner consistent with service design criteria found in this service guidelines document.”  The service restructure concept predates the Strategic Plan:  Restructures were carried out in 2009-2010 for the introduction of Link Light Rail and the RapidRide A Line serving Pacific Highway South, and in 2011 for the RapidRide B Line connecting Redmond and downtown Bellevue via Overlake and N.E. 8th Street.
Copies of the Transit Division presentation will be provided at the Committee meeting. 
�Some of the bus service changes may be effective in February 2013, but this staff report refers to the “Fall 2012” service change as that is when the majority of changes will take effect.


� Under the Strategic Plan, the key determinant of Social Equity is the award of additional points to the All-Day and Peak Transit network corridors that serve census tracts with a higher percentage of lower-income or minority populations than the county as a whole.  If a corridor’s percentage of boardings in lower-income census tracts is higher than the system average, the corridor receives 5 additional points.  If a corridor’s percentage of boardings in a minority census tract is higher than the system average, it receives 5 additional points (10 points received if both categories apply).  





�Rides per platform hour is a measure of the number of people who board a transit vehicle relative to the number of hours that a vehicle operates (from leaving the base until it returns).





�Passenger miles per platform mile is a measure of the total miles riders travel on a route relative to the total miles that a vehicle operates (from leaving the base until it returns).





�A bus route that connects a Seattle Core area with another part of the County is included in the Seattle Core category because it serves the Seattle Core. 





�The Service Guidelines allow 50 percent more riders than seats on service that operates at least every ten minutes, allow 25 percent more riders than seats on routes that operate less frequently than every ten minutes, and no trip on a route should have a standing load for 20 minutes or longer.  Many buses have standees that fall within the guidelines and will not receive additional service hours.  Future adjustments will likely be required as other routes exceed the standards.


� Additionally, these changes add needed time to the route schedules so drivers have the opportunity for scheduled breaks and layovers between trips.  Metro estimates that it would take about 30,000 hours to address on-time performance on all of these routes.  The June 2012 service change proposal represents a 15,000 hour "down payment" to improve on-time performance
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