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Transportation, Economy and Environment Committee

STAFF REPORT

	Agenda Item:
	6
	Name:
	Paul Carlson 

	Proposed No.:
	2013-0532
	Date:
	January 15, 2014

	Invited:
	Victor Obeso, Manager Service Development, King County Transit Division
Marty Minkoff, Service Planning Supervisor, King County Transit Division


SUBJECT
An ordinance approving June 2014 Metro Transit bus service changes.
SUMMARY
Proposed Ordinance 2014-0532 (Attachment 1) approves service reductions in response to the ending of the Washington State Department of Transportation (WSDOT) funding, which was used to mitigate the traffic impacts of Alaskan Way Viaduct Tunnel Project-related construction.  The proposed ordinance modifies seven bus routes effective June 7, 2014.  Together with administrative changes to another 14 bus routes, the service change will reduce approximately 45,000 annual hours of bus service.  This translates to a loss of some 150 weekday bus trips.
Service changes included in the proposed ordinance:

· Deletion of the Routes 22, 37, 57, and 113.
· Reduced service levels on the Routes 55, 118EX, and 121.
Administrative changes (not included in the proposed ordinance):

· Discontinue WSDOT-funded trips on Routes 17EX, 18EX, 21EX, 56EX, 120, and 358EX/RapidRide E Line.

· Discontinue trips on the Routes 116EX, 122, 123, 125, 128, 131, and 132.
The staff report will review all the changes together.  The proposed ordinance bus service changes are implemented through approval of Attachment A to the proposed ordinance, the list of the routes with a description of the changes and, in the case of the deleted routes, maps showing the deletion of the routes.  The administrative changes
 that do not require Council approval are described in an attachment to the Executive’s transmittal letter.
To allow sufficient time to implement the proposed service reductions, the Transit Division has requested Council approval of this ordinance by the end of January.  Action at the January 15, 2014 special committee meeting is necessary to allow this schedule to be maintained.

BACKGROUND
Alaskan Way Viaduct Mitigation
In 2008, WSDOT and King County approved three interlocal agreements (ILAs) relating to mitigation for the traffic impacts of the “Moving Forward” projects that are part of WSDOT’s Alaskan Way Viaduct megaproject.  These are the early action projects that WSDOT began to work on while planning for the Central Waterfront project element continued.  The original ILAs were approved in 2008 through the enactment of Ordinance 16250 and revised in 2011 through Ordinance 17194.  
GCA 5820 – Enhanced Transit Services

GCA 5820 is the ILA for Enhanced Transit Services – it provided up to $29.7 million for additional bus service and schedule adjustments over four years with a June 30, 2014 deadline.  Enhanced Transit Services (“ETS”) are bus service hours used to mitigate the impacts of Moving Forward project construction.

Exhibit A to GCA 5820 defined the Scope of Work for ETS, the process by which Metro Transit and WSDOT agreed on an ETS package, performance reporting requirements, and listed 33 candidate bus routes as well as key corridors (called “pathways”) for mitigation activity.  All bus routes that received Viaduct mitigation were listed in Exhibit A to GCA 5820 or served one of the pathways that was listed in Exhibit A.  (However, not all of the 33 bus routes listed in Exhibit A are currently receiving mitigation support.)

The ETS service hour investments fell in two categories:

“Added trips”  - The additional capacity bus trips in addition to the trips called for in the regular schedule.  About one-third of the service hours are for added trips on Routes 18EX, 21EX, 56EX, 120, 121, and 358/E Line.
“Schedule adjustment” – The hours invested in trips to maintain existing service levels that would otherwise be untenable because of delays caused by construction-related congestion.  For example, under normal traffic conditions, a single bus might be scheduled to make a northbound trip and then following a layover, make the return southbound trip.  If construction impacts cause significant delay in the first leg of the bus’s assignment, the schedule is thrown so far off that adhering to it is difficult or impossible.  Mitigation funds allow for the underlying schedule of buses and trip running times to be adjusted so that riders still perceive the same service levels as before the construction began.  Without these adjustments, very poor service quality would result, not just in the area that is obviously affected by construction, but also in areas that are served by the same set of buses.  For example, delays to the RapidRide C Line, which is in the heart of the area affected by Viaduct construction, also affect the RapidRide D Line because the same buses cover both routes.
It is this practical impact of construction-related delays that leads the Executive in his transmittal letter to state:

Since construction related impacts will continue until the end of 2015, “undoing” the schedule adjustments is not a viable option for reducing service hours.  This would result in significantly unreliable schedules for customers, unacceptable working conditions for operators, less service and capacity in affected corridors, and an increased need for frequent intervention from Metro’s operations control center, which would hamper Metro’s ability to respond to operational issues elsewhere in the system.  

Transit Strategic Plan 

The Transit Strategic Plan (TSP) and King County Metro Service Guidelines provide guidance on allocation of service hours to transit corridors and bus routes based on productivity, social equity, and geographic value.  In general, the Service Guidelines provide policy direction to:

· Restructure service on multiple corridors in an area, if triggered by one or more key reasons (the Alaskan Way Viaduct replacement is one key reason listed in the TSP, although the TSP does not specifically mention the loss of mitigation funding);

· Use priorities to identify service reductions if necessary, with low performance as a key consideration along with the availability of alternative service.
· All routes are evaluated using riders per platform hour and passenger miles per platform mile.  Peak routes, which operate only during the morning (6:00 AM to 9:00 AM) and afternoon (3:00 PM to 6:00 PM) peak periods, are also evaluated to determine if they are at least 20 percent faster than the alternative service and have rides per trip that are 90 percent or greater compared to the alternative service.

In this case, mitigation funding allowed the Transit Division to invest in service on specified routes and corridors to address a temporary problem.  The problem remains even though the funding is removed.  The Transit Division proposes to address the 45,000 hour shortfall by revising bus routes in the Viaduct mitigation area, but targeting lower-performing routes and times of day for about two-thirds of the reductions.  This approach avoids the problems mentioned in the Executive’s transmittal letter that would result from “undoing” the  schedule adjustments on the most productive routes.
The following table lists bus routes proposed for changes in the June 2014 service change.  Routes proposed for deletion are listed first, followed by ordinance and administrative reductions.  Downtown Seattle is abbreviated as “Seattle CBD,” short for Central Business District.  Performance measures are more stringent for routes serving the Seattle Core (the CBD and the University District) than for non-Seattle Core routes.  The current performance thresholds are listed in Attachment 5, June 2014 Service Change (Transit Division list of routes).
Routes Proposed for Deletion
	Route
	Hours

	Location
	Alternatives

	22
	(5,410)
	Arbor Heights, Westwood Village, Gatewood, Alaska Junction
All-day service (14 trips from Alaska Junction to Arbor Heights, 15 trips from Arbor Heights to Alaska Junction)
Lower performing (bottom 50% non-Seattle Core)
	Portions of the route lose all fixed-route service.  C Line and Route 128 provide alternative service on California Avenue S.W. between Morgan Junction and Alaska Junction.  Route 21 Local provides alternative service along 35th Avenue S.W. between Westwood Village and Gatewood.  Route 21 Express provides peak period alternative service in Arbor Heights.

	37
	(2,700)
	Alaska Junction, Alki, Seattle CBD
Peak only, peak direction service (four AM trips to Seattle CBD, four PM trips to West Seattle)
Lower performing (bottom 25% Seattle Core)
	Delete four AM peak and four PM peak trips.  All service lost between Alaska Junction and Alki Point on 49th Avenue SW and Beach Drive SW.  Route 56 will provide alternative service during weekday peak hours between 61st Avenue SW/Alki Avenue SW and Seattle CBD via the Admiral District and the Alaskan Way Viaduct.  Metro Transit states that Routes 773 and 775 will provide alternative service along portions of Alki Avenue SW and Harbor Avenue SW but note these services are intended only to provide connections to/from the West Seattle Water Taxi to the Seattle CBD.

	57
	(2,500)
	Alaska Junction, Genesee Hill, White Center, Westwood Village, Fauntleroy, Alaska Junction, Seattle CBD
Peak only, peak direction service (four AM trips to Seattle CBD, four PM trips to West Seattle)

Lower performing (bottom 50% Seattle Core, fails one peak route criterion)
	Delete all four AM peak and four PM peak trips.  Genesee Hill area loses all service.  Route 56 provides alternative service between the Admiral District and Seattle CBD.  Route 55 provides alternative service along California Avenue S.W. between the Admiral District, Alaska Junction, and Seattle CBD. 

	113
	(2,940)
	Shorewood, White Center, Olson-Myers Park-and-Ride, Seattle CBD
Peak only, peak direction service (seven AM trips to Seattle CBD, four PM trips to Shorewood)

Lower performing (bottom 50% Seattle Core)
	Delete seven AM peak trips to Seattle CBD and four PM peak trips to White Center and Shorewood.  Shorewood loses fixed-route service to Seattle CBD.  Route 120 provides alternative service between White Center and Seattle CBD.  Olson-Myers Park-and-Ride also served by Route 60, all-day service connecting White Center and Capitol Hill via Beacon Hill and Georgetown.


Comprehensive Listing of Ordinance (*) and Administrative Reductions
	Route
	Location
	Hours
	Description

	17EX
	Loyal Heights, Sunset Hill, Ballard, Seattle CBD
Peak direction, peak period service
	(270)
	Discontinue one PM trip; Route will still provide five PM trips.
The deletion reflects loss of a Route 18EX WSDOT-funded trip.

	18EX
	North Beach, Ballard, Seattle CBD
Peak direction, peak period service
	(290)
	Discontinue one PM trip; Route will still provide seven PM trips.
The deletion reflects loss of a WSDOT-funded trip; a second WSDOT-funded trip is removed from Route 17EX to maintain a balance of PM service in two parts of Ballard.

	21EX
	Arbor Heights, Roxhill, High Point, West Seattle, SODO, Seattle CBD
Peak direction, peak period service
	(690)
	Discontinue one AM trip and one PM trip; Route will still provide nine AM and nine PM trips.
The deletion reflects loss of WSDOT-funded trips.

	21
	Arbor Heights, Gatewood, White Center, West Seattle, SODO, Seattle CBD
All day service

Off-peak and night service is lower-performing (bottom 25% Seattle Core riders, bottom 50% passenger miles)
	(1,740)
	Discontinue service after about 10:00 PM; deletes six trips to CBD, five-six trips to Westwood.
Deletion of night trips allows resources to preserve needed peak service.

	55*
	Admiral District, Alaska Junction, Seattle CBD
Peak direction, peak period service

Lower performing (bottom 50% Seattle Core routes, fails both peak route criteria)
	(1,400)
	Delete one AM and two PM trips, leaving six AM peak trips and five PM peak trips.

	56EX
	Alki, Admiral District, SODO, Seattle CBD
Peak direction, peak period service
	(1,030)
	Discontinue two AM trips and two PM trips; Route will still provide seven AM trips and six PM trips.

	116EX
	Fauntleroy Ferry Dock, Seattle CBD
Peak direction, peak period service

Lower performing (bottom 25% Seattle Core routes, fails one peak route criterion).
	(800)
	Discontinue one AM trip and two PM trips; Route will still provide nine AM and nine PM trips.

	118EX*
	Vashon to Seattle CBD
Peak direction, peak period service
	(1,190)
	Reduce to one AM trip and one PM trip; Route will still provide one AM and one PM trip
Note that no change is proposed to the regular Route 118.

	120
	Burien, White Center, Delridge, Seattle CBD
All day service.
	(4,310)
	Discontinue two AM trips and two PM weekday peak period trips; Route will still provide all day service.
The deletion reflects loss of WSDOT-funded trips.

	121*
	Des Moines, Normandy Park, Seattle CBD
Peak direction, peak period service

Lower performing route (bottom 25% Seattle Core, fails both peak route criteria)
	(6,580)
	Discontinue ten AM trips and eleven PM trips; Route will still provide six AM and seven PM trips.
The deletion reflects loss of WSDOT-funded trips.

	122
	Des Moines, Normandy Park, Seattle CBD
Peak direction, peak period service

Lower performing (bottom 25% Seattle Core riders, bottom 50% passenger miles)
	(1,340)
	Discontinue two AM trips and two PM trips; Route will still provide five AM and five PM trips.

	123X
	Gregory Heights, Seahurst, Burien, SODO, Seattle CBD
Peak direction, peak period service.
Lower performing (bottom 50% Seattle Core riders, fails both peak route criteria).
	(620)
	Discontinue one AM and two PM trips, Route will still operate three AM and three PM peak trips.   

	125
	Shorewood, Westwood Village, White Center, South Seattle Community College, Seattle CBD
All day service

Off-peak and night service is lower performing (bottom 25% Seattle Core riders).
	(2,410)
	Discontinue Saturday service and discontinue evening service after approximately 9:00 PM (evening reduction is approximately three trips each direction).
Deletion of Saturday and evening services allows peak period service enhancements to be retained.

	128
	Admiral District, Alaska Junction, High Point, South Seattle Community College, White Center, Boulevard Park, Southcenter/Tukwila
All day service.

Night service is lower performing than peak and off-peak service.
	(2,220)
	Discontinue evening service after approximately 10:30 PM.
Deletion of evening services allows peak period service enhancements on higher-performing routes to be retained.

	131
	Burien, SODO, Seattle CBD
All day service

Off-peak and night service is lower performing (off-peak bottom 25% riders Seattle Core, night bottom 50%).
	(1,010)
	Revise evening service frequency  to operate hourly after 7:00 PM and discontinue service after approximately 11:30 PM.
Reduction of evening services allows peak period service enhancements on higher performing routes to be retained.

	132
	Burien, Boulevard Park, South Park, Georgetown, SODO, Seattle CBD
All day service.
Off-peak and night service is lower performing (bottom 25% Seattle Core riders, off-peak bottom 50% passenger miles).
	(2,150)
	Revise evening service frequency  to operate hourly after 7:00 PM and discontinue service after approximately 11:30 PM.
Reduction of evening services allows peak period service enhancements on higher performing routes to be retained.

	358/E Line
	Aurora Avenue North between Shoreline and Seattle CBD
All day service.

See discussion, below.
	(3,630)
	E Line receives 20,000 added service hours in February 2014, compared to current Route 358.  For June, Revise E Line schedule to reduce service hours, including Sunday service frequency to operate approximately every 20 minutes and weekday adjustments to minimize impact on riders.
Changes reflect loss of WSDOT-funded trips.


RapidRide E Line (Route 358)
The E Line (Aurora Avenue between Shoreline and Seattle CBD) was part of the original voter-approved Transit Now ballot measure and was preserved as a priority investment when the economic downturn required budget cuts for Metro Transit.  The Route 358 currently serves the corridor and receives AWV mitigation investments.  The E Line is scheduled to replace Route 358 in February 2014.
The E Line is slated to receive 20,000 additional service hour investments within the adopted Metro Transit budget, above the Route 358 service hour investment.  In June, the reduction of about 3,600 WSDOT-funded service hours will result in a net increase of about 16,400 service hours.
On weekdays, Route 358 operates about every 5–10 minutes in the peak direction (AM/southbound and PM/northbound) and about every 15 minutes during the reverse peak (AM/northbound and PM southbound).  During the midday and early evening until about 8:00 PM, service operates about every 15 minutes.  Between 8:00 PM and the  end of service, buses run about every 30 minutes.  On Saturday Route 358 operates about every 15 minutes until about 7:00 PM and about every 30 minutes until the end of service.  On Sunday Route 358 operates about every 30 minutes. 

The RapidRide E Line will improve service frequencies with an extended 10 minute service span, including the reverse peak direction, while peak direction service will continue to operate about every 5–10 minutes.  Midday frequencies are improved to  about every 12 minutes.   Weekday evening service will be every 15 minutes until about 10:00 PM, and will be about every 20 minutes until the end of service.  On Saturday, E Line service frequencies are improved slightly to about every 12 - 15 minutes during the day, about 20 minutes in the evening until approximately 10:30 PM and 30 minutes until the end of service.  On Sunday, service would be improved to operate about every 15 minutes for most of the day until about 10:30 and 30 minutes until the end of service.

Ordinance 17584, the Fall 2013 Service Change Ordinance, included the RapidRide E Line scheduled to begin in February 2014.  Following the June 2014 service adjustments, the frequency proposed for the E Line is expected to be consistent with the description approved at that time, except for the Sunday frequency which may be closer to 20 minutes:

-On weekdays, operate 7 – 12 minutes in the peak direction and 10 – 15 minutes in the reverse peak direction, operate 10 – 15 minutes during off-peak midday and evening period, every 15 – 30 minutes at night between 7  and 11 PM , and every 30 – 60 minutes from 11 PM until the end of service. 

-On Saturday and Sunday, operate 10 – 15 minute service until about 11 PM and every 30 to 60 minutes until the end of service. 

 The E Line will receive a net increase of more than 16,000 hours.  The Transit staff will work to combine the service hour additions with the removal of Viaduct mitigation service hours to minimize rider impacts including crowding.  Transit staff expects the outcome to be slightly lower frequency on Sunday when crowding is less likely to be an issue, and weekday frequency that is consistent with the E Line frequencies in service change Ordinance 17584 and keyed to address capacity needs.
Service Equity Analysis

Transmitted along with Proposed Ordinance 2013-0532 is the Service Equity Report.  This analysis reviews proposed changes through lenses of impact on low-income and minority communities.  The Transit Division has carried out this kind of analysis before, but is now including the analysis in the ordinance packet consistent with the 2013 update to the Transit Strategic Plan and Federal Transit Administration direction to heighten equity awareness. 
The question for this and any other major service reduction, is whether there is a disparate impact on minority populations compared to non-minority populations, and whether there is a disproportionate burden because the impact on low-income populations is significantly greater than on non-low-income populations.  
Metro analysis for this proposed service change concludes that there is neither a disparate nor a disproportionate impact.
Metro Transit Outreach

Metro Transit conducted public outreach on the June 2014 service reductions as part of the broader outreach on the major service reduction.  This staff report addresses the June 2014 service changes, but note that additional reductions in the area are included in the large package of service reductions that has been presented for public review.
ANALYSIS

Proposed Ordinance 2013-0532 and the associated administrative service changes address the difficult situation posed by the termination of WSDOT funding to mitigate the impacts of Viaduct project construction while these impacts continue to affect traffic and transit service on key regional corridors.  The challenge is all the greater because this proposal is considered simultaneously with planning for a very large systemwide service reduction that may be implemented over the next four service changes, September 2014 through September 2015.

The Transit Division proposes to address the termination of WSDOT funding by restructuring service in the affected area so that some routes will continue to receive schedule adjustment hours.  This restructuring accomplishes the removal of the 45,000 hours no longer supported by WSDOT funding.  Council staff analysis focuses on these aspects of the proposal:
(1)  Is maintaining the schedule adjustment investment in some bus routes the right approach?
(2) If yes, are the proposed reductions the most reasonable choices to make?

Maintaining Schedule Adjustments

In considering whether the Transit Division’s proposed ordinance and administrative changes are appropriate, a threshold question is whether the schedule adjustment hours could be backed out of the routes they are invested in.  The Transit Division’s schedulers state that taking the schedule adjustment hours out of the higher performing routes would result in a very serious decline in service quality, potentially requiring an emergency response by the Transit Division.

Of the 45,000 total service hour reduction outlined in this proposal, about one-third of the service hours are currently invested in adding trips to Routes 18EX, 21EX, 56EX, 120, 121, and 358/E Line.  The other two-thirds of the service hours are invested in schedule adjustments to Routes 21, 21EX, 37, 55, 56EX, 57EX, 113, 116EX, 118EX, 120, 121, 122, 123, 125, and the RapidRide C Line.

Because all 45,000 of the project mitigation-related transit service hours are invested in routes with identified needs, the Metro proposal makes most of the overall transit service cuts by reducing other, lower-performing routes within the same geographic area.  In effect, the June 2014 service change is a restructure of service in the West Seattle-southwest King County area.  The proposed reductions eliminate some added trips, but retain others on the Routes 18EX, 21EX, 120, and RapidRide E/358.  Some of the schedule adjustment hours are reduced on the Route 120, the RapidRide C Line, and three of the routes proposed for cancellation (37, 57, 113).

Evaluating the Proposed Changes

Given the schedulers’ unequivocal recommendation to maintain investments in the higher performing bus routes, are the proposed reductions reasonable? 

Most of the service hour reductions are focused on routes identified by the Transit Division as lower-performing routes in the area. The description of each route in this staff report, describes the performance characteristics of these routes.  Attachment 5, June 2014 Service Changes, summarizes the reasons for the proposed reductions.  The King County Metro Service Guidelines establish priorities for reducing service; the proposal appears to reflect these priorities.
Council staff reviewed the proposed changes and looked at Spring 2013 performance measures for the affected bus routes as well as other bus routes such as the C Line, which will continue to receive schedule adjustment hours freed up by the reductions proposed for other routes.  The proposed set of reductions is a reasonable application of the Service Guidelines priorities to this situation.
ATTACHMENTS
1. Proposed Ordinance 2013-0532
2. Executive’s Transmittal Letter

3. Fiscal Note

4. Service Equity Report

5. June 2014 Service Changes (Transit Division list of routes)
6. Transit Division Powerpoint
�K.C.C. 28.94.020.B, Transit routes and classes of service, defines the cases in which the KCDOT Director is authorized to make changes without Council approval:


B. Changes to regular routes shall be subject to approval by the council except as specifically provided in this section. 


1. The director is authorized to approve and implement the following changes of established routes and schedules and to update the "Public Transit Regular Routes" document accordingly: 


a. any single change or cumulative changes in a service schedule that affect the established weekly service hours for a route by twenty-five percent or less; 


b. any change in route location that does not move the location of any route stop by more than one half mile; and 


c. any changes in route numbers. 





�Estimated service hour reduction under the proposed change, from a table in the Service Equity Report.
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