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SUBJECT

An ordinance approving the June 2012 Metro Transit bus service changes.
SUMMARY
Proposed Ordinance 2011-0495 approves transit service changes for June 2012.
· This is the first service change based on the adopted policies of the Strategic Plan for Public Transportation 2011-2021 (“Strategic Plan”) and King County Metro Service Guidelines (“Service Guidelines”).  These policies provide for reinvesting bus service hours from low performing bus 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 service reallocation approach, calling for maintaining the current transit system level but reallocating the least productive services to address overcrowding and unreliable service during the 2012-2013 biennium.

· Ordinance 17169, approving the Congestion Reduction Charge, reaffirmed this service allocation approach, calling for 100,000 service hours to be reinvested into more productive services in 2012-2013.

· To implement this policy direction, the proposed ordinance would eliminate 11 bus routes, reduce service on five bus routes, and reinvest the service hours in more-productive routes.  
· Overall, the proposed ordinance reallocates about 40,000 service hours, leaving approximately 60,000 to be reallocated later in the biennium.
BACKGROUND
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 and responsive to 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 considered and adopted under the same legislation as the Strategic Plan and they provide specific details on how to create and refine this transit system.  
As the first service change implementing both the policies of the Strategic Plan and the Congestion Reduction Plan, the following are some key elements that make this service change different from previous service change legislation.
 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, all of which are designated in the Strategic Plan.
· Corridors are awarded points for land use (households and jobs within ¼ mile of a corridor), Social Equity (percent of boardings in low-income census tracts and minority census tracts), and Geographic Value (points are added if the corridor is a primary connection).  The scores 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. 
· 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 passenger hour.

· Two different productivity standards are applied to routes.  Seattle Core routes, defined as serving downtown Seattle and adjacent areas (Capitol Hill, First Hill, South Lake Union, Uptown) or the University District, have a higher standard than Non Seattle Core routes.  Because the Seattle Core areas have very high job and/or housing densities, it is reasonable to expect higher productivity from the routes serving them.
· 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 hour.  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.

C.
Investment Priorities

· The highest reinvestment priorities in the Strategic Plan are to address overcrowding and on-time performance.  
· Service restructuring is also addressed in the Service Guidelines, but is not a consideration for the June 2012 service change.  
· It is expected that as part of the September 2012 service change (which should be before the Council in Spring 2012), a major restructuring is expected along with opening the RapidRide C and D lines connecting West Seattle, downtown Seattle and Ballard.
D.
June 2012 Changes

The proposal would:

· delete 11 bus routes, reduce service on five bus routes;

· expand service to provide coverage on two routes;

· expand service to relieve overcrowding on 11 bus routes;

· make up for an Eastside service imbalance in the October 2011 service change; and
· improve on-time performance by investing 15,000 hours on multiple bus routes from a list of 66 routes.  
Below is a series of charts showing the different categories of bus routes proposed to be changed.  Alternative service options for routes that are being eliminated, except as noted. 


1.
Service Reductions
	
	Route Deletions: Routes 38, 42, 79, 129, 162, 175, 196, 219, 600, 912, 925 



	Route
	Hours
	Between
	Alternatives

	38
	(2,300)
	Beacon Hill and Mount Baker
	Walking less than 1/2 mile to Link Light Rail stations 

	42
	(2,100)
	Pioneer Square and Columbia City 
	Link Light Rail, Routes 7, 7Ex, 8 or 39

	79EX
	(2,800)
	Lake City and Seattle CBD
	Routes 66, 70, 71, 72, 73, 306, 312 or 522

	129
	(1,400)
	Riverton Heights and Tukwila
	Routes 128 and 132 (portions of Route 129 lose coverage)

	162
	(2,300)
	Kent and Seattle CBD
	Sounder Train, Routes 150, 158, 159 or 192


	175
	(3,900)
	W Federal Way and Seattle CBD
	Alternative service provided by Routes A Line, 177, 179, 190, DART 901, 577 or 578

	196
	(5,900)
	S Federal Way and Seattle CBD
	Alternative service provided by new Route 178, resulting a net service hour reduction of 4,400 hours


	219
	(2,500)
	Newcastle and Factoria
	Routes 114 or 240 (portions of Route 219 lose coverage)

	600EX
	(600)
	Group Health Tukwila and Seattle CBD
	See footnote on potential Vanshare option


	912
	(1,900)
	Enumclaw and Covington
	Routes 168 or DART 907 (formerly 149) (portion of Route 912 loses coverage)

	925
	(2,500)
	Newcastle and Factoria
	Route 114 or 240 (portions of Route 925 service area lose coverage)

	
	
	
	

	
	Service Reductions: Routes 25, 99, 119, 139, 935



	Route
	Hours
	Between
	Reduction description

	25
	(4,000)
	Laurelhurst and Seattle CBD
	Reduce frequency from 30 to 60 min. in the peak period

	99
	(5,900)
	International District and Waterfront
	Delete off-peak, night and weekend  service

	119
	(800)
	Vashon Island 
	Delete service after 7PM

	139
	(300)
	Burien and Highline Community Hospital
	Delete service after 8:15PM

	935
	(2,800)
	Kenmore and Totem Lake
	Delete off-peak service

	
	
	
	


2.
Proposed Investment in Passenger Loads
As noted above, the preeminent re-investment priorities are to address overcrowding and on-time performance.  The legislation proposes to take 40,000 hours from the routes eliminated or reduced and re-invest them as follows:  
a.
Overcrowding - 8,000 hours 
The Service Guidelines set standards for passenger loads which vary based on the frequency of service and the duration of the trip.  The June 2012 service change is proposed to add service for the routes in the following table, which have trips that do not meet the standards and thus have too many passengers standing for too long.  An investment of an estimated 8,000 service hours addresses the routes currently identified as being overcrowded.  Future adjustments will be required as other routes become overcrowded.  Note, also, that the Service Guidelines allow 50 percent more riders than seats on frequent service and shorter trips. 
	Route
	Est. Hrs.
	Day
	Between

	1
	300
	Weekday
	Queen Anne Hill and Seattle CBD

	8
	500
	Weekday
	Rainier Beach and Queen Anne

	9EX
	400
	Weekday
	Rainier Beach and Capitol Hill

	41
	400
	Weekday
	Northgate and Seattle CBD

	44
	1,300
	Weekday
	Ballard and University District

	128
	1,000
	Weekday
	South Center and Admiral District

	169
	500
	Weekday
	Renton and Kent

	218
	500
	Weekday
	Issaquah Highlands P&R and Seattle CBD

	372EX
	900
	Weekday
	U District and Woodinville

	36
	300
	Sunday
	Othello station  and Seattle CBD

	73
	1,900
	Sunday
	Jackson Park and Seattle CBD


b.
On-time Performance - 15,000 hours 
The proposed ordinance includes direction to invest 15,000 service hours in schedule reliability, as determined by the Transit Division.  Attachment 4 is the list of candidate routes.  Under the King County Code,
 the Director of the Transportation Department has the discretion to make changes to service routes pursuant to certain limitations.  This legislation would authorize the Director to re-invest up to 15,000 service hours to address the Strategic Plan priority of On-time Performance.  
Attachment 4 is the list of 66 routes that are candidates for service reinvestments to address on-time performance.  As noted in the attachment, Metro estimates it would take about 30,000 hours to address on-time performance on these routes.  The June 2012 service change proposal would provide for 15,000 hours to address some of these routes.  
c.
Route 180 – Underserved Corridor - 11,000 hours  
	Route
	Est. Hrs.
	Time
	Between

	180
	11,000
	Night
	Burien-SeaTac-Kent-Auburn


The Route 180 is an existing route linking Burien, SeaTac, Kent and Auburn; evening service is only between Kent and Auburn and the corridor is underserved for that time period.  The additional service hours will extend the evening service coverage to the Burien-SeaTac portion of the route. 


d. 
Eastside - 6,000 hours 
A major Eastside service restructuring took place in conjunction with the RapidRide B Line opening just this past October.  When the Transit Division finalized the service hours needed to operate the bus routes and frequencies approved by the Council, 6,000 more annual service hours were required than had been estimated.  The proposed June 2012 service change would address this error by allocating to it 6,000 hours of the 40,000 hours to be reduced. 

ANALYSIS
How does Proposed Ordinance 2011-0495 implement direction contained in the Transit Strategic Plan and Service Guidelines?

A.
Comparison of Deleted/Reduced Service and Passenger Load Investments 
Council staff reviewed the proposed changes and found that the deleted and reduced bus routes are among the lower-performing routes as measured by one or both productivity measures.  The bus routes proposed for additional investments to relieve overcrowding are among the more productive routes.  The two charts, one for routes serving the non-Seattle core and one for the Seattle core routes, show how these bus routes measure up with respect to the two productivity measures.  These are attached to this staff report as Attachments 5 and 6. 
In the charts, the lower left quadrant contains the routes in the bottom 25 percent of productivity for both measures.  As the charts indicate, the deleted/reduced routes are less productive and the routes receiving additional service hour investments are generally more productive.

The June 2012 service change is not intended to address all underperforming routes.  The Transit Division staff have reported that many of these lower productivity services are not being addressed at this time due to the route being:

· Part of the September 2012 restructuring of bus routes accompanying RapidRide C and D Line implementation;

· The only service in a particular area and therefore not to be proposed for restructuring per the Strategic Plan and Guidelines; or

· A potential part of a future efficiency change or restructures for specific areas (such as implementation of RapidRide Routes E and F)

For the 2012-2013 biennium, with overall system service levels preserved due to the temporary Congestion Reduction Charge, the Division's proposal to preserve many of these other lower productivity services appears to be financially and technically feasible. 
B.
On-Time Performance Investments
The Transit Division has provided a list of 66 candidate routes that have on-time performance issues, with an estimated 30,000 hours of investments potentially needed to address these issues.  This list is Attachment 4 to the staff report.  The Route 16, connecting Northgate and downtown Seattle via the Green Lake and Wallingford neighborhoods, is estimated to need 3,100 hours, more than any other route.  Some 24 routes would only require 100 additional hours each.

This proposed service change ordinance would recognize the director's use of 15,000 hours to address these issues.  The Transit Division would determine which routes would receive hours.  This approach would be consistent with the King County Code provision that authorizes the Director of the Department of Transportation to make certain minor changes in transit routes.
REASONABLENESS

As summarized above, the proposed route changes (deletions, reductions, additional service hours) appear to be consistent with the Service Guidelines and Strategic Plan policies.  However, Staff is continuing to analyze the proposed changes.
ATTACHMENTS
1. Proposed Ordinance 2011-0495
2. Executive’s Transmittal Letter

3. Fiscal Note
4. On-Time Performance – List of Candidate Bus Routes

5. Peak Service Non-Seattle Core Productivity Chart
6. Peak Service Seattle Core Productivity Chart

� 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 hour 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).


�To provide replacement service for the Route 196, 6 morning and 6 afternoon trips of the Route 177, connecting the Federal Way Transit Center with downtown Seattle, are proposed to serve the South Federal Way Park and Ride as well.  These trips will be renumbered as the “Route 178.”  


� This route serves the Group Health Tukwila site and Metro Transit staff suggests that expanded use of Vanshare service could be explored as an alternative option.


�K.C.C. 28.94.020.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.”
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