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Transit Operating
	
	
	Expenditures
	
	Revenues
	
	FTEs
	
	TLTs

	2024 Revised Budget, Annualized
	
	$1,242,941,919
	
	$1,183,175,760
	
	5,889.7
	
	92.5

	2025 Base Budget Adjust.
	
	$71,569,493
	
	$0
	
	(0.2)
	
	(92.5)

	2025 Decision Packages
	
	$117,619,260
	
	$104,797,800
	
	274.5 
	
	101.0

	2025 Proposed Budget
	
	$1,432,131,000
	
	$1,287,974,000
	
	6,164.0
	
	101.0

	% Change from prior biennium, annualized
	
	15.2%
	
	
	
	
	
	

	Dec. Pkg. as % of prior biennium, annualized
	
	9.5%
	
	
	
	
	
	

	Major Revenue Sources: Sales tax, grants, contracts for services, fares



Transit Infrastructure Capital Fund (3641)
	
	
	2025 Proposed
	
	2026-2027 Projected
	
	2028-2029 Projected

	Revenues
	
	$670,234,148
	
	$679,922,582
	
	$508,517,371

	Expenditures
	
	$670,234,148
	
	$679,922,582
	
	$508,517,371

	Major Revenue Sources: Sales tax, Marine property tax, Sound Transit payment, grants, interest income, debt proceeds



Transit Revenue Fleet Capital Fund (3642)
	
	
	2025 Proposed
	
	2026-2027 Projected
	
	2028-2029 Projected

	Revenues
	
	$8,163,849
	
	$144,679,768
	
	$700,131,751

	Expenditures
	
	$8,163,849
	
	$144,679,768
	
	$700,131,751

	Major Revenue Sources: Sales tax, Marine property tax, grants, interest income



DESCRIPTION

The Metro Transit Department (Metro) is the largest provider of public transit services in the Puget Sound region. Metro operates fixed-route services, including bus and water taxi; flexible, shared, and accessible mobility services; and bus, light rail, and streetcar services under contract to Sound Transit and the City of Seattle. For 2024, Metro anticipates 87 million total boardings on its services (excluding light rail and streetcar).



SUMMARY OF PROPOSED BUDGET AND CHANGES

2025 Transit Budget Overview
Metro’s proposed 2025 combined operating and capital budget is $2.1 billion. As Table 1 shows, $1.4 billion (68% of the 2025 proposal), would be for operating expenses, with $670 million (32%) proposed for appropriations for capital infrastructure projects, and $8 million (0.4%) for appropriations for revenue fleet purchases. 

Table 1. Transit Operating + Capital, 2025 Expenditures
	
	
	2025 Proposed
	
	Percent
of Total

	Transit Operating
	
	$1,432,130,672
	
	67.6%

	Infrastructure Capital (Fund 3641)
	
	$670,234,148
	
	31.7%

	Revenue Fleet (Fund 3642)
	
	$8,163,849
	
	0.4%

	Debt Service
	
	$6,485,323
	
	0.3%

	TOTAL
	
	$2,117,013,992
	
	100%



In terms of Metro’s 2025 operating budget, as Table 2 shows, the majority would be dedicated to bus operations: 65% for King County-funded bus service, and a combined 72% when bus services funded by Sound Transit and the City of Seattle are factored in.

Table 2. Transit Operating 2025 Expenditures 
	
	
	2025 Proposed
	
	Percent
of Total

	King County bus operations
	
	$935,712,611
	
	65.3%

	Sound Transit Link operations*
	
	$212,665,427
	
	14.8%

	Access paratransit operations
	
	$95,011,184
	
	6.6%

	Sound Transit bus operations*
	
	$66,535,454
	
	4.6%

	DART/Alternative services
	
	$44,317,018
	
	3.1%

	Seattle-funded bus operations*
	
	$34,515,344
	
	2.4%

	Marine (water taxi) operations
	
	$15,802,888
	
	1.1%

	Seattle Streetcar operations*
	
	$14,057,797
	
	1.0%

	Vanpool operations
	
	$13,512,950
	
	0.9%

	TOTAL
	
	$1,432,130,673
	
	100%


     *Provided under contract to Sound Transit or City of Seattle

Metro’s proposed operating budget is 15.2% higher than the annualized 2024 revised operating budget, an increase of $189 million. Of this increase, $71 million is from adjustments to the base budget, of which approximately $40 million is due to the 2022-2025 collective bargaining agreement approved in 2023 between King County and the Amalgamated Transit Union (ATU), Local 587.[footnoteRef:1] Of the remaining $117 million, more than half (54.9%) is for additional transit service (of which nearly half is revenue-backed under contracts with Sound Transit or the City of Seattle); 20% is for safety and security enhancements, including maintaining security officers and increasing cleaning; and 15.2% is for workforce initiatives, including training, mentorships, and apprenticeships. [1:  Ordinance 19668 approved a three-year collective bargaining agreement with the ATU, which included hiring and retention bonuses, as well as wage increases of 7.17% for 2023, 6% for 2024, and 2-4% for 2025. Implementing the CBA was estimated to cost $187.1 million over its three-year term, which was $30 million higher than had been appropriated in the 2023-2024 budget ordinance (Ordinances 19546, 19712) and $70 million total higher than Metro’s previous estimates through October 31, 2025.] 


In terms of operating revenues, as Table 3 shows, the largest source of revenues for Metro’s operations comes from a dedicated 0.9% sales tax, which comprises nearly 56% of operating revenues. Fares are anticipated to make up 7.8% of all operating revenues,[footnoteRef:2] and are discussed in more detail in the Fares & Fund Balance section of this staff report. Payments for service Metro operates under contract to Sound Transit and Seattle are anticipated to make up nearly 25% of operating revenues. [2:  Metro’s adopted Fund Management Policies (Ordinance 18321) require that farebox revenue make up 25% of passenger-related operating costs for bus service. This requirement was suspended during the 2021-2022 and 2023-2024 biennia (Ordinances 19206, 19531). The Executive has proposed to reduce this requirement to 10% beginning in 2025 (Proposed Ordinance 2024-0319).] 


Table 3. Transit Operating 2025 Revenues 
	
	
	2025 Anticipated
	
	Percent
of Total

	Sales Tax (0.9%)
	
	$718,425,658
	
	55.8%

	Sound Transit Payments*
	
	$278,212,638
	
	21.6%

	Fares (all modes)
	
	$100,007,180
	
	7.8%

	Grants (operating)
	
	$81,769,970
	
	6.3%

	Seattle Payments*
	
	$40,510,573
	
	3.1%

	Property Tax
	
	$37,611,885
	
	2.9%

	Interest Income
	
	$18,540,806
	
	1.4%

	Other Operations
	
	$10,017,582
	
	0.8%

	Miscellaneous
	
	$2,877,268
	
	0.2%

	TOTAL
	
	$1,287,973,560
	
	100%


         *The services Metro operates for Sound Transit and the City of Seattle are fully revenue-backed.


In terms of Metro’s two capital funds:

· For the Infrastructure Capital Fund, nearly 66% of appropriations proposed in 2025 are for zero-emission projects, with the largest single project being $380 million for the development of South Annex Base at Metro’s South Campus in Tukwila to accommodate 250 battery-electric buses (BEBs) by 2028. Zero-emission projects and policy issues are discussed in more detail in the Transition to Zero-Emission section of this staff report. 
Other items of note include:
· Approximately 10% of appropriations for State of Good Repair projects, such as major maintenance or asset replacement.
· Approximately 7.5% for partnership investments with Sound Transit and local jurisdictions for bus facilities and passenger amenities near future Sound Transit stations. 
· 6.5% for other capital investments related to service, such as speed and reliability improvements.

· For the Revenue Fleet Capital Fund, the 2025 budget proposes minimal appropriations, with no additional appropriation for new bus purchases proposed in 2025. The only major budget request is a proposed $5.5 million in additional appropriation for 221 battery-electric vehicles[footnoteRef:3] for the vanpool program and $2.6 million for fixed-route fleet planning.  [3:  KCC 18.22.010.A.3 states the goal of a 100% zero-emission vanpool fleet by 2030] 


Fleet purchases are anticipated to increase significantly in coming biennia, as Metro must purchase more than 1,000 buses to replace aging fleet and meet the goal of a zero-emission fleet by 2035.[footnoteRef:4] This is covered in more detail in the Transition to Zero-Emission section of this report. [4:  KCC 18.22.010.A.1, KCC 28.94.085.A.1 (Ordinance 19052) sets the goal of a 100% zero-emission transit revenue fleet by 2035] 


The Executive describes Metro’s proposed 2025 budget as “transitional” and notes that it largely extends policy direction from the 2023-2024 budget. However, because expenditures are outpacing revenues, Metro’s financial plan anticipates a projected $500 million shortfall in reserves by the 2028-2029 biennium. The Executive has indicated that the 2026-2027 budget will include proposals to mitigate these challenges. This staff report is focused on the proposed 2025 budget, though it does identify issues that may affect future budgets. 

This staff reports focuses on six key policy issues. Table 4 summarizes these issues and the associated 2025 budget proposals. The pages that follow provide more detailed description and analysis, with a recap in the final, Key Issues section of the report.


Table 4. Metro Transit 2025 Budget Issues Summary
	Issue
	Summary
	Key 2025 Budget Proposals

	Ridership & Service
	Metro is operating 
87% of pre-pandemic service for 
64% of weekday ridership
	· $31M for 168,500 additional service hours in 2025
· $7.5M for water taxi, flexible services

	Fares & 
Fund Management
	Mismatch between service and
ridership/fares means ~$150M
less in farebox revenues each year
	· Increase adult bus and water taxi fares by $0.25 (to $3.00 for bus)
· Lower ORCA LIFT (low-income)
bus and water taxi fares to $1.00
· Lower farebox recovery floor to 10% (from 25%)

	Safety & Security
	Concern about safety incidents
and station/stop cleanliness
	· $4.7M for additional bus stop and bus cleaning
· $13.3M to sustain extra 100 transit security officers from 2023-2024
· $4.7M to expand behavioral health and Metro Ambassadors programs to provide support, assistance

	Workforce
	126 bus operator vacancies (5%)
16 bus mechanic vacancies (6%)
	· $3.3M for bus operator training and front-line support
· $6.4M to increase resources and staff in Employee Services
· $1M for EEO and Equity, Inclusion, and Belonging support
· $5.8M for agency transformation on recruitment, capital delivery, service recovery
· $1.2M to expand mentorship and apprenticeship programs

	Transition to
Zero-Emission
	Goal in Code to achieve 100% 
zero-emission vanpool fleet by 2030, 
100% zero-emission bus fleet by 2035
	· $3.5M for staff for Interim Base 2026 opening (120 BEBs)
· $800K for consulting to support zero-emission transition
· $380M for development of South Annex Base by 2028 (250 BEBs)
· $5.5M for 221 electric vanpool vans

	RapidRide &
Metro Connects
	Plans for K & R lines were
paused during the pandemic

Metro Connects long-range plan was adopted as an unconstrained plan
	· No additional appropriation for 
K & R, but Metro states work is continuing for 2030 & 2031 openings
· $1.5M for RR expansion planning focused on future Tier 1 lines from 2024 RapidRide Prioritization Plan





Ridership & Service
Ridership. Transit ridership has been steadily recovering following the pandemic but remains well below pre-pandemic levels, at least in part due to changing commute patterns. Table 5 compares average bus boardings for August 2019 and August 2024, showing that weekend ridership has recovered more than weekday ridership.

Table 5. Average Bus Boardings: August 2019 vs. August 2024 
	
	
	August 
2019
	
	August 
2024
	
	Percent of Pre-Covid

	Weekday boardings
	
	387,087
	
	249,553
	
	64%

	Saturday boardings
	
	195,109
	
	163,397
	
	84%

	Sunday boardings
	
	158,980
	
	148,332
	
	93%



As part of Metro’s ongoing effort to rebuild its rider base, the proposed 2025 budget includes $2.3 million for 1.0 FTE and 11.0 TLTs to provide additional customer communications, real-time rider information, market research on existing and proposed service, and community engagement. Six of the requested TLTs are continuations of one-time positions requested in the 2023-2024 budget.

Fixed-route bus service. Following the September 2024 service change, Metro is currently operating approximately 87% of pre-pandemic service levels (90% of County-funded service, 87% when Seattle- and Sound Transit-funded service is included). 

In response to Metro’s operational capacity and staffing challenges, changing ridership patterns, and changes to the regional transit network due to the Link light rail expansions that have opened over the last several years, the Council adopted a Metro Service Recovery Plan[footnoteRef:5] in early 2023 that outlined a plan for Metro to restore County-funded bus service gradually over several biennia through geographically-focused mobility projects that would restructure bus service to meet emerging conditions rather than re-create pre-pandemic service patterns.  [5:  Ordinance 19581] 


During 2024, the Council approved, and Metro implemented, the first two of these mobility project restructures, one based around the RapidRide G Line[footnoteRef:6] on Madison Street in Seattle, and the second around the extension of Link light rail to Lynnwood.[footnoteRef:7]  [6:  Ordinance 19750]  [7:  Ordinance 19751] 


The 2025 budget proposes to add 168,500 fixed-route bus service hours: 83,500 hours for County-funded service, 40,000 for Seattle-funded service, and 45,000 for Sound Transit Regional Express bus. For the County-funded service, the proposal is for 6,500 hours to address run-time impacts and 94,000 hours for service recovery. For the service recovery hours:

· 69,000 additional hours for the East Link Connections Mobility Project.[footnoteRef:8] [8:  The East Link Connections service restructure is currently anticipated to be transmitted to Council in early 2025 for implementation in Fall 2025. It would restructure bus service around the Link light rail 2 Line between Seattle and Redmond (link) ] 

· 25,000 additional hours for Phase 2 of the Lynnwood Link restructure.[footnoteRef:9] [9:  The Lynnwood Link bus service restructure (Ordinance 19751) was designed to be implemented in three phases. Phase 2 is to be implemented when the Link light rail 2 Line opens.] 

· 9,000 additional hours to mitigate upcoming construction impacts of the West Seattle/ Ballard Link Extension (WSBLE).
· 26,000 reduced hours of fixed-route service converted to Dial-A-Ride-Transit (DART) service.

Table 6 shows the fixed-route bus service proposal for 2025, as well as what Metro currently anticipates for the 2026-2027 biennium.

Table 6. Fixed-Route Bus Service Hours, 2025 Proposed, 2026-2027 Anticipated 
	Service Changes
	Baseline
	2025
Change
	2026
Change
	2027
Change

	Service Guidelines[footnoteRef:10] [10:  The adopted King County Metro Service Guidelines (Ordinance 19367) identify three priorities for adding bus service: (1) to reduce Crowding; (2) to improve schedule Reliability; and (3) Service Growth to achieve the future transit networks envisioned in Metro Connects. Service needs based on these priorities are identified each year in Metro’s System Evaluation Report.] 

	--
	0
	0
	10,000

	Service Recovery
	--
	94,000
	135,000
	144,000

	Run-time impacts 
	--
	6,500
	58,000[footnoteRef:11] [11:  Primarily adjustments to account for the opening of Interim Base.] 

	0

	RapidRide
	--
	0
	0
	63,300[footnoteRef:12] [12:  Reflects service for the I and J Lines, plus service to extend the H Line to South Lake Union.] 


	Fixed route DART conversion
	--
	(26,000)
	0
	0

	WSBLE construction impacts
	--
	9,000
	46,000
	0

	South Link Connections[footnoteRef:13] [13:  The South Link Connections bus service restructure is anticipated for when Link light rail is extended to Federal Way (link).] 

	--
	0
	15,000
	0

	King County Metro funded
	3,499,293
	83,500
	254,000
	217,300

	City of Seattle funded
	--
	40,000
	0
	0

	Sound Transit funded[footnoteRef:14] [14:  Reflects Sound Transit express bus service hour reductions following the opening of future Link light rail extensions.] 

	--
	45,000
	(45,000)[footnoteRef:15] [15:  Sound Transit express bus service will be reduced after the Link light rail 2 Line opens.] 

	(5,000)

	Partner funded
	409,280
	85,000
	(45,000)
	(5,000)

	Total Hours
	3,908,573
	168,500
	209,000
	212,300





These additional service hours are proposed at $31 million for 2025, for 133 additional bus operators (171 FTE), five additional Vehicle Maintenance positions, and diesel and parts. Seattle- and Sound Transit-funded service will be revenue backed.

In addition to this new service, the budget proposes $756,000 to continue Metro’s Advanced Service Management pilot (currently being tested on the RapidRide A and F lines) that coordinates bus movements for frequent-service routes based on the distance (or headway) between buses to provide more reliability for passengers.

Metro’s current service plan indicates that service is intended to be fully restored by 2028 following the direction outlined in the adopted Service Recovery Plan. Appropriations for future service will be proposed in future biennial budgets.

Water Taxi and flexible mobility services. The 2025 budget would add $2.3 million to support Metro Flex, Community Van, Community Shuttles, Access paratransit, and Dial-A-Ride Transit (DART) to account for fuel and wage inflation, leases, and administrative support. It would also add $5.2 million to support:
· The rural services pilot with Snoqualmie Valley Transit to provide additional weekday and weekend service ($661,000).
· Mid-day water taxi service to Vashon Island in 2025, with State grant funds 
· Water taxi materials and staff to manage scheduling and dispatch ($396,000).
· Metro Flex service in Issaquah, Delridge, and Overlake ($1.8 million in one-time resources, with funding from a State grant and outside partners).
· Additional water taxi service to West Seattle and Vashon on holidays and for special community events.

Seattle-funded service. As noted above, Metro provides additional bus service within Seattle that is supported by the 2020 Seattle transit funding measure under a contract with the City of Seattle.[footnoteRef:16] The 2025 budget includes funding for an additional 40,000 hours of fixed-route bus service hours within the City of Seattle, as well as $612,000 for additional operations and maintenance for the Seattle Streetcar. [16:  The 2020 Seattle transit funding measure expires in March 2027. Seattle contracts with King County to use some of these funds to purchase additional transit service (Ordinance 19240).] 


Sound Transit-funded service. As noted above, Metro operates Sound Transit Regional Express bus service and Link light rail service under contract to Sound Transit.[footnoteRef:17] The 2025 budget includes revenue-backed increases in service to support Sound Transit service, including operations for the planned opening of the Link 2 Line between Seattle and Redmond in 2025, and preparations for the extension of the Link 1 Line to Federal Way in 2026. Sound Transit-funded service includes: [17:  Ordinance 19513] 

· 45,000 hours for additional Regional Express bus service.
· $4.2 million for 23.0 FTEs and 1.0 TLT to provide administrative support (such as payroll, accounting, contract support, and purchasing) for Sound Transit’s East Link and Federal Way Link openings in 2025 and 2026.
· $12.3 million for 70.0 FTEs to provide 51 Rail Operators and 19 Rail Supervisors for the upcoming Link light rail expansions.
· $5.4 million for 30.0 FTEs to provide vehicle maintenance and cleaning support for Link light rail services.

Fares & Fund Management
Fares. As currently established, Metro’s fare structure has several key attributes:

· Income-based approach. Metro’s fare structure is based on an income-based approach, as called for in the adopted Strategic Plan for Public Transportation,[footnoteRef:18] with free or reduced fares for children, youth, seniors, people with disabilities, and low-income and very-low-income people.[footnoteRef:19]  [18:  Ordinance 19367, Attachment A]  [19:  Fares are set at 4A.700.010 (bus) and 4A.700.820 (water taxi). Currently, children and youth ride free. Seniors and people with disabilities with a Regional Reduced Fare Permit (RRFP) ORCA card pay $1.00 for bus. Low-income riders (200% of federal poverty level) with an ORCA LIFT card pay $1.00 for bus (this will revert to $1.50 in January 2025 unless action is taken). Very-low-income people (80% of federal poverty level) who participate in one of six state benefit programs can ride free through the fully subsidized pass program (Motion 15600, Ordinance 19058).] 


· Business-focused revenue base. At least in part because many of Metro’s passengers pay low or no fare, approximately half Metro’s fare revenue (53% between July 2023 and April 2024) but only a quarter of all boardings come from business Passport accounts, through which local employers can subsidize their employees’ transit fares.[footnoteRef:20]  [20:  As of September 2024, Metro has 760 active business Passport accounts serving 420,000 employees.] 


· Flat fares for Metro services. In 2018, Metro eliminated its previous zone and peak fare differentials to create a flat adult bus fare of $2.75.[footnoteRef:21] More recently, Sound Transit implemented a flat $3.00 fare for adult passengers on Link light rail, which became effective on August 30, 2024.[footnoteRef:22] [21:  Ordinance 18608]  [22:  Sound Transit Resolution 2023-37 (link)] 


As part of the 2025 budget, the Executive is proposing four changes to Metro fares:

· Adult bus fare. Proposed Ordinance 2024-0310 would increase the regular adult fare on Metro buses, trolleys, transit vans, dial-a-ride vehicles, and streetcars from $2.75 to $3.00, effective September 1, 2025. Metro projects the fare change will result in $2.6 million in additional farebox revenue in 2025 and $16.9 million in 2026-2027.

· Adult water taxi fare. Proposed Ordinance 2024-0309 would increase adult water taxi fares for West Seattle (from $5.75 to $6.25 cash,[footnoteRef:23] $5.00 to $5.25 prepaid) and Vashon Island (from $6.75 to $7.00 cash, $5.75 to $6.00 prepaid), effective September 1, 2025. Metro projects $33,260 in additional farebox revenue in 2025 and $209,521 in 2026-2027. [23:  The West Seattle cash fare is proposed to increase by $0.50 due to the formula in KCC 4A.700.820.] 


· ORCA LIFT bus fare. Proposed Ordinance 2024-0317 would permanently lower the ORCA LIFT (low-income[footnoteRef:24]) fare for Metro buses, trolleys, transit vans, dial-a-ride vehicles, and streetcars from $1.50 to $1.00, effective January 1, 2025. The ORCA LIFT fare has been set at $1.00 since September 2022, but will revert to $1.50 on January 1, 2025, unless action is taken. Metro projects a reduction of $423,307 in farebox revenue in 2025 and $910,335 in 2026-2027. [24:  ORCA LIFT is available to passengers at or below 200% of the federal poverty level. ORCA LIFT eligibility is currently $2,510 monthly income for a one-person household, $5,200 monthly income for a four-person household. The ORCA LIFT fare program is established in K.C.C. 4A.700.490 (link)] 


· ORCA LIFT water taxi fare. Proposed Ordinance 2024-0308 would lower the ORCA LIFT water taxi fare to $1.00 (currently $3.75 for West Seattle, $4.50 for Vashon), effective September 1, 2025. Metro projects $2,503 in reduced farebox revenues in 2025 and $15,535 in 2026-2027

Similar to the 2023-2024 budget, Metro’s proposed 2025 budget would support the County’s Health through Housing Initiative, in this case with one-time funding of $2.9 million for mobility services for residents, including fare media, on-demand services, or shuttle vans.

Fund management policies. As noted above, Metro’s single largest revenue source is a dedicated 0.9% sales tax. Because of the volatility of the sales tax, Metro experienced fiscal challenges following the 2007-2009 recession. In response, the Council and Executive developed fund management policies for Metro,[footnoteRef:25] which established reserve funds to smooth large expenditure fluctuations and provide stability during economic downturns. The fund management policies also required Metro to recover at least 25% of passenger-related operating costs for bus service from farebox revenues, with a target of recovering 30%. [25:  Ordinance 18321] 


Because of the drop in transit ridership during the pandemic, Metro has not achieved 25% farebox recovery in recent years. The Council suspended those portions of the fund management policies during the last two biennia.[footnoteRef:26] For 2025, the Executive has proposed to update the fund management policies[footnoteRef:27] to lower the farebox recovery floor from 25% to 10%; and to lower the farebox recovery target from 30% to 15%. [26:  Ordinances 19206, 19531]  [27:  Proposed Ordinance 2024-0319] 


This proposed change to the farebox recovery floor reflects current conditions. Metro’s actual farebox recovery rate for 2023 was 8.8%. For 2024, it is estimated to be 8.9%. For 2025, it is anticipated to be 9.3%.[footnoteRef:28] However, the ongoing imbalance between service levels and ridership has budget implications for Metro moving forward: as noted above, the 2025 budget anticipates $100 million in farebox revenues, which represents a 9.3% farebox recovery rate. Farebox revenues would be as much as $150 million higher in 2025 if the combination of ridership and fare collection allowed Metro to meet the 25% farebox recovery requirement.[footnoteRef:29]  [28:  Note that Table 3 of this staff report shows fares as a percentage of all operating revenues. The farebox recovery requirement set in the fund management policies is based on fares as a percentage of passenger-related operating costs for bus service.]  [29:  Ongoing changes to the regional transit network, specifically the growth of the Link light rail spine, could result in a greater share of Metro bus trips being part of a transfer between bus and light rail, and could reduce the share of farebox revenue Metro receives. In addition, the ongoing implementation of the income-based fare approach, through which many categories of riders pay a low or no fare, could also have the effect of reducing the farebox revenues Metro collects. ] 


Safety & Security
In response to concerns about safety and security incidents on buses and at transit stops and bases, and as part of a larger effort to reimagine and reform Metro’s safety and security functions, Metro’s 2023-2024 budget included several safety-related investments, including a one-time investment of $21 million to increase the number of contracted transit security officers (TSOs) from 70 to 140; $10 million to provide enhanced cleaning of bus coaches, shelters, and facilities; and funding for behavioral health initiatives that had been developed as part of Metro’s Safety, Security, and Fare Enforcement (SaFE) Reform Initiative. Metro proposes to continue each of these expenditures in 2025:

· Transit security officers. During 2023-2024, Metro increased the number of contracted TSOs by approximately 90, using salary savings to cover the number above the additional 70 that had been budgeted. For 2025, Metro proposes a one-time expenditure of $11.8 million to maintain the existing level of 160 contracted TSOs. 

These TSOs will continue to ride bus routes with the highest rates of security incidents (currently Routes 7, 36, A, C, D, E, F, and H), which Metro indicates has reduced security incidents by 33%. In addition, TSOs will continue to be stationed at the Aurora Village and Burien Transit Centers and will continue to provide support at overnight bus terminals, which Metro states has reduced late-night incidents by 50%.

· Bus and customer facility cleaning. In the Transit Cleanliness report[footnoteRef:30] transmitted in 2023 in response to a Council budget proviso, Metro estimated that it had achieved 65% of its cleaning standard for bus stops and shelters in 2021, and 52% in 2022, compared with 80% pre-pandemic. The proposed 2025 budget would add $4.7 million, to hire 20.0 TLTs to create four additional cleaning teams to clean the highest priority facilities[footnoteRef:31] more often and to respond to emergent incidents, such as broken glass; and to hire 14.0 TLTs and 9.0 FTEs in the Vehicle Maintenance Division to continue enhanced cleaning processes for buses. Metro states that the goal of this proposal is to implement a pilot to assess the resources needed to exceed the cleaning standards for bus stops, by providing Level 3 cleaning services to all stops.[footnoteRef:32] [30:  Motion 16388]  [31:  Metro indicates that high priority areas are determined by ridership volume, customer survey results, and issue reports, and the inspection results of the quality assurance team that would be created as part of the budget proposal.]  [32:  A Level 1 service visit includes sweeping. A Level 2 service visit includes sweeping and trash removal. A Level 3 service visit includes sweeping, trash removal, and pressure washing. Metro’s standard is to provide one Level 3 service visit at each facility per month, with Level 1 and Level 2 service visits as needed and as staffing allows.] 


· SaFE Reform Initiative. Two of the programs piloted through Metro’s SaFE Reform Initiative have been to locate DCHS behavioral health specialists at the Burien Transit Center to provide de-escalation and support for people in crisis; and to create a group of Transit Ambassadors, made up of bus operators on light duty, to assist passengers in busy areas. The proposed 2025 budget includes $4.7 million ($3.9 million in one-time spending, of which $856,000 would be funded by the City of Seattle) to add 4.0 TLTs to continue the behavioral health initiative and expand the Ambassador program. 

For the behavioral health initiative, the four current employees of this program will work in teams at the Burien Transit Center (Mondays to Fridays, 9:00 am-3:00 pm; Wednesdays, Saturdays, and Sundays from 5:00-11:00 pm) and will also ride the RapidRide C, D, and E Lines with transit security officers (Mondays, Tuesdays, and Thursdays, from 5:00-11:00 pm).

For the Ambassador program, Metro currently has 10 Ambassadors working with the program, and Metro anticipates that the number of light duty bus operators working as Ambassadors will remain steady during 2025, at between 12 and 15. In addition, the budget proposes 14 short-term temporary Ambassadors and two Lead Ambassadors. The Ambassadors will continue to focus their efforts on Jackson/23rd, Lower Queen Anne/Belltown, Mt. Baker/Columbia City, and Skyway/Renton. In addition, in partnership with the City of Seattle, Ambassadors will expand to other locations, including potentially the University District and UW Husky Stadium, Second Avenue, Rainier Beach, and the Seattle Waterfront. 

Workforce
Metro has been experiencing ongoing staffing shortages (particularly with bus operators) since the start of the pandemic. Currently, Metro has appropriation authority for 2,543 FTE bus operators and a target of 2,428 FTE (because Metro is currently operating fewer service hours than budgeted), but has 126 FTE open, a vacancy rate of 5%. For bus mechanics, Metro has a target of 274 FTE and a shortfall of 16 FTE (6% vacancy rate). 

This staffing shortfall has led to operational capacity issues, which has required service reductions and led to a reliance on overtime: bus operators are currently operating on 27% overtime, compared with the target of 17%; and bus mechanics are currently operating on 8.75% overtime, compared to the target of 7.5%. The proposed 2025 budget includes several initiatives to support recruitment, training, and retention:

· Bus operations training and support. The 2025 budget would add $3.3 million for 17.0 FTEs and 2.0 TLTs to add bus operations instructor positions to increase training capacity, add chiefs to support front-line staff, and add leadership and administrative positions to realign the Bus Operations structure. Metro indicates a goal of hiring 297 FTE bus operators in 2025, which includes the 126 vacant FTEs and the 171 FTEs needed to provide the additional service proposed in the budget. To achieve this level, Metro plans to hire and train about 600 operators, which accounts for attrition as well as the anticipated 70% graduation rate.

· Employee Services. The 2025 budget would add $6.4 million ($1.375 million revenue-backed) to add 30.0 FTEs and 6.0 TLTs to Metro’s Employee Services Division to enhance recruitment and labor relations, with a focus on the hiring for upcoming Link light rail expansions. (Note that 22.0 of the requested 30.0 FTEs are conversions from existing TLT positions.) Metro states that this request is intended to stabilize the current level of recruiting support. Six of the FTEs and three of the TLTs would be dedicated to Metro’s Rail Division and revenue-backed by Sound Transit.

· Equity and employee communication. The 2025 budget would add $1 million ($200,000 revenue-backed) for 4.0 FTEs to support Equal Employment Opportunity investigations; equity, inclusion, and belonging programming; and internal employee communications.

· Agency transformation. The 2025 budget would add $5.8 million, including 1.0 FTE and 10.0 TLTs, to continue Metro’s efforts to develop processes, tools, and techniques to update its business practices in the areas of recruitment, asset management, capital delivery, technology, workforce data and reporting, change management, and service recovery.

· Employee mentorship and recruitment. The 2025 budget would add $1.2 million ($628,000 revenue-backed) for 6.0 FTEs and 1.0 TLT to fund an increase to Metro’s mechanic apprenticeship programs; and for the Mentors Moving Metro pilot, which, in partnership with ATU, matches experienced bus operators with new operations for six to 12 months.



Transition to Zero-Emission
In early 2020, the Council adopted the goal of transitioning to a zero-emission vanpool fleet by 2030[footnoteRef:33] and a zero-emission revenue transit fleet by 2035.[footnoteRef:34]  [33:  KCC 18.22.010.A.3 (Ordinance 19052)]  [34:  KCC 18.22.010.A.1, KCC 28.94.085.A.1 (Ordinance 19052)] 


Over the next decade, the transition to a zero-emission transit fleet will necessitate purchasing more than 1,000 buses, retrofitting Metro’s bus bases to accommodate charging infrastructure or other alternative fuel sources, and retooling Metro’s scheduling processes and technology to correspond to the capacity, range, abilities, and charging needs of zero-emission buses. 

To facilitate that work, the 2023-2024 Biennial Budget[footnoteRef:35] included $1.3 million in the operating budget and $264 million in capital appropriations for Metro to purchase 120 battery-electric buses, two 150-passenger battery electric water taxi vessels, and 19 paratransit battery electric minibuses; test four hydrogen fuel cell buses; and continue the conversion of Metro’s bases. [35:  Ordinances 19546, 19791] 


While earlier budgets included significant investments toward the zero-emission transition, the 2023-2024 budget was the first to move substantially beyond the pilot phase. Because the life span of a bus is set at 12 years for federal funding purposes,[footnoteRef:36] any bus purchased during or after the 2023-2024 biennium must be a zero-emission bus for Metro to reach the 2035 zero-emission fleet goal. [36:  Federal Transit Administration, Grant Management Requirements Circular _C 5010.1D (link)] 


The proposed 2025 budget includes $5.84 million in the operating budget toward the zero-emission goal, including $3.5 million for 27.0 FTEs and 12.0 TLTs to prepare for the 2026 opening of Interim Base at Metro’s South Campus in Tukwila, which will house up to 120 battery-electric buses (BEBs);[footnoteRef:37] and $780,000 for consultant support and 2.0 TLTs to support workforce development, data, reporting, and capital planning for the zero-emission transition.  [37:  Metro states that it awarded a bus procurement contract for 89 low-floor 40-foot BEBs to Gillig in early 2024. Fleet production is scheduled to begin in July 2025, with the BEBs delivered by March 31, 2026. These 89 BEBs will combine with Metro’s existing New Flyer BEBs to complete the fleet for Interim Base.] 


The 2025 budget also includes $448 million in proposed capital appropriations (in both the Capital Infrastructure and Revenue Fleet funds) for the zero-emission transition, the largest of which would be a proposed $380 million in appropriation authority for the continued development of South Annex Base at Metro’s South Campus in Tukwila to support 250 BEBs by 2028.[footnoteRef:38] [38:  Metro’s fleet plan anticipates the BEB procurement for South Annex Base to be awarded in 2026, with production to begin in early 2027 and take two years. Metro expects to begin taking delivery of buses in mid-2027, with the first 200 buses in place for the 2028 Fall service change, with a mix of 100 40-foot and 100 60-foot BEBs. The remaining 50 buses will be 30 60-foot and 20 40-foot BEBs.] 


Table 7 shows the non-trolley zero-emission appropriations proposed in the 2025 capital budget. The list includes several projects for which appropriations are not proposed in 2025 but are anticipated to have appropriation requests by 2028-2029. 

Table 7. 2025 Non-Trolley Zero-Emission Appropriations (Funds 3641, 3642) 
	Name
	Description 
	2025
	2026-2027
	2028-2029
	Total Budget[footnoteRef:39] [39:  For some projects, the Total Budget column includes appropriations made prior to 2025.] 


	South Annex Base[footnoteRef:40]
(1134223) [40:  The King County Auditor included the South Annex Base in its 2024 list of high-risk capital projects under KCC 4A.130.020. For the South Annex Base project, the Auditor states that, “project risks include challenging subsurface conditions, permitting for work in critical areas, and a low level of contingency funds to address potential cost escalation… Delays in development of the South Annex Base may mean that Metro Transit will not have sufficient infrastructure to support its planned fleet of 337 battery-electric buses in fall of 2028, which could lead to service disruptions.”] 

	Will open as an electrified base in 2028 with capacity for 250 battery-electric buses
	$380,434,367
	$0
	$0
	$448,000,000

	Non-Fixed Route Program Management 
(1134228)
	Support for the Non-Fixed Route Fleet capital planning efforts, including zero-emission transition. 
	$320,499
	$382,523
	$0
	$1,729,893

	Zero Emission Infrastructure Planning
(1134274)
	Overall planning and programming of vehicle infrastructure facilities to support zero-emission fleet
	$5,169,593
	$0
	$0
	$10,665,830

	Electric Vehicle Charging Program Budget
(1139326)
	Non-bus vehicle charging infrastructure at transit facilities
	$2,019,245
	$14,075,906
	$14,178,974
	$46,292,840

	Layover Charging Planning Report
(1139397)
	Plan to develop layover charging and phased implementation for base charging
	$2,917,508
	$430,094
	$0
	$7,194,549

	Layover Charging Budget
(1139852)
	Develop on-route layover charging to support 2025, 2026 BEB deployment
	$7,767,610
	$28,706,851
	$44,602,002
	$101,380,227

	Central Base Electrification
(1142163)
	Planning and design for conversion of Atlantic (2035) / Central (2029) Bases
	$0
	$163,703,564
	$0
	$176,242,964

	Countywide Layover Facilities Planning Budget
(1144088)
	Plan for layover sites in coordination with charging needs (this project is broader than zero-emission, but part of the effort)
	$0
	$731,789
	$3,071
	$683,550

	East Base Electrify
(1144128)
	Planning and design for conversion of East Base (2030)
	$0
	$9,397,294
	$135,121,797
	$148,590,171

	Ryerson Base Electrify
(1144142)
	Planning and design for conversion of Ryerson Base (2029)
	$2,175,222
	$10,130,098
	$123,621,975
	$135,927,295

	Burien Layover Expansion and Charging
(1144143)
	Expand Burien TC off-street layover to support layover charging
	$5,317,087
	$245,208
	$2,321,964
	$7,884,259

	Pier 50 Float Expansion
(1148272)
	Planning, design, construction for two additional berths at Pier 50, including charging infrastructure (this project is broader than zero-emission, but part of the effort)
	$28,078,578
	$0
	$0
	$28,078,578

	Bellevue Base Electrification
(1148300)
	Planning and design for conversion of Bellevue Base (2035)
	$0
	$0
	$4,337,106
	$12,567,913

	Shoreside Charging
(1148302)
	Install shoreside charging infrastructure for Marine Division
	$6,019,729
	$0
	$0
	$6,019,729

	Vanpool Vehicle Purchase
(1130169)
	Fleet: In 2025 purchase 221 electric vehicles plus solutions for telematics and home charging reimbursement
	$5,492,579
	$31,525,300
	$30,140,800
	$106,014,646

	Fixed Route Program Management
(1134163)
	Fleet: Planning for fleet purchases and coordination with Vehicle Maintenance and Transit Facilities 
	$2,671,270
	$1,388,974
	$694,486
	$6,632,443

	2025 TOTAL
	$448,383,287
	
	
	



In 2022, Metro completed a zero-emission bus fleet transition plan[footnoteRef:41] as part of a Federal Transit Administration requirement to apply for federal grant funding. The transition plan outlined Metro’s timeline and strategy to achieve a zero-emission revenue fleet by 2035.  [41:  King County Metro, Moving to a Zero-Emission Bus Fleet: Transition Plan, May 2022 (link)] 


· Fleet plan. Metro’s revenue bus fleet comprises approximately 1,300 vehicles,[footnoteRef:42] including 174 electric trolley buses and 51 battery electric buses (BEBs).[footnoteRef:43] Over the next decade, Metro plans to replace the existing trolleys and purchase BEBs. Table 8 shows Metro’s fleet plan for zero-emission buses (when buses will enter the fleet, not when funds are appropriated or when the buses are ordered). Metro notes that additional buses may be needed to achieve the zero-emission network, depending on technology and layover charging ability. [42:  This total does not include Sound Transit buses that are operated by Metro, and which comprise an additional 80 buses as of Fall 2024.]  [43:  BEBs include 11 short-range Proterra buses and 40 longer-range New Flyer buses. The remaining buses are diesel-electric hybrids.] 


Table 8. Metro Zero-Emission Fleet Plan[footnoteRef:44] [44:  Source: King County Metro, Moving to a Zero-Emission Bus Fleet: Transition Plan, May 2022 (link) with updated information from Metro in September 2024.] 

	
	2025
	2026
	2027
	2028
	2029
	2030
	2031
	2032
	2033
	2034
	2035
	TOTAL

	40’ BEB
	
	89[footnoteRef:45] [45:  For Interim Base] 

	
	100[footnoteRef:46] [46:  For South Annex Base] 

	70
	85
	35
	105
	
	50
	85
	610

	60’ BEB
	
	
	
	100[footnoteRef:47] [47:  For South Annex Base] 

	30
	25
	150
	60
	20
	90
	45
	520

	40’ Trolley
	
	
	
	
	
	
	
	
	110
	
	
	110

	60’ Trolley
	
	
	20
	
	
	
	
	
	64
	
	
	84

	TOTAL 
	
	89
	20
	200
	100
	110
	185
	165
	194
	140
	130
	1,333



· Base conversion plan. To accommodate the zero-emission fleet, Metro must convert its bases to add charging or fueling infrastructure. Metro’s plan is to convert the bases sequentially, with each base expected to require 18 to 24 months for conversion, and with a permanent reduction in capacity of 10% to 15% due to the installation of charging infrastructure within the yard. The draft timeline for electric base opening is:
· 2026: Interim Base
· 2028: South Annex Base
· 2029: Central Base
· 2029: Ryerson Base
· 2032: Bellevue Base
· 2033: North Base
· 2035: South Base
· 2035: Atlantic Base

· Layover charging. Metro’s current plan calls for a mix of on-base and on-route charging. Metro has been pursuing five initial layover sites in South King County to support electrification of the fleet operating out of the Interim and South Annex Bases. After that, Metro plans to seek candidate locations for layover charging across the system, a process that will require significant electrical infrastructure in multiple jurisdictions.

In June 2024, in response to a Council budget proviso, the King County Auditor’s Office released an audit report on the 2035 zero-emission transit fleet goal and Metro’s progress in meeting it.[footnoteRef:48] The audit found that Metro faces significant risks that may impede its ability to reach the 2035 goal, including the loss of bus manufacturers, technology limitations, sufficient electricity supply in the future, and lagging battery-electric bus performance.  [48:  King County Auditor, Zero Emissions: Metro Transit Working to Mitigate Risks to County’s Ambitious 2035 Goal, June 11, 2024 (link)] 


The audit recommended that Metro communicate with Council about its efforts to test diverse propulsion systems (such as hydrogen), establish emergency plans for the use of zero-emission buses during a regional emergency, implement a strategy to make use of collaborative capital delivery methods, and take steps to formalize procurement, safety, collaboration, and government relations in capital projects.

RapidRide & Metro Connects
Metro currently operates eight RapidRide lines (A-H) and is working to develop four additional lines (I, J, K, R), which are planned to start service between 2026 and 2031.

Work on the K Line between Kirkland and Bellevue and the R Line along Rainier Avenue in Southeast Seattle was paused during the pandemic and then restarted at the Council’s request. As part of the 2023-2024 Biennial Budget, $7.5 million was appropriated to advance work on the K Line and $22 million for the R Line.

The Executive has not proposed additional appropriations for the K or R Lines for 2025, stating that $10 million in existing carryover appropriation for the K Line and $26 million in carryover for the R Line will be sufficient to move forward with planned activities during 2025, which includes completing 10% design and finalizing a Locally Preferred Alternative[footnoteRef:49] for the K Line and developing a scope of work for the final design phase for the R Line. [49:  The Locally Preferred Alternative for a RapidRide line identifies the alignment (pathway) the bus will follow, as well as the station locations. Approval of a Locally Preferred Alternative by the Council is a requirement to be eligible for federal funding.] 


As part of the update to the Metro Connects long-range plan[footnoteRef:50] in 2021, Metro was asked to transmit a RapidRide Prioritization Plan to organize future RapidRide lines into tiers. That plan, which was accepted by the Council earlier this year,[footnoteRef:51] identified two potential RapidRide corridors for the first tier,[footnoteRef:52] with implementation to be prioritized by the time of the future Interim Network.[footnoteRef:53] The 2025 budget proposes an appropriation of $1.5 million toward continued planning for the two Tier 1 RapidRide lines, which would be targeted for implementation during the 2030s. [50:  Ordinance 19367]  [51:  Motion 16659]  [52:  Routes 150 and 36 were prioritized for Tier One in the RapidRide Prioritization Plan (Motion 16659)]  [53:  The adopted Metro Connects is based around two future transit networks: an Interim Network and a 2050 Network. The Interim Network is envisioned for when the Ballard and West Seattle Link light rail extensions open (originally anticipated as 2035 for costing purposes, currently anticipated as 2039).] 


Metro Connects was adopted as an unconstrained plan and is not fully funded.[footnoteRef:54] It is not clear at this time what level of additional resources would be available during future biennia for ongoing RapidRide development or other transit expansion investments envisioned in Metro Connects. [54:  An unconstrained plan is, by definition, one that assumes unlimited resources. When Metro Connects was adopted, the Council requested a Metro Connects Implementation Plan (Motion 16155) to provide more information on the funding gap and potential funding sources.] 


Information Technology Investments
Metro’s operations rely on several hundred technology applications and interfaces that are used to plan routes and schedules, collect fares, communicate between buses and the base, and provide information to employees and customers. The 2025 budget continues Metro’s investment in technology solutions with a proposed $12 million in appropriations for 2025 for new or updated transit technology projects, including:

· Seattle Streetcar INIT replacement: $858,000 to replace the 2007-era INIT[footnoteRef:55] system that supports service activities on the Seattle Streetcar with upgraded technology that meets industry standards and integrates with the INIT system used by Metro’s Bus Operations Division.  [55:  INIT is the name of a supplier of integrated planning, dispatching, telematics, and ticketing systems for buses and trains (link)] 


· Operator electronic pick: $5.82 million to develop an electronic Pick for operators. Operator Pick and Vacation Selection is when Metro operators select their future work shifts and vacations, a process that must adhere to rules outlined in the collective bargaining agreement with the Amalgamated Transit Union (ATU), Local 587.[footnoteRef:56] The current process relies on the manual posting of printed materials in a central location, which is costly to conduct and does not allow operators to track results ahead of their selection time. This project will develop an interface through Metro’s existing HASTUS[footnoteRef:57] scheduling software to allow the Pick to be conducted electronically, which is anticipated to reduce costs and increase transparency into available work for operators. [56:  Ordinance 19668]  [57:  HASTUS is the name of a transit scheduling software for bus, tram, and passenger rail operations (link)] 


· WebTools upgrade: $5.4 million to upgrade Metro’s WebTools[footnoteRef:58] suite with modern security and access architecture to bring back-end systems into compliance with KCIT’s security policies; to upgrade front-end applications with new versions of Microsoft development technologies; and to move the system from an on-premise server to the cloud. [58:  WebTools is a suite of applications built and maintained by KCIT for Metro applications that generate data for frontline Metro service delivery and customer-facing systems. For Metro, these include: assignment and editing of route stops so that riders know the intermediate and endpoint of a route; defining what, when, and where announcements are made onboard a transit vehicle; assigning a customer-accessible name to stops and streets; identifying when customer-facing signage changes when a trip transitions from one route to another; managing bus stop route signage information; managing and determining what route service information goes to what frontline system; combining data from Metro’s scheduling system and sending it to the Onboard System Central Computer System; displaying data on a dashboard at each base; managing partner agency inventories of ORCA LIFT cards; managing vanpool memberships; and viewing bus assignment data.] 


KEY ISSUES

ISSUE 1 – RIDERSHIP & SERVICE

Metro is currently operating approximately 87% of pre-pandemic service levels (90% of County-funded service) with 64% of pre-pandemic weekday ridership levels. In part because of this imbalance, farebox recovery levels are anticipated to remain below the required 25% (estimated at 9.3% for 2025), meaning that Metro is collecting up to $150 million a year less in farebox revenue than if it could meet the requirement. 

As this staff report describes, the 2025 budget proposes to increase transit service, continue and expand safety and security initiatives, including bus and bus stop cleaning, and increase funding for market research and rider engagement. 

Metro notes that it will continue to study emerging ridership patterns and that the 2026-2027 budget will address the upcoming projected reserve shortfall that is being driven by the combination of higher spending and lower revenues.

ISSUE 2 – FARES & FUND MANAGEMENT

As part of the 2025 budget, the Executive is proposing four changes to Metro fares:

· Adult bus fare. Proposed Ordinance 2024-0310 would increase the regular adult fare on Metro buses, trolleys, transit vans, dial-a-ride vehicles, and streetcars from $2.75 to $3.00, effective September 1, 2025. Metro projects the fare change will result in $2.6 million in additional farebox revenue in 2025 and $16.9 million in 2026-2027.

· Adult water taxi fare. Proposed Ordinance 2024-0309 would increase adult water taxi fares for West Seattle (from $5.75 to $6.25[footnoteRef:59] cash, $5.00 to $5.25 prepaid) and Vashon Island (from $6.75 to $7.00 cash, $5.75 to $6.00 prepaid), effective September 1, 2025. Metro projects $33,260 in additional farebox revenue in 2025 and $209,521 in 2026-2027. [59:  The West Seattle cash fare is proposed to increase by $0.50 due to the formula in KCC 4A.700.820.] 


· ORCA LIFT bus fare. Proposed Ordinance 2024-0317 would permanently lower the ORCA LIFT (low-income[footnoteRef:60]) fare for Metro buses, trolleys, transit vans, dial-a-ride vehicles, and streetcars from $1.50 to $1.00, effective January 1, 2025. The ORCA LIFT fare has been set at $1.00 since September 2022, but will revert to $1.50 on January 1, 2025, unless action is taken. Metro projects a reduction of $423,307 in farebox revenue in 2025 and $910,335 in 2026-2027. [60:  ORCA LIFT is available to passengers at or below 200% of the federal poverty level. ORCA LIFT eligibility is currently $2,510 monthly income for a one-person household, $5,200 monthly income for a four-person household. The ORCA LIFT fare program is established in K.C.C. 4A.700.490 (link)] 


· ORCA LIFT water taxi fare. Proposed Ordinance 2024-0308 would lower the ORCA LIFT water taxi fare to $1.00 (currently $3.75 for West Seattle, $4.50 for Vashon), effective September 1, 2025. Metro projects $2,503 in reduced farebox revenues in 2025 and $15,535 in 2026-2027

In addition, Proposed Ordinance 2024-0319 would change Metro’s farebox recovery target from 30% to 15%; and the farebox recovery floor from 25% to 10%.

ISSUE 3 – SAFETY & SECURITY

In response to continuing concerns about safety and security incidents on buses and at transit stops and bases, and as part of a larger effort to reimagine and reform Metro’s safety and security functions, the proposed budget includes several safety and security initiatives. These include additional resources for cleaning of busses and transit stops and stations, as well as funding to maintain the level of contracted transit security officers currently at work in the system and expand the behavioral health and Metro Ambassador programs.

ISSUE 3 – WORKFORCE

Metro is currently operating with 5% of its bus operator positions vacant (126 FTEs vacant out of 2,428 FTE target); and with 6% of bus mechanic positions vacant (16 FTE vacant out of 274 FTE target). This staffing shortfall has meant that Metro has relied on overtime to deliver scheduled service and has prevented Metro from restoring service that was reduced during the pandemic.

The 2025 budget proposes several initiatives to streamline recruitment, enhance training and supervision, and provide mentorship and apprenticeship opportunities. 

ISSUE 4 – TRANSITION TO ZERO-EMISSION

To meet the adopted goal of transitioning to a zero-emission revenue bus fleet by 2035,[footnoteRef:61] Metro must purchase more than 1,000 battery electric buses and convert its bases to support zero-emission fueling or charging infrastructure.  [61:  KCC 18.22.010.A.1, KCC 28.94.085.A.1] 


The proposed 2025 budget includes $5.84 million in the operating budget to prepare for the opening of Interim Base and plan for the rest of the transition; as well as $448 million in proposed capital appropriations, the largest of which is $380 million for the continued development of South Annex Base. 

In past years, Councilmembers have asked about the tradeoff between service hours and the capital costs of transitioning to a zero-emission fleet. A 2020 study[footnoteRef:62] found that, if costs to acquire and operate BEBs remain steady over time, the additional cost of acquiring a zero-emission fleet would be equivalent to providing 237,000 annual service hours over a 19-year period. However, if costs decrease with advances in technology, the lifecycle and societal costs of zero-emission and diesel-hybrid vehicles would be roughly equivalent over the same 19-year period.  [62:  Zero-Emission Battery Bus Preliminary Implementation Plan (2020-RPT0142) (link)] 


A June 2024 report by the King County Auditor noted that Metro faces significant risks that may impede its ability to reach the 2035 goal, including the loss of bus manufacturers, technology limitations, sufficient electricity supply in the future, and lagging battery-electric bus performance.

ISSUE 5 – RAPIDRIDE & METRO CONNECTS

Work on the RapidRide K Line between Kirkland and Bellevue and the R Line along Rainier Avenue in Southeast Seattle was paused during the pandemic and then restarted at the Council’s request. The Executive has not proposed additional appropriations for the K or R Lines for 2025, stating that existing carryover appropriation will be sufficient to proceed with planned activities for each line.

The 2025 budget proposes an appropriation of $1.5 million toward planning for the two Tier 1 RapidRide lines identified in the RapidRide Prioritization Plan,[footnoteRef:63] which would be targeted for implementation during the 2030s. However, because Metro Connects was adopted as an unconstrained plan,[footnoteRef:64] it is not clear at this time what additional resources would be available for future RapidRide development or other Metro Connects projects. [63:  Motion 16659]  [64:  At Council’s request, Metro developed a Metro Connects Implementation Plan in 2022 to provide more information about the Metro Connects funding gap and potential funding sources (Motion 16155).] 





