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Metropolitan King County Council
Transportation, Economy & Environment Committee
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SUBJECT

Proposed Motion 2024-0367 would accept Metro’s 2024 System Evaluation report.

SUMMARY

Each year, King County Metro Transit prepares a System Evaluation[footnoteRef:1] report to assess the status of fixed-route, Dial-A-Ride Transit (DART), RapidRide, flexible, and Marine services, and to identify investment needs. The 2024 System Evaluation, which is based on data from September 2023 through March 2024, has been prepared using the requirements in the King County Metro Service Guidelines.[footnoteRef:2]  [1:  Required by Ordinances 17143, 18413, as rescinded/amended by Ordinance 19367, and Motion 13736]  [2:  Ordinance 19367, Attachment B] 


For fixed-route bus service, the 2024 System Evaluation evaluated all routes and identified investment needs based on the Service Guidelines’ priorities:
· Priority 1-Reduce Crowding: 0 annual service hours needed
· Priority 2-Improve Reliability: 26,850 annual service hours needed 
· Priority 3-Service Growth: 1,733,000 service hours needed to restore service and implement the Interim Network (100,000-120,000 hours per year for 15 years)

During the evaluation period, Metro was operating approximately 85% of pre-pandemic service levels for approximately 63% of pre-pandemic weekday ridership. Metro’s adopted Service Recovery Plan[footnoteRef:3] identifies a plan to restore service based around service restructures, though these may not fully align with the System Evaluation.  [3:  Ordinance 19581 (Metro’s Service Recovery Plan was approved by the Council in March 2023)] 


The System Evaluation also evaluated Metro Flex service in nine communities, as well as two water taxi routes. As required, it also provided an update on RapidRide routes under development, as well as candidate routes for future transit networks.

Proposed Motion 2024-0367 was passed by the Regional Transit Committee (RTC) on November 20, 2024, and now moves to the TrEE Committee.


BACKGROUND

Metro’s actions are guided by three adopted policy documents:

· The Strategic Plan for Public Transportation outlines Metro’s goals, strategies, and performance measures.

· The King County Metro Service Guidelines guide day-to-day delivery of transit service by providing criteria to develop, modify, and evaluate transit service.

· Metro Connects, Metro’s long-range plan, envisions the transit network at two points in the future, an Interim Network[footnoteRef:4] (late-2030s) and a 2050 Network. [4:  The Interim Network is envisioned for when the West Seattle and Ballard Link light rail extensions are completed. For costing purposes when Metro Connects was developed, it was estimated at 2035.] 


The RTC and Council adopted updates to these policy documents in late 2021[footnoteRef:5] and required Metro to provide regular reports on its progress in implementing them.  [5:  Ordinance 19367] 


Service Guidelines. The Service Guidelines[footnoteRef:6] guide the day-to-day operations of the transit system through criteria to develop, modify, and evaluate transit service. [6:  Ordinance 19367, Attachment B] 


· Developing transit service is guided by a set of criteria to plan, space, and organize fixed-route and flexible services.

· Modifying transit service is guided by a set of criteria for service investments, reductions, and restructures. (See Attachment 4 for more information.)

· Service investments are based on three priorities:
· Priority 1-Reduce Crowding by adding service to overcrowded routes.
· Priority 2-Improve Reliability by adding service to routes that run late.
· Priority 3-Grow Service by filling the gap between existing and target service levels using three factors: equity, land use, and geographic value. 

· Service reductions, when needed, are based on productivity and equity, with the least productive and lowest-equity-score routes the first to be reduced. 

· Service restructures change transit service in a geographic area when there are changes to the transportation network (such as a new Link light rail line) or when there are development or land use changes. Service restructures are based on goals developed with the community.

· Evaluating transit service is accomplished through the annual System Evaluation report, which is transmitted each October. 



System Evaluation. The annual System Evaluation report reviews the performance of the transit system, with information about fixed-route, Dial-A-Ride Transit (DART), RapidRide, flexible, and Marine services. The report, which is required by Ordinance 19367[footnoteRef:7] and based on the criteria in the adopted Service Guidelines,[footnoteRef:8] is used to identify the need for service investments on individual routes, to identify low-performing routes that could be candidates for reduction, if needed, and to evaluate the performance of flexible and Marine services.  [7:  The System Evaluation is required by Ordinances 17143, 18413, as rescinded/amended by Ordinance 19367, and Motion 13736]  [8:  Ordinance 19367, Attachment B] 


For fixed-route services, the System Evaluation includes information on:

· Route metrics. The System Evaluation summarizes a set of performance measures for each route:
· Ridership: average daily ridership
· Productivity: rides per platform hour, passenger miles per platform mile
· Passenger loads: average of maximum load per trip
· Reliability: Trips arriving more than five minutes late at a time point, or headway consistency for RapidRide and very frequent routes
· [bookmark: _Hlk118028354]Equity: Equity Prioritization Score, Opportunity Index Score 
(See Attachment 4 for more information on the equity metrics)

· Investment needs. Based on each route’s metrics, the Service Guidelines’ three priorities for service investments, and the target service levels established in Metro Connects, the System Evaluation identifies the number of service hours needed for each route (see Attachment 4 for more information):
· Priority 1-Reduce Crowding by adding service to overcrowded routes.[footnoteRef:9] [9:  Crowding is defined as: the vehicle’s average maximum load is more than the crowding threshold, the average passenger load is more than the number of seats for 20 or more minutes, and trips must be crowded consistently for several months to be identified for investment.] 

· Priority 2-Improve Reliability by adding service to routes that run late.[footnoteRef:10] [10:  For Reliability, routes are candidates for investment when buses do not arrive on time (>1.5 minutes before or 5.5 minutes after the scheduled time) or fail to meet their scheduled headways (within two to three minutes of scheduled headway) more than 20% of the time all day.] 

· Priority 3-Grow Service by filling the gap between existing and target service levels[footnoteRef:11] using three factors: equity, land use, and geographic value.  [11:  The target service level for each route is based on the higher of either the Metro Connects Interim Network value or the Service Guidelines’ service growth methodology (which uses land use, equity, and geographic value factors to establish a target service level).] 


· Past service changes. The System Evaluation summarizes transit service changes made since the last reporting period. (Note that because the 2024 System Evaluation covers service provided between March and June 2024, it does not include the service changes implemented in September 2024 for the Lynnwood Link[footnoteRef:12] or Madison Street/G Line[footnoteRef:13] transit service restructures.) [12:  Ordinance 19751]  [13:  Ordinance 19750] 


· RapidRide update. For routes identified in the RapidRide Prioritization Plan[footnoteRef:14] as prioritized for implementation in future transit networks, the System Evaluation summarizes the performance of the current equivalent routes. It also provides a status update on RapidRide lines that are currently in the development process. [14:  Motion 16659] 


For flexible services,[footnoteRef:15] the System Evaluation includes information on:  [15:  In 2023, Metro’s various flexible services were rebranded as Metro Flex.] 


· Evaluation metrics. The Service Guidelines set performance metrics for flexible on-demand services and other mobility services:
· Productivity: rides per vehicle hour (or other measure that evaluates total service use and growth to be compared to similar services).
· Efficiency: cost per boarding (or other service cost measure that allows comparison with similar services).
· Equity: percent of riders that are either picked up or dropped off in a designated Equity Priority Area, with locations for new services prioritized in part based on the presence of priority populations. (See Attachment 4 for more information on the equity metrics.)

· Investments or pilot program status changes. The Service Guidelines outline a process through which Metro determines whether new flexible services should be implemented, and whether pilot flexible services should be retained in pilot status for continued review, made permanent, or reduced. 

For Marine services, the System Evaluation includes information on: 

· Evaluation metrics. The Service Guidelines set performance metrics for the two water taxi routes to determine when and where to consider adding service, reallocating service, or adjusting schedules to improve performance:
· Ridership: average daily ridership
· Productivity: rides per round trip
· Passenger loads: rides per trip
· Schedule reliability: departure within five minutes of published schedule

· Investments or pilot program status changes. The Service Guidelines provide information about how water taxi service can be added, reallocated, or adjusted. 

The System Evaluation also provides information about how Metro’s service is integrated with Sound Transit.


ANALYSIS

The 2024 System Evaluation evaluated the transit system for the Fall 2023 service change (from mid-September 2023 through mid-March 2024), a time during which approximately 85% of pre-pandemic service was operating for approximately 63% of pre-pandemic ridership. Service levels during the evaluation period reflect service reductions that Metro made in September 2023 to provide more dependability for riders and avoid daily trip cancellations in response to ongoing staffing shortfalls.

Metro’s Service Recovery Plan,[footnoteRef:16] which was approved by the Council in March 2023, identifies a multi-year plan to restore service that was suspended or reduced during the pandemic years based around a set of geographic service restructures, most of which correspond to Sound Transit service expansion. These geographic mobility projects could result in proposals to restructure bus service rather than restore service to pre-pandemic conditions. Such changes are subject to Council approval. The restructure plans identified in the Service Recovery Plan may not align fully with the investment needs identified in the 2024 System Evaluation.[footnoteRef:17]  [16:  Ordinance 19581]  [17:  Note that the first two service restructures identified in the Service Recovery Plan (for the Lynnwood Link extension, Ordinance 19751, and the opening of the RapidRide G Line, Ordinance 19750) were implemented in September 2024, after the timeframe covered by the 2024 System Evaluation.] 


Investments identified for fixed-route service. For fixed-route service, the System Evaluation identifies investment needs based on the Service Guidelines’ three priorities.

· Priority 1-Reduce Crowding: 0 service hours needed. The System Evaluation did not identify any investment needs to address crowding. The report notes that although ridership was increasing during this time period, it was still relatively low compared to pre-pandemic levels and no routes had chronically crowded trips. 

· Priority 2-Improve Reliability: 26,850 annual service hours needed on 59 routes. The 2024 Reliability investment need is a decrease of 4,200 annual hours from 2023. Routes with identified investment needs include:

· South county routes: 107, 161 (new to the list); 106, 111, 124, 125, 128, 131, 153, 162, 168, 177, 182, 183, 192, H

· East county routes: 218, 221, 225, 230, 249, 250, 255, 269 (new to the list); 208, 212, 226, 240, 271

· North county routes: 311, 372 (new to the list); 302, 348

· Seattle routes: 12, 17, C (new to the list); 1, 5, 7, 8, 9, 11, 21, 24, 27, 28, 31, 32, 33, 40, 43, 49, 60, 62, 65, 67, E

· Priority 3-Service Growth: 1,733,000 total service hours to achieve the Interim Network. As part of the 2021 policy update, the Service Guidelines’ Service Growth factors were coordinated with the Metro Connects Interim Network to set target service levels[footnoteRef:18] for the transit system.  [18:  The target service level for each route is based on the higher of either the Metro Connects Interim Network value or the Service Guidelines’ service growth methodology (which uses land use, equity, and geographic value factors to establish a target service level).] 


Following additional analysis, the System Evaluation identifies a need for 100,000 to 120,000 service hours each year over the next 15 years to achieve the Interim Network and restore currently suspended service hours.

This includes adding 1.43 million hours on 103 existing routes and adding 300,000 service hours to 13 new routes that are not currently in service but have been identified for future service as part of Metro Connects.

Integration with Sound Transit. The System Evaluation discusses integration with Sound Transit. It notes that Metro implemented a service restructure in conjunction with the extension of Link light rail to Lynnwood (not covered in the 2024 System Evaluation, because this restructure was not implemented until September 2024) and is currently working with Sound Transit and local partners on the East Link Connections Mobility Project and the South Link (Federal Way) extension project. Each of these will involve restructures to Metro’s network. The System Evaluation includes information about the corridors that are primarily served by Sound Transit, as well as future system expansion partnerships.

RapidRide Progress Report. The System Evaluation provides information on the five RapidRide lines that are currently under planning or development (G, I, J, K, and R), noting that G, I, and J are in the design or construction phases, with planned openings between 2023 and 2027, while the K and R lines are planned for implementation by 2031. Table 1 summarizes the status of the five lines under development during the evaluation period.

Table 1. RapidRide Lines Under Development as of March 2024
	Line
	Pathway
	Current Routes
	Project Status
	Planned Opening
	Federal Funding

	G
	[bookmark: _Hlk117072192]Madison Valley to Downtown Seattle
	11, 12
	Complete
	2024
	

	I
	Renton to Auburn
	160
	90%-100% Design
	2027
	

	J
	Downtown Seattle to U District
	70
	Final Design
	2027
	

	K
	Kirkland to Bellevue
	250, 271
	Planning
	2030
	TBD

	R
	Rainier Beach to Downtown Seattle
	7
	Planning
	2031
	TBD


Note: The City of Seattle is leading the design and construction of the G and J Lines. 

The System Evaluation also summarizes the prioritization proposed for future RapidRide lines based on the RapidRide Prioritization Plan.[footnoteRef:19] Table 2 shows the current status of the routes proposed for conversion to RapidRide.
 [19:  Motion 16659] 


Table 2. Candidate RapidRide Lines

	Corridor
	Tier
	Route(s)
	Weekday Ridership
	Weekday Reliability
	Service Growth Priority
	Pathway

	1049
	1
	150
	4,101
	87%
	42
	Kent, Southcenter, Seattle CBD

	1064
	1
	36
	6,583
	85%
	4
	Seattle CBD, Internat’l District, Beacon Hill, Othello

	1012
	2
	44
	5,799
	85%
	81
	Ballard, Wallingford, U District

	1993
	2
	40
	7,910
	79%
	68
	Northgate, Ballard, Seattle CBD

	3101+
1028
	2
	B
	4,564
	84%
	18
	Crossroads, Bellevue, U District

	
	
	271
	2,891
	83%
	46
	

	1052
	3
	181
	1,901
	84%
	26
	Twin Lakes, Federal Way, Auburn, Green River CC

	1056
	3
	165
	3,144
	82%
	29
	Highline CC, Kent, Green River CC

	1999
	3
	B
	4,564
	84%
	18
	Redmond, Overlake, Crossroads, Eastgate

	
	
	226
	1,172
	82%
	17
	



Flexible services evaluation. During the 2024 evaluation period, Metro Flex, Metro’s on-demand service, was operating in pilot status in two communities (Juanita and Issaquah) and as ongoing service in seven communities (Kent, Othello, Rainier Beach, Renton, Sammamish, Skyway, Tukwila).[footnoteRef:20],[footnoteRef:21] [20:  Note that because the Community Van program relies on volunteer drivers, its performance is not assessed in the 2024 System Evaluation.]  [21:  The 2024 System Evaluation covers only the Metro Flex services that were operating during the evaluation period. Services that opened later in 2024 (Delridge, Northshore) are not included in the 2024 report.] 


The System Evaluation’s summary of the evaluation metrics for Metro Flex services notes that rides per vehicle platform hour ranged from 1.7 to 3.9; cost per ride ranged from $21.23 to $49.05; and the percentage of trips in Equity Priority Area ranged from 10% to 92%. The System Evaluation also identifies geographic areas for potential future Metro Flex service.

Marine service evaluation. During the 2024 evaluation period, Metro’s Marine Division provided passenger ferry service on two routes between Downtown Seattle and West Seattle and between Downtown Seattle and Vashon Island. 

The System Evaluation’s summary of the evaluation metrics for Marine services notes that average weekday boardings were 353 (Vashon) and 582 (West Seattle), average rides per round trip were 59 (Vashon) and 41 (West Seattle), and late trips were 0.71% (Vashon) and 0.44% (West Seattle).

Next steps. Proposed Motion 2024-0367 would accept the King County Metro Transit 2024 System Evaluation. This legislation has been designated a non-mandatory dual referral to RTC and TrEE. It was passed out of RTC on November 20, 2024, and now moves to the TrEE Committee.

INVITED

· Jacob Brett, Transportation Planner, Metro Transit Department

ATTACHMENTS

1. Proposed Motion 2024-0367 and its attachment
2. Transmittal Letter
3. Summary of 2024 System Evaluation
4. Equity Measures Handout


image1.png
kil

King County




