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Metropolitan King County Council
Transportation, Economy & Environment Committee

STAFF REPORT

	Agenda Item:
	
	Name:
	Mary Bourguignon

	Proposed No.:
	2023-0203
	Date:
	June 20, 2023



SUBJECT

Proposed Motion 2023-0203 would acknowledge receipt of a Transit Stops and Centers Cleanliness Effort Report, required under a budget proviso. 

SUMMARY

As part of its role providing transit services, Metro maintains 1,800 bus shelters, 45 park-and-ride facilities, and 20 transit centers. In addition, Metro maintains 19 Link light rail stations under contract to Sound Transit. 

The Council included a proviso[footnoteRef:1] in the 2023-2024 biennial budget requiring Metro to describe the standards used for cleaning transit stops and centers; how cleaning levels did or did not meet those standards in 2021 and 2022; and the strategies, resources, and timeline needed to meet the standards.  [1:  Ordinance 19546, Section 114, Proviso P3] 


The transmitted Transit Stops and Centers Cleanliness Effort Report states that:

· For Metro facilities, Metro achieved 65 percent of its standard in 2021 and 52 percent in 2022, compared with 80 percent pre-pandemic. The reduction was due both to staffing shortfalls and the increase in time needed to clean transit facilities given increasing vandalism, littering, and other sanitation challenges.

· For Sound Transit facilities, Metro achieved 68 percent of its standard in 2021 and 90 percent in 2022, following implementation of new work order prioritization.

· To meet evolving cleaning needs, Metro will continue to install vandalism-resistant materials, divert staff from other functions, emphasize quick and visible cleaning tasks, and provide de-escalation training to staff.

· In terms of timeline, Metro will focus on hiring, retention, and efficiency during the 2023-2024 biennium and may seek additional resources in future budgets.

The transmitted report appears to comply with the proviso requirements.


BACKGROUND 

Transit facility maintenance and cleaning. As part of its role providing transit services, Metro maintains 1,800 bus shelters, 45 park-and-ride facilities, and 20 transit centers. These facilities served 6.4 million passenger boardings in April 2023, an average of 250,000 a day.[footnoteRef:2] In addition, Metro maintains 19 Link light rail stations under contract to Sound Transit, which served 2.21 million passenger boardings in April 2023, an average of 79,000 a day.[footnoteRef:3]  [2:  Metro Strategic Plan Dashboard, Ridership for April 2023 (link)]  [3:  Sound Transit System Performance Tracker for March 2023 (link)] 


Metro staff in the Transit Facilities Division (for Metro’s facilities) and the Rail Facilities Section of the Rail Division (for Sound Transit’s facilities) carry out this work, providing regularly scheduled cleaning, as well as emergency response to address unsanitary conditions, graffiti, vandalism, or excessive litter.

· Transit Facilities. The Transit Facilities pre-pandemic (2019) annual budget was $54.8 million,[footnoteRef:4] with 322.68 FTEs, including 44.5 Utility Laborers and Leads.[footnoteRef:5] The current adopted budget includes $55.9 million for 2023, with 291 budgeted positions, including 51 Utility Laborers and Leads.[footnoteRef:6],[footnoteRef:7] As of early June 2023, Metro indicates there are three vacant utility laborer/lead positions.[footnoteRef:8] [4:  This was the annual figure for 2019 from the 2019-2020 budget (Ordinance 18835). The full 2019-2020 biennial total was $112 million.]  [5:  Utility Laborers are responsible for cleaning customer-facing facilities.]  [6:  This is the annual figure in the adopted 2023-2024 biennial budget (Ordinance 19546) for 2023. The full 2023-2024 biennial total is $114 million.]  [7:  Approximately $5 million per year in cleaning expenses for the Downtown Seattle Transit Tunnel was moved from the Transit Facilities budget to the Rail Facilities budget in the 2021-2022 budget, as buses had stopped using the tunnel in 2019 and cleaning was then attributed entirely to Rail support. Staffing support was moved as well.]  [8:  Information from Metro provided June 10, 2023.] 


Each Utility Laborer is assigned to a route with 40 to 50 service visits per shift. Metro has developed standards for cleaning its facilities, based on the number of riders and frequency of bus service using each facility. These standards are described below.

· Rail Facilities. The Rail Facilities pre-pandemic (2019) annual budget was $11.4 million,[footnoteRef:9] of which $2.3 million was allocated for 19 station custodian positions and six lead station custodian positions. The current adopted budget includes $23.9 million for 2023,[footnoteRef:10] with $5.8 million allocated for 46 station custodians and 14 station custodian leads. (Note that approximately $5 million and associated staffing for Downtown Seattle Transit Tunnel cleaning was moved from Transit Facilities to Rail Facilities in the 2021-2022 budget, as buses had stopped using the tunnel in 2019 and tunnel cleaning was fully attributed to Rail support. Note also that Metro became responsible for cleaning the new stations after Link light rail was extended to Northgate in 2021.) [9:  This is the annual figure for 2019 from the 2019-2020 budget (Ordinance 18835). The full 2019-2020 biennial total was $23.1 million, with a total of $5.2 million for the custodian and lead custodian positions.]  [10:  This is the annual figure in the adopted 2023-2024 biennial budget (Ordinance 19546) for 2023. The full 2023-2024 biennial total is $52.8 million, with a total of $13.2 million allocated for custodian and lead custodian positions.] 


Rail Facilities positions are fully funded by Sound Transit, under the terms of the adopted Intergovernmental Agreement (IGA) between King County and Sound Transit.[footnoteRef:11] Standards for cleaning the light rail stations are set by the IGA and are described below. [11:  Ordinance 18914 as amended by Ordinance 19513] 


The report notes that a recent increase in the use of transit shelters and transit centers by those experiencing homelessness and those with behavioral health issues has led to challenges maintaining cleanliness levels at transit facilities. Specifically, the report notes that it takes longer to clean a transit facility than it used to, and facilities need cleaning more frequently. This has led to an increasing number of reports from community members and transit riders about unsanitary conditions at transit facilities, from 775 reports in 2018 to 1,447 reports in 2022. Of the 1,447 reports in 2022, Metro reports that it responded to 488 in an emergent fashion, meaning that it prioritized those responses over its regular cleaning duties; responses to the remaining reports were incorporated into regularly scheduled cleanings of those facilities.

2023-2024 transit stops and centers cleanliness effort proviso requirement. In response to concerns about safety, security, and cleanliness at transit facilities, the Council imposed a budget proviso requiring a Transit Stops and Centers Cleanliness Effort Report by May 25, 2023. 

	P3 PROVIDED FURTHER THAT:[footnoteRef:12] [12:  Ordinance 19546, Section 114, Proviso P3] 


	Of this appropriation, $100,000 shall not be expended or encumbered until the executive transmits a transit stops and centers cleanliness effort report and a motion that should acknowledge receipt of the report, and a motion acknowledging receipt of the report is passed by the council.  The motion should reference the subject matter, the proviso's ordinance number, ordinance section and proviso number in both the title and body of the motion.  The report shall include information about cleaning practices at transit stops and transit centers, including at transit center garages, including but not limited to:

	A.  A description of the current standards used by the Metro transit department for cleaning of transit stops and transit centers, including transit center garages;

	B.  A description of how cleaning activities have or have not met those standards from January 2021 to the present;

	C.  A description of strategies that will be used or additional resources that are needed for the Metro transit department to meet the standards for the cleaning of transit stops and transit centers, including transit center garages; and

	D.  A projected timeline for meeting the standards for the cleaning of transit stops and transit centers, including transit center garages, including, if the standards cannot be met without the additional resources described in response to section C. of this proviso, the projected timeline for meeting the standards once those additional resources are available.

	The executive should electronically file the transit stops and centers cleanliness effort report and motion required by this proviso no later than May 25, 2023, with the clerk of the council, who shall retain an electronic copy and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the transportation, economy and environment committee or its successor.

ANALYSIS

Transit Stops and Centers Cleanliness Effort report. The transmitted report, which is Attachment A to Proposed Motion 2023-0203, addresses the required four issues in the proviso.

	A. A description of the current standards used by Metro for cleaning of transit stops and transit centers, including transit center garages.

For Metro’s facilities, the report states that Metro provides bus stop cleaning based on the ridership and level of transit service at a stop. Stops with more frequent transit service and more daily boardings require more frequent cleaning. Specifically, Metro states that shelters in high-traffic urban areas receive five visits per week, stops with medium usage receive three visits per week, and stops in rural areas receive one visit per week, with transit center garages cleaned twice a week. Cleaning tasks are organized into three levels:

· Level 1 Service Visit – Sweeping
· Level 2 Service Visit – Sweeping and Trash Removal
· Level 3 Service Visit – Sweeping, Trash Removal, 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. At each visit, staff are to clean from “asset to asset,” covering all fixtures installed by Metro (such as a garbage receptacle, flag stop, lighting fixture, or bench), as well as five feet around the facility. 

The report states that Transit Facilities aims to keep facilities free of damage and debris and to ensure that transit facilities are safe and inviting. When there are reports about unsanitary conditions, Transit Facilities organizes them by level of urgency, prioritizing those that prevent riders from safely occupying a bus shelter, such as biohazards, broken glass, and illegal activities. Reports about less urgent issues, such as graffiti, vandalism, and excessive litter, may be addressed during regular service visits.

For Sound Transit’s facilities, the report states that Rail Facilities is responsible for maintaining and cleaning all Link light rail stations, bike paths, plazas, and Rail employee buildings and bases. This includes cleaning floors, walls, glass, and elevators and escalators; picking up litter and emptying trash cans; addressing graffiti and vandalism; and responding to unsanitary conditions.

The cleaning standard for Sound Transit’s facilities is set by the IGA,[footnoteRef:13] which identifies daily tasks (sweeping, wiping surfaces, cleaning spills, picking up litter), weekly tasks (floor scrubbing), monthly tasks (pressure washing stairwells, cleaning light fixtures and floor drains), quarterly tasks (pressure washing station), and semiannual tasks (detailing stainless steel components and floor scrubbing back-of-house areas). The IGA sets a 90 percent target for the completion of all station cleaning tasks. [13:  Ordinance 18914 as amended by Ordinance 19513] 


	B. A description of how cleaning activities have or have not met those standards from January 2021 to the present.

For Metro’s facilities, the report states that meeting the standard of one Level 3 service visit per month would require 22,392 Level 3 service visits each year. From 2015 through 2019, Metro achieved 80 percent of standard. In 2021, Metro achieved 65 percent of standard. In 2022, Metro achieved 48 percent of standard. Table 1 shows these trends by type of facility. 

Table 1. Metro Facilities Cleaning Standards and Performance

	
	Number Locations
	Target*
	2015-2019 Actual
	2015-2019 Percent
	2021 Actual
	2021 Percent
	2022 Actual
	2022 Percent

	Bus shelters
	1,800
	21,600
	17,280
	80%
	14,040
	65%
	10,368
	48%

	Park & Rides
	45
	540
	441
	82%
	359
	66%
	287
	53%

	Transit Centers
	20
	240
	192
	80%
	156
	65%
	125
	52%

	TOTAL
	1,865
	22,380
	17,913
	80%
	14,554
	65%
	10,748
	48%


*Target = Number of Level 3 service visits needed each year to provide one Level 3 service visit per month

The report notes that the reduction in 2022 reflects both staffing shortfalls, as well as an increase in the amount of time it takes to complete a Level 3 site visit due to the depth of cleaning needs. 

· Staffing shortfalls. In 2022, the vacancy rate amount Utility Laborer positions was 14.6 percent, or a total of 6.5 positions vacant out of 44.5 positions total. As of June 2023, Metro reports that there are three vacant positions. 

· Cleaning time. In terms of cleaning time, the report states that, because transit shelters are increasingly being used as shelter by those experiencing homelessness and those with visible behavioral health conditions, including drug use, there has been more litter, vandalism, and sanitary challenges. In many locations, a site that previously required seven minutes for a Level 3 site visit now may require 20 minutes or more because of the additional amount of litter or because of the time needed to address vandalism or biohazards. 

In addition, the report notes that, although fewer Level 3 site visits were performed during 2022, staff responded to more reports from the public, as the number of reports about unsanitary conditions increased from 775 in 2018 to 1,447 in 2022. Of the 1,447 reports in 2022, Metro responded to 448 in an emergent fashion, meaning that it prioritized response to these reports above regular cleaning duties; responses to the remaining reports were incorporated into regularly scheduled cleaning.

For Sound Transit’s facilities, the report notes that the IGA requires Rail Facilities to complete all required cleaning tasks 90 percent of the time. In 2021, Rail Facilities met the standard 68 percent of the time. In 2022, following implementation of a new preventative maintenance work order system, Rail Facilities met the standard 90 percent of the time.

To meet the required IGA standard, Rail Facilities has adjusted its cleaning tasks to focus on day-to-day cleanliness of customer-facing facilities and to use tools such as pressure washing to cover larger areas more quickly.

Metro is experiencing staffing shortfalls in Rail Facilities as well, with six station custodian positions vacant (out of 46) and six station custodian lead positions vacant (out of 14). Metro notes that with the anticipated opening of the Lynnwood Link extension in 2024, the number of positions included in the adopted budget will increase to 67 station custodians and 18 station custodian leads in 2024. These positions would need to be filled.

	C. A description of strategies that will be used or additional resources that are needed for Metro to meet its standards for the cleaning of transit stops and transit centers, including transit center garages.

For Metro’s facilities, the report states that Transit Facilities will take several steps to better meet changing cleaning needs, including installing vandalism-resistant materials, diverting staff from other duties to transit facility cleaning, offering de-escalation training to cleaning staff, streamlining hiring and improving employee retention, and developing improved cleanliness reporting systems.

For Sound Transit’s facilities, the report states that Rail Facilities will work to adapt to the growing cleaning needs at Link light rail stations, including applying a preventative maintenance work ticket system to balance immediate and longer-term needs, and continuing the focus on cleaning larger areas through pressure washing as opposed to more detailed cleaning of smaller areas.

In terms of needed resources, the report states that Metro’s Safety, Security, and Fare Enforcement (SaFE) Initiative[footnoteRef:14] and its internal Service and Workforce Initiative[footnoteRef:15] will be used to identify needed resources and set budget priorities. The report identifies several needs, including:  [14:  Motion 16128]  [15:  Metro’s Service and Workforce Initiative, which is expected to launch in 2023, will focus on Metro’s staffing and service delivery challenges by stabilizing operations and then growing service.] 


· Jurisdictional support, through which local jurisdictions and agency partners could help with shared areas, 
· Additional budget or staff to ensure cleaning capacity meets demand, and
· Technologies and tools to perform cleaning tasks more effectively. 

The report states that King County leadership in addressing homelessness and providing behavioral health care will be critical in supporting Metro in keeping transit facilities clean.

	D. A projected timeline for meeting the standards for the cleaning of transit stops and transit centers, including transit center garages, including, if the standards cannot be met without the additional resources described in response to section C. of this proviso, the projected timeline for meeting the standards once those additional resources are available.

The report states that Metro will spend the remainder of the 2023-2024 biennium focusing on increasing cleaning capacity through hiring, retention, and increased efficiency. Based on analysis of any remaining gaps in capacity, Metro will identify needed budget or FTE requests for the 2025 or 2026-2027 budgets.

Next steps. The Transit Stops and Centers Cleanliness Effort report, as transmitted, appears to comply with the terms of the proviso by responding to each of the required issues. 

The report notes that transit facility cleanliness issues have stemmed from a combination of staffing shortfalls and increased use of transit facilities for non-transit uses, which have meant that transit facilities take more time to clean, remain clean for less time than in previous years, and result in more hazardous conditions that must be addressed in an emergent fashion. The report outlines the steps Metro plans to take to increase its operational capacity and improve facility cleanliness and notes that Metro may request additional resources as part of the 2025 or 2026-2027 budgets.

INVITED

· Rachel Wilch, Government Relations Administrator, Metro Transit Department

ATTACHMENTS

1. Proposed Motion 2023-0203 and its attachment
2. Transmittal Letter
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