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SUBJECT
This briefing item will review key transit service planning elements of the Strategic Plan for Public Transportation 2011-2021 (“Strategic Plan”) and the King County Metro Service Guidelines (“Service Guidelines”).  The purpose of this briefing is to provide the context for transmission of the baseline annual report that the Executive must transmit to the Council by March 31, 2012.
The attached Transit Division powerpoint will be the focus of today’s discussion.  This staff report includes background information on the Strategic Plan and Service Guidelines components that establish policy direction for the All-Day and Peak Network and management of the transit system.  Although the baseline report will not address 2012 transit service changes, this staff report refers to some of the 2012 changes as background.

SUMMARY
Ordinance 17143, Section 5, requires transmittal by March 31, 2012 of a baseline annual service guidelines report of Metro’s transit system.  The report is to include:

· Corridors analyzed for the All-Day and Peak Network with a summary of scores and assigned service levels;

· The analysis results including a list of over-served and under-served corridors and the estimated number of service hours needed to meet each underserved corridor’s needs;

· Transit service performance by route and any changes in the Service Guidelines thresholds since the previous reporting period, using performance measures identified in Chapter 3 of the Strategic Plan, “Plan Performance Monitoring”,

· A list of transit service changes to routes and corridors since the last reporting period;
· Network and rider connectivity associated with transit services delivered by other providers; and
· A list of potential changes, if any, to the Strategic Plan and Service Guidelines.
This list of required elements applies to each annual report for the duration of the plan.  Since the baseline report is the first annual report, it does not have a “previous reporting period” and some of the information may be adjusted accordingly.  Transit Division staff advises that the baseline report will include 2011 data and will report on major service changes in 2011.  The Eastside service changes that took effect in October 2011 were approved before the Strategic Plan and Service Guidelines were adopted, but these changes reflect the concepts in the Plan and Guidelines.
BACKGROUND
The Strategic Plan and Service Guidelines establish the process for identifying desired service levels on the corridors listed in the Plan.  By adding together the service hours needed to provide adequate service on all corridors, plus additional service that is not on corridors, the Strategic Plan may be said to identify an optimal level of bus service provided by King County Metro Transit.  The Plan also contains a dynamic element, providing for future changes that respond to population growth and new development.  In addition, the Strategic Plan and Ordinance 17143 requires the collaborative study of a new prioritization for jurisdictions with transit-supportive land use policies and facilities; the RTC work program includes this as an agenda item.
The Strategic Plan was developed in the context of a significant transit funding shortfall that could potentially require major service reductions – as much as one-sixth of total service hours.  For this reason, the Plan does more than just identify an optimal system size and provide direction for the allocation of expanded service hours if funding is available.  It also provides direction for reducing the system if funding is short.
Implementation of the Strategic Plan in the 2012-2013 biennium has not involved significant service hour reductions because the County has used cost-saving measures and a temporary Congestion Reduction Charge to defer large reductions.  The hope is to identify a permanent source of additional funding for the outyears, consistent with Strategic Plan Strategy 6.3.1 “Secure long-term sustainable funding.”

For this reason, Strategic Plan implementation in the 2012-2013 biennium is expected to retain approximately the current number of bus service hours and uses the Service Guidelines to take some bus service hours from low performing routes and reinvest them in higher performing routes.  The reinvestments address overcrowding, schedule reliability and other unmet needs, consistent with the Service Guidelines priorities and with the goal of making the overall bus system more productive.
This approach follows direction in the County’s Congestion Reduction Plan and Ordinance 17169, which approved the temporary Congestion Reduction Charge.  Ordinance 17169 directs that at least 100,000 service hours currently used for low-performing bus routes be reinvested in more productive services in 2012-2013.  Ordinance 17259, approving transit service changes for June 2012, contains the first round of service reinvestments called for in Ordinance 17169.  A second round of reductions and reinvestments is expected to be included in the Fall 2012 service change ordinance, which will also provide for a restructure of bus service associated with the RapidRide C and D Line implementation.
Summary of Strategic Plan and Service Guidelines 

Below is a summary of Strategic Plan and Service Guideline components that provide policy direction for identifying the optimal level of transit service on the corridors and modifying the overall transit system.
A.
Policy Direction in the Transit Strategic Plan and Service Guidelines

The Strategic Plan outlines a comprehensive set of strategies and goals for the County's transit system to be productive while addressing social equity and geographic values.  Strategy 6.1.1 of the Strategic Plan requires that the transit system be managed through service guidelines and performance measures.  The Service Guidelines were adopted along with the Strategic Plan and they provide specific details on how to create and refine this transit system.

B.
Evaluating the System
The All-Day and Peak Network is a system of corridors connecting Regional Growth Centers, Manufacturing/Industrial Centers, and Transit Activity Centers.  The centers and the corridors are designated in the Strategic Plan.  The intent is for the corridors to cover a large majority of the origins, destinations, and trip demand for the system.  Improving service frequency on the corridors would be the best response to the demand for more service.  If it is necessary to shrink the system, retaining as much service on the corridors as possible would result in the most effective downsized system.
· The first step in evaluating corridors for the All Day and Peak Network is to assign points based on (1) Productivity (housing density and job access worth up to 20 points – 50% of the total ); (2) Geographic Value (up to 10 points – 25% of the total); and (3) Social Equity (up to 10 points – 25% of the total).
· Productivity points are awarded for land use (households and jobs within ¼ mile of bus stops along the corridor); Geographic Value points are added if the corridor is a primary connection between Regional Growth Centers, Manufacturing/Industrial Centers, or Transit Activity Centers; and Social Equity points are awarded based on percent of boardings in low-income census tracts and minority census tracts.
 
· The total scores for each corridor are then used to set service levels in the peak, off-peak, and night periods.

· In Step Two of the corridor assessment process, Transit staff adjusts service levels to ensure that the All-Day and Peak Network accommodates existing ridership.  In Step Two, a corridor’s service level can be increased but not reduced.
· In Step Three, the Transit Division identifies the peak service overlay that provides additional weekday transit options for commuters.  The Service Guidelines provide that peak services should be at least 20 percent faster than the all-day service they supplement, and rides per trip should be 90% or greater compared to the all-day service.
C. 
Performance Management
· Once the structure of the system has been determined and the ideal corridor service levels have been identified, the next step is to manage the system for improved efficiency and effectiveness.  To this end, performance management guidelines are applied to individual bus routes to determine candidates for addition, reduction or restructuring.  Bus route productivity is measured by rides per platform hour
 and passenger miles per platform mile.

· In evaluating bus route productivity, different standards apply to two different types of routes.  Seattle Core routes serve downtown Seattle and adjacent areas (Capitol Hill, First Hill, South Lake Union, Uptown) or the University District.
    Other Metro bus routes are categorized as Non Seattle Core routes. Higher productivity values are applied to the Seattle Core routes because they serve areas with high job and/or housing densities.
· Routes are evaluated for possible reduction if they fall in the bottom 25 percent of routes measured by rides per platform hour and passenger miles per platform mile.  For this evaluation, routes are evaluated within their categories (for example, a Seattle Core night route is compared to other Seattle Core night routes).  However, hours freed up may be reinvested in other categories (an unproductive midday service hour could be reinvested in a peak route).

D.
Investment Priorities

· The Service Guidelines section on Performance Management lists four reinvestment priorities in the Service Guidelines.  In priority order, these are: (1) Passenger loads (standees)
; (2) Schedule reliability (on-time performance)
; (3) All Day and Peak Network (underserved corridors); and (4) Productivity.
· The Service Guidelines also discuss the basis for Service Restructures (pp. SG-10 through SG-12), which are defined as:  “changes to multiple routes along a corridor or within an area, including serving new corridors, in a manner consistent with service design criteria found in this service guidelines document.”  The service restructure concept predates the Strategic Plan:  Restructures were carried out in 2009-2010 for the introduction of Link Light Rail and the RapidRide A Line serving Pacific Highway South, and in 2011 for the RapidRide B Line connecting Redmond and downtown Bellevue via Overlake and N.E. 8th Street.
Because the RapidRide C and D Line implementation coincides with the 2012-2013 biennium Strategic Plan implementation, the restructure concept plays a significant part in Strategic Plan implementation for this biennium.  The following Service Guidelines language on restructuring is therefore of note:

“Under all circumstances, whether adding, reducing or maintaining service hours invested, service restructures shall have a goal to focus service frequency on the highest ridership and productivity segments of restructured services, to create convenient opportunities for transfer connections between services and to match service capacity to ridership demand to improve productivity and cost of service.”

“In managing the transit system, service restructures shall have a goal of increasing ridership.”

Transit Service Changes in 2011 and 2012

Today’s Transit Division presentation discusses the Fall 2011 service change in terms of its consistency with the Strategic Plan and Service Guidelines.  From the Council staff perspective, the Fall 2011 Eastside changes represented a complex restructuring, precipitated by the RapidRide B Line implementation, that was nonetheless similar to prior restructuring efforts.
The June 2012 service change, approved by the Council earlier this year, is different from past service changes because of the way it implements the Strategic Plan and Service Guidelines.  The June 2012 service change eliminates or reduces lower-performing bus routes in all parts of the County and reinvests service hours in:

· Bus routes that exceed Service Guideline standards for Passenger loads (standees), the first Service Guidelines investment priority.  These routes will receive added capacity.
· Some (but not all) of the bus routes identified as having Schedule reliability (on-time performance) issues, the second Service Guidelines investment priority.  For these routes, the added service hours will not necessarily add capacity, but will allow more appropriate scheduling, in some cases including operator break time or more appropriate spacing of trips.
· Service in an underserved corridor, the third Service Guidelines investment priority.  The corridor connecting Auburn, Kent, SeaTac, and Burien is adequately served during the midday and peak periods, but not during the evening.  The Route 180, which serves this corridor, only runs between Auburn and Kent in the evening.  In June, evening service on the Kent-SeaTac-Burien portion of the route will be added, resulting in an adequate level of service for the corridor.

As new riders begin to use the system and current riders respond to schedule changes, overcrowding and on-time performance issues may crop up in more routes.   It is therefore anticipated that performance management of the transit system will evaluate these issues on an ongoing basis.
The Fall 2012 service change is expected to include more reinvestments of service hours consistent with the Service Guidelines.  It will include a significant restructuring of bus routes associated with the startup of the RapidRide C Line, connecting West Seattle with downtown Seattle, and the D Line connecting Ballard with downtown Seattle.

Next year’s annual guidelines report, together with the biennial report on Strategic Plan performance measures, will address the 2012 service changes and how they implement the Strategic Plan and Service Guidelines.
POLICY QUESTIONS/CONCLUSION
This review of Strategic Plan and Service Guideline elements is intended to provide the context for the RTC’s review of the baseline annual report.  A broader purpose of the reporting process in 2012 and future years is to provide the RTC with information it can use to evaluate the success of its policy direction.
Transit staff notes that the changes directed by the Strategic Plan and implemented through the Service Guidelines will take place over time.  They do not expect significant conclusions in the baseline report.

During review of the baseline report and in the future, some questions that RTC members may want to explore would include:
What Changes in the Transit System have resulted from the Strategic Plan and Service Guidelines?
These could include such impacts as:

· System level productivity changes

· Ridership changes

· Service hour changes

Is the system achieving the goals you set forth?

What does the data tell us about the measurable indicators reflecting Productivity, Social Equity and Geographic Value?

What does the data indicate about the use of corridors as a building block for the transit system?  Issues may include the adequacy of the corridor list itself, the process for bringing underserved corridors up to an adequate service level, or the role of Sound Transit and other service providers in the corridor system.

ATTENDING:


Victor Obeso, Manager of Service Development, King County Transit Division
ATTACHMENT:

1. Annual Service Guidelines Report – Background Review, Transit Division Powerpoint

�Under the Strategic Plan, the key determinant of Social Equity is the award of additional points to the All-Day and Peak Transit network corridors that serve census tracts with a higher percentage of lower-income or minority populations than the county as a whole.  If a corridor’s percentage of boardings in lower-income census tracts is higher than the system average, the corridor receives 5 additional points.  If a corridor’s percentage of boardings in a minority census tract is higher than the system average, it receives 5 additional points (10 points received if both categories apply).  





�Rides per platform hour is a measure of the number of people who board a transit vehicle relative to the number of hours that a vehicle operates (from leaving the base until it returns).





�Passenger miles per platform mile is a measure of the total miles riders travel on a route relative to the total miles that a vehicle operates (from leaving the base until it returns).





�A bus route that connects a Seattle Core area with another part of the County is included in the Seattle Core category because it serves the Seattle Core. 





�The Service Guidelines allow 50 percent more riders than seats on service that operates at least every ten minutes, allow 25 percent more riders than seats on routes that operate less frequently than every ten minutes, and no trip on a route should have a standing load for 20 minutes or longer.  Many buses have standees that fall within the guidelines and will not receive additional service hours.  Future adjustments will likely be required as other routes exceed the standards.


� Additionally, these changes add needed time to the route schedules so drivers have the opportunity for scheduled breaks and layovers between trips.  Metro estimates that it would take about 30,000 hours to address on-time performance on all of these routes.  The June 2012 service change proposal represents a 15,000 hour "down payment" to improve on-time performance
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