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SUBJECT

2010-B0203 is a briefing on the final report and recommendations of the Regional Transit Task Force ("RTTF") issued in October 2010.

SUMMARY

The Council-appointed RTTF issued its final report containing its recommended policy framework to the King County Council and Executive for a policy framework for the King County transit system.  This is a briefing of the Council and Executive by the RTTF.

BACKGROUND

A severe recession, the earliest signs of which materialized in 2008, struck the King County transit system through a dramatic fall in sales tax receipts.  Unchecked, this financial challenge represents a $1.76 billion shortfall for the King County Transit Division[footnoteRef:1] through 2016.  More specifically, in 2008, diesel fuel costs began to skyrocket to over $4.00 per gallon. This volatility was the beginning of the Great Recession's impacts on the King County transit system.  At the time, the Executive transmitted an emergency fare increase ordinance, followed by a mid-biennium supplemental budget proposal to address a $90 million shortfall for the Transit Division.  Council re-worked this proposal to minimize impacts on the public by preserving transit service and investing $1 million in a comprehensive performance and financial audit of the transit division. [1:  The King County Transit Division, the division of the King County Department of transportation that delivers transit services throughout King County is also referred to as Metro or King County Metro.] 


While diesel fuel prices stabilized in 2009, the Great Recession’s drag on this region's economy began to affect the sales tax revenues on which the transit system depends.  For the 2010/2011 biennium, the Executive transmitted a 9-point plan to address a $200 million shortfall. This plan relied on reductions of 800,000 service hours to balance the transit budget, 600,000 hours of which are planned for 2012-2014.  

As part of its comprehensive approach contained within Ordinance 16717, the Council modified the 9-point plan to implement the findings of the audit required as part of the 2009 mid-biennial supplemental budget and called for:

"…regional stakeholder task force to consider a policy framework to guide the growth and, if necessary, contraction of King County Metro Transit's system." 

Expenditure Restriction (ER3) and a companion Expenditure Restriction (ER1), both contained in the adopted 2010 budget at Section 131 of Ordinance 16717, established the requirement for the RTTF and the incorporation of its anticipated work into updates of the comprehensive and strategic plans for King County public transportation.

The Task Force Work Plan – In March 2010 the Council passed Motion 13189 that approved a work plan for the task force;[footnoteRef:2] and established the charge, membership, milestones and support for the RTTF.  The following August, the work plan, revised by the task force itself, was adopted by the Council in Motion 13303.  Additionally, the deadline for the task force to deliver its final report was extended to the end of October. [2:  ] 


Charge to the Task Force – Through Motions 13189 and 13303, the task force was charged with recommending a policy framework that includes:
· Concurrence with, or proposed changes to, the vision and mission of King County Metro;
· Criteria for systematically growing the transit system to achieve the vision;
· State and federal legislative agenda issues to achieve the vision;
· Strategies for increasing the efficiency of King County Metro; and
· Criteria for systematically reducing the transit system should revenues not be available to sustain it.

The work plan charged the task force with making the policy framework recommendation reflecting their prioritization of six key transit system design factors: 
· Land Use;
· Social Equity and Environmental Justice;
· Financial Sustainability;
· Geographic Equity; 
· Economic Development; and 
· Productivity and Efficiency.

A seventh system design factor, Environmental Sustainability, was added by the task force.

Membership – In collaboration with the Executive, the Council appointed a broad geographically diverse group of stakeholders representing a variety of interests to the task force.  The final membership in the task force is shown in Table 1.  

Table 1: Regional Transit Task Force (voting) membership at time of adoption
	Representation Category
	Task Force Member
	Primary Representation 

	Elected Officials
	Suzette Cooke
	South – City of Kent

	
	Noel Gerken
	South – City of Maple Valley

	
	Tom Rasmussen
	West – City of Seattle

	
	Chris Eggen
	West - City of Shoreline

	
	Grant Degginger
	East - City of Bellevue

	
	Fred Butler
	East - City of Issaquah

	PSRC
	Bob Drewel
	PSRC

	Environmental Interests
	Rob Johnson
	Transportation Choices

	
	Chuck Ayers
	Cascade Bicycle Club

	Organized Labor Representatives
	Carl Jackson
	Amalgamated Transit Union

	
	David Freiboth
	Labor Council

	Transportation Experts
	Steve Marshall
	Cascadia

	
	Jared Smith
	Parsons Brinckerhoff

	Economic Interests
	Tom Pierson
	South - Federal Way Chamber

	
	Kate Joncas
	West - Downtown Seattle Assoc

	
	Christine Hoffman
	East - Redmond Chamber

	Transit Advisory Committee
	Ed Miller
	Transit Advisory Committee

	Accessible Services
	Jane Kuechle
	AT Work!

	Riders
	Bob Swarner
	South

	
	Carla Saulter
	West

	
	Shiv Batra
	East

	Social Services Rider Interests
	Estella Ortega
	West-El Centro de la Raza

	
	Lynn Moody
	East - Hopelink

	Student and Faculty Rider Interests
	Larry Yok
	South - Highline CC

	
	Josh Kavanaugh
	West - UW

	Trip Reduction and Commuter Interests
	Liz Warman
	South - Boeing

	
	Jim Stanton
	East – Microsoft

	Ex Officio
	Gene Baxstrom
	Joint Transportation Committee

	
	Greg Walker
	Sound Transit

	
	Kevin Desmond
	King County Transit Division



Task Force Support – The task force was supported by a tiered approach, as follows:

Primary Support – With no task force chair or leadership, a third-party professional facilitator, John Howell of Cedar River Group, was responsible for delivering the process, building the framework of consensus and finalizing the recommendations.

Process Accountability – The process was held accountable by an executive committee consisting of the King County Executive and three King County Council members (representing the three transit subareas) with the Chair of the Regional Transit Committee serving as an alternate. The executive committee was charged with overseeing the task force schedule and process consistent with the adopted work plan “without influencing the substance or content of the task force deliberations.”

Task Force and Executive Committee Support – An interbranch working group consisting of Executive, Council and Transit Division staff supported the development and review of materials throughout the process.  This group also established a strategy team that met at least weekly with the facilitator to ensure materials and agenda were developed to meet task force needs.

Task Force Meetings – Between March 2010 and October 2010, the task force met thirteen times, including twice monthly June through October.  The topics of discussion are shown in Table 2 (from the RTTF Final Report and Recommendations).

Table 2: Regional Transit Task Force Meeting Topics
	Topic
	Meeting Date

	Establish Task Force ground rules and procedures 
	March 30
 April 20

	Build a common base of knowledge and understanding about Metro, the County Auditor’s recent performance audit of Metro, and regional growth forecasts 
	March 30
April 20
May 13

	Definitions of the seven key transit system design factors, and discussion of how they have influenced and should influence the system 
	May 13
June 3

	Discussion of peer agency comparisons; definition of Metro’s different “families” or types of services 
	June 3

	Reports from subgroups on performance measures and on cost control/efficiency 
	June 17
July 1 and 15
August 5 

	Discussion of initial service scenarios by service type for growth and for reduction, including key policy trade-offs 
	June 17

	Discussion of draft statements of emerging policy direction 
	July 1 and 15
September 16

	Draft policy direction for potential service reductions; review of draft service reduction scenario
	July 1 and 15 
September 2 and 16

	Draft policy direction for potential service additions; review of draft service growth scenario 
	August 5 and 19
September 16

	Sustainable funding options 
	August 19
September 16

	State and federal legislative agenda to accommodate recommendations 
	September 16
October 7

	Review draft and final reports 
	October 7 and 21



The task force also established two subcommittees to focus on the areas of performance measurement and cost control/efficiency.  These two subcommittees made recommendations to the task force, which subsequently included the subcommittees' work as part of the task force's final recommendations.

Recommendations

At its October 12, 2010 meeting, the task force unanimously approved the following recommendations which have been extracted from the task force's final report:

Recommendation 1: Metro should create and adopt a new set of performance measures by service type, and report at least annually on the agency’s performance on these measures. The performance measures should incorporate reporting on the key system design factors, and should include comparisons with Metro’s peer transit agencies.

Recommendation 2: King County and Metro management must control all of the agency’s operating expenses to provide a cost structure that is sustainable over time. Cost control strategies should include continued implementation of the 2009 performance audit findings, exploration of alternative service delivery models, and potential reduction of overhead and internal service charges.

Recommendation 3: The policy guidance for making service reduction and service growth decisions should be based on the following priorities:
1) Emphasize productivity due to its linkage to economic development, land use, financial sustainability, and environmental sustainability; 
2) Ensure social equity; and 
3) Provide geographic value throughout the county.  

Recommendation 4: Create clear and transparent guidelines to be used for making service allocation decisions, based upon the recommended policy direction.

Recommendation 5: Use the following principles to provide direction for the development of service guidelines:
· Transparency, clarity and measurability 
· Use of the system design factors 
· Flexibility to address dynamic financial conditions 
· Integration with the regional transportation system 
· Development of performance thresholds as the basis for decision-making on network changes.

Recommendation 6: King County, Metro, and a broad coalition of community and business interests should pursue state legislation to create additional revenue sources that would provide a long-term, more sustainable base of revenue support for transit services. To build support for that work, it is essential that King County adopt and implement the task force recommendations, including use of the service guidelines and performance measures, and continued efforts to reduce Metro’s operating costs. 

Recommendation 7: Metro staff should use the Task Force recommendations and discussions as the framework for revising Metro’s current mission statement, and creating a vision statement (as one does not now exist). Both draft statements should be included in the draft Comprehensive and Strategic Plan scheduled to be submitted to the County Council in February 2011. 

Next Steps

Table 3 highlights the many of the key decision points relative to transit-related budget and policy actions, beginning with the 2010-2011 budget decisions.

Table 3:  Transit-Related Budget and Policy Actions and Anticipated Actions
	Timeline
	Action / Anticipated Action

	4th Quarter 2009
	2010-2011 KCC Transit Budget decisions addressing $200 Million shortfall

	1st Quarter 2010
	$0.25 fare increase (2008-2009 Supplemental Budget decision)

	
	50,000 hrs of efficiency and minimal impact service reductions (2010-2011 Transit Budget decision)

	
	RTTF work (March-October 2010)

	2nd Quarter 2010
	

	3rd Quarter 2010
	75,000 hrs of efficiency and minimal impact service reductions (2010-2011 Transit Budget decision)

	4th Quarter 2010
	Proposed RTTF recommendation transmittal

	
	Anticipated mid-Biennium Supplemental Budget - Roads/DOT

	
	KCC Budget decision (no transit decision anticipated)

	
	Council review of RTTF recommendations (November 2010)

	
	Development of Transit Comprehensive and Strategic Plan amendments supported by Interbranch efforts

	1st Quarter 2011
	$0.25 fare increase (2010-2011 Transit Budget decision)

	
	2011 Legislative Session

	
	Executive transmits Transit Comprehensive and Strategic Plan amendments (February 28, 2011)

	
	Regional Transit Committee ("RTC") Briefing

	
	RTC Issue work

	2nd Quarter 2011
	RTC Report out

	
	Council Committee and Council Action

	
	Transit submittal of 2012-2013 proposed budget to Executive

	
	75,000 hrs of efficiency and minimal impact service reductions (2010-2011 Transit Budget decision)

	3rd Quarter 2011
	2012-2013 Executive Proposed Budget

	4th Quarter 2011
	2012-2013 King County Council transit budget decisions

	1st Quarter 2012
	2012 Legislative session



As important to these decision points, is the critical work of next few months.  Expenditure Restriction ER1 requires the Executive to transmit updates to the Transit Comprehensive and Strategic Plans by February 28, 2011.  This will require a complete review of policies, policy documents and practices that will contribute to the new policy framework and guidelines.  Furthermore, the Council has identified a goal of incorporating these transit policy changes into the 2012-2013 biennial transit budget.  

To accomplish this goal, the RTC is anticipated to take up the policy and plan documents immediately following transmittal and consider the matter March through May 2011.  Following their review, Council would consider the RTC recommendations beginning in June 2011.  And with the Executive transmitting a proposed budget in September 2011, this timeline provides for Council policy decision with sufficient time to incorporate any changes.

In the intervening time before February 28, 2011, the work of drafting proposed changes to the Transit Comprehensive and Strategic Plans must be accomplished.  The Executive found the recent interbranch efforts that supported the RTTF to be valuable to delivering on a large and challenging body of work.  As such, the Executive has suggested that a comparable interbranch effort would be very helpful in drafting the new plan(s).  Executive, Council and Transit division staff are jointly developing a meaningful and timely collaborative process involving both staff and elected officials.  This interbranch concept is also contained within Proposed Motion 2010-0574, which is scheduled for introduction and referral at the November 8, 2011 meeting of the King County Council.


ATTACHMENTS

1. Regional Transit Task Force PowerPoint presentation
2. Regional Transit Task Force Final Report and Recommendations to be distributed at the meeting and available online at http://www.kingcounty.gov/transportation/transittaskforce.aspx
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