[image: KClogo_v_b_m2]

Metropolitan King County Council
Transportation, Economy & Environment Committee

STAFF REPORT

	Agenda Item:
	6
	Name:
	Mary Bourguignon

	Proposed No.:
	2023-B0077
	Date:
	July 18, 2023



SUBJECT

Today’s briefing will cover the information that is available to track Metro Transit service. 

SUMMARY

Timely, accurate performance information is crucial for public transit agencies in making investment decisions to best meet passenger and operational needs. 

Nationally, transit agencies that receive funding from the Federal Transit Administration (FTA) are required to submit information each year to the National Transit Database (NTD),[footnoteRef:1] which serves as a repository of data about the financial, operating, and asset conditions of American transit systems. (See Attachment 1 for Metro’s 2021 profile.)  [1:  Federal Transit Administration, The National Transit Database (NTD) (link)] 


Regionally, the Puget Sound Regional Council’s data portal[footnoteRef:2] includes a range of geographic and survey data about transit facilities, routes, and transit use.  [2:  Puget Sound Regional Council Data Portal (link)] 


Locally, Metro’s adopted Strategic Plan for Public Transportation[footnoteRef:3] sets performance measures for each of the plan’s 10 goal areas and requires that those performance measures be tracked through an online dashboard,[footnoteRef:4] on which Metro is required to present a verbal report to Council each year. The metrics include ridership; access to transit; workforce job satisfaction; assaults and disturbances on Metro vehicles; Metro’s greenhouse gas emissions; and a range of others tied to the Strategic Plan goals.  [3:  Ordinance 19367]  [4:  King County Metro, Strategic Plan Dashboard (link)] 


As conditions and data needs evolve, Metro has also developed other performance measurement tools. For the last several years, Metro has maintained a pandemic-era Rider Dashboard,[footnoteRef:5] which tracks ridership, on-time performance, trips over capacity limits, and missed trips for Metro routes. Given Metro’s recent issues with fleet and workforce capacity, Metro has been developing new operational measures and targets, which Metro has begun sharing with the Council. (See Attachment 2 for June 2023 Metro workforce report.)
 [5:  ] 


BACKGROUND 

Transit performance information. Timely, accurate performance information is crucial for public transit agencies in making investment decisions to best meet passenger and operational needs. In recent decades, with the availability of data visualization[footnoteRef:6] software and widespread Internet access, many agencies have developed online dashboards to share statistics about their service and to compare actual service with agency goals. [6:  Data visualization is the graphical representation of information and data. One example of data visualization software is Microsoft’s Power BI (link), which is a platform for enterprise business intelligence and is the platform used by Metro for its online dashboards. ] 


In a 2017 article[footnoteRef:7] about New York’s Metropolitan Transportation Authority (MTA), the transit advocacy foundation TransitCenter[footnoteRef:8] identified five characteristics of a useful transit dashboard: [7:  TransitCenter, Hay MTA: Here are Five Qualities of a Useful Transit Dashboard, August 31, 2017 (link)]  [8:  About TransitCenter (link)] 


· Measures the right things. The article notes that a useful transit dashboard should include both operational and customer-centric metrics that can be applied internally to evaluate service and externally by customers to better understand what to expect if they use transit. 

· Easy to use. A public dashboard should be easy to navigate and use. Transit agencies should engage with experts to test a new dashboard.

· Presents historical context. Performance data is not informative without historical context to judge whether an agency is improving, plateauing, or worsening over time. Year-to-year trends should be trackable.

· Provides open and accessible data. Performance data should be open and downloadable in an easily usable format.

· Links metrics to goals. Performance dashboards should create a clear link between agency goals and specific performance metrics.

The article identifies several transit agencies with dashboards that meet these five characteristics, including the Massachusetts Bay Transportation Authority[footnoteRef:9] and San Francisco Municipal Transportation Agency.[footnoteRef:10]  [9:  Massachusetts Bay Transportation Authority Performance Metrics (link)]  [10:  San Francisco Municipal Transportation Agency Performance Metrics (link)] 


National Transit Database. Transit agencies that receive funding from the Federal Transit Administration (FTA) have been required since 1974 to submit information each year to the National Transit Database (NTD),[footnoteRef:11] which serves as a repository of data about the financial, operating, and asset conditions of American transit systems.  [11:  Federal Transit Administration, The National Transit Database (NTD) (link)] 


The NTD collects information about each agency in a range of categories, including summary data about each agency, capital assets, expenses, fares, funding, ridership, safety and security, and service. This information is made available among transit agencies and to the public through downloadable spreadsheets,[footnoteRef:12] an annual summary report that includes trend data,[footnoteRef:13] and profiles of each transit agency. (Attachment 1 to this staff report provides the NTD annual agency profile for Metro from 2021, the most recent year for which a summary profile is currently available.)  [12:  Federal Transit Administration, NTD Data (link)]  [13:  US Department of Transportation, Federal Transit Administration, Office of Budget and Policy, 2021 National Transit Database National Transit Summaries & Trends (link)] 


The NTD’s 2021 annual report[footnoteRef:14] focuses on the pandemic’s impacts on transit agencies. It notes that April 2020 was the lowest transit ridership month on record, with 158.5 million passenger trips taken compared with 835.1 million in April 2019, and that farebox recovery declined from a national average of 18.4 percent of operating expenses pre-pandemic to 12.8 percent in fiscal year 2021. The report tracks the use of federal pandemic relief funding for transit agencies’ operating and capital expenses, noting the significant increase in federal funding during 2020 and 2021. The report also documents the uptick in security incidents that transit agencies across the country experienced during the pandemic, with agencies serving large urban areas experiencing 246.7 reportable safety and security events per 100 million vehicle revenue miles, compared with 211.44 in 2020. [14:  US Department of Transportation, Federal Transit Administration, Office of Budget and Policy, 2021 National Transit Database National Transit Summaries & Trends (link). The report features a photo of Metro electric trolleybuses on its cover.] 


Many of the metrics that Metro reports through its own dashboards are based on data that Metro must submit each year to the NTD. This common collection and reporting of data to the NTD allows Metro to compare its performance with peer agencies. Metro’s adopted Strategic Plan for Public Transportation notes that, “Peer comparisons provide a general sense of whether Metro is improving, maintaining, or falling behind in comparison to national trends” and commits that ongoing Strategic Plan reporting will compare Metro with other large bus agencies in the US in three key areas of performance: 

· Effectiveness: percent change in boardings per capita, percent change in boardings per vehicle hour, percent change in passenger miles per vehicle mile
· Efficiency: percent change in cost per vehicle hour, percent change in cost per vehicle mile
· Cost effectiveness: percent change in cost per boarding, percent change in cost per passenger mile.[footnoteRef:15] [15:  Ordinance 19367, Strategic Plan for Public Transportation, 2021-2031, p. 84] 


PSRC data portal. The Puget Sound Regional Council (PSRC) is the region’s Metropolitan Planning Organization. Its 2022-2050 Regional Transportation Plan,[footnoteRef:16] which was adopted by the PSRC General Assembly last year, is the region’s long-range transportation plan and is used to meet state and federal requirements for transportation funding.  [16:  Puget Sound Regional Council, 2022-2050 Regional Transportation Plan (link)] 


As part of the development of the Regional Transportation Plan and VISION 2050,[footnoteRef:17] the region’s long-range growth management plan, PSRC developed a data portal[footnoteRef:18] that includes both geographic and survey data about transit facilities, routes, and transit use in the region.  [17:  Puget Sound Regional Council, VISION 2050 (link)]  [18:  Puget Sound Regional Council Data Portal (link)] 


As one example of the type of information available from the PSRC, the data portal includes a downloadable dataset with information from 18,422 households who completed the household travel survey in 2017, 2019, or 2021, showing their household size, race, income level, homeownership status, importance of transit to the household, employment, driver’s license status, and commute mode and frequency. 

The data portal also includes interactive maps showing high-capacity transit, park and ride facilities, regional shared use paths, and regional bike and pedestrian facilities. Metro provides PSRC with data from its system, as well as information about its planned expansions through Metro Connects,[footnoteRef:19] its adopted long-range plan. PSRC uses this information, combined with information from other transit agencies around the region and PSRC staff research, to populate its data portal. [19:  Ordinance 19367] 


Metro Strategic Plan dashboard. Metro’s adopted Strategic Plan for Public Transportation, 2021-2031,[footnoteRef:20] outlines Metro’s goals, the strategies to achieve those goals, and the measures Metro uses to determine if it is succeeding. The Strategic Plan has 10 goals:  [20:  Ordinance 19367] 


1. Investments. Invest upstream and where needs are greatest 
2. Sustainability. Address the climate crisis and environmental justice 
3. Innovation. Innovate to improve mobility, complement transit, and advance equity and sustainability 
4. Safety. Keep passengers, employees, and communities safe 
5. Transit-Oriented Communities. Support thriving, equitable, transit-oriented communities that foster economic development 
6. Access. Improve access to mobility options 
7. Service Quality. Provide fast, reliable, and integrated mobility services
8.  Workforce. Partner with employees, unions, contractors, and communities to offer high-skill, high-wage careers that support a high quality of life 
9. Stewardship. Be responsible stewards of financial resources and invest in line with values and goals 
10.  Engagement. Conduct deliberate and transparent community engagement 

The Strategic Plan identifies strategies and performance measures for each goal. Performance measures are tracked through an online dashboard,[footnoteRef:21] with Metro required to provide a verbal report to the Council and Regional Transit Committee (RTC) each year. Strategic Plan goals and performance measures are summarized in Table 1.
 [21:  King County Metro Strategic Plan Dashboard (link)] 

Table 1. Strategic Plan for Public Transportation[footnoteRef:22] 
Goals and Performance Measures [22:  Ordinance 19367, Attachment A] 


	Strategic Plan Goals
	Strategic Plan Performance Measures

	Investments 
Invest upstream and where needs are greatest 
	· Commute Times: from Rider/Non-Rider survey, broken down by priority populations and all riders countywide
· Accessibility: meaning a measure of travel times using transit to connect to jobs, opportunities, and physical community assets (schools, grocery stores, medical facilities, places of worship, food banks, etc.)
· Reduced Fare Trips: Number by youth, RRFP, ORCA LIFT, subsidized annual pass, ADA paratransit

<Highlight areas of priority populations>

	Sustainability
Address the climate crisis and environmental justice 
	· Transportation Emissions: Countywide transportation GHG emissions and avoided countywide transportation emissions from Metro’s contribution to mode shift, congestion relief, and land use change
· Vehicles Miles Traveled: by passenger and light-duty vehicles
· Metro Operational Emissions: GHG emissions and energy use, including:
· Fleet (bus and non-bus) and water taxi
· Facilities
· Percentage of Metro and contracted fleets that are electric vehicles
· Green & Equitable Infrastructure: Percentage of capital projects achieving Green Building Ordinance required standards

	Innovation
Innovate to improve mobility, complement transit, and advance equity and sustainability 
	· Pilot Program Ridership: Innovation pilot ridership by service name/product
· Pilot Program Locations: Map (or other measure) of distribution of innovative services across King County, highlighting areas of unmet need (based on equity tracts and accessibility analysis)
· Equity in On-Demand Service: Percentage of on-demand service trips that starts or ends in an equity priority zone area (areas of need defined based on concentrations of priority populations)
· In development – Accessibility and Sustainability Analysis: As tracking evolves, it will include how innovations improve access to jobs, opportunities, and physical community assets (e.g., grocery stores) and reduce emissions

	Safety
Keep passengers, employees, and communities safe 
	· Customer Safety Satisfaction: Personal safety satisfaction score from Rider/Non-Rider survey (broken down by demographics, including priority populations)
· Assaults and Disturbances: Employee assaults and passenger physical disturbances (per million boardings)
· Preventable Collisions: Preventable collisions and customer injuries per million miles
· Metro’s Emergency Preparedness: Rider/Non-Rider survey data re rating of Metro’s response to COVID-19 (may evolve into a more general emergency question in future)

	Transit-Oriented Communities
Support thriving, equitable, transit-oriented communities that foster economic development 
	· Housing Units: At Metro-owned properties used for transit-oriented development broken down by:
· Completed
· In development
· In planning
· Number of affordable housing units
· Commercial Space: At Metro-owned properties used for transit-oriented development commercial space square feet by year
· Affordable Housing Near Transit: Percent of all and new rental units within ½ mile of frequent transit service that are affordable by median income brackets (regional measure)
· Growth: Measure the percentage of housing units and jobs in regionally or county-designated growth centers and the percentage of jobs within regionally or county-designated manufacturing/industrial centers that are within ½ mile of frequent transit service stops or stations.
· Planned Growth: To be developed. Coordinate with the Puget Sound Regional Council to map the alignment of transit service with planned growth.[footnoteRef:23] [23:  The measures on growth and planned growth were added by amendment during the RTC’s deliberations on the proposed Strategic Plan in late 2021.] 


	Access
Improve access to mobility options
	· Transit Access Methods: Mode share for how riders get to their bus stop (from Rider/Non-Rider survey)
· Proximity to Transit: (frequent and infrequent service), for priority populations and other populations (likely including percentage of populations and map
· Customer Communication Satisfaction: Satisfaction with communication / information sharing from Rider/Non-Rider survey, broken down by demographics / priority populations
· Park and Rides: Number of park and ride spaces by geographic location (form TBD, likely highlight areas of priority population on map)

	Service Quality
Provide fast, reliable, and integrated mobility services
	· Ridership: Ridership/total number of boardings (rail, bus, water taxi, paratransit, rideshare)
· Customer satisfaction: With Metro generally or specific service elements (TBD) from Rider/Non-Rider survey, broken down by demographics/ priority population
· ORCA Transfers: by ORCA category, which includes low-income and disabled populations
· Quality of Service Index: Service quality index (one score informed by on-time performance, pass ups, and missed trips)

	Workforce
Partner with employees, unions, contractors, and communities to offer high-skill, high-wage careers that support a high quality of life
	· Job Satisfaction: Employee job satisfaction (from King County employee survey, broken down by race, gender, age)
· Workforce Demographics: Demographics of new hires, re-hires, and promotions by:
· Race
· Gender
· Age
· Workforce Representativeness: Demographics of King County population compared to Metro workforce and leadership by:
· Race
· Gender
· Age

	Stewardship
Be responsible stewards of financial resources and invest in line with values and goals
	· Metro Connects Funding Gap: 
· Interim Network vs. baseline scenario
· 2050 Network vs. baseline scenario
· Cost:
· Per boarding
· Per passenger mile
· Per service hour
· State of Good Repair: Asset management summary, including percent of vehicles, facilities, and equipment that are currently maintained in a State of Good Repair as part of Metro’s plan for when assets should be repaired or replaced to demonstrate fiscal responsibility

	Engagement
Conduct deliberate and transparent community engagement
	· Co-creation Engagement: percentage of engagement projects incorporating co-creation (normalized for the size of the project)
· Equitable Contracting: As defined by percent of total engagement contracts/funds focused on direct engagement with priority populations and community-based organizations
· Engagement Satisfaction: With the community engagement survey process

	Progress on Metro Connects
	· Ridership: Ridership/total number of boardings (rail, bus, water taxi, paratransit, rideshare)
· ORCA Transfers: by ORCA category, which includes low-income and disabled populations
· Pilot Program Ridership: by service name/product
· Customer Community Satisfaction: Satisfaction with communication / information-sharing from Rider/Non-Rider survey, broken down by demographics / priority populations
· Proximity to Transit: (frequent and infrequent service) for priority populations and other populations (likely including percentage of populations and map)
· Transportation Emissions: Countywide transportation GHG emissions and avoided countywide transportation emissions from Metro’s contribution to mode shift, congestion relief, and land use change
· Vehicle Miles Traveled: by passenger and light-duty vehicles
· Customer Safety Satisfaction: Personal safety satisfaction score from Rider/Non-Rider survey (broken down by demographics, including priority populations)
· Assaults and Disturbances: Employee assaults and passenger physical disturbances (per million boardings)
· Metro Connects Funding Gap:
· Interim Network vs. baseline scenario
· 2050 Network vs. baseline scenario



Performance is to be measured based on continuous improvement, comparison with peer transit agencies, route performance, and gaps between current and target states.

In the past, performance was tracked through a biennial Strategic Plan Progress Report, which Metro was required to transmit for review by the RTC and Council. The updated Strategic Plan, however, requires that performance measures be tracked through an online dashboard.

As described above, TransitCenter identified five characteristics of a good transit performance dashboard. Metro’s Strategic Plan dashboard appears to meet most of the characteristics. 

· Measures the right things. Metro’s Strategic Plan dashboard measures the performance metrics associated with each of the plan’s 10 goal areas. The goal areas in the adopted Strategic Plan originated from Metro’s Mobility Framework,[footnoteRef:24] which was developed with a Mobility Equity Cabinet comprised of community leaders representing low-income communities, black, native and communities of color, immigrants and refugees, limited-English speaking people, and people with disabilities. The Mobility Framework was refined and then adopted following a series of workshops and a deliberative process with the RTC and the Council, and used information from engagement with community members, jurisdictions, and agency partners that was facilitated by local community-based organizations. [24:  Motion 15618] 


Because the Strategic Plan must be adopted by ordinance and, as a countywide policy or plan, requires a dual referral to the RTC and Council, it is not expected to be proposed for an update until the late 2020s. Between now and then, emerging conditions and events could mean that new metrics, not currently included in the Strategic Plan dashboard, could become relevant to Metro’s operations. In such cases, as this staff report describes below, Metro can develop and use additional metrics to guide its work. The Strategic Plan dashboard presents the metrics associated with the Strategic Plan’s goals; but it does not mean that these are the only metrics that can be measured and tracked.

· Easy to use. The Strategic Plan dashboard was developed with input from Metro’s Mobility Equity Cabinet and members of the RTC and Council. Metro has adjusted the dashboard since it was launched based on comments from those groups.

· Presents historical context. The Strategic Plan dashboard presents most metrics in both chart and table format (some metrics are represented by maps). While charts are visually limited to approximately a year of data, the table format presents more information, with data for some metrics going back to 2016.

· Provides open and accessible data. The Strategic Plan dashboard is built on Microsoft Power BI, a business intelligence software platform. At this point, the dashboard does not provide the capability to allow raw data to be downloaded.

· Links metrics to goals. The Strategic Plan dashboard provides a target for measures for which a target has been defined. For ridership, for example, the dashboard presents the 2035 target of average monthly ridership of 12.5 million. 

Emerging issues. As noted above, information needs evolve over time as new conditions and issues emerge. Because Metro’s Strategic Plan dashboard is based on the performance measures in the adopted Strategic Plan, the metrics tracked in that dashboard cannot easily be changed unless and until an updated Strategic Plan is developed and adopted by the RTC and Council. 

However, Metro has already developed one additional dashboard, to track pandemic-era service issues; and is in the process of developing new metrics and targets  to track fleet and workforce availability.

· Rider Dashboard. For the last several years, Metro has posted information to a pandemic-era Rider Dashboard,[footnoteRef:25] which tracks ridership, on-time performance, trips over capacity limits, and missed trips for each route in Metro’s system. Some of these metrics, such as capacity limits, are less relevant today than they were during the peak of the pandemic, when bus capacity was limited due to public health social distancing requirements. Other metrics, however, are still relevant today, as Metro works to recover from the pandemic.  [25:  King County Metro Rider Dashboard (link)] 


· The average weekday boardings metric shows monthly averages for each route for 2019, 2020, 2021, 2022, and 2023, showing pre-pandemic ridership for each route, as well as how ridership has or has not recovered by route (note that service remains fully or partially suspended on a number of routes).

· The on-time performance metric tracks schedule reliability by route. Note that only data points that are actually recorded during operations contribute to the on-time performance calculation. Missed trips do not produce data and therefore are not included in the calculation.

Data comparing Metro’s post-pandemic service and ridership recovery has been compiled from NTD data and can be found at a site maintained by an outside entity, Transit Recovery.[footnoteRef:26] Table 2 provides an excerpt of information from this site, using March 2023 data, for transit agencies in the Puget Sound region.  [26:  Transit Recovery in US Cities is a dashboard maintain by several individuals using NTD information to track levels of public transit service and ridership activity after the pandemic (link)] 


Table 2.
March 2023 Service and Ridership Restoration[footnoteRef:27] [27:  Based on NTD information from March 2023 and compiled by Transit Recovery (link)] 


	Agency
	Service Restored
	Ridership Restored

	King County Metro
	96%
	61%

	Sound Transit
	97%
	84%

	Washington State Ferries
	90%
	88%

	Community Transit (Snohomish County)
	81%
	64%

	Pierce Transit
	81%
	64%

	Intercity Transit (Olympia)
	81%
	67%

	Kitsap Transit (Bremerton)
	81%
	71%

	Everett Transit
	92%
	82%


Source: Based on NTD information from March 2023 and compiled by Transit Recovery (link)

· Workforce and fleet availability. In recent months, Metro has dealt with workforce and fleet availability issues that have led to missed trips on some routes. Metro has been publishing its forecasts of upcoming missed trips in its Metro Matters blog[footnoteRef:28] as a way to attempt to help riders plan for bus trips that will be cancelled in the coming week.  [28:  Metro Matters blog (link)] 


In addition, other entities have begun tracking missed trips. As one example, the Pantograph Transit Tracker[footnoteRef:29] publishes an online database with a retrospective list of missed trips each day for each route based on Metro’s schedule feed. Pantograph Transit Tracker tracks missed trips for other local transit agencies as well, allowing for a comparison among local agencies. Table 3 shows the total trips scheduled, trips missed, and percent of trips seen for July 11, 2023.  [29:  Pantograph Transit Tracker, King County Metro feed (link)] 


Table 3.
Missed Trips, July 11, 2023[footnoteRef:30] [30:  Source: Pantograph Transit Tracker, Information for July 11, 2023 (link)] 


	Agency
	Scheduled Trips
	Missed Trips
	Trips Seen

	King County Metro
	11,453
	735
	94%

	Washington State Ferries
	490
	106
	78%

	Community Transit (Snohomish County)
	1,610
	549
	66%

	Pierce Transit
	1,834
	8
	>99%

	Intercity Transit (Olympia)
	844
	2
	>99%


Source: Pantograph Transit Tracker, Information for July 11, 2023 (link)

Given Metro’s recent issues with fleet and workforce availability, Metro has begun developing new measures and goals to track its progress in hiring for bus operations and vehicle maintenance positions and to track fleet availability. The first of these workforce and fleet updates was distributed to Councilmembers late last month (see Attachment 2 to this staff report). Metro has indicated that it will distribute this data to Council each month as it continues to address operational capacity issues.

The information provided in late June shows that fleet availability has become less of an issue for missed trips than it had been at the beginning of the year (when Metro was still addressing a steering column recall issue that affected a portion of the fleet). In June, fleet availability caused approximately 30 percent of missed trips, compared with nearly 80 percent in January. Overall, in June, Metro had 890 coaches available compared with a goal of 894. The dataset shows that Metro aims to increase coach availability to 906 coaches by September, which would allow it to operate scheduled service with five percent of coaches available as spares.

The information provided in late June also tracks workforce availability. In May, Metro had 2,014 bus operator FTEs out of a goal of 2,235. Metro aims to have 2,334 bus operator FTEs on staff by September, which would allow it to operate scheduled service with 17 percent overtime. (June figures for bus operators are not reported in this dataset.) In June, Metro had 230 mechanic FTEs out of a goal of 236. Metro aims to have 242 mechanic FTEs on staff by September.

Next steps. Metro collects and distributes data about its services to the National Transit Database, the Puget Sound Regional Council, and through its own Strategic Plan dashboard. In addition, Metro has developed one new dashboard, the pandemic-era Rider Dashboard, to publish data about bus service during the pandemic and post-pandemic recovery. This information is used to compare Metro with comparable transit agencies and to guide Metro’s operational planning.

When the Strategic Plan is updated, the Strategic Plan’s goals and performance measures may be updated to reflect current and emerging conditions. However, until that time, Metro has the ability to develop and track new metrics to guide its progress addressing emerging conditions and needs.


LINKS

· Metro Strategic Plan Dashboard:
https://kingcounty.gov/depts/transportation/metro/about/accountability-center/strategic-plan-dashboard.aspx 

· Metro pandemic-era Rider Dashboard:
https://kingcounty.gov/depts/transportation/metro/about/accountability-center/rider-dashboard.aspx 

ATTACHMENTS

1. National Transit Database (NTD) Profile on King County Metro Transit, 2021
2. King County Metro Service and Workforce Initiative Update June 2023
3. Images from Metro dashboards
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