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COMMITTEE ACTION

	
Proposed Substitute Motion 2022-0437.2, which would accept Metro’s 2022 System Evaluation report, passed out of the Regional Transit Committee on November 16, 2022, and the Transportation Economy & Environment Committee on February 21, 2023, with a “Do Pass” recommendation. The motion was amended in the Regional Transit Committee with a technical amendment to correct an inadvertent nomenclature error in Appendix B. 




SUBJECT

Proposed Motion 2022-0437 would accept Metro’s 2022 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 2022 System Evaluation, which is based on data from mid-March through June 2022, is the first to be prepared under the 2021 update to the King County Metro Service Guidelines.[footnoteRef:2]  [1:  Required by Ordinances 17143, 18413, as rescinded/amended by Ordinance 19367, and Motion 13736]  [2:  Ordinance 19367] 


For fixed-route bus service, the 2022 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: 24,750 annual service hours needed
· Priority 3-Service Growth: 1,644,200 service hours needed for Interim Network
(An average of 110,000 annual service hours needed each year for the next 15 years)

Metro’s 2023-2024 budget focuses on service recovery, which may not align fully with the investment needs identified in the 2022 System Evaluation. Metro is currently operating about 350,000 fewer County-funded service hours than in 2019 and proposes to add back 151,200 hours during the upcoming biennium. This would be done in alignment with the Service Guidelines and changing ridership patterns.

The System Evaluation also evaluated nine pilot flexible services and the two water taxi routes and provided an update on RapidRide development and candidate routes.

The System Evaluation has been given a non-mandatory dual referral. The legislation was amended and approved by the RTC on November 16, 2022, and it now moves to TrEE. Proposed Motion 2022-0437 would accept the 2022 System Evaluation report.

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:3] (late-2030s) and a 2050 Network. [3:  The Interim Network is envisioned for when the West Seattle and Ballard Link light rail extensions are completed. For costing purposes, it was estimated at 2035.] 


The RTC and Council adopted updates to these policy documents in late 2021[footnoteRef:4] and required Metro to provide regular updates on its progress in implementing them.  [4:  Ordinance 19367] 


Service Guidelines. The Service Guidelines[footnoteRef:5] guide the day-to-day operations of the transit system through criteria to develop, modify, and evaluate transit service. [5:  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 5 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 prioritized for reduction. 

· 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:6] and based on the criteria in the adopted Service Guidelines,[footnoteRef:7] 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.  [6:  The System Evaluation is required by Ordinances 17143, 18413, as rescinded/amended by Ordinance 19367, and Motion 13736]  [7:  Ordinance 19367] 


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, and headway consistency for very frequent routes
· [bookmark: _Hlk118028354]Equity: Equity Prioritization Score, Opportunity Index Score 
(See Attachment 5 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 5 for more information):
· 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. 

· Past service changes. The System Evaluation summarizes transit service changes made since the last reporting period.

· RapidRide update. For routes identified in Metro Connects as RapidRide candidates, the System Evaluation summarizes the performance of the current equivalent routes. It also provides a status update on planned RapidRide lines.

For flexible services, the System Evaluation includes information on: 

· 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 based on priority populations, and the choice of service providers prioritized based on those that share Metro’s values in advancing equity.
(See Attachment 5 for more information on the equity metrics.)

· Investments or pilot program status changes. The Service Guidelines outline a process through which Metro determines 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 2022 System Evaluation evaluated the transit system in Spring 2022, a time during which approximately 90 percent of pre-pandemic service was operating for approximately 50 percent of pre-pandemic ridership. 

The 2021 System Evaluation evaluated late 2020 to early 2021 transit service but indicated that the information would not be used to guide service decisions because of the service and ridership impacts of the pandemic. 

The 2022 System Evaluation evaluated service from mid-March to June 2022. The 2022 System Evaluation is silent on whether its information would be used to guide future investments. Metro’s 2023-2024 budget would focus on service recovery, which may not align fully with investment needs identified in the 2022 System Evaluation. Metro is currently operating about 350,000 fewer County-funded service hours than in 2019 and proposes to add back 151,200 hours during the upcoming biennium. This would be done in alignment with the Service Guidelines and changing ridership patterns.

Investments needed 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 daily ridership in Spring 2022 averaged about half pre-pandemic levels, too low for crowding issues to arise, but that ridership recovery was higher during off-peak than during peak hours, specifically:
· AM Peak ridership was at 36 percent of 2019 levels 
· PM Peak ridership was at 42 percent of 2019 levels
· Mid-Day and Evening ridership was at 54 percent of 2019 levels
· Night ridership was at 62 percent of 2019 levels

The System Evaluation also notes that routes with the smallest ridership declines during the pandemic were generally frequent, all-day routes, routes serving South Seattle and South King County, and RapidRide routes.

· Priority 2-Improve Reliability: 24,750 annual service hours needed on 40 routes. The System Evaluation notes that traffic congestion, which had dropped early in the pandemic, had begun to rebound by Spring 2022, with on-time performance at 78 percent in Spring 2022 compared with 76 percent in 2019.

As a result of increased traffic congestion, the System Evaluation identified 40 routes needing Reliability investments: Routes 1, 5, 7, 8, 11, 20, 21, 22, 24, 27, 28, 31, 32, 33, 40, 43, 44, 45, 49, 60, 62, 67, 70, 75, 106, 113, 120, 124, 125, 128, 131, 132, 193, 208, 250, 271, A, B, D, and E. (See Attachment 6 for a route-level list of identified investment needs.)

· Priority 3-Service Growth: 1,644,200 total service hours to achieve the Interim Network. With the 2021 update, the Service Guidelines’ Service Growth factors were coordinated with the Metro Connects Interim Network to set target service levels[footnoteRef:8] for the transit system.  [8:  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).] 


To achieve the Interim Network, an average of 110,000 annual service hours will be needed each year for the next 15 years, for a total investment of 1,644,200 service hours (see Attachment 6 for a list of route-level investment needs). 

Metro’s 2023-2024 budget would focus on service recovery. The budget includes funding for a net of 191,400 service hours during 2023 and 2024, most of which would be focused on service recovery. Table 1 summarizes the service hour additions (and reductions) during the biennium, by funding source, as proposed in Metro’s 2023-2024 budget.[footnoteRef:9] [9:  Proposed Ordinance 2022-0374] 


Table 1. 2023-2024 Proposed Service Plan by Funding Source
	Service Changes
	Spring 
2023
	Fall 
2023
	Spring 
2024
	Fall 
2024
	TOTAL

	Service Guidelines
	
	
	
	
	

	Service Recovery
	
	66,000
	37,200
	48,000
	151,200

	Run-time impacts (Eastlake)[footnoteRef:10]  [10:  The Run-Time Impacts investment reflects hours planned for Fall 2023 to address Eastlake layover impacts for Routes 101, 102, and 150. ] 

	
	20,000
	
	
	20,000

	RapidRide
	4,000
	0
	0
	26,000
	30,000

	Fixed route DART conversion
	
	(4,200)
	(7,200)
	
	(11,400)

	King County Metro funded
	4,000
	81,800
	30,000
	74,000
	189,800

	City of Seattle funded
	
	20,000
	20,000
	30,000
	70,000

	Sound Transit funded[footnoteRef:11] [11:  Reflects Sound Transit express bus service hours planned to be reduced following the opening of future Link light rail extensions.] 

	
	(51,600)
	
	(16,800)
	(68,400)

	Partner funded
	0
	(31,600)
	20,000
	13,200
	1,600

	Total Hours
	4,000
	50,200
	50,000
	87,200
	191,400



As Table 1 shows, there are no service hours included in Metro’s proposed service plan for 2023-2024 specifically for Service Guidelines investments. Instead, the bulk of the hours to be added would be for service recovery. As of late 2022, Metro is operating approximately 3500,000 fewer County-funded service hours than in 2019. During 2023-2024, Metro proposes to add 151,200 hours for service recovery. Metro states that the process to recover service would be based on the adopted Service Guidelines and community engagement around local needs and changing ridership patterns. This service recovery might not align with the investment needs identified in the 2022 System Evaluation.

Metro does propose to add 30,000 hours for two new RapidRide lines: 4,000 hours for the H Line (Burien to Downtown Seattle), which is planned to begin service in Spring 2023; and 26,000 hours for the G Line (Madison Valley to Downtown Seattle), which is planned to begin service in Fall 2024.

Integration with Sound Transit. The System Evaluation discusses integration with Sound Transit, noting that Metro is currently working with Sound Transit and local partners on the East Link Connections Mobility Project, the Lynnwood Link Connections Mobility Project, and the Federal Way Link Extension project, each of which will involve restructures to Metro’s network. The System Evaluation includes information about the corridors that are primarily served by Sound Transit.

RapidRide Progress Report. The System Evaluation provides information on the six RapidRide lines that are currently under planning or development, G, H, I, J, K, and R, noting that G, H, I, and J are in the design or construction phases, with planned openings between 2023 and 2026, while the K and R lines were paused during the pandemic. 

Metro’s 2023-2024 budget[footnoteRef:12] would provide funding to advance the R Line from 10 percent design to 30 percent design during the biennium, with service tentatively planned for 2028. For the K Line, Metro’s budget as originally proposed, would advance toward 10 percent design during 2023-2024. However, the County’s Budget Director stated that the Executive would not oppose a Council amendment to add funding needed to advance the K Line to 30 percent design during the biennium, a move that could allow service to begin by 2030. [12:  Proposed Ordinance 2022-0374] 


Table 2 summarizes the status of the six lines that are currently under development.

Table 2. RapidRide Lines Under Development
	Line
	Pathway
	Current Routes
	Project Status
	Planned Opening
	Federal Funding

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

	H
	Burien to Downtown Seattle
	120
	Construction
	2023
	--

	I
	Renton to Auburn
	160
	60% Design
	2026
	Pending

	J
	Downtown Seattle to U District
	70
	60% Design
	2026
	Pending

	K
	Kirkland to Bellevue
	255, 271
	Planning
	TBD
	TBD

	R
	Rainier Beach to Downtown Seattle
	7
	10% Design
	TBD
	TBD


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

The System Evaluation also summarizes key criteria from the Service Guidelines for the candidate corridors for Interim Network RapidRide lines.[footnoteRef:13] Metro will use this information in developing a RapidRide Prioritization Plan,[footnoteRef:14] which is due to be transmitted in June 2024 to organize RapidRide candidate lines into tiers by their priority and potential timeframe for implementation. [13:  This information can be found on page 21 of the 2022 System Evaluation.]  [14:  Required by Ordinance 19367] 


Flexible services evaluation. During Spring 2022, Metro operated nine flexible service pilots:[footnoteRef:15] [15:  Note that because the Community Van program relies on volunteer drivers its performance is not assessed in the 2022 System Evaluation.] 


· Community Ride in two locations (Juanita and Sammamish)
· Community Shuttle in one location (Des Moines, Route 635)
· Via to Transit in five locations (Othello, Rainier Beach, Tukwila, Renton Highlands, and Skyway)
· Ride Pingo in one location (Kent Industrial Valley)

The System Evaluation’s summary of the evaluation metrics for flexible services notes that rides per vehicle hour ranged from 1.15 to 4.61; cost per boarding ranged from $11.62 to $115, and the percentage of riders picked up or dropped off in Equity Priority Area ranged from 12 percent to 95 percent.

Metro’s 2023-2024 budget would add $5 million for flexible services to sustain funding for existing Via to Transit and Community Van pilots and invest in expanded Community Van service in unincorporated and rural communities.[footnoteRef:16] [16:  Community Van programs are currently being piloted in Shoreline/Lake Forest Park, Bothell/ Woodinville, Duvall/Carnation, Kenmore/Kirkland, Sammamish, Algona/Pacific, and Vashon Island. A preliminary analysis  of 2021 performance (2022-B0092) showed 1,180 total trips with 5,455 total boardings at an average cost per boarding of $14.69. Metro indicates that Community Van is currently planned to expand to Tukwila and Redmond in 2023.] 


Marine service evaluation. During Spring 2022, 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 285 (Vashon) and 791 (West Seattle), average rides per round trip were 48 (Vashon) and 55 (West Seattle), and late trips were 0.51 percent (Vashon) and 0.42 percent (West Seattle).

Metro’s 2023-2024 budget proposes $2.1 million, to be supported by the dedicated passenger ferry property tax, to provide summer-level service year-round on the West Seattle water taxi. Metro states that this proposal is to avoid the disruption of having to lay off and then rehire crew to accommodate seasonal fluctuations. This higher level of service is being piloted during winter 2022-2023, and Metro will evaluate the results following the winter season.

Action at RTC. At its November 16, 2022, meeting, the RTC approved the legislation with a technical amendment to correct an inadvertent nomenclature error in the transmitted report. 

Next steps. Proposed Motion 2022-0437 would accept the King County Metro Transit 2022 System Evaluation. The legislation was approved by the RTC on November 16, 2022, and it now moves to TrEE and then to the full Council.
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