TRANSIT
ANALYST: MARY BOURGUIGNON

	
	
	Expenditures
	
	Revenues
	
	FTEs
	
	TLTs

	2021-2022 Revised Budget
	
	$2,078,836,083
	
	$2,513,957,869
	
	5,367.4
	
	172.5

	2023-2024 Base Budget Adjust.
	
	$56,540,733
	
	($321,160,407)
	
	4.2
	
	(150.5)

	2023-2024 Decision Packages
	
	$336,240,439
	
	$145,794,019
	
	463.1
	
	69.5

	2023-2024 Proposed Budget
	
	$2,471,618,000
	
	$2,337,592,000
	
	5,834.7
	
	100.5

	% Change from prior biennium
	
	18.89%
	
	
	
	
	
	

	Dec. Pkg. as % of prior biennium
	
	16.17%
	
	
	
	
	
	

	Major Revenue Sources: Sales tax, grants, contracts for services, fares

	Base Budget Assumptions: (1) 4% GWI for ATU represented employees in 2023; (2) 4% GWI for ATU represented employees in 2024; (3) 4% GWI for non-ATU employees in 2023 (Ord 19489); (4) 4% GWI for non-ATU employees in 2024 (Ord 19489);[footnoteRef:1] (5) ATU medical/ dental rate assumed at $1,587 for 2023 and 2024 [1:  The current collective bargaining agreement with ATU Local 587 (Ordinance 19145) expires October 31, 2022. ATU is not part of the Coalition Labor Agreement. Two bargaining units (PROTEC 17 Transit Chiefs and PROTEC 17 Transit Superintendents) voted earlier this year to reject the Coalition Labor Agreement (Ordinance 19489) and are pursuing mediation.  ] 




Transit Infrastructure Capital Fund (3641)
	
	
	2023-2024 Proposed
	
	2025-2026 Projected
	
	2027-2028 Projected

	Revenues
	
	$369,069,555
	
	$508,742,494
	
	$696,185,193

	Expenditures
	
	$369,069,555
	
	$508,742,494
	
	$696,185,193

	Major Revenue Sources: Sales tax, Marine property tax, Sound Transit payment, grants, interest income, debt proceeds



Transit Fleet Capital Fund (3642)
	
	
	2023-2024 Proposed
	
	2025-2026 Projected
	
	2027-2028 Projected

	Revenues
	
	$233,805,562
	
	$67,960,346
	
	$76,297,587

	Expenditures
	
	$233,805,562
	
	$67,960,346
	
	$76,297,587

	Major Revenue Sources: Sales tax, Marine property tax, grants, interest income



Revenue Stabilization Reserve Fund (4643)
	
	
	2023-2024 Proposed
	
	2025-2026 Projected
	
	2027-2028 Projected

	Revenues
	
	$16.192,374
	
	$20,033,161
	
	$21,128,106

	Expenditures
	
	--
	
	--
	
	--

	Major Revenue Sources: Sales tax, interest



Debt Service (Bond) Fund (8430)
	
	
	2023-2024 Proposed
	
	2025-2026 Projected
	
	2027-2028 Projected

	Revenues
	
	$19,137,198
	
	$20,952,097
	
	$74,068,009

	Expenditures
	
	$13,283,052
	
	$22,663,176
	
	$49,189,093

	Major Revenue Sources: Sales tax, Marine property tax, interest income, Federal debt service subsidies



DESCRIPTION

The Metro Transit Department (Metro) is the largest provider of public transit in the Puget Sound region. Metro operates fixed-route services, including bus and water taxi; accessible services, including Access paratransit and Community Access Transportation (CAT); and a variety of flexible and shared services, including Dial-A-Ride Transit (DART), Vanpool, Community Van, Community Ride, and contracted on-demand services, such as Via to Transit and Ride Pingo to Transit. Metro also operates Regional Express bus service and Link light rail under contract to Sound Transit, and streetcar service under contract to the City of Seattle. Prior to the COVID-19 pandemic, Metro provided more than 130 million rides each year on these mobility services, with more than 500,000 boardings each weekday.

Metro’s services are guided by its adopted policies, the Strategic Plan for Public Transportation, King County Metro Service Guidelines, and Metro Connects long-range plan.[footnoteRef:2] Its services are supported by dedicated funding sources that include a 0.9 percent sales tax; federal and state grants; contracts for service with Sound Transit, the City of Seattle, and other partners; and fares. Metro also receives a minor portion of its revenues from dedicated property taxes, including a dedicated property tax for water taxi service, and interest. [2:  Ordinance 19367] 


The COVID-19 pandemic significantly affected Metro's operations and finances and will continue to affect Metro into the next biennium. Metro is currently operating approximately 90 percent of its pre-COVID-19 service with approximately half its pre-COVID daily ridership. Ongoing staffing shortages and continued low ridership, particularly during the peak commute periods, have prevented Metro from fully restoring transit service. The pandemic’s fiscal impacts of lower fare collection and higher operating costs have been offset by several rounds of federal aid, which will continue to support operations and capital investments during the 2023-2024 biennium.

SUMMARY OF PROPOSED BUDGET AND CHANGES

Metro’s proposed operating budget of $2.47 billion represents a 19 percent increase over the 2021-2022 biennium. Metro also proposes to spend $369 million on capital projects and $234 million on fleet purchases during the biennium, both of which are part of a 10-year capital improvement plan that, at $4.5 billion, represents a $1.9 billion increase over the plan proposed as part of the 2021-2022 budget.

In 2020, at the start of the pandemic, Metro’s sales tax and fare revenues dropped sharply, while operating expenses increased due to the need for more frequent deep cleaning of vehicles and the imposition of social distancing load limits on buses. In response, the 2021-2022 budget,[footnoteRef:3] as originally adopted, made cuts to staff, service, and capital investments, and called for undesignated fund balance to be drawn down over several biennia to cover the gap between revenues and expenditures. Metro predicted that this drawdown would lead to a “fiscal cliff” by 2025 that would require a cut of 500,000 annual transit service hours, or approximately 11 percent of the system. [3:  Ordinance 19210] 


As sales tax collections rebounded during 2021 and Metro received additional federal relief funding,[footnoteRef:4] Metro’s revenue estimates increased. In the mid-biennial budget omnibus,[footnoteRef:5] which was adopted in late 2021, Metro proposed to use the increased revenues to support ongoing service and capital needs, thus avoiding the 2025 “fiscal cliff” reduction in service. Much of this revenue was not immediately appropriated, but rather set aside so that appropriation decisions could be made in the context of the 2023-2024 budget process. During 2023-2024, Metro is proposing to spend $134 million more than revenues in its operating budget, with the difference made up from fund balance comprised of some of the additional revenues that were set aside in 2021.  [4:  Since the start of the pandemic, Metro has been allocated a total of $897 million in three tranches of federal aid through the Puget Sound Regional Council. In March 2020, Congress passed the Coronavirus Aid, Relief, and Economic Security (CARES) Act, from which Metro was allocated $243.7 million in April 2020. Metro used this funding to cover the revenue losses and emergency operational expenses during the early months of the pandemic, fully expending the funds by the end of 2020 (CARES Act funding was not included in the 2021-2022 biennial budget). In December 2020, Congress passed the Coronavirus Response and Relief Supplemental Appropriations Act (CRRSAA), from which Metro was allocated $258 million in April 2021. Much of this funding was incorporated into Metro’s revenue estimates prior to the end of 2020, with the remainder appearing in the revenue estimates in the mid-biennial budget ordinance (Ord 19364). In March 2021, Congress passed the American Rescue Plan Act (ARPA), from which Metro was allocated $395.6 million in September 2021. This latest round of federal relief funding was incorporated into Metro’s revenue estimates as part of the mid-biennial budget ordinance (Ord 19364).]  [5:  Ordinance 19364] 


The proposed 2023-2024 budget is consistent with Metro’s adopted fund management policies,[footnoteRef:6] except for the farebox recovery requirement and the order in which expenditures would be made,[footnoteRef:7] and would meet required reserve levels over the 10-year financial plan.  [6:  Ordinance 18321]  [7:  Proposed Ordinance 2022-0391 would suspend those portions of the fund management policies for the 2023-2024 biennium.] 


Fund Structure and Fund Management Policies 

Fund Structure. The Public Transportation Fund has five subfunds: 

· The Operating Subfund supports the ongoing operation of transit services and includes direct operating labor and non-labor costs, administrative costs, and indirect and overhead costs. For 2023-2024, the proposed appropriation is $2.47 billion. 

· The Infrastructure Capital Subfund (Fund 3641) supports capital infrastructure projects other than revenue fleet vehicle purchases, including the planning, design, acquisition, preservation, and replacement of infrastructure and other capital items needed to support Metro’s operations. For 2023-2024, the proposed appropriation is $369 million.

· The Revenue Fleet Capital Subfund (Fund 3642) supports new and replacement revenue fleet[footnoteRef:8] purchases. To smooth large expenditure fluctuations associated with fleet replacement purchases, Metro maintains a Revenue Fleet Replacement Reserve and may also use short term debt. For 2023-2024, the proposed appropriation is $234 million. [8:  Revenue fleet refers to vehicles used to transport customers, such as buses and Vanpool vans, as opposed to vehicles used for internal purposes such as maintenance.] 


· The Revenue Stabilization Reserve Subfund holds fund balance to offset the impacts of an economic downturn. For the 2023-2024 biennium, the financial plan proposes a reserve of $330.7 million. Moneys in the Revenue Stabilization Subfund can only be accessed through an appropriation ordinance and only under specific conditions in which sales taxes are declining.[footnoteRef:9] [9:  Ordinance 18321, Attachment A, Section IV.A] 


· The Debt Service Subfund is required to be sufficient to meet annual debt service obligations for debt-financed Transit assets. For 2023-2024, the proposed appropriation is $13.2 million.

Fund Management Policies. Metro’s adopted fund management policies[footnoteRef:10] direct Metro to manage its finances to fund, in the following order: (1) debt service; (2) operation of the current transit system, including asset maintenance and replacement; (3) maintenance and replenishment of reserves; and (4) new transit service and capital investments necessary to achieve service growth priorities identified by the King County Metro Service Guidelines,[footnoteRef:11] and new transit service and capital investments necessary to achieve the long range vision identified in Metro Connects.[footnoteRef:12] [10:  Ordinance 18321]  [11:  Ordinance 19367]  [12:  Ordinance 19367] 


The fund management policies require Metro to recover at least 25 percent of passenger-related operating costs from farebox revenues, with a target of recovering 30 percent. During the 2021-2022 biennium, farebox recovery did not meet the target due to reduced service and ridership levels. In anticipation of this shortfall, the Council suspended portions of the fund management policies during 2021-2022, including the farebox recovery requirement.[footnoteRef:13]  [13:  Ordinance 19206] 


Metro anticipates that farebox recovery will not reach the target during 2023-2024 due to slow ridership recovery. In response, the Executive transmitted Proposed Ordinance 2022-0391, which would continue the partial suspension of Metro’s fund management policies during the 2023-2024 biennium. That ordinance states that Metro will analyze evolving conditions and recommend updates to the farebox recovery requirement as part of the 2025-2026 budget. Table 1 shows the projected farebox recovery rates for 2021 through 2024.

Table 1. Farebox Recovery Rates 2021-2024
	Year
	Actual or Projected Farebox Recovery Ratio

	2021
	7.2% (actual)

	2022
	7.6% (projected)

	2023
	7.7% (projected)

	2024
	9.4% (projected)



Farebox recovery has also been affected by the decline in Metro business passport accounts, which in 2019 accounted for 35 percent of all boardings and $85 million in annual fare revenue, and in 2021-2022 accounted for 23 percent of all boardings and $25 million in annual fare revenue. 

Metro has stated that, although the 2021-2022 budget had based its revenue projections on a $0.25 fare increase that would have been sought in 2023, the proposed 2023-2024 budget does not include a fare increase due to the uncertainty of ridership recovery.[footnoteRef:14] Metro staff state that revenue estimates for the 2023-2024 biennium have been revised downward by $15 million to reflect that a fare increase proposal will be deferred until at least 2025.
 [14:  Transit fares were last changed in 2018 (Ordinance 18608), as part of a fare change that eliminated zone and peak fare differentials and set a flat adult fare of $2.75. Prior to that change, fare increases of $0.25 were implemented in 2001, 2008, 2009, 2010, 2011, and 2015. ] 


Operating Budget Highlights

Highlights of the $2.47 billion 2023-2024 proposed transit operating budget include:

Restoration of and additions to fixed route transit service. Metro is currently operating just under 90 percent of pre-pandemic fixed-route service levels, when changes to Seattle-funded and Sound Transit-funded bus service are factored in. Table 2 shows a comparison of service hours between 2019 and Fall 2022.

Table 2. Metro Fixed-Route Annual Service Hours, 2019 vs 2022
	Bus Service
	2019
	Fall 2022
	% of 2019

	King County Metro funded
	3,855,000
	3,508,000
	91%

	City of Seattle funded
	310,000
	139,000
	45%

	Sound Transit funded
	320,000
	263,000
	82%

	Total Hours
	4,485,000
	3,910,000
	87%



In March 2020, in response to the onset of the pandemic, Metro began a series of emergency service reductions,[footnoteRef:15] ultimately reducing service to approximately 85 percent of pre-pandemic levels. The reduced service was expected to be fully restored by the end of the 2021-2022 biennium, but ongoing staffing shortfalls and slow ridership recovery prevented Metro from fully restoring the suspended service. Eighteen routes remain fully suspended, with many more continuing partial suspensions of service.[footnoteRef:16]   [15:  KCC 28.94.020.B.2.a. states that “if, in the opinion of the director, an emergency exists that requires any change to established routes, schedules or classes of service, the director may implement such a change for such a period as may be necessary in the director's judgment or until such a time as the council shall establish by ordinance otherwise.  Such changes that the director intends to be permanent shall be reported in writing to the chair of the council.”]  [16:  Routes with full suspension: Routes 19, 37, 47, 116, 118X, 119X, 122, 123, 143, 154, 157, 178, 179, 197, 200, 219, 252, 931. Routes with partial suspension: Routes 3, 4, 7, 8, 9, 11, 12, 15X, 16X, 17X, 18X, 21X, 22, 24, 27, 28, 29, 31, 32, 33, 40, 45, 55, 56, 62, 64, 75, 79, 101, 102, 107, 111, 113, 114, 118, 119, 131, 231, 255, 631, 120, 121, 162, 167, 177, 190, 204, 212, 214, 216, 218, 221, 226, 232, 240, 241, 245, 249, 250, 257, 268, 269, 271, 301, 303, 304, 311, 320, 322, 342, 346, 347, 348, 372, 630, 901, 903, 906, 914, 915, C Line, D Line, E Line.] 


The proposed budget would add a net 191,000 service hours of fixed-route service at a cost of $12.4 million and 18 FTE. These service hours would include additions for the new RapidRide G[footnoteRef:17] and H[footnoteRef:18] lines, which are expected to begin service during the biennium; additional service funded by the Seattle transit funding measure and provided by Metro under contract;[footnoteRef:19] and restoration of some of the service that was suspended during the pandemic. Metro staff state that Metro will continue to evaluate ridership patterns and may propose permanent service reductions or restructures during the biennium as post-pandemic travel patterns become clearer. [17:  Ordinance 19012]  [18:  Ordinance 19422]  [19:  Ordinance 19240] 


Table 3 summarizes the anticipated service hour additions (and reductions) during the biennium, by funding source.

Table 3. 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
	
	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:20] [20:  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



Additions to flexible and contracted service. The proposed budget would add $28 million to support increases in flexible and contracted service. This funding would support approximately $12 million in resources to cover the continued recovery of Access paratransit ridership, as well as increased contractor costs; $1.1 million for Community Access Transit (CAT); $9.4 million to transition three pilot DART services into permanent routes (Route 635 and two Trailhead Direct routes); $500,000 for Vanpool; and $5 million for flexible services to sustain funding for existing Via to Transit and Community Van programs and invest in expanded Community Van service in unincorporated and rural communities.

Additions to water taxi service. Metro’s West Seattle water taxi route traditionally provided more service during the summer months, with service reduced during the winter. During the closure of the West Seattle Bridge, however, the City of Seattle purchased additional, year-round service to offer West Seattle residents an additional commuting option. With the West Seattle Bridge now reopened, the City of Seattle will no longer be funding this additional water taxi service.

The 2023-2024 budget proposes $2.1 million, which would be supported by Marine fund balance from 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.

Ridership recovery. Transit ridership fell sharply during the early months of the pandemic, reaching a low of 25 percent of pre-pandemic ridership in April 2020. Although ridership has increased steadily since then, reaching more than 200,000 average weekday boardings by August 2022, it is still less than half the pre-pandemic total. The proposed budget includes a range of initiatives to encourage riders to return to transit, including several programs focused on increasing access for riders who might otherwise find it difficult to use transit. Proposed spending includes:

· Bus, shelter, and facility cleaning and maintenance. The proposed budget would add $10.3 million, 47.0 FTE, and 23.0 TLT to continue the enhanced cleaning practices that Metro implemented at the start of the pandemic and to address the backlog of preventative maintenance at Metro bus shelters and facilities. 

· Third Avenue improvements. The proposed budget includes a one-time appropriation of $3.3 million for a capital project to complete transit, sidewalk, and pedestrian enhancements along Third Avenue in Downtown Seattle, between Yesler Way and South Main Street. Metro states that it is coordinating work with the City of Seattle and other stakeholders seeking to make Downtown Seattle and the Third Avenue transit corridors more attractive to riders.[footnoteRef:21] [21:  This is a capital project. It is discussed here due to the potential impact on ridership.] 


· Advanced service management pilot. The proposed budget includes $3.67 million, 4.0 FTE, and 6.0 TLT to implement “active headway management,” in which buses are spaced based on headway (the time between buses) rather than a schedule. The goal is to provide more reliable service for riders, as well as more certainty for bus operators.

· Ridership engagement and research. The proposed budget includes $6.1 million, 2.0 FTE, and 10.5 TLT to engage with partners and community stakeholders in an effort to rebuild ridership on the transit system. Projects will include outreach to and incentives for businesses and community-based organizations, as well as pilot projects to increase the use of ORCA fare cards.

· Youth outreach. In response to the Move Ahead Washington statewide transportation investment program, the Council approved a free transit fare for youth,[footnoteRef:22] which took effect September 1. The proposed budget includes $1.6 million, 1.0 FTE, and 2.0 TLT to implement the new free youth fare policy by distributing youth transit passes and providing transit education. Metro states that it has distributed 29,000 cards, for a total of 75,000 cards currently in circulation and aims to secure and distribute 25,000 additional cards to middle and high school students during the 2022-2023 school year, focusing on low-income school districts and noting that card availability has been limited by supply chain issues. [22:  Ordinance 19474] 


· Increased resources for reduced fare and paratransit riders. The proposed budget includes legislation[footnoteRef:23] that would lower the ORCA LIFT low-income fare from $1.50 to $1.00 for twelve months starting January 1, 2023, at a cost of $554,000. The budget also includes $2.4 million, 5.0 FTE, and 1.0 TLT to provide additional customer service support, including wayfinding, for Access paratransit and ORCA LIFT passengers.[footnoteRef:24] [23:  Proposed Ordinance 2022-0392]  [24:  The proposed Public Health budget also includes $489,000, including 1.0 FTE, to be backed by $560,000 from Sound Transit, to add a program manager and contract with two community agencies to add ORCA LIFT enrollment locations in BIPOC communities.] 


· Health through Housing support. The proposed budget includes $16.5 million and 1.0 TLT to provide mobility services to residents of DCHS Health through Housing units. Services would be customized based on the needs of residents at each site. Metro staff note that at a site that is close to frequent transit, for example, residents might be provided with fare media, while at a site that is farther from transit, Metro might provide on-demand services or a shuttle van. Metro states that three of the sites in operation are already leasing Metro vans for use in transporting residents to opportunities and Metro is working with those site operators on solutions for additional mobility needs. Metro notes that Health through Housing funding is covering the cost of this current leasing of vans and future solutions, which will depend on existing transit services in the vicinity of the site location. Funding will also support a project manager and engagement with property operators and residents to design and implement solutions.

Safety, Security, and Fare Enforcement (SaFE) Reform Initiative. In response to ongoing safety and security incidents on Metro buses and at transit stops and bases, the proposed budget would implement several initiatives that emerged from Metro’s SaFE Reform Initiative, which aimed to make passengers and employees safer and to reimagine Metro’s safety and security functions. Budget initiatives include:

· SaFE implementation strategies. The proposed budget includes $3.8 million and 1.0 TLT, to be offset by $500,000 in funding from the Move Ahead Washington transportation investment program, to implement strategies from Metro’s SaFE Reform Initiative.[footnoteRef:25] Programs to be funded include a fare enforcement replacement pilot, social service partnerships to pilot new methods of safety and security operations, development of an alternative enforcement approach to minor code of conduct violations, development of a de-escalation curriculum, design changes to transit stops, activation of transit centers, and a communication platform for non-emergency feedback. [25:  Motion 16128] 


· Administrative and facility resources for Metro Transit Police. The proposed budget includes $539,000 to support the conversion of four deputies to Master Police Officers and add two administrative staff from the King County Sheriff’s Office. The Master Police Officers would provide training and supervision for new recruits and newly trained deputies, while the administrative staff would allow the Metro Transit Police office to be open to the public during all business hours.

· Additional transit security officers. The proposed budget adds $21 million and 1.0 FTE to support the hiring of 140 transit security officers through Metro’s existing contract with Securitas, USA, which currently provides fare enforcement and transit and facility security. Metro states that the new transit security officers would be deployed based on data about incident locations.

Employee recruitment and retention. Metro has been experiencing ongoing staffing shortages (particularly with bus operators) since the start of the pandemic. Currently, Metro has appropriation authority for 2,620 FTE bus operators but has 269 FTE open, a vacancy rate of more than 10 percent. The proposed budget includes several initiatives to support recruitment, training, and retention, including: 

· Bus operations training capacity. The budget includes $3.1 million and 11.0 FTE to increase bus operations supervisory staff and supervisors in training to provide support and training to bus operators and more easily fill vacancies.

· Resources for recruiting. The proposed budget adds $6.4 million ($2.85 million revenue-backed), 3.0 FTE, and 17.0 TLT in Employee Services to assist with recruitment, with a particular focus on recruiting for the new positions that will be needed in the Rail Division to support the expansion of Link light rail. 

· Business transformation. The proposed budget adds $15.3 million and 3.0 TLT to analyze and develop new processes, tools, and techniques to improve business practices, including improving talent acquisition, capital delivery, and asset management.

Link light rail expansion. Even with the delays recently announced by Sound Transit, the 2023-2024 biennium will feature significant expansion of Link light rail, with the anticipated opening of East Link (2 Line), as well as Link extensions to Redmond, Lynnwood, and Federal Way. Metro operates Link light rail service under an intergovernmental agreement with Sound Transit,[footnoteRef:26] which covers Metro’s operations and maintenance costs, as well as some overhead expenses. Administrative, maintenance, and operational support for Link expansion during 2023-2024 is proposed as an increase of $87.7 million, 368 FTEs, and 1.0 TLT (all revenue-backed). [26:  The current agreement was approved in 2019 through Ordinance 18914.] 


Process and system improvements. The proposed budget includes initiatives to develop efficiencies and process improvements and to improve employee morale. These include $21 million, 3.0 FTE, and 1.0 TLT to expand staff, training, and investigation resources for Equal Employment Opportunity and Equity, Inclusion, and Belonging programs; $702,000 and 5.0 FTE to bring drug and alcohol testing in-house, after a pilot project showed that it saved employees time and increased flexibility; $8.7 million, 14.0 FTE, and 3.0 TLT to support Metro’s technology, training, and data needs; $3.6 million and 13.0 FTE to provide additional financial and administrative support; and $9 million in reappropriation from 2021-2022 to support the reconfiguration of King Street Center into a hybrid work environment. 

Capital Budget Highlights

Metro’s capital budget is organized into two sub-funds: Fund 3641 for Transit Infrastructure, which proposes expenditures of $369 million for 2023-2024; and Fund 3642 for Revenue Fleet, which proposes expenditures of $234 million for 2023-2024. Highlights of the proposed capital budget include:

Capital Division project support. The 2021-2022 budget responded to the fiscal challenges of the early pandemic months by deferring or cancelling many planned capital projects. With increased sales tax revenue and federal funding support, Metro is reinitiating many of these projects. To support these investments, the proposed budget adds 20.0 FTE to support capital projects (funded through the capital project budgets). In addition, Metro proposes to spend$475,000 on the cost of a capital management training program DNRP is developing for County capital project staff.

Electrification. In early 2020 the Council adopted the goal of transitioning to a zero-emission revenue bus fleet by 2035.[footnoteRef:27] In response, the 2023-2024 biennial budget proposes $1.3 million in the operating budget and $248.5 million in the capital budget to continue the work of implementing that transition.  [27:  KCC 18.22.010.A.1, KCC 28.94.085.A.1] 


While Metro’s last several biennial budgets have included significant investments in electrification, including the purchase of 40 battery-electric buses and the development of the South Base test charging facility, the 2023-2024 budget is the first to move substantially beyond the pilot phase. Rather than purchasing small numbers of battery electric buses to test, the 2023-2024 budget would appropriate funding to purchase 120 battery electric buses, two 150-passenger battery electric water taxi vessels, and 19 paratransit battery electric minibuses. It would also invest in technical applications to manage battery-electric bus charging and dispatch and would continue the work of converting each of Metro’s bases with electric charging infrastructure, a process that will involve the rolling closure and reopening of each base between 2025 and 2036. 

Table 4 shows the non-trolley electrification projects proposed in the 2023-2024 capital budget. The list includes several base conversion projects that are not budgeted for this biennium but are anticipated for funding requests by 2028. 

Table 4. 
Transit 2023-2024 Non-Trolley Electrification Projects (Funds 3641, 3642)

	Name
	Description 
	2023-2024
	2025-2026
	2027-2028
	6-Year Total

	South Annex Base
(1134223)
	Will open as an electrified base in 2028 with capacity for 250 battery-electric buses
	$0
	$82,534,100
	$264,934,398
	$347,468,498

	Zero Emission Infrastructure Planning
(1134274)
	Overall planning and programming of vehicle infrastructure facilities to support zero-emission fleet
	$1,311,845
	$1,962,220
	$1,958,311
	$5,232,376

	Electric Bus Charging Test Facility at South Base
(1134282)
	Design, implementation, testing, certification, operations, and closeout of the test facility project
	$1,073,442
	$0
	$0
	$1,073,442

	Electric Vehicle Charging Program Budget
(1139326)
	Non-bus vehicle charging infrastructure at transit facilities
	$1,622,741
	$2,512,253
	$3,082,870
	$7,217,864

	Interim Base Bus Charging
(1139367)
	Will open as an electrified base in 2025 with capacity for 120 battery-electric buses
	$26,483,149
	$0
	$0
	$26,483,149

	Contracted Services Electric Vehicle Base Planning
(1142080)
	Preliminary design to prepare for construction of eEV operations base for Mobility Division
	$612,920
	$333,000
	$0
	$945,920

	Base Electrification
(1142163)
	Planning and design for conversion of Atlantic (2030) / Central (2028) Bases
	$12,039,400
	$65,281,577
	$56,425,331
	$133,746,308

	Energy Monitoring
(1144118)
	IT: System to monitor and gather data on zero emissions revenue fleet
	$2,400,000
	$0
	$0
	$2,400,000

	Yard Management
(1144127)
	IT: Software to coordinate battery electric bus charging and dispatching
	$4,800,000
	$0
	$0
	$4,800,000

	East Base Electrify
(1144128)
	Planning and design for conversion of East Base (2030)
	$4,071,080
	$11,570,949
	$87,280,569
	$102,922,598

	South Base Electrify
(1144141)
	Planning and design for conversion of South Base (2032)
	$0
	$4,068,171
	$10,865,480
	$14,933,651

	Ryerson Base Electrify
(1144142)
	Planning and design for conversion of Ryerson Base (2034)
	$0
	$0
	$3,767,014
	$3,767,014

	Burien Layover Expansion and Charging
(1144143)
	Expand Burien TC off-street layover to support layover charging
	$0
	$2,654,773
	$2,448,175
	$5,102,948

	Atlantic Base Electrify
(1144144)
	Planning and design for conversion of Atlantic Base (2030)
	$0
	$0
	$36,044,914
	$36,044,914

	ADA Van Procurement
(1130170)
	Fleet: In 23-24, purchase of 19 battery electric minibuses to achieve 67% electrification of Access fleet by 2030
	$6,261,916
	$31,249,049
	$25,671,625
	$63,182,590

	Community Access Transportation Vehicle Procurement
(1130171)
	Fleet: In 23-24, purchase 19 vehicles of which 2 are small low floor electric vehicles
	$2,982,288
	$994,725
	$17,549,232
	$21,526,245

	Battery Electric Bus Budget
(1139507)
	Fleet: In 23-24, purchase 120 vehicles to be received in the 25-26 biennium (for Interim Base)
	$180,540,954
	$0
	$439,763,242
	$620,304,196

	Access Transportation EV Pilot
(1141993)
	Fleet: Support the first battery electric vehicles for use in ADA paratransit revenue operations
	$2,000,000
	$0
	$0
	$2,000,000

	Marine Zero Emission Vessel
(1142317)
	Fleet: Replace the existing diesel 278-passenger ferry on WS route with two 150-passenger battery electric vessels
	$2,000,000
	$12,427,586
	$572,414
	$15,000,000

	Countywide Layover Facilities Planning
(1144088)
	Planning for layover spaces in coordination with Metro's battery electric bus program
	$308,689
	$300,346
	$0
	$609,035

	2023-2024 TOTAL
	$248,508,424
	
	
	



Earlier this year, Metro completed a zero-emission bus fleet transition plan[footnoteRef:28] as part of a Federal Transit Administration requirement to apply for federal electrification funds. This transition plan outlines Metro’s current planned timeline and strategy to achieve a zero-emission revenue fleet by 2035.  [28:  King County Metro, Moving to a Zero-Emission Bus Fleet: Transition Plan, May 2022 (link)] 


· Fleet purchase plan. Metro’s revenue bus fleet currently comprises approximately 1,400 vehicles, including 174 electric trolley buses and 51 battery electric buses.[footnoteRef:29] Over the next 12 years, Metro plans to purchase 30 additional trolley buses, replace the existing 174 trolleys, and purchase 1,160[footnoteRef:30] additional battery electric buses (BEBs). Table 5 shows Metro’s bus purchase plan as of May 2022. [29:  Battery-electric buses include 11 short-range Proterra buses and 40 longer-range New Flyer buses. The remaining buses are diesel-electric hybrids.]  [30:  Metro provided updated information on its fleet purchase plan, showing a revised number of battery electric buses and including 174 trolley replacements in 2033, as well as the 30 new trolleys in 2027.] 


Table 5. Metro Bus Purchase Plan[footnoteRef:31] [31:  Source: King County Metro, Moving to a Zero-Emission Bus Fleet: Transition Plan, May 2022 (link)] 


	
	2024
	2025
	2026
	2027
	2028
	2029
	2030
	2031
	2032
	2033
	2034
	2035
	TOTAL

	BEBs
	
	110
	10
	
	235
	10
	190
	55
	155
	115
	35
	245
	1,160

	Trolleys
	
	
	
	30
	
	
	
	
	
	174
	
	
	204

	TOTAL 
	
	
	
	
	
	
	
	
	
	
	
	
	1,364



· Base conversion plan. To accommodate the zero-emission fleet, Metro must convert its bases to add charging infrastructure. Metro’s current plan is to convert the bases sequentially, with each base expected to require 18 to 24 months for conversion, and with a permanent reduction in capacity of 10 to 15 percent due to the installation of charging infrastructure within the yard. The current draft timeline for electric base reopening is:
· 2025: Interim Base
· 2028: South Annex Base
· 2028: Central Base
· 2030: East Base
· 2030: Atlantic Base
· 2032: South Base
· 2034: Ryerson Base
· 2035: North Base
· 2035: Bellevue Base

· Layover charging. Metro’s current plan calls for a mix of on-base and on-route charging. Metro is currently pursuing five initial layover sites in South King County to support electrification of the fleet operating out of the Interim and South Annex Bases. Next, Metro will seek candidate locations for layover charging across the system, a process that will require significant electrical infrastructure in multiple jurisdictions.

In addition to these capital investments, the proposed budget includes $1.3 million and 12.0 FTE in the operating budget to support the conversion to zero-emission operations in Metro’s operating divisions.

RapidRide. Metro currently operates six RapidRide lines (A-F) and is working to develop four additional lines (G-J), which are planned to start service between 2023 and 2026. Metro also began planning and design for two more lines (K, R), though work was paused during the pandemic.[footnoteRef:32] One additional line, L, with location to be determined, is identified in the 2023-2024 capital improvement plan as beginning planning work in the 2027-2028 biennium (though no appropriation is proposed in 2023-2024).[footnoteRef:33] [32:  Some additional planning and design work, as well as a review of pre-pandemic analysis, was conducted for the K and R lines during 2021 and 2022 in response to a Council budget proviso. This work was documented in the RapidRide Restart Report (Motion 16153).]  [33:  Metro Connects (Ordinance 19367) states that the K and R lines, as well as one to three additional lines will be operational by the time of the Interim Network (approximately 2035). L would be one of these.] 


The proposed 2023-2024 budget would appropriate $64.7 million to RapidRide projects. Table 6 shows the proposed 2023-2024 appropriations for the lines that are currently being planned, designed, or developed (including the planned future L line).[footnoteRef:34]  [34:  Note that funding is also proposed for RapidRide expansion planning, bike parking, station enhancement along the existing A Line, development of a Living Building certified station in Auburn, and trolley relocation to accommodate the G Line.] 


Table 6. Planned Rapid Ride Lines 

	Line
	Pathway
	2023-2024 Appropriation
	Total CIP Appropriation through 2028[footnoteRef:35] [35:  Includes funding appropriated in past budgets, as well as planned appropriations for 2023-2028.] 

	Start Date

	G
	Madison Valley to Downtown Seattle
	$1,070,353
	$10,609,039
	2024

	H
	Burien to Downtown Seattle
	$5,430,262
	$76,296,806
	2023

	I
	Renton to Auburn
	$31,707,310
	$149,908,525
	2026

	J
	Downtown Seattle to U District
	$605,996
	$2,919,886
	2026

	K
	Kirkland to Bellevue
	$508,549
	$3,854,247
	?[footnoteRef:36] [36:  Metro Connects (Ordinance 19367) states that the K and R lines, as well as one to three additional lines will be operational by the time of the Interim Network (approximately 2035).] 


	R
	Rainier Beach to Downtown Seattle
	$21,932,277
	$129,863,300
	?

	L
	Location to be determined[footnoteRef:37] [37:  The RapidRide Prioritization Plan, which is due to the Council by June 30, 2024 (Ordinance 19367) is to identify one to three RapidRide lines (in addition to K and R) that are to be completed by the time of the Interim Network (approximately 2035). L would be one of these, and the location would be proposed in the Prioritization Plan.] 

	$0
	$5,000,000
	?


Note: The G, H, J, and R lines are being developed in collaboration with the City of Seattle, with capital contributions from the Move Seattle levy.

For the two lines for which planning is underway (K and R), Metro proposes that design work proceed first with the R Line because it serves an area with a high overall equity score and follows the path of an existing route (Route 7) that has retained high ridership levels during the pandemic. 

· R Line work was paused at 10 percent design. The 2023-2024 budget would appropriate $21.9 million to revisit the alternatives analysis[footnoteRef:38] and proceed with environmental documentation. The budget anticipates that federal grants would finance approximately 60 percent of the estimated $130 million capital cost to develop the line, and that the City of Seattle may be able to become a funding or delivery partner. [38:  The alternatives analysis that was conducted for the R Line studied future No-Build scenarios for 2024 and 2040, which were analyzed to determine the future intersection operations with the current roadway conditions, planned roadway improvements, and future volumes. Because this analysis was completed prior to the COVID-19 pandemic, Metro has indicated it must be reviewed and updated to address changes in traffic and roadway conditions that have occurred during the last several years.] 


· K Line work was paused at one percent design but reached two to five percent design in 2021 due to the additional work Metro conducted to develop the RapidRide Restart Report, which was required in response to a Council budget proviso.[footnoteRef:39] The 2023-2024 budget would appropriate $500,000 for the K Line, which Metro states would be used to take the project to 10 percent design and prepare for the next stages of development. No potential appropriations for further stages of the design or development are shown in the proposed capital plan for future biennia, leaving the status of K Line development unclear. [39:  Motion 16153] 


Information Technology Investments. Metro’s operations rely on several hundred technology applications and interfaces that are used to plan routes and schedules, collect fares, communicate between buses and the base, and provide information to customers. The budget continues Metro’s investment in technology solutions with $46.7 million proposed during 2023-2024 for new or updated transit technology projects, including:

· Customer payment enhancements: $1.2 million to develop a new online eligibility portal for Access paratransit applicants that is aligned with the existing reduced fare portal, and $5.4 million for enhancements to the New ORCA system to enhance customer payment options. 

· Improved reliability: $4.8 to facilitate active headway management, which manages how coaches are deployed to avoid bus bunching and promote greater reliability for passengers.

· Video management system: $11.5 million to install an automated, cloud-based system for identifying, labelling, and distributing requested video segments from Metro’s existing on-board camera systems.[footnoteRef:40] [40:  Metro’s on-board cameras were expanded and enhanced during the 2017-2018 and 2019-2020 budgets in response to Motions 14595 and 14741.] 


· Safety and security improvements: $6 million for a system that will log pre-trip inspection data to ensure regulatory compliance and automatically generate vehicle maintenance work orders, and $2.4 million to upgrade existing facility security infrastructure, including video monitoring, alarm systems, and employee access management.

· Equal Employment Opportunity case management: $1.2 million to develop a technology solution to monitor investigative cases and track trends in workplace discrimination complaints. 

· Support for electrification: $2.4 million for a system to monitor and gather data on the zero-emission revenue fleet, and $4.8 million for software to coordinate battery-electric bus charging and dispatching.

KEY ISSUES

ISSUE 1 – SERVICE RESTORATION AND RIDERSHIP RECOVERY

Metro is currently operating approximately 90 percent of pre-pandemic service levels with 50 percent of pre-pandemic ridership. As a result, farebox recovery levels are anticipated to remain well below the required 25 percent (7.7 percent in 2023 and 9.4 percent in 2024), meaning that other sources of revenue must cover a higher share of Metro’s operating costs. 

As this staff report describes, the budget proposes a number of initiatives to increase ridership, and Metro staff note that Metro will be carefully studying ridership trends and patterns to assess ongoing transit service needs. The proposed budget does not fully cover a return to pre-pandemic service levels, however, and Metro staff have indicated that Metro may seek Council approval at some point during the biennium to reduce or restructure service in areas in which ridership patterns no longer merit pre-pandemic levels of service. Metro staff also note that the farebox recovery requirement may need to be reevaluated as part of the 2025-2026 budget deliberations, following what would have been by then five years of below-target performance.

ISSUE 2 –  WORKFORCE RECRUITMENT AND RETENTION

Metro is currently operating with more than 10 percent of its bus operator positions vacant (269 FTEs vacant out of 2,620 budgeted FTE). This staffing shortfall has prevented Metro from restoring service that was reduced during the pandemic and has even required additional service reductions, most recently at the September 2022 service change.

As this staff report describes, the budget proposes several initiatives to streamline recruitment, enhance training and supervision, and promote retention. Of note, however, the current collective bargaining agreement[footnoteRef:41] with the Amalgamated Transit Union (ATU) Local 587 expires October 31, 2022, and Executive staff note that bargaining is currently underway. ATU is not part of the Coalition Labor Agreement. Two of Metro’s other bargaining units (PROTEC 17 Transit Chiefs and PROTEC 17 Transit Superintendents) voted earlier this year to reject the Coalition Labor Agreement[footnoteRef:42] and are currently pursuing mediation.  [41:  Ordinance 19145]  [42:  Ordinance 19489] 


ISSUE 3 –  SAFETY, SECURITY, AND FARE ENFORCEMENT (SAFE) REFORM 

In response to concerns about safety and security incidents on buses and at transit stops and bases, and as part of a larger effort to reimagine and reform Metro’s safety and security functions, the proposed budget includes several safety and security initiatives. The largest of these is the proposed $21 million investment to add 140 transit security officers through Metro’s existing contract with Securitas.

Metro staff state that they are optimistic Metro will be able to secure these transit security officers but note that contracted officers from Securitas are in high demand, with competition from other accounts, such as Amazon. Metro has experienced attrition among its transit security officers and states that it has been difficult to fill vacancies, noting that, if needed, Metro would explore opportunities with other contractors to supplement Securitas’ staffing resources for positions they are unable to fill.

ISSUE 4 –  ELECTRIFICATION

To meet the adopted goal of transitioning to a zero-emission revenue bus fleet by 2035,[footnoteRef:43] Metro must purchase more than 1,300 battery electric buses, starting with a proposed 120 during 2023-2024,[footnoteRef:44] and must convert all its bases to support electric charging infrastructure. The 2023-2024 biennial budget proposes $1.3 million in the operating budget and $248.5 million in the capital budget to proceed with that work. Metro staff note that electrification efforts will be funded in part by the drawdown of undesignated fund balance over the next decade. [43:  KCC 18.22.010.A.1, KCC 28.94.085.A.1]  [44:  Metro’s proposed battery electric bus purchase timeline, beginning with the planned purchase of the 120 buses proposed in the 2023-2024 budget, is shown in Table 5. As Table 5 shows, these 120 buses must enter service beginning in 2025. To meet that goal, the buses must be ordered earlier than 2025 so that they can be built, delivered, and then put into service. To allow time for that process, they are proposed for purchase during the 2023-2024 biennium. ] 


One of the questions Councilmembers have asked over the last several years while reviewing options to achieve a zero-emission transit fleet is about the tradeoff between service hours and electrification costs, given the higher cost to acquire zero-emission vehicles.

The most recent study on this topic, which was prepared by Metro in 2020 following a Council budget proviso,[footnoteRef:45] estimated life cycle costs for battery electric buses, factoring in both monetary and social costs, and examining scenarios in which zero-emission vehicles remain at their current cost differential versus one in which costs decrease over time as technology advances. The study found that if costs remain steady over time, the additional cost of acquiring a zero-emission fleet would be equivalent to providing 237,000 annual service hours over a 19-year period. However, if costs decrease with advances in technology, the lifecycle and societal costs of zero-emission and diesel-hybrid vehicles would be roughly equivalent over the same 19-year period.  [45:  Zero-Emission Battery Bus Preliminary Implementation Plan (2020-RPT0142)] 


ISSUE 5 –  RAPIDRIDE PROGRESS

The Metro Connects long-range plan[footnoteRef:46] states that 10 RapidRide lines (A-J) are expected to be in operation by 2026; 13 to 15 lines are expected to be in operation by the time of the Interim Network (approximately 2035); and 19 to 23 lines are expected to be in operation by the time of the 2050 Network. The three to five new lines to be included in the Interim Network are to include the K and R lines, as well as one to three lines to be selected through a RapidRide Prioritization Plan, which is due to the Council by June 30, 2024.[footnoteRef:47]  [46:  Ordinance 19367]  [47:  Ordinance 19367] 


The proposed budget indicates that the R Line will be prioritized next, with substantial completion anticipated by 2028, and with a forecasted total budget of $130 million. The K Line has been assigned a substantial completion date of 2030, with a total forecasted budget through 2028 of $3.8 million. A potential third line, dubbed the L Line, with location to be determined by the RapidRide Prioritization Plan,[footnoteRef:48] has a total forecasted budget through 2028 of $5 million.   [48:  Ordinance 19367 requires a RapidRide Prioritization Plan to be transmitted to the Council by June 30, 2024. The plan must identify the RapidRide lines for inclusion in the Interim Network (approximately 2035), which are to include the K and R lines, as well as one to three additional lines.] 





RESPONSE TO COUNCIL INQUIRIES


OVERARCHING BUDGET ISSUES

QUESTION 1: DOES THE 19 PERCENT INCREASE IN THE PROPOSED TRANSIT OPERATING BUDGET COME FROM INCREASED REVENUE OR A DESIRE TO PROVIDE MORE SERVICE?
ANSWER:  The increase in the Transit Operating budget stems from the fact that the 2021-2022 budget was adopted at a time when Metro’s revenues had been significantly reduced by the onset of the pandemic. In Fall 2020, when the budget was adopted, sales tax revenues had declined and Metro had paused fare collection during much of the year to limit interactions between drivers and passengers.[footnoteRef:49] To navigate these lower revenues, the originally adopted 2021-2022 budget proposed to draw down Metro’s fund balance over several biennia, with the understanding that if the financial situation did not improve, the transit system would face significant cutbacks in 2025. [49:  Metro did receive one-time financial relief in 2020 through the federal CARES Act but used this funding to cover its expenses during 2020, meaning CARES Act funds were not available to support operations in the 2021-2022 biennium.] 


By mid-2021, Metro’s revenues had increased. There was an uptick in sales tax revenues and the second and third federal COVID relief bills (CRRSAA and ARPA) provided additional one-time financial support. Rather than recommend appropriation decisions using these new revenues during the middle of the biennium, Metro set them aside so that appropriation decisions could be made in the context of the 2023-2024 budget deliberations.

The proposed 2023-2024 budget is based on the updated (higher) sales tax revenues, provided by the federal COVID relief funding, and Metro’s estimates of the higher “earned share” federal support it will receive as a result of the Bipartisan Infrastructure Law. This accounts for the 19 percent increase.

QUESTION 2: DOES THE PROPOSAL TO SPEND $134M MORE THAN REVENUES PROVIDE FOR ONE-TIME COSTS OR DO WE ANTICIPATE CUTTING SERVICES NEXT BIENNIUM?

ANSWER:  Metro is proposing to spend more than its current revenues because it set aside the additional revenues estimated in 2021 to be used for budget appropriation decisions in 2023-2024. The updated revenue estimates will allow for ongoing stable services (though, as noted during the panel discussions, at service levels that remain lower than prior to the pandemic), as well as a range of one-time capital investments.

Over the long term, it should be noted that the adopted Metro Connects long-range plan[footnoteRef:50] is not fully funded. Expanding the transit system to the levels envisioned in that report by 2035 and 2050 will require additional funding. [50:  Ordinance 19367] 


QUESTION 3. FOR EACH OF THE TRANSIT SUBFUNDS, WHAT IS THE PERCENTAGE INCREASE FOR THAT SUBFUND?

ANSWER:   

	Subfund
	2021-2022
	2023-2024
	% Change

	Transit Operating
	$2,078,836,083
	$2,471,618,000
	18.89%

	Infrastructure Capital
	$340,940,099
	$369,069,555
	8.25%

	Revenue Fleet Capital
	$89,785,047
	$233,805,562
	160.41%

	Revenue Stabilization Reserve
	$305,139,048
	$330,738,408
	8.39%

	Debt Service
	$13,752,903
	$13,283,052
	(3.42%)



QUESTION 4: THERE ARE CROSS JURISDICTIONAL ISSUES WITH SDOT, SCL, AND OTHER JURISDICTIONS. WANT US TO LOOK AT HOW WE'RE HANDLING THOSE.

ANSWER:  Metro works closely with jurisdictional partners through the Regional Transit Committee, consultation with local elected officials and staff, and engagement with community members. Jurisdictional partnership is particularly important for capital investments designed to improve bus speed and reliability (such as bus-only lanes or transit signal priority at traffic lights), since Metro does not control either the right-of-way or the permitting process.

Metro has also been working closely with Seattle City Light and Puget Sound Energy on the goal of moving to a zero-emission fleet by 2035, as battery electric buses require significant charging infrastructure.


Service Restoration and Ridership Recovery

QUESTION 5: ARE THERE RESOURCES TO ANALYZE CHANGES TO TRANSIT USE DURING AND POST-COVID? 

ANSWER:  Metro’s annual System Evaluation report provides detailed metrics on each route in the system.[footnoteRef:51] To provide for greater transparency during the service reductions caused by the pandemic, Metro has also posted an online Rider Dashboard, which shows average weekday boardings by month starting January 2019 (as of October 5, the information on the dashboard is current through August 2022).[footnoteRef:52]  [51:  The 2022 report is due to the Council by October 31, 2022' the 2021 report can be found at this link: https://mkcclegisearch.kingcounty.gov/View.ashx?M=F&ID=10567228&GUID=C037034F-FED7-480A-8E21-C3AFBA2F02A7 ]  [52:  https://kingcounty.gov/depts/transportation/metro/about/accountability-center/rider-dashboard.aspx] 


QUESTION 6: WOULD LIKE TO KNOW RIDERSHIP IN EACH DISTRICT. IN PARTICULAR WANT TO DIFFERENTIATE BETWEEN DISTRICTS 1, 6, AND 3. 

ANSWER: In the past, Metro service was allocated geographically, by sub-area. However, about a decade ago, following a stakeholder study, Metro moved to a set of criteria to guide how transit service would be added or reduced. These criteria are outlined in the adopted Service Guidelines (Ordinance 19367). Because service is no longer allocated by geographic sub-area and because many routes move from one part of the county to another, it is not easily possible to categorize routes by geographic sub-area or by Council district.

However, Metro does provide information on a range of metrics in its annual System Evaluation report (the 2022 report is due to the Council by October 31, the 2021 report[footnoteRef:53] can be found here). In addition, to provide for greater transparency during the service reductions caused by the pandemic, Metro has also posted an online Rider Dashboard, which shows average weekday boardings by month starting January 2019 (as of October 5, the information is current through August 2022).  [53: ] 


QUESTION 7: THE LONG-RANGE EFFECTS OF THE PANDEMIC ARE WELL BEYOND THE CURRENT BIENNIUM. ARE WE THINKING SO BROADLY AS TO HAVE VANS RATHER THAN BUSES? HOW DRAMATIC OF CHANGES ARE WE THINKING ABOUT? 

ANSWER:  Metro’s adopted policy documents, the Strategic Plan for Public Transportation, King County Metro Service Guidelines, and Metro Connects long-range plan, were most recently adopted in 2021.[footnoteRef:54] Because the work to develop these updated policy documents was completed during the pandemic and also because of the evolution of Metro’s role in increasing access to transit in the context of an expanding light rail spine, these new policy updates focus on achieving an all-day transit network (rather than a peak-focused, commuter-oriented network).  [54:  Ordinance 19367] 


In addition, as Metro has begun piloting flexible and contracted services to provide on-demand connections to high-capacity transit, the recently updated Service Guidelines include criteria for establishing and evaluating pilot projects for flexible services. 

These changes have been made in consultation with labor. The current collective bargaining agreement with the Amalgamated Transit Union (ATU) Local 587[footnoteRef:55] increased the percentage of transit service that can be operated by contractors from three to five percent. [55:  Ordinance 19145] 


The Council will have opportunities to evaluate further potential changes to Metro’s network and service model over the coming months and years through a combination of individual service changes and restructures, budget decisions, and future policy updates.

QUESTION 8: IF WE DON’T SEE FAREBOX REBOUND IN NEXT BIENNIUM, DO WE CHANGE THE WAY WE PROVIDE SERVICE OR MODIFY THE LARGER PLAN? 

ANSWER:  That would be a policy decision for the Council. Metro staff have stated that they will be carefully studying ridership trends and patterns to assess ongoing transit service needs and note that Metro may seek Council approval at some point during the biennium to reduce or restructure service in areas in which ridership patterns no longer merit pre-pandemic levels of service. Metro staff also note that the farebox recovery requirement may need to be reevaluated as part of the 2025-2026 budget deliberations, following what would have been by then five years of below-target performance.

QUESTION 9: THE PRE-COVID WORLD IS NOT COMING BACK. THE VANPOOL PROGRAM MIGHT SIGNIFICANTLY SHRINK, SEEING CHANGE IN TYPE OF DEMAND.

ANSWER:  Metro’s Vanpool program had approximately 1,650 vanpool groups operating in 2019 prior to the pandemic. 2021 started with 413 groups in operation, growing to 505 by the end of the year. Currently, there are approximately 650 groups operating as of July 2022. Current projections for 2023-2024 range from about 750 to 1,000 vanpools in operation.

Metro states that it is focusing on how to transform the Vanpool program to meet the changing needs of customers. DS_002 includes a request for $550K to support marketing, education and awareness efforts focused on rebuilding ridership for the Vanpool program, with a focus on priority populations. New pilots will test mobility rideshare solutions for specific transportation challenges resulting from changing commute patters and new markets emphasizing support for priority populations not well-served by fixed route. The goal is to fill commute and community travel gaps for essential, shift, manufacturing and low-wage workers, students, refugees, working parents/caregivers and low-income families.

 QUESTION 10: ARE WE SEEING A HIGHER INCREASE IN RETURN TO RIDERSHIP FOR FLEXIBLE SERVICES?

ANSWER:  Metro’s flexible services will be evaluated as part of the 2022 System Evaluation, which is due to Council on October 31. Summary information on flexible services can be found in ,[footnoteRef:56] which is located here, although the 2022 report will provide more detailed analysis based on the recently updated Service Guidelines.[footnoteRef:57]  [56:  Motion 16049]  [57:  Ordinance 19367] 


The 2021 System Evaluation, which studied performance from September 2020 through mid-March 2021, noted that eight flexible services remained in operation during the first year of the pandemic, compared to 24 services prior to the pandemic, that daily ridership ranged from two to 80, and that cost/boarding ranged from $39-$151 (compared with fixed-route cost per boarding of $12.30 during 2020 (which was triple that of pre-pandemic times).

QUESTION 11:  (DS002) (PG.430) CONTRACTED AND MOBILITY SERVICE CHANGES

a. VIA IS LISTED AS A POSSIBLE RECIPIENT OF NEW AND ONGOING FUNDING FOR MOBILITY SERVICES IN THIS DIRECT SERVICE CHANGE BUCKET. WILL THIS BE TO ADD A NEW VIA SERVICE IN KING COUNTY OR TO SUPPORT CURRENT VIA OPERATIONS? 

ANSWER:  The proposed budget would add $5 million for flexible services (such as Via to Transit). Metro states that the funding would add resources to sustain projects moving out of pilot phase (Via Othello, Rainier Beach/Skyway and Tukwila) and continue ongoing pilots (Community Vans in Shoreline-Lake Forest Park and Kenmore-Kirkland). It would also invest in service expansion in unincorporated and rural communities to expand mobility options for work, medical appointments, grocery stores/food banks and other critical services. Metro notes that the Ride Pingo to Transit pilot in Kent is not in this new appropriation proposal but is covered under Metro’s existing pilot budget for flexible services and will continue to operate as a pilot into 2023-2024, with Metro evaluating the effectiveness and productivity of the service.

b. DO WE HAVE DATA THAT SHOWS THAT VIA SERVICE IS AN EFFECTIVE PROGRAM AND FISCALLY RESPONSIBLE WHEN COMPARED TO FIXED ROUTE SERVICE?

ANSWER:  Metro’s flexible services will be evaluated as part of the 2022 System Evaluation, which is due to Council on October 31.

The 2021 System Evaluation,[footnoteRef:58] which studied performance from September 2020 through mid-March 2021, noted that eight flexible services remained in operation during the first year of the pandemic, compared to 24 pre-pandemic, that daily ridership ranged from two to 80, and that cost/boarding ranged from $39-$151 (compared with fixed-route cost per boarding of $12.30 during 2020 (which was triple that of pre-pandemic times). [58:  Motion 16049] 


QUESTION 12: ESPECIALLY GIVEN STAFFING SHORTAGES, HOW ARE WE THINKING CREATIVELY ABOUT FUNDING RURAL TRANSIT NEEDS?

ANSWER:  Metro’s Service Guidelines[footnoteRef:59] set criteria for how transit service is added, reduced, restructured, and evaluated. The Service Guidelines define rural routes as those that “serve as connectors between rural communities and between rural communities and larger cities. They are defined as having at least 35 percent of their route outside the urban growth boundary. DART routes provide fixed-route service and have the ability to deviate from their fixed routing in lower-density areas.” [59:  Ordinance 19367] 


These types of routes are often provided through Dial-A-Ride-Transit (DART) service, which provides fixed-route service with the ability to deviate from their fixed routing in lower-density areas. 

Rural routes are also held to different ridership and productivity standards than urban or suburban routes in the annual System Evaluation report that evaluates the performance of each route in the system.

In the last several years, Metro has experimented with a new type of service, Community Van, which provides local vans that are available for shared trips and that are driven by volunteer drivers. Community Van programs are currently being piloted in Shoreline/Lake Forest Park, Bothell/Woodinville, Duvall/Carnation, Kenmore/Kirkland, Sammamish, Algona/Pacific, and Vashon Island. More detailed information about these Community Van pilots will be available in the 2022 System Evaluation report, which is due to Council by October 31 (the 2021 report[footnoteRef:60] can be found here). A preliminary analysis[footnoteRef:61] of 2021 performance showed 1,180 total trips with 5,455 total boardings at an average cost per boarding of $14.69. [60:  Motion 16049]  [61:  2022-B0092, https://mkcclegisearch.kingcounty.gov/View.ashx?M=F&ID=11235405&GUID=32A6092A-ECF1-4FD0-BD16-2ABE268CAE1A] 


Community Van, which relies on community volunteers, is being piloted as a potentially cost-effective way to serve local communities, including those in rural areas, during a time of staffing shortages.

QUESTION 13: IS THE REDUCED FARE ORCA PROCUREMENT LOCATIONS IMPLEMENTATION PLAN PROVISO RESPONSE BEING RESOURCED IN THIS BUDGET? 

ANSWER:  The 2019-2020 budget included a proviso[footnoteRef:62] requiring Metro to develop a Reduced Fare ORCA Procurement Locations Implementation Plan[footnoteRef:63] focused on expanding access to three categories of reduced fare ORCA cards: Regional Reduced Fare Permit (RRFP) cards for seniors, RRFP cards for people with disabilities, and ORCA youth cards. [62:  Ordinance 18835, Section 109, Proviso P7, as amended by Ordinance 18930, Section 75, Proviso P7]  [63:  Motion 15681] 


The implementation plan Metro developed outlined several strategies that could be used to expand reduced fare ORCA card procurement locations:

· Build a network of verifying agencies to assist with applications and to approve the documentation for these card types. Implementing this strategy would require developing an online portal to accept applications for RRFP and youth reduced fare ORCA cards, as well as partnering with community-based organizations and other agencies that could provide verification services at locations in the community. 

· Evaluate opportunities to work with school districts to develop a more comprehensive school program to distribute ORCA youth cards and educate students and staff about how to access and use transit. 

· Expand Metro’s Neighborhood Pop-Up program[footnoteRef:64] to offer additional mobile outreach, verification, and distribution. (Prior to the COVID-19 pandemic, the Neighborhood Pop-Up program was visiting approximately 30 sites throughout the county each month.)  [64:  Metro's Neighborhood Pop-Up program provides mobile outreach to sell and provide information about ORCA cards. In-person Pop-Up events were suspended during the COVID-19 pandemic (link)] 


· Improve customer communications about these fare products, how to apply for them, and how to use them by developing new and improved marketing materials and addressing confusion about reduced fare products and the application process.

The implementation plan estimated that implementing these strategies would cost $5.1 million between 2021 and 2026, while the estimated fare revenue that would result from the strategies would be $5.8 million between 2021 and 2026.[footnoteRef:65] However, at the time, Metro did not have funding designated to implement the strategies. [65:  These estimates were developed prior to ridership changes brought about by the COVID-19 pandemic] 


Metro states that:

In response to Ordinance 18930, Section 75, Proviso 7, a report entitled “Reduced Fare ORCA Card Procurement Locations Implementation Plan” was transmitted to the King County Council in April 2020. This plan included four potential strategies to increase access to reduced fare ORCA cards. Since the transmittal of the report, we have experienced several significant changes that impact strategic approaches, including the pandemic, the transition to a new ORCA system, the launch of a subsidized annual pass program, and a new free youth fare program. The following outlines 2023-2024 budget requests and other efforts related to the strategies in the Proviso Report.

· Build a network of verifying agencies to assist with applications and to approve the documentation for these card types. We do not currently have plans to build a new network of verifying agencies; we will continue to support our current network and continue to operate the online application system until applications for reduced fare ORCA cards is fully integrated into the new ORCA system. The budget request includes a TLT to support development and improvement of ORCA-based reduced fare programs.
· Evaluate opportunities to create a more comprehensive schools program to distribute Youth cards and educate students and staff about how to access and use transit. We continue to increase youth access to transit, including promoting sign-ups and use of the Free Youth Transit Pass (FYTP) through outreach, marketing, and incentive campaigns; by improving partnerships and exploring ways to address improved service connections near schools; and by piloting new flexible service options with schools/school districts. Our long-term goal is to have fare media available to every young person between the ages of 6 – 18.
· Near term focus through 2023 will be on high schools and middle schools and will likely continue through the biennium due to supply and technical barriers
· In addition to the number of youth who had ORCA cards prior to FYTP, we have distributed an additional 29K Free Youth Transit Pass and estimate approximately 75k cards are in the hands of the age group
· The region currently has an additional 77K cards set aside for youth and KCM hopes to retain at least 25k of those for distribution through the current school year
· It is unclear whether or when we’ll be able to access more cards due to an ongoing chip shortage
· In addition, we are hoping to begin the transition away from ORCA cards to alternate fare media (youth lose cards and may not prefer to use them over other options); there are several dependencies
· Access to chips for electronic stickers or wearables
· New ORCA technical adjustments
· Mobile App availability (preferred alternate fare media)
· Expand Metro’s Neighborhood Pop-Up program to offer additional mobile outreach and distribution. This program was paused during the pandemic. We will revitalize this program once the new ORCA system has been stabilized and we have mobile enrollment devices. Public Health and a network of agencies continue to enroll people at their offices, at outreach events, and at specific partner locations. The 2023-2024 budget request includes additional funds for Public Health in this role.
· Improve customer communications about fare products, how to apply for them, and how to use them. Metro launched a campaign in 2021 and in 2022-2023 we are aiming to improve our website and coordinate with the regional ORCA team on communications. In addition, Sound Transit has allocated funds for ORCA LIFT education and marketing, and we are working with them on a collaborative approach in 2023.

QUESTION 14:  FOR ORCA CARDS, WHY NOT CONSIDER JUST MOVING TO A MOBILE APP? 

ANSWER:  New ORCA,[footnoteRef:66] which was launched earlier this year, has a mobile app (called myORCA), which is currently available on the Apple and Google platforms and allows users to manage their accounts 24/7.  [66:  https://www.myorca.com/?gclid=EAIaIQobChMIru6ikLXK-gIVkgR9Ch0dDwPDEAAYASAAEgI3c_D_BwE ] 


The mobile app does not yet function as a payment card, however. ORCA team staff are working to develop this functionality, and it is expected to become available in 2023. 

QUESTION 15:  (DS019) (PG. 433) CUSTOMER SERVICE RESOURCES FOR ACCESS AND REDUCED FARE PROGRAMS
a. ANECDOTALLY, I HEAR FROM CONSTITUENTS WHO UTILIZE THESE PROGRAMS – MANY OF WHOM ARE FRUSTRATED BY THE LACK OF PLACES TO GET TICKETS AND ORCA CARDS IN ACTUAL BRICK AND MORTAR LOCATIONS. 
b. WHAT ARE WE DOING TO ENSURE THAT PEOPLE WHO RELY ON CASH OR WHO MAY NOT BE TECHNOLOGICALLY SAVVY ARE ABLE TO PURCHASE TRANSIT PASSES WITH AS LITTLE BARRIERS AS POSSIBLE?

ANSWER:  The new ORCA, which launched earlier this year, includes an expanded set of in-person locations to purchase and charge ORCA cards. 

For Access and ORCA LIFT riders, who must complete an eligibility review to access the service and may require more support with ongoing fare issues, the proposed budget would add 2 FTEs and 1 TLT to increase Metro's capacity to enroll riders in reduced fare programs and pilot innovative fare media products focused on serving priority populations. New pilot projects would expand access to contactless payment and expand the reduced fare enrollment network, which is an ORCA-based human services ticket program. 

In addition, 2 FTEs are requested to respond to Access customer service needs. With the implementation of a new Access service contract in 2019, Metro's Customer Information Office took over direct support of customer service for Access customers. These 2 additional FTEs are proposed to support the ongoing volume of customer requests, especially as ridership continues to increase from the impacts of the pandemic.

The proposed Public Health budget also includes $489,000, including 1.0 FTE, to be revenue-backed by Sound Transit, to add a program manager and contract with two community agencies to add ORCA LIFT enrollment locations in BIPOC communities. 

QUESTION 16:  (DS017) (PG. 433) METRO YOUTH MOBILITY PROGRAM
a. WILL THIS INCLUDE EDUCATIONAL PROGRAMMING AND MATERIALS AIMED AT HELPING STUDENTS AND YOUTH STAY SAFE WHILE RIDING METRO TRANSIT? 
b. HOW ELSE IS METRO PREPARING SO THAT PARENTS CAN REST SAFE WHEN THEIR CHILDREN ARE ALONE AND RIDING METRO – ESPECIALLY IN LIGHT OF WHAT I PRESUME TO BE AN INCREASED AMOUNT OF STUDENT AND YOUTHS ACCESSING PUBLIC TRANSIT NOW THAT IT WILL BE FARE FREE?

ANSWER:  Metro states that, in addition to distributing Youth Transit Passes, it plans to:
· Educate youth on mobility options and transit basics, through new and existing school-based outreach and education curriculum and programs for elementary and secondary students.
· Empower youth to ride confidently and safely, since safety is a primary barrier for young people biking, walking, or riding transit. Metro will engage youth, particularly youth of color and young women to lead conversations to improve perceptions of safety and create new tools and resources to make all riders feel safe.
· Build opportunities and career pathways, including providing paid internships opportunities and showcasing Green Jobs, in accordance with the King County Green Jobs Strategy

QUESTION 17:  IS THE ADVANCED SERVICE MANAGEMENT PILOT AIMED AT RIDERS WITH TRANSFERS?

ANSWER:  Currently, Metro operates bus service based on a fixed schedule. High frequency routes (such as the RapidRide lines) tend to bunch (arrive in close succession) because of traffic, passenger loads, and other operational issues. When buses bunch, the first bus tends to be full of customers while the bus following it is relatively empty. Bunching also creates its converse, gapping (a large time gap between buses relative to the planned schedule). This pattern of bunching and gapping results in less reliable service, less frequent service, crowding, and less effective use of service hours. 

The Advanced Service Management pilot is proposed to be implemented on the A and F RapidRide Lines, both of which serve BIPOC and low-income riders. The concept would be to space buses based on how far they are apart from each other rather than using a fixed schedule. The program could help riders who are transferring, but it is primarily aimed at providing riders on two high-ridership routes with a more reliable experience.

QUESTION 18:  HEALTH THROUGH HOUSING SUPPORT: HOW MIGHT FUNDING CHANGE IN THE FUTURE IF THERE ARE LESS HTH SITES NEAR TRANSIT SERVICES?

ANSWER:  Metro staff note that the aim of this initiative is to provide customized mobility options for residents of HtH sites. For sites located near frequent transit, Metro might provide fare media. But, for sites located farther from transit, Metro might provide a shuttle van or a customized on-demand service.

QUESTION 19:  IS THE PROPOSED $3.3 MILLION FOR THIRD AVENUE IMPROVEMENTS FOR ALL OR JUST PART OF THIRD AVENUE?

ANSWER:  The proposed budget includes a one-time appropriation of $3.3 million for a capital project to complete transit, sidewalk, and pedestrian enhancements along a portion of Third Avenue in Downtown Seattle (between Yesler Way and South Main Street). Metro states that it is coordinating work with the City of Seattle on the City’s larger vision for Third Avenue in support of a high-quality pedestrian and transit experience.

QUESTION 20: (DS004) BUS, SHELTER, AND FACILITY CLEANING AND MAINTENANCE: WHAT IS DRIVING THE BACKLOG OF MAINTENANCE THAT THIS FUNDING IS AIMING TO ADDRESS? 

ANSWER:  Metro states that there has been a significant increase in broken glass and graffiti, which this funding would address. In addition, Metro notes that many shelters and structures are aging and require additional maintenance to remain in compliance with applicable codes and as part of Metro’s state of good repair program.

Workforce Recruitment and Retention

QUESTION 21: TO ENHANCE RECRUITMENT OF TRANSIT WORKERS – WOULD LIKE TO PROVIDE EDUCATION CREDENTIALS AS INCENTIVE. 

ANSWER:  Metro states that it routinely provides both internal and external training opportunities for staff throughout divisions. The content and format of these opportunities varies by division.

Training needs are evaluated by Metro’s divisions, balancing the business needs of the unit and growth and development opportunities for employees. For instance, Metro’s Employee Services division approves Society of Human Resource Management (SHRM) membership and credentialling for staff, as it supports employee development and growth and provides value to the division. While there is no overall tuition reimbursement or credential policy, there are some bargained provisions in individual CBAs, including the Professional Development Fund outlined in the Coalition Bargaining Agreement. 

Metro also pays for all Commercial Driver’s Licenses (CDLs) for employees that are required to have them to perform their job.

Safety, Security, and Fare Enforcement (SaFE) Reform

QUESTION 22:  HOW DO WE USE DEPUTIES VS. SECURITY OFFICERS IN METRO SYSTEM, AND WHAT KINDS OF ANTI-RACISM AND DE-ESCALATION TRAINING IS AVAILABLE?

ANSWER:  Metro operates three safety and security functions:

· Metro Transit Police (MTP) is an 81-member division of the King County Sheriff’s Office (KCSO)[footnoteRef:67] under contract to Metro[footnoteRef:68] that enforces the Transit Code of Conduct.[footnoteRef:69] MTP focuses its efforts on Metro services in Seattle, South King County, North King County, and parts of unincorporated King County.[footnoteRef:70] It does not currently patrol the Water Taxi, Access, Rideshare, or Seattle Streetcar. [67:  Members of the MTP are commissioned police officers.]  [68:  Motion 11711 approved Transit Security Policies that included guidance on the staffing model for the Metro Transit Police.]  [69:  KCC 28.96]  [70:  Metro reports that MTP maintains a small presence in incorporated East King County area when extreme circumstances are present. When calls come into 911 to report a crime on transit property, local police departments often take the lead on responding as they are better positioned to be the first to arrive. ] 


MTP staff patrol buses, routes, bus shelters, and park and ride lots, as well as Seattle’s central business district; undertake and support criminal investigations; provide anti-terrorism services; coordinate with schools in response to issues with students using Metro; and manage community-based programs such as the Operator Assault Program and Sexual Misconduct Reduction Program.

· Fare Enforcement operates on bus routes[footnoteRef:71] on which passengers can pay before boarding. Fare enforcement officers inspect each rider on a coach for proof of payment and issue warnings or violations for passengers who have not paid a fare. Fare enforcement is contracted out to a private company, Securitas, USA.  [71:  Metro does not provide fare enforcement for Sound Transit, even for those services operated by Metro under contract to Sound Transit.] 


Metro suspended fare enforcement operations during the pandemic, with fare enforcement officers deployed to Metro’s busiest routes to provide education and outreach to passengers about masking and social distancing and to share information about social services with passengers in need.

· Transit and Facility Security Operations provides patrol and security at Metro’s facilities and park-and-ride lots. Members of this team monitor security cameras and intrusion alarms at Metro facilities and enforce parking regulations and safety at park-and-ride lots. This function is contracted out to a private company, Securitas, USA.

Metro states that the Metro Transit Police, who are part of the King County Sheriff’s Office provide extensive de-escalation and anti-bias training per policy and statutory requirements.  

· Yearly, 16-24 hours of in-service training that includes de-escalation in patrol tactics as well as defensive tactics.
· 40 hours of Crisis Intervention Team training. The state requirement is 8 hours, but KCSO staff are required to take the 40-hour class.
· LGTBQ+ Awareness training.
· Intersections of Race and Policing African American Communities
· Law Enforcement and Society: Lessons of the Holocaust
· US Criminal Legal Systems training-Systemic issues.
· Effective Communication
· Dr. Marks (Morehouse College) Anti Bias training
· Basic Academy (540 hours)

Training is provided to Transit Security Officers (TSOs) by Metro's EEO office and DHR related to bias awareness and inclusion. TSOs are trained and certified in de-escalation utilizing a nationally recognized course (AVADE) and are recertified annually.
 The following trainings are required annually for all TSOs:  
· Customer Service
· ESJ/Anti-Bias Training (through EEO and DHR)
· Mental Health First Aid – Working with people in mental crisis
· Strategies4Youth – Interacting with juveniles
· De-Escalation Training (AVADE) 
· Defensive Tactics – Self Defense and restraint techniques

QUESTION 23:  SAFE REFORM – HOW DID METRO DETERMINE THE AMOUNT OF OFFICERS NEEDED ACROSS THE SYSTEM? 

ANSWER:  The staffing model for the Metro Transit Police, which is an 81-member division of the King County Sheriff’s Office (KCSO) under contract to Metro, is guided by Motion 11711, which approved Transit Security Policies and included guidance on the staffing model for the Metro Transit Police.

[bookmark: _Hlk115894979]For the 140 contracted transit security officers proposed in the budget, Metro states that this would be the total number of Transit Security Officers (TSOs) supporting Metro operations if DS_025 is approved. Metro’s contract with Securitas currently funds approximately 70 TSOs, and DS_025 would add funding for about another 70 total TSO positions to current budgeted staffing for a total of 140 funded TSOs.

140 is the number of TSOs needed to 1) continue staffing levels for current deployments and 2) fund the staff needed for pilot deployments. This includes:
· SaFE Reform recommendation which adds 24/7 TSO presence to Burien and Aurora Village transit centers, 
· Permanent resources for the Campus Patrol pilot to deter intruders and increase safety of employees on at Metro bases and facilities 
· On-coach security officers on non-BRT routes including on 3rd Ave and other high traffic transit corridors where security incidents occur most frequently 
· Core deployments for Security Monitoring Center, Security Dispatch Center, Campus Patrol for Atlantic Central/Ryerson Base and Marine at Pier 50

 QUESTION 24: (DS015) (PG. 433) SAFETY, SECURITY, AND EMERGENCY MANAGEMENT PROGRAMMING
a. THIS PROPOSAL WOULD ADD RESOURCES TO SUPPORT ENGAGEMENT WITH CUSTOMERS BY ADDING 140 TRANSIT SECURITY OFFICERS THROUGH METRO’S EXISTING CONTRACT WITH SECURITAS. 
b. HOW WOULD THESE SECURITY OFFICERS DIFFER FROM CURRENT FARE ENFORCEMENT OFFICERS WHO ARE OPERATING UNDER THE MORATORIUM OF FARE ENFORCEMENT? 
c. WOULD THEY ACT IN THE SAME CAPACITY OR UNDER A REIMAGINED ROLE? 
d. HOW DOES THIS DECISION ITEM DIFFER FROM DS006 ON PG. 431: SAFE REFORM IMPLEMENTATION STRATEGIES OR DS025 ON PG. 434: SECURITY SERVICES FOR BASES, COACHES, AND TRANSIT CENTERS?

ANSWER:  Proposed decision package DS_015 would focus on the safety and security of Metro’s overall system, including the soon-to-be-expanded Link light rail operations, rather than on enforcement or crime prevention. This proposed initiative is in part in response to the Auditor’s April 2022 recommendations[footnoteRef:72] on preventable incidents and would assist Metro in remaining in compliance with the federally-required Agency Safety Plan.[footnoteRef:73] [72:  https://kingcounty.gov/depts/auditor/auditor-reports/all-landing-pgs/2022/transit-safety-2022.aspx]  [73:  Motion 15688] 


Proposed decision package DS_025 would fund a total of 140 contracted transit security officers, in addition to the existing fare enforcement officers, through Metro’s contract with Securitas USA. Metro states that the additional officers would add patrols and on-coach services including 24/7 Transit Security Officers presence to Burien and Aurora Village Transit Centers to assist behavioral health specialists when engaging with customers; add resources necessary to support 24/7 campus patrols to deter intruders and increase safety of employees at Metro bases; deploy on-coach security officers on non-RapidRide routes to deter Unlawful Transit Conduct and improve coach environment; and add resources to develop and manage several programs to address the physical security of Metro's employees and our community, including access control, video security system, and threat and vulnerability assessment and mitigation. The proposal would continue core deployments including Security Monitoring Center, Security Dispatch Center, Campus Patrol, Marine, and supporting positions.

Proposed decision package DS_006 would begin implementation of SaFE Reform strategies (Motion 16128). Metro states that funded programs would include:
· Continuation of the SaFE cocreation process with a focus on BIPOC and front-line employees  
· Establish and pilot a fare enforcement replacement program 
· Secure social services partnerships to refine practices and pilot new methods of safety and security operations and programming 
· Revise the code of conduct to remove minor code of conduct violations such as tobacco and smells 
· Co-create with community an alternative enforcement approach to minor code of conduct violations 
· Develop and deploy a community accessible de-escalation curriculum 
· Pilot design change to transit stops 
· Working closely with Capital projects and Safety and security 
· Update and clarify standard operating procedures for all employees who operate in shared spaces and fare enforcement staff and train employees on the procedure routinely 
· Pilot Support teams, including security, fares and social service professionals (in partnership with DCHS and others)
· Activate transit centers 
· Pilot a communication platform for non-emergency feedback 
· Utilize automatic messaging and “Ride Right” information on coaches. This will uniformly educate customers across the system and reduce the need for operators to provide such communications.  
· Pilot a program to station resources such as transit information, fare support, and crisis management at transit centers in areas centers in areas where needs are greatest as described by Metro’s Mobility Framework  

To be eligible for $500,000 in funding from Move Ahead WA for these initiatives, Metro has to have expended $1 million in support of the program, as well as provide a report to the state, by June 30, 2023. The State proviso also includes these elements for the program:
1) The team would be available to deescalate disruptions:
2) Provide immediate access to transit resources,
3) Refer customers to community resources to break cycles of inappropriate behavior. 
4) The teams must be individuals trained in de-escalation and outreach.
5) The function and duties should be cocreated with community stakeholders.

Electrification

QUESTION 25:   WHY CHANGE THE PACE OF PURCHASE OF EV BUSES IN THIS BUDGET?

ANSWER:  In 2020, the Council adopted the goal of achieving a zero-emission transit fleet by 2035 (Ordinance 19052). To achieve this goal, given that the expected asset life of a bus is 12 years, that 2023 will mark 12 years from the 2035 zero-emission goal date, and that it takes one to two years from ordering a bus to when it is delivered and put into service, this means that Metro can no longer order any additional diesel hybrid buses beginning with the 2023-2024 budget and still meet the goal. 

Metro’s proposed plan to replace its existing diesel hybrid buses with battery electric buses is structured around when specific fleets of existing buses will reach their retirement age.

Thus, in this budget proposal, Metro is not proposing to speed up its purchase of battery electric buses. Rather, this is the first biennium in which Metro can no longer order a bus that is not zero-emission, because any buses ordered during 2023-2024 would still be in service in 2035, meaning Metro would not meet the established County goal of a zero-emission fleet.

QUESTION 26:   WHAT IS THE LIFESPAN OF A BATTERY ELECTRIC BUS?

ANSWER:  Per the Federal Transit Administration, the expected life of a bus is 12 years. 

However, at this point in the evolution of battery technology, Metro’s 2022 bus fleet transition plan notes that bus batteries will reach the end of their useful life once or twice during the useful life of the bus frame. As a result, Metro states that it is planning for ways to ensure the continued safe and proper handling of bus batteries once they have reached the end of their service life. The transition plan notes that Metro is working with partners, such as the Pacific Northwest National Laboratory and the NAATBatt trade association.

RapidRide Progress

QUESTION 27:   WHY IS IT TAKING UNTIL 2035 FOR K AND R LINE?

ANSWER:  The Metro Connects long-range plan[footnoteRef:74] states that the K and R RapidRide lines, as well as one to three additional lines will be operational by the time of the Interim Network (approximately 2035).  [74:  Ordinance 19367] 


For the R Line, the proposed budget would appropriate $22 million in 2023-2024 and the capital plan anticipates seeking appropriation of $103 million in 2025-2026, with a goal that the R Line would be operational by March 2028.  

For the K Line, the capital plan indicates a goal for substantial completion in 2030, but Metro staff note that the proposed 2023-2024 budget does not restore all necessary funding for the K Line to open in 2030 and note that full funding restoration would need to occur no later than 2025-2026 to meet a goal of service beginning in 2030. 

There is no scheduled timeline for the potential future L and M lines at this point. The identification of candidate RapidRide lines is to be made through the RapidRide Prioritization Plan, which is due to the Council by June 30, 2024.[footnoteRef:75] As Metro Connects states, “The prioritization plan will organize RapidRide candidate lines into tiers by their priority and potential timeframe for implementation. The top tier RapidRide candidates will include those planned to be implemented for the interim network and the second tier will be the lines next to be developed if funded.” [75:  Ordinance 19367] 


QUESTION 28:   WHAT IS THE TOTAL COST AND TIMELINE TO MAKE A NEW RAPIDRIDE LINE OPERATIONAL?

ANSWER:  RapidRide lines include significant capital investments to provide for faster bus operations (such as bus-only lanes or transit signal priority on traffic lights), enhanced shelters, and off-board payment. These investments require extended engagement with community members and partner jurisdictions.

The four RapidRide lines that are currently under development have total capital costs (not including fleet) ranging between $100 and $150 million. In some cases, Metro is able to partner with another jurisdiction, such as the City of Seattle, which has provided funding through its Move Seattle levy, for the G, H, and J lines (Seattle provided $57.5 million for the H Line, for example). In addition, Metro, along with its partners, seeks federal grant funding for RapidRide lines, securing $60 million in federal funding for the G Line (through the City of Seattle); $66.7 million for the I Line; and $60 million for the J Line (through the City of Seattle).

In terms of the timeline, Metro estimates that, with funding secured, it requires on average about five years to develop a RapidRide. Metro has developed a road map for the steps that go into developing a RapidRide line,[footnoteRef:76] including project planning, preliminary design (which takes the project to the 30 percent design level), final design, construction, and project closeout. During the process, in addition to approving appropriation authority for the project, the Council must approve an alignment ordinance for the new line’s alignment and service plan and must approve a service change ordinance to allocate the additional annual service hours to the new line to provide the level of frequency that is associated with RapidRide. [76:  This road map is described in the RapidRide Restart Report (Motion 16153)] 


QUESTION 29:   IN GENERAL, IF THE R LINE IS TARGETED FOR SUBSTANTIAL COMPLETION BY 2028, BUT THERE IS NOT CURRENTLY A TIMELINE OR FUNDING FOR THE K LINE, AND THE FUNDING FUTURE FOR THE POTENTIAL L AND M LINES IS UNCERTAIN, HOW FEASIBLE IS IT THAT METRO WILL BE ABLE TO COMPLETE THESE LINES BY THE TIME OF THE INTERIM NETWORK? 

ANSWER:  Metro states: Though Metro Connects sets a goal of implementing an interim network by the time the West Seattle and Ballard Link extensions have been completed, it also makes clear that the Metro Connects vision, including service growth, cannot be fully delivered without additional funding. This includes the interim network’s envisioned RapidRide lines.  For costing purposes, Metro had to assume a year for the interim network and chose 2035.  At present, implementation of the K, L, and M lines is not funded in Metro’s financial planning using projections for existing revenue sources, and they would not be delivered before 2035. The RapidRide prioritization work underway now will identify top candidates to become the L and M Lines, but further funding will be required to begin the detailed development of those two lines.

QUESTION 30:   WHAT FACTORS WILL BE DETERMINED TO SELECT THE LOCATION FOR RAPIDRIDE LINE L?

ANSWER:  The adopted Metro Connects long-range plan[footnoteRef:77] calls for a total of 10 RapidRide lines (A-J) to be in operation by 2026; and for an additional three to five lines, including K, R, and one to three additional lines, to be in operation by the time of Metro’s Interim Network (approximately 2035). Metro is to develop a RapidRide Prioritization Plan, which is due to the Council by June 30, 2024, to select these one to three additional lines for implementation.  [77:  Ordinance 19367] 


Per Metro Connects, the RapidRide Prioritization Plan is to select the specific RapidRide lines based on an updated corridor evaluation, stakeholder engagement, and corridor studies. The corridor evaluation is to use five factors: equity, sustainability, service demand, capital, and implementation. Stakeholder engagement is to include community stakeholders, affected jurisdictions, and partner agencies.


QUESTION 31:   IF CAPITAL PROJECTS (E.G. SOUND TRANSIT) CONTINUE TO BE DELAYED, DO WE HAVE OTHER THINGS WE CAN SPEND THOSE RESOURCES ON?

ANSWER:  Council staff is investigating whether it would be possible to have a mid-biennial assessment of key capital projects that could potentially inform future decisions. 


MISC. TRANSIT PROJECTS

QUESTION 32: (DS029) (PG. 435) KING STREET CENTER RECONFIGURATION - DO WE ANTICIPATE LONG-TERM SAVINGS FROM THIS INVESTMENT?

ANSWER:  In 2021-2022, when this proposal was first included in the budget, Metro projected ongoing savings of $270,000 per biennium, including additional one-time savings during 2021-2022 due to the ability to consolidate space and end Metro’s lease at 901 Fifth Avenue in Downtown Seattle. Long-term, Metro anticipates that its central rates will be reduced by occupying less office space.

QUESTION 33: (CAPITAL PROJECT #1111997) (PG. 444) NORTHGATE TRANSIT CENTER SITE DEVELOPMENT 
a. IS THERE STILL A WSDOT OWNED LOT IN THE VICINITY OF THE TRANSIT CENTER?

ANSWER:  WSDOT owns the North Seattle Park and Ride lot west of 1st avenue NE located between the two express lanes. 

b. CAN YOU PROVIDE AN UPDATE ON THE CURRENT STATUS OF THE PROJECT, INCLUDING THE ABILITY TO PROVIDE ADDITIONAL HOUSING?

ANSWER:  Metro states that Project 1111997 currently covers expense related to the affordable housing project being developed on the northern-most acre of the Northgate Park and pool lot. The project, developed by the partnership of Bridge Housing and Community Roots Housing, is in permits with the city of Seattle and expects to begin construction in summer 2023. Metro’s remaining budget is anticipated to be spent reviewing permit sets as they become available and coordination during project construction.



 QUESTION 34: (CAPITAL PROJECT #1134206) (PG. 451) BUS LAYOVER FACILITY AT EASTLAKE
a. WE KNOW THAT EASTLAKE LAYOVER IS ALSO USED BY SOUND TRANSIT FOR ROUTES SERVING I-5 SOUTH. DO WE KNOW IF SOUND TRANSIT WILL CONTINUE TO OPERATE THESE ROUTES ONCE THE FEDERAL WAY LINK EXTENSION IS COMPLETE?

ANSWER:  Metro states that:

At present, Metro routes 101, 102, and 150 that currently layover on Convention Place are planned to use the Eastlake layover.  These routes will have a long-term need for layover, and the current layover location does not have long-term support from SDOT and the Convention Center.  Sound Transit and Metro will begin a shared public engagement in 2023 to help decide what will happen with routes impacted by Federal Way Link Extension.

Also, this question could refer to PT operated STEX routes 577, 590, 594, 595 – as the comment above notes, the restructure process will determine what happens to these routes, but it is expected that some or all of these routes would truncate at Federal Way Transit Center and that layover demand for routes originating in Pierce County would decrease with the opening of Federal Way Link Extension.

b. HOW LONG WILL IT TAKE TO CONSTRUCT THE LAYOVER? 

ANSWER:     Construction Contract NTP - August 2022
	     Substantial Completion – January 2024
	     Final Acceptance – June 2024

c. HOW DOES THAT TIME COMPARE WITH THE ST LINK SCHEDULE, EVEN THOUGH DELAYED?

ANSWER:  ELF may now open, even considering its own schedule delays, before Lynnwood Link and East Link extensions. This situation, if it occurs, would add demand to the facility during that period (estimated 2024-2025), specifically for ST 550 (Eastside to downtown Seattle) and CT service (Snohomish County to downtown Seattle).

d. ARE METRO AND SDOT REACTING TO AN OLD ISSUE THAT IS GOING AWAY?

ANSWER:  Metro states: No – the need to have secure, safe off-street layover with comfort stations is a long-term need.  It has been historically difficult to secure layover in the north end of downtown Seattle and this location was identified after numerous studies of the issue and based on assumptions that already considered changes related to Link light rail. With the sale and loss of off-street bus layover at the former Convention Place Station, Metro committed to SDOT to reduce the number of on-street layover locations in the north CBD. The use of curb space for on-street bus layover in under continuous challenge from redevelopment in this area.

e. COULD THIS MONEY BE BETTER SPENT EXPANDING LAYOVER SPACE IN ANOTHER LOCATION?

ANSWER:  Metro states that: This is a priority for Metro. Layover in the north end of downtown Seattle and South Lake Union is an ongoing challenge and critical for supporting Metro service long-term including the growth outlined in Metro Connects.

f. HAS 130TH ST. BEEN CONSIDERED FOR EXPANDED LAYOVER SPACE?

ANSWER:  Metro states that:  The 130th St. (infill) Station was considered as a potential layover site during the alternatives analysis phase however it was deemed infeasible for the following reasons: 

· Layover would require termination of at least 2 routes at the 130th St. (infill) Station. Metro is planning only a single route to serve the station. A layover program at the 130th St. (infill) Station would penalize all Metro customers not transferring to light rail by requiring a transfer and a resulting time penalty and physical inconvenience to make that transfer. 

· Layover has significant physical space requirements. Regardless of the facility being on- or off-street, layover at this location would require a turnaround loop. Due to the narrow station profile, turnaround is infeasible underneath the guideway and the only feasible option would be to acquire North Seattle Church of the Nazarene that is adjacent to the 130th St. (infill) Station (across 5th Ave NE).



ADDITIONAL RESPONSES TO COUNCIL INQUIRIES


Ridership Recovery and Fares

QUESTION 35: FOR BUSINESS PASSPORT ACCOUNTS, CAN YOU PROVIDE INFORMATION ON:

a. WHERE BUSINESSES HOLDING BUSINESS PASSPORT ACCOUNTS WERE LOCATED, IN 2019 AND 2022:

Metro states that distribution of Passport customers by location remains similar to 2019. Seattle is still the location of most of Metro’s accounts (90% in 2019 and 85% in 2022), and within the city the top five zip codes remain the same (98101, 98104, 98121, 98109, and 98122). 

However, Metro notes that they are seeing small shifts that will be monitored over time. For example, in 2019 Metro had only seven Passport customers in 98105 (around the U District). Of the 41 new accounts that have started Passport since May 2022, seven of them are in 98105. 

Outside of Seattle, the cities with the most Passport customers in King County (for both 2019 and 2022) are Bellevue, Redmond, Kirkland, and Renton.

b. WHERE ORCA CARDS CONNECTED TO BUSINESS PASSPORT ACCOUNTS WERE USED, IN 2019 AND 2022:

Metro states that it has access to only limited location data for ORCA usage, but that staff were able to compare ORCA data for the top 24 routes (excluding RapidRide routes due to limited data) used by Passport riders to provide a snapshot of the distribution of Passport customers in 2019 and April 2022.[footnoteRef:78]  [78:  Please note there were substantial changes to the system during this period, including the opening of new light rail stations, related service adjustments, and route additions/deletions.] 


While overall ridership is significantly lower today compared to 2019, most of the routes used by Passport cardholders are similar between the two periods (20 out of 24 routes/service types). Bus routes originating from or predominately serving areas north of the Ship Canal Bridge are >33% of trips taken in both 2019 and 2021-22. Percentage of trips taken on Light Rail increased, corresponding with the opening of new stations in 2021. The largest shifts are observed in East side routes (dropping from 12% to 3%) and South end routes (increasing from 2% to 14%).



These ridership patterns can be seen below:

	Service Location
	2019
	2021-2022

	North
	36%
	33%

	East
	12%
	3%

	Central
	7%
	8%

	South
	2%
	14%

	
	
	

	Light Rail
	31%
	38%

	Commuter Rail
	9%
	4%

	Streetcar
	1%
	0.1%



QUESTION 36: FOR THE VANPOOL PROGRAM, GIVEN THE SMALLER NUMBER OF UNUSED VANPOOLS:

a. WHERE ARE UNUSED VANS CURRENTLY BEING STORED?

Metro states that unused vans are being stored at Metro’s Van Distribution Center (VDC), located in Redmond. Metro has not purchased vans since 2019 and the youngest portion of the fleet are scheduled to retire in 2027. 

b. CAN UNUSED VANS BE DEPLOYED IN ANOTHER WAY (SUCH AS FOR COMMUNITY VAN)?

Metro states that KCC 4A.700.130 requires that vanpool fare revenue covers the cost of the operating and capital expenses for the vanpool program, including the procurement of vans. While the code does not say that the vans could not be used for another purpose, such as Community Van, Metro understands that the intent is for vans to be used as part of the vanpool program. 

Metro states that it typically uses vanpool vans for revenue service for their eight-year useful life. After eight years, vans are moved into a retired status and can be used for other programs and services. After reaching eight years, some vans are also sold to bring in additional revenue as part of the financial plan to achieve the vanpool cost recovery requirement. 

Metro states that at this time it cannot accurately forecast a count of unneeded vans due to the uncertainty of pandemic ridership recovery and the fleet's EV transition requirements (and the lack of an electric light-duty passenger van in the U.S. market).



c. IF UNNEEDED, CAN UNUSED VANS BE SURPLUSED OR GRANTED TO A NON-PROFIT PRIOR TO THEIR EXPECTED RETIREMENT DATE?

Metro states that early retirement of unused vans is possible. However, as noted above, vans can be used for other Metro programs, while revenue from selling older vans is a component of supporting the financial stability of the vanpool program.

d. FOR COMMUNITY VAN, IS THERE A PLAN TO EXPAND THIS PROGRAM OR TO OPERATE ANY OTHER VAN SHARE PROGRAMS?

Metro indicates that Community Van is currently planned to expand to Tukwila and Redmond in 2023.

Current community van pilots are located in: Shoreline/Lake Forest Park, Bothell/Woodinville, Duvall/Carnation, Kenmore/Kirkland, Sammamish, Algona/Pacific, and Vashon Island.

e. FOR COMMUNITY VAN, HAS METRO CONSIDERED PROVIDING A STIPEND TO LOCAL COMMUNITY-BASED ORGANIZATIONS FOR DRIVERS RATHER THAN HAVING DRIVERS BE VOLUNTEERS?

Metro states that Community Van is set up as a voluntary driver program; stipends have not been considered. Currently, each Community Transportation Coordinator determines how to recognize drivers within their jurisdiction or volunteers for specific organizations do the same. Metro states that the program has effectively used incentives to encourage and reward volunteer participation and that Metro is planning to use incentives to boost volunteer driver signup and to encourage drivers to provide additional trips.   

QUESTION 37: IN THE FINANCIAL PLAN FOR THE TRANSPORTATION OPERATING FUND, THE LINE ITEM FOR DART AND ALT SERVICES OPERATIONS IS PROPOSED TO INCREASE FROM $58 MILLION TO $87 MILLION. CAN YOU DESCRIBE THE DIFFERENCE BETWEEN 2021-2022 AND 2023-2024, IN TERMS OF WHAT ADDITIONAL SERVICES WILL BE PROVIDED?

The $58M in the financial plan for 2021-2022 reflects 2021 actuals and projections for 2022, which include the impact of reduced service levels. The $87M for 2023-2024 reflects the budgeted amount for these services. 

That is a difference of $29M, which is made up of $7.1M in increased costs for existing services and $22M in proposed new services (or continuation of services that had been time-limited to 2021-2022). The $22M is made up of:



· $16.5M for additional DART and alternative services, which includes: 
· $9.4M for DART to add resources to transition three pilot services into permanent service: Route 635 (Des Moines Comm. Shuttle) and two Trailhead Direct routes, plus restoration of suspended Route 931 service hours
· $5M for flexible services, including resources to sustain projects moving out of pilot phase (Via Othello, Rainier Beach/Skyway and Tukwila), continue ongoing pilots (Community Vans in Shoreline-Lake Forest Park and Kenmore-Kirkland), and invest in service expansion in unincorporated and rural communities to expand mobility options for work, medical appointments, grocery stores/food banks and other critical services
· $1.1M for Community Access Transit (CAT) to cover wage and gasoline increases for services
· $5M to partially account for the impact of Metro’s new DART service contract with HopeLink (and allocated indirect costs).

QUESTION 38: FOR THE ACTIVE HEADWAY MANAGEMENT PILOT FOR RAPIDRIDE ROUTES A, F:

a. HOW WILL RELIABILITY ON THOSE ROUTES BE TRACKED? 

Metro states that the project will measure reliability on these routes using data generated by the Automated Vehicle Location (AVL) system to measure bunching, gapping, and travel times, with existing data sets used to measure these performance measures. Development of measures to track reliability of operator breaks will be implemented during the pilot.

Performance on pilot routes will be compared to historical pre-pilot performance, with a control group used to capture the impact of changing ridership, seasonality, traffic variability, or other factors.

b. HOW WILL METRO MEASURE SUCCESS FOR THE PILOT?

Metro states that the technology project associated with this project has been selected by PSB for Investment Monitoring. Through this, the project team has worked collaboratively with PSB staff to develop an Investment Monitoring Plan to identify project inputs, activities, outputs and outcomes. The project team will continue to collaborate with PSB to track and assess performance on the project as it proceeds. 

The Capital IT Benefits Achievement Plan states that project success will lead to:
· Reduced bus gapping - reducing excess wait time for customers
· Reduced bus bunching – more effectively using Metro resources
· Unchanged travel times – maintaining customer travel times and use of service hours
· Ability to measure reliability of operator breaks – a key metric for bus operators that Metro is not currently able to measure

Metro states that based on the performance measures from above, and the resources needed to implement and sustain headway operations, Metro will determine if, how, and when to expand this pilot.

QUESTION 39: FOR THE PROPOSED PURCHASE OF TWO BATTERY ELECTRIC VESSELS FOR THE WEST SEATTLE WATER TAXI ROUTE, DOES THIS FUNDING COME FROM THE FERRY DISTRICT PROPERTY TAX? DOES IT REQUIRE A CHANGE TO THE RATE FOR THE FERRY DISTRICT FUNDING? OR IS IT WITHIN CURRENT CAPACITY? 

Yes, this would be funded by the dedicated passenger ferry property tax. There is sufficient fund balance to fund this additional service without a rate change, at least in part because Marine received a proportional earned share of the federal COVID relief funds Metro received. 

a. WHAT IS THE TIMELINE FOR ELECTRIFYING THE VESSELS USED ON THE VASHON ROUTE? 

Metro states that a timeline has not yet been determined for electrification of the Vashon Water Taxi. Metro is currently undergoing a feasibility study focused on converting the West Seattle route to zero-emissions. Learnings from that study and additional planning for the West Seattle route over the next few years could be used for future planning for the Vashon route.

b. DOES METRO ANTICIPATE ANY CROWDING ISSUES ON THE WEST SEATTLE ROUTE WITH THE SMALLER CAPACITY BATTERY ELECTRIC VESSELS THAT ARE PROPOSED? 

Metro states that it is currently undergoing a feasibility study that will assist with planning for transitioning Water Taxi vessels to zero-emissions. That study will help inform boat capacity based on market availability. With the current assumptions of using two vessels with 125 to 150 passenger capacity to replace one larger vessel, Metro will be able to provide more frequent service, which increases convenience and provides more options. More frequent service can also offset potential crowding. In addition, there is currently available capacity on trips serving West Seattle that could absorb additional passengers.

c. THE BUDGET PROPOSES TO ADD YEAR-ROUND SERVICE TO WEST SEATTLE. WAS THERE ANY CONSIDERATION ABOUT ADDING YEAR-ROUND SERVICE TO THE VASHON ROUTE? WHAT METRICS WOULD DRIVE THIS DECISION?

Metro states that the Vashon route already operates with a consistent year-round schedule with peak-hour service on weekdays.

d. FOR THE WEST SEATTLE ROUTE, WILL THERE BE A PARALLEL ADD-ON TO THE WATER TAXI SHUTTLES SO THAT SERVICE LEVELS MATCH ON BOTH OF THOSE YEAR-ROUND?

Yes, the cost of additional shuttle service to match the consistent year-round schedule is included in decision package DS_014.

Safety, security, SaFE implementation

QUESTION 40: PREVIOUS ANSWERS ABOUT THE 140 TRANSIT SECURITY OFFICERS NOTED THAT DEPLOYMENT WOULD FOLLOW INCIDENT PATTERNS AND THAT THEY WOULD BE DEPLOYED ON THIRD AVENUE IN DOWNTOWN SEATTLE.

a. WOULD THE TRANSIT SECURITY OFFICERS BE DEPLOYED AT BUS STOPS ON THIRD AVENUE? IF YES, CAN YOU DESCRIBE HOW THIS WOULD WORK? (HOURS, TYPE OF PRESENCE, DUTIES)

Metro states that TSOs would be able to contact people for Unlawful Transit Conduct within bus shelters or at stop flags, but not areas surrounding the stops which are under the jurisdiction of Seattle Police Department. The proposed level of staffing allows for TSOs to be deployed on routes that use Third Avenue but not posted at stops. TSOs may depart a coach at a stop and wait for the next to board while on Third Avenue. 

b. WOULD THE TRANSIT SECURITY OFFICERS BE DEPLOYED AT BUS STOPS IN THE CHINATOWN/INTERNATIONAL DISTRICT? IF YES, CAN YOU DESCRIBE HOW THIS WOULD WORK? (HOURS, TYPE OF PRESENCE, DUTIES)

Metro states that this staffing level does not include deployments at bus stops in the CID (with the exception listed below). Area surrounding bus stops are under the jurisdiction of local law enforcement. TSOs would ride routes that go through the area, but not posted at any stop.

c. ARE THERE OTHER LOCATIONS WHERE TRANSIT SECURITY OFFICERS MIGHT BE DEPLOYED TO BUS STOPS?

Metro states that Terminal Posts for overnight routes have been deployed and posted at specific locations to clear coaches and assist operators and riders from 9:30PM-5:30AM. The locations the TSOs are located are Third Avenue/Virginia St, Third Avenue/Main St, and Tukwila International Blvd Station.  These may change based on need and data.



QUESTION 41: METRO’S BUDGET PROPOSAL TO IMPLEMENT THE SAFE REFORM INITIATIVE REFERS TO POSSIBLE REVISIONS TO THE TRANSIT CODE OF CONDUCT TO REMOVE MINOR VIOLATIONS, SUCH AS TOBACCO AND SMELLS. WHAT IMPACT MIGHT THAT HAVE ON RIDERS’ EXPERIENCE ON TRANSIT?

Metro states that Metro and the Executive agree that smoking should not be allowed on the bus, and that tobacco use on transit is already specifically prohibited by state law (RCW 9.91.025). 

One of the preliminary SaFE proposals is to revise the Code of Conduct to reduce the impact of criminal enforcement, customer conflict, and the possibility of use of force or arrest. Metro is currently working with the community to co-create alternative enforcement approaches to minor Code of Conduct violations, with the intent of deterring and resolving these violations without the use of criminal enforcement. 

Later in this phase of community engagement, Metro will bring specific pilot programs and policy changes to communities of riders for consultation. At this point, Metro is not currently proposing a specific change to the Code of Conduct and would only do so once engagement with the community is complete. 

As referenced when Council approved the SaFE Implementation Report,[footnoteRef:79] Council did not approve any changes to the Code of Conduct and Council action would be required to change the Code of Conduct in any way in the future. [79:  Motion 16128] 


QUESTION 42: METRO’S SAFE REFORM INITIATIVE INCLUDES A NUMBER OF CO-CREATION MEASURES, AS WELL AS PLANS TO ACTIVATE TRANSIT STOPS. COULD IMPLEMENTATION INCLUDE A COMMUNITY AMBASSADOR COMMUNITY ORGANIZING APPROACH TO ENGAGE BUSINESSES AND RESIDENTS AROUND BUS STOPS? 

Metro’s response:

“Metro will continue to review customer service and information program designs that could be responsive to needs at transit stops while engaging with surrounding businesses and residents. SaFE is working to design custom programming to fit the needs of Metro and its customers.

Metro is committed to improving safety at transit stops, including through the SaFE initiative. Metro’s Strategic Plan directs us to do this through its strategies on safety, including “provide safety-enhancing features that are accessible and responsive to community input on buses, at transit stops, and at transfer locations.”

Metro and community partners are considering a variety of options to increase customer support and access to information at transit locations and onboard services. Metro is engaged with Sound Transit and other transit agencies on the progress and lessons learned related to transit ambassador pilot programs. This information and insights from community partners will deeply influence the design and implementation of safety measures at or near transit locations.

The SaFE Implementation Report includes several proposals that Metro will continue to develop and engage with community partners on how best to implement. Some of these proposals that are related to safety at transit stops include:

· Deploy problem-solving community policing strategies near transit centers through transit resource officers (TROs) or community security partnerships. This includes the potentially utilizing non-law enforcement as an alternative to traditional law enforcement personnel
· Pilot a program to station resources such as transit information, fare support, and crisis management at transit centers in areas where needs are greatest as described by Metro’s Mobility Framework[footnoteRef:80] [80:  Motion 15618] 

· Pilot stationing security officers at transit centers to increase presence to deter misconduct
· Pilot Support teams, including security, fares, and social services professionals
· Activate transit centers: This proposal aims for transit centers to host community-based organizations (CBOs) and community activities to increase community presence, interest, and usability of transit spaces. Potential locations should align with where needs are the greatest as described in Metro’s Mobility Framework. 

Additionally, Metro has participated in community-led groups focusing on thoughtful and equitable solutions to safety, including a workgroup at 23rd and Jackson. In response to the increased need to support and coordinate with community and partner with our regional jurisdictions, Metro is developing an internal task force to ensure we are represented in these venues, as well as well as track, monitor, coordinate efforts, and identify the appropriate responses to requests for information and action. The scope of this group is operational (stop changes, cleaning, security deployment, and assuring community and rider experience is centered in temporary or permanent operational decisions to address the safety of riders). This group works in close coordination with the SaFE Reform program should any policies, plans or processes need to be evaluated or changed and to assure that changes are consistent with the agency’s safety and security vision as articulated by community in the SaFE initiative.

Scope of Task Force
This task force is led by Metro’s Partnerships & Engagement team in collaboration with Metro’s Safety, Security, and Quality Assurance team. This task force will act as a central liaison for intake of customer inquiries/issues that are raised either through elected officials, jurisdictional partners, customers, and/or community groups. This Task Force scope is as follows:

· Participate in community and partner workgroups
· Research/share data as it relates to public safety and ridership
· Conduct Hazard/Vulnerability Assessments
· Elevate workgroup recommendations to leaders, elected officials, community, and partners

Out of Scope for Task Force
Metro’s authority lies within being a mobility agency. We will always engage in conversations and partner with community, customers, and others - as it relates to transit and mobility options that are within the legislative control of our agency, but it would not be Metro’s role to lead and coordinate these groups overall.”






