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SUBJECT

Today’s briefing will provide an overview of major potential changes to Metro’s policies to be proposed when Metro transmits updates to the transit policies later this year. 

SUMMARY

Metro uses three adopted policy documents to guide its actions. For the last several years, Metro has been updating these policy documents, using a process outlined in the legislation that adopted the Metro Mobility Framework Recommendations Summary. 

The Strategic Plan for Public Transportation outlines Metro’s goals, strategies, and performance measures. Key proposed updates are anticipated to include:

· Adapting goal areas to align with Mobility Framework guiding principles; and
· Streamlining performance measures and creating an online reporting format.

The Service Guidelines guide day-to-day delivery of transit service by helping Metro set targets for the level of transit service to be provided, evaluate performance, and add, reduce, or change service. Key proposed updates are anticipated to include: 

· Changing how transit service is added;
· Changing how transit service is reduced; and
· Changing how transit service is restructured.

Metro Connects is the adopted long-range plan, which outlines a goal of increasing bus service hours by 70 percent between 2015 and 2040. Key proposed updates are anticipated to include:

· Updating the planning dates, service proposals, and capital costs for future transit networks; and
· Updating the estimated gaps between available and needed funding.

Legislation with the updated policy documents is expected to be transmitted in late July. The legislation would then be reviewed by the RTC and Council.

BACKGROUND 

Metro uses three adopted policy documents to guide its actions: 

· The Strategic Plan for Public Transportation,[footnoteRef:1] which was last updated in 2016, outlines Metro’s goals, strategies, and performance measures.  [1:  Ordinance 18301] 


· The Service Guidelines,[footnoteRef:2] which were last updated in 2016, guide day-to-day delivery of transit service by helping Metro set targets for the level of transit service to be provided, evaluate performance, and add, reduce, or change service.  [2:  Ordinance 18301, Attachment B] 


· Metro Connects,[footnoteRef:3] which was developed in 2015 and 2016 and adopted in 2017, is Metro’s long-range plan. It outlines a goal of increasing bus service hours by 70 percent between 2015 and 2040.  [3:  Ordinance 18449] 


In late 2018, the Council asked Metro to update the costs for Metro Connects; initiate a regional planning effort around funding for Metro Connects; and develop a Mobility Framework to ensure that innovations in mobility put people first.[footnoteRef:4]   [4:  Motions 15252, 15253] 


In late 2019, Metro transmitted its completed Mobility Framework, which includes 10 guiding principles organized into five theme areas[footnoteRef:5] focused around equity and sustainability. The RTC and Council adopted the Mobility Framework recommendations summary and, at the same time, outlined a process Metro should use to update its adopted policy documents to align with the Mobility Framework.[footnoteRef:6],[footnoteRef:7] [5:  The theme areas in the Mobility Framework are: Investments, Surrounding Land Use, Innovation, Workforce, and Engagement.]  [6:  Motion 15618]  [7:  In early 2020, the King County Transportation District, which is comprised of the members of the King County Council, began deliberations on a potential regional funding measure to implement Metro Connects. However, this effort was postponed due to the COVID-19 pandemic.] 


Since then, Metro staff have been working to update the policy documents. This effort has included regular briefings and discussions with the RTC and the King County Council’s Mobility & Environment Committee, as well as ongoing engagement with an Equity Cabinet of community representatives, jurisdictional and agency partners, elected officials, transit riders, stakeholders, and community members. 

Briefings at RTC over the last year have covered the changes Metro anticipates proposing in the policy update. Today’s briefing provides an overview of some of the major changes that are anticipated. Please note that this staff report does not cover all changes Metro staff have discussed, including those related to making language around community engagement and coordination with partner jurisdictions more robust and transparent; incorporating the Marine Division, which became part of Metro in 2019; and preparing updates to reflect the passage of Sound Transit 3 and VISION 2050.



STRATEGIC PLAN

The Strategic Plan for Public Transportation 2011-2021 defines Metro’s vision by establishing eight broad goal areas, with objectives, strategies, and performance measures related to each of the goal areas. 

The current goal areas are: safety; human potential; economic growth and built environment; environmental sustainability; service excellence; financial stewardship; public engagement and transparency; and quality workforce.

Proposed Updates. Key Strategic Plan proposed updates are anticipated to:

· Align goal areas with the Mobility Framework. Metro’s Mobility Framework recommendations[footnoteRef:8] include 10 guiding principles organized into five theme areas focused around equity and sustainability. Metro proposes to expand the eight goal areas in the existing Strategic Plan to 10 and to organize these goals to align with the Mobility Framework’s themes and guiding principles. Proposed goal areas in the updated Strategic Plan, grouped by theme, would be: [8:  Motion 15618] 



Proposed Updates to Strategic Plan Goals (grouped by theme)

Investments
 Investments are made upstream and where needs are greatest
 Passengers, employees, and communities are safe
 Be responsible stewards of financial resources and invest in line with values and goals

Surrounding Land Use
 Meaningful progress in addressing the climate crisis and environmental justice
 Thriving, equitable, transit-oriented communities
 Improved access to mobility options

Innovation
 Innovation improves mobility, complements transit, and advances equity and sustainability
 Fast, reliable, integrated mobility services

Workforce
 A skilled, diverse, well-supported workforce with opportunities to grow

Engagement
 Deliberate and transparent engagement with communities


· Streamline performance measures and change reporting formats. Metro proposes to streamline the current list of 68 Strategic Plan measures. In addition, Metro proposes to replace the biennial written report on performance measures with an online dashboard, similar to its COVID-era ridership dashboard, The Dash, to provide online access to information on performance measures. 

This online dashboard would also be used to report on progress on Metro Connects metrics related to innovation, accessibility, equity, and sustainability. 


SERVICE GUIDELINES

The Service Guidelines provide the criteria Metro uses to set target service levels and to add, reduce, restructure, and evaluate transit service.[footnoteRef:9] The Service Guidelines also include information on flexible services and partnerships with jurisdictions and other agencies. [9:  The Service Guidelines are used to conduct an annual evaluation of transit service, the System Evaluation report. The 2020 System Evaluation Report, which covered the months just prior to the start of the COVID-19 pandemic, was accepted through Motion 15802.] 


Proposed Updates. Key Service Guidelines proposed updates are anticipated to:

· Change how transit service is added. The current Service Guidelines set four priorities for allocating additional transit service when there is funding available to add more service. For each of these priorities, the annual System Evaluation report provides a list of routes organized in order of need for investment.


Current Service Guidelines Priorities for Adding Service

PRIORITY 1: Reduce Crowding by adding service on routes that are consistently carrying more passengers than the Service Guidelines’ crowding thresholds.

PRIORITY 2: Improve Reliability by adding service on routes that are consistently arriving late more than 20% of the time all day or more than 35% of the time during the PM peak. 

PRIORITY 3: Grow Service by filling the gap between existing and target service levels. Allocations for Priority 3 service growth are made by weighting and prioritizing three factors: 

 Geographic value (how a route serves activity centers) is prioritized first and weighted at 25%.
 Productivity (the potential for growth of households and jobs along a corridor) is prioritized second and weighted at 50%. 
 Social Equity (low-income and minority communities along a route) is prioritized third and weighted at 25%.

PRIORITY 4: Improve Productivity by adding service to routes in the top 25% of route productivity measures: rides/platform hour and passenger miles/platform mile.[footnoteRef:10] [10:  Rides per platform hour = number of riders who board a transit vehicle relative to the total number of hours a vehicle operates. Passenger miles per platform mile = total miles riders travel on a route relative to the total miles a vehicle operates.] 



For the updated Service Guidelines, Metro staff propose that the corridors and routes assessed for service growth (Priority 3) would include all corridors identified in Metro Connects, not just existing routes. 

In addition, the definition of social equity is proposed to be expanded from race and income to include five factors from Census data: race, income, disability, foreign-born, and limited English-speaking populations. Metro also proposes to add a measure of low- and medium-income jobs along a corridor. Finally, Metro staff propose to prioritize equity in how additional service is allocated.

These proposals are expected to result in the following changes to the four priorities for adding service:


Proposed Updates to Service Guidelines Priorities for Adding Service

PRIORITY 1: Reduce Crowding and PRIORITY 2: Improve Reliability would add equity as a consideration for prioritization of investments in service on a given route, in addition to measures of crowding and schedule reliability. 

PRIORITY 3: Grow Service would measure service to be added against the entire proposed Metro Connects network, broaden the definition of social equity, add information about low- and moderate-income jobs. The evaluation would maintain the same weighting that is currently used for the three factors but change their prioritization: 

 Social Equity = priority #1 (currently #3) and would retain its weighting at 25%
 Productivity = priority #2 (currently #2) and would retain its weighting at 50%
 Geographic value = priority #3 (currently #1) and would retain its weighting at 25%

PRIORITY 4: Improve Productivity would be removed from the Service Guidelines, as Metro staff indicate the needs in Priority 3 would increase so substantially by adding the entire Metro Connects network that it would be highly unlikely that Priority 4 adds would be made. 


· Change how transit service is reduced. Currently, when transit service must be reduced because of budget shortfalls, the Service Guidelines focus first on two metrics for route productivity (rides per platform hour and passenger miles per platform mile),[footnoteRef:11] with candidates for reductions developed within three categories (Urban, Suburban, and DART/Shuttle) and for three times of day (peak, off-peak and night).  [11:  Rides per platform hour = number of riders who board a transit vehicle relative to the total number of hours a vehicle operates. Passenger miles per platform mile = total miles riders travel on a route relative to the total miles a vehicle operates.] 


The current Service Guidelines also direct Metro to ensure that no one area experiences significant negative impacts beyond what other areas experience; to minimize impacts of reductions by restructuring service; to preserve “last connections,” including in east and south King County adjacent to or surrounded by rural land; and to consider implementing flexible or alternative services as a way to minimize the impacts of reductions to fixed-route service.

The proposed updates to the Service Guidelines would retain productivity and the other existing measures as considerations in reducing service. 

In addition, however, the proposed updates would add measures of equity and sustainability to the prioritization of routes to be considered for cuts. 

· For equity, Metro proposes to develop an Equity Opportunity Score of 1 through 5 for each route. The Equity Opportunity Score would rank routes by the percentage and number of stops that fall within ranked Areas of Need.[footnoteRef:12] An Equity Opportunity Score of 1 would indicate that the route is in the lowest quintile of percentage of stops in the highest Area of Need. An Equity Opportunity Score of 5 would indicate that the route is in the highest quintile of percentage of stops in the highest Area of Need. [12:  Areas of Need would be scored based on the presence of five population characteristics: persons of color (40% of score); poverty (30% of score); Limited English Proficiency (10% of score); disabled population (10% of score); and foreign-born population (10% of score). ] 


· For sustainability, Metro proposes a threshold of 10 boardings per hour, which a route would need to meet to avoid being a candidate for reduction.

These proposed changes would result in the following prioritization for routes to be reduced:


Proposed Updates to Service Guidelines Priorities for Reducing Service

1a. Routes below 25% on both productivity measures and with Equity Opportunity Scores of 3 or less
1b. Routes below 25% on both productivity measures and with Equity Opportunity Scores of 4 or 5
2a. Routes below 25% on one productivity measure and with Equity Opportunity Scores of 3 or less
2b. Routes below 25% on one productivity measure and with Equity Opportunity Scores of 4 or 5
3a. Routes below 50% on one or both productivity measures and with Equity Opportunity Scores of 3 or less
3b. Routes below 50% on one or both productivity measures and with Equity Opportunity Scores of 4 or 5


· Change how transit service is restructured. Metro sometimes proposes changes to groups of routes simultaneously. These route restructures are most frequently proposed to coordinate fixed-route bus service with new high-capacity transit (such as a new light rail line or a new bus rapid transit or RapidRide service). 

In the update to the Service Guidelines, Metro proposes to change the language on service restructures to incorporate equity and sustainability goals, clarify the data Metro uses when planning restructures, and specify what happens to Metro service hours when a service restructure is prompted because a partner agency (such as Sound Transit) has expanded its service. 

The biggest change in this area would be language allowing service hours directly replaced by a partner agency’s service to be redeployed out of the project area to meet countywide goals. Specific proposals include:  


Proposed Updates to Service Guidelines Language on Restructuring Service

Add language to section on Goals for restructures:
 Improve mobility for historically un(der)served populations 
 Increase ridership and productivity to reduce greenhouse gas emissions
 Move toward Metro Connects long-range vision

Add language on when a restructure is prompted by a partner agency’s service expansion:
 Hours directly replaced by a partner agency’s service can be redeployed to meet countywide goals
 Hours not directly replaced by a partner agency’s service would be redeployed within the project area


Post-pandemic service restoration. In response to declining ridership and to ensure safe operating conditions for its employees, Metro began implementing emergency transit service reductions[footnoteRef:13] on March 23, 2020. Metro implemented several additional rounds of emergency service reductions in April 2020, reducing weekday transit trips by 27 percent. Metro restored some reduced service in June 2020 and made additional service restorations and adjustments during the September 2020 and March 2021[footnoteRef:14] service changes.  [13:  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.”]  [14:  At the March 2021 service change, Metro added service to 15 routes with high ridership demand while suspending service on 10 peak-hour routes with low demand. ] 


In addition to reducing the amount of transit service, Metro also blocked off seats on buses that were still operating, in response to social distancing guidelines issued by the Centers for Disease Control. This action reduced seated rider capacity on each bus to approximately 24 percent of pre-COVID capacity. In recent months, as the rate of vaccination has increased, Metro has begun restoring seating capacity on buses: on April 7, 2021, Metro increased passenger limits to 50 percent of pre-COVID seated capacity,[footnoteRef:15] and Metro staff plan to increase seating capacity limits to 70 percent of pre-COVID levels by July 2021 and to 100 percent by the September 2021 service change.[footnoteRef:16] [15:  For a 40-foot bus, this increases the number of passengers from 12 to 20 riders; and for a 60-foot bus, from 18 to 30 riders.]  [16:  Restoration of rider capacity within individual buses will be based on federal, state, and local public health guidance.] 


Metro also undertook a number of operational changes in response to the pandemic, including eliminating fare collection from March 21 to October 1, 2020; restricting boarding to rear doors only during that time and restoring front-door boarding only after installing dividers between operators and riders; requiring masks for operators and passengers and providing mask dispensers on board buses; sanitizing bus coaches daily; and installing new air filtration systems on coaches.

Metro is currently operating approximately 85 percent of its pre-COVID-19 service levels, with each bus carrying approximately 50 percent of the number of seated riders that bus could carry pre-COVID.[footnoteRef:17] Systemwide, just under 400,000 Metro service hours are currently suspended.  [17:  See Metro’s Rider Dashboard (The Dash) for additional pandemic ridership and route information] 


King County’s adopted 2021-2022 biennial budget funds a return to pre-COVID transit service levels by the end of 2022, not including any changes to service funded by the City of Seattle.[footnoteRef:18] Metro staff state that the current plan is to restore approximately half the suspended service at the September 2021 service change. [18:  In November 2014, Seattle voters approved a six-year transportation funding measure comprised of a 0.1% sales tax and a $60 vehicle license fee. In March 2020, prior to the COVID-19 pandemic, Seattle was using this funding to purchase 358,851 hours of fixed-route Metro transit service on 55 routes. In November 2020, Seattle voters renewed the funding measure by approving a 0.15% sales tax increase that expires March 31, 2027. The new funding measure is smaller than the previous one and includes a larger set of funding priorities. Following COVID-19 service reductions, by September 2020, Seattle was purchasing 183,941 Metro fixed-route service hours on 35 routes. This service level was used as the baseline for the new funding measure and is anticipated to continue through at least September 2021.] 


The service restored by Metro up to and including the September 2021 service change has been restored based on the existing adopted Service Guidelines, with routes prioritized for restoration or suspension based on productivity during the pandemic. 

For the remaining service (approximately 200,000 service hours) to be restored during 2022, Metro staff have noted that they are still considering how to prioritize routes for service restoration. Metro staff have indicated that they will rely on the Service Guidelines in existence at the time (potentially updated Service Guidelines); route productivity measures; information about back-to-work and back-to-school plans; and equity measures. 

Metro staff have stated that the Service Guidelines update will not include a section on service restoration, as they perceive service restoration to be a one-time occurrence in response to the pandemic, rather than an ongoing service condition, and note also that the underlying authority for emergency service suspension and restoration is contained in the King County Code.[footnoteRef:19] [19:  KCC 28.94.020.B.2.a.] 


METRO CONNECTS

Metro Connects is Metro’s long-range plan. It was developed during 2015 and 2016 and adopted in early 2017. It is based around a goal of increasing bus service hours by 70 percent between 2015 and 2040, with a larger network of routes around the region, as well as better access to frequent transit service for communities of color and low-income people. Metro Connects also identifies capital investments needed to support the larger transit network. As adopted, Metro Connects was not fully funded.

Key Metro Connects proposed updates are anticipated to:

· Update the planning dates, service proposals, and capital costs for future transit networks. The existing Metro Connects is based on a 2015 baseline of 3.5 million annual bus service hours and six RapidRide lines. It proposes two future networks, in 2025 and 2040, that would offer 2.5 million additional service hours by 2040.


Current Metro Connects Future Networks

2025 Network
 4.36 million annual service hours 
 19 total RapidRide lines 
 $5.4 billion in incremental capital costs 

2040 Network
 6 million annual service hours 
 26 total RapidRide lines 
 $11 billion in incremental capital costs 




The adopted Metro Connects envisions that, by 2040, 68 percent of Metro’s bus service would be frequent service;[footnoteRef:20] nine percent would be peak-hour express service; and the remaining 23 percent would be local or flexible service. The adopted Metro Connects proposes to address equity issues by adding frequent service so that 77 percent of minority households and 87 percent of low-income households would have access to frequent service by 2040. [20:  Frequent service is defined as a route that comes at least every 10 minutes most of the day, with stops every ½ mile.] 


In the proposed update to Metro Connects, the two future transit networks would be moved further out in time to correspond with VISION 2050[footnoteRef:21] and other regional transportation improvements. The amount and type of service included would also be adjusted to reflect funding availability and Metro’s experience with adding service between 2015 and 2020.  [21:  VISION 2050, a long-range plan for the four-County Puget Sound region (King, Snohomish, Pierce, and Kitsap counties) was adopted by the Puget Sound Regional Council General Assembly in October 2020. ] 



Proposed Metro Connects Future Networks

Interim Network (formerly 2025 Network)
Approximately when Link light rail comes to West Seattle (currently estimated 2030-2035)
 5.5 million annual service hours 
 13-15 total RapidRide lines 
 $11.5 billion in capital costs 

2050 Network (formerly 2040 Network)
 7.25 million annual service hours 
 19-23 total RapidRide lines 
 $27.6 billion in capital costs 


The transit service proposed for these two networks would be changed to update route alignments and frequencies to account for known changes, such as already-completed service restructures, and to respond to regional population and job growth projections. The network maps would also be adjusted to address equity gaps, particularly in the Skyway, SeaTac, and Kent East Hill areas.

In addition, the RapidRide network is proposed to be reconfigured into an overall smaller network. Instead of implementing 26 lines by 2040, the updated Metro Connects would propose 19-23 lines by 2050.[footnoteRef:22]  [22:  There are currently six RapidRide lines (A-F). Four additional lines are assumed to be implemented by 2025 and have funding already allocated, either through King County or the City of Seattle (G-J). Two more lines are in the planning phase and assumed to be next to be implemented (K & R). These two planning phase lines are part of three to five additional lines Metro plans to implement by the time of the Interim Network, following a process that would first identify up to 11 candidate lines. Metro would then add another six to eight lines for the 2050 Network.] 


· Update the estimated gaps between available and needed funding. As adopted, Metro Connects was not fully funded. The originally adopted Metro Connects identified the funding gap in service hours and capital costs that would be needed to implement each of the future networks.



Current Metro Connects Estimated Funding Gaps for Future Networks

At the time of adoption, Metro estimated that funding was available for:

2025 Network 
 70% of the additional annual service hours 
 25% of the incremental capital costs

2040 Network
 50% of the additional annual service hours 
 30% of the incremental capital costs 


As proposed, the updated Metro Connects includes updates to capital cost estimates, as well as updates to the funding gap that exists as of mid-2021.


Proposed Metro Connects Estimated Funding Gaps for Future Networks

At of this writing, Metro estimates that funding is available for:

Interim Network 
 3.37 million service hours (61% of the 5.5 million annual service hours)[footnoteRef:23]  [23:  Metro has not provided a dollar estimate of annual service hours costs or the gap that would exist. For reference, Metro’s 2022 budgeted fully allocated cost per hour is $187.] 

 $4.4 billion (38% of the $7.25 billion total capital costs)

2050 Network
 3.67 million service hours (51% of the 7.25 million annual service hours) 
 $10.3 billion (37% of the $27.6 billion total capital costs) 


Metro staff indicate the proposed Metro Connects will also provide additional information on the implementation of Metro Connects, including non-financial partnership opportunities and clarification of how policy and engagement inform implementation.

In addition, Metro staff have outlined a proposed RapidRide prioritization process for service and capital investment along corridors that would identify top corridors based on equity and sustainability factors, assess the viability of each corridor identified, and then prioritize and group corridors into tiers.


NEXT STEPS

Metro anticipates that legislation proposing updates to the policy documents will be transmitted for review by the RTC and County Council in late July. Once the transit policy legislation is introduced by the Council and referred to committee, the following Council rules would affect deliberations by elected officials:

· Mandatory dual referral. The transit policy legislation, as an example of a countywide policy or plan related to transit services formerly provided by the Municipality of Metropolitan Seattle, will be referred for action to both the Regional Transit Committee (RTC) and the Council’s Mobility & Environment (ME) Committee. Although both committees can discuss the legislation simultaneously, the RTC would act on the legislation first.[footnoteRef:24]  [24:  KCC 1.24.065.D.1.a & K.2, Rule 7] 


· Timeline for review. As a mandatory dual referral, there is a timeline for the RTC’s deliberations that begins on the date the legislation is formally introduced and referred at Council.[footnoteRef:25] Specifically, a regional committee must review and act on legislation referred to it within 120 days of the legislation’s referral.[footnoteRef:26] If the RTC seeks additional time, it may request an extension from the Council, which can confirm an extended timeline by a motion adopted by the Council.  [25:  KCC 1.24.065.E & F, Rule 7]  [26:  If the Council introduces and refers the transit policy legislation to committee on August 17, 2021 (the first Council meeting following the Council’s August recess), the 120-day deadline would be December 15, 2021.] 


Once the RTC acts on the legislation, the Council must amend, adopt, or defeat the legislation within 90 days after receipt of the initial RTC recommendation. The Council may request an extension in writing, which the RTC may approve by majority vote. 

· Timeline for amendments. The Council rules require the Chair of the regional committee (RTC) and the standing committee (ME) to work together to publish a timeline for amendments for the committees’ and Council’s deliberations.[footnoteRef:27] This amendment timeline[footnoteRef:28] must be distributed to all RTC members and all County Councilmembers no later than three business days[footnoteRef:29] after introduction and referral of the legislation.  [27:  KCC 1.24.155.C.2, Rule 16]  [28:  Per the Council rules, the Council’s regular amendment deadlines are: for striking amendments, direction to staff to draft an amendment five business days prior to meeting and distribution of the striker to committee members three business days prior to the meeting; and for line amendments, direction to staff two business days prior to the meeting.]  [29:  If the Council introduces and refers the transit policy legislation to committee on August 17, 2021, the amendment timeline would need to be published and distributed by August 20, 2021.] 


· Public testimony. The Council rules note that the Council “encourages public participation in the legislation process.”[footnoteRef:30] How and whether to include public comment or testimony at committee meetings is at the discretion of each committee Chair and will need to be determined by the leadership of the RTC and ME committees. Once the legislation is at the County Council, the Council must conduct a public hearing prior to adopting an ordinance.  [30:  KCC 1.24.095.A, Rule 10] 


· Regional committee and Council concurrence. A proposal from the regional committee may be adopted by the Council by five votes (if no amendments) or six votes (if there are amendments). If the Council votes to amend, the proposal must be re-referred to the regional committee for further review (timeline of 60 days for regional committee, with extension allowed by motion; with Council to act within 60 days of regional committee’s recommendation following re-referral).[footnoteRef:31]  [31:  KCC 1.24.065.G & H, Rule 7] 


INVITED

· Tessa McClellan, Government Relations Administrator, Metro Transit Dept
· Katie Chalmers, Supervisor, Transit Planning, Metro Transit Department
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