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1. Preface

he Interstate Com-

pact Agreement

establishing the

Washington Metro-
politan Area Transit Authority
(WMATA} 30 years ago by the
U.S. Congress, the States of
Maryiand and Virginia and the
District of Columbia envisicned
a regionally coordinated bus
and rail system for the Wash-
ington, DC metropelitan area.
Wwhile the regional rail system is
well on its way toward comple-
tion, the regional bus system
has evolved as a set of separate
operations with policy deci-
sions on fares and services
largely determined by local
jurisdictiocns. This condition
began in 1973 as WMATA
zssumed the operation of bus
services that were primarily pro-
vided by four major bus private
bus operators whaose financial
viability began to erode in the
late 1960's/early 1970's. Since
that time, the WMATA bus sys-
tem has functioned as a con-
tract operation serving at the
discretion of local jurisdictions.
Over time the situaticn has
resulted in inconsistent fares
and services, and in routes
remaining largely unaltered in
the face of dramatic changes in
population and employment
centers. Further, several juris-
dictions have opted to establish
their own bus systems.

Rather than face continued
fragmentation of the regional
bus system, the Regional
Mobility Panel, a group of local

elected officials and community
leaders from throughout the
Washington, DC area appeinted
by the WMATA Board of Direc-
tors to address this issue, has
drafted a plan to strengthen
and stabilize the regional bus
system serving the national
capital region.

Through a process of infor-
mation gathering, community
outreach and decision meet-
ings. the Panel concluded that a
stable regional bus system is
necessary if the Washington
area is to maintain and
enhance its economic vitality.
Under the integrated regional
bus system proposed by the
Panel, for the first time there
will be an ongoing commitment
by local jurisdictions to & set of
truly regional bus services
planned and operated by
WMATA, in consultation with
local jurisdictions. These bus
services will be coordinated and
integrated with a set of non-
regional bus services pianned
and provided through decisions
by local jurisdictions in a man-
ner similar to the way all bus
services are handled today.
WMATA will be able to operate
these services at the discretion
of local jurisdictions.

A new benefits-based sub-
sidy allocation formula for
regional bus routes is recom-
mended to address inequities
and inefficiencies in the exist-
ing formula. The shortcomings
of the existing fermula impact
proper business decisions, and




encourage participants to aban-
don the regional system. The
revised formula is similar to the
existing and regionally accepted
formula for the Metrorail sys-
tem, and it wiil be updated
periodically to remain current
and equitable.

The Panel also established a
subcommittee to assess the
magnitude of the need to fully
fund the WMATA bus and raii
Capital Improvement Program.
The Panel will reconvene within
six months to recommend a
course of action designed to
ensure reliable, predictabie and
adequate funding for this pur-
pose. The Panel recommends a
five-year transition period to the
new integrated bus system,
along with a strong commitment
that implementation of the plan
will not result in any layoffs of
WMATA unionized operating
employees. No bus subsidy
increases or bus fare increases
will occur through FY 2002. The
transition plan will also include
strategies to improve bus service
through coordinated and mar-
ket-based service planning; fare
stmplification and integration;
and comprehensive marketing
and customer information ser-
vices. These strategies are |
designed to make the region’s
bus services more “user friendly”
and customer oriented, with the
goal of providing incentives to
increase ridership. - ‘
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[I. Executive
Ssummary

[I.1. INTRODUCTION

Public transportation in the
Washington metropolitan area
provides more than [,000,000
passenget trips each day and
about 18% of the region’s com-
muter fravel needs. Approxi-
mately 43% of these trips are
made on buses operated by the
Washington Metropolitan Area
Transit Authority (WMATA} and
eight local transit systems in
the region. Bus services in the
Washington area fill the critical
roles of taking passengers to
and from the regional Metrorail
system, and providing access to
markets not served by the rail
system. A well coordinated and
growing bus system is necessary
if the region is to sustain the
economic growth it has experi-
enced over the last 20 years.
During the past 25 years,

the population of the Washing-
ton region has increased by
more than 40%. However, the
extent and quality of bus ser-
vice serving these citizens has
not kept pace. In fact, there is
less bus service in the region
today than existed 15 years ago,
and, increasingly, that service is
uncoordinated and not respon-
sive to today's changing needs
and travel markets. Under
today's structure, even the
Metrobus system is only nomi-
nally regional in nature, as its
services are governed by poli-
cies set by individual jurisdic-
tions, including passenger
fares, bus routing and bus
schedules.



Further, there is real discon-
tent with the way in which local
jurisdictions pay for bus service
operated by WMATA. A formula
for allocating these costs to
iocal jurisdictions was adopted
over 20 years ago and is still in
use despite wide-spread agree-
ment that it needs to be updat-
ed and modified.

In summary, bus service in
the Washington metropolitan
area does not serve the taxpay-
ers and the fare payers as well
as it can and should. When the
states of Maryland and Virginia,
the District of Columbia, and
the United States Congress rati-
fied the Compact establishing
WMATA in 1967, they charged
WMATA with developing and
“ _causing to be operated a uni-
fied or officially coordinated
transit system for the region.”
Such a system does not exist
today. With this report,
approved by the Regional
Mobility Panel and adopted by
the WMATA Board of Directors,
the Washington metropolitan
area is establishing the frame-
work for a regionally coordinat-
ed bus system that will fulfill
the charge established thirty
years ago in the WMATA Com-
pact, and will serve a greater
role in providing for the mobili-
ty needs of the metropolitan
area.

11.2. SUMMARY

In response to report language
in the 1997 Appropriations Act
for the U. 8. Department of

Transportation concerning the
firancial and service implica-
tions resulting from the increas-
ing fragmentation of regionai
bus systems, WIMATA was
directed to commission a study
on this issue and to propose
solutions. The WMATA Board of
Directors appointed a group of
business, government, labor
and citizen leaders, designated
as the Regional Mobility Panel,
to examine the current condi-
tion of bus service in the Wash-
ington metropolitan area and to
identify ways of improving it.
The Regional Mobility Panel
met seven times between Feb-
ruary and September 1997 to
review issues regarding the
regional bus system, and to
develop recommendations
intended to stabilize and
enhance the network of bus ser-
vices in the Washington area.

The panel found the follow-
ing conditions affecting bus ser-
vice in the Washington region:

R Diffusion of responsibiti-
ty: the share of bus service in
the Washington area provided
by the regional bus transit sys-
tem (Metrobus) has declined
from 99% in 1977 to 74% in
1996 as a result of several local
jurisdictions initiating locally
based and operated bus sys-
temns, and as a result of
Metrobus service reductions,
which have been necessitated
by both the opening of the
Metrorail system and budgetary
constraints of some local
jurisdictions.

H Bus service has not
matched population growth:
the amount of bus service pro-
vided in the Washington area
{both regional and local) has
not grown to keep pace with
the population and employ-
ment expansion that has taken
place over the {ast 25 years.

® High Metrobus costs: the
cost of operating the Metrobus
system (exclusive of capital
cost considerations) is mid-
range when compared to other
large metropolitan systems but
is higher than the cost of opert-
ating locally provided bus ser-
vices. This is due to negotiated
labor provisions which are tied
to national trends, the charac-
teristics of metropolitan bus
services designed primarily to
meet commute criented travel
patterns and the decline in
Metrobus service levels that
has limited WMATA's ability to
hire new employees at negoti-
ated, competitive entry level
wages.

® Outdated cost allocation
formula: the methodology for
allocating Metrobus subsidies
to local jurisdictions is based
on outdated and inequitable
criteria that provides incentives
for reducing Metrobus services
and disincentives for remaining
in a regicnal bus system, pre-
vents management from engag-
ing in sound business plan-
ning, and has led to a situation
where transit policy for regional
bus services, including fares
and service levels, are set by



individual jurisdictions rather
than regionally.

@ Uncoordinated and inad-
equately planned service: the
lack of integration among bus
systems in the Washington
area, the absence of a regional
approach to bus service plan-
ning and policy, and the declin-
ing level of bus service in the
Washington region are not
compatible with the continued
expansion of the Washington
region and the changing
employment and population
growth patterns that have
occurred and will occur over
the next 20 years. Bus services
offer the potential to flexibly
meet the needs of a changing
marketplace while playing an
important role in providing
feeder services to the extensive
Metrorail system and the mar-
kets it serves.

7 Service fragmentation: In
the absence of a comprehen-
sive regional transit service
plan, it is likely that the shift
away from regionally operated
bus service will continue to
accelerate and will result in fur-
ther service fragmentation.

in response to these find-
ings, the Panel recommends
that the region adopt and
implement a comprehensive
program designed to reinvigo-
rate bus service throughout the
region. The basic thrust of these
recommendations is to estab-
lish a regionally coordinated
bus transportation system that

defines the roles and responsi-
bilities of the various bus tran-
sit.providers in the overall
regional bus system. The ele-
ments of the program are:

= A clear market-based
delineation between bus routes
that are "regional” and "non-
regional” in nature based on
appropriate criteria that define
the two different markets.

= The establishment of a
new, benefit-based regional bus
subsidy allocation formula that
will equitably distribute subsi-
dies for the regional bus system
to local jurisdictions, that pro-
vides incentives for sound busi-
ness planning, decision making
and ridership growth, and that
will be updated on a periodic
basis.

= An aggressive program of
cost controls by the regional
carrier (WMATA) that will hold
the average bus fare and local
subsidy levels constant through
2002. This will be made possi-
ble by a regional bus service
plan that will provide long-term
service stability and predictabil-
ity.

Z An agreement that no
WMATA unionized operating
personnel will be laid off as a
result of any changes in the
regional service plan.

= A new delineation of bus
service planning responsibiii-
ties where WMATA, in consulta-
tion with all jurisdictions, will
be responsible for planning
regional bus services, and local

jurisdictions, in consultation
with WMATA , will be responsi-
ble for planning non-regional
bus services.

= A program to develop a
simplified and integrated pas-
senger fare system., to build an
integrated customer service
network and to enhance region-
al transit service marketing.

& A stabilization of regional
bus service levels, and a regicn-
al effort to plan for new services
in under-served and unserved
areas of the region to meet cur-

rent and future transportation

requirements.

= An agreement from local
jurisdictions to make a long-
term financial commitment to
participate in the regicnal
Metrobus system in accordance
with the regional service plan,
the new subsidy allocation for-
mula and an agreed upon tran-
sition and action plan.

Z A recognition that a
healthy bus system is depen-
dent upon a fully funded capital
rehabilitation and replacement
program, and that this require-
ment needs to be addressed by
the region as part of a broader
review of the funding require-
ments for the WMATA bus and
rail capital improvement pro-
gram, as well as that of the
region's other public transit sys-
tems.



[1.3. PRINCIPLES

This overali program is incorpe-
rated in a series of principles
adopted by the Panel entitled
“Principles for Coordinated Bus
Service in the Washington Met-
ropolitan Area’”. They are:

1

REGIONAL Bus SYSTEM

The Regional Mobility Panel
has defined an integrated
regional bus system that is
to be planned, funded and
operated in a manner simi-
lar to the approach that has
long existed for the suc-
cessful Metrorail system.
Under the current system,
services operated by
Metrobus are only nominal-
ly regional, as policy deci-
sions on fares and services
are largely determined by
local jurisdictions.

Under the integrated
regional bus system pro-
posed by the Panel, for the
first time there will be an
ongoing commitment by
local jurisdictions to & set
of truly regional bus ser-
vices planned and operated
by WMATA in consultation
with local jurisdictions.
These bus services will be
coordinated and integrated
with a set of non-regional
bus services planned and
provided through decisions
by local jurisdictions.

I...I.............IC....

iSee Volume 2, Technical Appendices for

the complete text.
..l..'...........’l.l‘l.

3

REGIONAL SERVICE PLAN
in the defined bus system,
regional and non-regional
bus routes are distin-
guished to serve properly
markets in the Washington
metropolitan area. The new
regional service plan
ensures predictability and
stability of the existing bus
services and fosters the

" development of new bus

services. This includes crite-
ria that will generally define
regional routes and non-
regional routes for beth the
present and the future,
while acknowledging the
services already provided by
local jurisdictions.

New REGIONAL Bus
SUBSIDY ALLOCATION
FORMULA

A new benefit-based sub-
sidy allocation formula for
regional bus routes should
he adopted to address
inequities and inefficiencies
in the existing formula. The
revised formula should be
keyed to the existing and
regionally accepted formula
for the Metrorail system,
and should be updated
periodically to remain cur-
rent and equitable.

WMATA SERVICE AND
FiNaNCIAL. COMMITMENT
WMATA commits to main-
tain constant average
regional bus fares and to
maintain bus subsidy levels
through aggressive cost
controls, and pledges to
advance service improve-
ment strategies under the
Service and Productivity
Enhancermnent Program for
the five year period FY
1998-2002.

FivE-YEAR TRANSITION

PLAN

A five-vear transition period
to the regional and non-
regional bus system struc-
ture should be adopted,
based on staged implemen-
tation, which assumes no
layoffs of WMATA unionized
operating employees. The
transition plan should
include strategies to
improve bus service
through coordination of
service planning; the estab-
lishment of service quality
standards, defined jointly
by WMATA and local juris-
dictions; fare simplification
and integration; compre-
hensive marketing and cus-
tomer information services;
and market-driven service
planning.




REGIONAL FINANCIAL.
AGREEMENT

Local jurisdictions and
WMATA should enter into
an interjurisdictional finan-
cial agreement to partici-
pate in the regional bus
systemn in accordance with
the regional service pian,
new subsidy allocation for-
mula and five-year transi-
tion plan.

LONG-TERM FUNDING
STRATEGY

The Regional Mobility
Panel agrees that there is a
need to define the magni-
tude of the funding require-
ments for the WMATA bus
and rail Capital Improve-
ment Program, and
acknowledges its responsi-
bility to address and
resolve the issue. it agrees
to reconvene upon receipt
of the recommendations of
the Transit Funding Sub-
committee, and to meet
and confer during a six-
month period resulting in a
final course of action
designed to ensure a reli-
able, predictable and ade-
quate amount of funding
for this purpose. The region
together will pursue, sup-
port and implement neces-
sary actions in the District
of Columbia, Maryiand, Vir-
ginia and the U.S. Congress
during the five-year transi-
tion period to fully fund the
annual needs of the CIP, as
determined by the Panel.

[i.4. RESULTS

These principles form the basis
for creation of the coordinated
regional bus system envisioned
when the region and Congress
established WMATA over 30
years ago. Implementation of
the various principles agreed to
by the Regional Mobility Panel
will take commitment and
cooperation. The results are
well worth the effort:

& Bus service will be
planned and operated system-
atically, rather than as a series
of uncoordinated routes

= WMATA will be able to
address the issue of the cost of
service under a service plan
that ensures stability and pre-
dictability o

= Loca! jurisdictions will
be able to better plan for tran-
sit expenditures

= WMATA and local juris-
dictions will be able to carry
out capital improvements in a
more orderly manner, making
service more reliable for cus-
tomers

= Transit riders will benefit
from customer-responsive ser-
vice, a better coordinated
regional transit system and ser-
vice improvements meeting
today’s needs and tomorrow’s
expectations.

The Regional Mobility
Panel strongly urges the adop-
tion of these principles in order
to ensure the continued
strength and financial viability

of the Washington metropolitan
area and its transit services.
The Panél believes that through
renewed regional cooperation
and adherence to these princi-
ples, the costs of regional bus
services will stabilize and even-
tually decline, while at the
same time ensuring the strate-
gic growth of new bus services
to properly serve the growing
Washington region.
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2 111. Congressional
Mandate and
Regional
Mobility Panel
Charter
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111.1. JOINT COMMITTEE
REPORT: SEPTEMBER, 1996

The Joint Appropriations Com-
mittee of the U.S. House and
Senate, upon the request of
Representative Frank Wolf of
Virginia, included the following
provision in their report on the
1997 Transportation Appropria-
tions Act:

The conferees are con-
cerned that throughout the
United States rising costs and
fragmentation of regional bus
systemns may have significant
financial and service implica-
tions. Nowhere is this more evi-
dent than in the national capital
region. Accordingiy, within the
$3,000,000 appropriated for
transportation planning,
research, and development
activities, the conferees direct
the Secretary of Transportation
to make available sufficient
resources to the Washington
Metropolitan Area Transit
Authority to commission an
independent study to analyze
how to meet current and future
bus transportation needs for the
greater Washington metropoli-
tan region through the year
2020. The report is to be sub-
mitted to both the House and
Senate Commitiees on Appro-
priations by September 30,
19972

..I.............I..l....

2104 H. Rpt. 785, “Making Appropriations

for the Department of Transportation
And Related Agencies for the Fiscal Year
Ending September 30, 1997, and for
Other Purposes;” September 16, 1996
{Joint Explanatory Statement Cf The
Committee Of Conference; Amendment
No. 2).

....'..I......I...'...I.

111.2. REGIONAL MOBILITY
CONFERENCE: JANUARY,
1997

In response to this Congres-
sional directive and in recogni-
tion that the time was appropri-
ate for a full examination of the
region’s transit condition,
WMATA convened a Regional
Mobility investment Conference
of leaders of the region in Janu-
ary 1997. Over 150 elected offi-
cials, representing local, state,
and Congressional interests,
and business and community
Jeaders took part in the confer-
ence. The Conference adopted
the following action clauses in
a resolution which was the
basis for fulfilling the mandate
of the Congressional appropria-
tions report:

NOW, THEREFORE, BE IT
RESOLVED that the conference
participants here recommit to
develop an action plan to
address WMATA's role in meet-
ing the region's current and

“future mobility needs; and

BE IT FURTHER RESQOLVED
that a Regional Mobility Panel
composed of local government
officials. business leaders, and
citizen representatives shall be
established by the WMATA
Board of Directors to examine
the funding needs of the Metro
systemn and to propose and seek
a predictable and reliable
financing mechanism to meet
those needs; and

BE IT FURTHER RESOLVED
that the Regicnal Mobility Panel
shall alsc assess the current and



future bus transportation needs
for the Washington metropoli-
tan region, shall review the
structure, form of funding, and
role of Metrobus, and shall
determine how to deliver cost-
effective, efficient, and coordi-
nated bus setvice to the region®
Immediately following the
conference, the WMATA Board
of Directors moved to formatiy
establish the Regional Mobility
Panel. A broad-based commit-
tee of elected, business, labor
leaders and citizen/rider repre-
sentatives was appointed and
charged with overseeing the
independent study of bus tran-
sit in the region as mandated
by the Congress, and with
developing a future financial '
plan for Metro. -

.............‘..l.....ll

*Complete text of the resolution is found

in the Technical Appendix.

C..I...........II......‘

[11.3. REGIONAL MOBILITY
PaNEL CHARTER: FEBRUARY,
[997

. At its first meeting on February

11, 1997, the Panel adopted by
consensus the following charter:
® Assess the current and
future bus transportation needs
for the Washington metropoli-
tan region; review the structure,
form of funding, and the role of

Metrobus; and determine how
to deliver cost-effective, effi-
cient and coordinated bus ser-

vice to the region.

& Develop an action plan
to address WMATA's rele in
meeting the region’s current
and future mobility needs.

® Examine the funding
needs of the Metro system and
to propose and seek pre-
dictable and reliable financing

"mechanisms to meet these

needs.



srrzrs=ssesese W1 PANEL STRUCTURE included chief government

IV Panel Structure The Regional Mobility Panel officials, the business commu-
ity, lab iti -
and Process listed on the title page of this F;g\'re: or, and citizen represen

report was appointed by the

WMATA Board of Directors. It The Panel met approxi-

mately monthly beginning on
TaBLE [

MEETING DATE PANEL DECISION POINTS

February 11 = General dlscussmn of Panel ob]ectwes working arrangements and
study issues

= Adopt Pane] work plan and establish meeting schedule
= Approve Technical Committee

= Rev1ew Regional Bus Study work plan wrth consultant

Apnl 8 =z Approve criteria to evaluate strategres for developing a coordinated
regional bus service

= Agree to alternative strategies 1o be studied for service delivery,
organization and institutional arrangements, allocation, and sup-
port functions

= Overview of current allocation procedure and sources of fundmg

May 20 ‘ = Review initial assessment of solutlons and refinement of strategres
for coordinated regional bus service

= Review im plementation activities

z Review regional transit funding strategies from other major metro-
politan areas

June 17 z Approve the strategy for coordmated regional bus service and insti-
tutional frarmework

= In light of the regional bus strategy, review analysis of funding
requirements for bus and rail services

= Discussion of fundmg options

July 22 = Discuss criteria for applying strategy for coordrnated reglonal bus
service and institutional framework on a route-by-route basis

& Review alternative bus subsidy allocation methods

-éeTpternber 9 2 Revrew and comment on draft flnal report to Congress
= Agree to action plan for a coordinated regional transit service

= Further discussion on a regional funding strategy

- September 26 = Approve fma] report to Congress on bus study
= Adopt resolution endorsing final report

= Next steps: developing an action plan for future mobility needs,
including a strategy to fully fund the annual needs of the WMATA

cIp




February 11, 1997 according to
the schedule set out in the fol-
lowing table. It approved this
report at its seventh meeting on
September 26, 1997. Between
meetings of the Panel, a Techni-
cal Committee composed pri-
marily of staff supporting the '
respective Panel members met
to review the progress of the
study, to discuss various
options under consideration,
and to prepare advice to their
respective principals on the
Panel.

The Panel took action by
consensus throughout its pro-
ceedings, with the exception of
the acceptance of the final
report, which was accepted by
vote. A majority of the Panel
members were present at each
meeting. The Panel did not
adopt any rules of order but
consented to the rule of the
chair. Minutes of each of the
Panel meetings are contained
in the Technical Appendix.

[V.2. PuBLIC INVOLVEMENT
PROCESS

The Panel oversaw a compre-
hensive public involvement pro-
gram to ensure responsiveness
to fundamental public interests
and accountability for its deci-
sions. Citizen members of the
panel were appointed by the
WMATA Board and participated
actively in the Panel proceed-
ings, including the development
and implementation of the
Panel’s public involvement pro-
gram, as described below:

& an allotment of time at
the beginning of each meeting
for public comments; members

" of the public addressed the

Panel regularly at these times

& taped interviews by vari-
ous Panel members about the
Panel's activities for broadcast
on cable stations throughout
the region

m regular press contact
through news releases and
media/press briefings by the
Panel Chairman

The most substantive ele-
ments of the public involve-

ment program were stakeholder.

interviews, a series of public
farums held throughout the
region and a public opinion -
survey. '

IV.2.1] STAKEHOLDER
[NTERVIEWS

Over 40 interviews were con-
ducted with individual govern-
ment, labor, civic, consumer,
and business representatives
throughout the region. Inter-
views ranged from an hour to
four hours long. Interviewees
were asked their views about
current bus service effective-
ness and efficiency, future
needs, funding methods, and
possible institutional struc-
tures.

Themes that were frequent-
ly voiced during’the interviews
included:

E the process for allocating
subsidies among local govern-

ments is “broken,” and needs to
be fixed

® Metrobus operating costs
are higher than local jurisdic-
tion systems

bus service generally has
a low profile and public image:
“Metro” means Metrorail to
most people

B service reductions in
recent years have frustrated
Metro's efforts to realize the
benefit of lower entry level
wage provisions negotiated in
recent labor contracts

customers want and need
more coordinated public infor-
mation and a more integrated
fare system

B better regiona'l bus plan-
ning and service, particularly
for suburb-to-suburb markets,

s neede_d

@ aithough a new funding
source for transit might benefit
the region in the long run, con-
cerns about cost levels and
institutional issues undermine
interest in addressing the issue
as an immediate priority

. ® the status quo is not an
acceptable condition



IV.2.2 PuBLIC FORUMS

The Regional Mobility Panel, as
part of its public participation
process and to disseminate
information on the study, con-
vened three sets of public
forums. Each set of forums
included individual meetings in
the District of Columbia, Mary-
land and Virginia.

The first set of forums were
conducted in early June 1997.
The forums attracted more than
three hundred participants. The
major themes identified by the
public participants focused on
the need to maintain a regional
bus system, a need for a dedi-
cated source of funds for tran-
sit, a need for new inter-juris-
dictional service to meet cur-
rent travel needs, improve-
ments to current bus service
levels, and the ability to modify
transit services as travel
demands change in the future.
In addition, many concermns
were raised regarding the possi-
bility of “privatizing” bus ser-
vices as a result of the study.
Some participants felt that “pri-
vatizing” bus service would lead
to an overall degradation of ser-
vice through reductions of bus
service, increases in fares and a
fack of public input.

The second set of public
forums were held in mid-july
1997. These forums attracted
more than four hundred-fifty
participants. Participation was
about one-quarter public and
three-quarters Metrobus
employees. The public reiterat-

TABLE 2

PUBLIC IMPRESSIONS OF BUS SERVICE

People depend on it
Drivers are helpful
Reliabble
Destination on tirme
Wwell managed
Low cost
Good way to travel
Goes where ! go

Information available

DISAGREE

B people depend on bus
service

B people generally have a
favorable impression of
bus service

W the availability of public
information needs
improvement

W the region needs more
and improved bus
service

ed many of the themes identi-
fied at the first set of forums
and strongly requested the
Regicnal Mobility Panel to
address their concerns in any
decision about the region's bus
services. Metrobus employees
expressed their concerns about
the impact this study would
have on their livelihoods and
their families. They stated that
Metrobus employees are dedi-
cated to providing quality ser-
vice to the public and have
demonstrated this during many
weather and service emergen-
cies experienced in past years.

9 10
AGREE

They also pointed out that they
have provided many conces-
sions to management in past
labor negotiations to improve
productivity and tc controi
costs.

A public information ses-
sion was conducted cn Septem-
ber 23, 1997 prior to the Panel's
adoption of this report. The
final set of public forums has
been scheduled for mid-Octo-
ber 1997 to focus on the recom-
mendaticns of the Regional
Mobility Panel and to continue
discussions regarding funding
of the region’s transit services.

1V.2.3 PusLIC OPINION
SURVEY

The Panel commissioned a pub-
lic cpinion survey designed to
gauge public attitudes about
mobility in the region.* Over
1000 citizens throughout the
region took part in this survey.

“A complete presentation of the survey is
contained in the Technical Appendix
Section V.3
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Key findings are:

= the public has a positive
view of current bus and transit
service

W the public believes
shared responsibility between
Metro and local governments
for providing bus service is
appropriate

® the existing service
provider (whether regional or
local) is generally favored

W Metrobus was perceived
as the service provider that
would:

& best respond to the
region's future needs

B be least likely to increase
government spending

In addition to this survey,
the union representing
Metrobus employees aiso com-
missioned independent public
opinion surveys. As reported to
the Regional Mobility Panel by
union representatives, the
results of the surveys show
strong public support for
regional bus service and
Metrobus and a need to expand
the region’s bus system.

PEeTOPPT O QO BIRODDOCOORDCO
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V.1. SERVICE

Table 3 examines the trend in
the combined level of WMATA,
Montgomery County, Fairfax
County and the City of Alexan-
dria bus services in the region.’
The trend in the regional total
shows that total WMATA plus
local bus service reached a peak
in 1992 after a gradual increase
from 1984. Since 1992, total
regional bus service has
declined; although local bus
service levels have grown,
WMATA bus service has been
greatly reduced. This was pri-
marily due to financial pres-
sures on local governments,
particularly in Fairfax County
and the District of Columbia.
Consequently, in 1977, when
only Montgomery County was
operating a separate bus ser-
vice, WMATA provided 99 per-
cent of the region’s bus service
miles; but by 1996, WMATA
operated only 74 percent of the
region’s service’

Although all WMATA bus
service is provided directly by
WMATA through its own
employees, it should be noted
that not all of the service pro-
vided by the local jurisdictions

[ EE RN ENERENENNEHRINES;NNNH;NSJ;NZN}E]

*City of Fairfax CUE service and Prince
George's County Bus service were alsc
operated during this period; they
accounted for smaller mileage figures
and do not appear in the exhibit.

[ EE RN ENENNNENEJRNHNENRZMNHES;SNENR;NMNH}J

*A rmore detailed presentation of the
trends in local jurisdiction bus service is
presented in section V.1 of the Technical
Appendix.



TABLE 3
BUS SERVICE LEVELS: 1977-98
(MILLIONS OF BUS MILES PER YEAR]

65
60
55
50
45
40
35
3¢
25 @
20
15
10

77 79 B8 83 85 87 & 91 03
M today's level of service is
the same as ‘81 despite
more than 40% regional

growth

m Metrobus operated 99%
of service in ‘77; 74%
today

TABLE 4

95

HOUW

Dash
Connector
Ride-On
Metrobus

contracted service; rather, the
Panel addressed the distinction
between service planned and
provided through a regional
entity such as WMATA and ser-
vice planned and provided
through a local jurisdiction.

As discussed above, total
bus service levels have

remained relatively constant
since 1977. The charts on the
following pages show how the
size of the region, in terms of
population and employment,
has expanded. This growth in
population and employment is
expected to continue over the
next twenty years as the two
maps on the following pages
illustrate. While the number of
jobs located outside the central
business district will increase
by a higher percentage than in
the central business district, the
total number and concentration
of jobs will continue to remain
higher in the traditional central
business district core area of
the region.

Tabie 4 presents total daily
person trips to employment in
(1) central jurisdictions (Wash-
ington, D.C., Arlington County

is provided in this manner. For
example, the City of Fairfax
(CUE) provides all of its service
directly with its own employees,
as WMATA does, while Fairfax
County provides all of its ser-
vice (“Connector”) through com-
petitively procured contracts,
but holds title to the vehicles.
Montgomery and Prince
George's County provide service
("Ride-On” and "the Bus’,
respectively) on some routes
with their own empioyees and
vehicles, and on other routes
through a contract with a pri-
vate owner/operator. Through-
out its discussions, the Panel
seldom distinguished between
directly operated and privately
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TABLE 6

Acnral/Projected Jobs
1960, 1950 and 2020
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W 2020
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and the City of Alexandria),

(2) inner suburbs (Montgomery
County, Prince George's County,
Fairfax County, City of Fairfax
and City of Falls Church) and
(3) outer suburbs (Loudoun,

Prince William, Calvert, Charles,

Frederick and Stafford Coun-
ties). Work trips to the central
jurisdictions are expected to
grow by 137 percent between
1990 and 2020. Work trips to
the inner suburbs are expected
to grow by 178 percent, while
the highest rate of growth (206
percent) is expected in the
outer suburbs. However, the
central jurisdictions, WMATA'S
core service area, wil still
exceed the outer suburbs in
total work trips. To maintain the
economic viability of the
region, the Panel emphasized
the need for a cost-effective
means of providing bus trans-
portation that couid serve not
only the central jurisdictions,
but also be flexible and respon-
sive to meet the changing mar-
ketplace of the inner and outer
suburbs.

V.2. CosT

Table 7 illustrates the relative
unit costs of the major bus
operators in the region. The
local jurisdictions operate ser-
vice at lower cost rates than
WMATA, and there is no signifi-
cant trend in the difference
between the cost levels.

The Panel discussed data
showing that WMATA's operat- -
ing costs were similar to major

TaBLE 7

OPERATING EXPENSE PER REVENUE BUS HOUR
REGIONAL. AND LOCAL OPERATORS

(CONSTANT 1 996 DOLLARS)
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metropolitan peers, and that a
similar differential distin-
guished metropolitan system
from suburban system cost lev-
els in other metropolitan '
areas.”

The Panel reviewed data

that focused on the following

factors as contributing to the
difference in cost levels
between WMATA and the local
jurisdictions:

# Wage rates

z Fringe benefits

# Work rules

E Service profile

E Wage progression

The Panel reviewed data

illustrating the contrast in

wages between Metrobus and
local jurisdiction operations. As

[(EXEREENERSEER N ENNERENEERNEN]

"Data comparing metropolitan and sub-
urban operator cost rates are presented
in the Technical Appendix.

(RN N RN ENENENERENRNNNNNENNEENENENK]

- m Metrobus costs are
higher reflecting a
typical metropolitan
operator labor contract

~ W 3|l operators have con-

trolled costs over time

B most metropolitan oper-
ators with suburban
counterparts have simi-
lar cost relationships

shown in table 8, even though
starting wage rates are similar,
the Metrobus wage progression
and high tenure result in a
higher average wage than is
paid to local service operators.

The WMATA labor contract
work restrictions and pay provi-
sions are particularly costly for
service that requires large num-
bers of operators for short



TABLE &

BUS OPERATOR

WAGE RATES AND TENURE

Average Starting Average
System S/Hour $/Hour Tenure
WMATA (689) $18.35 $11.34 15.6 years
Ride-On $14.98 $11.38 6.6 years
Dash $12.93 $10.64 4.5 years
Connector (Newington) | S11.51 $10.13
Connector (Herndon) $9.77 $9.20

" @ WMATA labor contract
based on national labor

trends

B operator seniority results
in higher average wages
in older systems

lengths of time in the morning
and evening rush hours, and
relatively fewer operators in the
midday and evenings. The
panel devoted considerable
attention to the daily service
profile, specifically, the ratio of
the number of buses required
for peak rush hour service to

TABLE 9

Source: WMATA survey, October, 1996

the number of buses required
in the midday base (the peak-
to-base-ratio). Because of the
commuter oriented nature of
the Washington region’s travel
market and changing travel pat-
terns, the Washington region
has an unusually high peak-te-
base ratio (2.85:1) compared {0
g 2.0:1, which is typical for the
transit industry. This reduces
the productivity of the fleet and
of operator labor.

Finally, the Panel noted the
effect of Metrobus service
reductions. The Metrobus work

WMATA BUS SERVICE PROFILE
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force is paid based on the
length of time employed, and
any reduction in work force
(through attrition or through
lay-off policies) separates only
the newest, lowest paid
employees. Contraction in ser-
vice or reduction in force have
the effect of increasing the
average hourly cost of labor, the
largest component of Metrobus
costs. Conversely, stabilizing or
growing the Metrobus system
could result in a reduced unit
labor cost.

V.3. ALLOCATION OF
METROBUS COSTS

Financial responsibilities for
Metrobus are shared by the
member jurisdictions. The
funding required from each
jurisdiction is computed as the
difference between revenues
and costs allocated to the juris-
diction. The method used to
allocate subsidy requirements
to the respective jurisdictions
has not changed in 20 years,
although service characteristics
have changed substantially. The
operating deficit allocated to
the jurisdictions in FY1997 was

The high service profile is
caused by:

m commuter based market

W highest female work
force participation rate
inUS.

® highest rate of 2-income
households in U.5.




approximately $180 million.

The Panel reached the fol-
lowing fihdings concerning the
current formula:

®m Outdated Information:
The current formula relies on
outdated information, such as
the distribution of 1975 peak
period buses to allocate certain
costs

® Business Planning: The
current formula reduces man-
agement’s ability to implement
system cost saving or fare sim-
plification actions because
these actions may result in cost
increases or revenue reductions
in some jurisdictions

m Artificial Financial [hcen-
tives/Disincentives: Under the
current formula, jurisdictions
that reduce bus service save
mare than the resulting system
cost savings and jurisdictions
that increase bus service pay
more than the resulting system
cost increases

® Cost Shifting: As bus ser-
vice is reduced in any one juris-
diction, the unit costs for all
remaining bus service increases
resulting in cost increases in
jurisdictions that do not
change their service

m Revenue Allocation: The
current practice of separatety
allocating revenues to
Metrobus routes has had the
affect of slanting Metrobus fare
policies to suit revenue objec-
tives of each local jurisdiction,
resulting in complex and incon-
sistent fare structures

One of the themes of the
stakeholder interviews was that
the allocation problems needed
to be remedied. The fragmenta-
tion of the bus system was
often attributed in part to the
allocation process, as it was
seen as having an accelerating
effect on the interest in substi-
tuting locally operated service
for Metrobus. The consensus to
change the formula emerged
early in the Panel's discussions.

V.4. SERVICE INTEGRATION
AND COORDINATION

The Panel also recognized a
need to address service coordi-
nation from a regional perspec-
tive. In addition to the need for
service across jurisdictional
boundaries, the Panel was con-
cerned about the general
increase in sideways move-
ments, or circumferential travel
patterns, in contrast to the tra-
ditional radia! patterns oriented
to the central business district.
Recognizing that the Metrorail
system serves primarily the tra-
ditional radial travel patterns,
the Panel was concerned about

‘the capacity of the regional bus

system to provide transit ser-
vice for these emerging mar-
kets. The Panel shared the con-
cerns of riders about the user-
friendliness and quality of the
bus services offered in the
region as a whole, including
ease of customer access to
information and clarity of the
muiti-operator fare structure. In
addition, a cohesive marketing

strategy is needed to increase
the public's awareness of the
region's public transit services.

Many of the public forum
speakers noted that fare simpli-
fication and the availability of
information was important to
them. The stakeholder inter-
views also established the gen-
eral support for fare integration
and coordinated marketing of
bus service. The Panel reached
consensus that fare simplifica-
tion and coordinated customer
information need to be includ-
ed in the bus service improve-
ment programs.

V.5. FUNDING

The subsidy for the region's
transit services is funded pri-
marily from local and state gov-
ernment general funds or funds
dedicated to transpertation
purposes; Federal operating
subsidies have been and are
projected to continue to
decline.

The Panel reviewed data
about how the largest metro-
politan areas fund their transit
operating programs. The Wash-
ington area stood out because
of the lack of ongoing funding
dedicated to transit. Other
areas rely on a variety of dedi-
cated funding sources, of which
a retail sales tax is the most
common.

The current situation is the
Washington metropolitan area
leaves transit in annual compe-
titions for funding in some of
the local jurisdictions. In some



instances, transit competes
against other state and local
responsibilities for shrinking
general fund dollars. WMATA
cannot establish budget priori-
ties or anticipate the results of
each jurisdiction’s budget deci-

sions.

For this reason, the Region-
al Mobility Investment Confer-

ence identified, in its resolu-
tion, the need to develop a

strategy for stable, reliable, pre-
dictable and adequate funding
for transit services. To take the
next steps forward, the Chair-
man of the Regional Mohility
Panel appointed a funding sub-
committee to evaluate overall
regional transit funding needs,
to formulate strategies for
meeting the needs, and to
report back to the Regional
Mobility Panel.

W most major metropolitan
areas have dedicated
funds for transit

B most prevalent is the
retail sales tax

B the national capital
region has minimal
dedicated funding

TapLE 10
DEDICATED FUNDING FOR MAJOR METROPOLITAN SYSTEMS
. Other Total
Gasoline incomme Property Other Dedicated Dedicated
Sales Tax  Tax Tax Tax Tolls Taxes Funds Funds
Dallas | 99% 5 - 99%
San Jose 9% | 9%
San Francisco BART l 84% 11% | 95%
Denver 4% 94%
Portland 91% 91%
Seattle 49% 42% 91%
Atlanta 90% 90%
Cleveland 89% 1% 89%
Crange County 84% 5% 89%
Los Angeles 81% 4% 4% 89%
Houston 84% 84%
Chicago Commuter Rail.  75% 759,
Minnesota-St. Paul (0% 70% 70%
Oakland L 31% 31% 62%
New York City Transit 11% 15% 15% 7% 13% 1% 61%
New York LIRR : 22% 36% 59%
Chicago 54% 54%
New York Metro-North 9% 34% 43%
San Franciso Muni 23% 1% 3% 27%
New jersey 25% 25%
Philadelphia 23% 23%
Pittsburgh 18% 18%
washington, DC 4% 4%




V.6. CRITICAL ISSUES

After reviewing the service, cost.
cost allocation, service integra-
tion, and funding background of
today’s bus services in the
Washington region, the Panel
identified the following critical
issues: -

m the share of bus service
in the Washington area provid-
ed by the regional bus transit
system (Metrobus} has
declined from 99% in 1977 to
74% in 1996 as a result of sev-
eral local jurisdictions initiat-

ing locally based and operated -

bus systems, and as a result of
Metrobus service reductions,
which have been necessitated
by both the opening of the
Metrorail system and budgetary
constraints of some local juris-
dictions.

® in the absence of a com-
prehensive regional transit ser-
vice plan, it is likely that the
shift away from regionally oper-
ated bus service will continue
to accelerate and will result in
further service fragmentation.

m the amount of bus ser-
vice provided in the Washing-
ton area (both regional and
local) has not grown to keep
pace with population and
employment growth that has
taken place over the last 25
years.

m the cost of operating the
Metrobus system (exclusive of
capital cost considerations) is
mid-range when compared to
other large metropolitan sys-

tems but is higher than the cost
of operating locally provided
bus services. This is due to
negotiated labor provisions
which are tied to national
trends, the characteristics of
metropolitan bus services
designed primarily to meet
commute criented travel pat-
terns, and the decline in
Metrobus service levels that has
limited WMATA's ability to hire
new amployees at negotiated,
competitive entry level wages.

7 the methodology for allo-
cating Metrobus subsidies to
iocal jurisdictions is based on
outdated and inequitabte crite-
ria that provide incentives for
substituting Metrobus services
and disincentives for remaining
in a regional bus system, pre-
vents management from engag-
ing in sound business plan-
ning, and has led to a situation
where transit policy for regional
bus services, including fares
and service levels, are set by
individual jurisdictions rather
than regionally.

= the lack of integration
among bus systems in the
Washington area, the absence
of a regional approach to bus
service planning and policy,
and the declining level of bus
service in the Washington
region are not compatibie with
the continued expansion of the
Washington region and the
changing employment and
population growth patterns
that have occurred and will
occur again over the next 20

years. Bus services offer the
potential to flexibly meet the
needs of a changing market-
place while playing an impor-
tant role in providing feeder
services to the extensive Metro-
rail system and the markets it
serves.

& reliance on the separate
state and local budget appro-
priations processes of WMATA's
funding partners from year-to-
year, in an era of declining Fed-
eral assistance, is reducing the
efficiency and effectiveness of
the regional transit system: the
region must develop a long
term strategy for providing ade-
quate, predictable and reliable
funding for transit.
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V]. Recommenda-
tions

Based on its review of the back-
ground information and discus-
sion and analysis of the critical
issues, broad consensus
emerged from the Regional
Mobility Panel on the following
points:

there is a fundamental
need to maintain a regional
bus system, most essentially
e for interjurisdictional travel,
o but also for intra-jurisdictional
bus service

POHODOQCODOOO00O00GOGOCO00CO®

E criteria need to be estab-
lished to clearly delineate
regional and non-regional ser-
vices based on travel markets

& the method of allocating
regional bus subsidies needs to
be based on the benefits
received and needs to be more
equitable

a regional transit service
plan and planning function
needs to be established to
respond to the region’s chang-
ing travel patterns

the regional transit ser-
- vice plan will not result in the
o Jayoff of WMATA unionized

° operating personnel

09000000@@00090000000000000(}09000

& adequate, predictable,
and reliable funding is needed
for the regional transit system

Building upon this consen-
sus, the Regional Mobility
Panel makes the following rec-
ommendations to the signato-

OO0 0OHOROOOOOO

ries and member jurisdictions
of the WMATA Compact and to
the WMATA Board of Directors:

REGIONAL BUS SYSTEM

& The Regional Mobility
Panel has defined an integrated
regional bus system that is to
be planned, funded and cperat-
ed in a manner similar to the
approach that has long existed
for the successful Metrorail sys-
tem. Under thie current system,
services operated by Metrobus
are only nominally regional, as
policy decisions on fares and
services are largely determined
by local jurisdictions.

Under the integrated
regional bus system proposed
by the Panel, for the first time
there wiil be an ongoing com-
mitment by local jurisdictions
to a set of truly regional bus
services planned and operated
by WMATA in consultation with
local jurisdictions. These bus
services will be coordinated and
integrated with a set of non-
regional bus services planned
and provided through decisions
by local jurisdictions.

REGICNAL SERVICE PLAN

& |n the defined bus sys-
tem, regional and non-regional
bus routes are distinguished to
serve properly markets in the
Washington rmetropolitan area.
The new regional service plan
ensures predictability and sta-
bility of the existing bus ser-
vices and fosters the develop-

ment of new bus services. This
includes criteria that will gener-
ally define regional routes and
non-regional routes for both
the present and the future,
while acknowledging the ser-
vices already provided by local
jurisdictions.

New REGioNAL Bus SUBSIDY
ALLOCATION FORMULA

B A new benefit-based sub-
sidy allocation formula for
regional bus routes should be
adopted to address inequities
and inefficiencies in the exist-
ing formula. The revised formu-
ta should be keyed to the exist-
ing and regionally accepted for-
mula for the Metrorail system,
and should be updated periodi-
caliy to remain current and
equitable. '

WMATA SERVICE AND
FinaNCIAL COMMITMENT

E A commitment is being
made to a pledge of constant
average regional bus fares and
maintaining bus subsidy levels
through aggressive cost con-
trols, and a pledge for advanc-
ing service improvement strate-
gies under the Service and Pro-
ductivity Enhancement Program
for the five year period FY 1998-
20032,



FIVE-YEAR TRANSITION PLAN

B A five-year transition
period to the regional and non-
regional bus system structure
should be adopted. and based
on a staged implementation,
assuming no layoffs of WMATA
unionized operating employees.
The transition plan should
include strategies to improve
bus service through coordinat-
ed service planning; the estab-
lishment of service quality stan-
dards, defined jointly by
WMATA and local jurisdictions;
fare simplification and integra-
tion: comprehensive marketing
and customer information ser-
vices: and market-driven service
planning.

REGIONAL FINANCIAL
AGREEMENT

& Local jurisdictions and
WMATA should enter into an
interjurisdictional financial
agreement fo participate in the
regional bus system in accor-
dance with the regional service
plan, new subsidy allocation
formula and five-year transition
plan. The Regional Mobility
Panel will identify the funding
requirements for the WMATA
bus and rail Capital Improve-
ment Program, and acknow!l-
edges its responsibility to
address and resolve the issue.

LONG-TERM FUNDING STRATEGY

The Regional Mobility
Panel agrees that there is a
need to define the magnitude
of the funding requirements for
the WMATA bus and rail Capital
Improvement Program, and
acknowledges its responsibility
to address and resolve the
issue. it agrees to reconvene
upon receipt of the recommen-
dations of the Transit Funding
Subcommittee, and to meet
and confer during a six-month
period resulting in a final
course of action designed to
ensure a reliable, predictable
and adequate amount of fund-
ing for this purpose. The region
together will pursue, support
and implement necessary
actions in the District of Colum-
bia, Maryland, Virginia, and the
U.S. Congress during the five-
year transition period to fully
fund the annual needs of the
CIP as determined by the Panel

VI.1. REGIONAL SERVICE
PLAN

Based on principles established
by the Regional Mobility Panel,
criteria were developed that
recognize the distinction
between regional and non-
regional bus routes and various
service markets. Regional bus
routes generally provide trans-
portation between jurisdictions.
Regicnal bus routes also may
include bus routes that serve
major activity centers, that
operate on major arterial

streets and carry high volumes
of ridership within one or in
multiple jurisdictions.

Existing Metrobus service
was evaluated to determine
which bus routes meet these
criteria: bus routes currently
operated by local jurisdictions
were ‘grandfathered’ into the
non-regional category. WMATA
will have responsibility for
operating regional bus routes.
Local jurisdictions will have
responsibility for determining
how non-regional bus routes
will be provided. WMATA
intends to work aggressively
with the local jurisdictions to
provide service on non-regional
bus routes.

The following are the spe-
cific criteria used by the Region-
al Mobility Panel to disaggre-
gate current Metrobus routes
into regional and non-regional
categories. The criteria will also
be used for determining appro-
priate future bus route assign-
ments for the region, and may
result in a different distribution
of service between regional and
non-regional categories.

INTERJURISDICTIONAL

A route is automatically a
regional route if it:

— crosses a jurisdictional
(independent city, county,
state) boundary; and

— penetrates at least two
jurisdictions by more than one-
half mile in each; and

— operates open door



(allows boarding and alighting)
over at least a portion of the line
in two or more jurisdictions.

If a route does not qualify
as regional under the interjuris-
dictional definition, then it
must meet at least two of the
following three criteria to be

regional:

ARTERIAL STREETS

E operates for a consider-
able distance on an arterial
street and a substantial portion
(usually a majority) of riders
use stops on the arterial street.
Routes which operate fora
short distance on an arterial
incidental to their service areas
are not included.

REGICNAL ACTIVITY CENTER

B serves one or more
regional activity centers. A con-
servative definition of regional
activity centers was used,
including only those where
there is virtually universal
agreement as to their regional
character.?® (Routes which feed
Metrorail stations but which do
not directly serve any regional
activity center were not consid-
ered to be regional).

8 list of regional activity centers is
included in the Technical Appendices.
.............-........CI

COST EFFECTIVENESS

E annual boardings per
annual platform hour greater
than 30 applied consistently in
all jurisdictions.

The application of the crite-
ria to the bus service currently
operated by W MATA results in
the following:

B For WMATA cperated bus
service:

73.6% of WMATA bus
service is designated as
regicnal bus service to he
planned and operated by
WMATA as a regional
system,

26.4% of WMATA bus ser-
vice is designated as non-
regional service to be oper-
ated as it is today - local
jurisdictionis plan the ser-
vice and can choose the
operator (either Metrobus,
local jurisdiction operation
or contract services)
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® For all bus service in the
region:

53.3% is designated region-
al service

46.7% is designated non-
regional service

V1.2. NEwW REGIONAL Bus
SuUBSIDY ALLOCATION
FORMULA

The regional system should be
funded using a regional, benefit
based allocation of subsidy. The
Regional Mobility Panel had the
following goals for a new bus
subsidy aliocation formula:

® Develop an easy to
understand formula

® Rely on information that
can be periodically updated

= Develop a formula that
allows WMATA to make rational
business decisions

m Develop a formula that
reduces incentives to eliminate




service and increases incen-
tives for ridership growth

B Develop a formula that is
similar to the regionally accept-
ed Metrorail allocation process

Accordingly, the Panel con-
sidered several formulas that
would:

m Allocate Metrobus sub-
sidy regionally

B Use data that could be
periodically updated

W Allocate subsidy based
on benefits received in each
jurisdicrion

The Panel recornmends that
the required subsidy for regional
bus service be allocated accord-
ing to the following factors:

W population and popula-
tion density in each jurisdiction
(25%).

W average weekday bus rid-
ers by jurisdiction of residence
(15%]}.

B Revenue miles of bus
operation in each jurisdiction
{35%),

W Revenue hours of bus
operation in each jurisdiction
(25%).

The recommendation is to
convert to the new formula for
regional services in FY 1999,
(i.e.. beginning July 1, 1998)
with annual transition limits
applied between FY 1999 and
FY 2002.

The Panel recognized that
the ridership allocation factor

creates an apparent disincen-
tive to increase ridership. The
Panel recommends that the
weighting factor for ridership be
lower than that of other factors,
and that a ridership incentive
factor continue to be consid-
ered for subsidy allocation
purposes.’

VI.3. WMATA SERVICE
AND FINANCIAL
COMMITMENT

The Panel embraced and com-
mitted to WMATA's pledge of
constant average regional bus
fares and maintaining bus sub-
sidy levels through aggressive
cost controls. This commitment
is for the five vear pericd FY
1998-2002, and inciudes a
pledge for advancing service
improvement strategies in
unserved and under-served por-
tions of the region. It is further
detailed below:

METROBUS SUBSIDIES:

B No increase in subsidies
for regional service or for
WMATA-provided non-regiconal
bus service through FY 2002

B WMATA will strive to pro-
vide non-regional services at
rates that are competitive with
the local market

W Constraints on subsidies
are exclusive of any unfunded
federai mandates, reductions in
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*Examples of mechanisms for a ridership
incentive are presented in the Technical
Appendix.

federal operating assistance or
mitigating emergency circum-
stances

METROBUS PASSENGER FARES

M No increase in the aver-
age passenger fare through FY
2002

W Local jurisdictions can
maintain fare incentives
through buy-down programs

8 Propose and implement
fare simplification and integra-
tion to introduce a consistent
fare policy on bus service in the
region

REGiONAL CUSTOMER SERVICE

M Maintain baseline level
of regional bus service with
appropriate changes related to
Metrorail openings

B Develop a comprehensive
and integrated regional cus-
tomer service and marketing
program

® Plan new service initia-
tives targeted toward meeting
the current and future trans-
portation needs of under-
served and unserved markets,
subject to the availability of
funding

REGIONAL BUS SERVICE
PLANNING:

WMATA and local governments
jointly establish a coordinated
service planning process that
embraces:



® Service quality standards
(such as: service reliability,
cleanliness, convenience, etc.)
for regional and non-regional
bus services

B Coordination of regional
and non-regional route service
modifications

Consistent with these stan-
dards, a cooperative, consulta-
tive and coordinated planning
process will be established
among WMATA, the local juris-
dictions, and local bus service
operators. WMATA plans and
operates the regional bus sys-
tem through a consultative
process with local jurisdictions,
where decisions are based on
need and cost. Local jurisdic-
tions plan non-regional services
that are coordinated with
regional services to the extent
practicable.

V1.4. FIVE YEAR TRANSITION
PLAN

The Regional Mobility Panel
recommends implementation
through a five year transition
plan with progress reviews
scheduled in years three and
five. The details of this plan are
presented in the table on pages
26 and 27.

VI.5. REGIONAL FINANCIAL
AGREEMENT

The Regional Mobility Panel
recommends that local jurisdic-
tions and WMATA enter into an
interjurisdictional financial

agreement including a long-
term financial commitment to
participate in the regional bus
system in accordance with the
regional service plan, new sub-
sidy allocation formula and
five-year transition plan. The
principles of the interjurisdic-
tional financial agreement for
funding and maintaining the
regional bus system are pre-
sented below.

m The parties agree to an
interjurisdictional financial
agreement to participate in the
regional Metrobus system. The
initial term of the commitment
is for five years. They further
agree to review the structure
and extent of the regional bus
system every two years to deter-
mine its adequacy as part of the
five year continuing commit-
ment term. Any adjustments to
the regional bus system will be
approved by the WMATA Board,
subject to funding limits in
agreements with local jurisdic-
tions.

B Subject to appropriation,
local jurisdictions commit to
funding the costs of operating
the regional bus service at
specified levels.

B By May 1 of each year,
local jurisdictions notify
WMATA of the commitment to
fund the operating subsidy for
regional bus services for the fol-
lowing year.

E WMATA commits to the
continuing operation of region-
al bus service at or above the

established levels for regional
services for the period FY 1998
through FY 2002. Thereafter,
regional bus service levels are
determined by standards estab-
lished and approved funding
ievels. All parties agree to maxi-
mize efforts designed to
increase ridership.

® WMATA commits to
maintaining average bus fares
at or below the levels presently
in effect for the pericd FY 1998
through FY 2002.

m This agreerment is subject
to participation by all WMATA
member jurisdictions.

B WMATA's ability to fulfill
its commitments is subject to
continuation of Federal operat-
ing assistance, no new Federal
mandates affecting costs or ser-
vice, and mitigating emergency
circumstances

W This Agreement commits
the region to pursue, support
and implement necessary
action in the District of Colum-
bia, Maryland, Virginia and the
U.S. Congress during the five-
year transition period to fully
fund the annual needs of the
WMATA Capital Improvement
Program, as determined by the
Regional Mobility Panel.



BUS SERVICE

FARES & CUSTOMER
INFORMATION

TasLE 12

TRANSITION PLAN

Year One - FY 98
(11 /97 - 6/30/98)

Year Two — FY 99
(7/1/98 - 6/30/99)

Year Three — FY 00
(7/1/99 - 6/30/00)

Year Four — FY 01
(7/1/00 — &/30/01)

Year Five — FY 02
(7/1/01 - 6/30/0:

Senvice quality standards
& guidelines for regional
& non-regional transit
services cooperatively
developed between
WMATA & Jocal jurisdic-
tions. WMATA convenes
a panel of the region’s
bus/transit managers to
coordinate all bus ser-
vices in the region

Local plans deveioped in
consultation with WMATA
for non-regional services,
including determinations
for use of WMATA as a
contract operator for
non-regional services.
Begin negotiating new
contractual relationship
between WMATA & indi-
vidual local jurisdictions
for non-regional services
operated by Metrobus

Non-regional service
plans begin (up to 25%
of redesignated non-
regional service may be
operated by local gov-
ernments). Any jurisdic-
tion assuming operation
of Metrobus non-
regional routes must
agree to maintain ser-
vice standards

Non-regional plans con-
tinued (up to 50% of
redesignated non-
regional service may be
operated by local gov-
arnments)

Non-regional service
plans continued (up
to 75% of tofal non-
regional service may
be operated by local
governments)

Non-regional service
plan complete (up

to 100% of total non-
regional service may
be operated by local
governments)

New “experimental”
regional services exam-
ined for possible early
implementation.
Regional service plan-
ning will be done by
WMATA in consultation
with all jurisdictions

Service plan developed
by WMATA for under-
served & unserved
markets

New service initiatives
implemented (as fund-
ing permits)

Fare simplification/
integration plan devel-
oped by WMATA in
cooperation with local
jurisdictions

New simplified & inte-
grated fare structure
implemented

Comprehensive & inte-
grated regional customer
information & marketing
program developed by
WMATA

Implementation of the
comprehensive & inte-
grated regional customer
information & marketing
program




<——PLAN OVERSIGHT = <—— SUBSIDY ALLOCATION

Year One - FY 98
(7/1/97 - 6/30/98)

Year Two — Fy 99
(7/1/98 - 6/30/99)

Year Three — FY 00
(7/1/99 — 6/30/00)

Year Four — FY 01
(7/1/00 - 6/30/01)

Year Five -~ FY 02
“(7N/01 - 6/30/02)

Conversion to a new
subsidy allocation for-
rmula with annual transi-
tion limits {0 ensure that
neither the regional bus
subsidy nor any individ-
ual jurisdiction s affect-
ed by any change that
might occur on non-
regional services except
to that jurisdiction
propaosing the change

All non-regional services
funded separately by
being moved into a new
& distinct accounting
format for subsidy
purposes

Regional Mobility Panel
approves Concept Plan
& recommends final
report to the WMATA
Board, The WMATA
Board authorizes the

| submission of the finai

report to Congress

WMATA finalizes detailed
Transition Plan, in coor-
dination with local juris-
dictions

Initial review of accom-

plishments toward cost
containment goal &
updated review of
regional transit service
plan

Final review of accom-
plishments toward cost |
containment goal (end
of FY 2002) & updated
review of regional transit
service plan

Notes:

1. Dedisions on non-regional service may occur beyond the five-year timeframe if required or desired by local jurisdictions

2. The concept of an incentive factor for the subsidy aliocation formula will continue to be refined and pursued during the time frame
3. Updated reviews of the regional transit service plan to occur every two years
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