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Washington Metropolitan Area Transit Authority
Board Action/Information Summary

MEAD Number: Resolution:

Action * Information 203385 Yes  No

TITLE:
Better Bus: Network Redesign
PRESENTATION SUMMARY:

The Better Bus: Network Redesign project aims to improve bus service for customers
and the region. As part of the effort, there will be a significant level of engagement
and outreach to customers, jurisdictional partners, community organizations, and
other audiences. This presentation is the first update to the Board on the project and
will outline the guiding principles, project roadmap, major tasks and deliverables, and
a more detailed approach and timeline for Phase 1.

PURPOSE:

Staff will provide an update on the Better Bus: Network Redesign project and
recommend adoption of the project’s guiding principles.

DESCRIPTION:

This presentation serves as the first update to the Board on the Network Redesign
project.

For conflict-of-interest purposes, Staff has identified the following contractors and
interested parties involved in the Network Redesign: Kimley-Horn, Cambridge
Systematics, Foursquare Integrated Transportation Planning, NeoNiche
Strategies, WBA Research, Vanasse Hangen Brustlin, Inc., Nelson\Nygaard
Consulting Associates, and Sharp & Company, Inc.

Key Highlights:
o Better Bus: Network Redesign is underway and will fully incorporate the
service and network of Metrobus, Prince George’s TheBus and City of

Fairfax CUE systems, while building on other local bus existing services
to enhance and align transit service in the region.
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o The Network Redesign builds on the Bus Transformation Project strategy
recommendations including Service Guidelines, the full transfer discount
between Metrorail and bus, and Metro’s bus priority program and
partnership with jurisdictions to make buses more reliable.

» The project seeks to improve service for customers by addressing the
region’s changing ridership patterns, increasing access to frequent
service, promoting equity and access to opportunity, aligning with bus
priority investments, and defining Metrobus’ role for the region.

o Extensive engagement will be a cornerstone of the project to create a
customer-focused, data-driven network and service plan that meets the
needs of customers and the region.

o Qutreach to current and potential customers will begin in October 2022
with a launch event, survey, roadshow pop-up events, and bus stop
chats, which will continue through November.

¢ Guiding principles provide the framework for decisions throughout the
Network Redesign project.

Background and History:

In January 2020, the Board endorsed the Bus Transformation Project (BTP)
(2020-01) strategy to create a bold, new vision and a collaborative action plan
for the future of bus in the region. The Board identified 10 recommendations
for early action, including collaboratively redesigning the region’s bus network
and service to create a more efficient and customer-focused system. The full
BTP strategy and Action Plan, along with other project documents can be
found at www.bustransformationproject.com .

Extensive customer and community engagement during BTP identified
customers’ investment priorities as more frequent service, more reliable and
faster service, and more direct buses with fewer transfers. These priorities are
largely consistent across the different regional geographies and demographic
groups and continue to be customer priorities, even during the Covid-19
pandemic.

The pandemic brought the importance of the region’s bus system into sharper
focus. In response to the pandemic and customer input and in line with the
BTP strategy, Metro has

o Adopted new Bus Service Guidelines (adopted December 2020)

e Published the FY19-21 Annual Line Performance Reports for bus service
(published December 2020 and September 2022)

o Enabled a full transfer discount between Metrorail and bus (FY2023
budget)

e Launched a Frequent Service Network of 36 bus routes at 12-min and
20-min frequencies all day and all week (September 2021)

o Created a bus priority capital program and is actively partnering with road
owners to increase the reliability of bus service

o Adopted a fleet plan and started the transition to zero-emission vehicles
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Discussion:

Buses are a major part of the region’s transportation network and were the
core of public transportation during the pandemic, consistently carrying
customers to jobs and healthcare during the pandemic. BTP set a vision for
bus to be the mode of choice on the region’s roads by 2030, serving as

the backbone of a strong and inclusive regional mobility system. The outcome
was a strategy and action plan with four strategies with 26 recommendations to
transform the bus system into a fast, frequent, reliable, affordable service that
feels unified and advances transit equity. The strategies included:

1. Frequent and Convenient Bus Service
2. Bus Priority on Roadways

3. Customer Experience

4. Task Force to Implement the Strategy

The Network Redesign builds on the BTP strategy and recommendations
including the adopted Metrobus Service Guidelines and corresponding Annual
Line Performance Reports (wmata.com), the recently adopted full transfer
discount between Metrorail and bus, and the creation of a bus priority program
at Metro and partnerships with departments of transportation to prioritize buses
and increase their reliability.

The Network Redesign also builds on the extensive engagement that occurred
during BTP in 2018-19 and has continued during the pandemic. In the BTP
surveys, customers identified the top two barriers to riding the bus as low
frequency and low speed. Customers’ investment priorities were more frequent
service, more reliable and faster service, and more direct buses and fewer
transfers. These priorities were consistent across the region’s geographies,
demographic groups, and how often respondents rode bus service.

Network Redesign Purpose, Approach, and Outcomes

Redesigning the bus service and network provides an opportunity to meet our
customers and the region needs, such as:
o Access to frequent transit

» Existing and planned bus priority infrastructure to create a more reliable
network

o Easier to use and understand
¢ Development and travel patterns

o Payment systems and fare structure, such as the adoption of the transfer
discount
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o Access to opportunity for customers to create a more inclusive region
and

¢ Along-term sustainable, predictable funding model for bus service

During the redesign effort, the team will identify service improvements that can
be implemented during Metro’s bi-annual service changes so that customers
need not wait until the conclusion of the project to experience improved
service. At the completion of the Service Redesign, customers, the region, and
our partners will have a:

« Recommended bus network and service plan to be adopted by the Metro
Board and implemented during FY2025;

o Future bus network and service plan for beyond FY2025 that provides a
path forward to meet some of the region’s longer-term goals; and

o Clearly defined role of Metrobus in the region and a long-term
sustainable, predictable funding model for bus service.

The Network Redesign will include extensive engagement with customers,
regional audiences, and partners during each phase. The first part of the
project will develop the Planning Foundations, which form the basis for
redesigning the network and service plan. Next, network alternatives will be
developed that provide options, illustrate trade-offs, and show aspiration and
growth opportunities. Finally, feedback from the network alternatives will inform
the recommended network for FY2025 and the transit plan for beyond FY2025.
Outreach and engagement will be held during each part of the project.

In Planning Foundations, the guiding principles, goals, metrics, and priorities
will be developed to form the basis of future service and network
recommendations. The technical work includes analyzing demand, assessing
the market, and assessing transit’s competitiveness; evaluating the existing
network and service; and identifying gaps and opportunities. Stakeholder and
public engagement will communicate the purpose and benefits of a service
redesign, gather public and stakeholder priorities to inform project goals, and
identify bus service gaps, needs, and opportunities.

Prior to launching the Network Redesign, Metro staff held listening sessions
with our jurisdictional partners and local bus providers, and met with leadership
from each jurisdiction and local bus provider. These discussions provided
perspectives on desired objectives, outcomes, and how each local bus
provider wanted their network/service to be included. Based on those
discussions, Prince George’s County and the City of Fairfax requested that
Metro include TheBus and CUE networks and service in the project’s analysis
and redesign. Metro is collaboratively working with Montgomery County’s Ride
On as part of their Ride On Reimagined project. All other local operators in the
Compact requested that Metro collaboratively redesign Metrobus service using
the existing local service as a basis to enhance and expand bus service for
customers in each jurisdiction and across the region.
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Customer, Partner, and Stakeholder Engagement

Metro is committed to engaging current and potential customers, our partners,
local and regional leaders and organizations, elected officials, and others
authentically, inclusively, and transparently throughout this project. Success for
a redesigned bus network and service plan is as much about building
consensus and engaging people across the region as it is a technical
assessment of where, when, and how frequently buses should run. Therefore,
each phase of the project will include extensive outreach and engagement
across all audiences to align with the technical work underway. The project
team will work with jurisdictions and local bus providers to extend the reach of
engagement into communities across the region, especially those who have
been historically underrepresented.

The different audiences that will be engaged are as follows:

e Customer and Non-customers

o Technical Advisory Committee: Subject matter expert staff from partners,
local bus providers, and Metro

o Metro workforce, including Bus Operators

o Community Connections Committee: Representatives from community-
based organizations, the business community, and transit and rider
advocacy groups, such as the Riders Advisory Committee and the
Accessibility Advisory Committee

» Elected officials from across the region
¢ Union Leadership

The project team will use a variety of outreach tactics and media to ensure
project awareness and gather input. The team is committed to ensuring that
plans, scenarios, and messages that are shared are accessible and
understandable. Once it is live, the project website will serve as the public
home of public project information for the duration of the project. Social media,
e-newsletters, videos, paid digital and printed advertisements and signage,
and multilingual take-ones will be developed to increase knowledge of the
project and gain additional input from a wide variety of customers and potential
customers.

During Planning Foundations, customer outreach will focus on communicating
the purpose of the redesign, gathering priorities, and identifying gaps and
opportunities from customers and potential customers across the region.
Following the project launch in October, an online survey will be available and
the project team will be out in the region — at bus facilities, farmers markets,
and other locations and/or events — to bring the roadshow to customers where
they are. These pop-up events and bus-stop chats are critical to engaging
customers and potential customers where they are, with a focus on historically
underrepresented communities. Listening sessions will be held at bus divisions
along with internal communications to Metro staff. Subsequent outreach in
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2023 will utilize similar tactics, with the team utilizing lessons learned from this
fall's engagement to build success.

Draft Guiding Principles

Guiding principles serve as the north star of a project. They provide a
framework to guide the project’s approach and decisions, leading in any
situation or challenge that may occur over the course of the project. The draft
principles were generated from input gathered during listening sessions in
spring 2021 with Metro’s jurisdictional partners along with discussions with
peer agencies and their lessons learned from redesigns. The draft guiding
principles are as follows:

Ensure a customer-focused and regional perspective

Engage and communicate authentically, inclusively, and transparently
Ensure equity is a value throughout the project

Allow customers’ input, region’s needs, data, and service guidelines to
drive decisions

Attract customers with frequent, reliable, connective service

* Make cost-effective and data-driven business decisions

FUNDING IMPACT:

No funding impact at this time.

TIMELINE:

January 2020 —Bus Transformation Project
Previous Actions July 2020 — Framework for Transit Equity
December 2020 —Metrobus Service Guidelines

September-November 2022 — Public and stakeholder
engagement activities
December 2022 — Board update on Network Redesign

Anticipated actions
after presentation

RECOMMENDATION:

Staff recommends adoption of the guiding principles for the Better Bus:
Network Redesign.
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Better Bus: Network Redesign

Purpose

» Update on the Better Bus: Network m

Red eS|g n :rll!-RAN SFORMATION Please take a short ,%?}?!:T'cg:n

bustransformationpP

» Adopt Guiding Principles
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Better Bus: Network Redesign

Bus Transformation Project Review

Vision: Bus will be the mode of choice on the DX, BEERANSFormamion
region’s roads by 2030, serving as the backbone of
a strong and inclusive regional mobility system that
will support a growing and sustainable economy

A better way to get there

Strategy |
. Summary

Input: More than a year of public and stakeholder
Input

| ,'0""'—\

i/ METROWRY _

Outcome: Four strategies and 26 recommendations
to transform the bus system into a fast, frequent,
reliable, affordable service that feels unified and

“Buses play a critical role in connecting people throughout
this region to opportunities. The Bus Transformation Project

n n
a d V a n Ce S tr a n S I t e u I t will identify and implement steps to make local bus a world
class travel option for all of the region’s residents.”
e

bustransformationproject.com —Rob Puentes, Executive Steering Committee Chair

Adopted in January 2020
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Better Bus: Network Redesign

Bus Customer Demographics

Bus customers in the region Minority (All but Non-Hispanic White) 28 84%
are more likely to: Limited Engiish Proficiency | 540,
= Live in households that do not have oder Adut [P 12%
a car,
= Live in households making less voung Person 730 =
than $30,000 annually; one-Car | 36°%
= Have limited English proficiency; 120,
and Zero-Cor | | — 579,

= Be persons of color Low-Income | 509

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
® WMATA Compact Area Residents m Metrobus Customers (FY21)
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Better Bus: Network Redesign

Current and Potential Customers’ Priorities

Survey Example: Bus Customer Priorities Run more buses!

More Frequent Service
q ...ridership here

More Reliable and Faster Service would increase Frequent service that is
23% More Direct Buses and Fewer Transfers exponentially if available 7 days a week is
Longer Hours of Operation buses were crl’gcal to building a useful
frequent and transit network that people can
Affordable Fares preferably in rely on for all their needs

8% Safer, More Secure Buses and Stops dedicated lanes
79 Better App for Information or Payment
5% - Less Confusing system

Metro buses come fairly frequently
Bus Transformation Project (2018): Respondents were asked to prioritize (every 10-15 minutes) which is very

improvements to local bus service by apportioning “coins” from a hypothetical
budget of 20 coins to eight different categories of improvement types based on
their preferences.

convenient because then | can leave
work whenever | want and always
know a bus will be there soon
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Better Bus: Network Redesign

Bus Transformation Initiatives Related to Network Redesign

Bus Transformation Initiatives (Established)
« Service guidelines « Metro bus priority program

* On-demand study « Customer input

 Full transfer discount

Network Redesign Activities

* Bus network redesign * Funding formula
- » Customer-focused « Service definitions
— route names

Concurrent Related Bus Transformation Initiatives

» Bus priority violation » Better bus stops and
detection amenities
— I\ | Marketing bus service « Zero emissions program
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Better Bus: Network Redesign

Meeting Our Customers’ and the Region’s Needs

o ®

Access to frequent Bus priority Easier to use and
service infrastructure understand

ey

Long-term sustainable,
predictable funding model
to meet customers’ and
region’s needs

=

Development and Payment systems Access to opportunity
travel patterns and fare structure for customers
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Better Bus: Network Redesign

Network Redesign Outcomes

Outcomes Needs Addressed

 Near-term service
improvements @

Service and « Recommended network
Network for FY2025
e

* Future network beyond =

FY2025

oot

* Role of Metrobus

» Long-term sustainable,
predictable funding model
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Better Bus: Network Redesign

Network Redesign | Roadmap

O

Transformation
Project

» 26 recommendations
and action plan to
transform bus

* 8,800+ survey
responses from
customers

* 45 External project
briefings

@ Planning

Foundations

» Guiding principles
» Goals and priorities

* Needs, gaps, and
opportunities in
existing service

@ Develop

Alternative
Networks

* Network alternatives
that allow optionality
and show aspiration

* Role of Metrobus

@ Final

Network

« Recommended
network for draft
FY2025 budget (Dec
2023)

» Ensure network and
service equity
* New jurisdictional

subsidy allocation
(Dec 2023)

» Develop transit plan
for beyond FY2025

@ Implement

Better Bus
Network

« Staffing

* Fleet availability

* Infrastructure and
facilities

« Communication and
education

June 2022

January 2023

June 2023

WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

March 2024
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Better Bus: Network Redesign

Partnering with Local Bus Providers

clrcuULator Metro will work
collaboratively with each

Montgomery
County

ART O

arlington transit

jurisdiction to design or
enhance effectiveness of
local bus service

Legend

Evaluate both Metrobus and
ZriE 545 - Local Provider

1 Evaluate Metrobus only

Partner on Ride On
Reimagined

— _/
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Inclusive and Authentic Outreach
and Engagement Informs Policy

COMMUNITY

and DeCISIOnS » Customers

* Non-Customers

= Focus on customer needs and benefits

LABOR METRO
= Engage all audiences during all phases *Union WORKFORCE
Leadership ) « Bus staff
» Engage customers and potential Audiences ety
customers where they are, with a focus on
historically underrepresented communities ELECTED TECHNICAL
. . . OFFICIALS COMMITTEE
= Communicate across multiple media - Local « Jurisdictions
* Regional COMMUNITY * Metro technical
I « Stat taff
= Ensure plaps, scenarios, and messages ate CONNECTIONS sta
are accessible and understandable COMMITTEE
. * Advocacy & rider
= Work with partners to extend reach of groups |
* Business community
engagement - CBOs
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Better Bus: Network Redesign

Public Launch and Engagement | October

Customer Outreach Employee Engagement
Launch Event Survey Bus Operator Internal
Roadshow Pop-up Bus Stop Chats Listening Sessions Communications
Events
Other Audiences Additional Activities
Presentations Press Release Website E-Newsletters
Fact Sheet Communications Social Media Videos
Meetings/Briefings Ligelldl Multilingual Ads

take-ones
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Better Bus: Network Redesign

Draft Guiding Principles

Principles that will guide project approach and decisions

« Ensure a customer-focused and « Allow customers’ input, region’s
regional perspective needs, data, and service guidelines to

« Engage and communicate authentically, drive decisions

inclusively, and transparently « Attract customers with frequent,

L reliable, connective service
« Ensure equity is a value throughout

the project « Make cost-effective and data-driven
business decisions
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Next Steps | Fall 2022

= Launch publicly in October with additional customer outreach activities
held region-wide

» Finalize project goals, objectives, and metrics

= Complete and publish existing conditions and market assessment
findings

* Annual Line Performance Report (FY19, FY20 and FY21)

» Market assessment of pre- and post-pandemic data

» Update Board on Planning Foundations findings
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SUBJECT: GUIDING PRINCIPLES FOR BETTER BUS - NETWORK REDESIGN

RESOLUTION
OF THE
BOARD OF DIRECTORS
OF THE
WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

WHEREAS, Pursuant to Compact Section 9(b) and Board Bylaws Article II.1, the Board of
Directors is responsible for policy, financial direction, oversight, and WMATA's
relationships with its customers, jurisdictional partners, and signatories; and

WHEREAS, in Resolution 2020-01, the Board of Directors endorsed the vision, goals, and
recommendations of the Bus Transformation Project (BTP), which included a redesign of
the bus network, to make buses the transportation mode of choice on the region’s roads
in the future, serving as the backbone of a strong and inclusive regional mobility system;
and

WHEREAS, there is a need for guiding principles to provide a framework for the Better
Bus - Network Redesign project approach and decisions; and

NOW, THEREFORE, be it

RESOLVED, That the Board of Directions-adopts the following guiding principles for the
Better Bus - Network Redesign project:

e Ensure a.customer-focused and regional perspective

e Engage and communicate authentically, inclusively, and transparently

e Ensure equity is a value throughout the project

e Allow customers’ input, region’s needs, data, and service guidelines to drive
decisions

e Attract customers with frequent, reliable, connective service

e Make cost-effective and data-driven business decisions; and be it finally
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RESOLVED, That this Resolution shall be effective immediately to include the guiding
principles for the Better Bus - Network Redesign project in the current stakeholder
engagement and outreach efforts.

Reviewed as to form and legal sufficiency,

/[s/
Patricia Y. Lee
Executive Vice-President and General Counsel

WMATA File Structure No.:
6.6.4. Bus Route and Service Planning
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