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Introduction z Responding to Change

In 2008, Community Transit adopted a six-year transit development plan which provided
a blueprint for agency growth for 2008 to 2013. The plan set goals to increase ridership,
improve system access and opportunities to ride, and improve service efficiency and
effectiveness through the development of Transit Emphasis Corridors. The plan also
proposed concrete measures to track progress toward these goals.

At the time the six-year plan was developed, revenue forecasts indicated that
Community Transit should be able to expand services modestly through 2013 at the
rate of about 3 percent per year, or a total of about 102,000 new service hours over the
six-y ear per i o dorigindl rewenup éstimatésswere based on historic trends
during the period of economic growth from 2004 to 2007. The plan prioritized continued
service growth and completion of existing capital projects.

The intervening years saw the accomplishment of many of the significant projects
identified in the 2008-2013 TDP:

The Mountlake Terrace Transit Center completed and open to the public
Swift Bus Rapid Transit began service in November 2009

Long Range Transit Plan finalized and adopted by the Board of Directors
ORCA Smart Card launched

Cedar & Grove Park & and Ride completed

Kasch Park Maintenance Expansion project completed

Replaced aging buses with new Double Tall buses

Significant progress has been made on the APTS technology project.

Further, many of the service goals identified in the TDP were also accomplished:

e Restructure of south county service
e Fare policy consistent with recovery ratio goals
e TDM Curb-the-Congestion program implemented

Subsequent to 2007 the local, national, and global economy weakened into a recession

that was not anticipatedint he pl an. With consumer spending
revenues dropped nearly 19 percent below 2007 levels. We project that because of the

recession, Community Transit will fall short of planned revenue forecasts by $210

million between 2008 and 2013. That is money we counted on both to operate existing

service levels and to expand to meet community demands. During 2008 and 2009 the

agency reduced spending, increased fares, and used reserves to maintain service in an

effort to bridge the recession. However, because the economy showed little sign of

improvement, it became clear that further measures were needed in 2010 to weather

the prolonged recession. These measures included a second fare increase effective
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June 2010, refinancing existing debt, and a 15 percent service reduction effective June
2010 which suspended Sunday and most holiday service.

By the end of 2010, revenues

stabilized at 2005 levels. With -1 .

lower reserves, there was little $21O Million in Lost Revenue
capacity left to continue bridge 120

strategies until the economy

improved. An amended transit w

development plan, approved in £ 100

December 2010, provided %

updated financial forecasts for = 80 .
2011 to 2016 that demonstrated = $210 Million
a need to resize the agency to fit S

within our financial means. 8 60

The 2011 to 2016 Transit

Development Plan Addendum 40

provided a key input into the 2007 2008 2009 2010 2011 2012 2013
organizational and service Figure 1: Recession Impact on Revenue

changes that Community Transit

has developed for implementation in 2012. The role of the 2010 Addendum was to help

define the financial boundaries of these decisions.

This Transit Development Plan, covering years
2012-2017 provides a complete update to the
original 2008-2013 plan. The revised plan
provides updated financial, service and capital
plans as well as a framework for moving the
agency to stability and eventual future growth.

Community Transit has a compelling vision for
mobility in SnohomishCounty. We have
adopted a Long Range Transit Plan and worked
diligently to make this a shared vision among
our partner agencies and the public. As we
focus near-term efforts on reducing cost per
rider and recovery from economic downturn, the
vision remains our long-term objective.
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Figure 2: Long Range Transit Plan Multi-Modal
Network
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Building a Stable Platform for Future Growth

Recovery from economic recession defines the road ahead for Community Transit.
What will recovery look like? We know that market demand calls for significant future
growth in our services. As revenues increase with economic recovery, the near-term
priority will be on building a stable platform for future growth. The recession has
required us to make painful but necessary changes as an agency. We are smarter,
leaner and more efficient than before. As we recover, we need to grow in a way that
preserves and enhances this new paradigm and ensures that all the sacrifices were
worthwhile. Key elements of building a stable platform for future growth include:

Resetting service at a sustainable level

Control cost growth to prevent more cuts
Rebuild reserves to weather the next recession
Preserving our infrastructure

New service planning framework
Transformation and planning for the future

This plan highlights the gap between service needs and the resources required to meet
those needs. While travel demand continues to grow, the economy has required that
service levels be set back a full decade to 2002 levels. Travel demand and service to
be provided are described in Section 1: Service Needs and Section 2: Service Plan.

Section 3: Capital Plan discusses the ongoing need for vehicle replacement and the
increasing need to maintain and preserve aging facilities and technologies.

Another important message is that transit is a good public investment. While the steps
were often painful, cost-saving measures and service cuts over the past four years have
produced a more efficient and productive transit system with a more sustainable cost
structure. A financial plan for 2012-2017 and agency goals for cost control are provided
in Section 4: Financial Plan and Section 5: Short Term Shared Outcome.

A high priority for this plan is outlining a strategy for future growth. In 2011 Community
Transit adopted a Long Range Transit Plan which put forth a futuristic vision of frequent
service on Transit Emphasis Corridors and an integrated service, infrastructure and land
use strategy to develop this network. This plan was a basis for the restructure of local
transit service to be implemented in 2012. While 2012-2017 TDP does not envision
service increases, it does identify the need for continued service and capital planning to
help prioritize investment when the capacity for growth returns. This ongoing planning
and a service framework derived from Long Range Transit Plan are discussed in
Section 6: Planning our Future.
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1. Service Needs

Recent Ridership

Demand for Community Transit services is strong and growing. While ridership fell to a
five-year low following the June 2010 service cuts, every quarter since has seen a
steady increase in transit system use. By May of 2011, fixed-route ridership had
climbed to within one percent of pre-cut levels despite the 15 percent reduction in
service. June 2011 ridership was 1.4% higher than June 2010 ridership. Productivity, a
measure of passenger boardings per hour of service, has increased by 16% system-
wide over early 2010 levels. Commuter service to King County has seen as much as a
40 percent increase in productivity since June 2010. Figures 3, 4 and 5 show quarterly
ridership for bus, DART and vanpool over the past 4 %2 years.
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Figure 3: Community Transit Bus Ridership
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Figure 4: Community Transit DART Ridership
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Vanpool Ridership
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Figure 5: Community Transit Vanpool Ridership

The greatest demand for bus service is focused on a handful of primary corridors. On

an average weekday, buses on Interstate 5, Highway 99, State St/Smokey Point Blvd,

164" sy/196" St, Hwy 525 and Hwy 527 provide moret han 75% of Communi ty
passenger trips. Daily ridership on these corridors for the month of May 2011 is shown

in Table 1 below and Figure 6.

Table 1: Daily Ridership on Key
Transit Emphasis Corridors, May 2011

Corridor Routes Daily Ridershig L )
Interstate 5 | 400 series routes to Seattl 7,858 L
800 series routes to Unive 2,864 \
District 10,722 -4 R
Highway 99 | Swifland Route 101 5,854
1640 St Route 115 and Route 116 3,416 ‘
SW/196St e
SW MARYSVILLE
[-5/State Route201 and Route 202 3,350
St/Smokey P
Blvd ‘ More than 75% of daily
Highway 525] Route 113 1,355 oy 8 ] srvieen boadnge
Highway 527| Route 105 — 215,077730 vy S evonows— With frequent service
o (76%31‘ daily MONROE  SULTAN
systentota)
ED| %
[\ Y E‘J\‘”\,\\ Legend
- BELLE\;UE N ~ Corridors.with Fre.quem Service
‘%“\wk Wl N\Cémmunlty Transit Route Network

Figure 6: Ridership and Frequent Service
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Current Employment Distribution
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Current Bus Service Coverage
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Population and Employment Growth Forecast

Snohomi sh County and Community Transitos
strong travel demand as people commute to work or school and conduct their daily

lives. In 2010, the Public Transit Benefit Area (PTBA) was home to more than 520,000
people and nearly 140,000 jobs. The geographic distribution of people and jobs is
illustrated in Figures 7 and 8. As of March 2011, 50% of PTBA population and 61% of
PTBA jobs fell within ¥ mile of a Community Transit bus stop (see coverage in Figure

9).

Between 2010 and 2040, population in Snohomish County is forecast to increase by
more than 50% and employment is forecast to grow by more than 60% (Community
Transit Long Range Transit Plan , Puget Sound Regional Council Vision 2040). A high
proportion of this growth is planned to occur in urbanized areas. A key transportation
assumption in local and regional plans is that transit will carry a significantly greater
proportion of future travel demand than it does today. Current plans forecast the need
for a 100% increase in local transit service to meet this demand. For Community
Transit, this increase is forecast to be an additional 500,000 annual hours of bus service
over a baseline level of transit operated in 2009 (Community Transit Long Range
Transit Plan.

Demand Exceeds Supply

1,600,000
1,400,000 -
1,200,000
1,000,000

800,000

=¢=3Snohomish County
Population +

600,000
s Unmet Need Employment

=+=Actual Transit Service

2000 2006 2008 2012 2020 2030 2040

Figure 10: Future Demand for Transit
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While demand calls for increasing transit service, the economic downturn has required
significant service reductions. Figure 10 shows the impact of these cuts and a
disconnect between future growth and available supply of transit service. Addressing
this disconnect in an era of economic scarcity is a key challenge for federal, local and
especially state decision makers. Although this Transit Development Plan provides no
capacity for additional service beyond the February 2012 baseline level it is important to
acknowledge that current travel demand exceeds the supply of service and future needs
are forecast to be much greater.

What our Customers are Telling Us

Community Transit conducted a system-wide On Board Survey of bus customers in
October 2010. This survey, offered to all customers on a weekday and a Saturday,
asked questions related to transit use, demographics and general feedback about our
service. More than 8,000 customers responded to the survey and more than 50% of
respondents (4,000+) provided specific requests or suggestions regarding service.
Table 2 provides a summary of this feedback with the proportion of comments in each
category. Bringing back Sunday service (eliminated in June 2010) was the most
common comment with 22% or more than 800 responses.

In June 2011, Community Transit collected more than 1,800 electronic comment card
responses in the public outreach process for 2012 service reductions. More than 1,000
of these responses included general comments about Community Transit service and
our future direction. A summary of these responses in provided in Table 3. Again, the
need for bus service on Sunday was the most frequently cited issue in general
comments. It's also important to note that of the 1,800 total commenters, a majority
were users of commuter routes whose specific responses to questions (other than
general comments) indicated a priority for frequent service in urban areas and direct
commuter routes with lower priority for service on Sunday. A majority of local route
users supported restoration of Sunday service.

Clearly, implementing service on Sundays will be a priority for Community Transit when
the agency develops capacity to expand service.

Other key issues raised in both comment processes were:

e Desire for frequent service

¢ Desire for increased operating hours for service (late night and mid-day)
e Park & ride capacity

¢ Reliability of schedule

e Crowding on the bus

e Fares (too high, too low, enforcement)
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Table 2: 2010 On Board Survey -- Responses to Open-Ended Question

Number of
Issue
Comments
22% Bring back Sunday service
11% Other / unclear response
8% Increase frequency of a specific route
7% Praise for a specific route or general praise
6% Preserve / add more routes to the network / Specific segment
requested
5% Bus is off schedule / late/ unpredictable
4% Comment about Swift
4% Reduce fares / pass fees
3% Specific stop change (removal or addition) recommended
3% Extend service hours in the evening
3% Bus comfort problem
2% Praise about bus driver
2% Bus is too crowded

Table 3: System Change 2012 Public Comment -- General Comments

Number of
Issue
Comments

376 Wants Sunday service

46 No Sunday service (to retain other service)

41 Want later local service

41 Concerned about park & ride capacity

40 Want more off-peak commuter service

36 Keep or improve frequency of service

36 Worried about crowding

36 General negative comment

33 Fare increase or enforcement to retain service
32 General Transfer issues

31 Priority: Commuters

31 Confused

30 Swift - neqgative or reduce

23 Need more information

17 Wants least change possible to existing system
15 Priority: Rural

11 Cut unproductive service to retain desired service
10 Ferry transfers

9 Swift - positive

9 Priority: Transit-dependent

8 General positive
128 Miscellaneous / Other

Transit Development Plan - DRAFT November 15, 2011
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Summary

With the combined June 2010 and February 2012 service changes, Community Transit
will have cut approximately 160,000 annual hours or a 37% reduction from the peak
level of bus service operated in early 2010. 2012 service levels will be less than was
operated 10 years ago in 2002. While this 2012-2017 Transit Development Plan shows
a balanced financial plan with fully-funded service and capital budgets, it falls far short
of meeting community needs for public transportation. Forecasts of travel demand call
for transit service growth above and beyond the baseline from which we cut 160,000
hours. A goal for this plan is highlighting this unmet need and continuing to advocate
for new transit funding to begin increasing service.

Fixed Route Bus Service Cut by 37%

18% Fixed 22% Fixed
Route Cut Route Cut
450 June 2010 Feb. 2012

500

N N w w B
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Figure 11: Service Reductions 2010-2012
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2. Service Plan

System Change 2012

As discussed in the Introduction, service cuts to be implemented in 2012 represent a

resizing of Community Transit service to a level that can be afforded with existing

revenues. This second major service cut (the first was in June 2010), will eliminate

80,000 annual hours of fixed-route bus service. The cuts will impact every part of

Community Trans i t 6s system. Maj or el ements of the

e Continued six-day operation i no service on Sunday or major holidays

e Evening service ends two hours earlier i buses stop running at about 10 p.m.
rather than midnight.

e Swift weekday frequency changes from every 10 minutes to every 12 minutes

e Frequency reduction, especially mid-day, evening and Saturday on most
corridors

¢ Reduced number of trips on most commuter routes to King County

e Eliminated routes 118, 121, 131, 190, 221, 271, 275, and 401

¢ Significant routing changes to routes 106, 110, 112, 113, 115, 116, 119, 120,
130, 201, 202, 222, 240, 270, 280, 417 and 435

e Significant reduction of service in low-productivity areas i especially rural
areas

An organizing principle of the service cuts was building a strong foundation for future

growth through preservation of productive service and maintaining or improving
connections. The service alternative approve
forward-looking plan that reduces service levels in a way designed to minimize loss of

riders. Further, this plan provides some new connections between centers that will

improve mobility within Snohomish County and may attract new riders to the system.

These new connections include:

e Edmonds to Lynnwood: New Route 196 between the Edmonds Ferry and
Alderwood along the designated Transit Emphasis Corridor of 196™ Street.
This will combine segments of Routes 113, 116 and 118 into one continuous
route on 196" Street, providing more direct access to many destinations.

e Marysville: New routing along 88" for modified Route 222 (eliminates routing
on Grove and 100" Street)

e Everett: New routing along Broadway with limited stops for the modified
Routes 201 & 202

Transit Development Plan - DRAFT November 15, 2011 15



¢ Mill Creek: New routing on Mill Creek Road/Seattle Hill Road for modified
Route 116 (eliminates routing on Village Green Drive (except Route 106
service at peak hours) and Mill Creek Boulevard.

e Mill Creek: There will also be a small new segment of Route 106 along
Trillium Blvd. in Mill Creek near Jackson High School, served at peak morning
and afternoon hours.

e Edmonds/Meadowdale: New routing on Olympic View Drive for modified
Route 119 will serve Perrinville businesses and skate park, connecting
neighborhoods to transit centers at Ash Way and Mountlake Terrace.

e Mountlake Terrace: Revised Routes 110 and 119 will provide service every
15 minutes at peak hours between Melody Hill/Hwy. 99 (the city's largest
employment area) and the Mountlake Terrace Transit Center, with
connections to/from Seattle and other parts of Snohomish County.

New Fixed Route Service Design

Community Transitodos Long Range Transit Plan p
Guidelines describing bus services scaled to a wide range of community needs.

Frequent, rapid, corridor services like Swift serve busy commercial corridors connecting

urban activity centers. Local services carry people to urban corridors as well as provide

basic connectivity in rural communities. Peak period commuter services connect major

employment destinations with park & rides and transit centers. All services are planned

at levels appropriate to their market such that the entire network is productive, efficient

and provides equitable access for disadvantaged populations.

Figures 12, 13 and 14 provide maps of the February 2012 fixed-route network color-

coded to illustrate the service typology described in the Long Range Transit Plan. As

described in the Service Needs section, primary corridors (red on Figure 6) are the core

of Community Transi t 0sang5sofdailnmpaasangerttigs.r ry mor e
Other local routes in southwest Snohomish County (green on Figure 12) carry people

from neighborhoods to this core network. In rural areas of north and east Snohomish

County, local routes provide basic connectivity between outlying communities and the
higher-productivity services in urban areas.

The Saturday local service network is illustrated on Figure 13. Routes shown in red on
this map have service every 30 minutes or less or they provide 30 minute frequency in
combination with another overlapping route on the same corridor. All other Saturday
services operate at frequencies of 60 minutes or longer.

Peak period commuter routes (Figure 12) carry people from park & ride lots to major
employment centers in downtown Seattle, the University District and southwest
Everett/Boeing.
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Weekday Local Routes
February 2012
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Figure 12: Weekday Local Service
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February 2012
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Figure 13: Weekday Commuter Service
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Saturday Local Routes
February 2012
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Transit Development Plan - DRAFT November 15, 2011 19



Fixed Route Service Forecast

No increase to fixed-route bus service is planned for the 2012-2017 period of this
Transit Development Plan. Given the slow recovery of sales tax revenue forecast for
the next six years, Communi ty Ttgrewthsniotdér o
sustain the February 2012 level of service without further cuts.

Following the February 2012 service cuts there will be ongoing adjustments to
schedules to maintain or improve system reliability. Service hours required for these
adjustments may be taken from less productive routes to prevent a net increase in
overall system operating cost.

Figure 15 and Table 4 provide planned service hours for 2012-2017. Hours operated in
2012 are somewhat greater than 2013-2017 due to the February 20, 2012
implementation of service cuts (with a higher level of service operated prior to February
20, 2012).

700

Actual/Forecast Planned Service
Service

600

500

400

DART
300

200

Revenue Hours (thousands)

100

2009 2010 2011 2012 2013 2014 2015 2016 2017

Figure 15: Service Hours, Actual and Planned
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Table 4: Service Hours, Actual and Planned

Actual Forecas Planned
Mode 2009 | 2010 2011 2012 2013 | 2014 | 2015 | 2016 | 2017
Directly
Operated | 350,43¢ 350,193 323,519 262,488| 248,544 248,54¢ 248,54¢ 248,548 248,54¢
Bus
Contracted
BUS 63,938| 55,544 43,780 | 33,526 | 31,487| 31,487 31,487| 31,487 31,487
DART 103,189 101,19¢ 104,000 102,000 102,00(¢ 102,00( 102,00( 102,00( 102,00(¢
Vanpool 84,346/ 81,712 88,200 90,160| 90,160 90,160/ 90,160| 90,160 90,160

*2012 bus service hours are higher than 2013-2017 due to implementation of service cut on February 20,
2012 operating higher level of service for first seven weeks of 2012.

Vanpool Program

Community Transit O6s vanpool
the nation. The fleet consists of 396 vehicles which include 7-,
8-, 12-, and 15-passenger vans, including two Americans with
Disabilities Act (ADA) lift-equipped vans, serving commuter
groups with an origin or destination in Snohomish County. The groups pay a fare each
month based on the size of their van and round-trip mileage. Staff is responsible for
assisting vanpool groups with monthly bookkeeping, maintenance, emergencies, and
group conflict issues. Staff also offers ridematching services throughout the region to
those interested in carpooling and vanpooling. A staff person is on-call 24 hours a day
to respond to vanpool emergencies such as accidents or breakdowns.

As of September 2011, there were 353 active Community Transit vanpools. By year-
end 2011 vanpool participation is expected to grow about 8% over 2010 levels. For
2012, participation is expected to grow by an additional 1% over 2011 and is forecast to
remain at that level throughout this 2012-2017 planning period. No fleet expansion is
planned beyond the current 396 vehicles.
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DART

Community Transit currently provides paratransit service to over 4,000 registered
disabled patrons, with an average daily ridership of more than 700 each weekday.
Community Transitbés paratransit service
service network. For patrons who cannot use fixed route bus services due to disability,
the Americans with Disabilities Act (ADA) requires that Community Transit offer
comparable curb-to-curb paratransit service within % mile of all local fixed routes during
the same hours of operation. As local service expands or contracts in geographic
coverage and span, DART operations are adjusted in response. Community Transit
currently meets all of its legally-required paratransit service obligations.

With the elimination of Sunday bus service in June 2010, DART service was also
reduced to a six-day operation. As Figure 4 in Section 1 shows, this reduction in
service days substantially reduced overall demand for DART trips. While the planned
February 2012 fixed-route service cuts include a reduction of service day length (service
ending two hours earlier) and some changes in geographic coverage, these changes
are not expected to have a significant impact on DART customers.

Van GO Program

There are other transit customers with special needs beside those who sometimes
require special transit services. These customers, including senior citizens and
children, are important to Community Transit. Though their needs are already
prominent when bus service changes are considered, there are other ways that
Community Transit can support transportation improvements for these riders at less
cost than expanding either bus or DART service. One way is by donating used
Community Transit vanpool vans to community organizations that provide special needs
transportation services. Community Transit has done this in the past and intends to
continue to do so. Now in its eighth year, the Community Transit Van GO program has
donated 66 vans and 18 mini-buses to non-profits throughout Snohomish County. The
program also has been replicated at other agencies around the country.

Transportation Demand Management /Transportation System

Management

Transportation Demand Management (TDM) at Community Transit is a set of programs
and strategies aimed at changing travel behavior to minimize use of single occupant
vehicles. These strategies connect travelers with existing bus, vanpool, carpool and
non-motorized transportation options, incentivize non-SOV travel via transit pass
programs and change long-term travel demand through land-use and community
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development processes. Closely related to TDM, Transportation System Management
(TSM) involves the supply of transportation services and infrastructure.

Community Transités TDM and wingd&ementsogr ams i ncl

Destination-Based TDM

Destination-based TDM focuses on where commuters are traveling to as their final

destination, for example to work or school. Community Transit works with large

employers, colleges and universities to develop and implement successful
transportation programs in conjunction with
Reduction Efficiency Act. Customized employer services provided include:

e CTR Program Development and Support

e Trip Reduction Strategy Consultation

e TDM Training Courses and Marketing Programs

e Transportation Fairs and Ridematching Services

e Annual Review of Employer Trip Reduction Programs

Community Transit works with the nine jurisdictions in Snohomish County and north
King County affected by the CTR Efficiency Act to provide the following services:

e CTR Plan Development and Review
e CTR Ordinance Development and Review
e Jurisdiction Comprehensive Plan Updates

Origin-Based TDM (Community-Based TDM)

Community Transit, in cooperation with Snohomish County, developed Curb the
Congestion, a progressive, community-based TDM program proven to reduce vehicle
trips on congested corridors in Snohomish County (164" St SW, 128" St SW and 20™
St NE). The County funds Curb the Congestion as part of a strategy to reduce single
occupant vehicle trips in congested corridors during peak commute hours. This
program can be modeled for other transit emphasis corridors and has produced
measurable results, fostering long-term behavior change.

Land Use & Road Planning (TSM)

Community Transit works with local jurisdictions to coordinate transit and land use

planning. Cities and Counties have great influence over transit market development

through land use and infrastructure decisions that direct development of housing and

job activity. The Long Range Transit Plan describes a coordinated framework for

matching high levels of development density with frequent transit service on Transit

Emphasis Corridors. This coordinated planning is proving to be an effective strategy for
many communities in Snohomish County. Some
in ongoing work include:
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e Participation in WSDOT Route Development Planning

e Review of development proposals and sub-area plans for transit-supportive land
use and strategic TDM elements.

e Coordination with local jurisdictions on designation of transit oriented
development (TOD) overlay zones around transit facilities.

e Participation in development of Countywide Planning Policies

e Support of local jurisdiction Comprehensive Plan updates

e Advocacy for transit priority infrastructure such as Business Access and Transit
(BAT) lanes as well as preservation or enhancement of existing transit access

Service Development (TSM)

Community Transi tdos service | evels are planned to
the Long Range Transit Plan, service guidelines prioritize frequent service on Transit

Emphasis Corridors with high travel demand. A key element of the overall TDM/TSM

program is ongoing monitoring of travel demand, community development and

infrastructure investment to ensure that service levels keep pace with overall corridor
development.
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3. Capital Plan

Paralleling the regional plan, the top priority for capital investment will be in preservation
and maintenance of existing capital and identifying the direction of future capital needs.
This will be evident in activities that keep vehicles, facilities and technology in good
repair, then ensuring vehicle replacements occur in a reasonable timeframe. While fleet
expansion and major facility construction are not envisioned in the span of this TDP, we
will poise ourselves for future growth when it is feasible by doing the planning and
identifying funding necessary.

Facilities

Community Transit operates and maintains transit facilities consisting of administrative
offices, two operating bases, the Mountlake Terrace Transit Center Garage, 30 Swift
Bus Rapid Transit stations, 24 park & rides, numerous park & pools and 1,700 bus
stops.

Many of our facilities are nearing or past their life expectancy and are in need of
evaluation, prioritization and funding to implement system renovation or replacement.
Examples are roof replacement at our Casino Road Building and repaving of our Kasch
Park operating base.

Community Transitbés Capital program will focu
next six years. In 2011 a dedicated fund was created to defray these annual

preservation and rehabilitation needs. This TDP prioritizes investment in this fund as

part of building a more stable platform for future growth.

Smokey Point Transit Center

While large scale capital construction is not possible in this plan, Community Transit is
proceeding with the design and construction of a reconfigured Smokey Point Transit
Center that will restore access to this facility and improve its function as a hub for
service in north county.

Specifics about the remodeled transit center, such as the number of bays and the
amount of bus layover space, still are being determined. The idea is to provide a place
where passengers will be able to transfer between bus routes without having to cross
Smokey Point Boulevard or 172nd Street. The new facility would have lighting, security
cameras, shelters and bike facilities.

Construction is expected in 2012. The project is scheduled to receive $3.35 million in
federal grant funds, which will cover 80 percent of the cost.
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The old Smokey Point Transit Center was closed in 2005 after a road development
project limited access to the property.
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Figure 16: Smokey Point Transit Center - Proposed Site Plan

Vehicles

In keeping with the core value of environmental stewardship, a priority will be placed on
obtaining grant funding to purchase hybrid fuel technologies for future vehicle
replacements. Due to recent service reductions, the bus fleet is being resized to fit
reduced service levels and comply with federal spare ratio regulations. The Community
Transit vehicle fleet includes standard 30, 40 and 60 foot vehicles, Double Tall double
deck commuter coaches for maximum efficiency and capacity, specialized Swift BRT
and DART paratransit vehicles, as well as an extensive fleet of vans for the vanpool
program. Figure 17 provides a forecast of bus, DART and vanpool fleet for 2012-2017.
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Figure 17: Active Vehicle Fleet
Technology

Technology infrastructure (network and servers) modernization and applications
development is underway as the agency readies itself for the deployment of critical
Intelligent Transportation Systems such as APTS (see below). These systems are new
to the agency in that they operate on a 24X7 basis, require high availability, and are
customer facing. Finishing the required infrastructure to run APTS will be a challenge
with constrained funding for the upcoming years and ongoing capital improvement and
maintenance will be required.

Equally complex and critical is the expansion and modernization of the radio/microwave
system to support the 700mgHz (data) and 800 mgHz (voice) communications between
dispatch and the fixed route fleet. While the agency will be roughly doubling the size of
the radio system to reduce large coverage gaps, it is doing so with older technology so
it is compatible with the current system. Eventually the entire radio system will need to
be modernized so it is: 1) supportable; and 2) transitioned to a trunked system to free
up key bandwidth and improve performance.
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Advanced Public Transportation System (APTS)

Community Transit is developing a transit technology program (APTS) that will use the
most advanced technology available to keep buses on schedule and provide real-time
information to passengers. The program will:

e track each busdés | ocation with GPS
e provide passengers with an estimated time of arrival at any given stop

e automatically count passengers

e automatically announce stops

o utilize computer-aided dispatch

e give coach operators more communication and sophisticated tools

Real-time bus information is the most visible customer service improvement. The
program will make this information available on the Internet, via phone or on handheld
data devices. Real-time bus information also will be displayed at Swift stations and
major transit facilities.

Most of these technology tools are being developed through a contract with INIT, an
international company that has developed similar systems for transit agencies
throughout the world.

System design, testing and installation are underway on our buses and at our facilities.
Community Transit plans to activate this system in 2012.

Radio System Upgrade
Community Transit received $2,784,000 in FTA 5309 State of Good Repair program to

add radio communications tower sites to the Community Transit radio network in order
to fix existing radio coverage holes. This project includes leasing new tower locations
that will solve these coverage problems, expanding our microwave system to these
towers, and adding both our 800 MHz Voice and 700 MHz Mobile Data systems to
these new | ocations. Community Transités co
voice radio and CAD/AVL data directly to our two 7x24 dispatch centers to provide for
the safety, security, and protection of our coaches, passengers, and daily operations of
our fleet. These two radio technologies provide direct voice communications with
Operators, Supervisors, and Transit Police (Snohomish County Sheriff Department).
They also provide GPS location information which is used to ensure the safety of our
passengers, provide timely response to emergency calls, terrorist activities such as
hijacking, coordination with Snohomish County Department of Emergency Management
activities and any other agencies such as King County Metro, Everett Transit and Sound
Transit. This project will improve and preserve our ability to provide local and regional
transit bus service by expanding and maintaining our radio communitation network through
the addition of new tower sites.

This project is slated for completion in early 2014.
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4. Financial Plan

Building a Stable Platform for Future Growth also serves as a framework for Community
Tr ansi t-20% finarial plan. As presented in the Service and Capital sections,
service levels will be cut to an affordable level and the priority for capital is preservation
of existing assets. The financial strategy is support for service and capital while
restoring depleted reserves to weather future financial stress. Key elements of this
strategy include:

e A conservative revenue outlook
e Regular fare increases

e Controlled cost growth

e Building reserves

e Balanced priorities

¢ New revenue source

Sources of Revenue

Community Transit is a locally funded agency. Retail sales tax collected in the Public
Transportation Benefit Area (PTBA) is our primary revenue source. PTBA residents
have approved the maximum taxation rate (9/10" of one cent) allowed under current
law. Through a partnership agreement, Everett Transit also contributes sales tax
dollars (1/2 of one tenth of one cent)

toward operation of Swift service in Federal
Everett. Retail sales tax accounts for 70% State 8%
of the agencyos Rigeer 2%_‘
fares provide 19% of operating revenue
and cover nearly 21% of the cost to
operate Community Transit service
(excluding Sound Transit service).

Federal operating subsidies are at 8% and
state funding is at 2%. Advertising,
interest income and other sources

account for 1% of overall revenue.

Other
1%

Figure 18: Sources of Revenue, 2012 Budget
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Sales Tax

This plan assumes a slow recovery from economic recession. Figure 19 provides the
trend in sales tax since 2005 with high growth leading up to the pre-recession peak of
$76.6 million in 2007. The inherent volatility of this revenue source is seen in the 19%
drop over the past four years to 2005 revenue levels. Over the life of the plan, retall
sales tax is projected to grow at 1% in 2012, 2% in 2013, 3% in 2014, 4% in 2015 and
5% in 2016 and 2017. . By 2017, the forecast returns to near pre-recession levels, ten
years after the 2007 peak.

Sales Tax: Modest Growth Thru 2017
N\

80 ﬂ

76.6 % Actual Forecasy
75

65

63.3 62.3

76.3

72.7,

60

55
Annual Sales Tax Growth Rate

4% 5% 5%

Sales Tax Revenue: Dollars in Millions

1% 2% 3%
50 ; ; ; ; ; ; ; ; : , , ,
05 06 07 08 09 10 11 12 13 14 15 16 17

13

Figure 19: Sales Tax Revenue Forecast

Fare Revenue

Fares are the only revenue source over which Community Transit has any direct
control. Revenue in 2010 was robust, due to a June 2010 fare increase and increased
participation in employer pass programs. Fares covered nearly 21% of Community
Transit operating cost in 2010. Revenue is forecast to drop in 2011 and 2012 due to the
combined effect of employer pass program price adjustments and further service
reductions.

As part of the strategy to sustain service, regular fare increases are integral to this TDP.
Beginning in 2012, a fare increase is assumed every two years. Larger increases are
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planned for 2012 and 2016. A smaller increase is forecast in 2014. Figure 20 provides
a forecast of operating expense, fare revenue and cost recovery for 2012-2017.

Regular Fare Increases
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Figure 20: Cost Recovery and Fare Increases

Federal Funding

The plan forecasts a significant reduction in federal funding over the 2012-2017 period.
Proposals for reauthorization of federal transportation funding indicate that formula
funds for transit may be significantly reduced. Further, funding is distributed based on
guantity of service provided. With elimination of one third of our service by February
2012 Community Transitds earned Isfrexisee i s expe
forecasting of federal funding is impossible, this plan provides what we believe is a
realistic assessment of likely federal funding with a 30% reduction from 2011 levels by
2016.. Figure 21 illustrates the impact of this reduction. The figure shows federal
formula and competitive funding in the year to which it is allocated. It is important to
note that while some recent federal proposals have called for cutting transit funding by
up to one third, this TDP does NOT assume this level of reduction in funding. If such
cuts were implemented, they would almost certainly result in further reductions in
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Community Transitoés ser vi clTheplarecongiriuestoragsumea pi t al
a 50%/50% split in federal funds between operating and capital budgets.

It is important to note that while Community Transit has been successful in securing
federal competitive grant funds in the past, this plan does not assume any new
competitive grant awards. While it is likely the agency will continue to be successful in
securing competitive funding, this TDP makes a conservative assumption in this regard.

Federal Funding Forecast
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Figure 21: Federal Funding Forecast

Controlled Cost Growth

A key element of reaching stability and sustainability is controlling our cost structure.
We are not going to spend more than we make. Cost growth must stay in line or be
lower than revenue growth in all aspects of our business. Community Transit reduced
service by 15% in 2010 and another 22% in 2012. Service in 2012 will be at 2002
levels. We will do everything possible to control cost growth to avoid further
reductions in service.

While operating costs per unit of service for Community Transit have historically
increased at more than 5% per year, this TDP assumes a lower rate of growth. Figure
22 provides the forecast fully-allocated operating cost per service hour and the annual
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rate of growth. Costs increase more significantly in 2014 due to resumption of principal
payments on debt service, previously deferred as part of a debt restructure during the
recession. Ensuring that costs grow more slowly than revenues will require diligence
and transformation in annual budgeting, procurement, service planning and contract
negotiation. Key examples of this approach include the successful negotiation of a new
paratransit service agreement at a savings of $4 million over five years and the
assumption of increased administrative employee contributions to medical benefits
beginning in 2012.
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Figure 22: Fully Allocated Operating Cost Per Hour

Building Reserves
A key component of financial stability is to have reserve funding sufficient to weather an
unexpected increase in expense or decrease in revenue. An appropriate level of

reserve

shoul

d

protect

Community Transitods

customers through a typical financial crisis. It is expected that events of an unusual or
historic scale (such as the recession of 2007-2009) would require Community Transit to
use a combined approach of reserve funding, administrative cost reduction and

adjustments to service to maintain financial stability.
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The Obridgedé budgets i n tréliedoeruwsing eysting eeserves
to balance. These reserve funds i both capital and operating - are now significantly low
and will need to be replenished to appropriate levels. Figure 23 provides a forecast of
operating revenue contributions to capital reserves.

While the 2011-2016 TDP Addendum showed a failing operating and capital plan, the
2012-2017 TDP provides a balanced plan with fully-funded capital and operating
reserves. This transformation was not achieved without sacrifice. Only by cutting
services and jobs and raising fares was the agency able to reduce costs and reach
sustainability.

Figures 24 and 25 show the impact of these changes on the operating reserve with the
Abeforeo pict ux0el & rToDMP tAded e2n0dlulm a n dowindgtee
revised forecast for 2012-2017. Likewise Figures 26 and 27 show the previous and
updated forecast of capital reserves.

of t h

nafter

Making the capital program fAwholedo involved r

to reflect a smaller fleet (due to service cuts) and replenishing capital reserves with
resumption of annual funding transfers from operating revenues.

Figure 23: Operating Contributions to Capital Reserves
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