





























































































































































































































































































































































































































BART Board of Directors     February 12, 2015 


Building a Better BART: 
Better Delay Information for Riders 
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Improving Delay Information to Riders 


Improving/expanding the BART Service Advisory (BSA) System, updating policy, and 


increased marketing efforts will help better inform riders during delays. 


  
Building a Better BART 
 


  Aging Fleet                                 
+                                     


Trackside Maintenance      
Needs 


Increased Unexpected        
&                                 


Planned Delays 


= 
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Disruption Scorecard 


Building a Better BART 


Delay Information Complaints  
per Quarter: Q2 FY14 Q3 FY14 Q4 FY14 Q1 FY15 


PA/DSS (Destination Sign System) Delay Complaints 7 3 3 3 
BART Service Advisory (BSA) Complaints 3 11 12 21 
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Transportation Delay Communications 
0-4 


Minutes 
5-15 


Minute 
Major 
Delays 


Train Operator Immediate 
announcement 


• Update announcements every 5 minutes 
or when information changes 


• Update announcements every 5 minutes or 
information changes 


Station Agent N/A 
• Local announcements based on OCC 


information 
• Local announcements based on OCC 


information 


Communications 
Specialist 


(ComSpec) 


Monitor 
Developments 


• PA/DSS announcements every 5 minutes 
• BSA issued when multiple trains are 


delayed 10 minutes or more 
• Text message sent to Agents terminal 
• Update traffic reporters who call in  
• Notify Transit Information Center 


(provides live information to customers) 
• Request Bus Bridge (usually 1-2 hour 


lead time and inadequate capacity) 


• PA/DSS announcements updated every 5 
minutes 


• BSA continue 
• Text message sent to Agents terminal  
• Request Communications Department to 


update media line/deploy staff to OCC 
• Update Transit Information Center 
• Request Bus Bridge (usually 1-2 hour lead 


time and inadequate capacity) 


Train Controller 
Central Manager 


Monitor 
Developments 
and mitigate 
delays 


• Update Train Operators  
• Issue TPAs (Train Public Address from 


OCC) at 10 minutes 
• Coordinate information with ComSpec 
• Implement service plan 
• Advise field supervisors of service 


adjustments 
• Truncate service as necessary 
• Due to lengthy lead time, consider 


activating Bus Bridge  


• Update Train Operators  
• Update TPAs every 10 minutes 
• Update information with ComSpec 
• Adjust service plan as needed 
• Update  field supervisors of service 


adjustments 
• Determine if partial restoration of service is 


possible 
• Determine need for Bus Bridge 
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When Major Delays Occur,  
Communicating the Service Impacts and 
Mitigation Strategies is a Challenge: 


• Unpredictability and fluidity of the situation 
• BART network design quickly results in systemwide impacts 
• Frequent service, high ridership and lack of robust bus 


bridge capabilities frequently leaves few good options 
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Current Rider Communication During Delays 


 
Building a Better BART 
 


BART Service Advisory policy: A BSA is issued when multiple trains are off 
schedule by 10 minutes or more. 


• When a BSA is issued, an alert is sent to email/text subscribers (24,000 
during peak commute. Total 94,600 subscribers in all categories), 
@SFBARTalert twitter account, 3rd party apps 


• BSA posted: bart.gov, m.bart.gov 


• On-demand text options available 


• OCC & Train Operators make PA announcements 


• Additional staff deployed to platforms  


• Media line is activated during major delays 


• Real time train info automatically updates on DSS, bart.gov, m.bart.gov 
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Three Tier Approach to Improvements 


Early Wins Medium Term 
Improvements 


Long Term 
Improvements 


Building a Better BART 


Short term improvements: 
 


 Use of “major delay is developing”  
 Use of BSA for planned delays 
 DSS messages: the shorter the better. All messages 


have been shortened by 35% 
 10 days prior to planned maintenance, service info 


posted on bart.gov, Twitter, paper passenger bulletin 
in stations.  


Items complete 
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More Early Wins 


Complete 


• @SFBARTalert Twitter Fix  


 


 


 


• Launch communication campaign for alerts 


 car cards, DSS, radio buy, info on all passenger 


 bulletins, info being added to PES pens 


1yr: BSA subscribers       118% @SFBARTalert       205% 


 


 
Building a Better BART 
 


• Systemwide BSAs to DSS 


• Add active BSA details to more places 


throughout web and mobile web sites 


• Elevate the presence of active BSA details 


on the homepage 


 


 


 


To Be Done 


• Add spell check to BSA development system 
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Medium Term Improvements  


Building a Better BART 


We have the capability but will require significant staff time 


I. Consider Triggering BSAs Sooner 


o May need additional staff 


II. Consider Localized BSAs as Appropriate 


o Line specific alerts  


III. BSA Secondary Drop Down 


o Add a secondary drop down to BSA development system to include more 
details about the delay progression: 


Bus bridge info, message about what BART is doing (crews on scene), planned 
maintenance branded messaging (slow train speeds for worker safety). 
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Long Term 


Exciting ideas which will take commitment, significant 
time and financial resources 


 


 


 


 


Improve granular details that feed into real time information. Using 
information from Train Controllers entering work orders, we can better 
calculate delays that are coming.  


          Benefit to riders: better quality info for BSAs 


  
Building a Better BART 
 


10 







11 


Long Term…More Exciting Ideas 


Make iTrains available to the public for use on their 
mobile device. 


An interactive map 


that shows where  


trains are on the 


system and if they 


are on time. 


 


      Benefit to riders: a glimpse at what’s ahead on their line 


 
Building a Better BART 
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Long Term….The Big One 


Take BART’s Award Winning QuickPlanner  


to the Next Level 


          


 


 


 


 


 


        Benefit to riders: Active delays are factored into trip planning 
 
Building a Better BART 
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QuickPlanner currently provides 
schedule-based trip plans only 
 
It could be “aware” of dynamic, real 
time service conditions  
 
Recommend more accurate trip plans 
to customers 
 
Making BART a leader in trip planning 
technology 
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Service Planning for 
Special Events


BART Board of Directors


February 12, 2015







Context


• This presentation 
outlines how event 
planning and train 
service adjustments 
are delivered


• In 2014, 278 days or 
almost 78% of service 
days had some degree 
of service adjustment
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Presentation Topics


• This presentation will 
discuss the following:


– The Event Planning 
Process


– Types of Special Events


– Research and Analysis


– Service Delivery Tools


– Challenges


– Lessons Learned 
/Knowledgebase
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Event Planning 


Process Basics


• The Event Planning Process always 
starts with three basic questions:


– Where


• Is it near BART or far away?


– Timing/Duration


• What is our schedule leading to the 
event and after the event?


– Magnitude


• What’s the expected crowd or 
attendance?
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Key Event Planning 


Process Considerations


• The Event Planning Process Must Be:


– Data driven 


– Involve internal and external stakeholders


– Balance crowd management in the trains and at 


the stations


– Customer service and safety conscious


– Aware of the resource challenges


– Aware that BART is a partner in the event and 


often a key component in its success
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Types of Special Events


• Everything, Everywhere:


– Sporting Events


– Parades 


– Festivals


– Concerts


– Reoccurring or Seasonal Big Events such as New 


Years, Gay Pride, Bay to Breakers


– Simultaneous Events Throughout Region
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How Do We Know?


• Research and Analysis:


– Where, When, Duration?


– Estimated Attendance 
(can change rapidly)


– Is the Event Reoccurring? 
• Review ridership, 


crowding, delays and 
customer service 
feedback 


Operations Planning and Support 6







Calendar of 


Events Example


Operations Planning and Support 7


FACI- EST. START/APPOX


EVENT LITY
ATTEND
.


END TIME SERVICE ADJUSTMENTS


Tuesday, January 20, 2015
No major events scheduled
Wednesday, January 21, 2015
Warriors vs. Houston A 14K 1930-2215 Cancel 200 and 500 PM breaks.
SF Symphony performs Berg DAV 2K 2000-2230 No service adjustment.
Thursday, January 22, 2015
National Automobile Dealers Association MOS 10K 0900-1700 No service adjustment.
SF Ballet presents its 2015 Opening Night 
Gala


OP 2K 2000-2230 No service adjustment.


CAL Basketball vs. Arizona State R20 5K 2000-2245 Cancel 200 PM breaks
Friday, January 23, 2015
Friday Ridership Cancel 300 AM breaks.
National Automobile Dealers Association MOS 10K 0830-1600 No service adjustment.
Warriors vs. Sacramento A 14K 1930-2215 See below.
SF Symphony performs Berg DAV 2K 2000-2230 No service adjustment.
Friday Night Ridership Cancel 200, 300, and 500 PM breaks.
Saturday, January 23, 2015 Track Allocation # 2208
National Automobile Dealers Association MOS 10K 0830-1630 No service adjustment.
Supercross S 40K 1830-2200 Cancel 200 and 500 PM breaks.


Event trains: 4-HY, 2-RY
CAL Basketball vs. Arizona   R20 5K 1930-2145 No service adjustment.
Sly & the Family Stone - Fox Theater K20 2K 2000-2230 No service adjustment.







We Always Search 


for More Info


• Research and Analysis (continued):


– Are there any reasons to anticipate a difference 


from previous occurrences?


• Must consider impacts of simultaneous events and 


those that overlap with peak commute


– Is existing capacity sufficient?


• Resource driven


• There are many tools at our disposal beyond adding 


additional service
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What Can We 


Change to Help?


• Service Delivery Tools:


– Deploy Additional Staff in Field (e.g. SAs, BART Police)
• Key at stations for crowd management


• Typically only tool used for large neighborhood events (e.g. 
Mission Street Food Festival)


– Lengthening Trains
• Are cars available?


• Alter “make and breaks” and keep trains long (8+ cars) throughout 
day or night


– Add Event Trains
• Are cars “in consist” and staff available?


• Where does it make sense to add trains in timetable off-peak?


• Timing is everything
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Oakland Coliseum 


“Recipe” Example
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TRAIN SERVICE EVENT ADJUSTMENTS 


OAKLAND COLISEUM 


Weekday 


Game 


Time


Tickets 


Sold


Projected 


BART 


Ridership


% of 


Gate


Ref. 


Mod.


ADJUSTMENTS


12:35 PM -


2:35 PM


Up to 


20K 4,000 20% A


1.  Cancel 200 AM 


breaks (see note 1)


20-35K 7,000 20% B


2.  Cancel 200, 500 AM 


breaks (see note 1)


7:05 PM-


10:05 PM


10-25K 5,000 20% C


1.  Cancel all PM 


breaks (see note 2)


25-30K 6,000 20% D


2.  Same as "1" plus 2-HY event trains 


(see notes 3 & 4) 


30-40K


8,000 20% E


3. a) 


Same as 


"2" plus 


b) Total of 4-HY 


event trains


c) Swap 400's with 200's starting with T-225 @1720 and 


T-447 @ 1713


d) 200's to 6-car trains starting with T-229 normal 


SCRAM size @2255 


40K-45K


9,000 20% F 4. a) Same as "3" plus 


b) Total of 4-HY, 2-RY event trains 


c) Swap remaining 200's with 400's as they lay up for 


long 200 PM trains 


d) Last 5-RY dispatches to A90 (lay up trains) return to 


SCRAM sizes







Service Delivery 


Complexities


• Some things we can control but they can be very complex:


– Storage of Event Trains


• Timing of event trains is dependent on distance to nearest storage yard


– Control Center must coordinate with staff in field to time release of trains 


so they serve the greatest need


– Crowd Timing


• Timing of event crowds exiting and entering events can be very dynamic


• Weather and station access distance for pedestrians are huge influences


– Major Downtown SF events require the most discipline


• Pedestrian access to BART along Market Street is everywhere


– Sometimes we change the train stopping pattern and close entrances to 


manage flow


• Coordination between train service and passenger flow through faregates and 


onto platform must be balanced


– We want everyone to get home safely and in a timely manner
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Hard to Control


Challenges 


• Things we cannot control:


– Staff Availability


• Signing up for overtime is voluntary


• Safety driven hours of service limitations dictated by state/federal law are key


– Infrastructure


• Few pocket tracks in central core system to stage trains, especially SF


• Events can conflict with trackside maintenance projects (delays)


– Fleet


• Cars are fully subscribed during weekday peak commute periods


• Cars must be in usable consist to make train (e.g. at least two cabs on each 


end)


– Other Factors


• Police incidents


• Weather
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Planning for 


Future Events


• Staff debriefs and reviews special events  
(”Lessons Learned”)


• What went well and what needs improvement?


– Larger events require debrief with key internal 
stakeholders


– Prepare and adjust plan for next year


• This can occur months in advance or days beforehand


• All analysis is documented and archived so it can be a useful 
tool in the future


• Many events have a somewhat prescriptive “recipe”


• But we always assume that anything can change
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Event Planning / 


Train Service Adjustments


Questions
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TALE OF TWO CITIES 


S A C R A M E N T O  


      


W A S H I N G T O N , D C  
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2015  
A NEW CA LEGISLATURE  &  A NEW CONGRESS 


S A C R A M E N T O  
• 35 New Members 
• Democratic Control in 


both houses 
• Jerry Brown elected  to 


historic 4th term  
• Democratic  agenda 


achieved? 


W A S H I N G T O N ,  D C  
• 71 New Members 
• Republican Control in 


both houses  
• President Obama in last 


2 years (“Lame Duck”) 
• Continued gridlock? 
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2015  
TRANSPORTATION FOCUS 


S A C R A M E N T O  
 “…the state must focus funding 


on the priorities that are the 
state’s core responsibility - 
maintaining and operating the 
state’s network of highways 
and interstates, and improving 
the highest priority freight 
corridors. 


  2015-16  CA State Budget 


W A S H I N G T O N ,  D C  
 Let's close loopholes so we 


stop rewarding companies that 
keep profits abroad, and 
reward those that invest in 
America. Let's use those 
savings to rebuild our 
infrastructure and make it 
more attractive for companies 
to bring jobs home. 


  President Obama  
 2015 State of the Union 
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2015  
TRANSPORTATION FOCUS 


S A C R A M E N T O  
• Cap and Trade  


implementation offers 
funding in 3 programs 


• High Speed Rail 
• Toll Roads  
• Road Usage Charge Pilot 


Program 


W A S H I N G T O N , D C  
• Map 21   


Reauthorization expires 
May  31 


• Highway Trust Fund   
• Comprehensive Tax 


Reform? 
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2015 
CA CLIMATE GOALS/FUNDING PROGRAMS 


Governor’s New State Climate Goals 
 
Within the next 15 years (by 2030): 
 Increase from one-third to 50 % our electricity derived from renewable sources 
 Reduce today’s petroleum use in cars and trucks by up to 50% 
 Double the efficiency of existing buildings and make heating fuels cleaner 


 
Cap & Trade for Transit 


1. Low Carbon Transit Operations Program  
2. Transit & Intercity Rail Capital Program  
3. Affordable Housing & Sustainable Communities Program   
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FY 2016 OBAMA BUDGET PRIORITIES 
 


• $4 Trillion overall budget    
• “Grow America”  6-year $478 billion infrastructure plan 
• $94.7 B for DOT 


• $18.2 billion for FTA -- a 70% increase 


  over FY15 level of $10.7b 


 


• “Repatriation” Payment plan: 
 
    14% tax on $2 trillion of foreign earnings 
    resulting in $238 billion to Highway Trust Fund 
 
     New permanent 19% tax on foreign earnings 
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POSSIBLE GAS TAX OPTIONS ? 


S E N .  O R R I N  H A T C H  
S E N A T E  F I N A N C E  C O M M .  


  


 “I prefer not to increase 
taxes, but to me that’s a 
user fee. People who use 
the highways ought to pay 
for them. And that’s a small 
price to pay to have the 
best highway system in the 
world.”  


R E P .  P A U L  R Y A N  
W A Y S  &  M E A N S  C O M M .  


 


“We won’t pass the gas tax.” 
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BART PROPOSED  
2015  STATE  ADVOCACY PROGRAM  


 


Support Cap & Trade Funding for Transit 


Protect Existing & Seek New State Funding 


Work to Optimize BART’s Ability to Generate Renewable Energy 


Review/Pursue Issues Raised by BART Police  


Monitor  (support/oppose) all legislation that impacts BART 
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BART PROPOSED   
2015  FEDERAL  ADVOCACY PROGRAM  


Participate in MAP -21 Reauthorization Efforts:  


• Support a “full funding” policy for long-term overall funding of Surface Transportation 
authorization legislation. 


• Prioritize State of Good Repair (SOGR) Formula Funding.  


• Support transportation enhancements and “livability” programs to assist access, 
bicycle and pedestrian project goals. 


• Support the Core Capacity grant program of the New Starts Program. Seek FTA Core 
Capacity grant funding.  


• Monitor ongoing development of rail safety regulation at the FTA.  


Seek New BART Railcars Assistance if Necessary 


Support Continued Funding for Transit Security Needs  


Support a Permanent Transit Commuter Benefit 
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