SAN FRANCISCO BAY AREA RAPID TRANSIT DISTRICT
300 Lakeside Drive, P. O. Box 12688, Oakland, CA 94604-2688

OPERATIONS & SAFETY COMMITTEE
April 18,2017
3:00 p.m.

COMMITTEE MEMBERS: Directors Keller (Chairperson), Simon (Vice Chairperson), McPartland,
and Saltzman

A regular meeting of the Operations and Safety Committee will be held at 3:00 p.m. on Tuesday,
April 18, 2017, in the BART Board Room, Kaiser Center 20 Street Mall — Third Floor, 344 — 20
Street, Oakland, California.

Members of the public may address the committee regarding any matter on this agenda. Please
complete a “Request to Address the Board” form (available at the entrance to the Board Room) and
hand it to the Secretary before the item is considered by the committee. If you wish to discuss a matter
that is not on the agenda during a regular meeting, you may do so under Public Comment.

AGENDA
1. Call to Order.
a. Roll Call.
2. Update on Fare Evasion Control Initiatives.* For discussion.
3. Public Comment.
4. New Business. (An opportunity for Board Members to introduce potential matters

for a future committee agenda.)

Kenneth A. Duron
District Secretary

Please refrain from wearing scented products (perfume, cologne, after-shave, etc.) to these meetings, as
there may be people in attendance susceptible to environmental illnesses.

BART provides service/accommodations upon request to persons with disabilities and individuals who
are limited English proficient who wish to address BART Board matters. A request must be made
within one and five days in advance of Board meetings, depending on the service requested. Please
contact the Office of the District Secretary at 510-464-6083 for information.




B ART
m Fare Evasion Control Initiative

April 18,2017
BART Board O&S Committee






Controlling Fare Evasion

“Pay your Fare Share”

Strategy

Station hardening — reduce opportunities to fare evade
Enforcement — fair process, clear dis-incentives

Fare systems — short- and long-term solutions

Technology — improved data will enable focusing resources

Approach

Comprehensive plan: Infrastructure + Process + Culture

Priority: Multi-department Fare Evasion Task Force meets every two
weeks

Resources: Fare evasion emphasis in FY18 budget





Fare Evasion Context

* Industry standard fare evasion rate range: 3-8%

 Estimated BART fare evasion rate: 4-5%,

= Potentially $15M to $25M per year lost revenue

Approx. $6M in losses supported by data
Estimated $9M-$19M loss more speculative, less data based

=  Strategy could help recover $8M to $11M per year





Strategy

Investment

Hardening Stations

Civic Center Station

Reduce service gates to one electronically
controlled gate by each booth

Raise barriers to 60”

Incorporate elevators into the paid area or develop
other effective elevator solutions

FY18 budget proposal
Barriers: $1.9M labor and materials
Elevators: $200k
Prioritize fare evasion hardening improvements;
focus on value
Need favorable resolution with SF Fire Marshall Pitts b g S tation
on gate closure 3






Hardening Stations

What's been done:

 BART Facility Standards revised

» Barriers & gates: Fremont, Pitts/Bay Point

« Station agent survey of time, location, and
modes of fare evasion

Wh at We’re d0|ng Pittsburg/Bay Point Station

» Planning / discussions with SFMTA on Embarcadero Elevator solution

» South Hayward fencing and incorporation of elevator into paid area

» Fare evasion included in Station Mod projects for Downtown Berkeley
(South end) and EI Cerrito del Norte

What'’s in planning:

» Next-up stations; Richmond, Balboa Park, Concord

 Station modernization program design (Powell, 19" Street)

* Development of cost estimate for high barriers at Emb., Mont., & Civic





Tiered Enforcement Strategy

Introduce Proof-of-Payment

* Policy, procedures, and tools are ambiguous and outdated

« Ordinance to be brought to the Board that will clarify fare policy and rules
(“valid fare media”); makes BART a “Proof of Payment” system

Fair, equitable, clear, effective enforcement model

» Designated fare inspectors will be part of BART Police Department
« Signs will clearly state that people in paid areas are subject to inspection.

Custom fare media inspection tools
« Staff-developed hand-held device to inspect fare media and print a record

Investment

o 6 Community Service Officers
« $50k for handheld fare media readers

Walter Teruya





Increasing Enforcement

What's been done:
« Review of best peer agency practices = oty
« Draft Ordinance under review
» Draft BPD Proof-of-Payment operational procedure
* Prototype hand-held fare validator

What we’re doing:

* Production spec for 100 handheld fare validators

» Paid area signage at all stations

» Develop Fare Inspection Team methods, procedures,
and processes to ensure fair and equitable, clear and
effective enforcement

* Ordinance to Board in May

« Evaluating conditional access for bathrooms, etc.

What’s in planning:

» Outreach and Communications plan, tied to
enforcement ramp up

» Hire CSO'’s for Inspection Teams

Phoenix AZ Metro LRT






Updating Fare Systems

What’s in planning (short-term)

» Updating station agent voucher
processes and tools

» Evaluating increased minimum ticket
purchase value

Montgomery Station

What’s in planning (longer term)

« Early plans to migrate to all
Clipper

 Industry evaluation for more
“evasion-unfriendly” fare gates






Employing New Technology

Better data: Video analytic software

» Pilot application, drawing from closed-circuit cameras in stations

« Anonymous counting of incidents by location, by mode, to inform
and improve enforcement

Investment
e $200k






Questions
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