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3. Measuring Effectiveness with Key Performance 
Indicators
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Background


Mag-Stripe Ticket Surcharge:


• On June 8, 2017, BART Board approved “Title VI Fare Equity Analysis 
for the Proposed Productivity-Adjusted Inflation-Based Fare Increase 
and Fiscal Year 2018 Fare Changes effective January 1, 2018”


• Surcharge may disproportionately affect low-income riders


• Low-income riders can avoid surcharge with Clipper card
 $3 Clipper card one-time acquisition fee can be potential barrier


• Mitigation proposal: Distribute free Clipper cards to low-income riders
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Proposed Title VI Mitigation Action Plan


BART’s proposed Title VI mitigation action plan will begin 
October 2017 and is comprised of 2 parts: 


• Distribution through Community-Based Organizations 
(CBOs)
 BART to expand on MTC’s existing CBOs partnership 


program


• In-Station & CBO Promotional Activities
 BART to host up to 23 promotional activities in-station and 


at CBOs


MTC to provide free Clipper cards for both
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Proposed Title VI Mitigation Action Plan
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Proposed Title VI Mitigation Action Plan


Distribution through CBOs:


• BART to provide list of CBOs (majority near low-income 
BART stations) to MTC to vet


• BART to develop specific guidelines with CBOs for 
monitoring card distribution and plans to provide 
trainings on how to use and register Clipper


• Program is ongoing
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Proposed Title VI Mitigation Action Plan


In-Station & CBO Promotional Activities:


• BART to host up to 23 promotional events at multiple 
stations in low-income communities and CBOs 
throughout the BART service area to provide free Clipper 
cards


• BART staff plans to assist riders on how to register and use 
Clipper on BART


• Activities to last through at least March 2018
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Measuring Effectiveness with Key 
Performance Indicators


Key Performance Indicators:


• Decrease of mag-stripe ticket usage at BART stations in 
low-income communities


• Increase in Clipper usage at BART stations in low-income 
communities


• Adoption and use of distributed Clipper cards within the 
BART system


• Number of BART trips taken with distributed Clipper 
cards


• Reloading value on cards (how much, number of times, 
where value was added)
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Monitoring


• MTC will provide the serial numbers of all distributed 
Clipper cards and Clipper usage and reloading value 
reports to BART


• CBOs also to provide BART with serial numbers of Clipper 
cards distributed through their organizations


• Registration encouraged but not required
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Next Steps


• Today, BART Board asked to approve Title VI Fare 
Mitigation Action Plan for Mag-Stripe Ticket Surcharge


• October 2017: Implement Title VI Mitigation Action 
Plan 


• Spring 2018: Update to BART Board on plan 
performance





		��������������Proposed Title VI Mitigation Action Plan for Surcharge on Mag-Stripe Tickets

		Overview

		Background

		Proposed Title VI Mitigation Action Plan

		Proposed Title VI Mitigation Action Plan

		Proposed Title VI Mitigation Action Plan

		Proposed Title VI Mitigation Action Plan

		Measuring Effectiveness with Key Performance Indicators

		Monitoring

		Next Steps






Small Business Program Modifications 
LGBT Business Enterprises


Board of Directors


September 14, 2017







2


Proposed SB Program Modifications


• In April, the Board approved changes to add a Local Small Business 
preference for Measure RR funded contracts
• Applies to SBs whose principle place of business is located in 


Alameda, Contra Costa and San Francisco counties
• The proposed modification would add Lesbian, Gay, Bisexual, and 


Transgender Business Enterprises (LGBTBEs) to the SB Program 
• LGBTBEs face business barriers, even in the Bay Area, especially in 


industries like construction
• Certified LGBTBEs would be eligible to receive a 5% bid preference on 


SB prime contracts and would be counted towards the SB 
Subcontractor Participation Goal


• Additionally, verified Local LGBTBEs would be eligible for the 
increased preference cap on Measure RR funded contracts


• Add a self-performance requirement for SB Primes
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Certification


• To be eligible, LGBTBEs must be certified by:
• National Gay and Lesbian Chamber of Commerce (NGLCC) or the 


California Public Utilities Commission (CPUC) 
• State of California Department of General Services as a SB
• BART would verify eligible LGBTBE as a Local SB and add to the 


verified Local SB database
• With this addition, BART’s SB Program would consist of certified 


SBs, DVBEs, and LGBTBEs
• LGBTBE participation will be tracked and included in regular SB 


reports
• Bid forms will be updated to include LGBTBE certification status
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Next Steps


• Implement Small Business Program modifications by early 
2018


• Update contract language
• Develop Local SB verification process and database


• Outreach to LGBT Chambers of Commerce:
• Golden Gate Business Association (San Francisco)
• Rainbow Chamber of Commerce Silicon Valley
• Sacramento Rainbow Chamber of Commerce


• Establish certification protocols with NGLCC and CPUC 
• Begin verification of potential Local SBs
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Recommendations Status Completion
Date


Bu
sin


es
s P
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ce
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ha
ng
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Improve work plan transparency and accountability In progress (OCR/PDC) September 2017


Procurement and Office of Civil Rights business process changes
• Explore ways to facilitate participation on informal contracts to increase competition
• Explore the feasibility of standardizing cost proposal and invoice formats 
• Conduct Business Process Mapping


In progress (OCR/
Procurement) June 2018


Proactively address need for expanded growth opportunities


• Mentor Protégé Program FTA approval pending October 2017


• Enhanced matchmaking and outreach In progress December 2017


• Small Business Supportive Services In progress March 2018


• Explore feasibility of bonding assistance program In progress (OCR/CT) March 2018


Program refinements to improve D/M/WBE and SB participation and inclusion Complete


• Post-award automated notification emails to primes and subcontractors In progress June 2018


Te
ch


no
lo


gy


Implement Compliance Management System (6 Modules) In progress April 2018


PeopleSoft Procurement Module-Vendor Portal continued roll-out. Expand data capture to
include firm age and firm size, NAICS and UNSPSC and explore posting of informal contracts


In progress (CIO/OCR/ 
Procurement) June 2018


Update OCR webpage and create dashboards In progress (CIO/OCR/ 
Procurement) July 2018


An
al


ys
is 


an
d 


Fo
re


ca
st


in
g


Create Contracting Plan Committee to review small business opportunities and expand 
contracting plan process In progress February 2018


Create database of project opportunities In progress June 2018


Disparity Study Recommendations







Disparity Study Recommendations: 
Work Plan Transparency and Accountability


• Developed process and procedures:
o Prime:


 Define objective criteria for selection of duplicative subconsultants
 Inform team of all work plan proposal requests


o Office of Civil Rights:
 Post approved work plans online
 Approve all work plans including the addition and substitution of 


subconsultants
 Monitor utilization of DBEs/SBEs listed on work plans


o Conference at defined intervals if DBE/SBE commitments are not 
being met 
 May require prime to provide corrective action plan
 OCR will not approve any work plans until corrective action plan is 


submitted and approved
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Disparity Study Recommendations: 
Compliance Management System (6 modules)


1. Vendor Management 
 Interfaces with Procurement Vendor Portal vendor registration


 Profile self management
 Tracks bidder and sub-bidder information, quotes, business age and size, industry and 


commodity codes
2. Outreach and Event Management


 Create and manage events, invite vendors based upon certification status, industry and 
commodity codes and location and track reservations


 Send contract opportunities and related procurement notices to vendors
3. Goal Setting


 Set DBE, SBE and SB goals
4. Bid Tracking


 Create and track bidder list of prime/sub bidders for all applicable contracts
5. Contract Compliance (replaces Vendor Payment Tracking System) 


 Maintain prime and subcontractor awards, commitments and payments database
 Monitor and track construction, services, and procurement contracts against award and 


commitment
 Electronically verify payment including prompt payment status
 Monitor and track multi-tier subcontractor real-time participation against goals


6. Certification Management and Online Certification Application
 Online submission of application and supporting documentation and real time 


application tracking including automated alerts for renewal applications 4







Disparity Study Recommendations: 
Compliance Management System Benefits


1. Provides internal and external stakeholders real time access to award, 
commitment and payment data


2. Consolidates multiple vendor lists into one vendor database for all bidders, sub-
bidders and potential bidders


3. Provides comprehensive tracking of performance (bidding history, awards, 
commitments and payments) for each small business which allows them to be 
linked to appropriate supportive services


4. Improves customer service and increases efficiency in the certification process
5. Allows reporting by contract or by bidder and produces participation reports that 


analyze potential DBE overconcentration
6. Provides metrics to track effectiveness of outreach and matchmaking
7. Improves FTA and Board reporting requirements for awards, commitments and 


payments
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Disparity Study Recommendations: 
Program Refinements to Improve Participation 
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• On federally funded contracts, BART will not pay the prime for
the portion of work where a DBE has been improperly 
substituted


• Primes required to report payments to all small business and 
subcontractors over $5K


• Automated notification emails sent to all listed subcontractors
• Updated DBE program with increased dollar thresholds for 


MSBE set-aside contracts:
o A&E and Professional Services - $6M
o Construction, Procurement, and Technical Services - $3M
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Investment Summary
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Cashflow ($ Millions)
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Program Actual Expended –
thru mid June FY17


Forecast 
Thru FY18


Forecast 
FY19


Forecast 
Total


Renew Track $11.3 $45.9 $47.3 $93.2


Renew Power Infrastructure $1.3 $85.2 $117.2 $202.4


Repair Tunnels & Structures $0.3 $19.1 $25.6 $44.7


Renew Mechanical $1.4 $7.0 $5.5 $12.5


Replace Train 
Control/Increase Capacity $0.1 $5.2 $3.0 $8.2


Renew Stations $0.1 $4.6 $13.6 $18.2


Expand Safe Access to 
Stations -- $14.0 $23.0 $37.0


Design/Engineer to Relieve 
Crowding -- $9.1 $14.9 $24.0


Total $14.5 $190.1 $250.1 $440.2







BART Organization Chart
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RR Organization Chart
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*Many functions under 
RR will be co-located 


on the 8th Floor







Staffing – FY18 Hiring Plan
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M&E Project Delivery 152.0


PD&C Project Delivery 6.0


Internal Departments Total 28.0


TOTAL 186.0


FY18 HEADCOUNT







Staffing – FY18 Hiring Progress
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TOTAL FY18
HEADCOUNT


FY18 QTR 1 
HEADCOUNT HIRED PENDING 


HIRE POOL


M&E Project 
Delivery


152.0 84.0 12 20 2


PD&C Project 
Delivery


6.0 0.0 0 0 0


Internal
Departments Total


28.0 12.0 3 0 0


TOTAL 186.0 96.0 15 20 2







Staffing – FY18-FY20 Hiring Plan
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FY18 FY19 FY20 Total FY18-FY20


M&E Project Delivery 152.0 73.9 29.7 255.6


PD&C Project Delivery 6.0 0.0 0.0 6.0


Internal Departments Total 28.0 0.0 0.0 28.0


Total 186.0 73.9 29.7 289.6


FY18-FY20 HEADCOUNT







Citizens’ Oversight Committee
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Seven-Member Committee:


• (1) American Society of Civil Engineers Committee Assignment


• (1) American Institute of Electrical Engineers Committee Assignment


• (1) American Institute of Certified Public Accountants


• (1) Association of Budgeting and Financial Management


• (1) Project Management Institute


• (2) League of Women Voters Committee Assignments







Citizens’ Oversight Committee
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UPDATES


• First Meeting
‒ Occurred 7/26/17
‒ 4 out of 7 Committee Members were in attendance


a) American Society of Civil Engineers
b) Association of Budgeting and Financial Management
c) Project Management Institute
d) League of Women Voters


‒ Agenda included: 
a) Introduction of Committee Members & BART Staff
b) Committee Role
c) RR Program & Bonds Presentations







Citizens’ Oversight Committee
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UPCOMING 


• Make-up Meeting 
‒ Scheduled 9/21/17


• Second Meeting
‒ Scheduled 1/31/18
‒ Agenda to include:


a) Election of Committee Chair & Vice Chair
b) Asset Management Plan Presentation
c) Project Management Updates Presentation







Outreach
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• Increase the pool of ready, willing, and able small businesses 
to bid on Measure RR funded contracts


• Increase awareness of contracting opportunities by 
enhancing communication to small businesses


• Connect small businesses with the appropriate programs 
including:
‒ Certification and Local Small Business verification process
‒ Bonding assistance
‒ Pre and post award Small Business Supportive Services
‒ Mentor protégé 







Outreach
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• Identified RR scopes of work using the North American Industry 
Classification System (NAICS)


• Over 200,000 firms identified in Dun & Bradstreet and various 
certification lists as potentially able to bid BART contracts
‒ Prioritized, refined, and sorted by size, county, RR scopes of work and 


NAICS and identified 10,367 small businesses within the 9 county 
Market Area
 9,676 may require certification
 5,216 are located in the Measure RR counties and may need Local SB 


Verification
‒ Add new firms to database as outreach meetings occur


• Engage small business community through BART sponsored and 
cosponsored workshops and outreach events
‒ Community-based organizations, industry associations, trade groups, 


Chambers of Commerce, and transit, utility and government entities







Outreach (Partial List)
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ORGANIZATION EVENT DATE COUNTY


Western Regional Minority Supplier Development Council Build the Future Business and Construction Expo August 10 Contra Costa


California Black Chamber of Commerce Ron Brown Business & Economic Summit August 18 Alameda


California Hispanic Chamber of Commerce 2017 Convention August 25 Sonoma


BART Measure RR Contracting Opportunities – Kick Off September 7 Alameda


Associated General Contractors Public Works Night September 13 Alameda


Cypress Mandela Training Center Cypress Mandela Event September 16 Alameda


Contra Costa Small Business Development Center “How to Sell to the Government” Workshop October 3 Contra Costa


BART Measure RR Contracting Opportunities October 10 San Francisco


BART Measure RR and A&E Contracting Opportunities – LGBT 
Business Community October 17 San Francisco


BART Measure RR Contracting Opportunities October 24 Contra Costa


BART and Associated General Contractors Measure RR Contracting Opportunities October* Alameda


National Electrical Contractors Association Division Meeting – Alameda County October* Alameda


BART and Associated General Contractors Measure RR Contracting Opportunities November* San Francisco


SF Public Utility Commission & SFPUC General Manager’s 
Small Firm Advisory Committee 4th Annual Women in Construction Expo November 3 San Francisco


BART and VTA VTA Supplier Diversity Program – Measure RR Contracting 
Opportunities and CBTC November 9 Santa Clara


Veterans Business Outreach Center and California 
Department of General Services Small Business Summit – DVBE December 15 Yolo


* Tentative Dates







Planned Self-Performed Work 
(through FY19)
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Project Start Date Substantial 
Completion


Est. Contract 
Value ($ millions)


RENEW TRACK


Rail Replacement FY17 FY21 – Qtr 1 $48


Direct Fixation Pads FY17 FY21 – Qtr 1 $40


RENEW POWER INFRASTRUCTURE


34.5 kV Cable – M-Line from 24th St to Valencia St *** FY17 – Qtr 2 FY18 – Qtr 2 $3


34.5 kV Cable – K & A-Lines from Washington St to 19th Ave FY18 – Qtr 2 FY20 – Qtr 1 $11.5


34.5 kV Cable – K-Line from Washington St to West Oakland FY19 – Qtr 4 FY21 – Qtr 1 $2


Uninterruptible Power Supply (UPS) Replacement FY18 – Qtr 3 FY23 – Qtr 2 $17.6


REPAIR TUNNELS & STRUCTURES


Platform Edge FY18 – Qtr 1 FY23 – Qtr 1 $21


Renew Soundwalls FY19 – Qtr 1 FY20 – Qtr 4 $10


Tunnel/Facilities Waterproofing: M Line FY19 – Qtr 1 FY22 – Qtr 3 $55.1


SELF-PERFORM TOTAL $208.2
*** Project funded by RR and other funding sources







Upcoming Procurement/Construction 
Contract Awards (through FY19)
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Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


RENEW TRACK


Rail Procurement*** FY18 – Qtr 1 FY23 – Qtr 3 $18


M03 Track Construction FY18 – Qtr 2 FY19 – Qtr 1 $6


M03 Track Material FY18 – Qtr 1 FY19 – Qtr 2 $1


Wheel Rail Interface Optimize FY18 – Qtr 2 FY20 – Qtr 3 $4.9


Rail Procurement (Frogs) FY18 – Qtr 1 FY19 – Qtr 2 $0.1


C55 Material Procurement FY18 – Qtr 2 FY19 – Qtr 3 $1.1


A15 Portal Grout Project (DFS) FY18 – Qtr 1 FY19 – Qtr 3 $0.8


System Joint Elimination FY18 – Qtr 2 TBD $5


C35 Interlocking Track Construction FY18 – Qtr 2 FY20 – Qtr 3 $13


Yard Track Replacement Construction FY19 – Qtr 2 TBD $200


Renew Track Sub-Total $249.9


*** Project funded by RR and other funding sources
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Upcoming Procurement/Construction 
Contract Awards (through FY19)


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


RENEW POWER INFRASTRUCTURE


34.5 kV Cable – K-Line from 23rd St to MacArthur FY19 – Qtr 1 FY21 – Qtr 2 $7.2


34.5 kV Cable – M-Line from TBT (West) to Valencia St FY18 – Qtr 2 FY21 – Qtr 3 $43.2


34.5 kV Cable – M Line from Valencia St to Balboa Park FY18 – Qtr 4 FY21 – Qtr 1 $36


34.5 kV Cable – A-Line from Coliseum to Bay Fair FY19 – Qtr 1 FY21 – Qtr 4 $19.2


34.5 kV Cable – A-Line from Bay Fair to Union City FY19 – Qtr 2 FY24 – Qtr 3 $51.2


34.5 kV Cable – C-Line from Lafayette to Concord FY19 – Qtr 4 FY25 – Qtr 1 $60.8


Substation Replacement – A-Line in San Leandro *** FY18 – Qtr 3 FY20 – Qtr 2 $7.8


Substation Replacement – K-Line at TBT (East) *** FY18 – Qtr 3 FY20 – Qtr 2 $9.7


New Traction Power Substations (Civic Center, Montgomery) FY19 – Qtr 3 FY22 – Qtr 1 $29.1


Oakland Emergency Generator*** FY17 – Qtr 3 FY21 – Qtr 2 $30.5


Station Emergency Lighting FY18 – Qtr 3 FY22 – Qtr 4 $23.5


Renew Power Sub-Total $318.2


*** Project funded by RR and other funding sources
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Upcoming Procurement/Construction 
Contract Awards (through FY19)


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


REPAIR TUNNELS & STRUCTURES


TBT Cross Passage Doors FY18 – Qtr 3 FY20 – Qtr 1 $2


Aerial Fall Protection FY19 – Qtr 3 FY25 – Qtr 4 $43


Renew Catwalks FY19 – Qtr 3 FY26 – Qtr 1 $36


Caldecott BART Tunnel Creep Repair FY19 – Qtr 1 FY21 – Qtr 3 $36


Repair Tunnels & Structures Sub-Total $117
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Upcoming Procurement/Construction 
Contract Awards (through FY19)


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


RENEW MECHANICAL


Yard Fire Services FY19 – Qtr 1 FY21 – Qtr 3 $15


Backflow Preventers FY19 – Qtr 2 FY21 – Qtr 2 $13


LMA Computer Room Air Conditioning (CRAC) System 
Replacement FY18 – Qtr 2 FY20 – Qtr 1 $0.4


Facilities HVAC Equipment Replacement FY19 – Qtr 2 FY22 – Qtr 1 $13


Fire Protection and Fire/Life Safety in the L-Line Tunnel FY19 – Qtr 1 FY20 – Qtr 2 $3


Replace Hydraulic Truck Lifts FY18 – Qtr 3 FY20 – Qtr 2 $3.6


Replacement of Rotoclones FY19 – Qtr 4 FY21 – Qtr 2 $1


Sewage Pump Replacement FY19 – Qtr 4 FY21 – Qtr 2 $5.4


Renew Mechanical Sub-Total $54.4 
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Upcoming Procurement/Construction 
Contract Awards (through FY19)


*** Project funded by RR and other funding sources


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


REPLACE TRAIN CONTROL/INCREASE CAPACITY


Train Control Modernization Program*** (RR Share=35%) FY18 – Qtr 1 FY28 – Qtr 2 $650


RENEW STATIONS


Renovation of Escalators, Install of Street Entry Canopies at 
Downtown SF Stations*** FY18 – Qtr 3 FY24 – Qtr 4 $122
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Upcoming Projects / Est Procurements 
& Construction Contracts 


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


EXPAND SAFE ACCESS TO STATIONS


Pittsburg/Bay Point Shared Mobility – Drop-off & Bike Lanes FY18 – Qtr 1 FY19 – Qtr 1 $0.2 (added to repaving 
contract) 


El Cerrito Del Norte – Ohlone Greenway and Bus Shelters Done FY19 – Qtr 4 $2.3


Fremont Station Active Access – Bike Station FY18 – Qtr 4 FY20 – Qtr 2 $0.7


Fremont Station Active Access – Pedestrian Connections FY18 – Qtr 4 FY19 – Qtr 3 $0.5 (added to repaving 
contract)


Dublin/Pleasanton Station Active Access – Bike Station, Iron Horse Trail FY19 – Qtr 4 FY21 – Qtr 2 $3.0


San Leandro Station Active Access – Bike Station FY18 – Qtr 4 FY20 – Qtr 2 $0.8


North Berkeley Station Active Access – Bike Station, Ohlone FY19 – Qtr 4 FY21 – Qtr 1 $1.0


Downtown SF Active Access – Embarcadero Bike Station FY19 – Qtr 2 FY19 – Qtr 2 $0.2


19th Street Station Active Access – Bike Station FY19 – Qtr 4 FY21 – Qtr 2 $1.0 (part of larger 
project)


Bicycle Stair Channels FY18 – Qtr 4 FY20 – Qtr 2 $0.3 (multiple contracts)


Lake Merritt Station Active Access – Plaza (incl. Bike Station) FY20 – Qtr 1 FY22 – Qtr 2 $1.0 (contracted with 
TOF, various sources) 


MacArthur Station Active Access – 40th Street Pedestrian Lighting FY19 – Qtr 3 FY20 – Qtr 2 $0.4


Accessible Fare Gates FY18 – Qtr 3 (Various) Varies $2.0


Expand Safe Access to Stations Sub-Total $13.4
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Upcoming Procurement/Construction 
Contract Awards (through FY19)


*** Project funded by RR and other funding sources


Project Advertisement 
Date


Substantial 
Completion


Est. Contract 
Value ($ millions)


DESIGN/ENGINEER TO RELIEVE CROWDING


2nd Transbay Tube Phase 1 Planning & Related Conceptual 
Engineering


N/A (existing on-
calls) FY19 – Qtr 4 $4


Platform Screen Door – Demo Project FY19 – Qtr 1 TBD $7


Metro Designs: Installation of New Platform Elevator at 
Embarcadero Station*** FY18 – Qtr 4 FY20 – Qtr 4 $9.2


Metro Designs: Millbrae/Dublin Pleasanton Tail Track 
Extension Project*** FY18 – Qtr 2 FY20 – Qtr 2 $6


Design/Engineer to Relieve Crowding Sub-Total $26.2


UPCOMING PROCUREMENT/CONSTRUCTION CONTRACT AWARDS TOTAL $1,551M







Next Steps
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• Execute agreements for new GEC’s


• Negotiate agreements on 8th Floor lease


• Measure RR mid-term & long-term plans are under 
development
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PROOF OF PA YMENT 


O P E R A T I O N S ,  S A F E T Y  &  W O R K F O R C E  
C O M M I T T E E


S E P T E M B E R  1 4 ,  2 0 1 7


Fare Evasion Reduction Initiatives







Key Points from April 27, 2017 Board Presentation


 Estimated Revenue Annual Loss:  $15M - $25M


 At least $6M loss supported by data


 Another $9M - $19M likely


 Fare Evasion Control Strategy


 Station Hardening


 Enforcement 


 Fare Systems 


 Technology
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FY18 Fare Evasion Prevention Resources


 Station Hardening (capital budget)


 $200K barriers


 $50K signage


 $200K elevator solution


 9 FTE’s (Comm, Buildings, Engineering)


 Enforcement (operating budget)


 6 Community Service Officers (CSO)


 $50K hand-held fare inspection devices


 Technology/Cameras - $200K


 Total Investment - $2.65M
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Completed or In-Progress


 Station Hardening


 60” barriers and swing gate controls
Fremont
Pittsburg
Berkeley (south)


 Enveloping elevators into paid area
South Hayward
Berkeley
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Completed or In-Progress


 Barriers, swing gates and elevators in paid area
Powell


 19th St. 


El Cerrito del Norte


Next candidates
Richmond


Balboa Park


Coliseum


MacArthur


 SF swing gate closure discussion w/SFFD on-going
5







Completed or In-Progress


 Technology


 Video analytics software, Embarcadero pilot, 
counting swing gate abuse


Counting fare gate abuse


Platform crowding


Facility intrusion detection
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Enforcement:  What is Proof of Payment?


 Proof of Payment means that passengers must 
present valid fare media, anywhere in the paid area 
of the system, upon request by authorized transit 
personnel.
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Enforcement:  Why Proof of Payment?


 BART opened in 1972 as a “barrier” system
 BART “barriers” are physically easy to circumvent


 Low railings


 Fare gates – over, under or through


 Swing gates – provide a clear path


 Enforcement can only occur at “barrier” location


 BPD must directly observe OR


 Employee or rider must:


 Witness and be willing to place offender under Citizens Arrest; and


 BPD must be nearby; and


 Offender must be contacted


 In short, without proof of payment, fare evaders are only 
concerned at the brief moments when they evade into or out of 
the system 8







Enforcement:  Who Else Uses Proof of Payment?


In California:
 SMART
 San Francisco MTA
 Santa Clara VTA
 Sacramento RTA
 Los Angeles MTA
 ACE
 Caltrain
 San Diego Trolley
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Enforcement:  Who Else Uses Proof of Payment?


Other States:


 Dallas Area Rapid Transit
 Baltimore Light Rail
 Buffalo Metro Rail
 Charlotte LYNX
 Cleveland Red Line Heavy Rail
 St. Louis Metro Link
 Seattle Sounder Commuter Rail and Central Link Light Rail
 Portland Tri-Met
 NJ Transit Hudson Bergen & River Lines
 Houston Metro Rail
 Denver RTD Rail
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Proof of Payment Ordinance for BART


 Extensive public outreach before implementation on 1/1/18.


 Under the BART ordinance, Proof of Payment citations will be a 
non-criminal. 


 Passengers inside the paid area, who are unable to provide proof of 
payment, will be issued a civil citation.


 Warnings are an option available to CSO’s/Officers.


 Proof of Payment citations will be processed through our existing 
civil process for parking citations; this includes an appeal process.  


 Administrative penalty for Proof of Payment violation:  $120 for 
adults, $60 for minors.


 SB 614 (Hertzberg – effective January 1, 2018) requires that minors and 
persons who provide satisfactory evidence of an inability to pay must be 
given an option of community service in lieu of the Civil Fine. 
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Proof of Payment Inspections


 Inspection protocol will be fair, non-biased and a 
combination of data driven and rotational.  


 Police Officers and/or Community Service Officers will 
perform inspections within the paid area of the stations 
and on board trains where entire cars can feasibly be 
checked.  


 Officers will activate mobile video recorders and 
continuously record proof of payment inspection 
operations.  


 Officers will progress from one person to the next closest 
person, not skipping any persons in between.  
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Enforcement Audits 


 Quarterly report on citations
 To ensure that enforcement activities are fair and 


unbiased, body camera videos of BPD Officers and 
CSOs engaged in proof of payment activities will be 
randomly selected for analysis and reporting on a 
monthly basis.


 Above will be available for the Office of the 
Independent Police Auditor.
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BART Maintenance and Service 
Options Study
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BART Maintenance and Service Options Study 
Overview
Why?
BART Board Resolution #5291
Purpose: 
1. Why is so much maintenance required and 


why is it so disruptive to service?
2. Feasibility of 24/7 service and existing service
3. How to conduct system renewal: increased 


safety regulations & service
4. Modern technologies and changes to service 


delivery 


Tasks
1. The Current State of BART
2. How Does BART Reach a State of 


Good Repair (SGR)
3. Peer Agency Review
4. BART’s Options for the Future


2
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Overview
• BART’s Current State Threatens 


Future Success
• Proper Maintenance will Require 


Shutdowns 
• Organizational Reforms Must Be 


Enacted to Support Needed 
Maintenance


• Continued Maintenance Reforms 
are Essential 


• Predictable Reliability is the Key 
to Customer Trust


• New Service Models and 
Communicating Expectations to 
the Public is Critical


3
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BART’s Current State :
Asset Condition
• Large percentage of BART’s assets are operating past 


“Extended Useful Life”
• Assets no longer function as designed
• Technology is antiquated/obsolete
• Increased maintenance costs


• Historic and current challenge to keep up with preventive and
growing corrective maintenance


BART’s Current State
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48% 
of BART’s assets 


are in Poor 
Condition


>25%:
Percent overage 


M&E experienced on 
non-labor budget for 


FY16 and FY17







BART’s Current State:
Physical Constraints
• BART’s Physical Reality


• Largely 2-track system
• 28 Maintenance of Way Access Locations


• Freeway Median Operations
• Aerial Structures
• Tunnels
• Neighborhoods & Pre-Existing Development


• 77% ROW does not allow efficient single-tracking


BART’s Current State
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Physical Constraints Affecting SGR & Maintenance


<4%
of BART has more than 2 tracks.


Why is NYC Transit 
More Flexible?


• Multiple Trunk Lines
• 4 Tracks in Core 


Areas
• Nearby Routes


Manhattan Subway Service 


4-Track Systems are 
More Flexible


• Diversions on Other 
Routes


• Skip-Stop Service
• Single-Tracking


BART’s Current State
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Approx. 60%
of NYCT has more than 2 tracks.







BART’s Current State – Safety Regulation


• Increased Federal (FTA) and State (CPUC) Safety Regulation
• More stringent requirements – GO175
• More resources required to inspect and maintain
• Further limits on worker track access
• New regulations for an older system


• 49 CFR Part 625 –Transit Asset Management (TAM)
• Need to grow out of old practices & accept these costs


BART’s Current State
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BART’s Current State – Increased Ridership


• Increased Ridership Effects
• New extensions = more service = narrower overnight work window
• More trains & longer trains = more wear on aged system


• Accommodation of Service Increases
• Plant must be adapted to support anticipated service


• Renewal efforts to achieve a State of Good Repair
• Added Capacity


• Traction Power
• Crossovers and Turnouts
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BART’s Current State
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Real-Time Maintenance Availability is Insufficient
Zone Sun-


Thurs 
hours* 


Weekly 
hours*


Yearly hours
(Current 
Conditions)


Yearly 
Hours with 
Extra Hour 
per night


% Mtc. 
Time
Added with 
Extra Hour 
per night


1.5 16.5 858 1,223 43% more


1.25 14.75 767 1132 48% more


.75 11.2 585 950 62% more


.75
Hours


1.25 
hours


1.5
hours


1 additional 
hour 


nightly


Weekday Maintenance 
Wrench Time, by zone


365 
additional 


hours 
annually


*Maximum potential “wrench time” does not include 
half hour for set up and half hour for tear down 9


Maintenance Time Availability 


43–62% 
increase in 
available 


work time







“When an Hour Is More Than Just an Hour”


Tear 
down


.5 hour


Wrench time
.75 hours


(43% avail. time)


Set up .5 
hour Increase overnight by one 


hour


Longer Work Windows Mean 
More:


• Work Completed
• Complex Projects Completed
• Efficient Use of Staff Time
• Reliability


Current Available Track Time (1.75 
hours)


One Additional Hour to 
Current Track Time


Tear 
down


.5 hour


Wrench time
1.75 hours


(64% avail. time)


Set up
.5 hour
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Maintenance Time Availability 







Current
Weekend
Blanket


Weekend
Blanket


with
Extra Hour


Nightly


Weekend
Shutdown 49.5 Hours of Continuous Wrench Time


1 hour set up /1 hour tear down 
(.5 hours of each/night for 2 nights)


• BART currently makes efficient 
use of overnight windows


• New BART processes are 
delivering results


• Additional time would allow for 
more simultaneous and more 
complex work assignments


.5 hours tear down


.5 hours set up


1 hours set up /1 hours tear down 
(.5 hours of each/night for 2 nights)


11 Hours of Wrench 
Time Over 2 Nights


9 Hours of 
Wrench Time 
Over 2 Nights 


Weekend Shutdowns Provide More Wrench Time


11


Maintenance Time Availability 







Departments
must support 
core functions


Successful service delivery 
requires sufficient:
• Qualified management 


and frontline personnel
• Financial and equipment 


resources
• Time to do work efficiently 


and safely


Inefficiencies in 
supporting 
departments hamper 
operations, eventually 
leading to service 
disruptions


Operations


HR ProcurementSafety External 
Affairs


Finance


Organizational Reforms Needed to Better 
Support Core Mission


BART 
Customer


Service Delivery


IT


Operations Support Departments


PD&C


Organizational Reforms
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BART’s Current State:
Evolution is Underway
• Transforming into mature agency 


• Capital improvement projects now the norm
• Measure RR provides critical funding


• Innovating maintenance practices
• Improved maintenance work scheduling
• New inspection technologies 
• Weekend shutdowns & work scheduled during revenue service
• Restructuring of work assignments


• Hiring people with the right skills
• Engineering pilot program
• Partnership with community based organizations 
• Apprentice programs
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Organizational Reform Solutions
• Right-size the M&E Department to address current needs


• Balancing Corrective Maintenance (CM) & Preventive Maintenance (PM) work
• Achieve PM compliance goals
• Renewal project pressures


• Hiring and HR coordination
• Address large backlog of vacant Operating Positions ( 81 operating + 49 SVBX – 7/2017)
• Hire to support aggressive capital project schedules (324 capital positions – 7/2017)


• Improve equipment and asset procurement
• Fitting current needs and timelines
• Establishing clear responsibilities
• Simplify process with clear instructions and training


• Right-size budget to address operating and renewal needs


Organizational Reforms
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There is no “Quick Fix” solution for reaching 
a State of Good Repair and keeping BART 


safe and reliable…
but there are streamlining tactics to benefit 


BART.
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Maintenance Reforms 


Continued Maintenance Reforms are 
Essential 







Current BART Efforts for System Renewal
• Strategic System Asset Management Plan
• New practices supporting efficient asset renewal


• Track allocation
• Longer Term (10-year) planning and coordination
• Planned alternate service to maintenance outages


• Formalized maintenance goals, schedules, KPIs, and job plans
• Prioritized rebuilding and renewal effort


• Job plans
• Work schedules
• Project prioritization


• Many new efforts enacted in past two years
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Maintenance Reforms 







Maintenance Reform Improvements  
• Personnel 


• Right-sized based on needs
• Continuous evaluation of skills
• Team composition and scheduling 
• Work assignments
• Separate Capital and Operating workforce


• Contracting
• One-time force multipliers on big projects
• Potential employee source
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New Approaches for ROW Maintenance


• Innovative technologies 
• Autonomous track inspection technology 


• Needs more industry analytics
• Drone inspections for infrastructure (Pilot program with UC Berkeley)


• Laser tunnel inspections
• Track geometry vehicle


• Leveraging traditional approaches 
• Rail-bound track inspection & maintenance equipment
• Conversion of old trains to work trains


BART’s Future
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Predictable Reliability Key Customer 
Expectation 
• Reliable Service = #1 concern in Biannual Customer Satisfaction Survey 
• BART best serves its customers when it delivers safe, reliable train service


• Contingent on assets in State of Good Repair
• Functioning as designed
• Not failing in-service
• Inspected, repaired, and replaced on a set schedule


• Customer service programs only succeed if underlying product is reliable


• Avoiding State of Good Repair results in declining system reliability


Predicable Reliability 
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When Agencies Accept the Status Quo


• Failure to appropriately invest in maintenance and align the support 
departments leads to serious problems.


• WMATA (Currently)
• CTA (2000s-2010s)
• NYCT (1970s-1980s, Currently)
• SEPTA (1980s-1990s)


• Peer agency experiences have included: 
• Derailments, collisions, fires, fatalities, injuries, unplanned shutdowns
• Damaged relationships with the public and customers


Predicable Reliability 
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NYCT Case Study – The Past
• NYCT delayed renewal efforts in the 1970s-1980s


• Numerous incidents occurred on the system throughout the 1970s and 1980s 
• After 10 derailments in first six months of 1983, NYCT report found: 


• Need for a “more aggressive maintenance program” 
• “Emphasis had been on cars and keeping them in good repair rather than on track.” 
• Need for increased nighttime and weekend closures for repairs


Predicable Reliability 
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NYCT Case Study – The Present 
• NYCT is experiencing similar infrastructure failures today 
• Governor Cuomo declared a “state of emergency” for NYCT subways
• Customers demanding return to reliability
• NYCT is accelerating its current maintenance and renewal efforts


• FASTRACK program 
• 18-month shutdown of its L-Line
• NYC Subway Action Plan 


Predicable Reliability 
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CTA Case Study - NTSB Investigation


Source: https://www.ntsb.gov/investigations/AccidentReports/Reports/RAR0702.pdf


Predicable Reliability 
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WMATA Case Study
• Outcomes of delaying renewal efforts


• Increasing service disruptions, 
accidents, and incidents.


• Hazards for public and employees


• Management, Board, and Public 
focused on pressure to expand 
service instead of a State of Good 
Repair


Source: https://www.washingtonian.com/2015/12/09/why-does-metro-
suck-dangerous-accidents-escalator-outages/


Predicable Reliability 
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Source: http://wtop.com/tracking-metro-24-7/2016/08/ntsb-metro-didnt-inspect-rails-enough-before-derailment/


Predicable Reliability 
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Source: https://www.washingtonpost.com/graphics/local/metro-lenfant-incident/


Predicable Reliability 
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Source: http://www.cnn.com/2010/US/07/27/dc.metro.crash.report/


Predicable Reliability 
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BART Must Embrace Service Adjustments
• All agencies must conduct occasional shutdowns for maintenance 


projects
• Heavy maintenance required, regardless of level of service
• 24/7 agencies use same approaches 


• BART must plan service adjustments to increase maintenance time
• Later Opening - 5:00 AM opening
• Earlier Closing


• BART must schedule maintenance shutdowns and provide viable 
service alternatives 


28


New Service Models







Agency Program 
 


New York City 
Transit (NYCT) 


 


 


 


 


Ongoing, multi-year maintenance 
program of extended nighttime 


and weekend shutdowns. 
 


 
Washington 


Metropolitan 
Area Transit 


Authority 
(WMATA) 


 


 


 
 


 


Accelerated work plan to 
rehabilitate the system, mostly on 
nights and weekends, to improve 


safety and reliability. 
 
 


 
 


Chicago Transit 
Authority (CTA) 


 


 


 
 


 


Complete shut down and 
rebuilding of a 10.2-mile stretch of 


Red Line over 6-month. 
 


 


System Renewal Programs


Alternate rail and 
bus services fill 


the service gaps 
created by these 


projects.
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New Service Models





			Agency


			Program





			


New York City Transit (NYCT)


			








			








			Ongoing,  multi-year maintenance program starting in 2012 that includes constant segment shutdownsof extended nighttime and weekend shutdowns..








			


Washington Metropolitan Area Transit Authority (WMATA)


			


[image: Image result for wmata]


			











			WMATA’s SafeTrack program is an aAccelerated track work plan to rehabilitate the system, mostly on nights and weekends, to improve safety and reliability.











			





Chicago Transit Authority (CTA)
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			CTA’s Red Line South Reconstruction Project occurred in 2013 and cCompletely shut down and rebuilt rebuilding of a a 10.2-mile stretch of this Red Lline over a 6-month period.

















image3.png


metro








image4.png


SafeTrack











image5.png










image6.png


grfi" Red Line South
Reconstruction Project











image1.png













image2.png


FASTRACK












System Length of 
time


Purpose Service Disruptions for Renewal Redundancies


NYCT 18 months Rebuild L Line • Full 18-month shutdown Bus Bridges, 
Other Rail 
Routes


PATH 5 months Rebuilding between 
Hoboken and Manhattan


• Full weekend shutdowns Bus Bridges, 
Other Rail 
Lines


CTA 6 months
and 
overtime 
in 2000s


• Rebuild Red Line (2013)
• Rebuild: Red, Blue, and 


Brown Lines (2000s)


• 6-month shutdown
• Track closures, station closures, slow zones, 


and bus bridges


Extensive New 
Bus Services


PATCO 2 years Total reconstruction of 
tracks on bridge


• Continuous single-tracking for 2 years with 
significant service reductions


No Alternative 
Service


System Renewal Projects: Impacts
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Future Includes Effective Bus Bridge Service


• Other modal support needed during shutdowns & increased service
• Coordination with regional agencies must grow
• BART Bus Model is a preliminary, but innovative idea that should be 


considered for further analysis, to assess its possible benefit to BART
• Planned bus bridge service for maintenance activities & shutdowns
• Emergency bus bridge service
• Limited overnight service
• Improved quality control and service predictability for BART
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New Service Models







Communications for Shutdowns


• Retaining customers requires excellent plans and exquisite public 
communication


• Minimize impact on customer 
• Provide frequent, clear, and encouraging public messages
• Public website should identify future work and highlight benefit to customer
• Prepare customers to navigate work zone easily with clear communication, 


signage, and information from all sources used under normal circumstances
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New Service Models







Innovative Tools to Increase BART’s Predictability 
for the Public


• BART’s peers use numerous innovative tools to communicate shutdowns with 
riders
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New Service Models







Report Summary
• Major Themes:


• BART’s Current State Threatens Future Success Without Continued Infrastructure 
Investment


• Predictable Reliability is the Key to Holding the Riding Public’s Trust
• Real-Time Maintenance Availability is Insufficient to Conduct Needed Maintenance, 


Rebuild and Renewal
• Regular Maintenance Shutdowns Must Become Normal Business
• Institutional Reforms Must Be Enacted to Modernize Support Functions and Ensure 


Short- and Long-Term Success
• BART’s Future Includes a Combination of Operations and Maintenance Reforms and 


Communicating Expectations to the Public Accordingly
• BART is taking many positive steps to address its current issues, but still 


faces a long road ahead to a State of Good Repair and its future beyond 
reaching a State of Good Repair
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Public Safety Initiatives


BART Board
September 14, 2017


1







Customer + Employee Complaints


• Customer and employee experiences
• Station cleanliness, esp. @ Civic Center + Powell


• Escalator and elevator performance
• Rampant and visible drug use and needle disposal


2016 Customer Satisfaction Report
• Lower ratings in station cleanliness, escalator/ escalator 


reliability, police enforcement
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Security Issues


• Fare evasion
• Opiate addiction


• Mental illness
• Other security issues


• Increased reporting opportunities (BART 
Watch app, social media, emails, phone calls)


• Increased calls for service in 2017
• BART PD real time response


• BART Watch - 40K download since roll out
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Goals


• Keep our customers and employees safe
• Keep our stations clean and functioning
• Develop tailored, innovative strategies for different groups 


of offenders
• Promote transit ridership to support BART policies
• Initiate and expand partnerships with the City
• Change way BART conducts business


4







BART Initiatives


Currently/Recently
• BART PD engagement with the homeless in stations and on trains
• Enforcement (focused deployments, high visibility train details, dedicated 


zone commander, aggressive recruiting campaigning)
• BART staff participation in SFO Homeless Advocacy Task Force
• Operations (Reorganization of system service, expansion of zamboni cycles, 


needle cages added to SSW carts)
• Introducing new ordinances to address fare evasion/proof of payment
• Hardening strategy incl. fare evasion strategy
• Developing signage plan that reflects enforcement and public safety
• Modified corridor to reduce loitering
• Market St. entrance barriers/canopies


Opportunities
• Underground restroom pilot in FY19 5







FY18 Budget - Public Safety Initiatives


Enforcement - Additional security resources, additional entrance barriers
Education - No Loitering and Public Conduct ordinances and signage


Operations - Additional cleaning resources
Outreach – SF Homeless Outreach Team Partnership with SFMTA
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SF Initiatives


Currently
• Navigation Centers
• Various Dept of Homelessness and Supportive Housing 


Programs for Housing and Social Services


Opportunities
• Safe Injection Facility (Under Consideration)
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Joint Initiatives


Currently/Recently


• BART/SFPD drug enforcement at Civic Center


• Expanded enforcement in joint use stations with BART + SFPD
• Pit Stop partnership @ 16th St., Civic Center, Powell St. with BART + 


Public Works 
• SF Homeless Outreach Team (SF HOT) partnership with BART, SFMTA + 


Dept of Homelessness and Supportive Housing


Opportunities
• SF Law Enforcement Assisted Diversion Program (LEAD SF) with BART 
• Elevator attendants at Civic Center and Powell St.
• Pit Stop Expansion
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