
Report No: 

Meeting Date: 

Alameda-Contra Costa Transit District 

STAFF REPORT 
TO: Board of Directors 

AC Transit Board of Directors 

FROM: David J. Armijo, General Manager 

SUBJECT: Update on Implementation of Fare Changes Effective July 1, 2014 
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14-095a 
June 11, 2014 

Consider receiving update on the implementation of fare changes taking effect July 1, 2014 

EXECUTIVE SUMMARY: 

Staff first reported on planning for the fare-change implementation at the Board's April 9, 2014, 
meeting. This report provides an update on the technical, internal, and external activities related 
to the change. Clipper and farebox reprogramming is nearing completion. Operator education 
began in April and is continuing. Public-facing information and outreach began May 1 and will 
continue into mid-July. The changes in fare policy are significant, and because the transition may 
be challenging for many customers, the District-particularly Operations, Customer Services, 
and Security-will be prepared to respond and assist effectively during what may be some 
difficult early weeks following implementation. 

BUDGETARY /FISCAL IMPACT: 

The costs of implementing the fare changes will be covered within the FY13-14 and FY14-15 
operating budgets and with funds available through the Transit Performance Initiative grant 
from the Metropolitan Transportation Commission (MTC). 

BACKGROUND/RATIONALE: 

A comprehensive overview of the fare-change implementation plan-was presented to the Board 
at its April 9 meeting. Since then, staff has moved forward on technical readiness, preparation 
for bus operators and other staff, and outreach to customers. Highlights in these three areas 
include: 

Technical readiness: Clipper programming work began in January. The development and testing 
schedule was subsequently shifted by the Clipper contractor (Cubic) from an April completion 
date to a June completion date, with final witness testing planned for June 25. MTC and Cubic 
remain confident that the new programming will be successfully launched on July 1. Farebox 
reprogramming is underway and expected to be completed by the first week in June, ready for 
launch on July 1. Staff is preparing a contingency plan should technical issues arise that 
necessitate a postponement of implementation. 
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Operator preparation: In mid-April, five hour long "Gillie Room Q & A" sessions were held at 
each division, with staff distributing printed material and engaging bus operators in individual 
and small-group discussions about the changes. Operators were able to talk through scenarios 
and offer their input on on-board procedures, as well as suggest public outreach approaches. 
Subsequently, the same initial printed material was distributed to all bus operators via 
paychecks. 

In early June, a PowerPoint presentation and short videos demonstrating key on-board fare
payment procedures will be run continuously in the Gillie Rooms. As well, further instructional 
materials will be distributed, and another round of in-person dialog at the divisions will be held. 
Operators will play the most important role when the changes go into effect, as they will be 
helping customers at the moment they make their first fare-payment decisions under the new 
policy. To that end, staff will prepare Operators for various scenarios with suggested responses 
and options to smooth these early transactions. 

Customer education. The attached "Timeline of Public-facing Activities" provides a schematic 
overview of the customer outreach and publicity elements, and how they are being 
synchronized. The effort began with the first website information posted May 1, followed by 
the first of social media and eNews messaging in mid-May. Electronic communications with 
community groups, schools, social service agencies, community sites, and elected officials are 
now underway as well. 

Car cards were the first piece of on-board information, installed mid-May, and debuted the 
distinctive, colorful graphics being used in the campaign. A heavy on-board presence continues 
to roll out, including brochures, fare-structure displays above the seats and on the farebox, 
audio and text messaging through the On-Board Announcement Program, a temporary "alert" 
sign on top of the farebox, and an all-buses seat-drop of material the week before the changes 
go into effect. Nearly all printed material, as well as the audio messaging, are in English, 
Spanish, and Chinese. 

In-person outreach began with short presentations, handouts, and Clipper card giveaways in 
conjunction with outreach for the Title VI policy proposals and at community events attended 
by Accessible Services and other departments. Contracted bi-lingual street teams will be 
deployed from mid-June through mid-July, augmented by modified duty personnel as available. 
Adding to the visibility of the street teams will be appearances by the new Clipper mascot 
"Ciip.11 

Radio advertising began in early June and newspaper display ads will appear beginning mid
June. Press releases and media follow-up begins in early June as well. Numerous other 
communications, signage, and materials distribution efforts are detailed in the attached 
timeline. 

As described in the previous staff report, the foremost external objective is to adequately 
inform customers of the specifics of the changes, ensuring to the extent possible that they are 
well prepared. With creative and positive messaging, the ride-ali-day benefit of the Day Pass is 
being emphasized, as well as the cash discounts available on Clipper. And although customers 
will have both cash and Clipper options for the Day Pass, a key, constant message in all 
communications is the convenience advantage of the Day Pass on Clipper. 
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Conclusion 
Staff would like to emphasize to the Board that this fare policy change is significant for 
customers and that some initial confusion and objections can be expected during the first 
weeks following implementation. Public outreach efforts, as well as internal education for 
operators and other staff, are aimed at minimizing difficulties, but at the same time, the Board 
and staff need to be well prepared to respond to customer concerns. 

Attached is the Fare Policy Change FAQ from the website. Additional questions and answers 
have been posted since this report was completed. Staff is using this website feature as the go
to place for definitive answers useful to the public and also beneficial to Board members and 
staff in Operations and Customer Services. 

Staff will prepare a packet of key information for Board members so they can be prepared to 
respond to inquiries they may receive directly. 

ADVANTAGES/DISADVANTAGES: 

The advantages of executing an effective implementation plan are that the District and its 
customers will transition into the new fare structure as smoothly as possible, laying a positive 
foundation for realizing the longer-term goals of the changes. 

There are no disadvantages. 

ALTERNATIVES ANALYSIS: 

None 

PRIOR RELEVANT BOARD ACTIONS/POLICIES: 

Staff Report 13-240d: Resolution 13-046 Amending Board Policy 328 (Fare Policy) 
Staff Report 14-095: Implementation of Fare Changes Effective July 1, 2014 

ATTACHMENTS: 
1. Timeline of Public-facing Activities 
2. Website FAQ 

Department Head Approval: Thomas Prescott, Chief Performance Officer 

Reviewed by: Michele Joseph, Marketing & Communications Director 

Prepared by: Victoria Wake, Marketing & Community Relations Manager 
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Fare Change Implementation July 2014 

Timeline of Publ ic-Facing Activities 

Week of 

Electronic 

Website 

eNews 
Social media 

Video clips 
Community em ails 

Elected official email 

"On the Move" e-newsletter 

On-Board 

Car cards 

Brochures 

Fare structure signage 

Audio & text messages 

Fare box temporary sign 

Seat drop 

At-Stop 

Map & schedule displays 

NextBus signs 

Temporary Terminal electronic signs 

On-Site 

Signage & materials at AC Transit G.O. 

Sign age & materials at BRT Outreach Center 

In-Community 

Brochure mailings 

Events & meetings 

Street teams 

Advertising 

Radio 
Newspaper 

4/28 5/5 5/12 5/19 5/26 6/2 6/9 6/15 6/23 6/30 

... ...... ..... 
7/7 7/14 7/21 

Vl 
;:lO 

...... 
::. 
6 
1.0 
Ul 
OJ 



Week of 4/28 5/5 5/12 5/19 5/26 
Digital 

Media Relations 

Press releases 

Other 

Voicemail request lines 

lntro message on Call Center phone line 

6/2 6/9 6/15 6/23 6/30 7/7 7/14 7/21 

)> ,.... ,.... 
Q) 
(") 

=r 
3 
It) 
::J ,.... 
,...... 



Staff Report 14-095a: Attachment #2 

Excerpted from the AC Transit Website 

Frequently Asked Questions - July 2014 Fare Policy Change 

Below are some frequently asked questions (FAQs) about the July 2014 fare policy changes. 

Check back often, as they will continue to be updated with new information. If you have any 

additions to these FAQs, please let us know through our Customer Feedback Form. 

Q: Are fares going up? 

A: No. Cash fares are not changing . And , better yet, Clipper users will get a discount on single ride fares 
and the price of the adult local 31-day pass (available on Clipper only) will go down to $75. The other 
major changes are that local transfers will be eliminated and a new Day Pass will be available. 

Q: What is a Day Pass and how do I buy one? How long can I use it for? 

A: A Day Pass is good for unlimited local rides from time of issue until 3:00a.m. When using Clipper, it is 
automatically applied on the third trip (in other words, when $5.00 in fares has been deducted, or $2.50 
for youth , senior, disabled). Subsequent trips will be free when you tag upon boarding. A paper Day Pass 
can be purchased at the farebox with the exact fare of $5.00 or $2.50. 

Q: How do I figure out if I should buy a Day Pass or not? 

A: If you are only taking two buses during the day, you won't want to buy a Day Pass. Just pay the single 
fare on each trip ($2.1 0 + $2.1 0). But if you' ll be riding three or more buses, then definitely buy a Day 
Pass ($5.00). You 'll start saving money on that third ride. And remember: With Clipper you don't even 
have to think about it ahead of time because it automatically activates a Day Pass on your third trip. 

Q: Can I use my Day Pass for trans bay trips? 

A: The Day Pass is good for unlimited local rides, but you can add the transbay upgrade ($2.1 0 for 
adults; $1 .05 for youth, senior, disabled) for your trip by swiping the Day Pass and adding cash to the 
farebox. When using Clipper, this will be done automatically and the upgrade will be deducted from the 
cash balance on your card . 

Q: I need to take two buses to get where I'm going. What should I do now that there are no more 
transfers? 

A: If you take two buses to get where you're going, and then two buses back home, you definitely want a 
Day Pass. Remember, it's automatically applied on your third trip if you're using Clipper. If you're paying 
cash , buy the Day Pass on your first trip of the day for the best value. Without a Day Pass, you'll pay full 
fare on each bus--and that's $8.40 for those four buses! 



Q: Why are you getting rid of local transfers? 

A: Moving from a transfer system to a Day Pass system will speed up boarding and keep service running 

more on schedule. The new Day Pass will be more convenient and offer greater value to our passengers. 

Q: I take a transbay bus and then catch a local bus (and vice versa). Will there still be a free 
transfer between the two? 

A: Yes, but only when using Clipper. Paper transfers at the farebox will not be available. 

Q: I take BART and transfer to a bus. Will there still be transfers? 

A: Yes. If paying cash, give the "From BART" portion of your two-part transfer to the operator for the 
$0.25 discount (same applies for your return trip to BART). With the July 1 fare change, Clipper will 

automatically apply a $0.50 discount on the bus trip away from BART only. 

Q: Can I buy Day Passes ahead of time? 

A: No. Day Passes are only available at the farebox (if you're paying with cash) or on Clipper Uust keep 
cash on your card and it loads automatically). 

Q: Sometimes I'm able to get my errands done and get back on the bus to go home within the two
hour transfer window. So my round trip costs me just $2.35. What will happen with the fare 
change? 

A: You will pay the full fare for each bus (or if you're going to ride three or more buses that day, you'll 

want to buy a Day Pass). "Round-tripping" with a single fare and a transfer won't be possible. 

Q: I go to work at 11 :OOpm and get off work at 7:00am. Will the Day Pass still work for me since it 
expires at 3:00am? 

A: You'll want to buy your Day Pass when you board the bus at 7:00am, then use that same Day Pass to 
take the bus to work at 11 :OOpm. 




