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OPERATIONS COMMITTEE
SEPTEMBER 18, 2008

SUBJECT: TRANSIT ACCESS PASS (TAP) & RAIL FARE GATE STATUS
ACTION: RECEIVE AND FILE

RECOMMENDATION:

Receive and file the implementation status of Transit Access Pass (TAP) and the Metro Rail Fare
Gate project.

ISSUE

TAP staff was directed to provide a regular status update of project milestones and deployment
activities on the Transit Access Pass (TAP®) regional smart card. Also, with the inception of the
Metro Rail Fare Gate project, staff was directed to report monthly on the progress of this project.
This report serves to fulfill these requests.

DISCUSSION

There are seven key areas related to regional TAP implementation that are detailed in the
attached TAP Operation Monthly Report:

1. TAP Implementation Schedules
a. Cubic’s Proposed Regional Computer and Municipal Operator Schedule
b. Retail Third Party Merchants’ Sales Device Installation Schedule
c. Metro’s TAP Fare Products Rollout Schedule
d. Metro Rail Gating Schedule

2. TAP Usage Data

3. TAP Fare Enforcement

4. TAP Sales Activity

5. Municipal Operator and Metrolink Update
6. Regional TAP Service Center Update

7. Gating Project Update

Each of these seven activities is summarized below:
1. Status of Implementation Schedules
1.a. Cubic’s Regional Computer & Municipal Operator Schedule

Systems integration testing and staff training for the regional central computer completed on
time per Cubic’s proposed schedule (Attachment A, Page 6). All TAP data is currently being

o
&
o~
~
Q
B
o
=3



migrated from our central computer to this regional central computer with daily monitoring and
oversight by Cubic, Booz Allen and our staff. Once this has been completed, two Municipal
Operators, Culver CityBus and Santa Clarita, will also migrate their live data to this central
computer. We will then achieve “interoperability” on the regional computer, forecast for
September 2008 among the three operators. A settling period of several months will ensure that
subsequent Municipal Operators (Munis) can then be installed and placed on this “back office”.
Meetings with Montebello Bus, Norwalk Transit and Foothill Transit have ensured that their
installations will occur as noted beginning the end of 2008. All other Munis will follow
thereafter in 2009. Please refer to Attachment A, Page 6.

1. b. Third Party Retail Merchant Sales Device Installation Schedule

A total of 23 retail merchants in Downtown have completed their conversion to sell our Monthly
and Weekly passes as well as 41 Wilshire corridor retail stores, combined with five Foothill, one
Los Angeles Department of Transportation (LADOT), and four of our customer centers. By end
of August 2008, another 50 retail outlets in San Fernando Valley and approximately 42 San
Gabriel Valley outlets are forecast.

By September 2008, we will be 50% complete with the retail vendor network conversion to sell
our regular fare media that currently total over 400 independent and chain-operated merchants.
By December 2008, we will be 100% complete at all remaining locations in the Westside, South
Bay, Gateway and remaining locations, ensuring all available retail merchants will convert from
paper pass to TAP pass sales. The cause for some “straggler” vendors is due to their delay in
installing appropriate phone lines or other mechanical details so that TAP sales devices can be
installed in their premises. Our staff has been working individually with each merchant to assist

them in this transition. Please refer to Attachment A, Page 7 for full schedule.

1.c. Metro’s TAP Roll-Out Schedule

Communications staff is working with TAP Operation to ensure timely conversion of reduced
fare riders (Seniors, Los Angeles County Transit Operators Association (LACTOA /Disabled),
Students). This is a critical campaign that will need to be completed by Summer 2009 when we
will begin to pilot rail gates. TAP Operation staff has recommended that all newly qualifying
reduced fare riders (Seniors, LACTOA/Disabled) convert to TAP by January 2009, and all the
other pre-existing reduced fare pass holders begin replacement of their current paper, non-TAP
passes in a timely campaign over the succeeding six months to prepare for rail gate pilot. Please

refer to Attachment A, Page 8.

Our regular fare Monthly and Weekly passes are now sold at all of our customer centers, Foothill
and LADOT stores, plus at retail outlets numbering over 120 current locations in Downtown,
Wilshire Corridor and San Fernando Valley, as of August 2008. The balance of the retail
network will be complete by December 2008 when all vendor outlets will cease sales of regular
fare paper passes.

1.d. Metro Rail Gating Schedule

Our staff continues to work on our design requirements and technical specifications with the
contractor, Cubic Transportation Systems, while Booz Allen Hamilton provides technical
oversight, and our respective stakeholder departments in Construction, Engineering, Rail
Operations, Metro Security and Finance/Revenue departments ensures review of all contractor
submittals. The contractor has completed Green Line station surveys, and the Metro Gold Line
Eastside Extension station drawings are under review. Metro Red, Blue and Gold Line station
surveys have all been completed. The new underground Eastside Extension underground
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stations at Soto and Mariachi will serve as “pilot” locations to test gates in time for Revenue
Operation. Please see Attachment A, Page 9.

Civil Work including development of the “concept of operations” for the Closed Circuit
Television (CCTV) and public telephone infrastructure to assist patrons at gates are also in
development. A separate procurement of this equipment is anticipated in late 2008. Please see

Attachment A, Page 9.
2. TAP Usage Data

A critical performance indicator of TAP reliability is monitoring the use of TAP cards in Metro’s
bus and rail system. Currently, from August 2007 to July 2008, more than six million TAPs have
been recorded systemwide on Metro’s bus and rail service among 50,000 active TAP card

holders. Please see Attachment A, Page 11.

The most significant data points are noted below:

e In the month of July 2008 alone, there were more than 1.2 million “taps” recorded — the
highest usage to date, which surpassed 800,000 captured in May and June 2008. This
number represents both an increase in the total number of TAP pass holders (over 50,000
active TAP card users) as well as an increase in our overall ridership. Please see Attachment
A, Page 11.

e Our regular fare Monthly passes account for a 68% increase in TAP usage activity as Wilshire
corridor merchant outlets began selling TAP, adding to the volume sold by Downtown retail
locations.

e Over 7,600 Monthly passes were sold on TAP in July 2008, and each passholder’s average
usage in the month was nearly 61 “taps” per Monthly pass. Please sce Attachment A, Page
16.

e Our regular fare Weekly passes showed a dramatic increase in sales which peaked at over
5,200 cards in the fourth week of July 2008 (to use in the first week of August). This is clearly
our most active population of pass users in our system, averaging over 21 TAPs per
passholder in seven days. Our Monthly and Weekly passes represent the largest segment of

TAP riders. Please see Attachment A, Page 17.

Special pass programs with employers, known as A-TAP and B-TAP, also account for a
substantial number of TAP users. In July 2008, they numbered over 9,000 employees at multiple
businesses who ride Metro bus and rail to and from work using TAP passes. Also, in July 2008,
the average number of TAP usage per cardholder was 34.7. Please see Attachment A, Page 15.

In addition, over 1,000 University of California, Los Angles (UCLA) students, employees and
faculty have been using TAP passes since Fall of 2005, and these passes are renewed each
quarter. TAP activity reached its all time high in July 2008 for its summer session when UCLA
TAP riders averaged 49 “taps” per passholder, up from the previous high of 40.9 “taps” per
cardholder in May 2008. Communications staff is working with TAP Operation to convert other
educational institutions in 2008.

Modal use of TAP cards mirror ridership — 80% bus and 20% rail. With increased penetration of
TAP cards systemwide both in bus and rail, a five-fold growth in TAP card usage has been
achieved in July since January 2008. The “taps” captured on the Red/Purple line is consistent
with boardings — in July 2008, Red/Purple line ridership constituted 46% of all rail boardings
systemwide; correspondingly, 48% of all rail TAPs were on Red/Purple Lines. The Gold Line
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appears to have the most compliant TAP riders. While the Gold Line as a whole represents 7.7%
of total rail boardings systemwide, these customers represent 24% of all rail TAPs captured in
July 2008. While Metro Orange and Green Lines lag on TAPs used as a comparison to the other
rail lines, the penetration will increase among these riders as retail vendor outlets begin sales of
our Monthly and Weekly passes beginning in August and September, 2008. Please see

Attachment A, Page 21.

TAP data from bus divisions also mirror our ridership. Of four million TAPs captured year-to-
date, Metro buses represent 80% and Metro Rail represents 20% of total TAPs captured. Of
these systemwide totals, the highest volume of bus rider “taps” is seen at Division 10 located on
Mission Street, which captured 15% of all bus TAP activity since January 2008. Division 7 in
West Hollywood; Division 9 in San Gabriel Valley; Divisions 18 and 5 in South Bay; and
Divisions 1 and 2 in Downtown are currently capturing the bulk of TAPs on buses. Three
contracted operators are also now on TAP, identified as Divisions 91, 94 and 95. Please see

Attachment A, Page 20.

As more retail merchant outlets are converted from paper to TAP sales in the San Fernando
Valley and the San Gabriel Valley in the subsequent months of August and September 2008, an
increased usage in these sectors will also be reflected in the TAPs captured from buses in service
from these areas.

3. TAP Fare Enforcement

Fare enforcement with TAP cards is achieved by the use of Hand Held Validators (HHV) on
Metro Rail. Until rail gates are installed, the “proof of payment” policy requires either visual
inspection for paper “flash” passes, or for fare inspectors to carry and use HHVs when
inspecting the validity of TAP cards.

There are several key issues regarding HHV inspections:

e Our customers need more training to better understand “validating” their TAP passes. To
activate a TAP card after the purchase of a Monthly or Weekly pass, patrons must physically
touch the TAP card to a smart card reader on a rail ticket vending machine, a stand-alone
validator, or bus fare box. Customers without additional reinforcement to do this simply
forget or do not bother to TAP their passes. When queried by the fare inspectors carrying
HHVs, their cards are subsequently recorded as “invalid”. The TAP cards are legitimately
bearing appropriate passes; however, in almost all cases, the patron has simply not “tapped”
their card to activate their pass. More written reminders provided at the time of sales, verbal
reinforcement, car cards, “Take Ones”, and instruction on websites will assist in patron
education.

e Our fare inspectors may also need additional reinforcement with training and
communicating the importance of using HHVs for fare inspections. In July 2008, less than
1,000 TAP cards were inspected with HHVs. With approximately 50,000 active TAP card
riders systemwide, 20%, or 10,000 TAP cards are used regularly in the rail system. The 1%
inspection rate appears low. Please sce Attachment A, Page 24.

Another indicator of new Universal Fare System (UFS) validating fare box performance, and the
ability to analyze fare collection data associated to fare policies and fare structure can be
accomplished by NON-TAP manual cash fare classification and visual inspection of paper fare
media in service by bus operators. Classification is performed by operators who manually push
keys on their driver control unit when cash is collected in the fare box or a paper pass is visually
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verified. While the amount of unclassified fares will eventually be reduced with the full
penetration of smart cards and with the implementation of the debit purse feature on the TAP
card, we have decided to activate the debit purse after rail gate implementation. Bus operator
compliance to tally and classify cash fares even post rail gate implementation will greatly

improve data relative to ridership and cash revenue. In the month of July 2008, over $18 million
of cash fare revenue was collected from all of our operating divisions and contracted operators, of
which $3 million or close to 17% of these fares were unclassified. Please see Attachment A, Page
25.

TAP Operation staff will continue to monitor and work with Transit Operations on improving
the classification of cash fares and visually inspected paper passes. With the growing penetration
of smart card sales within all bus sectors of the county, the ultimate goal is to reduce the reliance
for bus operator initiated manual classification of fares and paper passes.

4. TAP Sales Activity

Currently TAP cards are available and sold to the general public in two categories of pass types —
adult Metro Monthly and Weekly passes as distinguished from Senior Monthly and Weekly
passes, LACTOA/Disabled, and Students. In July, the locations selling “regular fare” passes
increased to a total of 73 outlets; by end of August 2008, another 50 outlets have been added in
the San Fernando Valley region, and by September 2008 another 42 outlets in the San Gabriel
Valley will be added. Please refer to Attachment A, Page 47 for detailed list of all current pass
outlets, their location/addresses and status.

By September 2008, more than 50% of our 400 individual and chain-operated retail, third party
vendor locations will be selling regular fare TAP Monthly and Weekly passes.

Another trend that is increasing among our regular fare-paying Monthly and Weekly pass
holders is the re-loading of their passes at all 300+ Metro rail ticket vending machines (TVMs).
This option offers customers the ability not to wait in long lines in order to buy the next month’s
or week’s passes. Union Station was the most popular location to reload TAP passes using the
TVMs. Union Station Red Line and Union Station Gold Line TVMs sold the most number of
TAP reloads, numbering 139 and 81 respectively. 600 TVM reloads were sold on the Red/Purple
Line TVMs for July, while the Gold Line had 459 reload sales. In total, all ticket vending
machines accounted for over 1,300 individual TAP reloads out of 7,600 total TAP sales in July
2008. Long lines seen each month at the East Portal customer center indicates a need to better
advertise the re-load feature on all rail TVMs. Please see Attachment A, Pages 37 — 39 for a

listing of sales by Line, by Station TVMs.

The largest number of new TAP card sales and recurring reloads occurred at the newly
transitioned retail merchant outlets in Downtown and Wilshire corridor, that sold over 2,300
units of passes on TAP cards. Please see Attachment A, Page 34 and Pages 47 — 52 for a

complete listing of all retail outlets in Downtown, Wilshire Corridor, San Fernando Valley and
San Gabriel Valley.

Three additional pass types are also exclusively sold on TAP cards only: Annual/Business TAP
(A-TAP and B-TAP) and UCLA’s Institutional TAP (I-TAP). These fare programs are managed
under Metro Communications’ Metro Commute Services unit to selected employers and
educational institutions. UCLA’s I-TAP program will soon be joined by a network of
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participating colleges currently on I-PASS (visually inspected passes as opposed to TAP smart
cards) that include schools within the Los Angeles Community College District.

These special program TAP cards are not sold by third party merchant outlets on a recurring
monthly or weekly basis. Rather, as the programs imply, they are annual passes based on
qualified employment with participating employers or are semester/ quarterly based cards that
parallel the educational institution’s school schedule. As individual TAP participants or card
holders are registered, TAP’s Regional Service Center either “autoloads” the passes at defined
periods (each school term or annually for employers), or some institutions such as UCLA has
chosen to also have TAP sales devices located in their own facilities.

As a TAP fare product, A-TAP and B-TAP continue to be a popular and growing segment of
Metro bus and rail riders, numbering over 9,113 active card holders year-to-date in 2008. In
contrast to the entire 12 months of 2007 which closed with over 5,700 A- and B-TAP enrollees,
the first half of 2008 has shown over a 58% growth in the number of active TAP riders in this
category. Please see Attachment A, Page 45 and 46 for sales trends in I-TAP and A/B-TAP.

5. Municipal Operator and Metrolink Update

Metrolink Update Status
In August 2008, Metrolink was e Metrolink Board approval in

authorized by their Board to proceed August 2008 to proceed with fare
with engaging Booz Allen Hamilton, strategies development for TAP
the regional TAP technical oversight implementation

consultant, to assist in defining the e Memorandum of Understanding
technical solutions that will enable (MOU) in current development
successful regional TAP between Metrolink and us on
interoperability and ensure that TAP behalf of all Regional TAP
integration can be accomplished on participants

the Regional Central Computer e Our Board to receive joint staff
between Metrolink and all regional recommendation at October 2008

TAP Metro/Muni participating
agencies. A statement of work was
prepared by Booz Allen. Currently, a
Memorandum of Understanding
(MOU) is being drafted between
Metrolink and us to describe the
respective agency’s roles,
responsibilities, fare products/policies
supported by TAP, and all funding and
costs associated with such integration.
A comprehensive report together with
staff’'s recommendation to achieve
these objectives is forthcoming to our

Board meeting

Board in October 2008.
Municipal Operator Status
Antelope Valley Transit Currently in process of contract

modifications. Working on equipment
alternatives to support commuter
service with TAP “stand-beside” units
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versus installing regular TAP
fareboxes for regional operation and
service. Multiple meetings were held,
however, they will require additional
consultant resources to determine a
more defined “path forward” to ensure
successful integration to the regional
TAP system that is configured to
support their desired fare structures
and regional fare policies. They will
require additional Booz Allen
consultant resources to complete their
contract modifications and to
communicate their defined business
rules on TAP to facilitate these
changes.

Culver CityBus

Culver CityBus became the first
Municipal Operator to “cut over” their
system to full TAP functionality earlier
this year. Our staff and Booz Allen
consultants provided technical
oversight assistance for this transition
and implementation, which still
requires addressing Interagency
Transfers (IATs) on TAP. As a prior
Metrocard (magnetic based) system,
Culver successfully transitioned their
pre-existing Metrocard senior and
student riders directly to TAP,
however, their magnetic IATs have
had to degrade to simple paper “tear-
off” tickets during this transition
period. Loss of data and accountability
plus potential fraud with paper tickets
is currently a concern at Culver.

However, by early 2009 the Municipal
Operators and we will transition IATs
to smart card based limited use, paper
smart cards that enable tapping on and
off of Metro bus and rail, plus Muni
buses. This multi-modal interagency
transfer fare media will ensure all
Muni patrons transferring to Metro
bus and rail and needing to get
through new rail fare gates can be
accommodated without disruption in
their travel and honoring pre-existing
regional interagency transfer
agreements.

TAP STATUS
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Culver is the very first regional
operator to implement the TAP “debit”
purse, permitting their riders to load
cash onto the TAP card that
decrements fares with each “tap”.

This feature will be deployed among
all future Muni operators, permitting
independence on each agency’s fare
structure, plus automated settlement
on the Regional Central Computer.
The testing and piloting of this feature
on TAP was an important regional
step to demonstrate that the TAP debit
purse can be deployed county-wide at
all subsequent Muni installations.

Currently, Culver is in the process of
migrating their data onto the Regional
Central Computer as testing
completed and our transition
completes later this month. Prior to
this time, Culver was hosted on the
our Central Computer during this
interim period.

We recognized the importance of
providing technical support through
Booz Allen, assigned the single point
of accountability for successful TAP
implementation and Cubic integration
of all regional TAP devices. With
introduction of paper, limited use
smart cards, Culver will need
additional consultant resources.

Foothill Transit

Foothill Transit has been working with
Cubic for several years to determine a
firm, fixed date for installation of new
UFS fareboxes with complete
transition to TAP. New service
changes and associated fare policies
such as rear door boardings on Silver
Streak in their current system
introduces opportunities as well as
challenges to maintain a seamless
transition from cash and magnetic
tickets. Like other Munis with legacy
magnetic Metrocard systems, the
cessation of on-board printing of
single ride tickets and Interagency
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Transfers (IATs) to be replaced with
paper, limited use smart cards for TAP
will be an important factor for
establishing a fixed installation date.
We have continued to monitor both
contractual as well as operational
alternatives to ensure that the agency,
their Board, and their patrons are
equipped and prepared for TAP
implementation to support fare
policies and strategies that meet their
operational needs.

Currently, first quarter of 2009 is the
target for Foothill to “cut over” to TAP-
enabled fare boxes with regional
interoperability. Limited use, paper
smart cards for IATs and Silver Streak
cash riders is a condition of their
readiness for TAP implementation.
Foothill has engaged Booz Allen as
technical oversight consultants to
ensure single point of accountability in
this integration effort.

Gardena Municipal Bus Lines

Currently in process of new facility
construction and relocation. Also
requires consultant assistance to
determine contractual changes to
purchase additional fare boxes for new
vehicles. They will also require
additional consultant resources to
assist in future new fare policies using
regional Interagency Transfers (IATs)
on limited use, paper TAP smart
cards. Currently, they operate on cash
and paper. Assistance and oversight
for successful “cut over” to automated
fare systems will be required.

LADOT

Currently in process of operational
business planning. Requires
additional equipment with funds
earmarked in Local Transit Services
System (LTSS) funding to support fleet
expansion. Waiting to obligate
necessary funds through LTSS
process. Requires consultant
resources to ensure technical oversight
of multiple contracted operators and to
facilitate integration of fare structures
and Interagency Transfer agreements

TAP STATUS
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with regional operators and Metrolink.

Long Beach Transit

Has had UFS TAP-enabled fare boxes
since 2006 running in “cash only”
operation. They declined transitioning
their system to the TAP Regional
Central Computer at this time. In
August 2008, Long Beach disabled
their interface to the TAP regional
program and are installing magnetic
readers for local operation. They have
stated their desire to re-engage with
TAP after complete regional
implementation has been completed
by other Munis and us. In the
meantime, they are aware that all
magnetic products cannot be read on
regional TAP equipment, including
Metro Rail gates and Metro-Muni
fareboxes.

Montebello Bus Lines

Montebello Bus successfully had new
fare structures approved at their City
Council meeting in August 2008. A
new Day Pass was introduced. As an
agency with legacy magnetic
Metrocard used for Interagency
Transfers (IATs) and now, Day Passes,
the transition to TAP using limited
use, paper smart cards will be pivotal.
Currently, they are looking at 1st
Quarter 2009 for complete TAP
implementation. Our staff is assisting
in this planning. They will need
additional consultant resources to
program and integrate new fare
structures and products (Day Pass) to
their regional TAP system. As an
agency carrying patrons who regularly
issue and accept Montebello to Metro
IATs, their “cut over” to TAP will be
based on the ability for seamless
transition, particularly with the
installation of Metro Rail gates.

Norwalk Transit

Our staff and Booz Allen consultants
have had several preliminary meetings
with Norwalk Transit to discuss steps
to become the very next Muni to
implement TAP, likely in 1st Quarter
2009. They have identified internal-
ITS communication infrastructures
that require modification before TAP
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transition. In addition, they have also
adopted new fare structures which was
approved at their City Council meeting
in August 2008. As such, Norwalk
staff requires consultant resources to
assist them in complete integration of
new fare structure and products to
TAP. They are also a legacy magnetic
Metrocard operator, and require
assistance in transition of these
customers plus address Interagency
Transfers (IATs) to be accommodated
by limited use, paper smart cards.
Santa Clarita Santa Clarita successfully completed
their fare box installation in August
2007 and has been in full revenue
operation on cash. Over the next
several months, they will become one
of two Munis (the other Culver City) to
transition their backoffice system to
the TAP Regional Central Computer.
Limited products on TAP will initially
be piloted during this “transition”
period to permit settling of the
Regional Central. Over the next 12
months, their entire fare structure and
products including Interagency
Transfers (IATs) will be supported on
TAP. They will require consultant
resources to assist in technical
integration to the regional TAP system
and to oversee transitioning from a
cash/paper system to TAP.

Torrance Transit Changes in organization (vacancies in
key areas) have caused some
challenges, however, our TAP staff is
assisting with coordination of their
installation planning. They will
require additional consultant resources
to facilitate contractual modifications
and to address new business rules
with TAP-enabled paper, limited use
smart cards for Interagency Transfers
(IATs). Torrance currently operates
with cash and paper. Meeting with
Torrance Transit scheduled in
September 2008.

The following operators have “earmarked” funding that has not yet been
obligated, or has been obligated and distributed, as follows:
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Santa Monica Big Blue Bus (funds set
aside, not yet obligated)

Regional Transit Alternatives Analysis
(RTAA) funding has been earmarked;
Big Blue Bus (BBB) staff is evaluating
options for TAP capabilities. New
magnetic upgrades recently completed
to their system will likely remain when
TAP is interfaced.

Access Services, Inc. [Paratransit —
ASI] - (funds obligated through
Metrolink)

Our staff and ASI staff have been
evaluating different options to allow
ASI participants to “tap” on fixed route

services. In addition, ASI has been
exploring opportunities to upgrade
their contracted “taxi” operators to
automate ASI reconciliation. Grant
funding options were considered.
Funding will drive “next steps” and
path forward on AST’s program
beyond acceptance of the universal
TAP card co-located on the ASI
identification card for use on regional
fixed route service operators.

Fare policy, business and operational
rules to accommodate the Metrolink
rider boarding Metro and Municipal
operators are in process — see above.
Based on these decisions, technical
changes to the existing Metrolink fare
equipment will be required. Options
to enable TAP functionality for
transfers onto Metro Rail plus regional
Muni TAP participant buses are being
considered. As a regional connector to
other counties, Metrolink’s interface
with these entities is also a concern.

Metrolink ($8 mil distributed)

6. Regional TAP Service Center Status

Since 2007, the TAP service center has been operational, supporting TAP customers using I-
TAP, A- and B-TAP, and public riders purchasing our Monthly and Weekly passes at customer
centers and third party retail merchant locations as described in Sections 1b., 2., and 4 (please
see above).

The deployment of the universal 1.866. TAPTOGO number has facilitated customers seeking
assistance to register for “balance protection” so those patrons with lost or stolen cards have their
residual value protected and replaced. The preponderance of calls continue to be the TAP
cardholder seeking assistance with user questions to better understand TAP fare rules and fare
policies, or to obtain information on fare products and locate vendors to purchase new cards.

Car cards, “Take Ones”, and other marketing campaigns will assist customers and reduce calls.

Please see Attachment A, Pages 60 — 62.
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7. Metro Rail Gating Status

The gating project is divided into four separate and inter-connected teams. Please see
Attachment A, Page 65. Please also refer to Schedule, Attachment A, Page 9.

Team 1 — Technical Integration
e Meets weekly to discuss Metro Design Requirements and Cubic specifications;
e Currently 90% complete with Cubic submittal; and
e Fare rules including Metrolink products, Interagency Transfer agreements (IATs) are
under final review.

Team 2a. Civil Work Cubic
e Cubic Installation plan under review;
¢ Sequence of work and equipment layout drawings under review for Metro Eastside
Extension stations and Metro Green Line; and
e Line by line, station by station site surveys completed.

Team 2b. Civil Work Metro
e Exit Calculations study by Booz Allen Hamilton consultants now in progress to meet
Fire/Life Safety guidelines;
e All Metro station layout drawings have been provided to Cubic; and
e Queuing analysis in process.

Team 3. Maintenance
e Cubic’s proposed maintenance plan is under review;
e Contract modifications to existing UFS Base Contract required; and
e New Eastside Extension and Expo Line maintenance agreements also need to be
incorporated, and are in development.

Team 4. Lease
e Senior members including Cubic Corporate’s General Council and Cubic;
Transportation’s Sr. VP of Contracts met in August 2008 with members of Metro TAP
Operation; Contracts/Procurement, Finance/Treasury, Booz Allen Hamilton, and County
Counsel; and
e We have received the contractor’s submittal which is currently under Counsel review.

The challenges to the gating project is Cubic’s ability to ensure that limited use, paper smart
cards are deployed to accommodate Interagency Transfers ahead of Metro Rail gating, and our
ability to transition all paper fare products to TAP:

e Reduced fare passes (Senior, LACTOA/Disabled, Students);

e Paper tickets (Metro Day Passes and Interagency IAT Muni to Metro Transfers);

e Paper one-way tickets and IATs sold on rail TVMs;

e College I-Pass (visually inspected, non-TAP) passes and college vocational passes; and

e EZ Transit Pass (Regular adult and Reduced Fare).

As identified in Section one of this report, the respective implementation schedules are identified
to accomplish the conversion of paper products to TAP Passes in time for gating.
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The two Eastside Extension stations, Mariachi Plaza and Soto, ready for revenue service in June
2008, will be equipped with the first gates to be piloted on Metro Rail.

NEXT STEPS

e Deploy marketing campaign, including websites for Internet/Intranet (Communications
has under development);

e Return to Board with Contract Modifications for Metrolink and Municipal Operators to
ensure technical oversight assistance by Booz Allen, the single point of accountability for
technical integrity and Cubic integration of all TAP devices to regional system; and

e Present VISA/TAP Co-branded card program in October 2008 for Board approval.

ATTACHMENT(S)

A. TAP Operation Monthly Report (July 2008)

Prepared by: Jane Matsumoto, DEO TAP Operation
Roger Moliere, Chief Real Property Management and Development
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Roger Mofie
Chief R roperty Development

Roger Snoble
Chief Executive Officer
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TAP Operation

Monthly Report

July 2008
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TAP Operation Monthly Report July 2008

Preface

TAP Operation is responsible for the implementation of the regional contactless smart card
branded as TAP®. As TAP Operation begins the conversion of paper fare media to TAP smart
cards across Los Angeles County, the TAP Operation Monthly Report is intended to provide
information related to how TAP transactions are captured on bus and rail service, and to report
TAP sales and patron responses. The report is not intended for sales or revenue reconciliation
purposes.

In addition, the status of the regional Municipal Operator implementation and the Metro Rail
Gating project status are included.

The report will highlight those issues that are most significant each month and enable the
tracking of increased TAP card penetration and customer responses.
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TAP Operation Overview

TAP Operation is responsible for the capital acquisition, implementation and the regional
operation of a smart card based Universal Fare System (UFS) in Los Angeles County. The
regional smart card, branded as TAP® is short for Transit Access Pass, and is an officially
registered trade mark. The department oversees Metro, Metrolink and Municipal Operator
TAP implementation, ensuring that correct business rules and tariff regulations are migrated on
TAP technology. TAP database administration oversight and analysis are essential
responsibilities of this department. TAP Operation directs the Regional TAP Service Center
contractor.

With over 40 transit oriented development (TOD) projects in various stages of completion, TAP
Operation is also responsible for the potential integration of non-transit applications, such as
retail and parking, with TAP smart card technology. Most immediately, the opportunity for co-
branding TAP with various prepaid debit/credit cards such as VISA, MC, AMEX are in process.

Recently, as Metro moved forward to gate the Red Line subway and selected light rail stations,

TAP Operation is responsible to ensure an end-to-end integration of fare gates with the UFS
regional TAP system.
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TAP Operation
Contact Information

TAP Executive Office

Roger Moliere, Chief Real Property Mgmt & Development
Regina Chan, Administration & Finance Manager

TAP Operation

Jane Matsumoto, DEO Regional TAP Operation
James Pachan, Director TAP Technology
Dean Adams, Systems Project Manager
Alicia Carnero, Systems Project Manager
Cynthia Chin Pak, Systems Project Manager
Joseph Hernandez, TPM lli
Kelly Hines, Systems Project Manager
Vanessa Smith, Systems Project Manager

July 2008

213.922.2225
213.922.4046

213.922.3045
213.922.5235
213.922.4085
213.922.3989
213.922.6044
213.922.4043
213.922.4569
213.922.7009
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Major Accomplishments
July 2008

e With the conversion of the Wilshire corridor in late July for August pass sales, a total of 73
third party vendor locations are now selling TAP monthly and weekly passes. Continued
migration planning for the conversion of the San Fernando Valley vendor locations for TAP
sales to start in late August for the September sales period is underway. Additionally,
following a phone line outage in late July, TAP Operation staff have developed contingency
plans to ensure continued operation of the TAP third party sales network in the event of
another system outage.

e Hardware for the regional central computer was shipped to its permanent location in the
Orange County Data Center. Migration planning is underway now for the regional central
computer which is due to begin operation in September.

o The contractor began the new $5 currency change to the UFS farebox. Spare bill handling
units will be upgraded and returned to Metro for placement in fareboxes. The campaign is
due to be completed in late November. The following divisions have been completed:

o Div. 15 completed July 20"
o Div. 18 completed August 1

e Metro Operations Central Instruction and TAP staff worked together to develop training for

mandatory operator training on TAP passes being used on Metro buses. The training is
expected to be completed for most Metro operators in August.
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Challenges

o Metrolink continues to work on identifying business rules and tariff regulations to support
their interfaces to TAP. Technical assistance and expertise from Metro’s oversight

consultant is required.

e Municipal Operators have expressed need to get technical assistance for TAP conversion.
A regional bench contract will be proposed.
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TAP USAGE SUMMARY
Prior 12 months

As the number of passes available on TAP and the number of TAP sales location continues to
increase, the total number of taps made on the Metro system continues to grow. Additionally,
improved compliance with tapping on the part of bus operators and fare inspectors has further
contributed to an increase in TAP activity.

Month ITAP Emp Pass ATAP & BTAP| Monthly Weekly Ret/Dep TOTAL
Aug-07 10,929 22,051 106,948 467 140,395
Sep-07 9,832 16,918 119,705 562 147,017
Oct-07 11,059 15,078 148,210 30,627 204,974
Nov-07 34,636 13,393 168,417 31,358 237] 248,041
Dec-07 19,841 14,034 144,691 22,371 8,348] 209,285
Jan-08} 31,628 16,381 153,041 13,883 54 18,495| 233,482
Feb-08 36,290 20,105 191,891 206,936 40,260 29,177] 524,659
Mar-08 31,567 21,591 230,173 241,014 56,379 34,930 615,654
Apr-08 40,163 23,061 251,815 279,959 127,185 38,842 761,025
May-08 40,435 26,511 262,506 288,173 137,582 39,172 794,379
Jun-08 33,429 27,726 278,490 275,889 132,456 38,685 786,675
Jul-08 44,066 30,372 316,426 464,541 378,174 43,746] 1,277,325
TOTAL 343,875 247,221 2,372,313 | 1,855,780 | 872,090 | 251,632 5,942,911

Calendar Year-To-Date Comparison

Refiree/
Weekly | Monthly | Dependent
2007 YTD 0 2,203 0
2008 YTD 872,090] 1,770,395 243,047

The most significant occurrence over the past twelve months is the overall increase in TAP
card usage beginning October 2007 with the introduction of new TAP products. Metro Monthly
and Weekly passes plus Retiree/Dependent TAP badges are the most notable.

From June to July 2008, the number of TAP Monthly pass taps was up 68% as the Wilshire
corridor third party vendors began selling TAP passes. The number of taps of Weekly TAP
passes nearly tripled from June to July and now exceeds the number of taps made on A/B-

TAP.
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TAPs by Type
August 2007 to July 2008

A total of six different pass types are now available on TAP cards. Four of these — |I-TAP, A/B-
TAP, Employee badges, and Retiree/Dependent passes — are available exclusively on TAP.
The Monthly and Weekly passes are available on TAP at select locations including Metro
Customer Centers, LADOT Transit Store, five Foothill Transit Stores, and a growing number of
third party retail locations.
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1,000,000 -
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800,000 -
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400,000 +—| QITAP
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600,000 +—
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248,041

200,000 725395 147,017
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As of July, TAP Monthly and Weekly taps exceed all other pass types with 464,541 and
378,174 taps, respectively. The TAP employer pass programs, A-TAP and B-TAP, also
continue to be a popular and growing segment of “tappers”, now numbering more than 9,000
passholders. Monthly and Weekly taps will continue to grow as these products are expanded
to additional retail vendor outlets.
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I-TAP Usage
August 2007 to July 2008

I-TAP, or Institutional TAP, is a quarterly-based Metro pass available on a TAP card to UCLA
students, employees and faculty. Additional educational institutions are expected to join the I-
TAP program later in the year as Metro Communications develops an outreach program.

The number of taps (rides) made by I-TAP cardholders has increased significantly since the
Fall of 2007. The increase in the number of taps is due largely to the joint TAP Operation and
Revenue staff training of Metro’s bus operators. Beginning in November 2007, TAP Operation
staff held six classroom training sessions for Division management personnel including
Managers, Assistant Managers, and Instructional TOS staff. This classroom training was
followed up with on-site, hands-on training at each of Metro’s bus divisions, including contract
operator divisions. Training was held in Operator breakrooms with each Division assigning a
training liaison to assist TAP Operation and Revenue staff with training efforts.
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25,000
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Total TAPs (Rides)
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TAP activity reached an all-time high in July 2008 for the summer session. The average
number of taps for |I-TAP passholders in July was 49, up from the previous high of 40.9 in May,
reflecting the overall rideship increase on the Metro system in July. Calendar year-to-date taps
for 2008 are nearly three times that for 2007, reflecting not only increased usage of the I-TAP

pass but also improved enforcement of tapping itself.
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Employee Pass Usage
August 2007 to July 2008

Over 9,000 new employee IDs were distributed in May 2008 by Human Resources
Department. All Metro employee badges are now TAP badges, requiring the badge to be
tapped for every ride taken on the Metro system and not simply used as a flash pass as in the
past. The number of taps made by Metro employees is on the rise again, following declines in
TAP activity during the Winter months. As one of the CEO’s FY08 key objectives for full TAP

implementation, staff have been required to “tap, tap, tap” their employee badges.

35,000
30,000
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Compared to the first seven months of 2007, there have 20% more taps of employee badges
in the first seven months of 2008 — 165,747 in 2008 compared to 137,557 in 2007.

Page 14



TAP Operation Monthly Report July 2008

A-TAP & B-TAP
August 2007 to July 2008

A and B-TAP activity has steadily increased over the life of the programs which began in 2006.
Increases in sales combined with improved fare enforcement by rail fare inspectors and bus
operators has also contributed to the increase in number of taps. Local employers have been
receptive to special programs designed to attract their staff to public transit. This has been a
“win — win” for the employees who get subsidy, and for employers who enjoy a tax credit.
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Compared to the first seven months of 2007, there have been more than four times more taps
of A/B-TAP passes in the first seven months of 2008 — 1,684,342 in 2008 compared to
298,655 in 2007. With 316,426 taps by A & B-TAP cardholders in July, the average number of

taps per cardholder was 34.7 for the month.
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Monthly Pass
October 2007 to July 2008

Monthly passes were first sold to the general public in February 2008, following completion of
a customer pilot in October and November 2007. Additional sales locations were added over
the past few months contributing to the growth in TAP activity.
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Penetration of TAP card holders will continue to show increase in card usage as more retail
vendor outlets are converted from selling paper flash to TAP smart cards. With the
cooperation of bus operators requiring patron tapping, we are beginning to see better data on
how this group of pre-paid riders use Metro service. The trend in the number of TAPs per
monthly pass has shown a continual increase since October. At 60.9 TAPs per card in July,
the average revenue per TAP or ride was $1.02 for the TAP monthly pass cardholder.

Oct-07 | Nov-07 | Dec-07 | Jan-08 | Feb-08 | Mar-08 | Apr-08 | May-08 | Jun-08 | Jul-08
Total Passes Sold 906 738 347 269 3752|4427 4771 4921] 5053 7624
Number of TAPs 30,627| 31,358| 22,371 13,883] 206,936| 241,014 279,959 288,173| 275,889 464,541
TAPs per Pass Sold 338 425 645 51.6] 552|544 587 586 546 609
Revenue per TAP $1.69] $1.34] $096| $1.20] $1.12| $1.14] $1.06] $1.06f $1.14| $1.02

Note: Monthly TAP passes were sold at a $5 discount in October and November 2007 as part of the customer pilot program.
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Weekly Pass
February 2008 to July 2008

July 2008

The first TAP weekly passes were sold at Metro Customer Centers on January 31, 2008 for
the February sales period. The number of Weekly taps increased significantly in April 2008
with the addition of the first retail third party vendor location. The remaining downtown vendor
locations began TAP sales in late June for the July sales period resulting in a nearly three-fold
increase in the number of Weekly taps in July.
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i i i Validity Total Passes| Number of | TAPs per | Revenue
After a slight decline in tr_me number of e | v | sold s | pass Sona | perTAD
taps per Weekly pass in June, the 5741510 19 1542|3134 03] 5084
average number of taps for a July May :/1;:/17 20 1,609 ;z.lss 200 :o.ss
/18-5/24 21 1,492 1,357 21.0 0.81
weekly pass was 21.3. The average 5/25-5/31 22 1416| 27,188 192  s$089
revenue per tap for the July weekly 671-6/7 75 1467 30,003 205 $0.83
passes ranged from $0.76 in Week 28 | :/fs'féf/l;l j‘; v e s 2323
to a high of $0.82 in Weeks 29 and 30. 6/22:6/28 26 1813 33,774 186|  s091
The average revenue per tap in Week 8/25:7/5 2 L748  32.657 1871 8091
. . . . 7/6-7/12 28] 3,664 82,049 22.4] $0.76
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