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SAFETY

INNOVATION

EQUITY

SUSTAINABILITY

Agency Core Values
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Fare Strategy Review
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Equity

Technology

CapMetro Fare 
Strategy

Encourages increased ridership 
while mitigating downward 

pressure on revenues

Incorporates alternative fare structures 
(e.g., capped fares for all riders)

Addresses transit affordability and other 
population needs (i.e., low income and 

minority per Title VI)

Encourages contact-less payments, 
other innovations, and integrations

Supports periodic fare adjustments; 
aligns with Project Connect 
Integrated Financial Model

Enables programs to specific market 
segments (e.g., senior citizens, 

military, employer-sponsored, ILAs)

From October 2021 Board Update …
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Agenda
• Fare Strategy Review

Catherine Walker

• Update on Account-Based Fare Payment System 
Brian Carter

• Title VI Analysis & Equity In Action
Jacqueline Evans

• Next Steps & Considerations
Catherine Walker
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Fare Strategy Review

• Desire to make fares more equitable for our community:
• Our lowest income riders are often those who purchase Single Ride passes versus Day 

or Month passes.
• Our lowest income riders are often those who also depend on our services versus other 

means of transportation.
• The goal of our fare strategy is to provide progressive fare capping while supporting an 

equitable means-based fare structure.
• To accomplish our goal, we will be launching new programs and implementing new smart 

technologies that streamline processes.
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Summer 2019 –
Summer 2022

Summer 2019 –
Fall 2021

Fall 2020 –
Summer 2021

Summer 2020 –
Summer 2021 Spring 2021 Fall 2020 –

Fall 2021
Spring 2022 –
Summer 2022

Spring 2022 -
Summer 2022

Winter 2022 –
Spring 2023

Winter 2022 –
Fall 2023

Recent releases 
include retail 
network with 
cash load to 

mobile wallet; 
Rebranding 
planned for 

Summer 2022

Completed 
Summer 2021; 

Expansions 
planned to 

support Project 
Connect growth

Phase 2 planned 
for Summer 

2022 to support 
fleet growth and 
Project Connect

Completed 
on-time, with 

positive 
customer 
feedback

Rebranding and 
new features 

completed 
Spring 2021

Delayed launch 
from Spring to 

Fall 2021

Testing moved 
from Summer 

2021 to Winter 
2021/22; 
multiple 
releases

Customer 
beta testing 
planned for

Spring/Summer 
2022

Development 
underway

Farebox, 
vaulting, and

additional 
system 

integrations

Update on Account-Based Fare Payment System
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CapMetro 
App 

Upgrades

Ticket 
Vending 

Machines

On-Board 
Validators

B-Cycle and 
Pickup 

Integration

Customer 
Web Portal

Mobile 
Payment 
Validator

Account 
Based 

System

Smart Card
and App

Open 
Payments

Future 
Initiatives

Presenter
Presentation Notes
This is our customer payment systems roadmap which may look familiar as you’ve seen these projects listed on previous updatesCustomer payment systems projects are made up of a series of improvements that are designed to a) serve our customers with better systems and b) build a foundation for enhanced fare programs and offeringsWalking through each of the projects from left to right we have:Fall 2019 we released our latest app, and have been updating with new releases and functionality since that timeSummer 2019 we set-up new Ticket Vending Machines and continue to roll-out new ones to support our growthThis summer we completed the installation of On-Board validators fleet wideAlso this summer we completed projects to support the integration of B-Cycle and Pick-up appEarlier this spring we rebranded our customer web portalPlanned for this fall we will launch Mobile Payment ValidatorsAccount Based systems – testing will be pushed from this summer to fall and winter (will review this project in more depth in a few slides)In the winter and into early spring we will conduct a customer pilot of smart cards tied to customer accounts that have fare capping; we will launch fare capping as “EZPay”Currently development is underway of open payments functionality; launch will be timed to avoid too much customer disruptionFuture initiatives include updating fareboxes, vaulting and system integrationsIn the subsequent slides I’ll provide a little more detail on a few projects we are actively managing today



Technology Roll Out
• Virtual smart cards in a new CapMetro App, with an 

alternative physical smart card:
• Accommodates all customers with or without a smart 

phone.
• Money can be loaded by using a credit card connected 

to their account or using at a retail network location 
(250+ locations).

• Initial distribution of physical cards through street 
teams, community engagement events, and CapMetro 
Transit Store.

• Customer beta testing in Summer 2022 to assess useability 
and gather direct customer feedback.

7

CapMetro Retail Network
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We are now in “Phase 3” of our Customer Payment System upgradesIn this phase we are establishing a full account-based system and branded smart cards (if you’ve travelled to Boston, you may be familiar with “Charlie Cards”, or if you’ve been to Seattle recently you may have seen the “ORCA cards”)The new smart cards will be tied to a customer account ID and once tapped to an onboard validator, the system accesses the customer account and deducts the fareRiders can also use their phone with a virtual smart card with the onboard validatorSmart cards will be widely distributed through campaigns, transit store, and street teams to help increase use and adoptionThe tap and pay with a smart card or with the cell phone app will significantly decrease passenger dwell time when boarding, which can improve on time performanceOne of the critical goals of this phase is to improve our ability to better serve our most needy customers. In October 2020 we ran a very small equity fare capping pilot based on product fare capping. Under this program, we are able to offer the discounts incorporated into our 31-day pass to Customers who may not be able to afford to pay the full price of the pass upfront. Under this program, customers were able to earn a day pass after paying for two rides in a day and they can earn a 31-day pass by taking 33 local rides in a month.  Once they earned the pass, they weren’t charged anymore from their wallet until the pass they earned has expired. The pilot program was coordinated through our partners such as One Voice Central Texas, Urban League and NAACP. Unfortunately, participation was very low due to the pandemic, so this restart of a pilot with the release of the full customer account-based system will give us an opportunity to do a pilot with more participants. 



Branding and Research
• CapMetro studied other transit agencies and found a best 

practice to provide a brand name on the account-based 
system.

• Good timing to introduce a new brand name with brand 
refresh in process.

• We conducted surveys and focus groups to gain 
community input on how to market and brand the new 
technology platform: 

• Four focus groups were conducted with both English and Spanish 
language participants, customers & non-customers

• Online survey sample with 350 adults (ages 18+) responding; the 
ethnicity of the sample was like the Austin area based on the 
Census Bureau’s (2018) American Community Survey. Results 
have an error of +/- 4% at a 90% confidence level. The survey was 
conducted by Dynata; 23% were recent transit customers.
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Branding and Research
• Based on focus group feedback, the agency is 

moving forward with the name ”Amp” for the 
account-based fare system.

• Amp name carries many potential creative 
applications to tie in with music, our investment in 
electric vehicles, and get our community energized 
on the value of transit.

• CapMetro will use Amp name to describe and 
promote the account-based system.

• Customers will use their Amp accounts to pay for 
fares within the CapMetro App or by using their 
Amp account smart card.
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Considerations for Potential Fare Structure
• This new technology can be used to support the 

agency’s values, which are also shared with the 
Project Connect program.

• Staff has begun analyzing the benefits of fare capping 
and introduction of a new Equitable fare category
called “Equifare”. These types of programs are already 
being used by peer transit agencies.

• As fare fee adjustments are considered, these two 
programs would protect affordability of passes for 
low-income customers.
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Overview of Fare Types

CURRENT 
FARE TYPES

Standard
• The full rate for a transit pass.

Reduced
• 50% off full rate transit pass. 
• Eligible for customers who verify their status in the following groups:

o Seniors 65 and older*
o Medicare card holders*
o Active-duty military personnel
o Riders with disabilities*

*50% rate required by FTA for these categories
• Apply online, at Transit Store, by mail.
• Status is valid for 2 years. RFID Card costs $3.
• Eligible customers must have the RFID Card with them in order to 

receive the reduced fare.
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Proposed New Fare Type & Eligibility

POTENTIAL NEW FARE STRUCTURE EQUIFARE ELIGIBILITY REQUIREMENTS:
Household income less than 200% of Federal 
Poverty Level or proof of enrollment in one of 
these programs*:

• Medicaid Program
• Supplemental Nutrition Assistance Program 

(SNAP)
• Children's Health Insurance Program (CHIP)
• Telephone Lifeline Program
• Travis County Comprehensive Energy 

Assistance Program (CEAP)
• Medical Access Program (MAP)
• Supplemental Security Income (SSI)
• Veterans Affairs Supportive Housing (VASH)

* Same eligibility requirements used for City of Austin Customer 
Assistance Program utility discounts.

Customers who qualify for both Reduced and Equifare would be 
offered the Reduced fare rate.

^ Proposed rate assumption is being used to perform a Title VI analysis.

CURRENT FARE TYPES PROPOSED^

PASS TYPE Standard Reduced Equifare

LOCAL BUS

Single Ride $1.25 $0.60 $1.00

Day Pass $2.50 $1.25 $2.00

Month Pass $41.25 $20.60 $33.00

COMMUTER
BUS + RAIL
(incl. Local 

Bus)

Single Ride $3.50 $1.75 $3.00

Day Pass $7.00 $3.50 $6.00

Month Pass $96.25 $48.10 $77.00
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Benefits of an Account-Based System

Fare Capping

How Technology Enables Fare Programs

Amp Cards

When a CapMetro customer uses an 
Amp smart card or virtual card, they 
can pay for transit passes using the 
stored value on the card.

This also protects the stored value in 
case the card or phone is lost or stolen.

Fare capping would be available on every 
Amp card, with or without a registered 
account.

With fare capping, customers using an 
Amp card or account never pay more 
than the total cost of a Day Pass in a 
calendar day, or the total cost of a 
Monthly Pass in a calendar month.

Customers with a registered Amp card or 
account always get the best fare 
available to them.

Discounted Fare Benefits

When a customer registers their 
Amp card, they will be able to use 
benefits of discount programs after 
they have completed the 
qualification process (i.e., Reduced 
Fare or Equifare categories).

Customers currently using an RFID 
card for the Reduced fare will use 
the Amp smart card or virtual card.
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Proposed Fare Structure Example

7:00 a.m.
Victoria is on her way to work, and 
she taps her Amp card on MetroBus. 
A Single-Ride Equifare rate of $1.00 
is deducted from her Amp account.

EXAMPLE: A Bus Customer with Amp Account Using Equifare Fare rate and Fare Capping

RIDE 

1
RIDE 

2
RIDE 

3

11:30 a.m.
Later that day, Victoria leaves work 
for a doctor’s appointment, boards 
MetroBus again, taps her card, and 
her Amp account is charged the 
Single-Ride Equifare rate of $1.00.

12:30 p.m.
Heading back to work, Victoria 
boards the bus once again, taps 
her card and not charged because 
she’s reached the cap for an
Equifare Day Pass ($2.00). All 
subsequent rides for the day are 
not charged to her account.
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Similar Programs at Peer Transit Agencies

Source: https://www.dart.org/tapforhalf/

EXAMPLE: Dallas Fare Capping & Low-income Based Fare Category
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Similar Programs at Peer Transit Agencies

Source: https://trimet.org/fares/index.htm#honored

EXAMPLE: TriMet Low-income Based Fare Category
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Similar Programs at Peer Transit Agencies

TriMet Qualifications for Honored Citizen Fare
• Enrolled in Oregon Health Plan, SNAP or 

TANF, or if you meet the income requirements 
(making less than double the federal poverty 
level)

• Have a verifiable mental or physical disability
• Age 65 or older or on Medicare

Source: https://trimet.org/fares/honoredcitizen.htm

DART’s Qualifications for Discount GoPass
Proof of participation in one of these assistance programs:

• Children’s Health Insurance Program (CHIP)
• Comprehensive Energy Assistance Program (CEAP)
• DHA Housing Solutions for North Texas
• Housing Choice Vouchers - Section 8
• Medicaid
• Medicare
• Parkland Financial Assistance
• Special Supplemental Nutrition Program for Women, 

Infants and Children (WIC)
• Supplemental Nutrition Assistance Program (SNAP)
• Texas Temporary Assistance for Needy Families (TANF)

Source: https://dartaccess.dart.org/dtappass
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Extensive Community Engagement 

Community-based organizations, community leaders, 
and local agencies will be necessary for successfully 
implementing fare technology and the new Equifare 
program.

Staff will be working with non-profits and agencies 
that provide housing, healthcare, education and 
unhoused services to educate and sign up their clients 
in person, including organizations like Foundation 
Communities, Austin Area Urban League, Casa 
Marianella, ECHO, and many others.

Community Partnerships and Engagement Implementation
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The mission of CapMetro is to connect people and communities to jobs and 
opportunities by providing quality transportation choices. Through the provision of 
public transit as an essential public service, the Board of Directors further notes it is 
Capital Metro’s goal to provide safe, equitable, reliable and cost-effective public 
transit to improve mobility and stimulate economic development. The mobility 
Capital Metro provides ensures access to jobs, healthcare, education, worship, 
entertainment and much more.

CapMetro is committed to diversity, equity, and inclusion in the delivery of our 
programs, projects and services and to demonstrating our commitment through 
transparency and accountability.

- Board of Directors’ Diversity, Equity, and Inclusion Policy Statement

19



What is a Title VI Equity Analysis?
• Only one component in CapMetro’s approach to equity.

• Foundation in Title VI of the Civil Rights Act of 1964
• Prohibits discrimination on the basis of race, color, or national origin
• CapMetro must ensure that it provides its service without discrimination on the basis of race, color, 

or national origin.

• Legally required by Federal Transit Administration Title VI Circular 4702.1B
• Applies to transit providers that have greater than 50 fixed-route vehicles in peak service.
• Requires agencies to conduct equity analyses on service or fare changes that meet the agency’s 

definition of Major Service Change.
• Looks for impacts of a service or fare change that may be borne disproportionately by minority or 

low-income populations.
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Title VI Analysis Underway
• Required when there’s any potential 

changes to fare structures.

• Four Nines Technology is conducting a 
Fare Equity Analysis for all the potential 
changes to CapMetro’s fare products, 
prices, media distribution and other 
associated elements to determine 
whether the changes will result in 
discriminatory impacts to minority or low-
income populations.

• Results of the analysis will be shared 
publicly before CapMetro staff proposes 
fare structure changes for Board 
approval.
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Equity Review and Additional Engagement
• Gathering input from Board Advisory Committees 

and DEI Advisory Group in April and May.

• Conducting Virtual Meetings

• Meeting with staff at COA, Travis County and 
partner cities to gain input on the process for 
verifying customer eligibility for Equifare program.

• Direct engagement with customers on transit, and 
activations and monthly “Meet CapMetro” events.

• Begin discussions with social service 
organizations on how to engage their clients in the 
enrollment process.

• Explore database integrations for online eligibility 
verification to potentially reduce the manual 
process.
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Advancing Our Fare Strategy
• Our transit system expansion plan, Project 

Connect assumes fare structure changes, with 
the cost of fares changing along with ridership 
increases needed to support the program 
funding model.

• The Equifare rate ensures that as fares adjust 
over the years that costs for transit passes 
remains affordable for our low-income 
customers.

• Our proposed phased approach to a new Fare 
Structure would prioritize affordability and 
allow time for adoption of the technology and 
processing eligibility for Equifare.

Equity

Technology

CapMetro Fare 
Strategy
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Anticipated Fare Structure Milestones
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2020 2021 2022 2023
Spring Summer Fall Winter Early Mid Late

Project 
Connect
Passes

(Nov. 2020)

Fare Strategy
Presentation

to Board
(Oct. 2021)

Fare Pass
Customer
Research/

Focus Groups
(Summer 2020)

Cash to App
and Fare 

Capping Pilot
(Nov. 2020)

Customer
Web Portal

Updates
(Feb. 2021)

Account Based System Testing

Beta User Test

Fare Strategy
Presentation

Update 
to Board

(Mar. 2022)

TODAY

Meetings with Community Stakeholders on 
Eligibility, Registration

Updated Fare
Policy for

Board Action
(May 2022)

Account Based
System Launch,
Fare Capping & 

Equifare Available
New App, Smart Card 

Launch

In-Person Registration & Eligibility Verification Events and Activities

Marketing
and Customer

Education
Efforts
Begin

Engagement & Input Milestone

Board Presentation or Action

Technical Milestone

Publication of Title VI Analysis, 
Public Hearing, Board Presentation

(April 2022)

Board Update
on Fare

Structure

Board Update
on Fare

Structure

Open Payments Development & Testing
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Transit Speed and Reliability 
Program Update

April 6, 2022



Agenda
1. Transit Speed and Reliability Program Background
2. Bus Stop Optimization
3. Multi-Modal Accommodations at Bus Stops
4. Rubberized Platform Pilot Update
5. Guadalupe at Cesar Chavez
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Transit Speed & Reliability Program: Background
• 2015 –

• CapMetro staff meet bi-monthly with the Austin 
Transportation Department (ATD) as the Transit Priority 
Working Group (TPWG)

• 2018 –
• Interlocal agreement signed between CapMetro and ATD for 

construction of transit priority and safety projects within the 
right of way.

• 2020 –
• Annual Report published, outlining TPWG accomplishments
• Safety and Mobility Bond includes $22m for Transit 

Enhancements
• 2022 –

• Initiate Transit Enhancement Report
3



Bus Stop Optimization
• Coordination with multiple  

programs with similar goals
• Vision Zero
• Corridor Program
• Active Transportation & Street Design
• Safe Routes to School
• Bus Stop Maintenance

• Prioritize pedestrian crossings at 
signalized or enhanced crossing

• Prioritize far-side bus stops.
• Meet Service Guidelines and 

Standards for stop spacing

Far-Side Bus Stop

4



Multi-Modal Accommodations at Bus Stops

1. Bulb Out w/SUP* Behind
2. Behind Curb w/SUP Behind
• Ped/bike path may split around the shelter

3. Floating
• Grade-separated bike lane behind station

4. Constrained Designs
• SUP or sidewalk (no bike facility) in front of 

shelter
• 8'-9' platform
• Limited ROW

*SUP = Shared-use path

1 2

3 4
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Rubberized Bus Pad Pilot: Background
Pre-Covid 2/2020
• 13 routes
• PM Peak: 24-33 buses/hour, or one bus every 2 minutes.
• Average weekday riders:
• 900 on/420 off = 1,320 total
September 2020
• 7 routes (no Night Owls, and only 1 Express)
• PM Peak: 9 buses/hour, or one bus every 7 minutes.
• Average weekday riders:
• 100 on/70 off = 170 total
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Rubberized Bus Pad Pilot: Background

• Heavy peak delay approaching Dean 
Keeton

• Buses travel <4 MPH during PM peak with 
almost a thousand passengers onboard

• Bus stop positioned before the 
intersection (“near-side”) caused delay 
for all modes

• Very high pedestrian activity
• Heavy right-turns, northbound vehicles 

heading to I-35
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Rubberized Bus Pad Pilot: Approach
• Partnership between Capital Metro and Austin 

Transportation Department in January 2021

• Consolidated and relocated the bus stops to the 
“far-side” of the intersection

• Installed a modular, rubberized platform (Zicla) 
on Guadalupe at 26th Street:

• Test effectiveness of far-side placement
• Quickly improve accessibility at bus stops
• Resolve conflicts between bikes and buses
• Modular product can be broken down and 

re-applied at another location after the test
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Rubberized Bus Pad Pilot: Consolidation + Relocation

• Consolidated and moved the bus 
stops to the “far-side” of the 
intersection to:

• Improve safety
• Alleviate right-hook crashes
• Mitigate traffic congestion 
• Remove bus stop delay for right 

turners
• Incorporate best practice for bus 

operations
• Improve travel times
• Retain convenient access to U.T.

Close Stop
New Stop



Pilot Findings: 
General Purpose Traffic Travel Time
• The chart looks at Travel Times
• Before Pilot (Oct 2020)

• After Pilot (Feb - April, & Oct 2021)

• No change in travel times for 
general purpose traffic.

NOTE: The pilot took place during COVID. Changing 
behavior during the pandemic likely impacts findings.
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Pilot Findings: 
Peak Travel Time

• Before Pilot (Oct 2020)

• After Pilot (Feb - April, & Oct 2021)

• There is no substantial difference in 
travel times during the peak before 
or after the project.

AM Peak

PM Peak



Pilot Findings: 
Bus On-Time Performance

• No noticeable change in 
overall On-Time Performance 
(OTP) for buses

• Changes varied from 25% 
slower to 15% faster at 
timepoints adjacent to the 
project

• Results may reflect changes 
in travel patterns from the 
pandemic

0.00

0.50

1.00

1.50

2.00

2.50

3.00

3.50

4.00

2020 2021 2020 2021 2020 2021

LAVACA/16TH FARSIDE 38TH/MEDICAL PARKWAY WB GUADALUPE/45TH

Avg Minutes Late for Timepoints: 
October 20 vs. October 21

Zicla pilot installed at 
26th Street, between 
these two timepoints
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Pilot Findings: 
Crashes
• About a 50% reduction in bus crashes at 

Guadalupe and Dean Keeton
• 2018 – 2020: 4 bus-related crashes/year
• 2021: Only 2 bus-related crashes
• Any bus crash reduces bus reliability as a 

report from a supervisor is required before 
the operator can continue service.

• About a 25% reduction in general-purpose minor 
severity crashes at this intersection

• 2018 – 2020: 8 minor crashes/year
• 2021: Only 6 minor crashes

• While the pilot project occurred during the 
pandemic, the reduction in crashes is significant, 
especially in this heavy pedestrian corridor. 
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Bus Vehicle Crashes on Guadalupe at 
Dean Keeton (NB)

mirror rear end right hook sideswipe

Right hooks occurred when the bus 
stopped near-side and other vehicles made 

right turns in front of the bus. This crash 
type is dangerous for pedestrians using the 

crosswalk. 
The far-side bus stop location reduces the 

incidence of this type of crash. 
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Bus crashes not only are frustrating to our operators, but involve creating report, results in damage to our vehicles (which can be costly) and delays all customers on the bus while the operator fills out a report and has a supervisor come to the scene of the crash.



West Mall Stations:
In 2013, Capital Metro worked with UT to move the existing retaining wall back to accommodate the MetroRapid shelter, 
litter container, and bike rack. This stop is the highest ridership stop in Capital Metro’s network.

Before After
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Potential Lay-out
This location:

1. Takes advantage of existing 
indentation

2. Is close to the front of the bus 
stop and is intuitive to those 
with sight limitations

3. Has small impact to 
surrounding trees

4. Avoids adjacent sewer lines
5. Is approximately 4’ wide x 16’ 

long. Best size to incorporate 
shelter.
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DRAFT Schedule for construction

December 2022: 
Construct 

improved bus 
stop

Sept-Oct 2022: 
Finalize design, 

pursue 
permitting, and 

procure 
contractor

August 2022: 
Get feedback 
from UT on 

design. Prepare 
any necessary 
agreements.

March - July 
2022: 

Prepare design

Feb 2022: Present 
pilot findings to 

UT. Gather 
feedback on next 

steps
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Guadalupe at Cesar Chavez
• #1 crash location in the city.
• Partnered with City to reconstruct
• 76% decrease in quarterly crashes
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2019 2020 2021

Bus Crash Types on Guadalupe at Cesar Chavez: 
7/19 - 12/21

mirror hit

rear end

scratches due to protest

sideswipe

Project complete July 1, 2021
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