
August 31, 2017 

Honorable Jeffrey B. Barton 
Presiding Judge of the Superior Court 
Main Courthouse  
Third Floor, Department P 
220 West Broadway 
San Diego, CA 92101

Re:  Response to the San Diego County Grand Jury Report: “Got A Ticket? A 
North County Transit District Ticket To Ride Is Hard To Get” 

Dear Honorable Judge Barton:  

The North County Transit District (NCTD) provides this letter in response to the San 
Diego County Grand Jury Report: “Got A Ticket? A North County Transit District Ticket 
To Ride Is Hard To Get”. NCTD appreciates the opportunity to review and respond to 
the report, and for the valuable feedback provided as a result of the investigation 
conducted by the Grand Jury.  

BACKGROUND 

In 2003, the San Diego Association of Governments (SANDAG) procured the current 
regional fare system used by both the San Diego Metropolitan Transit System (MTS) 
and NCTD. SANDAG was the lead agency for implementing the system throughout the 
region and was responsible for the overall management of the system. The San Diego 
region was progressive in its early implementation of smart card technology. In 2014, 
SANDAG transferred the responsibility to manage the regional fare system to MTS, 
which they continue to administer today. 

The regional fare system implemented by the region in 2003 has not been significantly 
upgraded to be commensurate with the technological and operational advancements 
made within the transportation industry since the initial implementation. As such, NCTD 
and MTS are aware, through customer feedback and observations, that the regional 
ticket vending machines (TVMs) have produced some challenges for customers 
attempting to purchase tickets. These challenges faced by NCTD customers are not 
isolated to the San Diego region. The operation of TVMs from a customer perspective 
is largely the same across the industry.  

Given that the current system remains largely unchanged from the initial 
implementation, it is not feasible or possible in certain instances to implement all of the 
changes that are needed to improve performance. Accordingly, NCTD and MTS have 
been diligently working to develop specifications to support the future procurement of 
an upgraded fare revenue system focused on improving the customer riding experience 
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to include improving TVM functionality and advancing other options for fare payment, 
including purchasing of fares via the fare revenue system’s website and a new mobile 
application.   

RESPONSE TO FINDINGS: 

In accordance with California Penal Code §933(c), please find NCTD’s specific 
responses to the May 31, 2017 San Diego County Grand Jury Report: “Got A Ticket? 
A North County Transit District Ticket To Ride Is Hard To Get.”

Finding 01: The undisputed TVM performance results the Contractor provides are 
different from that determined by analysis of the failure and repair data from NCTD. 

Response: NCTD wholly disagrees with this finding. The Grand Jury concluded this 
finding based on the following statements which NCTD disputes: “Analysis of NCTD-
provided SCRs from October 2014 through September 2016 reflects TVM functional 
average up-time at 94.5 percent during train operating hours;” “The Contractor’s reports 
to NCTD during the same period showed that the functional average up-time is 98.6 
percent during train operating hours;” “The Grand Jury found no evidence that NCTD 
had disputed the TVM performance reports provided by the Contractor.”  

NCTD believes that the Grand Jury’s intent was to determine when TVMs were 
available for customer use. The data that the Grand Jury used to reach its conclusion 
was derived from the Service Call Reports (SCRs) provided by Cubic Transportation 
Systems (Cubic) that are meant to report all work completed under the Cubic hardware 
maintenance contract, not “Customer Availability”. NCTD also believes that the Grand 
Jury made assumptions about the factors that are used to generate the “uptime” 
reported to NCTD by Cubic. NCTD believes these assumptions resulted in the Grand 
Jury reaching an incorrect conclusion related to TVM availability from a customer’s 
perspective.   

First, the “minutes down” number used by the Grand Jury included all calculated “Call 
Downtime (min)” from the Cubic provided SCRs. As a result, scheduled downtime for 
preventive maintenance and other work that is specifically excluded when calculating 
downtime performance goals for hardware maintenance was included in the Grand 
Jury’s calculation. 

Second, the Grand Jury’s calculation of uptime percentage was based on 55 devices. 
NCTD has a total of 131 devices that need to be accounted for under the Cubic 
maintenance contract. Devices include not only TVMs, but also Rail-Side Validators 
(RSV/PCID) and Ticket Office Terminals (TOT). 

Third, the Grand Jury’s calculation of uptime percentage was based on the devices 
being available during a 16.8-hour day. The time period used for uptime calculation on 
the Cubic hardware maintenance contract prior to July 2017 was from 6:00am to 
6:00pm, a span of 12 hours.  

When using a 12-hour day, 131 devices, and excluding the allotted time for preventive 
maintenance, the resulting uptime is 98.02% which validates the accuracy of the report 
provided by Cubic.  
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NCTD believes that this analysis fully addresses the concerns of the Grand Jury as it 
relates to this finding. 

Finding 02: When the TVM does not satisfy the customer’s need to purchase a ticket 
and no failure is noted on the screen, NCTD does not consider this a failure of the TVM 
when analyzing performance. 

Response: NCTD partially disagrees with this finding. The Grand Jury report 
concluded this finding based on the following statements that NCTD disputes: “When 
the cash-management system is non-functional due to a bill or coin collector being full, 
the machine is not determined to be out of service;” “In many cases, only the customer 
knows the TVM is not functioning when he or she is unable to obtain a ticket.”  

Each device is capable of automatically reporting any hardware status events that 
occur via Simple Network Management Protocol (SNMP) traps. These “traps” are small 
messages that contain device identification, a time stamp, the type of event being 
reported, and whether the event is being “set” or “cleared.” If there is a technical reason 
that the customer cannot obtain a ticket, it will be reported to the NCTD monitoring 
system and relayed to Cubic for investigation and repair.  

However, the Grand Jury report is correct in its finding that when a card is inserted 
incorrectly, un-readable, or a bill is found to be un-readable, the event is not reported. 
These events are not reported because from a technical standpoint there is a user 
error, and not a technical issue. Because there is no technical error the event is not 
considered a failure and displayed on the TVM, nor included in performance metrics. 
NCTD agrees with the Grand Jury that having this information would be helpful in 
improving the customer riding experience and will include requirements for this type of 
reporting in the procurement of a new regional fare system. For additional information, 
please see NCTD’s response to “Finding 3”.   

NCTD believes these actions fully address the concerns of the Grand Jury as it relates 
to this finding.   

Finding 03: TVM ticketing failures occur too frequently and customers are not informed 
of the alternatives. 

Response: NCTD partially disagrees with this finding. The finding is based on the 
following statements that NCTD disputes: “The nature of the TVM failure is not always 
displayed to the customer;” “When a TVM is not working, the customer is not routed to 
another TVM.”  

The TVMs will notify the customer if a form of payment will not be available for their 
transaction. This message appears in red lettering across the top of the main screen. 
If the customer’s credit/debit card cannot be read, they will be notified and given an 
option to re-try or to pay using another method. NCTD acknowledges that the current 
TVM displays do not offer customers enough information about alternative ways to 
acquire a ticket when a particular TVM does not work. However, almost all TVMs are 
located within a few feet of another TVM.  
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NCTD has installed banners at all stations, located in the immediate vicinity of the 
respective TVMs, which promote the Compass Cloud mobile app. The Compass Cloud 
mobile app is the region’s technology-based solution for distributing fares to customers 
through use of mobile devices, such as a smart phone. Transit customers are offered 
a convenient method of purchasing tickets and passes without the burden of lines, 
TVMs, or additional fare media to maintain. This technological advancement in transit 
fares has proven to be beneficial for both customers and transit providers. The 
Compass Cloud app, which is shared jointly between MTS and NCTD, is provided by 
moovel North America. The installation of the informational banners was completed in 
early August 2017.   

In addition, the number to report TVM issues has also been added to all machines. The 
number directs callers to NCTD’s Customer Service Department, where staff will assist 
customers with possible alternatives based on their specific need.  

NCTD believes these actions fully address the concerns of the Grand Jury as it relates 
to this finding. 

Finding 04: Equipment failures cannot be corrected unless they are reported by the 
customer or by the TVM’s electronic communication system. 

Response: NCTD partially disagrees with this finding. This finding is based on the 
following statements that NCTD disputes: “Not all error messages or ticketing failures 
are reported immediately by the TVM to NCTD or its Contractor;” “The failure of TVMs 
to read a credit/debit card can only be reported by the customer;” “There is no highly 
visible signage advising of the procedures to report a TVM failure.” 

Cubic and NCTD staff meet monthly to review monthly reports and subsequent 
availability figures, and discuss mitigation efforts to address specific or ongoing 
customer service concerns.  As discussed in NCTD’s response to “Finding 2,” TVM’s 
do not consider a failure to read a credit/debit card a technical error, and therefore does 
not report it. The only way to recognize this error, if not reported by a customer, would 
be to have staff on hand at each TVM location, which is not feasible; however, NCTD 
does recognize that this failure is not uncommon. NCTD employees are mindful of this 
and regularly check TVMs for functionality issues when performing inspections or other 
related operational activities in the field. Additionally, Cubic personnel are actively 
doing on-site checks of platform devices and fixing issues as they encounter them. For 
each problem they encounter, they will create a maintenance ticket in their service desk 
system. If the problem cannot be addressed immediately, the maintenance ticket 
serves to dispatch another technician with the necessary equipment to resolve the 
issue. These maintenance tickets and their time open are what populates the Customer 
Service Report delivered to NCTD monthly. 

NCTD believes these actions fully address the concerns of the Grand Jury as it relates 
to this finding. 
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Finding 05: The TVM does not clearly inform the customer of the protocol for proper 
credit card insertion.

Response: NCTD partially disagrees with this finding. Grand Jury members based 
their finding on the following statements that NCTD disputes; “The credit/debit card 
orientation for insertion is shown on the TVM;” “To get a proper read, the credit/debit 
card must be inserted to the stop then removed at a moderate speed to get the desired 
result;” There is little information posted to aid the customer on a proper insertion 
technique.”    

As stated in the Report, NCTD TVMs display an image showing the orientation of 
credit/debit card insertion. In order to have a more detailed illustration, the current 
TVMs would have to be reprogrammed. NCTD acknowledges this is an issue and has 
developed stickers for each TVM. The stickers inform customers on the proper way to 
insert their credit/debit card. Stickers are currently placed on all TVMs throughout North 
County.  

In addition, NCTD is updating the video tutorial for the TVMs which is currently on the 
NCTD website. The updated tutorial will provide more detailed instruction on 
credit/debit card insertion. The revised video is anticipated to be completed and posted 
to the NCTD website at http://www.gonctd.com/ by late fall 2017.   

In addition, NCTD has been working closely with Cubic to improve the performance of 
the credit/debit card readers.  A software update, to be rolled out in the next few weeks, 
is expected to reduce the number of “Card not read” issues. 

NCTD believes these actions fully address the concerns of the Grand Jury as it relates 
to this finding. 

Finding 06: The TVM does not consistently inform the customer that the machine has 
failed to perform the requested task. 

Response: NCTD partially disagrees with this finding. The Grand Jury members based 
their finding on the following statement that NCTD disputes: “If a TVM fails, the 
customer is not given any screen options to select an alternate course of action.”   

NCTD TVMs do offer customers screen options when there is a failure. “Card not read” 
errors are instantly reported to the customer with the option to use another payment 
method. As discussed in “Finding 3”, issues such as “no bills accepted” or “no coins 
accepted”, are reported to the customer on the main screen in red lettering prior to 
beginning the transaction. For other internal issues, such as out of ticket stock, the 
options to buy a paper ticket will be hidden from the customer’s view, and the marquis 
display at the top of the TVM shows “no tickets.” 

NCTD believes this explanation fully addresses the concerns of the Grand Jury as it 
relates to this finding. 



Re: Response to the San Diego County Grand Jury Report: “Got A Ticket? A North County Transit 
District Ticket To Ride Is Hard To Get” 

August 31, 2017 
Page 6 of 10

Finding 07: Maintenance or repair technician coverage is not available during all 
operating hours of the COASTER and SPRINTER unless there is an emergency.

Response: NCTD agrees with this finding.  This finding was based on the following 
statements that NCTD disputes: “SPRINTER operating hours begin at 4:00a.m. and 
end at 9:30 p.m. on Sunday through Thursday and 12:30a.m. on Friday and Saturday;” 
COASTER operating hours begin at 5:07 a.m. and end at 8:11 p.m. Monday through 
Friday. On Saturday and Sunday, trains begin to run at 8:30 a.m. and end at 8:12 p.m.;” 
“The Contractor’s maintenance and service technicians’ normal coverage begins at 
6:00 a.m. and ends at 6:00 p.m. seven days each week, with provisions for 
emergencies.” 

The contract in place at the time of the Grand Jury’s investigation defined the service 
hours as a 12 hour period. NCTD has since renewed Cubic’s maintenance contract. As 
of July 1, 2017, the contract defines the Contractor service hours as 5:00 a.m. to 9:00 
p.m. (16 hours), 7 days per week. This change will ensure the availability and presence 
of service technicians during peak hours to promptly address pressing maintenance 
issues affecting customer service. These modified hours better represent NCTD 
service hours and help limit the cost of the contract by not requiring technicians to be 
available when TVMs are barely used. 

NCTD believes this action fully addresses the concerns of the Grand Jury as it relates 
to this finding. 

Finding 08: There is no distinction between monthly and quarterly preventive 
maintenance on NCTD-provided SCRs, nor is there evidence to support that each TVM 
has had quarterly preventive maintenance performed. 

Response: NCTD partially disagrees with this finding. The finding was based on the 
following statements that NCTD disputes: “There are two types of TVM preventive 
maintenance contractually required by NCTD: monthly and quarterly;” “SCRs provided 
by NCTD do not indicate which preventive maintenance service was actually provided;” 
“There is no evidence on the SCRs that each TVM has received the required quarterly 
preventive maintenance.” 

The SCR provided by Cubic includes all preventive maintenance activities. The tasks 
performed, however, were previously not clearly defined as quarterly or monthly. To 
determine which task were performed quarterly or monthly, staff would use additional 
comments such as “changed filters” to make a determination. As of July 1, 2017, 
preventive maintenance tasks are now being clearly defined as monthly or quarterly by 
a specific code in the SCRs (monthly (TVM-MONTHLYPM-PM) and quarterly (TVM-
QUARTERLYPM-PM)). 

NCTD believes this action fully addresses the concerns of the Grand Jury as it relates 
to this finding. 
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RESPONSE TO RECOMMENDATIONS: 

Recommendation 17-41: Establish clear, reasonable, and measurable TVM 
performance standards, and require the Contractor to adhere to those standards. 

Response: This recommendation has been implemented. As of July 1, 2017, 
performance standards regarding Cubic’s maintenance contract have been clearly 
defined in the renewed contract. Service hours are defined as 5:00 a.m. to 9:00 p.m., 
7 days a week. Cubic must maintain a 97% uptime for all devices and components that 
they are responsible for, including 58 TVMs, 67 RSVs and 7 TOTs.  All devices will 
receive monthly and quarterly preventive maintenance.   

NCTD believes this action fully addresses Recommendation 17-41. 

Recommendation 17-42: Provide sufficient signage at TVMs to encourage customers 
to report all TVM failures. 

Response: This recommendation has been implemented. As discussed in NCTD’s 
response to “finding 3,” NCTD has provided a telephone number to report TVM issues 
on all machines. The number directs callers to NCTD’s Customer Service Department, 
where staff are able to report customer issues to the NCTD Fare Collection tracking 
system.  All logged issues are investigated and reported to Cubic, if necessary.   

Since implementing the use of the Customer Service number, NCTD staff have 
conducted a review of all reported issues. It was concluded that the majority of 
customer reported issues had already been reported to Cubic automatically by the new 
NCTD monitoring system.  

NCTD believes this action fully addresses Recommendation 17-42. 

Recommendation 17-43: Consider upgrading all TVMs to accurately indicate any 
cause of failure on the screens and appropriately direct customers to other TVMs. 

Response: This recommendation has been implemented as NCTD, in conjunction with 
MTS, is actively working to procure a new regional fare collection system.  The new 
system is intended to improve on the customer riding experience, including improving 
TVM functionality and advancing other options for fare payment. Procurement and 
subsequent installation of a new system is expected to be complete by year 2021.  

NCTD believes this action fully addresses Recommendation 17-43. 

Recommendation 17-44: Consider upgrading TVMs to electronically transmit all 
failures to both NCTD and its Contractor. 

Response: This recommendation has been implemented. While not an upgrade to the 
TVMs, in January 2017, NCTD developed a new monitoring system whereby all NCTD 
fare devices now electronically send SNMP trap notifications to our new monitoring 
system.  From there, the notification is classified and sent to the appropriate persons 
for review and follow-up as necessary. Issues are classified as “Technical” are sent 
directly to the Cubic dispatch center. Issues tagged as “Revenue” are sent to NCTD’s 
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Finance Division. Cubic technicians and NCTD personnel also have access to the 
NCTD monitoring dashboard that visually communicates any problems on the system. 
“Figure 1” is a screenshot of the NCTD monitoring dashboard.  

Figure 1 

NCTD believes this action fully addresses Recommendation 17-44. 

Recommendation 17-45: Provide adequate signage to direct customers on the proper 
technique of credit/debit card usage. 

Response: This recommendation has been implemented. As discussed in NCTD’s 
response to “Finding 5,” NCTD’s TVMs consist of an image showing the orientation of 
credit/debit card insertion. In order to have a more detailed illustration, the current 
TVMs would have to be reprogrammed.  However, NCTD acknowledges this is an issue 
and has developed stickers for each TVM, which inform customers on the proper way 
to insert their credit/debit card. Stickers are currently placed on all TVMs throughout 
North County.  

In addition, NCTD is updating the video tutorial for the TVMs which is currently on the 
NCTD website. The updated tutorial will provide more detailed instruction on 
credit/debit card insertion. The revised video is anticipated to be completed and posted 
to the NCTD website at http://www.gonctd.com/ by late fall 2017.   

Lastly, as previously noted, NCTD has been working closely with Cubic to improve the 
performance of the credit/debit card readers.  A software update, to be rolled out in the 
next few weeks, is expected to reduce the number of “Card not read” issues. 

NCTD believes these actions fully address Recommendation 17-45.  
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Recommendation 17-46: Explore options to extend the Contractor’s TVM technicians’ 
coverage through all operating hours of the SPRINTER and COASTER. 

Response: This recommendation has been implemented. As discussed in NCTD’s 
response to “Finding 7,” the contract in place at the time of the Grand Jury’s 
investigation defined the service hours as a 12-hour period. NCTD has since renewed 
Cubic’s maintenance contract. As of July 1, 2017, the contract defines the Contractor 
service hours as 5:00 a.m. to 9:00 p.m. (16 hours), 7 days per week. This change now 
requires service technicians to be available during peak hours. These modified hours 
are a better representation of NCTD service hours and help limit the cost of the contract 
by not requiring technicians to be available when TVMs are barely used. 

NCTD believes this action fully addresses Recommendation 17-46.  

Recommendation 17-47: Require the Contractor to clearly define which type of TVM 
maintenance procedure (monthly or quarterly) has been accomplished and note it on 
the SCR. 

Response: This recommendation has been implemented. As discussed in NCTD’s 
response to “Finding 8,” in July 2017, Cubic began submitting a revised service call 
report. The July service call report included preventive maintenance calls categorized 
as monthly (TVM-MONTHLYPM-PM) and quarterly (TVM-QUARTERLYPM-PM).  All 
future reports will continue to include this categorization. 

NCTD believes this action fully addresses Recommendation 17-47.  

Recommendation 17-48: Carefully review the SCRs the Contractor provides to ensure 
the monthly and quarterly preventive maintenance is accomplished as contractually 
required. 

Response: This recommendation has been implemented. The NCTD Fare Dashboard 
currently shows the number of preventive maintenance calls per device, per month. 
Beginning with July’s SCRs delivered by Cubic, NCTD can visually check the 
dashboard to verify the correct preventive maintenance (monthly or quarterly) was 
done on each device. The use of NCTD’s dashboard and the updated reporting from 
Cubic will allow for better reporting validation. 

NCTD believes this action fully addresses Recommendation 17-48.  

Recommendation 17-49: Carefully review the Contractor’s SCRs to determine, 
independently, the frequency and types of TVM failures and the actual down-time. 

Response: This recommendation has been implemented. Cubic’s SCRs are imported 
into the NCTD Fare Dashboard providing direct comparisons to the downtime data 
collected by NCTD. This allows NCTD to compare uptime percentage, downtime 
minutes, and more importantly display a variance between Cubic’s reported data and 
NCTD’s collected data. “Figure 2” is a screen shot of the NCTD Fare Dashboard.  
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Figure 2 

NCTD believes this action fully addresses Recommendation 17-49.  

NCTD appreciates the time and efforts of the members of the Grand Jury. We believe 
our responses indicate our commitment to providing the best service to our customers.   

Sincerely, 

Matthew O. Tucker 
Executive Director  

cc: NCTD Board of Directors 
Alan I. Baskin, Foreman, San Diego County Grand Jury 
Lori A. Winfree, General Counsel, NCTD 
Luz Cofresí-Howe, Chief Financial Officer, NCTD 
Ryan Cashin, Chief Technology Officer, NCTD 
Janeé Harris, Compliance Officer, NCTD 


