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SUBJECT:    New Electronic Payments Program Update 

 

ELECTION DISTRICT: Countywide 

 

STAFF CONTACTS: Kathleen Leidich, Transportation and Capital Infrastructure 

Paul Mounier, Transportation and Capital Infrastructure 

 Joe Kroboth, Transportation and Capital Infrastructure 

 

PURPOSE:  Update on Washington Area Transit Authority’s (WMATA) New Electronic 

Payments Program (NEPP). 

 

 

BACKGROUND:  On January 21, 2015 an item was presented to the Board of Supervisors 

(Board) to provide an update on the progress of WMATA’s electronic payment program. 

 

In early 2014, WMATA awarded a $184 million contract to Accenture, Inc. for the NEPP. NEPP 

will be designed to provide a state of the art system for Metro customers that enables them to 

continue to use SmarTrip® cards, while expanding fare payment to chip-enabled credit cards, 

federal government ID cards, and mobile phones using near field communications (NFC).  The 

system will replace the existing SmarTrip® system and is expected to be implemented by the 

regional partners to create a cohesive, regional payment system. 

 

The WMATA proposal with Accenture includes regional pricing; however, the regional partners 

are responsible for defining and negotiating their own contracts with Accenture.  This is in contrast 

to the SmarTrip® card system when the regional entities purchased equipment items from a list of 

equipment being procured by WMATA.  The cost for the Northern Virginia regional partners is 

estimated to be $25-$30 million, which includes integration services and equipment purchases.  

Equipment purchases are expected to be between $5-7 million of the anticipated $25-$30 million.  

Loudoun County’s share of the cost has not been determined because the Northern Virginia 

Transportation Commission (NVTC) regional partners cannot discern each jurisdiction’s cost 

sharing amount should the region utilize the WMATA contract. An NVTC working group has 

been meeting with Accenture to determine what the actual services and equipment costs would be 

for the regional partners should they chose to contract with Accenture. 

 

ISSUES:  On April 13, 2015, the NVTC sent a letter to Mr. Jack Requa, Interim General Manager 

of WMATA requesting: 
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“WMATA must become actively engaged in the NEPP procurement for regional partners. 

Specifically, we request that WMATA act as contract agent on behalf of the regional 

entities. Under this arrangement, WMATA would: 

 

 Ensure that the design, delivery and testing of the system and devices is consistent 

with the requirements of the regional entities and provides sufficient opportunity 

for regional participation in these processes 

 

 Provide answers with respect to bus cash payment and loading, SmarTrip transition, 

ongoing operations and maintenance costs, transaction business rules, and support 

for regional fare policies.” 

 

On May 8, 2015, NVTC received a response from Mr. Requa.  In general, WMATA was 

responsive to the NVTC questions.  Highlights of the letter include: 

 

 WMATA will provide a NEPP lifecycle benefits and cost analysis to the regional partners 

in July. 

 WMATA will examine opportunities to consolidate project management, development, 

integration, testing and other cross-cutting areas under a single procurement. 

 WMATA supports a change in device selection strategy to respond to regional needs. 

 WMATA will coordinate with regional partners to develop a roll-out approach that is 

“agreeable to all participants.”  Discussions for this will start at the May regional partner 

meeting. 

 WMATA is currently investigating the best way to serve cash customers; a study on the 

topic will be released in July.  WMATA will continue to accept cash on the buses but will 

not be allowing adding value with cash via the fare-box.  They are initiating discussions 

this month on a new cash collection system. 

 

FISCAL IMPACT:  The fiscal impacts of the NEPP project are still unclear at this time.  

However, if WMATA is able to revise the current contract with Accenture and become the 

contracting entity for the region, this would allow the regional partners to be responsible for the 

equipment costs only. This option would be a more cost effective implementation of NEPP for 

Loudoun County rather than contracting a new payments system individually. 

 

POLICY DECISION TIMEFRAME:  The Board will likely need to make the determination if 

they will join the region in implementing the NEPP project in FY 2018. 

 

ATTACHMENTS:   

 

1. NVTC Letter to WMATA 4/13/15 

2. WMATA Response to NVTC Letter 5/8/15 
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Tel (703) 524-3322  Fax (703) 524-1756  TDD (800) 828-1120 

Email nvtc@nvtdc.org  Website www.novatransit.org 

April 13, 2015 

Mr. Jack Requa 
Interim General Manager 
Washington Metropolitan Area Transit Authority 
600 5th Street, NW 
Washington, DC 20001 

Dear Mr. Requa: 

On behalf of the Northern Virginia Transportation Commission (NVTC), I 
request that WMATA fulfill its responsibility to coordinate the development, 
implementation and procurement of the New Electronic Payments Program 
(NEPP) in a manner that fully integrates the region’s transit systems in a 
cost-effective manner. Specifically, we ask that WMATA serve as the 
contract agent on behalf of regional systems and insist that WMATA provide 
us with information essential to the efficient and cost-effective 
implementation of NEPP. The success of NEPP depends not just on the 
implementation within WMATA’s system but across transit systems region 
wide. 

NVTC has been tasked to coordinate the development and implementation 
of NEPP on behalf of seven Northern Virginia transit systems and the 
Potomac and Rappahannock Transportation Commission (PRTC). These 
Northern Virginia Regional Partners include ART (Arlington County), CUE 
(City of Fairfax), DASH (City of Alexandria), Fairfax Connector (Fairfax 
County), Loudoun County Transit, OmniRide/OmniLink (PTRC), and the 
Virginia Railway Express (NVTC/PRTC). 

For reasons detailed in the attachment to this letter, the Northern Virginia 
Regional Partners have serious concerns about the progression of the NEPP 
project to date. Requests for information – including technical specifications, 
lifecycle costs, projected benefits, and pricing data – have gone unanswered 
for many months. In the meantime, Accenture (WMATA’s chosen vendor) 
has requested that each of the Regional Partners make contractual 
commitments without essential information and before WMATA has made its 
own commitment, which won’t occur until the pilot test is complete.  

WMATA must become actively engaged in the NEPP procurement for 
regional partners.  Specifically, we request that WMATA act as contract 
agent on behalf of the regional entities. Under this arrangement, WMATA 
would: 

 Ensure that the design, delivery and testing of the system and
devices is consistent with the requirements of the regional entities
and provides sufficient opportunity for regional participation in these
processes;
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 Provide answers with respect to bus cash payment and loading, SmarTrip transition, 
ongoing operations and maintenance costs, transaction business rules, and support for 
regional fare policies. 

 
As WMATA considers this request, we ask for a timeline for providing information on all aspects 
of the pilot and technical specification, pricing information, and other relevant terms in WMATA’s 
contract with Accenture. Attached are additional details, including specific requests with respect 
to understanding the purpose and need, procurement, device selection, implementation 
schedule, and regional fare collection. 
 
Our expectation is that you, as General Manager, will work with the Northern Virginia entities 
through NVTC on developing a cost-effective approach to procuring equipment and needed 
services to ensure a fully integrated payment system across all transit systems in the region.  
 
Please feel free to contact me or NVTC’s Executive Director Kelley Coyner to discuss next 
steps in resolving these issues. We are eager to work with you to ensure successful 
implementation of this key technology in a manner that serves taxpayers and riders alike. 
   

Sincerely, 
 
                                                   

 
Dave Snyder 
Chairman 

 
 

Enclosure 
 
cc: John D. Jenkins, Chairman 
     Potomac and Rappahannock Transportation Commission 
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Attachment 
 
The Northern Virginia Regional Partners have identified the following areas where there is a need 
for additional support and leadership from WMATA to help ensure the successful adoption, 
implementation and roll-out of a new electronic fare payment system across the entire region.  
Many of these issues were first raised with WMATA during the early stages of the NEPP 
procurement and they remain unanswered.  We seek to work with you and your team to discuss 
each of these areas so that we make adjustments as necessary to enhance the prospects for 
successful implementation region wide. 
 
1. Lifecycle Benefits and Costs 
 
WMATA must provide its calculation and analysis of lifecycle benefits and costs of this electronic 
payments solution. This should include the data and estimates that WMATA used as well as 
details about the assumptions underlying these calculations and the risks accounted for in the 
analysis. The Regional Partners require this information in order to justify this investment.  
 
2. NEPP Procurement  
 
WMATA must provide technical assistance and participate with the Regional Partners in the 
negotiation of a contract for NEPP equipment and services. WMATAs engagement is necessary to 
guarantee that the region is buying both equipment and services that are compatible (and not 
duplicative) with the WMATA NEPP system. Currently, the procurement of NEPP devices and 
services for the Regional Partners (Virginia and Maryland) is being approached as a separate 
procurement. The Northern Virginia agencies are focused on the purchase of devices and the 
configuration of these devices to work with the WMATA system. If services are needed to integrate 
these devices with the WMATA system, then WMATA must be a full partner in the process. It is not 
in the best interest of WMATA or the Northern Virginia regional partners for the region to purchase 
equipment or services that impact the WMATA NEPP system without close coordination with 
WMATA.    
 
3. NEPP Device Selection 
 
WMATA must ensure the current equipment options identified in the WMATA contract are the ones 
that are developed and approved as part of the WMATA contract and that they are compatible with 
the specific needs of the regional partners. The WMATA contract identified specifications for 
several different bus equipment configurations and availability from multiple vendors. WMATA 
should be party to a regional approach to ensure the NEPP contractor designs, tests, and delivers 
the appropriate devices and that these devices can be purchased and configured as necessary to 
meet the needs of all of the regional partners.  
 
4. Implementation Schedule 
 
WMATA must develop a coordinated implementation schedule that allows regional decisions to be 
informed by the outcomes of WMATA’s activities. The Northern Virginia Regional Partners should 
not enter into a contract with the NEPP contractor until WMATA has accepted the pilot and follow-
on testing, has formally identified which equipment items will be purchased, and until a number of 
regional concerns have been addressed including those identified in this attachment. Currently, the 
NEPP contractor (Accenture) is insisting on regional agencies contract prematurely or quickly or 
face steep escalation in pricing. WMATA must insist that Accenture provide not bypass completion 
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and acceptance of the pilot, final selection of NEPP equipment, and provision of technical 
specifications and pricing information.  
  
5. Regional Fare Collection 
 
WMATA must address questions related to major aspects of the regional fare collection system.  
These questions include specific concerns related to bus cash fare collection, bus cash loading, 
SmarTrip transition, ongoing operations and maintenance costs, transaction business rules, and 
support for regional fare policies that need to be addressed before the regional implementation of 
NEPP is to occur. These questions need to be addressed in order for Regional Partners to 
determine the scope, assumed risk, and overall cost of implementing NEPP that will be borne by 
each agency now and in the future. Further, the Regional Partners have a history of strong 
coordination on regional fare policies and transaction business rules that need to be followed in 
this instance. As WMATA scopes the implementation of NEPP, WMATA must provide details on 
these fare issues and include the Regional Partners in the negotiations to ensure the necessary 
central system capabilities are designed and tested as part of the WMATA contract with Accenture.  
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