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Agenda
• Review: Budget Strategy Timeline
• Review: FY27 Key Activities and Actions
• Measure Fails: Alternative Service Plan
• Measure Fails: Alternative Service Requirements
• Measure Fails: Staff Reductions
• Motion
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Budget Strategy Timeline

FY26 FY27 FY28

We are here

Getting to 2026 Measure 
FY26 (balanced budget) and FY27 ($376M gap) 

Strategy Approach: 
• High Quality Service: focus on high-quality 

service, continue right-sizing service-plan based 
on ridership trends

• Bridge the Funding Gap: efficiencies and prudent 
cuts, one-time actions, limited use of cost 
deferrals and borrowing

• Advocacy, Communication and Education: 
advocate for additional funding from funding 
partners, ongoing public communication and 
education on impacts of service cuts

November 2026
General Election

Successful 2026 Measure:  
Ongoing High-Quality Service 

2026 Revenue 
Measure Funds Flow 

Q4 FY27

Bridge loan as needed 

Beyond 2026 if Measure Fails 
Unsustainable Funding Model 

Strategy Approach: 
• Deep Cuts: implement major service cuts and workforce reductions 

(e.g., close stations, reduce frequency and hours), resulting in 
reduced ridership/fare revenue and worse customer experience

• Implement Emergency Financial Measures: additional fares and 
parking fee increases, defer more current obligations (resulting in 
increased future costs)

• Advocacy, Communication and Education: continue to engage, 
advocate, educate the public, and explore funding options
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FY27 Key Activities and Actions

2026 2027

Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan

Feb 12 
Board 
Workshop: 
Alternative  
Service Plan 
Concept 
Info

Feb 26
Initially Approve 
the FY27 
Alternative 
Service Plan

Iterative Analysis and Refinement: Service Plan 
- Refine service plan, cuts, etc. 

- Service Cut Coordination with Other Operators

Iterative Analysis and Refinement: Revised Budget 
- Advance Risk Assessment

- Refine FTE impacts 
- Refine budget development 

- Continued discussion with Labor

March:
Initiate 
Title VI 
Analysis 

Mar 31 
Prelim 
Budget 

Apr 1 
Financial Efficiency 
Report Completed

June 11
Budget Adoption
- Base Budget 

(measure 
passes) 

- Appendix with 
Revised budget 
if measure fails  

By July 1
Board Action on 
Financial Efficiency 
Report

Oct TBD
Board Update on 
Revised Budget

Nov 3
General 
Election

Nov 19 
- Info item on 

Revised 
Budget 

- Approve Title 
VI Analysis  

Dec 3
Revised 
Budget 
Adoption 

Jan
Implement fare 
increase, service 
cuts and non-
service layoffs  
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Orange text = Measure 
Fails Only 

See Next Slide for 
Nov 2026 – Jan 

2027 Details
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Measure Fails: FY27 Key Activities and Actions 
Nov 2026-Jan 2027

2026 2027

November December January

Nov 3
General 
Election

Nov 4
Meet with Unions 

regarding layoff impacts

Nov 11
WARN Notice 

deadline (60 days) 

Nov 19 
- Info Item on 

Revised Budget 
- Approve Title VI 

Analysis  

Iterative Analysis and Refinement: Revised Budget 
- Advance Risk Assessment

- Refine FTE impacts 
- Refine budget development 

- Continued discussion with Labor

Staff Bid 
(Nov 30 – Dec 16) 

Dec 3
Revised 
Budget 
Adoption 

Implement Revised Budget 
- Outreach to legislators and state/regional leadership

- Prepare rider communication materials

Jan 
Implement fare 
increase, 
service cuts and 
non-service 
layoffs  

Ongoing
- Monitor costs and 

ridership, refine as 
needed

- Prepare for August 
2027 bid
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Measure Fails: Alternative Service Plan
1. Immediate Cost Reduction - January 2027
Intent: A strong but measured shift in District operations intended to immediately reduce monthly financial losses, and to provide 
an opportunity to evaluate the impact of service cuts, fare increases, and non-service budget reductions in order to assess the 
feasibility of additional reductions necessary to balance the budget in FY28. Initial Board approval of the Plan is needed now to 
enable staff to plan January 2027 implementation. Additional Board action in November and December 2026 provides final 
approval.

Service and Budget actions over 6 months: 
• Target approximately $54M in cost reductions by reducing train hours by an estimated 63% (3-line service, two trains per hour 

on each line, limited peak service, 9 PM close)
• Target approximately $20M of additional revenue by increasing fares and parking fees 30%
• Target approximately $25M of savings from non-service budget reductions to fleet and non-fleet maintenance, police, 

cleaning, and administrative support functions 
• Revenue losses from such service reductions are estimated at $39M
• Continue baseline budget reductions of $10M, deferrals of capital allocations ($27M) and retiree medical contributions ($19M)
• Target the use of one-time resources and additional financial deferrals, estimated at $72M, to balance the FY27 budget

After implementation, the District will assess ridership and revenue impacts and the performance of all District functions to 
determine if further reductions can be safely and legally implemented.
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Measure Fails: Alternative Service Plan
2. Budget Balancing (if feasible) - FY28 (July 1, 2027 – June 30, 2028)
Intent: Demonstrate the level of service and non-service cuts needed to balance the FY28 budget. Further evaluation, 
refinement, and Board action is required before implementation.

Service and Budget actions in FY28:
• Target approximately $176M in annual cost reductions through a cumulative 70% reduction in service hours:

• Maintain 3-line service, two trains per hour on each line, limited peak service, 9 PM close
• Close up to 15 stations and/or up to 25% of system track miles
• The BART Board will be responsible for all decisions on station or segment closures

• Target $58M in annual revenue by increasing fares and parking fees up to a cumulative 50%
• Target annual operating expense savings of a cumulative $133M from non-service budget reductions to fleet and non-fleet 

maintenance, police, cleaning, and administrative support functions
• Revenue losses from such service reductions and asset closures are estimated at $112M
• Continue baseline spending reductions ($20M) and target deferrals of capital allocations (approximately $68M) and retiree 

medical contributions (approximately $38M) as necessary to balance the FY28 budget

After implementation, the District will assess ridership and revenue impacts and the performance of all District functions to 
determine if service can safely and legally continue.
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Measure Fails: Alternative Service Plan
3. Safety Contingency (when required)

Intent: Acknowledge that given the risk and uncertainty in BART’s ability to develop a balanced budget, it may be 
necessary to stop revenue service. 

Service and Budget actions: 
• If it is determined BART cannot safely or legally operate with available resources, stop passenger service

• The BART Board will be responsible for all decisions on stopping passenger service
• Use District tax revenues to secure system assets and other ongoing obligations
• Work to determine system’s future 
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Measure Fails: Alternative Service Plan Supporting Actions
After initial approval of the Plan by the Board, staff will continue to assess and identify the risks of service reductions, 
asset closures, non-service budget reductions, fare increases, financial deferrals, and the costs of loans vs. deferral of 
spending commitments and refine the Plan. 

• To minimize impacts on riders and the public, the District will:
• Assess opportunities for staffing and non-labor spending efficiency across all functions
• Consider opportunities to deploy existing operating staff to capital-funded work that benefits the BART system 

and the public, subject to compliance with all applicable laws and grant funding agreements
• Continue to advocate for additional public investment needed to maintain service levels and District operations

• Retiree medical contribution deferrals will be made in accordance with Labor agreements and do not affect retiree 
benefit commitments

• A Title VI Equity Analysis will be completed before implementation of the Alternative Service Plan in January 2027

• The Board will review and adopt the Title VI Equity Analysis and the Revised FY27 Budget before service or budget 
reductions are made
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Measure Fails: Alternative Service Plan Supporting Actions

• The Board in its discretion may adopt changes to the Alternative Service Plan, including station, line, or segment 
closures. Any future station, line, or segment closures will:

• Consider input from communities, including local officials
• Consider net impact on District revenue
• Balance District fiscal needs with impacts to communities
• Comply with all requirements of applicable law
• Will be at the sole discretion of the Board only

• Staff will provide expanded community outreach
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Measure Fails: Staff Reductions

• To implement the service and non-service reductions in this plan, an estimated 
1,170 operating positions (31% of the budgeted operating workforce) would 
be eliminated starting in FY27 and continuing into FY28.
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Motion
• The Board adopts the attached Resolution “In the Matter of Initially Approving 

an Alternative Service Plan to Take Effect January 2027 in the Event the 
Connect Bay Area Measure Fails to Receive Voter Approval at the Statewide 
General Election on November 3, 2026 and BART is Unable to Secure Other 
Revenue Sources.”
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