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Keolis, a world-wide leader among public transport operators
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70 000 employees

14 countries

300 public transport authorities

7,7 M€ revenues in 2024
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WHO ARE WE?

Concession 

contracts

(DSP in French) 

Public procurement

contracts

Outside France, we work within a wide 

variety of contract arrangements

In France, we operate under two main 

types of contract



FARE EVASION 
A MAJOR 
CONCERN FOR 
PUBLIC 
TRANSPORT
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• Connecting digital tools

• Real time information

• Faster and more reliable processes

One integrated chain 

 ticketing > Control > 
Fine >Collection

• Clear, measurable indicators

• Real time targeting controls

• Better visibility = stronger deterrence
From data to action 

• Predictive AI to anticipate fraud

• Stronger partnerships

• Sharing best practices across the Group

What’s next : 
embracing innovation 

and collaboration

REVENUE PROTECTION : A KEY OBJECTIVE, A HOLISTIC APPROACH
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CASE STUDY #1
BESANCON, OF 
DATA (AND 
WATCHES)
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THE BESANCON NETWORK –  A FEW FIGURES

• A multimodal network operated by Keolis 

(French « DSP » - Public Service Delegation), 

integrating : 

• Trams (2 lines, soon 27 trains)

• Buses (46 lines)

• Bike sharing (200 bikes including 100 

pedelec) and long term bike rental

• 90 000 journeys per day 

• 490 employees

For almost 200 000 inhabitants in the Greater 

Besançon area (East France), and a history of 

being the French capital for watch-making.



THE VALIDOMETER INITIATIVE

• The context : 

• A high fare-evasion rate – 8,8% in 2024

• 100% of the vehicle doors equiped with 

counting sensors

• A rich local ecosystem – Kuba/Vix, Cibest 

have a strong R&D presence around 

Besançon

• Keolis has a rich experience of nudge 

approach for public transport 

• The 2022 project – « fraudomètre » renamed as 

the Validometer.

Image : MRSY

Real time data server

Bus gateway Passenger info

Door counter

Validator





A 2-LEVEL ACTION PLAN

The visible (and a bit fancy) : nudge approach to 

improve validation rate.

• Dedicated screens to encourage validation 

through cognitive approach

• Real progress – from 92 to 94% validation rate 

after deployment

• However, a project stopped after 3 months for 

political reasons

The long-term : local historized validation data 

for every vehicle in the network since 2022

• Giving insights to drive the enforcement action

• Allowing a more efficient action of fare-

enforcement staff

• Mitigating the effect of free-fare days



BEYOND THE VALIDOMETER, A CUSTOMER FIRST PROCESS

• Revenue protection officers are part of the 

customer experience department

• An adapted KPI : control rate (and not penalty 

rate)

• A mantra : 

 « a fare evader is a future customer »

• A dedicated tool (more and more deployed 

across France) : TroK’it (ticket barter) : 

• Instead of paying a penalty, the fare evader 

can buy – once – a 3 month subscription 

(chosen for 16% of the penalties in 2025)



CASE STUDY #2
LONDON DLR, 
REVENUE 
PROTECTION IN 
A (MAINLY) 
GATELESS 
LIGHT RAIL
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DOCKLANDS LIGHT RAIL –  A FEW FIGURES

• Docklands Light Rail : a part of the TfL 

network, in the Eastern part of London

• Opened in 1987, an automated metro (GoA3) 

with operators on board (PSAs) in charge of 

closing the doors – and many other tasks of 

course

• 40 km, 45 stations, new trains arriving

• 100 millions passengers per year

• Operated since 2014 by KAD, a joint-venture 

between Keolis and Amey.

• A contract renewed in 2024 with a new 8 years 

franchise that started on April, the 1st, 2025.



THE NEW DLR FRANCHISE 

IMPROVING REVENUE PROTECTION INTO ANOTHER LEVEL

With the Covid, revenue protection proved a major 

priority for TfL, involving different changes for the 

new franchise : 

• Enforcemebt operations by a dedicated team – 

and not the Passenger Service Agents (PSA)

• A widely amplified revenue protection team (from 

8 to 24 persons), with new uniforms for a better 

visibility, KPIs favouring passenger perception, 

and a better coordination with the security 

officers

• The PSAs were trained on the ticket checking 

activity with a mantra : « educate, not escalate »

• The overall results for 2025 have already 

improved much, and are getting refined thanks to 

data and feedback analysis.



Conclusion
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"Together, let’s continue innovating and pooling resources to 

build the next generation of fraud prevention."



CONTACT

Virginie PERREY / Eric CALLE

Virginie.perrey@keolis.com

eric.calle@keolis.com

www.keolis.com

mailto:Virgine.perrey@keolis.com
mailto:eric.calle@keolis.com
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