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Agenda
 Project Goals and Timeline

 Quick Refresh: Three Alternatives
– Phase 2 public input received

 Guiding Principles
– Prioritizing equity

 The Recommended Network
– Inputs and objectives, highlights by sub-region, phasing and risks

 Looking Ahead: Phase 3 Outreach
– Outreach plan, city briefings and regional community meetings, 

pipeline projects

 Questions and Discussion
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Revisiting Our Project Goals
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Improve the 

experience for 

existing 

SamTrans 

customers

Grow new and 

more frequent 

ridership on 

SamTrans

Build SamTrans 

efficiency and 

effectiveness as a 

mobility provider

The goals of 

Reimagine 

SamTrans 

are to …

More 

important 

than ever

How does 

Covid-19 

impact our 

project 

purpose?

New is harder than 

before — uncertainty 

around this market

More frequent still 

possible

More important to be 

efficient and effective 

with resources —

has effectiveness 

changed?



Project Timeline

Jun – Nov 2019

Existing Conditions

Market Research

Phase One Outreach

Dec 2019 – Mar 2020

Service Standards

Service Framework and 
Policy Guidance

Mar 2020 – Sept 2020

Project Paused for Covid-
19 Planning/Response

Sept 2020-Nov 2020

Framework for Advancing 
Project

Dec 2020 – March 2021

Alternatives 
Development

April – May 2021

Phase Two Outreach

June – Sept 2021

Preferred Alternative 
Development

Draft Phasing Plan

Oct – Nov 2021

Phase 3 Outreach, Public 
Comment Period and 

Public Hearing

Nov 2021

Finalize new SamTrans 
bus network

Service Policy 
Framework

Dec 2021 – Jan 2022

Title VI Analysis, CEQA

Feb 2022

Board Action on Service 
Plan

Final Phasing Plan

August 2022

Start Implementation4



QUICK REFRESH: THREE ALTERNATIVES

 Overview of themes

 Phase 2: public input received
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What Were the Themes of the Three Alternatives?

 Alternative 1: Emphasize direct, high frequency access to 

places within the county

– Removed service into SF, reinvested resources into improved 

frequency within San Mateo County

 Alternative 2: Improve connections to rail and the region

– Additional express bus service

 Alternative 3: Retain coverage of service within the 

county

– On-demand zones to provide coverage

– Expanded midday and weekend service
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Phase 2 

Outreach:

April-May 2021
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Phase 2 Outreach: The Numbers
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Phase 2 Outreach: What we Heard

 Respondents 

want:
– More frequency/less 

waiting

– Improved connections 

to other 

routes/services

– More evening and 

weekend service

– Better reliability
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All Respondents First Choice Network

Riders First Choice Network



GUIDING PRINCIPLES

 Prioritizing equity
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Our Guiding Principles
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Employ

customer-focused 

decision-making

Design service that 

can be reasonably 

delivered by

our workforce

Provide transportation 

services that support 

principles of

social equity

Be an effective

mobility provider

Customer Focus Workforce Delivery Social EquityEffective Mobility



Equity Priority Areas

 Areas have been 

identified using three 

factors:

– Racial/ethnic minority 

population

– Low-income 

population

– Zero car households
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Prioritizing Equity
What does it look like to prioritize equity in real-life?
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– Prioritize allocation of service to 

requests from these areas

– Prioritize infrastructure improvements 

and pilot projects in equity areas

– Reduce low ridership existing service 

and limit new service in non-equity 

priority areas, especially while 

resources are constrained

– Accept lower ridership/productivity for 

routes serving equity areas



THE RECOMMENDED NETWORK
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 Inputs

 Highlights by sub-region

 Phasing and risks



Inputs: Draft Recommended Network
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Ridership 

and 

Productivity

Equity 

Need 

Analysis

Guiding 

Principles

Market 

Research

Market 

Analysis

Community Engagement



Weekday Frequency Improvements

 Pref network frequency 

map with equity areas 

highlighted
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EXISTING PREFERRED NETWORK



Weekend Service Improvements

 Earlier/later service in SSF, 

Redwood City, EPA

 New weekend service on 

Woodside Road (route 275), 

Alameda de las Pulgas (route 

295)

 Frequency improvements on 

eight routes, including ECR
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Added Local Bus Service

 New service to:

• Oyster Point

• East Palo Alto – Redwood City 

– Redwood Shores – SFO –

San Bruno BART

• Skyline College and College of 

San Mateo

• On demand in East Palo Alto 

and Half Moon Bay
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Reduction in Local, Fixed-route Service

 Daly City / San Bruno

– Some route straightening efforts

– Almost all riders are still within quarter-

mile/5-minute walk

 Belmont / Redwood Shores / Foster 

City

– Low ridership, non-equity areas

– School services remain

 East Palo Alto and Coastside

– Low ridership deviations and duplicative 

routes

– School services remain

– Replaced by on-demand service or 

SamCoast service
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North County – Benefits & Trade-offs

Service enhancements:
 Three frequent, all-day routes:

– Routes ECR, 120, and 130

 Later and more frequent service in 

South San Francisco (route 130)

 New connection into Oyster Point 

 New service between Skyline College 

and Daly City BART

 New direct connection from San Bruno 

to Redwood City and East Palo Alto via 

101

Service reallocation:
 Routes SFO and 398 deleted

 Simplified alignment in San Bruno, 

some riders may need to transfer or 

walk further (up to 5-7 minutes) (route 

140)

 Direct connections to Muni Route 14 

may require a longer walk (up to 6 

minutes)

 Reduced Route 141 frequency
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Mid-County – Benefits & Trade-offs

Service enhancements:
 Increased frequency on Route ECR on 

weekends

 FCX-SF trips reinstated

 Simplified Foster City local service via 

route 251

 More frequent service through San Mateo 

and Hillsdale to CSM (route 250)

 New direct downtown San Mateo to CSM 

connection 

 New weekend service between San Mateo 

and RWC (route 295)

Service reallocation:
 Routes 256 (Foster City) and 398 

(RWC-SF) deleted due to 

duplicative service

 Less coverage in low ridership/low 

density Foster City, San Mateo, 

and Redwood Shores
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South County – Benefits & Trade-offs

Service enhancements:
 Two frequent, all-day routes:

– Routes ECR and 296 (Redwood City to 

East Palo Alto)

 Direct access to Stanford Oval from East 

Palo Alto

 More consistent and later evening service 

to Cañada College from RWC (route 275)

 New service between East Palo Alto, 

Redwood City, SFO, and San Bruno BART

 New weekend service between San Mateo 

and Redwood City (route 295)

 OnDemand service in East Palo Alto

Service reallocation:
 Routes 280 (EPA) and 398 (RWC-

SF) deleted due to duplicative 

service

 Slightly longer trips to Cañada

College due to consolidation of 

Route 274 into Route 275

 Service removed from low 

ridership/density parts of 

Redwood Shores

 Removed deviation to Cordilleras 

Center (route 295)
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Coastside – Benefits & Trade-offs

Service enhancements:
 More frequent midday and 

evening service between HMB and 

Hillsdale (route 294)

 More frequent weekend service 

between HMB and Linda Mar (route 

17)

 More frequent express service 

between Linda Mar and Daly City 

BART (route 118)

 Linda Mar neighborhood connected 

directly to Daly City and improved 

frequency on weekends (110)

 New OnDemand service in HMB

Service reallocation:
 Fewer deviations on Route 17; remove 

low ridership extension to Pescadero

(covered by SamCoast)

 No direct service to College of San 

Mateo on Route 294; transfer at 

Hillsdale required

 Some riders in Pacifica (Edgemar) may 

need to make additional transfer

 No Linda Mar to Serramonte or Colma

BART service due to a shortening of 

Route 112

 Elimination of FLX P (covered by Route 

110)
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Implement in Phases
 Strategically align changes, avoid gaps in service

 Phase 1: August 2022 – implement initial network changes, 

assuming pre-Covid levels of service and workforce

 Phase 2: Jan 2023 and beyond – implement additional 

service as bus operators are recruited and trained

– Phase 2 will likely include new service types like on-demand zones 

and express service

 Overall implementation goal: align service with workforce 

levels to avoid cancelled trips and maintain reliability

24



Project Risks

 Operator retention/recruitment

Phase 1 plan depends on pre-Covid workforce levels

Phase 2 plan assumes 10% in growth to 348 FTE

– Operator attrition spiked in April and May 2021

– Looking at recruitment and training opportunities

 Gathering support for moving resources to high-

need communities (equity lens) from underutilized 

or duplicative routes
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LOOKING AHEAD: PHASE 3 OUTREACH
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 Public hearing

 City briefings and regional community meetings

 Pipeline projects



Phase 3 Outreach Approach
 Phase 3 outreach will occur between October 7 and November 

8, 2021

– Detailed maps, description of proposed changes, and a comment form 

will be posted on www.reimaginesamtrans.com by 10/4

 More targeted than other outreach efforts

– Focused on SamTrans riders and areas of significant change

 Align with Title VI plan

– Focused outreach to low-income and non-English speaking riders, 

partner with CBOs again
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http://www.reimaginesamtrans.com/


1:1 Briefings with City Staff 

 If city staff are interested in a briefing on the changes 

in your city, please contact us by Oct. 10:

– Jessica Epstein - epsteinj@samtrans.com

– Amy Linehan - linehana@samtrans.com

 City Council presentations will be accommodated as 

the scheduling and time permits

 We encourage SAG and TAG members to 

promote/attend regional community meetings
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Regional Community Meetings

Mid County Meeting - Wednesday, October 13 at 5:30PM - 6:30 P.M.

(Burlingame, San Mateo, Foster City, Belmont, San Carlos, Redwood City)

North County Meeting - Tuesday, October 19 at 5:30PM - 6:30 P.M.

(Daly City, Colma, Brisbane, South San Francisco, San Bruno, Millbrae)

South County Meeting - Thursday, October 21 at 5:30PM - 6:30 P.M.

(Redwood City, Menlo Park, East Palo Alto, Atherton, Portola Valley, Woodside 

and unincorporated area of North Fair Oaks)

Coastside Meeting - Thursday, October 28 at 5:30PM - 6:30 P.M.

(Pacifica, Montara, Moss Beach, Half Moon Bay, Pescadero)
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Pipeline Projects - Request

 If your City/Agency has a project or study that may 

impact SamTrans bus routes, bus stops or that 

SamTrans can provide feedback on (traffic studies, 

active transportation plans, etc.), let us know!

 We ask to be made aware of ongoing efforts and 

participate whenever possible

 Email Christy Wegener, Planning Director, at 

wegenerc@samtrans.com
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Questions and Discussion
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