
Reimagine SamTrans Implementation Update

SamTrans Board of Directors 
June 7, 2023 



• Phase 2 Implementation Status Update

• Evaluating Success of Ride Plus

• Next Steps
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Agenda



• Frequency, Service Span 
and/or Route Alignment 
changes on 6 Routes: 121, 
276, 278, 280, 281, 295

• School-day service OFF
• Additional schedule 

adjustments
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Service Changes Effective June 18



• Ride Plus launches in East 
Palo Alto and Half Moon 
Bay!

• Free rides June 18-July 31
• Unique branded vehicles 

and app
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Service Changes Effective June 18



• Temporary bus stop 
signage to be 
installed on key 
routes & stops

• Webpages, 
multilingual 
collateral, social 
media, press 
release
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Outreach & Marketing



• Mailer to all residents and 
businesses in both 
service areas 

• June 11-30: Outreach 
ambassadors out in both 
service areas

• June 16: Ride Plus 
Roving Press Conference 
o Morning in HMB; 

afternoon in EPA
o Demonstrate new service 
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Outreach & Marketing



Evaluating Success 
of Ride Plus
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Reimagine SamTrans Goals

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 
were to …
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• Be innovative. Stay open to new ways of providing 
mobility.
o Straighten, remove low ridership segments of routes; 

complement fixed route with microtransit.
• Be relevant. Offer a new service type that may have 

broader appeal in San Mateo County.
o Car-oriented land use/urban form
o High car ownership rates
o Challenging pedestrian environment to access traditional bus 

stops
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Why launch this new service?



Why East Palo Alto and Half Moon Bay?
• Equity priority areas with strong intra-community travel 

needs.
• Popular among riders and community members during 

Reimagine SamTrans outreach.
• Coastside exceptionally challenging to serve with fixed 

route transit due to low density.
• Street network & some key destinations are challenging to 

serve with large bus.
• Provides an opportunity to streamline fixed routes.
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Expand mobility

• Trips made from 
locations within the 
service area that 
are not served by 
fixed route

• Trips made that 
connect to fixed 
route

• Increased transit 
trips in the zone 
with Ride Plus, 
compared to prior 
trips on fixed route 
alone

Ensure high quality 
service

• Average wait time 
(<25 min)

• Completed requests 
(90%+)

• Star rating for trip 
(high)

• Star rating for app 
(high)

• Complaints (low)

Provide efficient and 
sustainable service

• Pooled trips 
percentage

• Reduced solo 
vehicle trips

Advance equity

• Demographics of 
riders & alignment 
with equity priority 
communities

• Reduced 
transportation costs 
of riders (compared 
to other modes 
they were using 
e.g., TNCs)
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How will we evaluate success? 



What other metrics will be 
monitored?
Required for NTD
• Unlinked passenger trips
• Passenger miles
• Passengers per trip request
• Total vehicle miles
• Total vehicle revenue miles
• Total vehicle hours
• Total vehicle revenue hours

Other metrics (examples)
• On-time performance
• Wait times (shortest, longest, 

average)
• Trip length (time & distance)
• Total number of accidents 

(preventable and non-
preventable)

• Average customer satisfaction 
rating
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Next Steps on Service Evaluation
• Establish new “normal” & new standards for our fixed route 

network as we pass three years since the start of the COVID-
19 pandemic. 
o Use KPIs already defined in the Service Policy Framework and set new 

standards for those KPIs in updated SPF.
• Present proposed set of KPIs for both fixed route and Ride Plus 

to SamTrans BOD in Fall 2023.
• Finalize service KPIs and indicators of success on Ride Plus; 

incorporate into SPF. 
• Report out quarterly to the SamTrans BOD on both Ride Plus 

and fixed route performance.
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Questions?
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