
TJPA CAC

January 12, 2021

CALTRAIN ELECTRIFICATION 

UPDATE



2

AGENDA

• Caltrain System Overview

• Project Overview

• Electric Train Update

• Construction Update
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CALTRAIN SYSTEM

• 31 Stations Gilroy to 

San Francisco

• 70 Weekday Trains

• At-Grade Crossings, 

Viaducts, and 

Bridges

• Intermodal 

Connections

• Bike Commuters
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PROJECT DESCRIPTION

• 51 miles

• San Francisco to San Jose 

(Tamien Station)

Electric Trains*

• 19 7-car train sets

• 133 electric cars

*Includes 2018 State TIRCP 

Funding

Project Area Project Elements

Electrification

• Overhead Contact 

System (OCS)

• Traction Power 

Facilities
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PROJECT DESCRIPTION

Speed

• Up to 79 mph

Service Increase

• 6 trains / hour / direction

• More station stops / 

reduced travel time

Service Elements

Mixed-fleet Service 

(interim period)

Continue Tenant Service

• ACE, Capitol Corridor, 

Amtrak, Freight
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PROJECT BENEFITS

Improved Train 

Performance,

Increased Service

and Greater Capacity

Improved Regional Air 

Quality and Reduced 

Greenhouse Gas 

Emissions

Positive Economic 

Benefits for the 

Region

Increased Revenue 

and Reduced 

Fuel Cost

Reduced Engine 

Noise Emanating 

from Trains
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SCHEDULE 

* Schedule subject to change
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ELECTRIC TRAIN PROGRESS
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VIRTUAL REALITY EXPERIENCE

Visit: CalMod.org/VR

https://calmod.org/electric-trains/virtual-reality/
https://calmod.org/electric-trains/virtual-reality/
https://calmod.org/electric-trains/virtual-reality/
https://calmod.org/electric-trains/virtual-reality/
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CONSTRUCTION OVERVIEW

• 51 Miles Corridor

• 4 Work Segments

• 2,600 Poles

• 10 Traction Power 

Facilities
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CONSTRUCTION PROGRESS
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FOUNDATION CONSTRUCTION

• Excavation

• Rebar and Anchor Installation

• Electrical Grounding

• Concrete Fill
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FOUNDATION INSTALLATION

On Track Equipment 
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POLE INSTALLATION

Current Pole Installation
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On-track Equipment 

STRINGING WIRE
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CONSTRUCTION INFORMATION

• Occurs during day and night

• Some around the clock weekend work

• Crews will utilize acoustical barrier blankets and 

position lights away from homes

• Dedicated hotline for construction complaints
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PUBLIC OUTREACH

Factsheet

Postcard

Doorhanger
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Caltrain
Business
Plan

COVID RECOVERY 
PLANNING

UPDATE ON NEAR TERM 
SERVICE PLANNING

November 18, 2020

Caltrain & Covid
Update on Response and 

Recovery

TJPA CAC

Jan 12, 2021



Multiple Phases of Crisis 
& Response

Initial 

Triage

Surviving the 

Pandemic

Preparing for 

the Next Reality

Initial crisis and immediate 

triage response by Caltrain

Extended period where Pandemic is ongoing 

and Caltrain ridership and operations remain 

deeply impacted and in a state of dynamic flux.  

Railroad’s financial position is precarious

Long-term resolution of pandemic 

through vaccine or other permanent 

public health approaches. Caltrain 

adjusts to new Business Environment

2

March 2020 – May 2020 May 2020 – 2021 (?) 2021 and Beyond



Changes in Caltrain Service 
and Ridership

70,000

Riders

70

100

Trains

N/A

Jan Feb Mar Apr May Jun Jul Aug Sep

March 17th: Shelter-in-Place Order Issued
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Health & Safety

Enhanced Cleaning Physical DistancingFace Coverings

Since the start of the pandemic, Caltrain has aggressively implemented enhanced safety protocols with 

an emphasis on frequent cleaning, mask requirements for all employees and passengers, and physical 

distancing onboard trains. Caltrain has partnered with other Bay Area transit agencies to develop 

common commitments and expectations for employees and passengers – and the JPB adopted the 

Riding Together—Bay Area Healthy Transit Plan at its September meeting



Guiding Principles

Equity, 
Connectivity, 
Recovery & 
Growth 
Framework

Caltrain shall make a priority of addressing the specific 
needs of riders and communities who depend on transit for 
essential travel.  In particular, the railroad will work to 
enhance equity in its system, making its services more 
accessible and relevant to lower income people and 
members of racial groups and communities who have 
historically been marginalized and overlooked in planning 
and government processes.

Caltrain recognizes its unique position as a critical link within 
the Bay Area’s passenger rail network. The railroad will 
undertake policies and actions that improve its connectivity
to other transit systems strengthen its role as part on a 
regionally integrated network.

Caltrain must address the needs of the pandemic present while 
simultaneously planning for and working toward a long-term 
future.  The railroad will endeavor to proceed on a path of 
recovery and growth that anticipates, advances and, where 
possible, accelerates the incremental delivery of the 2040 Long 
Range Service Vision.

The Caltrain Board adopted the Equity, 
Connectivity, Recovery & Growth Framework in 
September of 2020 as part of its ongoing 
Business Plan process.  The policy framework 
seeks to guide the railroad in addressing both 
the impacts of the COVID Pandemic as well as 
the urgent call for racial and social equity.

Full text of ECRG Framework at Caltrain.com



A Challenging Fiscal Outlook

Historically, Caltrain has been highly dependent 
on fare revenue. With ridership devastated by 
the pandemic, the system was on the brink of 
considering a shutdown and throughout 2020, 
Caltrain relied heavily on CARES Act federal 
relief funding. 

The passage of Measure RR in November, 
followed by further federal relief funding has 
insured Caltrain’s survival.  Regardless, with 
ridership remaining extremely low, Caltrain 
anticipates that the railroad will be significantly 
financially constrained for some time.

Analyzing Options

• Caltrain is exploring a variety of deficit 

closure options related to both revenue 

generation and cost reduction

Fiscal Year 2021 Budget

• The JPB has incrementally approved 

balanced quarterly operating budgets for Q1 

and Q2

• A deficit of at least $18.5 million is projected 

for the remainder of the fiscal year

• Deficit could be higher if ridership recovery is 

slow or GoPass participation drops further

• Fiscal year 2022 will present additional 

financial challenges

$
Caltrain 
Finances



• The COVID-19 Pandemic is ongoing and the path 
to recovery and resolution is uncertain. Reopening 
of the region has been slow and uneven

• Initial CARES Act funding was exhausted in 
December timeframe.  Further federal relief still 
forthcoming and Measure RR revenues not yet 
flowing.

Context

GoalsCaltrain continues to navigate a period of 

extreme uncertainty relative to both the financial 

health of the system as well the trajectory of the 

pandemic and its impact on ridership recovery.  

Consequently, Caltrain implemented a significant 

service change in December of 2020 and expects 

to implement further adjustments and changes in 

2021

• Develop a consistent service framework that can be 
scaled up (and down) based on demand and 
funding availability while minimizing disruption and 
confusion for riders and connecting transit

• Focus on serving the riders who need Caltrain 
most, with an emphasis on implementing key 
elements of the Equity Connectivity Recovery and 
Growth policy

• Balance travel time and coverage goals while also 
maintaining capacity for social distancing 

Caltrain Winter 
Service 
Change:



Previous Service Levels

Pre-COVID Service Plan

92 Trains/Day

65,000 Daily Riders

Summer/ Fall 2020 Service Plan

70 Trains/Day

~3,500 Daily Riders

Early AM AM Peak Midday PM Peak Late PM

Early AM AM Peak Midday PM Peak Late PM

#
 o

f 
T

ra
in

s
 p

e
r

h
o

u
r 

/ 
d

ir
e

c
ti

o
n

#
 o

f 
T

ra
in

s
1

2

3

4

5

1

2

3

1

2

3

4

5

1 1

1

2

3

1 1



Base Service Plan – Implemented 
December 2020

Base                   
Service Plan

68 Trains/Weekday #
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Midday

Hourly Service All Day

(28-32 Trains/Day)

2 Trains per Hour, Per Direction – All Day

Caltrain is providing 2 trains per hour per direction 

in the peak- sufficient to meet demand. By 

expanding service to 2 trains through the midday 

period, Caltrain can better serve unmet needs of 

essential workers and lower income riders.

Hourly All-Day Weekend Service

Caltrain would increase weekend service to hourly 

frequencies to better serve weekend riders, 

especially essential workers and low-income 

riders.

AM Peak PM Peak Evening

Weekend
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Travel Markets & Equity

Top 8 Ridership

Top 8 Low Income Riders

Community of Concern

Hospital or Life 

Science Jobs

Major Transfer Station

Stations with 2 
Trains per Hour
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Expanded 

Service Plan
92 Weekday Trains

28-32 Weekend Trains

Austerity 

Service Plan
44 Weekday Trains

No Weekend Trains

Base Service 

Plan
68 Weekday Trains

28-32 Weekend Trains

Ridership is not expected to fully recover in 

2021. Depending on public health conditions 

and the railroad’s finances, Caltrain may need 

to make further service adjustments including 

scaling service levels up or down to meet 

changing needs.

An Expanded Service Plan could restore 

service back to 92 trains per day.

An Austerity Service Plan could reduce service 

to as little as 44 trains per day and suspend 

weekend service.

A Framework 
For Service
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