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San Francisco 
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Meet Our Team

Sadie Graham

Link21 Program 

Director &  EAC 

Sponsor, BART

Nicole Franklin

LInk21 Engagement 

& Outreach 

Manager, BART

Tim Lohrentz

Link21 Equity 

Programs 

Administrator, BART



What is Link21?
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Link21 Program 

of Projects

A new transbay passenger rail crossing
between Oakland and San Francisco (BART or Regional Rail)  

Improvements to both BART & Regional Rail
better travel time, frequency, hours of service, new markets

Provide service redundance and reliability
creating an integrated rail network with improved travel options
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Why Link21

Economy, Jobs & Housing:

• Fifth largest megaregional economy in country

• Jobs and affordable housing imbalance

Roadway Congestion & Climate Risks:

• Persistent traffic — back to pre-pandemic numbers

• Climate- and health-damaging air pollution

Passenger Service & Infrastructure:

• Inconvenient, disconnected train network with limited 

routes and service

• One transbay rail crossing — limits service reliability 

and redundancy

• Current network does not reach enough transit 

dependent populations
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Benefits Beyond

Link21 Crossing

Connected Markets:
• Create opportunity to connect communities 

in the Megaregion

Improved Service:
• Increase frequency and more one-seat rides

• Enhance access and create faster transfers between 

BART and Regional Rail networks

Enhanced Train Technology
• Greener, lighter, and faster trains

• Track, speed, and vehicle type

Improved Infrastructure
• Tracks, structures, signaling, and facilities
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Link21 Program Goals 

Promote Equity and Livability 

Transform 

the Passenger 

Experience

Support Economic Opportunity 

and Global Competitiveness

Advance Environmental 

Stewardship and Protection



Link21 Commitment to Equity

• Prioritize engaging communities that 

have been systemically marginalized 

• Benefit those who need it most:
o Transit dependent riders

o Those harmed by past transportation projects

o Those with limited access to important resources like 

housing or job opportunities

• Partner every step to avoid harms & 

create needed benefits



Link21 Equity Advisory Council (EAC)

• 18 members from the Megaregion

o Community driven body

o Integrating lived experiences

o Providing advise and recommendations

• Bi-monthly virtual public meetings and 

technical office hours

• Governed by Charter & Bylaws

• Honorarium Pilot and Barrier Mitigation Fund

EAC Virtual Meeting
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Planning Phases & Timeline

PHASE 1  (2022 – 2024)
PHASE 0  (2019 – 2022)

PROGRAM

DEFINITION

• Business Case Framework

• Problem & Vision Statement

• Goals & Objectives

CONCEPT

IDENTIFICATION

• Preliminary Business Case

• Identify Concept (with Options)

PHASE 2  (2024 – 2028)

PROJECT

SELECTION

• Intermediate Business Case

• Project Alternative(s)

• Environmental Review

• Final Business Case & 

 Implementation Strategy

PROJECT

DELIVERY

• Funding Strategy

• Design

• Construction

• Testing & Commissioning

• Ready for Service

PHASE 3  (2028 – 2039)

ENGAGEMENT, OUTREACH, & EQUITY
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Phase 1 Progress

• Service improvement options

• Concept exploration, 

evaluation and ongoing 

refinement

• Ridership modeling and 

preliminary cost estimates

• Equity Advisory Council

• Equitable engagement activities

• Focus on priority populations

• Listen, learn and gather input

• Data Collection — social & 

natural resources

• Identify environmental 

constraints and opportunities 

to support concept 

development

• Identify potential 

Environmental Justice effects

and benefits

PlanningEarly EnvironmentalPublic Engagement



What will service look like with Link21?
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Travel beyond access to jobs

• To airports, entertainment, or to visit family and friends

Connection to megaregional destinations

• Sacramento to East Bay and/or San Francisco

• Santa Cruz/Salinas/Monterey to Oakland/East Bay

Better, more reliable travel options across the Bay

• San Francisco to Oakland/Alameda/Emeryville/Berkeley

• Peninsula/Silicon Valley/San Jose to East Bay

Extended service hours and increased frequency

• Evening, overnight and weekend hours

What We've Heard
Input Confirms Diverse Megaregional Travel Needs
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Improvements to service and passenger experience is a foundational goal

Routes and Stops

Train Schedule

(hours and days)

Train Frequency

Speed and Travel Time

Train Technology

Track Type

(shared or designated tracks, standard track 

gauge or broad track gauge)

Service Reliability

Link21 Service Planning
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Link21 Supports Two Service Types
Meeting Different Travel Needs

• More frequent trains 

(every 2-10 minutes)

• More stops/shorter distances 

between stations

(1-5 miles apart)

• Medium average speeds

Urban | Metro

Operates within metro regions at 

higher frequencies and medium 

average speeds 

BART provides this service today 

and Caltrain to provide with modern 

electrified trains in 2024 
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• Less frequent trains 

(every 30 minutes-1 hour+)

• Fewer stops/longer distances 

between stations

(5+ miles apart)

• Higher average speeds, 

faster travel times

Intercity | Express

Medium to long trips connecting regions 

and rural communities 

Capitol Corridor, Amtrak, San Joaquins, 

Altamont Corridor Express and others 

provide this service on shared tracks 

owned by private freight rail

Link21 Supports Two Service Types
Meeting Different Travel Needs
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Concept Exploration To-Date
Understanding Benefits and Tradeoffs

Markets
Community access, ridership potential, integration with 

existing network, and project boundaries, 

Service
Routes, frequencies, stops, transfers, reliability

Technology
Train technology within the crossing: 

• BART (broad-gauge track)

• Regional Rail (standard-gauge track)

• Both broad- and standard-gauge tracks

Infrastructure
Potential features such as underground structures and

stations, as well as construction method consideration and 

impacts
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Join Us This Fall

Join the conversation anytime 24/7 

for 30 days, starting in early November,

to participate when it works for you.

Online Open House

Attend to hear a presentation

and ask questions.

• Wednesday, Nov. 1, 6–7:30 pm

   Community Meeting

• Monday, Nov. 6, 6–7 pm 

Office Hour

Virtual Events

Fall 2023: 

Megaregional Outreach Events

• Online Open House, Virtual Community 

Meeting & Office Hour

• Program and ongoing analysis update

• Train technology and concept options

• Input gathering

Early 2024: 

BART & Capitol Corridor Boards

• Recommendation of train technology in 

crossing

• Extents of initial Link21 project

PROGRAM MILESTONES
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Thank you! 
For more information visit

Link21Program.org

• Nicole Franklin, Link21 Engagement & 

Outreach Manager: nfranklin@bart.gov 

• Tim Lohrentz, Link21 Equity Programs 

Administrator: tlohrentz@bart.gov

https://link21program.org/en
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