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Welcome 
and Purpose

Jeff Tumlin
Director of Transportation
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Agency 
Achievements

Julie Kirschbaum
Director of Transit

Tom Maguire
Director of Streets
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Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Department Operations Center



2021Board of Directors Workshop 5

Core Service

ÅRebuilt transit system to 
focus on a Core Network

ÅCoordinated with 
regional partners to 
enhance service (GGT 
and SamTrans) 

ÅRedesigned rail service 
plan to reduce 
congestion in subway

Service Planning
Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term
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Equity

ÅInvest Prioritize investments 
that address the needs of 
disenfranchised and 
vulnerable communities

ÅServiceIncrease frequencies 
for routes serving 
Communities of Concern

ÅReliability Direct capital 
improvements to enhance 
system reliability

ÅAccessConnect 
Communities of Concern 
with centers of economic 
activity and opportunity

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Fast/Frequent Service: The Approach
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ÅImplemented 20 miles of 
TETLs (50 more identified!)

ÅPedestrian safety and transit 
reliability improvements:

ÅHaight

ÅIrving

Å16th St

Å3rd St

ÅGeary Rapid is on time and 
budget and already delivering 
20% time savings

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Muni Forward
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Rapid Routes (9R, 14R, 38R) Systemwide

Headway Management

ÅResponded quickly to COVID-19; 
instituting new policies and 
procedures to keep our employees 
safe

ÅRethought service management to 
ensure reliability and performance

ÅReinvested in maintenance as the 
foundation of our capital program

ÅFocused on collision reduction

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

COVID-19 Safety, Operations and Maintenance
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ÅRail grinding for smoother, quieter ride and 
extend the life of the rail

ÅTrack fastener replacement of a critical rail 
component for the first time in 40 years

ÅSwitch machine replacement to improve 
the reliability of critical mechanical 
infrastructure

ÅEureka Curve ballast provides increased 
stability to the rail and eliminates a go-slow 
zone

ÅOverhead lines major overhaul that will 
address piecemeal maintenance work and 
reduce system vulnerabilities

We have kicked off the Subway Renewal Program to improve system reliability and 
address long-deferred needs. This work will continue, but this is a major down payment 
on a critical program.

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Subway Renewal Taskforce
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New Programs

ÅSlow Streets
ÅShared Spaces
ÅAmbassadors
ÅEssential Trip Card (ETC)

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Accomplishments
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Street Closures

Great Highway

Twin Peaks

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Accomplishments
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Unrelenting delivery by the 
Shops 

ÅQuick Builds

ÅTETLS

ÅCOVID-related work

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Accomplishments
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Parking Control Officers (PCO) COVID Response

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Accomplishments
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Unprecedented 
Construction Support 

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Accomplishments
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Bayview
Community Based 

Transportation
Plan

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Autonomous Vehicle 
Policy 

Accomplishments
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Agency 
Challenges

Julie Kirschbaum
Director of Transit

Tom Maguire
Director of Streets
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Persistent COVID-19 Impacts
ÅUncertain pace of demand

ÅRegional Transit Inter-dependencies and Increased Auto Use

ÅCrisis Fatigue

Delivering High Quality Service in a Constrained 
Environment
ÅDeferred Maintenance

ÅBudget

ÅWorkforce and Staffing

ÅOutreach and Political Support

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Impacts on Transit
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COVID-19 has completely disrupted how people get around. Our ability to deliver reliable 
service hinges upon those that have gotten used to driving during COVID returning to 
more efficient modes. 

Increased Auto-dependency 

Source: SFCTA

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Persistent COVID-19 Impacts
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Regional Transit Interdependencies
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Commuters to San Francisco, by Mode

Drove Transit Walk/Bike Other

Commuters whose transit service is disrupted due to cuts at otheragencies may drive 
to, and in, San Francisco. This would have a catastrophic effect on our service reliability 
and there is little we can do alone to change their behavior.

Source: MTC Vital Signs

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Persistent COVID-19 Impacts

https://data.bayareametro.gov/dataset/Vital-Signs-Commute-Patterns-Bay-Area/c33n-96bi
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Deferred Capital Work
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Note: image taken pre-COVID

Years of deferred capital maintenance 
investments on critical infrastructure 
will continue to disrupt service:

ÅService disruptions during planned 
work

ÅNo quick fix --subway will be more 
resilient but will still experience 
breakdowns

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment
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Deferred 
Maintenance 
and Delayed 
Constituent 
Responsiveness 
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Note: image taken pre-COVID

Competing priorities and fast
project delivery timelines are 
resulting in deferred 
maintenance of signs, meters 
and other infrastructure.

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment
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ÅYgƅtg"fgrgpfgpv"qp"cp"gxgt-dwindling 
labor market to fill specialized crafts 
positions 

ÅUnder invested in transit 
operations/customer experience

ÅHknnkpi"xcecpekgu"Ƹ"pgv"pgy"uvchh"

ÅExtremely difficult to hire and train in the 
quantities and timeframe that we need 

ÅThe longer we suppress hiring, the harder 
it will be to resume
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Image pre-COVID

Workforce & Staffing 

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment
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ÅBig changes will always result in 
debate among the public and 
civic leaders

ÅNot everyone will be excited 
about the vision we present, and 
vjcvƅu"qmc{#

ÅWe must determine which of our 
priorities best support our values 
and require strong advocacy

23

Image Pre-COVID

Outreach & Political Support

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment



2021Board of Directors Workshop 24

COVID-19 Fatigue Among our Staff 

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Persistent COVID-19 Impacts
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ÅStaff has stepped up, many working 60-
hour weeks regularly for 9 months and 
counting

ÅThe State of Emergency eliminated 
process requirements

ÅWe get more done, quickly, with fewer 
staff

ÅPrograms incorporated tradeoffs that 
make sense during COVID, but may not 
over long-term

ÅRceg"ecpƅv"dg"mgrv"wr"kp"rgtrgvwkv{"

COVID-19 Efficiency Limitations

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Persistent COVID-19 Impacts
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Resiliency in the Face of Challenges

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Persistent COVID-19 Impacts
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ÅEven before COVID, revenues 
were not meeting our existing 
operational needs

ÅOur budget has not kept pace 
with increasing maintenance 
needs associated with capital 
investmentsand expansion

SFMTA Structural Deficit 5-Year Forecast

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment

($134M)

($153M)

($122M)

($136M)

($ -)
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Reduced overtime

Filling mission-critical positions ONLY

Reduced service to match staffing levels

Reduced materials & supply purchases

Shifted staff from Cable Car to other divisions

$118M in cost savings for Transit 
and Streets Divisions
achieved to date from these actions

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment
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ÅConsolidated management of rail and rubber tire maintenance

ÅEarly Breda (LRV) retirement and parts recapture

ÅReduce parts inventories and realign preventative maintenance

ÅUnflatten service

ÅReview long-term leave policy

Ə"cpf"ctg"kfgpvkh{kpi"cffkvkqpcn"qrrqtvwpkvkgu0"

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Delivery High Quality Service in a Constrained Environment
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San Francisco
Economic Update

Ben Rosenfield
Controller 

Ted Egan
City Economist
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Fiscal Challenges

Jonathan Rewers
Senior Manager, 

Budget, Financial Planning & Analysis

Timothy Manglicmot
Manager, Budget & Analysis
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ÅExpenditure reductions in FY 2021 of $118m and $19m in FY 2022.

ÅAbsent the receipt of additional federal support, SFMTA may need to consider 
service reductions and potential layoffs to address the FY 2022 projected deficit

ÅAn estimated $230m from H.R. 133 will balance FY 2020-21 and offset the 
deficit in FY 2021-22.

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Financial Projections
F
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*CARES amount in FY 2021 is $177 m, estimate for H.R. 133 is  $144 m
** Potential additional hiring freeze and materials & supplies savings of $72 m as reduction options
***$86 m estimate for H.R. 133 in FY 2022

Total Revenue Loss 
(Projected)

($439 m)

Net Deficit
(Projected)

$0 m

Expenditure Savings 
(Projected)

$118 m

Federal Relief
(Projected)*

$321 m

F
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2
2 Total Revenue Loss

(Projected)

($239 m)

Net Deficit
(Projected)

($134 m)

Expenditure Savings
(Projected)**

$19 m

Federal Relief
(Projected)***

$86 m
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Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Structural Deficit (Conservative Revenue)
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Operating Budget, $M FY21 FY22 FY23 FY24 FY25

Revenue 1,141  1,151 1,200 1,281 1,321 

Expenditures 1,141 1,286 1,353 1,403 1,457 

Revenue LessExpenditures (0) (134) (153) (122) (136)

2/1/21 ƂSFMTA 5-Year Forecast (selected option)

($134M)

($153M)
($122M)

($136M)

($ -)
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Recovery Planning
Building a Bridge to the Future

Sarah Jones
Planning Director
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Evolving emergency response efforts to long-term programs 
and actions supporting equity, economic recovery, and 
enhanced public spaces and places.

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Recovery Programs and Projects
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Meeting post -pandemic needs means...

ÅSupporting a more equitable system and city

ÅChanging how we plan and implement projects

ÅForming Citywide partnerships to meet common goals

ÅAdjusting programs to respond to changing needs of the city

ÅPrioritizing in a challenging financial time

ÅUsing available programs and mechanisms (e.g. SB288)

ÅRecognizing interdependencies across travel modes,uses of street 
space,essential activities

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Recovery Programs and Projects
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This has been a transformative time...

ÅTravel time for essential trips

ÅShared spaces testimonial

ÅUsing slow streets

ÅJFK drive

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Recovery Programs and Projects
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Shared Spaces

Make Shared Spaces permanent Ƃin code and on the streets!

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Recovery Programs and Projects



2021Board of Directors Workshop 39

Slow Streets

ÅFill out the network through Phase 4

ÅRe-legislate from "emergency" to "recovery" status

ÅApprove initial group of permanent Slow Streets

Challenges FiscalAchievements Recovery Vision Zero Fast/Frequent Long Term

Recovery Programs and Projects


