
Regional Transit Mapping and Wayfinding Project 
Update: October 14, 2020
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Harmonization is:
The act of creating similarity across
different service providers, so that systems
work together more easily.

2



• Consistent information
• Consistent graphic identity
• Consistent product forms and placement

Harmonization for users

3



Why should we care about 
harmonization?
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The Bay Area transit landscape has at least 27 
graphic identities and information design formats
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The current experience is not harmonious



Phase 1: Project 
Development



Building partnership and buy-in
1. Process started in 2016
2. All Transit Operators and 

Cities including:
• Petaluma Transit, Sonoma County Transit, 

Santa Rosa CityBus, SMART, and 
GGBHTD

• Cities of Santa Rosa, Oakland, San Jose, 
and San Francisco

3. Outreach and Coordination:
• 3 Transit Connectivity TAC/ 3 Ad Hoc mtgs.
• 4 Workshops
• 15 Multi-stakeholder/single stakeholder 

mtgs.
• 30+ City mtgs.
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A new suite of maps

• Adaptable to multiple situations
• Applied based on user need
• Supporting hand-overs between modes
• Consistent service terminology and representation
• Managed, updated and quality controlled at a regional level

Regional Transit Sub-Regional Transit System City Transit Area Destination
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A new family of information products

• Supporting frictionless transfers between all modes and providers
• A recognizable and unifying product language for the Bay Area
• Brand expression for local service providers and cities
• Consistent application by environment type
• Streamlined procurement, operations and management 11



A new family of products

Prototype products
SF Ferry & San José pilots 12



Phase 2 has explored and evaluated options for 
harmonization with our partners.

These options will be evaluated through Business 
Case analysis and User Research
to inform final recommendations and
program development steps by Spring 2021.

Phase 2: System Refinement



Phase 2: Program Completed

• Visual Harmonization: Workshop 1 Complete August 2019

• Design-focused Listening Tour Complete March 2020

• System Harmonization: Workshop 2 Complete July 2020

• Business Case Listening Tour Complete July/Aug 2020
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The Options (sort of)
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All modes & operators: A unifying graphic identity
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Potential harmonization of transit services

Local approach
Endorsed by provider

Regional approachLocal approach
Endorsed by
Regional Identity 17



Evaluating the options: stakeholders at Workshop 2



Workshop 2: Refining the Options
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•

Phase 2: Program Roadmap

User research Fall 2020

• Business Case findings Winter 2020/21

• Recommendations workshop Winter 2020/21

• Present to Blue Ribbon TR TF Spring 2021

• Present to Partner Executives Spring 2021

• MTC Operations Committee Spring 2021
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1.
What information 
do you use?

2. 
What information 
is needed?

3. 
What aspects are 
most important?

User Research: Evaluating the Options
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The Purpose of a Business Case

There are many competing demands for limited investment – a business case 
1 provides decision makers with an ‘apples to apples’ way of reviewing potential 

projects. 

2 This business case should speak to the project’s rationale (strategic and 
economic benefits) and the requirements to fund, finance, and deliver it for 
travelers, providers and the region. 

3 For this project, the business case will inform final recommendations and next 
steps in analyzing options for harmonization of transit information in the Bay 
Area ranging from a lesser extent to systemic change.

4 Investments typically require multiple business cases over their lifecycle to 
ensure benefits are tracked and realized. 
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The Dimensions of the Business Case
The case for change answers the question: why are we pursuing wayfinding 
harmonization? It articulates the problem, the opportunity, and potential solutions.

The case for change

The strategic case determines the strategic value of addressing a problem. Options are
evaluated against strategic objectives and establish why a project should be pursued.

The economic case seeks to determine whether an initiative is a strong investment for a 
region / organization. It establishes ‘what the benefit to society’ is in economic terms.

The financial case determines what is required to fund and finance the investment –
effectively establishing ‘how much the project will cost’ and where that money 
will come from.

The deliverability and operations case establishes ‘what is required to deliver and 
operate’ the project. It may consider procurement strategies, and deliverability and 
operating risks.

The strategic case

The economic case

The financial case

The deliverability and 
operations case
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The Business Case process
October 2020

Optioneering
Option performance 

analysis

Finalize business 
case

Analysis

Preparation
Logic framework Identify data

development inputs

Reporting
Draft case for change, strategic case 

and economic case methodology note

We are here

Evaluation
Benefits estimation Data processing and profiling

Draft economic case

Draft financial and deliverability 
and operations cases



Blue Ribbon Recovery Task Force



Blue Ribbon Recovery Task Force



• User research Fall 2020

• Business Case findings Winter 2020/21

• Recommendations workshop Winter 2020/21

• Present to Blue Ribbon TR TF Spring 2021

• Present to Partner Executives Spring 2021

• MTC Operations Committee Spring 2021

Phase 2: Program Roadmap
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1. Do you think your agency would embrace taking on a regional “look” 

when it comes to mapping, wayfinding and even graphic identity?

2. What do you think would be the biggest selling points?

3. What would be the biggest barriers?

4. How do you envision something like this successfully rolling out over 

time?

5. What would approval look like to ensure universal implementation?

Discussion Items
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