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Purpose
Provide an overview of the Draft Public Outreach and 
Engagement Plan and introduce the General 
Engineering Consultant (GEC) team, their role, and 
the project schedule.
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Project 
Overview
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Project Site



Conceptual Alternatives
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Churchill 
Avenue

Meadow 
Drive

Locally Preferred Alternative Backup

Charleston 
Road



Project Goals
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Improve Safety

Improve Mobility

Minimize 
environmental 
impacts

Minimize potential 
private property 
impacts



Timeline
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2025 2026 2027
Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Conceptual Development Preliminary Engineering and Environmental

35% Design and Environmental 15% DesignRefine
Concepts

Decision 
Point #1

Decision 
Point #2

Goal: Complete 35% Design and Environmental Documentation by the end of 2027 per Cooperative Agreement.

Decision 
Point #1

Project Team will present Refined Concepts to Rail Committee and City 
Council. City Council will decide which alternatives to advance to 15% 
Design. 

Decision 
Point #2

Project Team will present 15% Design to Rail Committee and City Council. 
City Council will decide which alternatives to advance to Preliminary 
Engineering (35% Design) and Environmental Documentation. 

We are here



Draft Public 
Outreach and 
Engagement Plan
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Draft Public Outreach and Engagement Plan
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Framework of targeted engagement activities to communicate key project information, provide 
opportunities for community participation, and foster understanding to provide meaningful input. 

PURPOSE

Components
• Outreach Strategies by Milestone 

(Tools and Tactics)
• Corridor Partners Identification
• Public Engagement/Agency Activities

• Tracking, Evaluating, and Reporting
• Engagement Schedule



Engagement Collaboration
Collaborates closely with Caltrain & 

Kimley-Horn on strategy and 
coordinates City-related 

engagement.

Engagement Lead
Oversight and management of the 

project engagement

Integrated 
Engagement 
Team
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Engagement Collaboration 
Collaborates closely with City & 

Kimley-Horn on strategy.



Role of the Engagement Team 

Facilitate Community Outreach

Strengthen and Manage
Community Partnerships

Collect and Synthesize
Community Feedback

Foster Two-Way Communication

Ensure Transparent Communication
Throughout the Project

Relay Community Perspectives 
to Decision Makers
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Engagement Goals
Educate and Inform: Provide the community with clear information about 
the project’s history, objectives, and existing alternatives.

Engage: Ensure accessible platforms and diverse opportunities for 
meaningful community involvement.

Solicit Input: Actively gather detailed feedback to better understand the 
community’s needs and priorities.

Share Feedback: Communicate community insights and concerns clearly 
to decision-makers.

Recommend: Present well-supported alternatives for decision-makers to 
evaluate and consider
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Tasks 2025 2026 2027

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Technical Work

Community Meetings

Technical Workshops

Open Houses

Rail Committee

City Council

Strategic 
Communications

Conceptual Development Preliminary Engineering and Environmental

35% Design and Environmental 

2

15% Design

2

Refine
Concept DP 1

DRAFT Engagement Schedule 
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DP 2

1 1

2 2 2 2

Optional MeetingDP Decision Point # Number of Meetings



Conceptual Development
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2 Community Meetings

Churchill/Seale Meadow & 
Charleston

Conceptual DevelopmentDecision 
Point 1

Decision 
Point 2

Purpose:
Review refined concepts and 
potential impacts.

Purpose: 
Discuss project phase expectations 
and engagement opportunities. 
Gather input on refined concepts.

Purpose:
Discuss project phase and 
engagement opportunities. Review 
and provide input on refined concepts.

1 Open House

Churchill/Seale Meadow & 
Charleston

2 Technical Workshops

Churchill/Seale Meadow & 
Charleston



Preliminary Engineering and Environmental
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2 Community Meetings

Churchill/Seale Meadow & 
Charleston

Preliminary Engineering and Environmental

Purpose:
Technical component workshops 
such as Right-of-Way, Mobility, Cost 
Estimate, and/or Constructability.

Purpose: 
Reengage community & gather 
input on design alternatives.

Purpose:
Review refined concepts.

1 Open House

Churchill/Seale Meadow & 
Charleston

6 Technical Workshops

Churchill/Seale Meadow & 
Charleston



Communication Strategies
Tactics
• Leverage existing networks
• Provide interactive and accessible content
• Provide language translation services
• Develop and manage Community Inquiry Tracker
• Calibrate approach based on community participation
Tools
• Digital and printed collateral
• Short-form content 
• Brochures, flyers, and surveys 
• Project website
• Social media
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Project Website
www.Caltrain.com/projects/CMCGS



General 
Engineering 
Consultant (GEC)
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GEC Introduction and Scope
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• Data Collection
• Basis of Design Report
• Preliminary Technical 

Analysis
• Conceptual Design Plans

• Action: Identify 
alternative(s) to advance 
into 15% Design 

• Technical Analysis
• Design Plans
• Independent Cost 

Estimate and Schedule
• Final Report

• Action: Refine LPA 
selection to advance into 
35% Preliminary 
Engineering and 
Environmental 
Documentation 

Key updates to 
Rail Committee 

Key updates to 
Rail Committee 

Concept 
Refinement

Rail Committee 
and City Council 15% Design Rail Committee 

and City Council

Goal: Refine concepts to minimize property and environmental impacts. 



Future Rail Committee Engagement
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Year Month Action / Study Session

2025

July No Meeting (Council Break)

September Review Refined Concepts – Recommend alternatives to proceed to 15%

November Review Scope for Preliminary Engineering (35%) and Environmental 
Documentation

2026

January Project Update

March Project Update

May Review 15% Design – Recommend alternatives to proceed to Preliminary 
Engineering (35%) and Environmental Documentation
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