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Beyond the Bullet Train: Lessons from Japan's Shinkansen

« Masahiro (“Mark”) Nakayama, Managing Director, JR Central Hotels Company

 Bryan Wong, Associate Planner, Access Planning SJSU

Moderator: Eric Eidlin, Station Planning Manager, City of San Jose
Adjunct Faculty, SJSU Mineta Transportation Institute

March 3, 2026 | 2:00-3:00 p.m. (Pacific Time) MTI//



Today’s Journey

» Eric will share first impressions on Japan'and introduce the topic

» Bryan will discuss Japan's systematic approach to speeding up the trains

« Mark will focus on the role of Shinkansen in the transportation network,
TOD,-and tourism!
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Approximately
1,200 miles of
travel over 14 days
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Shibuya Scramble [Tokyo]



| \
b

| Dotonbori [Osaka]



oAz akamitsy ToSendal Tofukhima To Hatanomachi
Z ¥ Banetsu isano

o Matd i Kassemba lenaka Tobukanassk Nireg)  Momiyama Shin-kanuma Kita kanuma Itaga _Shimo goch
|

Suica/PASMO Network Map

bu Nk Nin.

n
; Yosu-atsuba Nibu__ Kuniy a3 Esiimiutananlys &
MAreas where Suica/PASMO can be used Aol gk g _Lgn L I 8 i
7 > Tost itakava Tl Ty tine Omenoma - Nhkaoda ¢  shimi i Kare
Tok Toligla S S SF Utsanemiyaline Imaidhd oKD Ova  TebarKin A Qfuciso Ty Hisonama futaba
Echige T0KImeki Railway ¥ & Kirya Ryom Line Sano iwaiine  Ohirashita. Tochigl Omegava - -y | ! Veda
Jand Kogen @) Toagincbasabusasopic ok - anoshi Shin-ohirashila & sibashi sunn oy R R RN AN N R RNy, SR Nasushiehon i Suetsugi o
< > e S X s"&» 0 N & T ot Ustninya 06O ok s i Ymoms Komarsta o Nish-Hasao Otsuki Yonomwal
& s 3 o Ovatase 5 &S
S & S & (P Paanse F Moka Railway *_ shimodate it only Tomioks
°\~ 330 O O inami-Hakag
P Takag Kido Tasa
AN
« N / o
a4 A =N hanyy Ogits i
; FEE i S ToKjgaura
umm 4 Metsu, Hokurikevia Nagano Shinkassen & s/ - : v N
o o o >*x » 0
O AR KR K e o o Tt e R ot Uma BarpakTinences otiadi o 0T
Fukaya- Shiraoks Hokkaidd Shinkansen y Yoshiawa wino ToXiriyana iQ X ,

. Koshigayadaketown Yostikawa minaml frakdalia unl RinkaiTetsu
vauacho o A oriya ToKashinaings
= PRSI st .

Qloyoshina ss‘ &, \\\\\s o Gamo _Shinden _Dakkyodaigahum:
Minai-Toyoshina SRR Higashi- o ® i sl Hatsuishi 1aka N arakuen(Seascod)
8‘ hanbalaked 0 00 00 O v & vinumadk u b Soka h \ adtiwanchs N yinamimerlya Akatsuka
takageya e o oﬂ. iy P e Tmgigl  sinskos %, Y i Jogashiia Quictitara
Hitoichiba ita e $ &% Hadutsika - ¢ Nagareyarma- 4
i Shesin V- o Brsuss N <o Qrunate
o <ha sitama-Shintosé " . wama
o Gl ‘26’-“:‘ ot Fiosoitioti Byt S e S
Sruttio opim o ¥ o s (P Rinioice Qisicka
Qshicoku SR “ b YonorHommacé & Foa  paishimae O Oishiaral  isato oo’ N N iasas Q lakahan
Qpitsminequci 8*\§ & & ogose 3 Minari Yoy A *“w vosiogl N 3 1o i Okancutsu
N ¥ : Toporrmatsy Lol hdachi-0da " Qumegma  Vasingls osik | — Qtsudiara
& W0 Qi omagawa - Kawagoe line Ao M J L ranze o gffoKia aase \ Bhvskavack
B & Gotanog o -
O S Aoigd i
m.«m Dinatinads m ot® Machiya Kita-Senju P i g Usniu
aliane b uishiro
5 Jga Asukayamag ( () Ryiigasakishl
Yanasegawa X Takinogasa-Hchume i | Qsanuki
iR Mioheyadumed  Nitigataral Kanamai 1.
Nishi -sugamo @ Shin-kashinzuka g ‘
it

Shimo
Sebulyiji-nae vy
O ©

Sebuen youdi o Koshirzuka Higadi-Avko O Ryigasak
3  Sugamastine Hh.n» ya MOt A shin-Yahastika Qg tokwarkira -orsadorciy
KamkitatdQ Tamako Q) 3 o e o etseol-Takasago ook
y X Tekoruzawa z ks~ S line o g ROk B
Sy ikatetsu- 3 dimie Seny R gy . }
- s & naimasu A S orsugl Biotoyama | vaki
s ¢ o Gikatetsu-akatsuka Helwadal o o | J—
Higashi ? SKurughama ik

S o HkaIGaKd Nerima kasugacho Teshimase
O o -]

; §
Yamatoshi  Ogawa#” "o Sl
&

o
Stin Skl

Toden

‘xm»m U
KeiseKolwa
&
‘

iy
Kisibajinamae

Tamagawajasul
¢.nmm Nanabar

o o
S Saburadal Ehoca
& Nerma\wuradal B

/ e 5
gy
&S i takkan Tanods Sineg R ik jree
KaiYamat & P Kaigahubo® 557 i) by o st
A lakamatsy 74 tuwuywnu P Omckagebisi - Edogawabashi tsutormi
- F By akal_ Shimo 0cia s i Qi P
opds Mo uaatine RERTMMI KN kit o g 5T I o~ dilanatmt Kl amegna
oo S A0 7 T s \‘\\\f > F N T = Wosedn »-m'ﬁ\ e o
wa i & asutani
Shibas a mmm ‘ fubo  Shin-Okube S e E K
e’\ A likikan ' S ""“"“ s l@“ S SN o Kamagaa
@ )\ \¢5ﬂwuvu o { "‘mo s N \‘\ T’ o Dabitss & |
S5 F a0an0- st 2 7 idatashl R )
X Moqusse i fuchi gt ot nakano NS gy | Ausbenobasti b - ® Fruoda o A
KO° 0= o Ore O : 2 SHinjsku- e ' & oo e
300 jiodobubo - sasinod 3 onancho - O (SO $ udarshita & Xoauname
dokuba Q) uraguoka reien 7 QY 4 hinoda o P T N rmhlwm- &mmkn % ey 4 Ambeds) ,\wm ¥ A/ynmnu & cumyohi Ko & aunoenar il
| i ooty T iy ffimicho shinbasti 3 A f \ ) & & Sogosand g
i (o ks, D incea '“““"“”“”“I‘b - 00 g ot & omaame Sl e o5 Mty L5 A R o ik 18 wndog 1§
% @ T g ainasafS? ik Tedyo Daigaki Kefo-tama- Ko i sefmor mae Dapesi o Tologya Tl otsuya & N o ekl st 3
= & lokaldiiba amasakai 002 clet nagayama i Ke 3 Sasstuka Sl 8 & 28] s 2
£ Bhigastikatsa . o o o - ST 2 p mmmw e, 5 o wido 4 Nimisa Kook
= Qitstoge bisakdpe of \:\N‘ & TR & NG wisigfloroq| f inanomadi o | %2 .
Kolcbuk A0 G i & J¢ P’ S SO malsubars Yoyogl-Hachimany X mm o 3 o
I — ! X, S e o7 Wataiaa SN, 5 0P a0 bl o WY Qogiato ( -
Shimoyoshida Harataima Yamashita @ Gotckuji 38 S oy doen Itchome’ e A\
e $ Umegacka & & (angaol
Gk N Xormes K ok o&‘, WWK oy pe ¥ Yukarg
s e Shkugavara Y S o
Fujikyu-Highiand ) " *e & ¢ & & Galemmae » 6“ shizy
Oamaguatita i & s O & oyt
o Fut Wakabayashi ’ o F - §
2 NS L) iy o F tsut
g (& NN B e &8 bkt
Asugl lazawa  Sangen-aya A
Hon-Atstgi s 0 wmm Tos Toyaka i S Kashimaiingi
Tothmazy Ao s \ i Soces adum
o Mamazy Yikuends
kot Center Minami O SO (o Maara PR ;
Tsurumai-ansen okt Hiyoshi-hondd S ST <hin. 2
Ot U P Rt R St roapin
adaigas e 3 Ofavwawacho shin-] i SNy
Chokokii-no-mori Hatano Yoasue_Yokohama A Keisel Tsud.
Shibusea Xshite oend e By i Rarsing Vi
¢ & ¥ Sation A "
Konckidan — o o« e whariongo
b ® gt Slakesita Jai vt
Myanoshta ujfILAmae d & Shin Matsu & o ¢ $ T Oinod g Sight Maksaritoosng B e
) : N W & "t St i
adagahara Py e Tekyo Telego mi Xaihim: nokido
Ohiad Widige s - SFT i pidqorigf O Kaimmatunad H 5.
Tsukahiara o ~ Kemigawahams Vaimata Q=
3 i wanatond
Tonosawa ovams S Ninari-makigahara & Bheuihais g Q e
oot T Ryckuen tosi Hodogeya & — M ki
& = i
R Gabed 1:-:0&9: gwa
i o Yokoshba
daoka s ki) Saaeci atsux
s 3 dote 5% @ Pl Ketbajo-Mae Hion : = o
Anabe ° on - @oshikawakien Togane G0 Namto
P iotaruga - & ¢
Hakone Jlabashi  Ashigara shin-\akashima Kendomae
> iinatomiral
& Bastnic
N Nibon-odon
Umi-Shibaia ks Ogimadh

N{w‘;n'»r Konmndii x>
& Kelkyt

Qshonan Madh

§ihunan

Airpor
& Temind 12 g

@ ominka

Nokendd &

| - £ Kazusa dcinarmiy
Oataseyam 5. 88 \\,\ 591.1 — Kenritsudaigaku
Phiegrogamastita S *@“ Yokosuka-dwigy
kA < Kitakur Kelkyi
o O Hakkefimy  Yokoska Shiolrl akurhama o

et Kingasa ﬁp 5
# IC cards other than Suica/PASMO cannot be used on the

Karito Railway, Chiba Mororail

Anjinad

Hushi-Haam

Higashi-udi Namihana As of April 1. 2025




FMLDFELA
How to flush the toilet
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Please push this button to flush the toilet
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Miyashita Park [Tokyo]
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3.6 millions per day

1 nShanURu Statlon "l"llllllllllllllllllllllllllllnuunuunuuuu"". 5,

Tokyo, Japan

3 millions per day

2 n Shlb ya Sttion

okyo, Japan

2.5 millions per day

310 oiaro it T
Tokyo, Japan

\*\_‘_

LIS Umeda as 2.3 millions per day The top 23 busiest
ation - : . ,
' train stations in the

Jeo Yokogmasm.on %Mx% world are in Japan

6 n Kita-Senju Station 15“ Kyoto Station

7 n Nagoya Station 16 n Sannomiya Station

8 n Tokyo Station 17 n Omiya Station

9N shinagawa Station 18I Yurakucho-Hibiya Station
10“ Takadanobaba Station 19 u Nishi-Funabashi Station
11 n Namba Station 20 u Meguro Station
12“ Shinbashi Station 21 n Daimon-Hamamatsucho Station
13“ Tennoji Station 22“ Ueno Station
Mn Akihabara Statlon 23 n EHENEEL

B s

0.67 millions per day

A;Lh:" . A»l!‘r;
24 l Parls Nord Statlon ?

Paris, France
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Takashimaya Times Square

Outside of ticket gate

IR Shinjuku

LUMINEO Miraina Tower

Shinjuku Expressway Bus Terminal
Expressway Bus * Arport Bus

Taxi
Tokyo TouristInformation Center

@ ShinjukuStation.Et)p -
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"~ Fukutoshin Line
(shinjukr-sanchome Station)

lew South Gate
(Open 5:45 -24:00)
JR East Travel
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Namba Station [Osakal]

Miyuki Meinaka
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Kyoto Station [Kyoto]
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e — . \ Tokyo Station [Tokyo]



IC Cards

IC card readers worked
flawlessly throughout the trip

Much more reliable than
North American smart cards

Can use to purchase all kinds
of things beyond transit

Suica | @&Pay

Welcome Suica Mobile




Usediuggagﬁf
ski gear to Niseko Osaka Airport (KIX)

Cost: 7,700 Yen (~$50) for ski bag,
boot bag, and ski clothing




How does the Tokaido Shinkansen move

more people, more reliably, and more

efficiently, than almost any other high-
speed railway on Earth?



At its busiest, one train departs from
Tokyo and Osaka every two minutes on
average, resulting in 483 trips between
the two cities in a single day.

On a normal day, there are only around 254 trains per day.
No sweat.



In 2024, the average Tokaido
Shinkansen delay was just 96
seconds™.

*Yes, that includes delays from natural disasters.



So how does it happen?

No magic involved! Just a continuous
focus on speeding up the slow parts of
the total journey.



Speed up entry (and exit) into the system.

A % N S,
<= - P oy e

Parallel entry through numerous fare gates and gate lines away from chokepoints. Serialized entry at chokepoints.




Speed up access to and from the platforms.

g a Trasit connections
Correspondances

Wide platforms with wide stairs and multiple elevators reduce train dwell time. Narrow stairs lengthen occupation time.




Speed up access to and from the platforms.

VS S carne s

EmEEr

Wide platforms with wide stairs and multiple elevators reduce train dwell time.




¢ P .
e
o TR
g sy

” YN s

T8 T
/s AT | e §
By et

L 8




Speed up boarding and alighting to reduce dwell times.
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A single level with baggage storage distributed across the entire train. Stairs slow the boarding process down.




Speed up train movements by simplifying track layout.

Sporen Lay-out Tokyo Station *\
A

g4 E— Nieuwe ljn in oonbouw

Shinkansen 1435 mm

Shinkansen 1435 mm /

i

Sporen Lay-out Utrecht Centraal

Pecesces Mlessscanes
Pescsscsrcsnrsencane 1




Also just scratching the surface...

Fast trains aren’t the point.
The Shinkansen is a very fast system.



Shinkansen Conductor
(Tokyo Station, 1990)

Managing Director
JR Central Hotels

36 years of service with Central Japan
Railway and its group corporations

Joined various development projects
and management especially in the
hospitality business

In charge of international affairs for JR
Central and assigned to Washington
DC Representative Office (2015 to
2021).

MPS (Hotel Administration), Cornell
University



What role and value does the
Shinkansen play in Japan’s
transportation system?



60 percent of the
population
65 percent of GDP

Travel Efficiency
Regional development
throughout the nation
Major driving force of
economic growth

.’ e f&JR & JR
» & Shikoku Cceantral



Safety: ZERO fatal accident since 1964

Reliability: 1.4 minutes average delay
(2024)

Frequency: 383 average daily departures

Mass Capacity: A 16-car EMU set with
1,323 seats

High-Speed: 177 MPH maximum speed

Environmental Friendliness: Low CO2
emission

Spaciousness: 3x2 seatings (rotating)

Comfort: Minimum vibration & noise




How does TOD get applied to
Shinkansen, across both the big and
small cities?



Diverse Business Portfolio of JR-Central

2024 Fiscal Performance [, o o — By > ]

* Operating Revenue:
USD 11.9 billion

* Net Profitt USD 2.9
billion

High-Speed Rail 75%

Non-rail businesses are real estate,
retails, and travel-related
development & operations:

Non-Rail19%

i
« Station buildings i
- Shopping malls & department stores .
* Hotels, resorts and restaurants L .
e

* Travel agencies




Japanese Operators’ Dependency on Non-Rail Revenue

JR Central JR East Tokyu

90 °

2024 Operating revenue
USD 12.0 billion USD 18.9 billion USD 6.9 billion




Current Services

* Intercity High Speed Rail
(JR Shinkansen)

e Commuter Rail (JR and
local operators)

* Subway
* Highway Coach
e Commuter Bus

Under Construction
* SCMaglev (JR)

I
e

Proprietary and confidential information
(JRC)
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* Occupies one of twin buildings of the JR
Central Towers

Opened in 2000 as Marriott’s 20015t property

* Owned and operated by JR Central group
under a franchise agreement with Marriott

* 748 guestrooms, double executive lounges
and eight restaurants & bars

* Flagship of JR Central Hotels
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I otel Assoc
= AL otel Associa

- —wm  Tokaido Shinkansen ASSOCIA Takayama Resort Takayama Station

Hida
Nagoya Station «» Takayama Station

Approximately
2hour and 30 minutes @

Directly above the station
Nagoya JR Tokyo
Gate Tower Hotel i

Near the station
TSI LE Courtyard by Marriott
‘ Kyoto Shijo Karasuma

Directly above the station

Scheduled to open in Autumn 2026 Nagoya Marriott

Near the station :
% S e A ssocia Hotel
Courtyard. by Marriott Directly above the station
Kyoto Station KyotoiStation Hotel Associa *
o '/ \ Peerl Shin-Yokohama
\ 2 ( Near the station

Hotel Associa
Directly above the station IR erl Shizuoka

‘v‘\' <
o Hotel Associa

ICYe'sr W |oyohashi
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How is Shinkansen being used to
serve growing tourism demand?



Inbound Travelers and Dollar/Yen Exchange Rate

2025
45,000 > $1 = ¥150 160
» 36.8M Travelers == 150
40,000 5011
35.000 > Tohoku Earthquake 140
» Trade Deficit Starts I 130
30,000
25,000 I 120
‘ i I 110
20,000
I I I 100
(EXIE 1995 I I I 90
PN > $1=¥o4 .
» 3.3M Travelers I I I I I
. 111} 1.
- 60
o RN g



Manufacturing Business
Competitiveness?

"Tourism Nation"
Strategic Policies

The "Weak Yen"
Advantage



NEE TEFHS
LA Tram __Train No. Destlnatlon ks Non-Reserved Car Stops
— o Resenved A e Sta

a0 14 43 Tokyo NO1-5 (o o o o e |
NOU)ZQ,MI 390 14:49_ 135 6 . No 12 Wo« v M‘*’ﬁ 3 . J;:?A;!l‘i:-ﬁ‘
%% 1457 ;rglf 0 No1 2 &9& - W : N e :

NOZOMI 236 IR 06 Tokyd 14 No12 » i

38

KODAMA 732 J 1 5 08 ;';6&‘ 67 |1\l50’ 1166 7«5‘)* (Stqpsatall stations) (#P

Suica | ®Pay

HESEFL (2E R ) UbL=E

. Otobashi Biwajima 4

Seamless Travel & Digitalization
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Questions & Answers!



“Operationally integrated but
institutionally decentralized”



Classic National Railroads (Japan, UK, EU nations)

Region 2 Region?a’

Operations

Region 1 § Region 2 § Region3

Infrastructure




Vertical Integration Horizontal Integration
(Japanese Privatization) (UK Privatization)

JRWest | JR Central §§ JR East Region 1 | Region 2 § Region3
]

I Operations

NetworkRail
Region 1 § Region 2 § Region3

Infrastructure




“institutionally decentralized but shares common marketing platform”

Suica (and equivalents)

Prepaid Transit IC Cards for Daily/Monthly Commuter Payment
MARS

Central Reservation System for Mid-Long Distance/Through Service Trains
JR Various

_ JR JR . .
Sh|koku Central Hokkaido Private Rail

Infra- Infra- Infra- Infra- Infra-
structure structure structure structure structure

Certain segments of the
Shinkansen infrastructure
owned by the Japanese
government

Certain segments of the Shinkansen
infrastructure owned by the Japanese
government

= / - Companies
Operations f@dOperations Operations Operations l l



Development decision making criteria
based on long-term planning and
strategy



Shinkansen Project Scheme

In 1996, had been established by the Japanese
government and the ruling parties for new construction of the
Shinkansen lines.

Financial agreement National government 2/3 : Local government 1/3
Rail operator profitability > 0 (over the next 30 years)

Benefit/Cost > 1 (Travel time reduction, regional economic growth)

JR agreement as the operating entity

Local government consent for conventional lines termination
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