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From: Chad Hedstrom <chad.hedstrom@gmail.com>

Sent: Monday, May 18, 2020 1:51 AM

To: Public Comment <PublicComment@samtrans.com>; haneystaff@sfgov.org;
MayorLondonBreed@sfgov.org

Subject: Excessive Idling at San Francisco Caltrain station

Observed the 912 San Bruno and 923 Baby Bullet, as well as the 913 (THREE (3) train engines)
fast idling (very loudly) at the Caltrain station at 4th and King. I walked the entire perimeter of
the yard, was not able to determine that any work was being done on any of the three engines.
Last train to leave the station was 9:37pm on Sunday night, was last observed at 1:45am Monday
morning, still idling. As I am writing this at nearly 2am all three trains continue to idle in an
empty yard, resonating for blocks in every direction.

1. Why are these trains idling more than 60 minutes before departure?

2. Why are these trains not using Wayside power?

3. If wayside power is not available, when will wayside power be restored to San Francisco
Station?

I would ask that trains continue to use wayside power! Several thousand people are directly
impacted by the noise. Caltrain has committed to using wayside power when at the station to
reduce idling. Now more than ever citizens of San Francisco are staying at home and having to
endure excessive idling not just at night, but during the day as well.

Caltrain is already running a reduced schedule -- why idle these trains needlessly and at the cost
of the mental health of those around the station?

Caltrain has for years agreed to idle the trains less, this is not a new request - just asking Caltrain
to stick to their prior commitments.

Thank you

Chad Hedstrom

From: Tietjen, Brent <TietjenB@samtrans.com>

Sent: Thursday, May 21, 2020 2:48 PM

To: chad.hedstrom@gmail.com

Cc: Board (@caltrain.com) <BoardCaltrain@samtrans.com>; Public Comment
<PublicComment@samtrans.com>; haneystaff@sfgov.org; MayorLondonBreed@sfgov.org
Subject: RE: From Caltrain Board email FW: Excessive Idling at San Francisco Caltrain station

Hi Chad,

Thanks you for your email. | apologize for the disturbance that you experienced from trains idling at the
station on Sunday evening. Our Operations team have met with the crews in the field earlier this week
to discuss this issue. They have reminded the station crews of the protocols in place to use wayside
power whenever possible. Under normal conditions, trains should not be idling longer than an hour
prior to departure or an hour after arrival. There may be some extraordinary circumstances that may
require idling for longer periods of time, however, this should not be norm.

The new operating schedule may be contributing to the increased idling you are experiencing at the
station. While the new schedule has reduced the number of trains operating daily, it has increased the


mailto:chad.hedstrom@gmail.com
mailto:PublicComment@samtrans.com
mailto:haneystaff@sfgov.org
mailto:MayorLondonBreed@sfgov.org

layover time of trains at our terminal stations. While we would like to connect to wayside power for
every train that comes into the station as soon as possible, there are number of reasons that trains may
be left to idle during layovers. The main reason is that each engine must go through a number of tests
prior to being placed into service and these tests must start between 45 minutes to an hour prior to
revenue service. When a train is laying over between service, the main engine may remain on because
of the time and resources it would take to rerun tests before being placed into revenue service.
Additional safety systems, namely Positive Train Control, have also increased the number of tests that
must be completed prior to service.

In 2018, | worked with our Operations team to outline the activities that occur at the San Francisco
Station each day. This is a summary of those activities.

Federal Railroad Administration (FRA) Mandatory Safety Inspection (Daily Inspection) — Once a day

A variety of interior and exterior inspections of the locomotive and cars are required each calendar day.
Inspections take up to two hours and are typically performed after the train has made its last trip.
During the first hour, there is an inspection of key functions such as the engine which requires the use of
the HEP and Main engines. Repairs are performed during the second hour and require the Main Engine
to bein idle.

Prior to Passenger Service - Throughout the day

In order to prepare for passenger service, both the Head End Power (HEP) and main engine must be
turned on approximately one hour prior to a train’s scheduled departure. There are a number of system
checks and tests that each train must go through before entering revenue service. These tests must be
conducted each time an engine is restarted.

Passenger Unloading / Cleaning Train — Several times a day

Once a train arrives at the station, passengers depart and crews clean the interior of the cars. Cleaning
and passenger unloading is complete within an one hour. There are additional cleaning requirements
due to COVID-19. Typically, both the HEP and Main engines run during passenger unloading and
cleaning. Wayside power is used during extraordinary cleaning which may be performed as the consist
undergoes Daily Inspection.

FRA Mandatory Brake Test — Once a day

Daily brake tests are required by the FRA. Brake tests typically last 30 minutes and are usually performed
after the Daily Inspection (listed above). Brake tests require the use of the Main engine, in idle mode.
After daily inspection and brake tests are complete, all engines will be turned off. The ZTR system is also
disabled to prevent the train from restarting at night.

| hope this helps. Please let me know if you have any additional questions.
Thanks,

Brent Tietjen, Government and Community Relations Officer
SamTrans | Caltrain | TA

1250 San Carlos Ave.

San Carlos, CA 94070-1306

650-508-6495

tietienb@samtrans.com
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From: Roland Lebrun

To: VTA Board Secretary
Cc: MIC Info; Board (@caltrain.com); CHSRA Board
Subject: A&F item 17 Diridon cooperative agreement
Date: Thursday, May 21, 2020 3:04:33 AM
Attachments: DISC.ona

Sb SFpen Rail DTExtensi ¢
Dear Chair Carr,

MTC’s addition to the DISC cooperative agreement is a long overdue and welcome development which should prevent a repeat of the first phase catastrophe.
Background

The first phase of the DISC was a $5.6M 3-year textbook VTA disaster which produced a disjointed “concept plan” with a “kit of parts” scattered all over the northern half of
the DSAP central zone (between West Santa Clara to the North and West San Fernando to the south) and culminated in a BART section buried at the end of the final report:

7.7 BART
“Both the Partner Agencies and the public indicated that a

As such, the Concept Layout proposes a direct, a 1
The Partner Agencies recognzze the potenttal phaszng challenges between the two projects as BART is pro;ected to be in operatlon before the station and intermodal

hub are constructed it is assumed there will be no phasing issues.”

(page 52)

The Concept Layout
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Following this precedent, it is unclear why anyone would expect that “Asking the VTA to perform related procurement actions for professional services on behalf of the
participating agencies” should deliver anything other than yet another 3-year $5.6M textbook VTA disaster.

The Solution:

The San Francisco County Transportation Authority (SFCTA) and MTC have just gone through an 18-month exercise addressing nearly identical issues with the TIPA’s
dysfunctional management of the Transbay Transit Center and developed a multi-jurisdictional MOU intended to avoid a repeat of the same management issues during the
design and construction of the Downtown Extension (DTX) and the new Transbay Crossing (attached).

Over the past several months, MTC staff has been working with staff from SFCTA, Transbay Joint Powers Authority (TJPA), City and County of San Francisco,
Caltrain, and the California High-Speed Rail Authority to develop a Memorandum of Understanding and draft work plan. MTC staff reco ds the Cc ission
authorize the Executive Director to enter into an MOU with the project partners to execute the two-year work plan with a focus on:

(1) ] i i i 7 ] ices, including a potential future Transbay rail crossing;
(2) providing an equitable transit system that works for all residents of the Bay Area; and
(3) anticipating and managing risk through design and delivery.

The draft MOU (Attachment C) establishes an integrated, multi-agency team composed of the partners. The team includes an executive xteerzng commtttee to oversee the
work plan resolve conflicts, and rnake recommendatlons to the TJPA As part of the 1ntcgratcd program management team,

leen the current profound economic tmpacts of COVID 19, the ejfort focused on phasmg and fundmg wzll be partzcularly zmportant In addmon MT C would be well-

positioned to ensure coordination of the Downtown Rail Extension pro;ect wzth a future Transbay rall crossmg mewww
BART and the Capital Corridor Joint Powers Authority, and the pa a

Recommendation

Adopt the governance approach taken by MTC and the SFCTA and replicate it at Diridon starting with the appointment of MTC as the lead agency responsible for awarding
consultant contracts as and when needed.

Respectfully submitted for your consideration.
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The Concept Layout
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Metropolitan Transportation Commission

Operations Committee
May 8, 2020 Agenda Item Sb

San Francisco Peninsula Rail Program Memorandum of Understanding

Subject: A request for approval of a Memorandum of Understanding (MOU) with the
Transbay Joint Powers Authority (TJPA), Peninsula Corridor Joint Powers Board
(Caltrain), San Francisco County Transportation Authority (SFCTA), City/County of
San Francisco, and the California High-Speed Rail Authority to support the Transbay
Joint Powers Authority in development of the Downtown Extension Rail Program.

Background: The Downtown Rail Extension project will extend Caltrain commuter rail and future
California High-Speed Rail service from the current Caltrain terminus at Fourth and
King streets to the new Transbay Transit Center (see map in Attachment A). The
project, which completed supplemental environmental review in mid-2019, is
estimated to cost nearly $4 billion and involves significant technical complexities
including tunneling under San Francisco. Regional Measure 3 includes $325 million
for the Downtown Rail Extension project.

In October 2019, the San Francisco County Transportation Authority (SFCTA)
released the Downtown Rail Extension Peer Review Panel’s Final Report on
Governance, Oversight, Management, and Project Delivery. MTC staff participated
in the report through stakeholder workshops. The expert panel recommended project
partners undertake a two-year work plan focusing on funding, project design and
integration with existing and planned transit projects, and potential management and
governance structures.

The Downtown Rail Exension project is one of several major rail infrastructure
projects currently in development. MTC has a significant role to play in major
projects to ensure regional coordination in both planning and funding, to ensure
delivery of the region’s long range transportation plan, and as a major funding partner
since the projects often rely on Federal New Starts and bridge toll funds. Attachment
B summarizes MTC’s role in a number of major regional projects.

Historically, MTC has provided a degree of oversight for all phases of projects with
Regional Measure funds. For more complex projects and those with significant risks,
MTC has engaged technical consultants or supported peer reviews to address specific
challenges as they arise. However, this involvement has often occurred after critical
decisions have been made and when sponsors seek additional funds from MTC to
address cost increases. At its January Workshop, MTC directed staff to explore ways
to get more involved in the early stages of project delivery as a means to manage risk,
control costs and ensure the most effective regional planning. This role is more akin
to BATA’s role in the Toll Bridge Seismic Retrofit Program where BATA staff and
consultants served as part of an integrated project team, deeply involved in design,
engineering decisions and risk management.
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Over the past several months, MTC staff has been working with staff from SFCTA,
Transbay Joint Powers Authority (TJPA), City and County of San Francisco,
Caltrain, and the California High-Speed Rail Authority to develop a Memorandum of
Understanding and draft work plan. MTC staff recommends the Commission
authorize the Executive Director to enter into an MOU with the project partners to
execute the two-year work plan with a focus on: (1) seamless integration with local
transit and regional transit services, including a potential future Transbay rail
crossing; (2) providing an equitable transit system that works for all residents of the
Bay Area; and (3) anticipating and managing risk through design and delivery.

The draft MOU (Attachment C) establishes an integrated, multi-agency team
composed of the partners. The team includes an executive steering committee to
oversee the work plan, resolve conflicts, and make recommendations to the TIPA. As
part of the integrated program management team, MTC would participate in the
technical work, including defining a fundable and deliverable initial phase and
associated funding plan, developing a project delivery strategy, and reviewing options
for governance and oversight during construction. MTC staff would have a role
producing work products and making key recommendations that protect the regional
investment. Given the current, profound economic impacts of COVID-19, the effort
focused on phasing and funding will be particularly important. In addition, MTC
would be well-positioned to ensure coordination of the Downtown Rail Extension
project with a future Transbay rail crossing. The MOU recognizes the importance of
coordinating with BART and the Capital Corridor Joint Powers Authority, and the
partners acknowledge potential for them to join the MOU in the future.

TJPA, SFCTA, Caltrain and the California High Speed Rail Authority approved the
MOU in April, and the The City/County of San Francisco is expected to execute the
agreement in May.

Issues: The economic impact of COVID-19 appears likely to impact transportation revenue
significantly. While restoring transit operations to stable levels is top priority, there is
value in continuing to plan for a future transit system that is both connected and
seamless, such as that afforded by the Downtown Rail Extension. The work plan
under the MOU affords an opportunity for MTC to participate actively in a
considering the new economic lanscape.

In addition, COVID-19 economic impacts will likely affect MTC’s level of
engagement in this project and other similar projects, at least in the near term. Over
the next two months, the partners will develop a work plan in detail and identify the
staffing and funding for each agency’s participation. While it remains important that
MTC participate in the project leadership and work plan for reasons stated above,
MTC anticipates initiating this work with current staff as opposed to hiring new, in-
house expertise. Staff expects MTC’s less intensive approach is reflective of the
resources other partners can bring to the table and of a somewhat slower paced
schedule in the near-term. MTC may wish to procure supplemental rail expertise to
advise on specific technical matters. The same team of MTC staff and consultants
could support similar work on other major regional rail projects if MTC elected to
participate in those efforts in a similar manner. Such decisions would be subject to
future review and approval by the Comission.
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For all of the projects, staff proposes that MTC’s efforts beyond typical Regional
Measure oversight would appropriately be funded through project funds — in the case
of the Downtown Rail Extension, San Francisco Proposition K and Regional Measure
3 funds (subject to resolution of litigation).

Recommendation:  Refer the MOU with the Transbay Joint Powers Authority, Peninsula Corridor Joint
Powers Board (Caltrain), San Francisco County Transportation Authority,
City/County of San Francisco, and the California High Speed Rail Authority to
support the Transbay Joint Powers Authority in development of the Downtown
Extension Rail Program to the Commission for approval and authority for the
Executive Director to negotiate and enter into the MOU in substantially the same
form as Attachment C.

Attachments: Attachment A — San Francisco Downtown Extension Program Map

Attachment B — Large Projects with MTC/BATA Participation
Attachment C — San Francisco Peninsula Rail Program Memorandum of

Understanding
eseseo (O ly —

Therese W. McMillan






REQUEST FOR COMMISSION APPROVAL

Summary of Proposed Memorandum of Understanding

Work Item No.: 1251

Parties: Transbay Joint Powers Authority, Peninsula Corridor Joint Powers Board
(Caltrain), San Francisco County Transportation Authority, City/County
of San Francisco, and the California High Speed Rail Authority

Work Project Title: Development of the Downtown Extension Rail Program

Purpose of Project: Support the Transbay Joint Powers Authority in development of the
Downtown Extension Rail Program

Brief Scope of Work: Participate in an integrated, multi-agency team that will undertake project
development, including defining a fundable and deliverable initial phase
and associated funding plan, developing a project delivery strategy, and
reviewing options for governance and oversight during construction.

Motion by Committee: That the Executive Director or designee is authorized to negotiate and
enter into a memorandum of understanding with the Transbay Joint
Powers Authority, Peninsula Corridor Joint Powers Board (Caltrain), San
Francisco County Transportation Authority, City/County of San
Francisco, and the California High Speed Rail Authority to support the
Transbay Joint Powers Authority in development of the Downtown
Extension Rail Program as described above and in the Operations
Committee Summary Sheet dated May 8, 2020.

Commission :

Scott Haggerty, Chair

Approved: May 27, 2020
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Attachment B

May 8, 2020 Agenda Item 5b
Large Projects with MTC/BATA Participation in Governance, Risk Management and Delivery
Current MTC Roles Start of MTC’s
Project Cost Phase (in addition to Funding Partner) Involvement Agreements
Regional Rail Projects
Transbay Terminal $2B Construction 1. Independent cost review 1-2. Costincrease | 1. Cost Review conducted by MTC
Phase 1 Complete 2. Cost Review Committee 3. Girder fracture in coordination with TJPA
3. Peer review of fractured girder 2. Transbay Project Cost Oversight
Agreement
3. Cooperative Agreement
Caltrans $2 B Under Change Management Committee Cost increase MOU, executed
Electrification Construction
Peninsula Corridor $4 B Design Executive Steering Committee Start of design MOU (subject to MTC approval)
Rail Program — Regional rail planning and funding
Downtown Extension
Valley Link $§2-$3 B Environmental | Executive Steering Committee Start of Funding Agreements
Project Policy Committee environmental (subject to MTC approval)
Diridon Station TBD Planning Executive Committee Initial studies TBD
Policy Director Committee
Organizational Subcommittee
Transbay Rail $30 - $50 B | Initial Studies | TBD Initial studies TBD
Crossing
Roadway/Bridge Projects
Toll Bridge Seismic $7B Construction | Toll Bridge Program Oversight Cost increase Cooperative Agreement, executed
Retrofit Program Complete Committee
Project Management Team MOU, executed
Risk Management
Independent cost and technical reviews
State Route 37 $4 B Environmental | Lead for initial studies Initial studies MOU, executed

Executive Steering Committee
Hire project director
Lead interim project
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San Francisco Peninsula Rail Program MOU

This San Francisco Peninsula Rail Program Memorandum of Understanding (MOU),
effective , 2020 is between the Transbay Joint Powers Authority (TJPA); the
Metropolitan Transportation Commission (MTC); the San Francisco County Transportation
Authority (SFCTA); the Peninsula Corridor Joint Powers Board (Caltrain); the California
High Speed Rail Authority (CHSRA); and the City and County of San Francisco (CCSF) (each
a “Partner” and collectively the “Partners).

1. Definitions:

DTX Rail Program: Activities directed toward the advancement of the environmentally
cleared Downtown Rail Extension Project (DTX)

SF Peninsula Rail Program: A program of projects comprised of the DTX and Related
Projects

Related Projects: Pennsylvania Avenue Extension (PAX), Railyards Development, and 22nd
St Station Study

Regional and State Rail Efforts: Related regional and state rail efforts including the ongoing
development of Caltrain and CHSRA programs, the State Rail Plan, New Transbay Rail
Crossing, and others, including any future regional rail planning or funding programs

Ready-for-Procurement: All work in planning and engineering is advanced to a level
consistent with the contract(s) delivery method(s), has completed all required planning
and National Environmental Policy Act/California Environmental Quality Act, and
applicable other permit/approval requirements, has secured necessary funding, has
obtained or identified Right-of-Way and/or easements and permits, and is ready to proceed
to bid.

2. Purpose:

The Partners recognize that the DTX is a critical rail link in the Bay Area, mega-region, and
state transportation system and that it will be more efficiently and effectively developed
through a multi-agency partnership among local, regional, and state stakeholder agencies
with expertise in developing, funding, and implementing major infrastructure projects.

The Partners also recognize that — and nothing in this MOU is intended to imply otherwise
- state law and the TJPA’s 2001 Joint Powers Agreement (as amended) currently provide
that the TJPA has primary jurisdiction over and will implement all aspects of the DTX that
will connect the new Salesforce Transit Center (STC) to the regional rail system.
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This MOU describes a new organizational structure that will support the efforts of the TJPA
in the development of the DTX to a Ready-for-Procurement status and would make direct
recommendations to the TJPA Board based on a set of activities outlined below. These
activities will be undertaken by an integrated multi-agency project team, comprised of
senior staff of the signatory agencies to this agreement, as shown in Attachment 1, who will
oversee the Work Program shown in Attachment 2.

3. Structure

The new organizational structure described by this MOU is summarized below and
depicted in the Organization Charts in Attachment 3.

Executive Steering Committee (ESC):

By virtue of this MOU, an Executive Steering Committee (ESC) will be instituted to support
the TJPA in project development efforts for the DTX as described in Attachment 2, and
empowered to implement this MOU. The ESC is responsible for making recommendations
to the TJPA Board regarding the scope of efforts under this MOU. The TJPA Board will
maintain its ultimate authority over the DTX. Accordingly, it may accept or reject
recommendations of the ESC, and it may act in the absence of a recommendation from the
ESC.

The ESC will consist of the executives (or their designee) of the TJPA, MTC, SFCTA, Caltrain,
CHSRA, and the CCSF (for CCSF the executive will be the Mayor or her designee). The initial
and alternate members of the ESC are named on Attachment 1. Each Partner may change
its appointment to the ESC by providing written notice to the ESC. The ESC will meet at
least monthly, sufficiently in advance of the TJPA Board’s regularly scheduled meetings that
the ESC will have an opportunity to provide a progress update or to present items to the
TJPA Board; a majority of authorized representatives shall constitute quorum. The ESC will
elect a Chair and Vice-Chair as a first order of business. At the request of the TJPA Board
Chair, the ESC Chair or Vice-Chair will report to the TJPA Board on a monthly basis on the
status of the program. The ESC will be responsible for the DTX work program as
summarized in Attachment 2, which specifies which elements of the DTX work program
must be brought to the TJPA Board for information and/or approval. The ESC will also help
resolve conflicting areas of work among the Partners. While the ESC will attempt to reach
consensus, it will make recommendations to the TJPA Board by a majority vote of the
representatives present. The ESC may also serve as a coordinating forum for the SF
Peninsula Rail Program and other relevant regional or statewide rail system planning and
development efforts.

Integrated Program Management Team (IPMT):

For the DTX Rail Program, the ESC will be supported by an IPMT consisting of
representatives with relevant experience in large complex projects from each of the
Partners, as designated by their corresponding executive. In addition, the IPMT may also be
supplemented with relevant qualified personnel from within their own agencies or their
supporting consultancy organizations.
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Project Director (PD):

The PD should have proven leadership, organizational acumen and relevant experience in
delivering all aspects of mega rail projects and tunneling. The ESC, or a sub-committee
thereof, will recruit and recommend a short list of the PD candidates to the TJPA Board for
final selection. The TJPA prefers that the PD be a TJPA employee or direct consultant.
However, the TJPA may also consider PD candidates as a consultant seconded to the TJPA
through one of the Partners; in such case, a separate agreement between the TJPA and the
Partner would be required. The PD will lead the [PMT.

The PD will report to his/her hiring entity for purposes of administrative matters and
report to the ESC for purposes of coordination of the IPMT. The PD will coordinate the
[PMT in its development of recommendations to present to the TJPA Board as to the
delivery of the Work Program (Attachment 2). The PD will be responsible for the day-to-
day management of those portions of the DTX work program identified for TJPA to lead,
reporting on those matters to the TJPA’s Executive Director. The PD shall also be
responsible for directing TJPA DTX staff and consultants as needed. To the extent another
Partner is identified as assuming a lead role for portions of the DTX work program, that
Partner will be responsible for day-to-day management of its tasks.

The PD will coordinate with other IPMT members leading other tasks, as well as with the
SF Peninsula Rail program of projects. The PD may also coordinate with other relevant
Regional and State Rail Projects as needed.

4. Scope/Responsibilities

SF Peninsula Rail Program Group of Projects:

The DTX is part of a set of regional rail projects within San Francisco that will provide
valuable connectivity for the Bay Area and mega-region rail network.! A subset of these,
called “Related Projects” for the purpose of this MOU, is covered under a separately
executed San Francisco 4t /King Railyard MOU (Railyards MOU)2, which describes
cooperative planning and project development activities for the Related Projects.

Whereas the DTX Rail Program will be managed as described in this MOU, the Related
Projects are coordinated in accordance with the Railyards MOU and managed according to
their own responsible agency’s individual governance. For the Related Projects, the ESC
will serve in an advisory and supporting role.

While the Partners recognize that coordinating activities can improve their planning and
delivery in order to maximize public benefit for the region as a whole, the Partners confirm

' Additional regional rail system planning, and coordination is being undertaken for potential BART
and standard gauge Transbay rail crossings with BART, Capitol Corridor, Caltrain and the California
State Transportation Agency (CalSTA).

’San Francisco 4" /King Railyard MOU dated June 3, 2019 between Caltrain, Prologis,
CCSF/SFCTA, and TJPA
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that each project within the SF Peninsula Rail Program has independent utility from every
other project.

Summary of Work Elements Under this MOU:

DTX Rail Program:

The following are the main activities that comprise the DTX work program.

DTX Project Development -- anticipated activities include, but are not limited to,
developing a phasing strategy that addresses both Caltrain and CHSRA needs,
conducting industry reviews, performing design of the phased project to a level that
will allow for a reliable bottom-up cost estimate, updating the right-of-way plan,
conducting robust risk assessment, implementation planning, and developing the
project delivery strategy to advance the DTX to a Ready-for-Procurement status.

Coordination for Regional Planning and Funding— this effort will focus on
articulating the regional context for the DTX and integrating the planning and funding
of the DTX with broader regional, mega-regional, statewide plans, and funding
programs. This includes helping to design and advance DTX funding strategies and
analyzing implementation options in coordination with other regional and statewide
entities and efforts.

A Summary Work Program is attached (Attachment 2) that includes detailed
description of the roles and responsibilities for each participating agency. The
Summary Work Program consists of the following main tasks, for which the ESC will
develop recommendations to the TJPA Board for decision:

e Establish and Initiate New Management Structure

¢ Define a Fundable and Deliverable Initial Phase of the DTX Project
e Select the Project Delivery Strategy

e Undertake a Governance and Oversight Review

e Prepare for Procurement

Select work elements under the Railyards MOU:

Pennsylvania Avenue Extension (PAX)- Led by the SFCTA, this project will perform
scoping and pre-environmental engineering to affect an underground rail grade
separation at 16t Street and Mission Bay Drive by means of a tunnel following the
general alignment of Pennsylvania Avenue, with a special focus on the interface with
the DTX at 4t /Townsend rail station and the transition to the mainline at its southern
end.

4t and King Railyard Studies - Led by Caltrain, in coordination with Prologis, Inc. (the
property owner), this project will perform studies to determine Caltrain’s needs
within San Francisco, develop railyard alternatives, determine storage, service,
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station, and maintenance requirements, among others, in accordance with the
agreement set forth in the Railyards MOU for the possible development of the
railyard.

22nd Street Station Study - Led by SF Planning, in close coordination with Caltrain, this
project will study the options for improving or relocating the current 22nd Street
Station.

Railyard Site Land Use and Development Study - Led by Prologis, Inc., this work will
examine the feasibility of various development options at the 4t and King railyards;
options will consider DTX, PAX, and/or the undergrounding of some or all of the
current railyard.

5. External Resources and Engagement:

The Partners will work together to identify the necessary resources to support their
respective activities to carry out the DTX work program. Some agencies’ budgets have
identified sources, while others are to be confirmed. Within two months after signing the
MOU, the Partners will develop a more detailed work plan, identify a budget for the total
resource requirement (staffing and contractor) for each agency and in total, and confirm
funding sources. Notwithstanding the above, this MOU commits the Partners to consider
providing funding or resources, but does not commit any Partner to provide any resources
other than those the agency already has funded and programmed to support DTX or to
provide any funding.

These resources may include, among others, on-call consultants and legal counsel. Actual
staffing and support from each agency will be based on their designated roles and
responsibilities. This MOU commits the Partners to participation in the ESC/IMPT process
but does not constitute a commitment of financial resources.

The Partners recognize that other state, regional and local government agencies, such as
BART, Capitol Corridor, California State Transportation Agency, and Caltrans, have an
interest in and/or expertise regarding the matters contemplated in the Summary Work
Program. Accordingly, the Partners agree to work collaboratively to engage those agencies
as appropriate during implementation of the Summary Work Program.

6. Work Plan:

A Summary Work Program, delineating the scope of efforts to be executed under this MOU,
is attached (Attachment 2). Once the MOU is executed and the ESC and IPMT instituted, the
first order of business will be the development of a comprehensive Work Plan, for
presentation and approval by the TJPA Board, building upon the activities of the Summary
Work Program. The Detailed Work Plan will detail all the necessary tasks, their
relationships, schedule, and responsible Partner to take the project to start of construction.
The Detailed Work Plan should be completed within 2 months.
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As defined in the Summary Work Program, the ESC will work to develop an initial
operating phase that provides the necessary capacity to operate a reliable blended system
to the Salesforce Transit Center at the earliest practicable date and with consideration of
reasonably available funding. Any proposed initial operating phase recommended by the
ESC must have prior concurrence of Caltrain and CHSRA members of the ESC.

7. NEPA/CEQA:

Any recommendations regarding modifications to the DTX resulting from the work under
the MOU is intended to be consistent with and not require any material modification of the
existing DTX NEPA/CEQA documentation.

8. Funding:

The Partners recognize that Federal funding programs require demonstration of strong
local financial capacity and commitment and intend to collaborate on strengthening project
funding plans.

9. Principles for Collaboration:

e Follow the decision-making processes and communication models established by
the ESC and IPMT

e Share information and resources to assist with the successful and timely completion
of tasks and follow-on studies

¢ Respond and provide input within agreed-upon response times

e Design meetings as small working sessions and provide appropriate staff to focus on
the outcomes required, in accordance with the roles and responsibilities established
in the attached Summary Work Program

e Seek to make decisions by consensus when possible, by majority vote otherwise

10. Policy Recommendations:

Policy recommendations of the ESC to the TJPA Board for the DTX will require majority
support of the ESC. Policy recommendations are expected to include, but are not limited to:

e Phasing Plan for the Initial Operating Segment
e Adoption of a new Funding Plan

e Project Delivery Plan, including ROW acquisition plan, project delivery method(s),
contracting strategy

¢ Final institutional arrangement for project delivery through initial operating
segment as proposed in the Summary Work Program

e Significant design decisions
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11. No Adjudication of Rights:

The MOU does not adjudicate legal rights with respect to the development of the DTX or
provide the Partners with any rights with respect to the revenues derived therefrom.

12. Other MOUs:

The Partners acknowledge that there are other agreements already entered into by the
Partners or which may be entered in the future related to the SF Peninsula Rail Program,
including but not limited to operating and maintenance agreements between the TJPA (or
another entity designated to carry out the DTX) and Caltrain and the California High-Speed
Rail Authority; MOU between the TJPA the Federal Railroad Administration related to the
allocation of $400 million for the construction of the train box at the STC; and the Railyards
MOU. This MOU is separate from and does not modify or replace any other MOU or other
agreement between the Partners regarding the DTX.

13. Term

13.1 The term of this MOU shall be 36 months or when the DTX reaches Ready-for-
Procurement status, whichever is earlier.

13.2 The Partners may amend, conclude or extend this MOU by mutual agreement; such
agreement shall be evidenced in writing. Notwithstanding the foregoing, the TJPA may
terminate this MOU in its discretion by action of the TJPA Board; prior to any such
proposed termination, the TJPA shall meet and confer with the other Partners in a good
faith effort to resolve any concerns and avoid the need for termination. Any other Partner
may withdraw from this MOU in its discretion, following a meet and confer with the other
Partners in a good faith effort to resolve any concerns and avoid the need for withdrawal

14 General Conditions

14.1 Each Partner will conduct its activities under this MOU in accordance with
applicable federal, state, and local laws, regulations, and standards.

14.2 Each Partner will ensure that personnel assigned by it to conduct activities under
this MOU are appropriately qualified or licensed to the perform the tasks assigned to them.

14.3 Each Partner will hold all administrative drafts and administrative final reports,
studies, materials, and documentation relied upon, produced, created, or utilized for the
activities under this MOU in confidence to the extent permitted by law. Where applicable,
the provisions of California Government Code section 6254.5(e) shall protect the
confidentiality of such documents in the event that said documents are shared between the
Partners. The Partners will not distribute, release, or share said documents with anyone
other than employees, agents, and consultants who require access to complete the
activities under this MOU without the written consent of the Partner authorized to release
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them, unless required and authorized to do so by law. If a Partner receives a public records
request pertaining to activities under this MOU, that Partner will notify the other Partners
within five (5) working days of receipt and make the other Partners aware of any intent to
disclose public documents. The Partners will consult with each other prior to the release of
any public documents or statements related to the activities under this MOU. Nothing
herein shall require any Partner to waive any attorney-client privileges or other
protections it otherwise has a right to assert.

14.4 The Partners do not intend this MOU to create a third-Partner beneficiary or define
duties, obligations, or rights in Partners not signatory to this MOU.

14.5 The Partners will not assign or attempt to assign their rights or obligations under
this MOU to parties not signatory to this MOU without an amendment to this MOU.

14.6 The following documents are Attachments hereto:
Attachment 1: Initial members of the ESC

Attachment 2: Summary DTX Rail Program -- Work Program
Attachment 3: Organization Chart

IN WITNESS WHEREOF, the Partners have executed this MOU as of the date first written
above.

Transbay Joint Powers Authority Metropolitan Transportation Commission
By: By:
TJPA Board Chair
Address: Address:
San Francisco County Transportation Peninsula Corridor Joint Powers Board
Authority
By By
Address: Address:
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California High Speed Rail Authority City and County of San Francisco
By: By:
Address: Address:





DTX MOU Attachment 1

Initial ESC and IPMT Membership

Executive Steering Committee

Caltrain

CCSF

CHSRA

MTC/BATA

TIPA

SFCTA

Member

Jim Harnett

Paul Supawanich

Boris Lipkin

Andrew Fremier

Mark Zabaneh

Tilly Chang

Alternate

Michelle Bouchard

TBD

Simon Whitehorn

Lisa Klein

Erin Roseman

Eric Cordoba

Integrated Program Management Team

Caltrain
CCSF
CHSRA
MTC/BATA

TIPA

SFCTA

Sebastian Petty
Doug Johnson
Simon Whitehorn
Stephen Wolf

TBD

Eric Cordoba

Anthony Simmons
Anna Harvey
Paul Hebditch

Trish Stoops

TBD

Luis Zurinaga
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Roles and Responsibilities
Lead: Agency responsible for executing the task

Co-Lead: Agencies jointly responsible for executing
the task

Concur: Agency that must sign off on deliverables

Contribute: Agency that will provide input and
assistance to Lead

Consulted: Agency that must be informed and
consulted by Lead

To TJPA
T;Iik Task Sub-task Desctiption Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA B;ard
or
A. Establish and Initiate New Management
Structure
1 | Establish Executive Steering Committee (ESC) (a)Develop MOU Concur Concur Concur Concur Lead Concur Reporting
and Integrated Project Management Team (IPMT), | (b)Develop Summary Work Program
identify resources and develop a staffing plan. (c) Define roles and responsibilities
(d) Determine staffing levels for IPMT from
participating agencies
2 | ESC and IPMT Program Management (a) Execute and implement transition to the new Contribute Contribute Contribute Contribute Contribute Contribute Reporting
structure and agreements
(b) Ongoing oversight and management of the program
(c) Manage key initiatives to address issues
(d) Coordinate with other regional and state projects (e.g.
BART/Capitol Cortidor on the development of the New
Transbay Rail Crossing and State Rail Plan)
3 | Recruit Program Director Contribute Contribute Contribute Contribute Contribute Lead Approval
4 | Coordinate with Project Initiation phase of the (a) Interface with PAX pre-environmental engineering Contribute Contribute Contribute Contribute Lead Contribute Reporting
Pennsylvania Avenue Extension (PAX) and funding permitting, environmental studies.
5 | Coordinate with other SF Peninsula Rail Program | (a) Coordinate with Railyards Development planning (per Contribute Lead Contribute Contribute Contribute Contribute Reporting
components Railyards MOU) and 22nd Street Station study led by
SF Planning
(b) Coordinate with BART/CCJPA on potential through
running of conventional rail services
6 | Develop a comprehensive Work Plan, building (a) Identify all tasks, including programmatic Concur Concur Concur Concur Concur Lead Approval

upon the activities of this Summary Work
Program. The Detailed Work Plan will describe all
the necessary tasks, their relationships, schedule,
and responsible party to take the project to start of

construction. (target completion: within 2 months)

documentation (PMP and associated management plans
and criteria), a project phasing study and business case
analysis; branding, planning and funding plans; outreach
and stakeholder engagement; qualitative and quantitative
risk analyses, constructability review and industry review;
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project delivery plan; and other tasks necessary to bring
the DTX Rail Program to bid, and assign responsibilities
(b) Determine staffing levels, budgets and funding for
delivering the tasks

(c) Develop a Master Schedule

Task To TJPA
1:}1 Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA Board
For
7 | Develop a re-branding strategy to reposition the Develop a plan for re-branding of the Program with Contribute Contribute Contribute Contribute Concur Lead Approval
DTX Rail Program updated graphics and messaging based on economic
benefits for the region, state, and nation
8 | Perform public outreach by engaging external (a) Develop external outreach plan Contribute Contribute Contribute Contribute Contribute Lead Reporting
stakeholders, advocacy groups, and the public at (b) Conduct public outreach
large, and perform public outreach (c) Conduct advocacy group outreach
(d) Maintain clear records of stakeholder engagement
(e) Coordinate with adjacent developments, related and
interconnected plans and projects by other agencies, such
as Transbay rail planning, and stakeholder business plans
B. | Define a Fundable and Deliverable Initial
Phase of the DTX Project
9 | Develop operational plans for near-term and long- | (a) Develop a consolidated set of service assumptions Co-Lead Contribute Co-Lead Contribute Contribute | Contribute Reporting
term rail operations at the STC (b) Develop operational objectives, timetables, track
usage, and platform distribution.
(c) Perform all necessary modeling, including
perturbation analysis, to assute reliable, smooth
operations at the STC and the Peninsula
10 | Conduct planning for DTX (a) Identify the full extent of the Salesforce Transit Concur Contribute Concur Concur Lead Concur Reporting

Center users, curtently planned and future, direct and
indirect, and existing relevant plans and studies

(b) perform ridership forecasts, and coordinate with
Caltrain and CHSR based on their current/updated
Business Plans; transit users; and, New Transbay
Crossing based on 2018 State Rail Plan, regional rail plan,
and current BART/CCJPA planning study
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Task

Task

Sub-task Description

Caltrain

CCSF

CHSRA

MTC/BATA

SFCTA

TJPA

To TJPA
Board
For

11

Perform technical studies and design to re-define
and deliver a DTX initial operating phase as soon
as possible

(a) Engineering studies to achieve project re-definition and
initial operating phase

(b) Utilizing input from the operational plans developed
under task 9, perform demand vs capacity scenario analysis
over time and side-by-side comparison of options in terms
of benefits (economic, riders, housing, etc.), costs,
schedules, operations, etc.

(c) Perform design of the phased project to a level that will
allow for the reliability of the tasks below

(d) Develop detailed cost estimates, schedules, and
extensive risk register and analysis based on structured
workshops, including risk management program and
independent reviews

(e) Develop plans for utility relocations and ROW
acquisition requirements, including risk management and
insurance plans, eatly works packages, and third-party
agreements as needed

(f) Resolve critical operational issues for all users of the
initial operating phase, conduct operational analysis, and
coordinate operators' plans and requirements

Concur

Contribute

Concur

Contribute

Concur

Lead

Approval

12

Prepare a preferred Phasing Plan conforming
with technical studies and policy direction on
realistic amounts/timing of funding and
stakeholder delivery date expectations -with an
explicit goal to deliver rail service to the STC as
soon as possible

(a) Utilizing input from tasks 9, 10, 11 and 13, prepare Rail
Program phasing options in response to rail service
scenatios, funding sources and availability, and stakeholder
requirements

(b) Develop detailed risk management and assurance plans
including ownership, staffing, independent strategic advisor
/ independent engineer, and management processes

(c) Develop Business Case for the phased project

(d) Revisit Detailed Work Plan to assure compatibility with
preferred phasing plan

Concur

Concur

Concur

Concur

Concur

Lead

Approval

13

Develop and confirm Funding Plan strategy for
the DTX Rail Program based on achievable
funding assumptions and securing adequate
capital funding and O&M revenues enough for
the initial phase

(a) Develop funding plan for construction and operations,
inter-agency responsibilities, securing commitments,
schedule of availability, and tasks to enter FT'A funding
process

(b) Conduct assessment of high/ low confidence sources
of funding with focus on funding initial operating phase
and funding strategy of subsequent phases

(c) Develop new/innovative funding and financing sources
including joint development (e.g., Railyards) enabled by
project re-definition strategy

(d) Develop funding plan strategy for operations phase,
including funding agreements and commitments to support
initial operating phase operating costs

Contribute

Contribute

Contribute

Concur

Lead

Concur

Approval
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governance for the delivery of the DTX Rail
Program thru construction and make
recommendations to TJPA Board

enable stakeholder alignment, effective mega-project delivery,
oversight, independent strategic advice, and assurance
(b)Stress-test options to maximize opportunities for Federal,
State, and Regional funding as a Project of Regional and
National Significance. Recommend governance/project
delivery structure for delivery

(c) Develop management structure, briefs with roles and
responsibilities, staffing qualifications, reporting and
communication protocols, contracting, and staffing plan

(d) Conduct assessment with strategic, economic,
commercial, financial, management cases and consider

Task To TJPA
No Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA B;ard
or
14 | Prepare the project to enter the federal New (a)Develop all the documentation required by the FTA to Concur Concur Concur Concur Concur Lead Report on
Starts Program enter the New Starts Program progress and
(b) Engage with the FT'A to develop a road map to the Full approval of
Funding Grant Agreement tinal
documents
C. | Select the Project Delivery Strategy
15 | Conduct industry outreach to validate Conduct market sounding through engagement with the Contribute Contribute Contribute Contribute Contribute Lead Report
construction methodology and contracting infrastructure industry and update the qualitative delivery
strategy options analysis previously completed.
16 | Develop a project delivery and contracting (a) Analyze project delivery options analysis based on a Contribute Contribute Contribute Concur Co-Lead Co-Lead Approval
strategy business case and risk-adjusted financial analysis, including
input from the market sounding
(b) Analyze legal framework and issues for delivery options,
procurement, and development of contracts
(c) Develop a strategic implementation roadmap including a
procurement and contracting plan, risk management plan,
and organizational requirements
(d) Conduct workshops to allocate risk based on risk analysis
performed under tasks above, and develop analysis and plans
for insurance
(e) Scope pre-procurement engineering and early works
contracts tailored to the delivery options
17 | Develop an O&M plan with roles and (a) Prepare a 20-year financial plan for Operations and Concur Consulted Concur Concur Concur Lead Approval
responsibilities Maintenance
(b) Review and identify the ownership and governance of
project elements for construction, opetrations, and
maintenance
(c) Develop and execute agreements for Operations and
Maintenance
D. Undertake a Governance and Oversight
Review and Transition
18 | Explore the best institutional arrangement and (a) Detailed study to identify the governance structure to Contribute Contribute Contribute Co-Lead Co-Lead Concur Approval
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responsibilities for O&M of new trackage and the rail portion
of STC

(e) Develop outcome-based performance and sourcing
management system, regime of Key Performance Indicators
(KPIs), and stage-gated decision-making protocols

Task To TJPA
Nf) Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA Board
For
19. | Select lead agency for Construction. Should an Execution and implementation of Task 18 outcomes in Concur Concur Concur Concur Concur Lead Approval
alternate structure be adopted by the TJPA Board | coordination with the selected project delivery method.
as a result of the above task, effect transition to
final institutional arrangement and organization
E. | Prepare for Procurement
20 | Start procurement tasks as applicable based on (a) Finalize Plans, Specifications, and Estimates (PS&E) to Concur Concur Concur Concur Concur Lead Report on
final institutional agreement, selected project the level required by the contracting strategy and delivery Progress
delivery method, and scoping method(s) Approval to
(b) Develop draft Commercial Terms and Conditions as begin
appropriate for each contract procurement

(c) Conduct additional industry outreach to create interest
and create a competitive environment
(d) Develop draft bid documents for each contract






ATTACHMENT 3A

SF PeninSUIa EXECUTIVE STEERING COMMITTEE*
Ra i I Prog ra m Executive Directors or Designees

of the MOU Partners

Integrated Team TUPA Caltrain
MTC / BATA CHSRA
SFCTA CCSF

INTEGRATED

PROGRAM MANAGEMENT TEAM*

One Representative
From Each Partner

Led by the Project Director

(Project Director reports to TJIPA
Executive Director for TIPA-led tasks)

DTX PROJECT PLANNING / FUNDING PENNSYLVANIA AVE. 4TH & KING
DEVELOPMENT COORDINATION EXTENSION RAILYARD STUDIES
TJPA SFCTA SFCTA Caltrain

REGIONAL PLANNING & FUNDING COORDINATION MTC / BATA

* Consistent with and limited to the Summary Work Program (Attachment 2) defined by the
San Francisco Peninsula Rail Program MOU approved by TJPA Board on April 9, 2020

STATE AND
LOCAL PARTNERS

BART
Capitol Corridor
CalSTA

Caltrans

22ND STREET
STATION STUDY

SF Planning





ATTACHIMENT 38 -
TJPA BOARD
TJPA

DTX MOU
St ru Ctu re Outside Legal Counsel

(Hlustrative purposes only) Consultants

EXECUTIVE STEERING COMMITTEE*

Public Information
Executive Director Officer / Community
Chair and Vice Chair report regularly to TJPA Board Outreach

TJPA Executive Director is a member

INTEGRATED
PROGRAM MANAGEMENT TEAM*

Chaired by DTX Project Director

(Project Director reports to TJPA
Executive Director for TIPA-led tasks)

Senior Program ;eé]r;;?nljezs;li%g Conss?c?tljoctcion Chief Facility Chief Security Chief Financial

Manager Manager Manager of Staff Director Officer Officer

* Consistent with and limited to the Summary Work Program (Attachment 2) defined by the
San Francisco Peninsula Rail Program MOU approved by TJPA Board on April 9, 2020
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Metropolitan Transportation Commission

Operations Committee
May 8, 2020 Agenda Item Sb

San Francisco Peninsula Rail Program Memorandum of Understanding

Subject: A request for approval of a Memorandum of Understanding (MOU) with the
Transbay Joint Powers Authority (TJPA), Peninsula Corridor Joint Powers Board
(Caltrain), San Francisco County Transportation Authority (SFCTA), City/County of
San Francisco, and the California High-Speed Rail Authority to support the Transbay
Joint Powers Authority in development of the Downtown Extension Rail Program.

Background: The Downtown Rail Extension project will extend Caltrain commuter rail and future
California High-Speed Rail service from the current Caltrain terminus at Fourth and
King streets to the new Transbay Transit Center (see map in Attachment A). The
project, which completed supplemental environmental review in mid-2019, is
estimated to cost nearly $4 billion and involves significant technical complexities
including tunneling under San Francisco. Regional Measure 3 includes $325 million
for the Downtown Rail Extension project.

In October 2019, the San Francisco County Transportation Authority (SFCTA)
released the Downtown Rail Extension Peer Review Panel’s Final Report on
Governance, Oversight, Management, and Project Delivery. MTC staff participated
in the report through stakeholder workshops. The expert panel recommended project
partners undertake a two-year work plan focusing on funding, project design and
integration with existing and planned transit projects, and potential management and
governance structures.

The Downtown Rail Exension project is one of several major rail infrastructure
projects currently in development. MTC has a significant role to play in major
projects to ensure regional coordination in both planning and funding, to ensure
delivery of the region’s long range transportation plan, and as a major funding partner
since the projects often rely on Federal New Starts and bridge toll funds. Attachment
B summarizes MTC’s role in a number of major regional projects.

Historically, MTC has provided a degree of oversight for all phases of projects with
Regional Measure funds. For more complex projects and those with significant risks,
MTC has engaged technical consultants or supported peer reviews to address specific
challenges as they arise. However, this involvement has often occurred after critical
decisions have been made and when sponsors seek additional funds from MTC to
address cost increases. At its January Workshop, MTC directed staff to explore ways
to get more involved in the early stages of project delivery as a means to manage risk,
control costs and ensure the most effective regional planning. This role is more akin
to BATA’s role in the Toll Bridge Seismic Retrofit Program where BATA staff and
consultants served as part of an integrated project team, deeply involved in design,
engineering decisions and risk management.
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Over the past several months, MTC staff has been working with staff from SFCTA,
Transbay Joint Powers Authority (TJPA), City and County of San Francisco,
Caltrain, and the California High-Speed Rail Authority to develop a Memorandum of
Understanding and draft work plan. MTC staff recommends the Commission
authorize the Executive Director to enter into an MOU with the project partners to
execute the two-year work plan with a focus on: (1) seamless integration with local
transit and regional transit services, including a potential future Transbay rail
crossing; (2) providing an equitable transit system that works for all residents of the
Bay Area; and (3) anticipating and managing risk through design and delivery.

The draft MOU (Attachment C) establishes an integrated, multi-agency team
composed of the partners. The team includes an executive steering committee to
oversee the work plan, resolve conflicts, and make recommendations to the TIPA. As
part of the integrated program management team, MTC would participate in the
technical work, including defining a fundable and deliverable initial phase and
associated funding plan, developing a project delivery strategy, and reviewing options
for governance and oversight during construction. MTC staff would have a role
producing work products and making key recommendations that protect the regional
investment. Given the current, profound economic impacts of COVID-19, the effort
focused on phasing and funding will be particularly important. In addition, MTC
would be well-positioned to ensure coordination of the Downtown Rail Extension
project with a future Transbay rail crossing. The MOU recognizes the importance of
coordinating with BART and the Capital Corridor Joint Powers Authority, and the
partners acknowledge potential for them to join the MOU in the future.

TJPA, SFCTA, Caltrain and the California High Speed Rail Authority approved the
MOU in April, and the The City/County of San Francisco is expected to execute the
agreement in May.

Issues: The economic impact of COVID-19 appears likely to impact transportation revenue
significantly. While restoring transit operations to stable levels is top priority, there is
value in continuing to plan for a future transit system that is both connected and
seamless, such as that afforded by the Downtown Rail Extension. The work plan
under the MOU affords an opportunity for MTC to participate actively in a
considering the new economic lanscape.

In addition, COVID-19 economic impacts will likely affect MTC’s level of
engagement in this project and other similar projects, at least in the near term. Over
the next two months, the partners will develop a work plan in detail and identify the
staffing and funding for each agency’s participation. While it remains important that
MTC participate in the project leadership and work plan for reasons stated above,
MTC anticipates initiating this work with current staff as opposed to hiring new, in-
house expertise. Staff expects MTC’s less intensive approach is reflective of the
resources other partners can bring to the table and of a somewhat slower paced
schedule in the near-term. MTC may wish to procure supplemental rail expertise to
advise on specific technical matters. The same team of MTC staff and consultants
could support similar work on other major regional rail projects if MTC elected to
participate in those efforts in a similar manner. Such decisions would be subject to
future review and approval by the Comission.
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For all of the projects, staff proposes that MTC’s efforts beyond typical Regional
Measure oversight would appropriately be funded through project funds — in the case
of the Downtown Rail Extension, San Francisco Proposition K and Regional Measure
3 funds (subject to resolution of litigation).

Recommendation:  Refer the MOU with the Transbay Joint Powers Authority, Peninsula Corridor Joint
Powers Board (Caltrain), San Francisco County Transportation Authority,
City/County of San Francisco, and the California High Speed Rail Authority to
support the Transbay Joint Powers Authority in development of the Downtown
Extension Rail Program to the Commission for approval and authority for the
Executive Director to negotiate and enter into the MOU in substantially the same
form as Attachment C.

Attachments: Attachment A — San Francisco Downtown Extension Program Map

Attachment B — Large Projects with MTC/BATA Participation
Attachment C — San Francisco Peninsula Rail Program Memorandum of

Understanding
eseseo (O ly —

Therese W. McMillan




REQUEST FOR COMMISSION APPROVAL

Summary of Proposed Memorandum of Understanding

Work Item No.: 1251

Parties: Transbay Joint Powers Authority, Peninsula Corridor Joint Powers Board
(Caltrain), San Francisco County Transportation Authority, City/County
of San Francisco, and the California High Speed Rail Authority

Work Project Title: Development of the Downtown Extension Rail Program

Purpose of Project: Support the Transbay Joint Powers Authority in development of the
Downtown Extension Rail Program

Brief Scope of Work: Participate in an integrated, multi-agency team that will undertake project
development, including defining a fundable and deliverable initial phase
and associated funding plan, developing a project delivery strategy, and
reviewing options for governance and oversight during construction.

Motion by Committee: That the Executive Director or designee is authorized to negotiate and
enter into a memorandum of understanding with the Transbay Joint
Powers Authority, Peninsula Corridor Joint Powers Board (Caltrain), San
Francisco County Transportation Authority, City/County of San
Francisco, and the California High Speed Rail Authority to support the
Transbay Joint Powers Authority in development of the Downtown
Extension Rail Program as described above and in the Operations
Committee Summary Sheet dated May 8, 2020.

Commission :

Scott Haggerty, Chair

Approved: May 27, 2020
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Phase 2 Scope
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Large Projects with MTC/BATA Participation in Governance, Risk Management and Delivery
Current MTC Roles Start of MTC’s
Project Cost Phase (in addition to Funding Partner) Involvement Agreements
Regional Rail Projects
Transbay Terminal $2B Construction 1. Independent cost review 1-2. Costincrease | 1. Cost Review conducted by MTC
Phase 1 Complete 2. Cost Review Committee 3. Girder fracture in coordination with TJPA
3. Peer review of fractured girder 2. Transbay Project Cost Oversight
Agreement
3. Cooperative Agreement
Caltrans $2 B Under Change Management Committee Cost increase MOU, executed
Electrification Construction
Peninsula Corridor $4 B Design Executive Steering Committee Start of design MOU (subject to MTC approval)
Rail Program — Regional rail planning and funding
Downtown Extension
Valley Link $§2-$3 B Environmental | Executive Steering Committee Start of Funding Agreements
Project Policy Committee environmental (subject to MTC approval)
Diridon Station TBD Planning Executive Committee Initial studies TBD
Policy Director Committee
Organizational Subcommittee
Transbay Rail $30 - $50 B | Initial Studies | TBD Initial studies TBD
Crossing
Roadway/Bridge Projects
Toll Bridge Seismic $7B Construction | Toll Bridge Program Oversight Cost increase Cooperative Agreement, executed
Retrofit Program Complete Committee
Project Management Team MOU, executed
Risk Management
Independent cost and technical reviews
State Route 37 $4 B Environmental | Lead for initial studies Initial studies MOU, executed

Executive Steering Committee
Hire project director
Lead interim project
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San Francisco Peninsula Rail Program MOU

This San Francisco Peninsula Rail Program Memorandum of Understanding (MOU),
effective , 2020 is between the Transbay Joint Powers Authority (TJPA); the
Metropolitan Transportation Commission (MTC); the San Francisco County Transportation
Authority (SFCTA); the Peninsula Corridor Joint Powers Board (Caltrain); the California
High Speed Rail Authority (CHSRA); and the City and County of San Francisco (CCSF) (each
a “Partner” and collectively the “Partners).

1. Definitions:

DTX Rail Program: Activities directed toward the advancement of the environmentally
cleared Downtown Rail Extension Project (DTX)

SF Peninsula Rail Program: A program of projects comprised of the DTX and Related
Projects

Related Projects: Pennsylvania Avenue Extension (PAX), Railyards Development, and 22nd
St Station Study

Regional and State Rail Efforts: Related regional and state rail efforts including the ongoing
development of Caltrain and CHSRA programs, the State Rail Plan, New Transbay Rail
Crossing, and others, including any future regional rail planning or funding programs

Ready-for-Procurement: All work in planning and engineering is advanced to a level
consistent with the contract(s) delivery method(s), has completed all required planning
and National Environmental Policy Act/California Environmental Quality Act, and
applicable other permit/approval requirements, has secured necessary funding, has
obtained or identified Right-of-Way and/or easements and permits, and is ready to proceed
to bid.

2. Purpose:

The Partners recognize that the DTX is a critical rail link in the Bay Area, mega-region, and
state transportation system and that it will be more efficiently and effectively developed
through a multi-agency partnership among local, regional, and state stakeholder agencies
with expertise in developing, funding, and implementing major infrastructure projects.

The Partners also recognize that — and nothing in this MOU is intended to imply otherwise
- state law and the TJPA’s 2001 Joint Powers Agreement (as amended) currently provide
that the TJPA has primary jurisdiction over and will implement all aspects of the DTX that
will connect the new Salesforce Transit Center (STC) to the regional rail system.
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This MOU describes a new organizational structure that will support the efforts of the TJPA
in the development of the DTX to a Ready-for-Procurement status and would make direct
recommendations to the TJPA Board based on a set of activities outlined below. These
activities will be undertaken by an integrated multi-agency project team, comprised of
senior staff of the signatory agencies to this agreement, as shown in Attachment 1, who will
oversee the Work Program shown in Attachment 2.

3. Structure

The new organizational structure described by this MOU is summarized below and
depicted in the Organization Charts in Attachment 3.

Executive Steering Committee (ESC):

By virtue of this MOU, an Executive Steering Committee (ESC) will be instituted to support
the TJPA in project development efforts for the DTX as described in Attachment 2, and
empowered to implement this MOU. The ESC is responsible for making recommendations
to the TJPA Board regarding the scope of efforts under this MOU. The TJPA Board will
maintain its ultimate authority over the DTX. Accordingly, it may accept or reject
recommendations of the ESC, and it may act in the absence of a recommendation from the
ESC.

The ESC will consist of the executives (or their designee) of the TJPA, MTC, SFCTA, Caltrain,
CHSRA, and the CCSF (for CCSF the executive will be the Mayor or her designee). The initial
and alternate members of the ESC are named on Attachment 1. Each Partner may change
its appointment to the ESC by providing written notice to the ESC. The ESC will meet at
least monthly, sufficiently in advance of the TJPA Board’s regularly scheduled meetings that
the ESC will have an opportunity to provide a progress update or to present items to the
TJPA Board; a majority of authorized representatives shall constitute quorum. The ESC will
elect a Chair and Vice-Chair as a first order of business. At the request of the TJPA Board
Chair, the ESC Chair or Vice-Chair will report to the TJPA Board on a monthly basis on the
status of the program. The ESC will be responsible for the DTX work program as
summarized in Attachment 2, which specifies which elements of the DTX work program
must be brought to the TJPA Board for information and/or approval. The ESC will also help
resolve conflicting areas of work among the Partners. While the ESC will attempt to reach
consensus, it will make recommendations to the TJPA Board by a majority vote of the
representatives present. The ESC may also serve as a coordinating forum for the SF
Peninsula Rail Program and other relevant regional or statewide rail system planning and
development efforts.

Integrated Program Management Team (IPMT):

For the DTX Rail Program, the ESC will be supported by an IPMT consisting of
representatives with relevant experience in large complex projects from each of the
Partners, as designated by their corresponding executive. In addition, the IPMT may also be
supplemented with relevant qualified personnel from within their own agencies or their
supporting consultancy organizations.
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Project Director (PD):

The PD should have proven leadership, organizational acumen and relevant experience in
delivering all aspects of mega rail projects and tunneling. The ESC, or a sub-committee
thereof, will recruit and recommend a short list of the PD candidates to the TJPA Board for
final selection. The TJPA prefers that the PD be a TJPA employee or direct consultant.
However, the TJPA may also consider PD candidates as a consultant seconded to the TJPA
through one of the Partners; in such case, a separate agreement between the TJPA and the
Partner would be required. The PD will lead the [PMT.

The PD will report to his/her hiring entity for purposes of administrative matters and
report to the ESC for purposes of coordination of the IPMT. The PD will coordinate the
[PMT in its development of recommendations to present to the TJPA Board as to the
delivery of the Work Program (Attachment 2). The PD will be responsible for the day-to-
day management of those portions of the DTX work program identified for TJPA to lead,
reporting on those matters to the TJPA’s Executive Director. The PD shall also be
responsible for directing TJPA DTX staff and consultants as needed. To the extent another
Partner is identified as assuming a lead role for portions of the DTX work program, that
Partner will be responsible for day-to-day management of its tasks.

The PD will coordinate with other IPMT members leading other tasks, as well as with the
SF Peninsula Rail program of projects. The PD may also coordinate with other relevant
Regional and State Rail Projects as needed.

4. Scope/Responsibilities

SF Peninsula Rail Program Group of Projects:

The DTX is part of a set of regional rail projects within San Francisco that will provide
valuable connectivity for the Bay Area and mega-region rail network.! A subset of these,
called “Related Projects” for the purpose of this MOU, is covered under a separately
executed San Francisco 4t /King Railyard MOU (Railyards MOU)2, which describes
cooperative planning and project development activities for the Related Projects.

Whereas the DTX Rail Program will be managed as described in this MOU, the Related
Projects are coordinated in accordance with the Railyards MOU and managed according to
their own responsible agency’s individual governance. For the Related Projects, the ESC
will serve in an advisory and supporting role.

While the Partners recognize that coordinating activities can improve their planning and
delivery in order to maximize public benefit for the region as a whole, the Partners confirm

' Additional regional rail system planning, and coordination is being undertaken for potential BART
and standard gauge Transbay rail crossings with BART, Capitol Corridor, Caltrain and the California
State Transportation Agency (CalSTA).

’San Francisco 4" /King Railyard MOU dated June 3, 2019 between Caltrain, Prologis,
CCSF/SFCTA, and TJPA
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that each project within the SF Peninsula Rail Program has independent utility from every
other project.

Summary of Work Elements Under this MOU:

DTX Rail Program:

The following are the main activities that comprise the DTX work program.

DTX Project Development -- anticipated activities include, but are not limited to,
developing a phasing strategy that addresses both Caltrain and CHSRA needs,
conducting industry reviews, performing design of the phased project to a level that
will allow for a reliable bottom-up cost estimate, updating the right-of-way plan,
conducting robust risk assessment, implementation planning, and developing the
project delivery strategy to advance the DTX to a Ready-for-Procurement status.

Coordination for Regional Planning and Funding— this effort will focus on
articulating the regional context for the DTX and integrating the planning and funding
of the DTX with broader regional, mega-regional, statewide plans, and funding
programs. This includes helping to design and advance DTX funding strategies and
analyzing implementation options in coordination with other regional and statewide
entities and efforts.

A Summary Work Program is attached (Attachment 2) that includes detailed
description of the roles and responsibilities for each participating agency. The
Summary Work Program consists of the following main tasks, for which the ESC will
develop recommendations to the TJPA Board for decision:

e Establish and Initiate New Management Structure

¢ Define a Fundable and Deliverable Initial Phase of the DTX Project
e Select the Project Delivery Strategy

e Undertake a Governance and Oversight Review

e Prepare for Procurement

Select work elements under the Railyards MOU:

Pennsylvania Avenue Extension (PAX)- Led by the SFCTA, this project will perform
scoping and pre-environmental engineering to affect an underground rail grade
separation at 16t Street and Mission Bay Drive by means of a tunnel following the
general alignment of Pennsylvania Avenue, with a special focus on the interface with
the DTX at 4t /Townsend rail station and the transition to the mainline at its southern
end.

4t and King Railyard Studies - Led by Caltrain, in coordination with Prologis, Inc. (the
property owner), this project will perform studies to determine Caltrain’s needs
within San Francisco, develop railyard alternatives, determine storage, service,
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station, and maintenance requirements, among others, in accordance with the
agreement set forth in the Railyards MOU for the possible development of the
railyard.

22nd Street Station Study - Led by SF Planning, in close coordination with Caltrain, this
project will study the options for improving or relocating the current 22nd Street
Station.

Railyard Site Land Use and Development Study - Led by Prologis, Inc., this work will
examine the feasibility of various development options at the 4t and King railyards;
options will consider DTX, PAX, and/or the undergrounding of some or all of the
current railyard.

5. External Resources and Engagement:

The Partners will work together to identify the necessary resources to support their
respective activities to carry out the DTX work program. Some agencies’ budgets have
identified sources, while others are to be confirmed. Within two months after signing the
MOU, the Partners will develop a more detailed work plan, identify a budget for the total
resource requirement (staffing and contractor) for each agency and in total, and confirm
funding sources. Notwithstanding the above, this MOU commits the Partners to consider
providing funding or resources, but does not commit any Partner to provide any resources
other than those the agency already has funded and programmed to support DTX or to
provide any funding.

These resources may include, among others, on-call consultants and legal counsel. Actual
staffing and support from each agency will be based on their designated roles and
responsibilities. This MOU commits the Partners to participation in the ESC/IMPT process
but does not constitute a commitment of financial resources.

The Partners recognize that other state, regional and local government agencies, such as
BART, Capitol Corridor, California State Transportation Agency, and Caltrans, have an
interest in and/or expertise regarding the matters contemplated in the Summary Work
Program. Accordingly, the Partners agree to work collaboratively to engage those agencies
as appropriate during implementation of the Summary Work Program.

6. Work Plan:

A Summary Work Program, delineating the scope of efforts to be executed under this MOU,
is attached (Attachment 2). Once the MOU is executed and the ESC and IPMT instituted, the
first order of business will be the development of a comprehensive Work Plan, for
presentation and approval by the TJPA Board, building upon the activities of the Summary
Work Program. The Detailed Work Plan will detail all the necessary tasks, their
relationships, schedule, and responsible Partner to take the project to start of construction.
The Detailed Work Plan should be completed within 2 months.
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As defined in the Summary Work Program, the ESC will work to develop an initial
operating phase that provides the necessary capacity to operate a reliable blended system
to the Salesforce Transit Center at the earliest practicable date and with consideration of
reasonably available funding. Any proposed initial operating phase recommended by the
ESC must have prior concurrence of Caltrain and CHSRA members of the ESC.

7. NEPA/CEQA:

Any recommendations regarding modifications to the DTX resulting from the work under
the MOU is intended to be consistent with and not require any material modification of the
existing DTX NEPA/CEQA documentation.

8. Funding:

The Partners recognize that Federal funding programs require demonstration of strong
local financial capacity and commitment and intend to collaborate on strengthening project
funding plans.

9. Principles for Collaboration:

e Follow the decision-making processes and communication models established by
the ESC and IPMT

e Share information and resources to assist with the successful and timely completion
of tasks and follow-on studies

¢ Respond and provide input within agreed-upon response times

e Design meetings as small working sessions and provide appropriate staff to focus on
the outcomes required, in accordance with the roles and responsibilities established
in the attached Summary Work Program

e Seek to make decisions by consensus when possible, by majority vote otherwise

10. Policy Recommendations:

Policy recommendations of the ESC to the TJPA Board for the DTX will require majority
support of the ESC. Policy recommendations are expected to include, but are not limited to:

e Phasing Plan for the Initial Operating Segment
e Adoption of a new Funding Plan

e Project Delivery Plan, including ROW acquisition plan, project delivery method(s),
contracting strategy

¢ Final institutional arrangement for project delivery through initial operating
segment as proposed in the Summary Work Program

e Significant design decisions



FINAL — 3 Apr 20

11. No Adjudication of Rights:

The MOU does not adjudicate legal rights with respect to the development of the DTX or
provide the Partners with any rights with respect to the revenues derived therefrom.

12. Other MOUs:

The Partners acknowledge that there are other agreements already entered into by the
Partners or which may be entered in the future related to the SF Peninsula Rail Program,
including but not limited to operating and maintenance agreements between the TJPA (or
another entity designated to carry out the DTX) and Caltrain and the California High-Speed
Rail Authority; MOU between the TJPA the Federal Railroad Administration related to the
allocation of $400 million for the construction of the train box at the STC; and the Railyards
MOU. This MOU is separate from and does not modify or replace any other MOU or other
agreement between the Partners regarding the DTX.

13. Term

13.1 The term of this MOU shall be 36 months or when the DTX reaches Ready-for-
Procurement status, whichever is earlier.

13.2 The Partners may amend, conclude or extend this MOU by mutual agreement; such
agreement shall be evidenced in writing. Notwithstanding the foregoing, the TJPA may
terminate this MOU in its discretion by action of the TJPA Board; prior to any such
proposed termination, the TJPA shall meet and confer with the other Partners in a good
faith effort to resolve any concerns and avoid the need for termination. Any other Partner
may withdraw from this MOU in its discretion, following a meet and confer with the other
Partners in a good faith effort to resolve any concerns and avoid the need for withdrawal

14 General Conditions

14.1 Each Partner will conduct its activities under this MOU in accordance with
applicable federal, state, and local laws, regulations, and standards.

14.2 Each Partner will ensure that personnel assigned by it to conduct activities under
this MOU are appropriately qualified or licensed to the perform the tasks assigned to them.

14.3 Each Partner will hold all administrative drafts and administrative final reports,
studies, materials, and documentation relied upon, produced, created, or utilized for the
activities under this MOU in confidence to the extent permitted by law. Where applicable,
the provisions of California Government Code section 6254.5(e) shall protect the
confidentiality of such documents in the event that said documents are shared between the
Partners. The Partners will not distribute, release, or share said documents with anyone
other than employees, agents, and consultants who require access to complete the
activities under this MOU without the written consent of the Partner authorized to release
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them, unless required and authorized to do so by law. If a Partner receives a public records
request pertaining to activities under this MOU, that Partner will notify the other Partners
within five (5) working days of receipt and make the other Partners aware of any intent to
disclose public documents. The Partners will consult with each other prior to the release of
any public documents or statements related to the activities under this MOU. Nothing
herein shall require any Partner to waive any attorney-client privileges or other
protections it otherwise has a right to assert.

14.4 The Partners do not intend this MOU to create a third-Partner beneficiary or define
duties, obligations, or rights in Partners not signatory to this MOU.

14.5 The Partners will not assign or attempt to assign their rights or obligations under
this MOU to parties not signatory to this MOU without an amendment to this MOU.

14.6 The following documents are Attachments hereto:
Attachment 1: Initial members of the ESC

Attachment 2: Summary DTX Rail Program -- Work Program
Attachment 3: Organization Chart

IN WITNESS WHEREOF, the Partners have executed this MOU as of the date first written
above.

Transbay Joint Powers Authority Metropolitan Transportation Commission
By: By:
TJPA Board Chair
Address: Address:
San Francisco County Transportation Peninsula Corridor Joint Powers Board
Authority
By By
Address: Address:
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California High Speed Rail Authority City and County of San Francisco
By: By:
Address: Address:



DTX MOU Attachment 1

Initial ESC and IPMT Membership

Executive Steering Committee

Caltrain

CCSF

CHSRA

MTC/BATA

TIPA

SFCTA

Member

Jim Harnett

Paul Supawanich

Boris Lipkin

Andrew Fremier

Mark Zabaneh

Tilly Chang

Alternate

Michelle Bouchard

TBD

Simon Whitehorn

Lisa Klein

Erin Roseman

Eric Cordoba

Integrated Program Management Team

Caltrain
CCSF
CHSRA
MTC/BATA

TIPA

SFCTA

Sebastian Petty
Doug Johnson
Simon Whitehorn
Stephen Wolf

TBD

Eric Cordoba

Anthony Simmons
Anna Harvey
Paul Hebditch

Trish Stoops

TBD

Luis Zurinaga
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Roles and Responsibilities
Lead: Agency responsible for executing the task

Co-Lead: Agencies jointly responsible for executing
the task

Concur: Agency that must sign off on deliverables

Contribute: Agency that will provide input and
assistance to Lead

Consulted: Agency that must be informed and
consulted by Lead

To TJPA
T;Iik Task Sub-task Desctiption Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA B;ard
or
A. Establish and Initiate New Management
Structure
1 | Establish Executive Steering Committee (ESC) (a)Develop MOU Concur Concur Concur Concur Lead Concur Reporting
and Integrated Project Management Team (IPMT), | (b)Develop Summary Work Program
identify resources and develop a staffing plan. (c) Define roles and responsibilities
(d) Determine staffing levels for IPMT from
participating agencies
2 | ESC and IPMT Program Management (a) Execute and implement transition to the new Contribute Contribute Contribute Contribute Contribute Contribute Reporting
structure and agreements
(b) Ongoing oversight and management of the program
(c) Manage key initiatives to address issues
(d) Coordinate with other regional and state projects (e.g.
BART/Capitol Cortidor on the development of the New
Transbay Rail Crossing and State Rail Plan)
3 | Recruit Program Director Contribute Contribute Contribute Contribute Contribute Lead Approval
4 | Coordinate with Project Initiation phase of the (a) Interface with PAX pre-environmental engineering Contribute Contribute Contribute Contribute Lead Contribute Reporting
Pennsylvania Avenue Extension (PAX) and funding permitting, environmental studies.
5 | Coordinate with other SF Peninsula Rail Program | (a) Coordinate with Railyards Development planning (per Contribute Lead Contribute Contribute Contribute Contribute Reporting
components Railyards MOU) and 22nd Street Station study led by
SF Planning
(b) Coordinate with BART/CCJPA on potential through
running of conventional rail services
6 | Develop a comprehensive Work Plan, building (a) Identify all tasks, including programmatic Concur Concur Concur Concur Concur Lead Approval

upon the activities of this Summary Work
Program. The Detailed Work Plan will describe all
the necessary tasks, their relationships, schedule,
and responsible party to take the project to start of

construction. (target completion: within 2 months)

documentation (PMP and associated management plans
and criteria), a project phasing study and business case
analysis; branding, planning and funding plans; outreach
and stakeholder engagement; qualitative and quantitative
risk analyses, constructability review and industry review;
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project delivery plan; and other tasks necessary to bring
the DTX Rail Program to bid, and assign responsibilities
(b) Determine staffing levels, budgets and funding for
delivering the tasks

(c) Develop a Master Schedule

Task To TJPA
1:}1 Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA Board
For
7 | Develop a re-branding strategy to reposition the Develop a plan for re-branding of the Program with Contribute Contribute Contribute Contribute Concur Lead Approval
DTX Rail Program updated graphics and messaging based on economic
benefits for the region, state, and nation
8 | Perform public outreach by engaging external (a) Develop external outreach plan Contribute Contribute Contribute Contribute Contribute Lead Reporting
stakeholders, advocacy groups, and the public at (b) Conduct public outreach
large, and perform public outreach (c) Conduct advocacy group outreach
(d) Maintain clear records of stakeholder engagement
(e) Coordinate with adjacent developments, related and
interconnected plans and projects by other agencies, such
as Transbay rail planning, and stakeholder business plans
B. | Define a Fundable and Deliverable Initial
Phase of the DTX Project
9 | Develop operational plans for near-term and long- | (a) Develop a consolidated set of service assumptions Co-Lead Contribute Co-Lead Contribute Contribute | Contribute Reporting
term rail operations at the STC (b) Develop operational objectives, timetables, track
usage, and platform distribution.
(c) Perform all necessary modeling, including
perturbation analysis, to assute reliable, smooth
operations at the STC and the Peninsula
10 | Conduct planning for DTX (a) Identify the full extent of the Salesforce Transit Concur Contribute Concur Concur Lead Concur Reporting

Center users, curtently planned and future, direct and
indirect, and existing relevant plans and studies

(b) perform ridership forecasts, and coordinate with
Caltrain and CHSR based on their current/updated
Business Plans; transit users; and, New Transbay
Crossing based on 2018 State Rail Plan, regional rail plan,
and current BART/CCJPA planning study
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Task

Task

Sub-task Description

Caltrain

CCSF

CHSRA

MTC/BATA

SFCTA

TJPA

To TJPA
Board
For

11

Perform technical studies and design to re-define
and deliver a DTX initial operating phase as soon
as possible

(a) Engineering studies to achieve project re-definition and
initial operating phase

(b) Utilizing input from the operational plans developed
under task 9, perform demand vs capacity scenario analysis
over time and side-by-side comparison of options in terms
of benefits (economic, riders, housing, etc.), costs,
schedules, operations, etc.

(c) Perform design of the phased project to a level that will
allow for the reliability of the tasks below

(d) Develop detailed cost estimates, schedules, and
extensive risk register and analysis based on structured
workshops, including risk management program and
independent reviews

(e) Develop plans for utility relocations and ROW
acquisition requirements, including risk management and
insurance plans, eatly works packages, and third-party
agreements as needed

(f) Resolve critical operational issues for all users of the
initial operating phase, conduct operational analysis, and
coordinate operators' plans and requirements

Concur

Contribute

Concur

Contribute

Concur

Lead

Approval

12

Prepare a preferred Phasing Plan conforming
with technical studies and policy direction on
realistic amounts/timing of funding and
stakeholder delivery date expectations -with an
explicit goal to deliver rail service to the STC as
soon as possible

(a) Utilizing input from tasks 9, 10, 11 and 13, prepare Rail
Program phasing options in response to rail service
scenatios, funding sources and availability, and stakeholder
requirements

(b) Develop detailed risk management and assurance plans
including ownership, staffing, independent strategic advisor
/ independent engineer, and management processes

(c) Develop Business Case for the phased project

(d) Revisit Detailed Work Plan to assure compatibility with
preferred phasing plan

Concur

Concur

Concur

Concur

Concur

Lead

Approval

13

Develop and confirm Funding Plan strategy for
the DTX Rail Program based on achievable
funding assumptions and securing adequate
capital funding and O&M revenues enough for
the initial phase

(a) Develop funding plan for construction and operations,
inter-agency responsibilities, securing commitments,
schedule of availability, and tasks to enter FT'A funding
process

(b) Conduct assessment of high/ low confidence sources
of funding with focus on funding initial operating phase
and funding strategy of subsequent phases

(c) Develop new/innovative funding and financing sources
including joint development (e.g., Railyards) enabled by
project re-definition strategy

(d) Develop funding plan strategy for operations phase,
including funding agreements and commitments to support
initial operating phase operating costs

Contribute

Contribute

Contribute

Concur

Lead

Concur

Approval
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governance for the delivery of the DTX Rail
Program thru construction and make
recommendations to TJPA Board

enable stakeholder alignment, effective mega-project delivery,
oversight, independent strategic advice, and assurance
(b)Stress-test options to maximize opportunities for Federal,
State, and Regional funding as a Project of Regional and
National Significance. Recommend governance/project
delivery structure for delivery

(c) Develop management structure, briefs with roles and
responsibilities, staffing qualifications, reporting and
communication protocols, contracting, and staffing plan

(d) Conduct assessment with strategic, economic,
commercial, financial, management cases and consider

Task To TJPA
No Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA B;ard
or
14 | Prepare the project to enter the federal New (a)Develop all the documentation required by the FTA to Concur Concur Concur Concur Concur Lead Report on
Starts Program enter the New Starts Program progress and
(b) Engage with the FT'A to develop a road map to the Full approval of
Funding Grant Agreement tinal
documents
C. | Select the Project Delivery Strategy
15 | Conduct industry outreach to validate Conduct market sounding through engagement with the Contribute Contribute Contribute Contribute Contribute Lead Report
construction methodology and contracting infrastructure industry and update the qualitative delivery
strategy options analysis previously completed.
16 | Develop a project delivery and contracting (a) Analyze project delivery options analysis based on a Contribute Contribute Contribute Concur Co-Lead Co-Lead Approval
strategy business case and risk-adjusted financial analysis, including
input from the market sounding
(b) Analyze legal framework and issues for delivery options,
procurement, and development of contracts
(c) Develop a strategic implementation roadmap including a
procurement and contracting plan, risk management plan,
and organizational requirements
(d) Conduct workshops to allocate risk based on risk analysis
performed under tasks above, and develop analysis and plans
for insurance
(e) Scope pre-procurement engineering and early works
contracts tailored to the delivery options
17 | Develop an O&M plan with roles and (a) Prepare a 20-year financial plan for Operations and Concur Consulted Concur Concur Concur Lead Approval
responsibilities Maintenance
(b) Review and identify the ownership and governance of
project elements for construction, opetrations, and
maintenance
(c) Develop and execute agreements for Operations and
Maintenance
D. Undertake a Governance and Oversight
Review and Transition
18 | Explore the best institutional arrangement and (a) Detailed study to identify the governance structure to Contribute Contribute Contribute Co-Lead Co-Lead Concur Approval
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responsibilities for O&M of new trackage and the rail portion
of STC

(e) Develop outcome-based performance and sourcing
management system, regime of Key Performance Indicators
(KPIs), and stage-gated decision-making protocols

Task To TJPA
Nf) Task Sub-task Description Caltrain CCSF CHSRA MTC/BATA SFCTA TJPA Board
For
19. | Select lead agency for Construction. Should an Execution and implementation of Task 18 outcomes in Concur Concur Concur Concur Concur Lead Approval
alternate structure be adopted by the TJPA Board | coordination with the selected project delivery method.
as a result of the above task, effect transition to
final institutional arrangement and organization
E. | Prepare for Procurement
20 | Start procurement tasks as applicable based on (a) Finalize Plans, Specifications, and Estimates (PS&E) to Concur Concur Concur Concur Concur Lead Report on
final institutional agreement, selected project the level required by the contracting strategy and delivery Progress
delivery method, and scoping method(s) Approval to
(b) Develop draft Commercial Terms and Conditions as begin
appropriate for each contract procurement

(c) Conduct additional industry outreach to create interest
and create a competitive environment
(d) Develop draft bid documents for each contract




ATTACHMENT 3A

SF PeninSUIa EXECUTIVE STEERING COMMITTEE*
Ra i I Prog ra m Executive Directors or Designees

of the MOU Partners

Integrated Team TUPA Caltrain
MTC / BATA CHSRA
SFCTA CCSF

INTEGRATED

PROGRAM MANAGEMENT TEAM*

One Representative
From Each Partner

Led by the Project Director

(Project Director reports to TJIPA
Executive Director for TIPA-led tasks)

DTX PROJECT PLANNING / FUNDING PENNSYLVANIA AVE. 4TH & KING
DEVELOPMENT COORDINATION EXTENSION RAILYARD STUDIES
TJPA SFCTA SFCTA Caltrain

REGIONAL PLANNING & FUNDING COORDINATION MTC / BATA

* Consistent with and limited to the Summary Work Program (Attachment 2) defined by the
San Francisco Peninsula Rail Program MOU approved by TJPA Board on April 9, 2020

STATE AND
LOCAL PARTNERS

BART
Capitol Corridor
CalSTA

Caltrans

22ND STREET
STATION STUDY

SF Planning



ATTACHIMENT 38 -
TJPA BOARD
TJPA

DTX MOU
St ru Ctu re Outside Legal Counsel

(Hlustrative purposes only) Consultants

EXECUTIVE STEERING COMMITTEE*

Public Information
Executive Director Officer / Community
Chair and Vice Chair report regularly to TJPA Board Outreach

TJPA Executive Director is a member

INTEGRATED
PROGRAM MANAGEMENT TEAM*

Chaired by DTX Project Director

(Project Director reports to TJPA
Executive Director for TIPA-led tasks)

Senior Program ;eé]r;;?nljezs;li%g Conss?c?tljoctcion Chief Facility Chief Security Chief Financial

Manager Manager Manager of Staff Director Officer Officer

* Consistent with and limited to the Summary Work Program (Attachment 2) defined by the
San Francisco Peninsula Rail Program MOU approved by TJPA Board on April 9, 2020



From: Roland Lebrun

To: VTA Board Secretary

Cc: Board (@caltrain.com); SFCTA Board Secretary; MTC Commission; cacsecretary [@caltrain.com]; SECTA CAC
Subject: A&F item 14 Caltrain sales tax

Date: Thursday, May 21, 2020 5:07:50 AM

Dear Chair Carr,

| am respectfully requesting deferral of your approval of the San Mateo County Transit
District’s (AKA “SamTrans”) request for support of a 1/8 cent sales tax for Caltrain for the
following reasons:

1. This Measure will not go on the November ballot for the same reason that the Faster
Bay Area and $10B housing bond measures will not go on the ballot either.

2. A deferral would give us a unique opportunity to mandate changes of Caltrain
management whose incompetence is exacerbating the financial crisis triggered by
COVID.

3. Last but not least, VTA staff’s assertion that this Measure “will relieve VTA’s operating
budget of the formula share of our contribution to Caltrain operations and capital
(Budgeted for FY2021 at 510.8 million operating and 55 million capital)” constitutes a
potential violation of the 2000 Measure A as approved by the voters of Santa Clara
County which could be subject to legal challenge.

Funding operating and maintenance costs for increased bus, rdil and paratransit services
“Provide revenue to ensure funding, to at least 2014, and possibly longer, of the following: the
new Tasman East, Capitol and Vasona Light Rail Lines, the commuter rail connection to
BART”

Sincerely,

Roland Lebrun

cc
Caltrain Board

SFCTA Commissioners
MTC Commissioners
SFCTA CAC

Caltrain CAC

VTA CAC


mailto:ccss@msn.com
mailto:board.secretary@vta.org
mailto:BoardCaltrain@samtrans.com
mailto:clerk@sfcta.org
mailto:info@mtc.ca.gov
mailto:jpbcacsecretary@samtrans.com
mailto:cac@sfcta.org

From: Bay Area Transportation Working Group <cautn1=aol.com@vrmailer3.com>
Sent: Tuesday, May 19, 2020 9:49 AM

To: Board (@caltrain.com)

Subject: BATWG Newsletter - May 2020

Bay Area Transportation Working Group (BATWG)

BATWG is a 501 c3 Non-Profit Corporation organized by a group of experienced

transportation professionals and activists in 2012. Mostly volunteers, we are dedicated to working with
like-minded groups to improve the reliability and appeal of the Bay Area's passenger rail and bus systems
and to significantly ease regional traffic congestion. To learn more about BATWG, please

go to www.batwgblog.com.

BATWG meetings occur on the third Thursday of the month from 10 a.m. to noon. To receive an Agenda
please send a note to BATWGNewsletter@gmail.com. To participate by telephone call 712-775-7031
and, when prompted, enter 791318 and announce yourself. Dues are $40 a year, with discounts for seniors
and students. To pay dues or otherwise contribute, go to www.batwgblog.comand click on the donate
button, or mail a check to BATWG, 3001 Ashbrook Court, Oakland, CA 94601.
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Issue No. 25, May 16, 2020

Golden Gate Bridge, Highway & ‘I'ransportation District:
Rich in Transportation History & Innovation
May 16, 2020




The Golden Gate Golden Gate Bridge, Highway and Transportation District
[GGBHTD] was born in 1969 with Assembly Bill 584 authorization and the Golden
Gate Ferry service between San Francisco and Sausalito launched in August, 1070.
This was followed by the Golden Gate Transit bus service which began operations in
1972.

The GGBHTD has an impressive history of innovation and effective leadership.
Under Bridge Board direction, the District is currently managed by Denis Mulligan.
Mr. Mulligan was the District's Chief Engineer from 2001 to 2010 and since 2010 has
been its General Manager. Among the District's many noteworthy accomplishments
are the following:

Continue reading —

Quote of the Month
May 16, 2020

At the May 5/6 National Shared Mobility Summit, SFMTA Transportation Director
Jeff Tumlin was quoted as saying: “This (sic...meaning the pandemic) is a once-in-a-
lifetime opportunity to question all of the historic, political decisions that created the
transit system, in the form that it was when we inherited it.”

Could he actually have said that? Could he have failed to learn how and under what
circumstances transit evolved? Or how and why its decline began after WWII. Or
why it continues to have appeal for urbanites and environmentalists? Has he never
seen or read about the great systems of many European and Japanese cities?




Mr. Tumlin should forget trying to psychoanalyze the politicians and instead focus on
making his system work better.

Streamliining the Caltrain Extension Project
May 16, 2020

Bay Area Transportation Working Group

e

During these difficult times of shutdowns and reduced resources, it is both
necessary and prudent to conserve transit resources wherever and whenever
possible.

With that in mind the Bay Area Transportation Working Group (BATWG) has
updated its previous statements about the DTX project. There appear to be
opportunities to significantly reduce costs without cutting into or otherwise
undermining the passenger rail service into the Sales Force Transit Center. We are
joined in these recommendations by the two preeminent rail advocacy organizations
of California; namely, RailPAC and the Train Riders Association of California as well
as by TRANSDEF, SaveMuni and other DTX supporters. These opportunities relate
to the 4th and King Station, the proposed Pennsylvania Avenue subway extension,
the Tunnel Plug and the subway under Second Street:

Continue reading —

Getting the Phase Il Bart Extension Right
May 16, 2020

There are rumors that the Santa Clara Valley Transportation Authority (VTA) may
finally have come to its senses. As previously reported in these pages (See BATWG
Newsletter #14), Phase |l of the BART extension along Santa Clara Street through
downtown San Jose was to require almost 5 miles of tunnel 56 feet in diameter, the
height of a five story building. The subway was also to be exceedingly deep,
resulting in longer escalators, longer elevators, longer stairways, longer ventilation
structures and longer utility runs. According to a VTA presentation made to the



BART Board on May 31, 2019, the bottom of the subway was to be 121 feet below
grade, the height of an eleven story building. Needless to add this design added
greatly to the project cost.

VTA’s BART Silicon Valley Program

BART Sarta Clara Valley
h YATranspwtation Phase IlI: Center Platform —
Buthority
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But the situation could be brightening. With a small section of cut-and-cover
construction at the two downtown stations the size of the subway could reduced
enough to avoid having to haul away an extra 1,400,000 cubic yards of spoil. It
would also significantly reduce both the thickness of the concrete tunnel lining and
the depth of the subway. It is to be hoped that common sense will eventually prevail
in San Jose.

Highways Work Great...........During Pandemics
May 16, 2020

Those responsible for continually
increasing the car-carrying of Bay Area
highways for the last four decades are
said to be justly proud of the fact that
their freeways are now at last fully
functional.

Between pandemics, not so much.




Read the latest BATWG posts

Sign up for the BATWG Newsletter




From: City of South San Francisco <leslie.arroyo@ssf.net>

Sent: Thursday, May 21, 2020 9:03 AM

To: Board (@caltrain.com)

Subject: TONIGHT! |City of South San Francisco Virtual Town Hall, Thursday, May 21 at 6:00 p.m.
f | ]in] B Lie

COMMUNITY UPDATE

TONIGHT!

THURSDAY, May 21 at 6:00 p.m., The Mayor, along with our City
Manager, is hosting a virtual Town Hall with all residents to provide a
COVID-19 update and answer questions. The virtual Town Hall will be
hosted on GoToWebinar, a teleconferencing tool that enables you to
watch and/or call from your computer or phone to participate. This tool
is free.

Also on the call will be Dr. Bryan Sloan, and doctor at Stanford as well
as with the San Mateo County Emergency Services, who can address
any COVID-19 related medical issues. Send your questions ahead of

time to CityInfo@ssf.net, or if you sign-in to the Town Hall on your
computer you can ask questions live using the chat function. Join the
call by computer or phone using the following:

GoToMeeting information:

https://attendee.gotowebinar.com/register/1854498290790375435

After registering, you will receive a confirmation email containing
information about joining the webinar.




AUDIO (If you plan to just call in with your phone and not

your computer):
Call in number: 1 (877) 309-2074

Audio Access Code: 500-163-523

See what's happening on our social sites:

f1v]0

City of South San Francisco, 400 Grand Avenue, South San Francisco, CA 94080
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