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Local Policy Makers Group
 03.14.2024

AGENDA
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Breakout Session

November Workshop Recap

Delivery Guide Update

Next Steps

What is the Strategy?
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Crossings Delivery Guide
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Created out of request from community partners to have a more consistent and transparent process for
grade separation or closure projects.

Background Information
- Corridor Overview
- Regulatory Environment
- At-Grade Rail Crossings

How to initiate a project
- Planning a Grade Separation
- Grade Crossing

Implementation Process
- Funding and Grant Programs

What to consider when
designing a project
- Key Design Criteria
- Grade Separation Types

and Components

Goals for Delivery Guide:

Provide a unified location of applicable design, construction, and operational standards.

Clearly define the processes, practices, roles, and responsibilities of Caltrain and Local
partners.

Publicly accessible on the Caltrain website with the design standards

A living document updated when design standards change

How to deliver and
implement a project
- Delivery Methods
- Construction Methods

ü

ü

ü

ü

Crossings Delivery Guide Update
January 2024:
Received Comments and
Incorporating Revisions

April 2024:
Coordinate with Jurisdictions on
Comment Responses

April/May 2024:
Finalize Guide. Post publicly.

Summer/Fall 2024:
Overview presentation(s) of Guide to
jurisdictions and industry partners

Jurisdictions
Review Period:

12/21/23 - 1/29/24 523
comments

17
jurisdictions
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Purpose
As an outcome of the Business Plan, the
Corridor Crossings Strategy is an effort to
define a systematic corridor-wide
approach to crossings.
The strategy aims to align stakeholder
ambitions into balance with an
implementable program, addressing:

• Funding
• Organization
• Program Delivery

Note: Active grade separation projects will continue in
parallel as the program gets developed
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November
Workshop Recap
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Expanded Crossing Improvements
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CROSSING IMPROVEMENTS

Different treatments that address safety, service reliability,
and mobility at a particular or multiple at-grade crossing locations.

Not a “one-size-fits-all” solution for the whole corridor.

Described Proposed New Program Approach

8

ü Allows for a holistic methodology in implementing corridor crossings
improvements

ü Considers the unique characteristics along the corridor, and allows for
implementation that considers geography, jurisdictions, and service

ü Leverages the advantages of integrated planning, design, and delivery of
projects within the corridor

Based on technical topics and community partner feedback a
coordinated program approach brings the following benefits:
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Discussed Program Opportunities
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Enable Caltrain to
function more as a

DELIVERY PARTNER

Project Packaging/
Staging/Approvals

Administrative/
Funding

Operations
and Construction

Coordination
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CSCG Workshop Key Points
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Caltrain in position to lead
plan development;

endorsement and approval
roles for other partners

Develop a consistent multi-
year plan to guide corridor

crossing work shared across
corridor partners
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LPMG Workshop Key Points
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Emphasized the ‘mega’
investment and funding need,
clear priorities, and a strong

structure of developing,
endorsing, and adoption

would be necessary

Agreed with the CSCG-
defined concept of a
Corridor Crossings

Investment Plan

DRAFT Program Strategy
What is the purpose of document?

• Obtain an agreement in principle with transportation
authorities and corridor partners on the strategy.

• Provide a roadmap for institutional change in delivery
approach, program organization, and funding
strategy.

What the document is not
• Not a detailed ranking or a prescriptive process for

delivering crossing improvements.

What the document communicates
• Outlines Caltrain’s proposed approach and

components for future delivery of crossing
improvements – reflective of corridor discussions
over the last 18 months.

14
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Workshop Goals and Objectives

Feedback on Strategy
and Investment

Program Components

Feedback on Investment
Program roles and

responsibilities

Program Strategy
Next Steps

What is the Strategy?

16
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The Investment Program

Strategic development
and sequencing of

crossing improvements
in a tiered manner

Dedicated, integrated
team to streamline
delivery of crossing

improvements

Unified corridor-wide
funding priorities

Assess and manage
associated risks and

establish change
control/approval processes

A comprehensive corridor-wide crossing program consisting of a coordinated set of
activities and actions to strategically fund and deliver small to large crossing improvements.

Multi-Year, Tiered
Implementation

Integrated Program
Delivery Team

Integrated Funding
Approach

Risk Management
and Change Control

Integrated Funding Approach

Anticipated Outcomes
• Unified corridor-wide funding priorities
• Strategic positioning for future funding opportunities
• Shared responsibility to continuously secure funding
• Ongoing and cyclical adjustments to address changing needs

Initiatives
þ Identify applicable funding sources
þ Pursue funding sources
• Adapt and update funding plan
• Communicate funding priorities

18

Unified corridor-wide
funding priorities

Integrated Funding
Approach

Legend:
þ Key Initiative
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Multi-Year, Tiered Implementation
Anticipated Outcomes
• Centralized crossing information for informed decision-making
• Sequenced activities to efficiently and equitably allocate available resources
• Focused funding pursuits leading to reduced competition between corridor

jurisdictions
• Continuous and systematic delivery across identified improvements including

active projects
• Early action safety measures and improvements

Initiatives
þ Launch a corridor crossing database
þ Conduct a crossing assessment
þ Develop sequencing and bundling

þ Active projects included in manageable investment tranches
• Launch an Investment Program public dashboard
• Establish funding priorities

19

Strategic development
and sequencing of

crossing improvements
in a tiered manner

Multi-Year, Tiered
Implementation

Will be developed concurrently with
active projects and with projects being
conceived/planned.

Once the program is adopted by the
JPB, active and planned projects will
be incorporated into the program
based on project phase at that time.

Legend:
þ Key Initiative

Integrated Program Delivery Team

Anticipated Outcomes
• Dedicated multi-disciplinary staff to leverage expertise and resources
• Integrated staff from Caltrain, TAs, and local jurisdictions to ensure

transparency and community perspectives
• Defined roles and responsibilities
• Promote “one corridor, one voice” to funding agencies

Initiatives
þ Identify key personnel

• Reassign existing or hire staff with the necessary skills, expertise, and disciplines to
provide a multi-disciplinary process.

þ Establish management framework
þ Assign roles and responsibilities
• Implement communication and reporting channels
• Develop new leadership structures (oversight and change control)

20

Dedicated,
integrated team to
streamline delivery

of crossing
improvements

Integrated Program
Delivery Team

Legend:
þ Key Initiative
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Risk Management and Change Control

Anticipated Outcomes
• Identified, assessed, and mitigated financial and organizational risks
• Reevaluated multi-year, tiered implementation and adjust funding priorities

accordingly
• Updated the roles, responsibilities, and delivery process accordingly to address

risks and community partners’ concerns
• Shared responsibility of risk management by Caltrain, TAs, and corridor

jurisdictions

Initiatives
þEstablish Investment Program Baseline
þDefine accountability and oversight structure
þDevelop Investment Program risk register
• Monitor and evaluate progress
• Establish lines of communication and reporting

21

Assess and manage
associated risks and

establish change
control/approval

processes

Risk Management
and Change Control

Legend:
þ Key Initiative

Caltrain led with deputies from each of the member
agencies providing oversight on risk management, funding

strategy, operations management, and schedule/cost.

Program Steering Committee

Executive Advisory Committee

Local Policy Makers
Group (LPMG)

Who is involved in launching the Program

22

• Program Director
• Funding and Finance
• Government and Community Affairs

Transportation
Authority Boards

City/County Staff
Coordinating Group

(CSCG)

Caltrain

Transportation Authorities

Local Jurisdictions

Chief, Engineering,
Design & Construction

Executive Director

Joint Powers Board
(JPB)

Advocacy and Major
Projects (AMP)

Integrated Delivery
Team
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Program Development and Approval Process
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DEVELOP ENDORSE ADOPT

Caltrain Joint Powers
Board (JPB)

Local Policy Makers Group
(LPMG)/Elected Officials

Caltrain Technical Staff

City/County Staff
Coordinating Group (CSCG)

Transportation Authorities/
Funding Agencies Staff

Transportation Authorities/
Funding Agencies

Breakout Session

24
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Report Out

25

Next Steps

26
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Upcoming Grant Opportunities

Federal Rail Administration (FRA)*

2024 Mar Apr May Jun Jul Aug Sept Oct Nov Dec

CRISI
Consolidated

Rail Infrastructure
and Safety

Improvements
FY 23-24

RCE
Rail Crossing
Elimination

FY 23-24

27

60 Days

75 Days

Notice of Funding Opportunities
(NOFO) Publication

XX Days Application Period Evaluation and Selection Period Award Announcement

*Durations are estimates for planning purposes and subject to change

JUNEMAYAPRILMARCH

4/24 AMP Meeting:
Informational Item on

Program Strategy

CCS Next Steps

28

LPMG/CSCG Program
Strategy Workshops

5/29 AMP Meeting:
Support Program Strategy

6/6 JPB Meeting:
Support and endorse

Program Strategy

TA Board
Presentations

5/2 JPB Meeting:
Informational Item on
Program Strategy

PROGRAM STRATEGY

DRAFT REVIEW FINAL

DELIVERY GUIDE

Revision and Comment
Response Correspondence FINAL Overview Presentation(s)

of Delivery Guide


