
 

JPB Board of Directors 
Meeting of December 5, 2024 

Supplemental Reading File – Update 1 

# Subject 

1.  Receive Quarterly Fuel Hedge Update 

2.  Receive Information Regarding Statement of Revenues and Expenses for the 
Period Ending October 31, 2024 

3.  Peninsula Corridor Electrification Project Monthly Progress Report 

4.  Amended and Restated Interim Agreement Between the Transbay Joint Powers 
Authority and the Peninsula Corridor Joint Powers Board Regarding the 
Downtown Rail Extension, Phase 2 of the Transbay Program Effective December 
14, 2024 

 



Peninsula Corridor Joint Powers Board 
Staff Report 

To: JPB Board of Directors 

Through: Michelle Bouchard, Executive Director 

From: Kate Jordan Steiner, Chief Financial Officer 

Subject: Receive Quarterly Fuel Hedge Update 

☒ 
Finance Committee 
Recommendation ☐ 

Technology, Operations, Planning, 
and Safety Committee 
Recommendation 

☐ 
Advocacy and Major Projects 
Committee Recommendation 

Purpose and Recommended Action 

Staff proposes the Board review and receive into the record the presentation providing an 
update on the implementation of a fuel hedging strategy for Caltrain. 

Discussion 

The purpose of this presentation is to provide an update on the implementation and 
performance status of the Fuel Hedging Program (Program) established for Caltrain. Caltrain 
launched fully electric service between San Francisco and San Jose in September 2024. Caltrain 
still provides diesel service between San Jose and Gilroy. 

Under this Program, the staff will continue to work with Linwood Capital, LLC and seek to work 
with Caltrain’s Energy Manager in order to: 

• Transition from hedging diesel fuel purchases to identify and hedge alternatives that
might be a good fit for Caltrain going forward under electrification.

• Transition the existing fuel hedge asset to achieve short-term financial relief, implement
a new electricity hedge program, or a combination of both of these. The primary goal of
any future hedge program will continue to be to safeguard Caltrain’s financial stability
from price fluctuations.

Background 

Any Program considered for hedging electricity costs must be designed to minimize large 
budget variances resulting from changes in electricity rates. While less volatile, the volume and 
pricing for electricity under a fully electrified Caltrain remains to be fully seen, as the system is 
seeking to maximize ridership post Covid and work from home realities. An effective hedging 
strategy can increase budget certainty and facilitate a more effective utilization of budgetary 
resources. The purpose of the Program is not to speculate on the price of electricity, but to 
manage risk, particularly as it relates to Caltrain’s annual budget. 



 
 

FY 2025 History 

• As of September 30, 2024, the fuel hedging program had realized net loss of $-59,748.02 
for the time period July 2024 through September 2024 – the first quarter of FY25. This is 
approximately $0.07 per gallon of realized loss for FY25. The approximate cost of fuel 
before taxes and fees and after the effect of the hedge is $2.58 per gallon for the first 
quarter of FY25. 

• Total dollar budget for fuel for FY25 is $2,146,432 based on $2.69 per gallon budget 
before tax and fees and budgeted consumption of 797,930 gallons. 

• Estimated total cost before tax and fees and after hedging for FY25 is $2,305,612 or 
$2.56 per gallon on 900,375 gallons.  This renders an approximate budget deficit for 
FY25 of $-159,180 driven by higher than anticipated fuel consumption in conjunction 
with the effects of the fuel hedging program. 

FY 2025 Prospective 

• For the remainder of FY25, there is no hedging in place. The anticipated diesel fuel cost 
for the remainder of FY25 is $130,514 before fees and taxes or approximately $2.28 per 
gallon on 57,212 gallons of consumption. 

Hedge Asset Information as of September 30, 2024 

• Total futures account value as of September 30, 2024 was $4,248,270. 

• Total futures account value as of June 30, 2024 was $4,295,564.94, a decrease of  
$-47,295 during the first quarter of FY25. 

• This current futures account value consists of: 

• $4,419,490 in realized net gains (decreased fuel cost) since inception in May 
2020. Realized net gains decreased by $-59,748 during first quarter of FY25. This 
realized net loss was applied to fuel cost resulting in a higher fuel cost for the quarter 
due to hedging. 

• $449,990 in net cash withdrawals from the account by JPB since inception. There were 
no additions or withdrawals to or from the futures account by JPB during the first 
quarter of FY25. 

• Net interest income since inception of $278,770. Net interest income during the first 
quarter of FY25 was $52,908 based on Treasury securities transactions during the 
quarter, fees, and securities market values as of June 30, 2024 and September 30, 2024. 

• $0 in unrealized gain (contingent future decreased fuel cost).  The unrealized gain at the 
end of FY24 was $40,454. Unrealized gain decreased by $-40,454 during the quarter. 

• As of September 30, 2024, $4,029,228 of the value of the account is in the form of 
Treasury securities with maturities of 90 days or less. At the end of FY24, the value of 
the Treasury securities was $4,025,861. The remaining account value of $219,043 is in 
cash. 



 
 

Budget Impact 

There is no impact on the budget. 

 
Prepared By:  Adela Alicic  Senior Financial Analyst  650-508-7981  

  Kevin Beltz  Manager, Debt and Investment  650-508-6405  

 



Peninsula Corridor Joint Powers Board 
Staff Report 

To: JPB Board of Directors 

Through: Michelle Bouchard, Executive Director 

From: Kate Jordan Steiner, Chief Financial Officer 

Subject: Receive Information Regarding Statement of Revenues and Expenses for the 
Period Ending October 31, 2024 

☒
Finance Committee 
Recommendation ☐

Technology, Operations, Planning, 
and Safety Committee 
Recommendation 

☐
Advocacy and Major Projects 
Committee Recommendation 

Purpose and Recommended Action 

This item is for information only. No action required. 

Discussion 

The Finance Division is currently going through a major Peoplesoft Enterprise Resource Planning (ERP) 
upgrade from Version 9.1 to Version 9.2. The updated system is scheduled to Go-Live on November 18, 
2024. The demands of these activities require a longer time to produce the October 2024 Statement 
of Revenues and Expenses. Consequently, staff will present the October 2024 Statement of Revenues 
and Expenses at the January 2025 meeting. 

Budget Impact 

There is no impact on the budget.  

Prepared By: Li Saunders  Accountant II  650.622.7848 

Danny Susantin Financial Reporting, Manager 650.622.8073 



Peninsula Corridor Joint Powers Board 
Staff Report 

To: JPB Board of Directors 

Through: Michelle Bouchard, Executive Director 

From: Pranaya Shrestha, Chief Officer Caltrain Modernization Program 

Subject: Peninsula Corridor Electrification Project Monthly Progress Report 

Purpose and Recommended Action 

Staff Coordinating Council recommends the Board receive the Peninsula Corridor 
Electrification Project (PCEP) Monthly Progress Report (MPR). 

This report is provided for informational purposes only. 

Discussion 

The MPR is intended to provide funding partners, stakeholders, and the public a PCEP overview 
and an overall update on project progress. This document provides information on the scope, 
cost, funding, schedule, and project implementation.  

Budget Impact 

There is no impact on the budget. 

Prepared By: Pranaya Shrestha Chief Officer, Caltrain 
Modernization Program 

720.757.9191 

☐
Finance Committee 
Recommendation ☐

Technology, Operations, 
Planning, and Safety 
Committee Recommendation 

☐
Advocacy and Major 
Projects Committee 
Recommendation 



Caltrain Modernization Program 
Peninsula Corridor Electrification Project (PCEP) 

 

Executive Monthly Progress Report 

October 31, 2024
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1.0 EXECUTIVE SUMMARY 

1.1 Introduction 

The Peninsula Corridor Electrification Project (PCEP) will upgrade 51 miles of diesel 
service to electrified service from San Francisco to San Jose (Tamien Station). The 
PCEP scope of work includes design and construction of an overhead contact system, 
traction power facilities, modification of the existing signaling and grade crossing 
protection system to make it compatible with the electrified railroad, substation 
improvements at Pacific Gas and Electric (PG&E) substations, and modifications at 
existing tunnels and Caltrain’s maintenance facility. It also includes the design, 
manufacturing, assembly, testing, and delivery of the Electric Multiple Units (EMUs). 

Caltrain completed a thorough assessment of all aspects of the program including cost, 
schedule, risks, and organization after the global settlement in 2021. Caltrain re-
baselined the program budget and schedule in December of 2021. Caltrain finished a 
schedule reforecast in March 2023 and recovered from storm damages in early 2024. 
Caltrain has successfully launched Electrified Service Inaugural Ride on August 10th 
with government officials. Caltrain commenced full electrified revenue service on 
September 21,2024. 

1.2 Program Cost and Budget 

On December 6, 2021, the JPB adopted a new PCEP program budget of 
$2,442,690,697. On January 31, 2023, Caltrain received a $367 million funding award 
from California’s Transit and Intercity Rail Capital Program’s (TIRCP) Cycle 6 Existing 
Project Reserve, representing the remaining funding needed to complete the project. 
The project is now fully funded in the amount of $2,442,690,697. As of October 2024, 
the project is on budget: 

• The current project total cost at completion (EAC) is the same as the 
Board adopted budget of $2.44 billion. 

• As of October 2024, a total of $26.77M has been drawn down from the 
Shared Risk Pool of $50 million to-date. $0 was drawn from the Shared 
Risk Pool this month. 

• As of October 2024, a total of $38.22M has been drawn from the project 
contingency of $40 million. In October 2024, $0 was drawn from project 
contingency. 

• In October 2024, 0$ was issued from the milestone incentive pool of $15 
million. The team has concluded evaluation of signal cutover milestone 
incentives and awarded $4M in December 2023 to the design-build 
contractor. 
 

1.3 Program Progress and Schedule 

As of October 31, 2024, the overall project completion is 96.12%. The PCEP substantial 
completion was reached on May 3rd, 2024. Caltrain launched electrified service with 
mixed fleet in August 2024 and commenced a full electrified Revenue Service on 
September 21, 2024.  

 

1.4 Change Management Board (CMB)  

In October 2024, the item listed below was brought to the CMB approval for contingency 
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drawdown. 

• IRL 330 – Wayside Enclosure Stairs 

 

1.5 This Month’s Accomplishments 

The project team has completed the following notable activities for the month of October 
2024:  

Successful commend full electrified service on September 21, 2024 
Continued to coordinate with Broadband Project, work with vehicle manufacturer, 
and monitor EMU production schedule that includes broadband equipment 
installation and testing. 
Completed final inspection walks with all parties involved and finalize final punch 
list. 
Continued close out remaining punch list items. 
Continued PECP as-built record drawings reviews 
Continue track all work required to meet Contractual Final Acceptance Continued 
to connect LV permanent power and coordinate remaining low voltage power 
drop applications with PG&E and utilized generators to support project testing. 
Continued to address impedance bonds cable theft issue and performed cable 
replacement to keep project testing schedule.  
Held Monthly CMB meeting for overall program status and provided schedule, 
budget, risks, and changes updates. 
There was a total of 16 EMU trainsets delivered; 15 EMUs are on Caltrain 
property and completed burn-in testing in support of full electrified service. 
Continued design-build contract commercial close out including all shared risk 
Items. 
Continued to close out NCRs and DVRs for  Final Acceptance.  

 

1.6 Upcoming work 
For the next two months, the PCEP team has set additional goals as described below: 

• punch list. 

• Close out remaining punch list items. 

• Complete PECP as-built record drawings reviews 

• Track spare part delivery status. 

• Close out all permits. 

• Continue to coordinate with PG&E on low voltage power drop 
applications, and distribution line de-energization work. Complete the 
remaining 4 low voltage power connections. 

• Hold Monthly CMB meeting for with focus on close out all shared risk 
items and commercial closeout. 

• Complete design build contractor final acceptance  

• Complete design build contract financial close out. 

• Complete recommendation of traffic mitigation effort.  

• Complete draft Lessons Learned Report by December 2024 

 
The PCEP Project is currently on budget and on time for achieving Full Revenue Service 
on September 21, 2024. 
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1.7 Critical Items 
The Project has reached electrification full service, the critical items ae tracked by Rail 
Operations moving forward for supporting electrified Service.  

 
  



Peninsula Corridor Electrification Project 

Monthly Progress Report – October 2024 
 
 

 

 

Executive Summary 1-4 October 31, 2024 
 

 

Table 1-1. Critical Issues and Actions 
 

Critical Issues Actions 

Theft of impedance bond or grounding cables may 
interrupt electrified service. 

 a 

• Report Theft incidents with Transit PD 

• Enhance security with cameras and other monitoring 
systems. 

• Implement asphalt cover for impedance bonds that 
have been repeatedly stolen. – on-going. 

• Purchased anti-theft cable – on-going.  

•  
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2.0 SAFETY 

There has been one (1) reportable injury this year (January – June).  The final Reportable injury 
Rate (RIR) for 2024 YTD is 0.60. Overall, since the project’s construction started in 2017, the 
RIR is at 1.85, which remains below the national average of 2.5.  

 

 

   

Figure 2-1. Project Reportable Injury Rate (RIR) by Year since 2017 

2.1 Completed Work 

Safety staff continues to coordinate with contractors to identify opportunities to improve safety 
performance. Organizational-wide safety briefings are being performed to ensure staff 
understand the application of post incident mitigation measures including rules and procedural 
changes designed to enhance safety. Project Safety continues to reinforce jobsite safety 
practices throughout the Caltrain alignment, investigate incidents, and identify mitigation 
measures to prevent re-occurrences. Safety project coordination meetings continue to be 
conducted monthly to promote a clear understanding of project safety requirements. In addition, 
Caltrain Safety continues weekly calls with the lead safety staff from Caltrain, PCEP, BBII, and 
TASI to discuss safety performance and ongoing initiatives.  Caltrain initiated the 10’/10’ rule: 
10’ from track and 10’ from overhead wires. 

 
2.2 Upcoming Work 

The Fire/Life Safety Committee continues to work with emergency responders along the 
Caltrain corridor on emergency preparedness in advance of energization. The safety team has 
updated the OCS and EMU emergency responder safety familiarization presentations to include 
voiceover features for use by the Fire Departments.  

The Safety focus at this phase of the project includes the tracking of the remaining open items 
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on the project Safety Open Items List (SOIL) and issuance of the project Final Safety and 
Security Certification Certificate.  The project Safety Team continues to coordinate with Caltrain 
Safety and Operations on the continuing EMU hands-on training with the local Fire 
Departments.  
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3.0 IMS PROGRAM SCHEDULE 

3.1 Introduction 

Caltrain Peninsular Corridor Electrification Project has reached substantial completion on May 3, 2024, and full Electrified Revenue Service 
in September 2024. The Revenue Service Date (RSD) was September 21, 2024. The team is working with Design builder to close out 
punch list and all work required for Final Acceptance.   The Full Funding Grant Agreement (FFGA) Revenue Completion Date (RCD) of 
December 31, 2024, remains unchanged.  

 

3.2 Critical Path Analysis 

The current critical path now shifts to the submission and review of As-built documentation leading to Final Acceptance.  Design-build 
contractor is currently finalizing Test Dossiers for the traction power facilities.  These final reports include separate submittals for SSW-1, 
TPSS 2, and PS-6 / PS1 / PS-4.  In addition, there is other work leading to Final Acceptance that includes Punch List work.  

 

 

 
Figure 3-1. Critical Path Schedule 
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3.3 Schedule Contract Milestone Analysis 

 

Figure 3-2. Contract Milestone Analysis 
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4.0 COST AND BUDGET 

4.1 Introduction 

This section presents an update on program cost and budget. On December 6th, 2021, 
the JPB adopted a new Program budget of $2.44 billion. Table 4-1 depicts a summary 
level of program budget, costs, and estimate at completion based on the latest update of 
the Electrification and EMU projects as of October 31, 2024. 

4.2 Program Budget and Cost 

Table 4-1. Budget Summary by Project 
Description 
of Work 

Current 
Budget 

(A)1 

Cost This 
Month 

(B)2 

Cost 
To Date 

(C)3 

Estimate To 
Complete 

(D) 

Estimate At 
Completion 

(E) = (C) + (D) 

Variance at 
Completion 

(F)5 = (A) – (E) 

Electrification $1,754,468,422  $3,013,366  $1,695,827,000  $61,122,492  $1,756,949,491  ($2,481,069) 

EMU $688,222,275  $6,288,654  $654,600,809  $31,140,396  $685,741,206  $2,481,069  

PCEP TOTAL $2,442,690,697  $9,302,020  $2,350,427,809  $92,262,888  $2,442,690,697  $0  

1. Column A “Current Budget” includes re-baseline and executed change orders and awarded contracts. 
2. Column B "Cost This Month" represents the cost of work performed this month. 
3. Column C "Cost to Date" includes actuals (amount paid) and accruals (amount of work performed) to date. 
4. Column F "Variance at Completion" includes forecasted transfer of contingency from EMU to Electrification project. 

 

Table 4-2 depicts program budget, costs, and estimate at completion summarized by 
major elements of work. This budget table provides additional detail for the program and 
is broken down by major contracts for Electrification and EMU, minor contracts, real 
estate, utilities, project management oversight and other indirect support costs. 

Table 4-2. Budget Summary by Major Elements 

 

Description of Work 
Re-Baseline 

Budget  
Current 
Budget  

 Cost This 
Month  

 Cost To Date  
 Estimate To 

Complete  
Estimate At 
Completion 

Electrification $1,097,149,881 $1,091,178,881 $1,904,559 $1,058,811,515 $31,367,366 $1,090,178,881 

EMU Procurement $556,072,601 $565,284,846 $7,789,345 $545,416,884 $19,867,961 $565,284,846 

Minor Construction 
Contracts (Tunnel, 
CEMOF, SCADA, Non-
BBI OCS) 

$67,055,072 $66,326,067 $120,341 $65,431,635 $894,432 $66,326,067 

Real Estate Acquisition 
& Support 

$34,914,177 $34,914,177 $53,487 $25,330,713 $9,583,464 $34,914,177 

PG&E, Utilities** $132,088,994 $128,868,191 $792,707 $134,949,864 -$3,406,261 $131,543,603 

Management Oversight 
& Support 

$312,699,697 $321,974,670 $1,472,126 $318,915,216 $3,620,130 $322,535,346 

TASI Support  $114,488,767 $145,146,219 -$2,411,712 $139,474,549 $5,795,038 $145,269,587 

Finance Charges  $9,898,638 $9,898,638 $0 $12,946,910 $0 $12,946,910 

Insurance  $6,581,851 $6,581,851 $0 $6,304,001 $277,850 $6,581,851 

Other Required Projects 
& Services  

$9,084,176 $10,484,176 $26 $7,111,879 $3,343,917 $10,455,796 

Environmental Mitigation $14,438,866 $13,038,866 $2,625 $1,535,176 $8,483,798 $10,018,974 

Caltrain Capital 
Overhead (ICAP) 

$48,217,887 $47,217,887 -$421,483 $34,199,467 $12,018,421 $46,217,887 

Contingency $40,000,089 $1,776,227 $0 $0 $416,771 $416,771 

Total $2,442,690,697 $2,442,690,697 $9,302,020 $2,350,427,809 $92,262,888 $2,442,690,697 
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4.3 Program Shared Risk Pool and Contingency 

Caltrain and Balfour Beatty Infrastructure, Inc. (BBII) continue implementing new 
mechanisms to ensure a collaborative approach to Project delivery. The management 
team meets every week to review the issues log focusing on risk mitigation and issues 
resolution.  

As part of the global settlement, a shared risk pool of $50 million was established to 
manage risks and mitigation proactively and collaboratively with the design-build 
contractor. Table 4-3 shows the current shared risk drawdown for the current month and 
to-date as well as the remaining balance of the shared Risk Pool by Risk Category. Any 
shared risk items (27 Risk IDs listed below in Table 4-3) that are above $250,000 require 
Change Management Board (CMB) approval. 

Table 4-3. Shared Risk Pool Status as of October 2024 

Risk 
ID 

Risk Description Risk Amount 
Current 
Month 

Executed to 
Date 

Remaining 
Balance 

1 Permanent Power Availability $268,572 $0 $178,365 $90,207 

2 Different Site Condition for OCS Foundation $3,500,000 $0  $1,303,894 $2,196,106 

3 Different Site Condition for Duct bank $2,800,000 $0 $435,798 $2,364,202 

4 
Condition of existing Fiber backbone 
infrastructure $3,150,000 $0 $545,221 $2,604,779 

5 Availability of TASI Resource $5,777,820 $0 $0 $5,777,820 

6 Signal Cutover access and work window $5,607,150 $0 $0 $5,607,150 

7 Condition of existing signal system $538,572 $0 $507,167 $31,405 

8 EMI Nonconformance by EMU Vendor $750,000 $0 $13,184 $736,817 

9 Reed Street Cutover $90,000 $0 $111,765 -$21,765 

10 
Availability of low voltage power for cutover 
testing $1,120,000 $0 $8,295,627 -$7,175,627 

11 Third party Permits $150,000 $0 $0 $150,000 

12 SCADA integration for the entire alignment $159,524 $0 $0 $159,524 

13 Tunnel OCS Compatibility $167,500 $0 $152,418 $15,083 

14 Supply chain issue due to COVID 19 $300,000 $0 $28,923 $271,077 

15 End to end Systems integration commissioning $2,100,000 $0 $0 $2,100,000 

16 
Existing Caltrain Operating systems interface and 
integration  $1,400,000 $0 $71,920 $1,328,080 

17 Third party Approval $150,000 $0 $353,277 -$203,277 

18 
Impact from Caltrain other capital or third-party 
projects $2,166,683 $0 $1,958,608 $208,074 

19 Track access delay for BBII Construction $1,800,000 $0 $1,450,523 $349,477 

20 
Additional light Maintenance and Protection 
Needs $280,000 $0 $180,505 $99,495 

21 Crossing Protection $220,000 $0 $102,334 $117,666 

22 Power facilities  $500,000 $0 $917,293 -$417,293 

23 NCR's $0 $0 $0 $0 

24 Potholing $1,700,000 $0 $107,547 $1,592,453 

25 Pre-Revenue Service Operational Testing  $250,000 $0 $0 $250,000 

26 TRO Contingency $3,000,000 $0 $3,474,002 -$474,002 

27 Contingency $12,000,000 $0 $6,590,509 $5,409,491 

NA Unidentified $54,179 $0 $0 $54,179 
 BBII Risk Pool Total $50,000,000  $0  $26,778,880  $23,221,120  
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In addition to the established Risk Pool with BBII, the Re-Baseline Budget includes a 
program contingency of $40 million to cover non-BBII potential changes and unknowns.  

Table 4-4 provides a detailed status of approved transfers from contingency due to 
executed Contract Change Orders and approved Budget Transfers. 

Table 4-4. Program Contingency Drawdown Balance 

Change Order ID 
 

Description 
 

Contingency 

 PCEP Contingency Budget $40,000,088 

STA-056-CCO-038 Allowance for Electric Power Cost at TTCI ($132,365) 

STA-056-CCO-041 Manual Phase Break ($43,520) 

STA-056-CCO-042 Stadler Project Time Extension ($8,021,124) 

ARINC-061-CCO-005 Traction Power Facility SCADA Database Changes ($1,036,122) 

PROV-070-CCO-056 Proven Tunnels Final Settlement $1,000,000  

PROV-071-CCO-069 Proven CEMOF Final Settlement ($1,000,000) 

BT-027D Legal Support FY23 - PG&E Counsel ($200,000) 

BT-029D GFI Electrification FY23-24 Additional Staff ($2,108,070) 

STA-056-CCO-053 Stadler – Passenger Convenience Outlets ($716,661) 

BT-035C TASI Support – Electrification (2023-2024) rev1 ($22,039,703)       

BBII 053-BT-CNPA Non-PCEP Actuals-BBII Hist. Change Inc. PCEP Re-Baseline $2,191,000 

BBI-053-CCO-255 Un-Earned Milestone Incentive (Substantial Completion) - January $1,630,000 

PG&E-042-BT-006 PG&E Equiv. One-Time Payment (EOTP) - First Reimb. ($391,068) 

BT-057 TASI – TASI EMU Maintenance & Material (Pre-Revenue)     ($4,348,854) 

BT-058 Tunnel Leak Remediation (TASI Construction) ($562,851) 

PROV-070-CLOSE Proven Tunnels – Close out of Final Actuals $184,910 

PROV-071-CLOSE Proven CEMOF – Close out of Final Actuals  $580,217 

PG&E-042-BT-007A PG&E Supplemental Agreement No. 4 – PCEP Share $1,600,000 

PG&E-042-BT-007B PG&E Supplemental Agreement No. 2 – EAC Variance $501,962 

PG&E-042-BT-007C PG&E Supplemental Agreement No. 2A – EAC Variance $1,509,909 

PROV-063-CLOSE South San Francisco Station Project OCS - Close Out $1,000,000 

BT-035 TASI Support-Electrification (2023-2024)-Field Support to Sept 2024 ($2,844,754) 

MGMT-2024-02 Management Oversight – Update EAC ($6,426,903) 

BT-060A ICAP Adjustment Credits – 2023 $1,000,000 

BBII-053-CCO-255 Un-Earned Milestone Incentive (Substantial Completion) - February $1,370,000 

BT-059 TASI - 4th and King Updates for EMUs $(861,291) 

BT-061 Outreach/Marketing Celebration Event and Media Buys ($540,000) 

BBI-053-CCO-255 Un-Earned Milestone Incentive (Substantial Completion) - March           $780,000 

STA-056-CCO-054 Americans with Disabilities Act (ADA) Ramp Extension ($298,575) 

   

 Remaining Contingency $1,776,226  

PG&E-042 BT-006A PG&E Equiv. One Time Payment (EOTP) - Final Reimbursement ($237,876) 

BT-062 TASI GO-88 Crossing Improvements ($123,368) 

BBII-053-CCO-255-EAC4 Un-Earned Milestone Incentive (Revenue Service) – August 2024 $1,000,000 

PG&E-042 BT-006D PG&E Supplemental Agreement No. 4 – PCEP Share (EAC Update) ($1,084,000) 

PG&E-042 BT-006E PG&E Supplemental Agreement No. 2 – (EAC Update) $496,464 

PG&E-042 BT-007 Power Utility for EMU Testing & Commissioning ($2,500,000) 

PG&E-042-BT-6F PG&E Supplemental Agreement 5 (EAC Update) $650,000 

MGMT-2024-10 Management Oversight – Close-Out Staffing ($560,675) 

BT-060B ICAP Adjustment Credits 2024 $1,000,000 

   

 Forecasted Remaining Contingency $416,771 

Note: EAC Contingency reflects forecast contingency. 

The total Program Contingency as of the December 2021 Re-Baseline Budget totaled 
$90M including Allocated and Unallocated Contingency, and BBII Risk Pool. Table 4-5 
summarizes the current remaining and forecasted contingency balance as of the 
monthly update. 
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Table 4-5. Overall Program Contingency 

  

Shared Risk 
Pool with BBII 

Program Contingency 

 Total 
E = (A+D) 

BBII Risk Pool 
(A) 

Allocated 
(B) 

Unallocated 
(C) 

Subtotal  
D = (B+C) 

PCEP Contingency $90,000,088  $50,000,000  $24,115,581  $15,884,507  $40,000,088  

Drawn Contingency ($65,002,742) ($26,778,880) ($24,115,581) ($14,108,281) ($38,223,862) 

Remaining Contingency $24,997,346  $23,221,120  $0  $1,776,226  $1,776,226  

Pending Changes ($1,764,014) ($404,559) $0  ($1,359,455) ($1,359,455) 

Forecasted Remaining 
Contingency 

$23,233,332  $22,816,561  $0  $416,771  $416,771  

 

4.4 Electrification Design Builder Contract Incentives 
 

The Global Settlement included incentives based on Milestone completions and remaining 
contract incentives. Table 4-6 provides a status of Design-Build Contractor incentives 
Budgeted, Awarded, and remaining Balance as of October 2024. 

Table 4-6. BBII Incentives 
 

 
Incentives 

 
Budgeted 

(A) 

 
Awarded 

(B) 

Projected 
Remaining to 

Award 
(C) 

Projected 
Balance 

Remaining 
(D)=(A)-(B)-(C) 

Contract Incentive: 
    

Quality $1,250,000 $1,083,333 $166,667 $0 

Safety $2,500,000 $1,700,000 $468,750 $331,250 

Community Outreach $2,500,000 $2,225,000 $250,000 $25,000 

DBE $900,000 $0 $900,000 $0 

Total Contract Incentive $7,150,000 $5,008,333 $1,785,417 $356,250 

Milestone Incentive:     

Early Signal and Crossing Cutover $4,000,000 $4,000,000 $0 $0 

Early Project Substantial Completion (NTE) $8,000,000 $0 $4,220,000 $3,780,000 

Early Revenue Service $3,000,000 $0 $1,000,000 $2,000,000 

Total Milestone Incentive $15,000,000     $4,000,000 $5,220,000 $5,780,000 

 
 

4.5 Program Cash Flow and Funding 

The remaining program expenditures are cash flowed in Figure 4-1. With the award of the 
full funding, the program does not expect any cash flow issues due to funding. 
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Figure 4.1. Expenditure – Funding Cash Flow 

 

4.6 Issues 
 

Table 4-7. Cost and Funding Issues Identified, and Actions Taken for October 2024 
 

Issues Actions 

None • n/a  
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5.0 CHANGE MANAGEMENT  

5.1 Introduction 

The change management process establishes a formal administrative work process 
associated with the initiation, documentation, coordination, review, approval, and 
implementation of changes during the design, construction, or manufacturing of PCEP. 
The change management process accounts for the impacts of the changes and ensures 
prudent use of contingency. 

5.2 Change Orders/Shared Risk Pool 

5.2.1 Executed Shared Risk/CCO 

There were no Shared Risk items executed in October 2024: 

5.2.2 CMB Approved Change Order Items: 

• IRL 330 – Wayside Enclosure Stairs 

5.2.3 Upcoming Shared Risk Items or Change Orders  

• Non-BBII isolation 

• TPS/SCADA recommended spare parts 

• March 10, 2022, incident damage cost  

5.3 Issues 

Table 5-1. Change Management Issues Identified and Actions Taken for October 2024 

Issues Actions 

None • n/a  
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AMENDED AND RESTATED INTERIM AGREEMENT BETWEEN THE TRANSBAY JOINT POWERS AUTHORITY 
AND THE PENINSULA CORRIDOR JOINT POWERS BOARD REGARDING THE DOWNTOWN RAIL 

EXTENSION, PHASE 2 OF THE TRANSBAY PROGRAM 

This is an Amended and Restated Interim Agreement ("Agreement") between the Transbay Joint 
Powers Authority ("TJPA") and the Peninsula Corridor Joint Powers Board ("Caltrain") (TJPA and Caltrain 
are collecƟvely referred to as the "ParƟes"). This Agreement will be superseded by the execuƟon of a 
final Master CooperaƟve Agreement (“MCA”) between the ParƟes to be developed as described in this 
Agreement. 

RECITALS 

A. TJPA is a joint exercise of powers authority formed by the City and County of San Francisco 
(“City"), the Alameda-Contra Costa Transit District (“AC Transit”), Caltrain, and the California High 
Speed Rail Authority (“CHSRA”). 

B. The Peninsula Corridor Joint Powers Board is a joint exercise of powers authority that owns and 
operates Caltrain, the commuter rail service that runs from San Francisco to Gilroy. The joint 
powers authority was formed by the City, the Santa Clara Valley TransportaƟon Authority 
(“VTA”), and the San Mateo County Transit District (“SMCTD”). 

C. In November 1999, San Francisco voters approved ProposiƟon H, mandaƟng that the city extend 
the Caltrain commuter rail to downtown San Francisco in a new regional transit staƟon on the 
site of the (then) exisƟng Transbay Terminal and mandaƟng that the new staƟon serve high 
speed rail. 

D. TJPA is delivering the Transbay Program, a transportaƟon project intended to transform 
downtown San Francisco and the San Francisco Bay Area’s regional transportaƟon system. A map 
of the project is aƩached here as Exhibit A. The Transbay Program replaced the former Transbay 
Terminal at First and Mission Streets in San Francisco with a modern regional transit hub 
connecƟng the Bay Area and ulƟmately the State of California through: AC Transit, BART, 
Caltrain, Golden Gate Transit, Greyhound, Muni, SamTrans, WestCAT Lynx, Amtrak, paratransit 
and future high-speed rail from San Francisco to Los Angeles/Anaheim. 

E. TJPA has completed Phase 1 of the Transbay Program, construcƟon of the Salesforce Transit 
Center. TJPA is acƟvely engaged in delivery of Phase 2 of the Transbay Program, the Downtown 
Rail Extension, now also known as “The Portal,” referred to herein as the “DTX Project.” 

F. The DTX Project will connect Caltrain’s regional rail system and the future California High-Speed 
Rail Authority’s statewide system to the Transit Center in downtown San Francisco. The rail 
alignment will be principally below grade and provide a link for Caltrain customers and future 
travelers who use the state’s high-speed rail system. 

G. The DTX Project includes, in part, a staƟon, track, and related faciliƟes parƟally within the 
Caltrain yard and staƟon property bounded by 4th and 7th Street and King and Townsend Street 
and the porƟon of the mainline between the Railyard and MP 1.0 (the 16th Street crossing) 
(such porƟon of the DTX Project within Caltrain’s property interests collecƟvely “4KY Project”). 
See Exhibit A for a map of the designated area. 

H. The ParƟes’ rights and responsibiliƟes related to 4KY Project will be covered under a separate 
agreement between the ParƟes (the “4KY Agreement”) or in the MCA; however, TJPA’s 
responsibility for covering costs related to the preparaƟon and execuƟon of the 4KY Agreement 
and Caltrain’s work associated with the delivery of the 4KY Project will be covered in this 
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Agreement prior to the execuƟon of a separate 4KY Agreement or the MCA between the ParƟes. 
The ParƟes agree that this Agreement will supersede the March 2, 2023 DTX Rail Program 
Enabling Works Planning Memorandum of Agreement as amended (“Enabling Works MOA”), 
which expired September 30, 2024. 

I. The ParƟes agree that Enabling Works may begin for the 4KY Project upon (1) execuƟon of an 
agreement regarding property rights as discussed in SecƟon III(B)(1) below and (2) TJPA’s 
submission of materials to the FTA demonstraƟng the availability of the full local funding 
required for compleƟon of a Full Funding Grant Agreement. The ParƟes agree that the 4KY 
Project will be covered in a separate 4KY Agreement or in the MCA, which will require approval 
by the Boards of Directors of both agencies. 

J. Pursuant to California Public Resources Code secƟon 5027.1, TJPA has primary jurisdicƟon with 
respect to all maƩers concerning the financing, design, development, construcƟon, and 
operaƟon of the Transbay Program. 

K. In addition, as an operator, Caltrain is responsible for complying with state and federal law 
governing railroad operations and safety. As a result, Caltrain must have authority to condition 
its Acceptance of any design on requirements relating to Caltrain railroad operations, 
maintenance, system performance, system safety and security, pursuant to terms under the 
MCA including that Caltrain will not unreasonably withhold its Approval and will exercise its 
review in a timely manner.  

L. TJPA, the Metropolitan TransportaƟon Commission, the San Francisco County TransportaƟon 
Authority, Caltrain, the California High Speed Rail Authority, and the City and County of San 
Francisco have entered into the San Francisco Peninsula Rail Program Memorandum of 
Understanding (“MOU”) to support the efforts of TJPA in development of the DTX Project to a 
ready-for-procurement status. The parƟes to the MOU recognize the DTX Project is a criƟcal rail 
link in the Bay Area, mega-region, and state transportaƟon system and that it will be more 
efficiently and effecƟvely developed through a mulƟ-agency partnership among local, regional, 
and state stakeholder agencies with experƟse in developing, funding, and implemenƟng major 
infrastructure projects. TJPA, Caltrain, and the other parƟes to the MOU are conƟnuing their 
cooperaƟve efforts related to planning, construcƟon procurement, project delivery, funding, and 
other implementaƟon maƩers pursuant to an integrated project team model and are currently in 
discussions to execute the Portal Project ImplementaƟon Memorandum of Understanding 
(“ImplementaƟon MOU”). This Agreement is separate from and does not modify or replace the 
ImplementaƟon MOU. Future agreements of TJPA and/or Caltrain cannot impair the rights and 
obligaƟons of the parƟes to the ImplementaƟon MOU as arƟculated in that MOU without the 
prior wriƩen consent of all parƟes to that MOU; likewise, future agreements of TJPA and/or 
Caltrain cannot impair the rights and obligaƟons of the ParƟes’ to this Agreement without the 
prior wriƩen consent of both ParƟes. 

M. The ParƟes agree that this Agreement is only intended to govern the ParƟes’ cooperaƟon in 
advancing the DTX Project pursuant to the Joint Work Plan as described in Exhibit B during the 
Term of the Agreement, including the role of an IPDT, joint decision-making process for decisions 
leading up to a MCA, a staffing plan, a descripƟon of resource needs, a budget for all of Caltrain’s 
work on the DTX Project including the 4KY Project prior to entering into a MCA, and a 
reimbursement mechanism, along with a proposed schedule for the negoƟaƟon and execuƟon 
of any necessary interim agreements and the MCA. Through this Agreement, the ParƟes commit 
to further negoƟaƟons and to provide the resources required to plan the DTX Project, including 
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staffing of the IPDT. This Agreement is interim and does not cover the Ɵme period for 
construcƟon of the DTX Project. 

N. TJPA and Caltrain acknowledge that the work performed under this Agreement shall be in 
conformance with all applicable Federal and/or State laws and regulaƟons. The ParƟes further 
acknowledge that the work performed under this Agreement shall comply with their respecƟve 
obligaƟons pursuant to the terms and condiƟons of any exisƟng grant agreements. TJPA 
specifically acknowledges that nothing in this Agreement will relieve TJPA of its obligaƟons 
pursuant to TJPA’s 2010 Grant/CooperaƟve Agreement with the Federal Railroad AdministraƟon 
related to the grant of $400 million in American Recovery and Reinvestment Act (ARRA) funds to 
construct the train box. The ParƟes also agree that nothing in this Agreement will relieve Caltrain 
of its obligaƟon not to take any acƟon that Caltrain knows or should have known would 
effecƟvely preclude or make materially more complicated or expensive CHSRA’s future operaƟon 
in the Peninsula Rail Corridor, pursuant to Caltrain’s obligaƟons under secƟon 5.3.1 of the 2018 
Program Management Funding Agreement with CHSRA, as amended.  

O. On August 3, 2023, by ResoluƟon No. 2023-52, the Peninsula Corridor Joint Powers Board 
approved this Agreement, as executed August 17, 2023. On August 10, 2023, by ResoluƟon No. 
23-040, the TJPA Board of Directors approved this Agreement, as executed August 17, 2023. 

P.  On December 5, 2024, by ResoluƟon No. 2024-_______________, the Peninsula Corridor Joint 
Powers Board approved this Amended and Restated Interim Agreement. On December 12, 2024, 
by ResoluƟon No. 24-_______________, the TJPA Board of Directors approved this Amended 
and Restated Interim Agreement.
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I.  SCOPE, DEFINITIONS, AND GENERAL AGREEMENTS 

A.  AffirmaƟon of Recitals. 
Caltrain and TJPA affirm that the above recitals are true and correct. 

B.  DefiniƟons. 
The following definiƟons relate to such terms found in the enƟre Agreement, including, 
without limitaƟon, all Exhibits hereto. 

1. Agent: The agents, employees, officers, directors, contractors, subcontractors, and 
representaƟves of the Party to whom such term refers. 

2. Agreement: This Agreement executed by the ParƟes, including all parts and documents 
listed herein, all aƩachments, and all future addenda, subsƟtuƟons, modificaƟons, and 
amendments when legally executed and effecƟve. 

3. Acceptance: WriƩen approval by a designated representaƟve of either Party. For Design 
Packages, as defined in SecƟon II below, Acceptance shall be indicated by the signature 
of each ParƟes’ representaƟve on a cover sheet indicaƟng that all comments are 
resolved and the package is ready to proceed to the next milestone.  Acceptance shall 
not, unless specifically indicated in wriƟng by the representaƟve, consƟtute a waiver of 
any standard, code, or other requirement in this Agreement. 

4. Basis of Design: A document, or series of documents, created by TJPA that describe the 
processes and assumpƟons behind major design decisions for the Project. 

5. Board of Directors: The governing board of either Party, as specified. 
6. Budget: This term will have the meaning given to it in SecƟon IV(B)(3) below. 
7. Caltrain: The Peninsula Corridor Joint Powers Board ("JPB"), as well as the Peninsula 

Corridor Commute Train Service. 
8. Caltrain Core System: ExisƟng passenger services currently operated by Caltrain 

between 4th and King in San Francisco and Gilroy, as well as a proposed future service 
extension to Salinas. 

9. Caltrain Design Criteria and Standards: The set of criteria and standards that Caltrain 
has developed and relies upon to create a uniform basis of design for all Caltrain 
projects. Caltrain may provide wriƩen variance to these criteria to further enhance 
operaƟonal flexibility or for reasons based on good and sound engineering principles 
and judgments. 

10. Caltrain Program Director: The Caltrain Project ExecuƟve, who will be Caltrain’s most 
senior member of the IPDT. The Caltrain Program Director shall be a California licensed 
Engineer (or equivalent) with the qualificaƟons, experience, and skills necessary to 
manage design, construcƟon and rail service acƟvaƟon of the transit operaƟng system. 

11. Change Order: A wriƩen amendment changing the terms or condiƟons of a contract 
between one of the ParƟes and a third party. 

12. CHSRA: The California High-Speed Rail Authority. 
13. CMGC: The ConstrucƟon Manager/General Contractor method of project delivery. 
14. Contract: The contract(s) used by TJPA and/or Caltrain to design, build, fabricate, install, 

and prepare for operaƟons all or any porƟon of the DTX Project. 
15. Contractor: The contractor(s) awarded the Contract by TJPA and/or Caltrain. 
16. CPUC: The California Public UƟliƟes Commission. 
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17. Days: Calendar days, including Saturdays, Sundays, and legal holidays, unless otherwise 
specified. 

18. Design ExcepƟons: Proposed variances to the Caltrain Design Criteria and Standards, or 
DTX Design Criteria. 

19. Dispute ResoluƟon: The dispute resoluƟon and escalaƟon process described in SecƟon 
II(E) of this Agreement. 

20. DTX Design Criteria: The set of criteria and standards that the ParƟes have agreed upon 
to establish a Basis of Design for the DTX Project. The ParƟes may mutually agree to 
modify these criteria to further enhance operaƟonal flexibility or for reasons based on 
good and sound engineering principles, cost and judgments. 

21. DTX Procurement Plan: A document, or series of documents, that idenƟfies 
requirements and Ɵmeframes for the procurement of Contractors for the DTX Project. 

22. DTX Project: The Downtown Rail Extension Project as defined in Paragraphs E, F, and G 
of the Recitals, including the 4KY Project, also known as “The Portal.” 

23. EffecƟve Date: This term will have the meaning given to it in SecƟon VI(H)(13). 
24. Eligible Costs: Reasonable and actual applicable staff and consultant costs incurred by 

Caltrain for the DTX Project during the Term of this Agreement, as further defined in 
SecƟon IV(C)(1). 

25. Enabling Works: Physical construcƟon and preconstrucƟon tasks undertaken at a site in 
order to prepare the site for addiƟonal work. This may include demoliƟon of exisƟng 
faciliƟes, clearance of trees, or excavaƟon of known obstrucƟons, among other tasks. 

26. Enabling Works MOA: The March 2, 2023, DTX Rail Program Enabling Works Planning 
Memorandum of Agreement between TJPA and Caltrain, as amended.  

27. Environmental Documents: A document or series of documents prepared for any 
governmental enƟty concerning the environmental condiƟon of any property related to 
the DTX Project, or the effect of part or all of the DTX Project on environmental 
condiƟons related to the DTX Project. 

28. File Sharing ApplicaƟon: A cloud-based service to be determined by the ParƟes that 
allows for mutual access, review, and sharing of files and documents related to the DTX 
Project. 

29. Force Majeure: Any event described in SecƟon VI(E) of this Agreement which has an 
adverse or material impact on either Party’s ability to fulfill its obligaƟons under this 
Agreement. 

30. 4KY Agreement: Future agreement between the ParƟes regarding the 4KY Project. 
31. 4KY Project: A porƟon of the DTX Project within Caltrain’s property interests as defined 

in Recital G. 
32. FRA: The Federal Railroad AdministraƟon. 
33. FTA Deliverables: Any document or series of documents submiƩed or intended to be 

submiƩed to the FTA related to the DTX Project. 
34. FTA: The Federal Transit AdministraƟon. 
35. GEC: A General Engineering Contract. 
36. Integrated Management Team (IMT): Senior management group convened by the TJPA 

ExecuƟve Director and led by the TJPA Project Director, with representaƟon from the 
partners or from a sub-set of the partners as mutually agreed, with responsibility during 
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Phase 2 of Blueprint ImplementaƟon (as defined in the ImplementaƟon  MOU) to 
integrate/coordinate management-level acƟviƟes across the agencies, remove roadblock 
and marshal resources, and provide early/ongoing visibility into project status, issues, 
and risks. 

37. Integrated Program Delivery Team (IPDT): This term will have the meaning given to it in 
SecƟon II(A) below. 

38. IPDT Framework: This term will have the meaning given to it in SecƟon II(A)(1) below. 
39. Joint Work Plan: This term refers to the set of work the ParƟes agree to undertake as 

described in Exhibit B. 
40. Master CooperaƟve Agreement (MCA): The contemplated future agreement between 

the ParƟes. 
41. MTA: The San Francisco Municipal TransportaƟon Agency. 
42. MTC: The San Francisco Bay Area Metropolitan TransportaƟon Commission. 
43. NoƟce to Proceed (NTP): WriƩen document to be issued by TJPA to Caltrain giving 

authorizaƟon to begin on a mutually-agreed scope of work and the Ɵmeline for the 
scope of work.   

44. Party and ParƟes: TJPA and Caltrain either collecƟvely or individually. 
45. Procurement Documents: All documents produced or referred to by TJPA or Caltrain to 

describe or determine elements of Contract procurement or procedures. 
46. Program Management/Project Controls (PMPC) or Program 

Management/ConstrucƟon Management (PMCM) Consultant: TJPA-procured 
consultant supporƟng TJPA in the delivery of the DTX Project. It includes a wide scope of 
work to support TJPA, including schedule management, real estate and environmental 
support, and support to complete other technical tasks outside of design work. 

47. Progressive Design Build (PDB): A project delivery process in which both the design and 
construcƟon of a project are procured from a single Contractor. 

48. PDB Contractor: Progressive-Design Build Contractor. 
49. Railyard: Caltrain yard and staƟon property bounded by 4th and 7th Street and King and 

Townsend Street. 
50. Salesforce Transit Center: The exisƟng intermodal transit facility at 425 Mission Street in 

San Francisco, owned by TJPA, occupied by AC Transit, MTA, and others, and planned as 
the future northern terminus of Caltrain and CHSRA. May also be referred to as Transbay 
Transit Center or Transit Center. 

51. SFCTA: The San Francisco County TransportaƟon Authority. 
52. SFOEWD: The San Francisco Office of Economic & Workforce Development. 
53. SFPUC: The San Francisco Public UƟliƟes Commission. 
54. Technical Memoranda and Plans: SupporƟng documentaƟon completed to address 

specific quesƟons or issues that may arise during project development. This 
documentaƟon will support recommendaƟons for decisions or acƟons that facilitate 
conƟnued development. 

55. Term: This term will have the meaning given to it in SecƟon I(C) below. 
56. TJPA Project Director: An individual designated by the TJPA ExecuƟve Director, 

responsible for seeing that obligaƟons are met as part of this Agreement. The TJPA 
Project Director shall be a California licensed Engineer (or equivalent) with the 
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qualificaƟons, experience, and skills necessary to manage construcƟon and rail service 
acƟvaƟon of the transit operaƟng system. 

57. TJPA: The Transbay Joint Powers Authority. 

C. Term. 
The term of this Agreement (“Term”) will commence upon the EffecƟve Date and conƟnue 
for three years with two one-year opƟons to be exercised by mutual agreement of the 
ParƟes unless (i) the ParƟes enter into an MCA or other agreement that explicitly supersedes 
this Agreement; or (ii) the Agreement is earlier terminated pursuant to the terms described 
in SecƟon VI(F) herein.  

D. Purpose of Agreement. 
The ParƟes will advance the DTX Project over the course of approximately ten (10) years, 
and Caltrain and TJPA expect the responsibiliƟes of the ParƟes to change and adjust over 
Ɵme. Caltrain and TJPA intend for this Agreement to provide a flexible mechanism to enable 
the ParƟes to cooperate on the DTX Project as the DTX Project advances prior to the 
execuƟon of an MCA between the ParƟes. 

This Agreement sets out the interacƟon, consultaƟon, and cooperaƟon between the ParƟes 
and is intended to govern the parƟes’ cooperaƟon in advancing the DTX Project during the 
Term of the Agreement. 

E. Scope of the Agreement. 
The Scope of this Agreement includes (1) the work specified herein jointly undertaken by the 
ParƟes to advance the DTX Project during the Term of the Agreement, (2) the role of an IPDT 
and the decision-making process during the Term, including the procedure for review and 
Acceptance of the design for the 4KY Project, (3) a staffing plan, a descripƟon of resource 
needs, a budget, and a reimbursement mechanism for Caltrain’s costs for the DTX Project 
during the Term, (4) process for TJPA access to Caltrain property to support necessary design 
work during the Term of the Agreement, and (5) Ɵmeline and process for the negoƟaƟon 
and execuƟon of any other necessary interim agreements and the MCA. 

The Joint Work Plan to be undertaken pursuant to this Agreement is described in Exhibit B. 
This Joint Work Plan is subject to change and adjustment as agreed upon by the ParƟes. 

F. General Project Principles and Agreements to Implement Project Purpose. 

1. Mutual Intent to Cooperate. Both ParƟes agree that the successful compleƟon of an 
MCA between the ParƟes and ulƟmately the DTX Project requires their full and mutual 
good faith cooperaƟon. The ParƟes agree to work together cooperaƟvely to complete all 
work needed to meet criƟcal milestones in the Accelerated or successor adopted Work 
Plans and documentaƟon requirements, and negoƟate and seek Board approval of an 
MCA prior to TJPA’s submission of an applicaƟon for a Full Funding Grant Agreement 
(“FFGA”) to FTA. 

2. Retained JurisdicƟonal Authority. TJPA has primary jurisdicƟon with respect to all 
maƩers concerning the financing, design, development, construcƟon, and operaƟon of 
the Transbay Program, pursuant to California Public Resources Code secƟon 5027.1. 
Caltrain is a commuter rail operator subject to safety regulaƟons and oversight by the 
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Federal Railroad AdministraƟon (FRA) pursuant to 49 C.F.R. part 209-244, the Federal 
Transit AdministraƟon (FTA) pursuant to 49 C.F.R. pt. 673 and the California Public 
UƟliƟes Commission (CPUC) pursuant to Public UƟliƟes Code secƟon 309.7. Accordingly, 
Caltrain has jurisdicƟonal authority over elements of the DTX Project affecƟng railroad 
operaƟons and maintenance (which Caltrain intends to exercise through the joint 
decision-making authority as described in SecƟon II, subject to the Dispute ResoluƟon 
process described in SecƟon II(E) below).  

3. Project Principles. The ParƟes agree that the design and construcƟon of the DTX Project 
shall be based on the following principles: 

a. The DTX Project will be delivered on Ɵme and within budget. 
b. The DTX Project design, operaƟons, and funding must be compaƟble with and 

connected to Caltrain’s Core System and must be consistent with Caltrain’s 2040 
service vision and Caltrain Design Criteria and Standards. 

c. Safety and customer experience must be the primary focus of all planning, design, 
construcƟon, and operaƟons and maintenance decisions of the DTX Project. 

d. The ParƟes will conƟnue their cooperaƟve efforts related to planning, design, 
construcƟon, funding, and other implementaƟon maƩers pursuant to an integrated 
project delivery team model and in accordance with the MOU, and any successor 
agreement between the MOU parƟes. 

e. The DTX Project will be cost neutral to both Caltrain and TJPA operaƟons.  Caltrain is 
responsible for system integraƟon, start up and rail acƟvaƟon of DTX Project. The 
ParƟes agree that funding for OperaƟons and Maintenance (“O&M”) is a criƟcal 
issue to be addressed via the MCA, as the MCA is a CriƟcal Third Party Agreement 
required for FFGA.  Staff from both ParƟes will conƟnue working at the direcƟon of 
the ParƟes’ Joint Ad Hoc CommiƩee to devise a mutually-agreeable approach to be 
documented in the MCA. 

f. The ParƟes further agree that TJPA shall not commence construcƟon on the porƟon 
of the 4KY Project known as “Package A,” consisƟng of clearing a porƟon of the 4th 
and King Yard necessary for the DTX Project, prior to entering a binding commitment 
between the ParƟes to construct the porƟon known as “Package B,” which is the 
realignment of track and systems in the 4th and King Yard to allow for maximum 
operaƟng capacity while the DTX Project is under construcƟon and the connecƟon of 
the DTX to the Caltrain mainline. 

 
 

  



 

9 

II. DECISION-MAKING PROCESSES 

A. Integrated Program Delivery Team. 
Staff and consultants from Caltrain will be integrated into an Integrated Program Delivery 
Team (“IPDT”) convened by the TJPA ExecuƟve Director and led by the TJPA Project Director 
consisƟng of representaƟves from TJPA, Caltrain, and CHSRA, their consultants and 
contractors, and other resources/personnel as required, with responsibility to deliver the 
DTX Project during Phase 1 and Phase 2 of Blueprint ImplementaƟon (as those terms are 
defined in the ImplementaƟon MOU). This will be the primary staff-level body with the 
responsibility to manage the DTX Project so that it can be delivered within the approved 
scope, budget, and schedule; nothing herein, however, is intended to supersede the TJPA 
Board’s authority as the legislaƟve body of TJPA or the Peninsula Corridor Joint Powers 
Board’s authority as the legislaƟve body of Caltrain. 

1. Leadership and Authority. The IPDT shall be organized and operated pursuant to the 
IPDT Framework. The IPDT Framework is expected to be jointly prepared for mutual 
approval by TJPA (through its ExecuƟve Director), Caltrain, and CHSRA no later than 
December 31, 2024; the IPDT Framework may be subject to review and refinement by 
mutual agreement of the parƟes thereto over Ɵme. Caltrain’s staffing plan cost summary 
to implement the Joint Work Plan and the IPDT Framework is aƩached here as Exhibit E 
and incorporated by reference herein.  

a. Program Directors as Primary Point of Contact. TJPA and Caltrain will each designate 
a Project/Program Director (collecƟvely referred to as the “Program Directors”) who 
will be delegated by their respecƟve ExecuƟve Directors with the authority to 
represent the ParƟes for the purposes of design and other key tasks during the Term 
of this Agreement. The Program Directors will be the primary points of contact for 
building consensus and resolving issues under this Agreement, and for managing 
amendments to this Agreement including bringing amendments to the Boards of 
both agencies when Board approval is required. 

b. Authority to Approve Change Orders. No design or construction Change Order that 
affects railroad operations, railroad maintenance, systems performance, systems 
safety, and security shall be executed without the concurrence of both Parties’ 
Program Director, which concurrence shall not be unreasonably withheld. 
Disagreements regarding Change Orders will be referred to the Dispute Resolution 
process described below in Section II(E). Nothing in this Agreement precludes TJPA 
from agreeing to additional Change Order approval requirements, including a 
requirement that CHSRA also concur with any design or construction Change Order 
that affects railroad operations, railroad maintenance, systems performance, 
systems safety, and security prior to execution, so long as not inconsistent with this 
Agreement.     

c.  Caltrain Approval of System Safety Standards. For avoidance of doubt, this 
Agreement’s mutual-consent procedures ensure that Caltrain holds Approval 
authority pursuant to subparagraph (c) where proposed Change Orders impact the 
safety of the Caltrain Core System.  

2. Joint Decision-Making. 
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a. Review of Design SubmiƩals. The ParƟes will conƟnue to perform support and 
review acƟviƟes needed to progress the DTX Project in a Ɵmely manner, as follows: 

i. Through the IPDT, Caltrain and TJPA shall parƟcipate in the review of Design 
Packages and Basis of Design documents, as they are completed pertaining to 
Caltrain railroad operaƟons, railroad maintenance, safety, and security for the 
DTX Project, including without limitaƟon the 4KY Project (collecƟvely, “Design 
Packages” an each a “Design Package”). For alternaƟve project delivery 
methods, the ParƟes agree to follow a review of design submiƩal process with 
equivalent milestones and process to the milestones described herein. 

ii.  Design Packages shall progress to the next milestone only upon both ParƟes’ 
Acceptance, which approval shall be delivered Ɵmely and not be unreasonably 
withheld. Either Party may condiƟon its Acceptance on specific, reasonable 
requirements relaƟng to the safety of railroad operaƟons, or increases railroad 
operaƟons, railroad maintenance or capital renewal costs of the Caltrain Core 
System (“Acceptance CondiƟons”), which requirements shall be met at the next 
milestone. Either Party may addiƟonally provide comments on any aspect of the 
Design Package. 

iii.  For avoidance of doubt, TJPA contract packages 10-UR (UƟlity RelocaƟon) and 
30-BD (Building DemoliƟon) do not pertain to railroad operaƟons, railroad 
maintenance, safety, and security for the DTX Project and therefore are not 
Design Packages subject to Caltrain Acceptance under this Agreement.  

iv.  Either Party may object to an Acceptance CondiƟon through the Dispute 
ResoluƟon process described below in SecƟon II(E). 

v.  TJPA will incorporate all Caltrain comments into revised design documents, 
except for comments that TJPA determines are contrary to the purposes of the 
DTX Project or will increase the cost of the project out of proporƟon to the 
specific benefits at issue. If the ParƟes are unable to agree on integraƟon of 
comments, the ParƟes will follow the Dispute ResoluƟon process described 
below in SecƟon II(E).  

vi.  For avoidance of doubt, the requirement of mutual Acceptance set out above 
ensures that Caltrain has Approval authority where the design issue impacts the 
safety of railroad operaƟons, or increases railroad operaƟons, railroad 
maintenance, or capital renewal costs of the Caltrain Core System. However, 
such Acceptance and Approval authoriƟes are not exclusive and do not preclude 
TJPA from granƟng addiƟonal approval or acceptance rights to other parƟes, so 
long as not inconsistent with this Agreement.   

b. AddiƟonal Caltrain review. TJPA must provide reasonable Ɵme for Caltrain review 
and Acceptances s for maƩers beyond the authority of the IPDT. These include but 
are not limited to the following items: Design ExcepƟons, Technical Memoranda and 
Plans, FTA Deliverables, and Environmental Documents.  
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3. Technical Requirements and Design Standards. Caltrain has provided TJPA its design 
criteria (2020 release) and related requirements, which TJPA has incorporated into the 
DTX Design Criteria. Where Caltrain does not have applicable design criteria, addiƟonal 
DTX Design Criteria shall be applied if approved by Caltrain; any costs associated with 
Caltrain work to develop the relevant standard shall be Eligible Costs subject to SecƟon 
IV below. TJPA will not apply any Caltrain standards or guidance developed prior to the 
Caltrain Board’s 2019 approval of the 2040 Service Vision without wriƩen confirmaƟon 
from Caltrain. In the event Caltrain desires to change the design criteria or a design aŌer 
Acceptance of the 60% design submiƩal on any contract package, TJPA and Caltrain will 
follow the joint decision-making process described in SecƟon II(A)(2). If it is determined 
by this process that the design change shall be made, the parƟes will work together 
cooperaƟvely to idenƟfy funding to effectuate the change.  

4. Variances. When submiƫng a Design Package pursuant to SecƟon II(A)(2), TJPA may 
request that the Caltrain Program Director approve a design that varies from the 
applicable design criteria, which Acceptance shall not be unreasonably withheld. 

5. PreparaƟon for ConstrucƟon 

a. Review of Procurement Documents 

i. The IPDT will manage all aspects of the preparaƟon for construcƟon in 
accordance with the DTX Procurement Plan. 

ii. TJPA will provide draŌs of requests for qualificaƟons, invitaƟons for bids and 
requests for proposals, and addenda for all construcƟon projects and 
modificaƟons thereof to the IPDT. Caltrain will formally indicate its Acceptance 
or provide comments for those construcƟon packages pertaining to railroad 
operaƟons, railroad maintenance, safety, and security within a period mutually 
agreed by the ParƟes on a case-by-case basis. 

b. Project Delivery Approaches. Caltrain Acceptance rights and responsibiliƟes 
established under this Agreement will be applied to the project delivery method or 
methods that TJPA selects for project delivery, including without limitaƟon CMGC or 
PDB. 

c. SelecƟon CommiƩees. TJPA shall invite Caltrain to parƟcipate as a voƟng member(s) 
on selecƟon commiƩees to evaluate proposals and review bids for construcƟon 
contracts. Caltrain may decline to parƟcipate at its discreƟon.  

B. Governance. 

1. Engagement with the IPMT and EWG. The IPDT, through the TJPA PD will provide regular 
progress reports to the IPMT and its successor IMT, and interface with the ExecuƟve 
Working Group (“EWG”) in accordance with the ImplementaƟon MOU. 

2. Role of Boards. Each Party agrees to parƟcipate in joint TJPA-Caltrain briefings of the 
other Party’s boards and commiƩees about the subject maƩer of this Agreement, when 
invited to do so. 

C. Partnering. 
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1.  The ParƟes agree to parƟcipate in joint partnering sessions, focused on: 

a. Interests. Defining common interests via the agencies’ respecƟve purposes, 
missions, and goals for the DTX Project. 

b. Goals. CreaƟng a common set of goals for the DTX Project that reflect the interests 
of both ParƟes. 

c.  CommunicaƟon. Establishing a communicaƟon framework for disciplined, Ɵmely and 
producƟve project discussions over the course of the DTX Project. 

2.  The ParƟes agree to equally share the costs of partnering sessions, including without 
limitaƟon staffing and hosƟng costs. The ParƟes will alternate hosƟng partnership 
sessions.  Caltrain costs associated with partnering sessions shall not be Eligible Costs 
under SecƟon IV. 

D. CooperaƟon With Third ParƟes. 
The ParƟes agree to cooperate on communicaƟons and submiƩals to funding and regulatory 
agencies related to the subject maƩer of this Agreement. The ParƟes also agree to 
coordinate to review and approve agreements with third ParƟes that impact this Agreement. 

1. ReporƟng. 

a. FTA ReporƟng. TJPA will be responsible for reporƟng to the FTA on the DTX Project. 
TJPA and Caltrain will partner on developing any documentaƟon required from 
Caltrain related to the subject maƩer of this Agreement, with TJPA sharing the draŌ 
with Caltrain before submiƩal, with sufficient review Ɵme. 

b. Other Financial ReporƟng Requirements. The ParƟes will provide Ɵmely informaƟon 
to each other as requested to saƟsfy financial reporƟng requirements for their 
Boards and/or funding partners related to the subject maƩer of this Agreement. 

c. ReporƟng Material. Caltrain will be responsible for providing to TJPA material 
pertaining to Caltrain’s railroad operaƟon, fleet planning, railroad maintenance, 
safety, and security for reporƟng purposes; TJPA will uƟlize and rely on the material 
Caltrain provides unless TJPA provides noƟce to Caltrain in advance of concerns with 
the Caltrain material and provides an opportunity for the ParƟes to meet and confer 
to resolve. 

2. Review of Third-Party Agreements. 

a. Opportunity to Review. Each Party will ensure that the other Party has the 
opportunity to review and comment on any proposed third-party agreements, 
including those with Caltrans, CHSRA, MTC, SFCTA, SFOEWD, CPUC, Prologis, uƟlity 
companies, or any other third ParƟes, to the extent such agreements include any 
financial, operaƟonal, or real property obligaƟon that may be transferable to the 
other Party or could have an impact on the other Party’s current or future rights, 
obligaƟons, and operaƟons. 

E. EscalaƟon and Dispute ResoluƟon Process. 
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Disputes arising under this Agreement that cannot be resolved through the IPDT will follow 
the procedures set forth in this SecƟon. The process described below will be invoked aŌer 
the Program Director from either Party has submiƩed an invocaƟon to the Program Director 
of the responding Party. 

1. InvocaƟon. 

a. WriƩen NoƟce. The Program Directors will have the authority to invoke the Dispute 
ResoluƟon process by providing wriƩen noƟce idenƟfying the subject of the dispute 
to the Program Director for the responding Party. 

b. Method of ResoluƟon. Although noƟce of the dispute shall be provided in wriƟng, 
the Program Directors may aƩempt to resolve the dispute either verbally or in 
wriƟng. 

2. Urgent MaƩers. 

a. IniƟal response. For maƩers designated as “urgent” by the iniƟaƟng Party, the 
responding Party shall respond within forty-eight (48) hours of receipt of noƟce from 
the iniƟaƟng Party. 

b. Diligent efforts. The Program Directors shall make diligent efforts to resolve the 
dispute for up to fiŌeen (15) days from the responding Party’s response. 

c. EscalaƟon and ExecuƟve Director Response. If the maƩer remains unresolved aŌer 
the fiŌeen (15) day period, or if one or both Program Directors earlier conclude that 
they cannot resolve the dispute, the Program Directors shall escalate the maƩer by 
noƟfying one another and their respecƟve ExecuƟve Directors and providing their 
respecƟve ExecuƟve Directors with all relevant informaƟon. The ExecuƟve Director 
of the responding Party will have forty-eight (48) hours aŌer receipt of noƟce from 
the Program Director(s) that staff have been unable to resolve the dispute. The 
ExecuƟve Directors shall then make a good faith effort to resolve the dispute. If the 
dispute or disagreement is not resolved by the process as described in the 
paragraphs above, the ParƟes may seek authorizaƟon from their respecƟve Board of 
Directors to proceed with any method of non-binding alternaƟve dispute resoluƟon, 
including but not limited to a joint meeƟng of the Boards, mediaƟon, or non-binding 
arbitraƟon.  

3. Non-Urgent. If the maƩer is not designated as “urgent” by the iniƟaƟng Party, the 
dispute resoluƟon shall proceed as above, except that the responding Party shall make 
its iniƟal response within five (5) business days of the iniƟal noƟce, the Program 
Directors’ diligent efforts at resoluƟon shall extend to thirty (30) calendar days from the 
responding Party’s response, and the responding ExecuƟve Director’s response upon 
escalaƟon shall be provided within five (5) business days of the escalaƟon.  

If one or both Program Directors conclude that they cannot resolve the dispute aŌer 
making diligent efforts to do so, they shall noƟfy one another and their respecƟve 
ExecuƟve Directors and they shall provide their respecƟve ExecuƟve Directors with all 
relevant informaƟon. 
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4. No LimitaƟon of AddiƟonal Rights. The ParƟes are commiƩed to working together 
diligently to avoid liƟgaƟon as a method of dispute resoluƟon; however, nothing herein 
will foreclose or limit the ability of either Party to pursue any available remedies, 
including without limitaƟon judicial remedies. 

F. Access To InformaƟon. 
The ParƟes agree to share project informaƟon in a Ɵmely and comprehensive manner. 

1. Material Documents. TJPA will promptly store all material documents related to the work 
under this Agreement received by TJPA in a File Sharing ApplicaƟon managed by TJPA 
and accessible to Caltrain. The Program Management/ConstrucƟon Management 
Consultant (“PMCM”) will update this File Sharing ApplicaƟon. The ParƟes agree that 
noƟficaƟons will be provided to a designated point of contact via email any Ɵme new 
material documents are stored on the designated file sharing site. 

2. Correspondence. The ParƟes agree that all formal communicaƟon between TJPA and 
Caltrain relaƟng to this Agreement, between TJPA or Caltrain and a funding or regulatory 
agency relaƟng to this Agreement, and all decision documents related to work under 
this Agreement will be formalized in wriƟng and stored on the designated File Sharing 
ApplicaƟon, with full access granted to both ParƟes. 

3. External CommunicaƟons and Project Outreach. The ParƟes agree to cooperate on 
external communicaƟons and outreach efforts related to the subject maƩer of this 
Agreement. To the extent applicable at this stage of the DTX Project, in order to ensure 
consistency and accuracy of informaƟon, TJPA will be designated as the lead responsible 
for providing DTX Project construcƟon-related communicaƟons and outreach, while 
Caltrain will be designated as the lead responsible for providing communicaƟons and 
outreach regarding operaƟonal aspects including closures or disrupƟons to Caltrain 
service, opening/service start updates, signage and customer informaƟon systems, 
integraƟon with Caltrain service, safety, system maps, how to ride, related press 
releases, and other items of a similar nature.  
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III. 4TH AND KING YARD PROJECT WORK  

A. The 4KY Project. 
The planned work on the 4KY Project includes the enabling work performed in advance of 
DTX construction in accordance with the 30% design prepared by TJPA for the 4KY Project 
and consists of Package A and Package B. The 4KY Project will be overseen by the IPDT and 
managed at the project level by project managers from each agency.  The Parties will agree 
on governance structures for the 4KY Project in the 4KY Agreement and/or the MCA.  

B.  Access to 4th and King Railyard. 

1. Access. Caltrain has previously provided TJPA certain limited access to the Railyard to 
perform geotechnical invesƟgaƟon and survey work related to the DTX Project pursuant 
to Caltrain’s standard form of Service Agreements and Right of Entry Permit Agreements. 
During the Term, TJPA anƟcipates requiring addiƟonal access to the Railyard to support 
project design and other preconstrucƟon acƟviƟes. 

Caltrain shall work diligently and cooperaƟvely with TJPA in confirming and/or securing 
any required access rights for construcƟon and operaƟons of the DTX project, which 
rights shall be memorialized in the 4KY Agreement and/or the MCA. 

2.  Cooperation. During the Term, Caltrain will cooperate in arranging for TJPA and its 
consultants to receive timely access to the Railyard for such purposes, consistent with 
Caltrain’s standard requirements related to protection of operations and safety and 
pursuant to Caltrain standard form of Right of Entry agreement. 
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IV.  RESOURCES, BUDGET, AND REIMBURSEMENT 

A. General Agreements 

1. Reimbursement for Costs. TJPA will reimburse Caltrain for reasonable and actual Caltrain 
costs for the DTX Project during the Term of the Agreement as described below. The 
process for idenƟfying the resource needs and budget will be as described in SecƟon 
IV(B) below. The process for reimbursement will be as described in SecƟon IV(C) below.  

2. Efficiency. The ParƟes agree to work efficiently, minimize duplicaƟon of effort, and 
support Project budget constraints. 

3. CerƟficaƟon of Funds. Charges under this Agreement will accrue only aŌer prior wriƩen 
authorizaƟon cerƟfied by the TJPA’s Chief Financial Officer through issuance of a NoƟce 
to Proceed (NTP). The amount of the TJPA’s obligaƟon hereunder shall not at any Ɵme 
exceed the amount cerƟfied for the purpose and period stated in NTP. 

B. IdenƟficaƟon of Resource Needs and Budget 

1. Staffing Plan. TJPA and Caltrain will jointly develop an annual work plan and staffing plan; 
the annual work plan is expected to implement the Joint Work Plan aƩached here as 
Exhibit B and incorporated by reference herein. The annual work plan and staffing plan 
must be mutually approved by Caltrain and TJPA (through its Chief Financial Officer and 
the TJPA Project Director). When mutual approval is not possible, the Program Directors 
will idenƟfy issues requiring escalaƟon of decision making as described in SecƟon II(E). 
Caltrain and TJPA (through its Chief Financial Officer and TJPA Project Director) may 
mutually approve modificaƟons to the annual work plan and staffing plan. Costs that are 
not reflected in the mutually approved annual work plan and staffing plan may be 
disallowed from reimbursement. 

The ParƟes expect to apply the following guidelines in developing the annual work plan 
and staffing plan but may mutually agree to deviate from these guidelines where 
appropriate:  

a.  Reasonable costs incurred by Caltrain for staff Ɵme dedicated to the DTX Project 
and/or assigned to the IPDT are expected to be reimbursable. In developing the 
annual work plan and staffing plan, the parƟes will prioriƟze work, plan for efficient 
use of resources, and avoid redundancy. Costs associated with Caltrain’s aƩendance 
at the ESC, EWG, IPMT, and IMT under the MOU (including associated costs such as 
travel Ɵme), and their successors under the ImplementaƟon MOU are not 
reimbursable under this Agreement;  

b. Reasonable costs incurred from developing technical standards when Caltrain has no 
exisƟng standards to address work associated with the Project are expected to be 
reimbursable, provided that Caltrain has obtained prior concurrence from TJPA that 
such standards are necessary for the Project and the ParƟes have agreed upon a not-
to-exceed value for such costs; 
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c.  Reasonable costs incurred by Caltrain for consultant support to the DTX Project, 
including costs incurred in connecƟon with 4KY Project, are expected to be 
reimbursable; and  

d. AddiƟonal or unanƟcipated costs associated with unforeseen differing site 
condiƟons, are expected to be reimbursable. 

2. Other Direct Costs. Other direct costs will be idenƟfied in the annual work plan and 
staffing plan, subject to the mutual approval and, where necessary, escalaƟon process 
described above. Other direct costs that are not reflected in the mutually approved 
annual work plan and staffing plan may be disallowed from reimbursement.  

 The ParƟes expect reasonable expenses including travel and other direct costs 
associated with DTX Project work are reimbursable. Caltrain will follow TJPA’s travel 
policy for the reimbursement of travel expenses, which TJPA will make available to 
Caltrain.  

TJPA will provide office space to the IPDT at no cost to Caltrain. 

3. Budget. TJPA and Caltrain will jointly develop an annual not-to-exceed budget reflecƟng 
the esƟmated costs of the annual work plan and staffing plan and other direct costs. The 
annual budget will include the Indirect Cost AllocaƟon (“ICAP”) rate on costs at a rate of 
3.22 percent (FY24 rate) to be updated on an annual basis. The annual budget must be 
mutually approved by Caltrain and TJPA (through its Chief Financial Officer and the TJPA 
Project Director). When mutual approval is not possible, the Program Directors will 
idenƟfy issues requiring escalaƟon of decision making as described in SecƟon II(E). 
Caltrain and TJPA (through its Chief Financial Officer and TJPA Project Director) may 
mutually approval modificaƟons to the annual budget. Costs that are not reflected in the 
annual budget may be disallowed from reimbursement. Notwithstanding the above 
procedures, the ParƟes' obligaƟons to incur and reimburse costs require approval of the 
ParƟes' respecƟve legislaƟve bodies, each in their sole discreƟon. 

 The annual budget for FY24-25 is aƩached as Exhibit E. The annual budget for 
subsequent fiscal years will be developed and mutually approved and made effecƟve 
following the procedures above; no amendment to this Agreement will be required. 

4. NoƟces to Proceed. AŌer TJPA Board approval of the annual capital budget for The Portal 
and budgeted funds for this Agreement are allocated to TJPA, the TJPA Chief Financial 
Officer will issue an NTP to authorize work that is within the mutually approved annual 
work plan and staffing plan and adopted annual budget. Each NTP shall include a defined 
scope of work, a not-to-exceed maximum price under the NTP, and specify an effecƟve 
and end date. Costs that are not reflected in an NTP may be disallowed from 
reimbursement. 

C. Reimbursement 

1. Invoicing. TJPA will reimburse Caltrain for 100 percent of its reasonable and actual costs 
for the DTX Project during the Term of this Agreement, incurred in conformance with 
SecƟon IV(B) (the “Eligible Costs”).  Caltrain will include the applicable ICAP rate on 
Eligible Costs.  
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a. Rates. TJPA shall compensate Caltrain at actual hourly labor rates. Caltrain will 
provide TJPA with a schedule of hourly labor rates prior to submission of the first 
invoice and will provide updates to the rate schedule in advance of any changes. 

b. Reserved 

c. Right to Suspend Work. If the allocated funds for the scope of work and deliverables 
is less than the annual budget amount for that scope and deliverables  or Caltrain 
anƟcipates that it will be less than such budget amount, and the parƟes have not 
reached agreement on an increase to the annual budget, Caltrain may suspend its 
on-going work under this Agreement, provided that Caltrain’s Program Director first 
noƟfies TJPA’s Project Director by e-mail and TJPA declines to add funds to the 
annual budget sufficient to reimburse Caltrain for Eligible Costs Caltrain will incur to 
complete its work under this Agreement. TJPA may prevent Caltrain from suspending 
its work either in full or in part by dedicaƟng addiƟonal funds to those allocated in 
the annual budget. Caltrain may also suspend work if a NTP has expired and no new 
NTP has been issued. 

d. Invoices. Caltrain will bill TJPA on a cost reimbursable basis. Caltrain will invoice TJPA 
monthly, providing invoices with auditable documentaƟon for Eligible Costs and in a 
form reasonably acceptable to TJPA. Notwithstanding the foregoing, all invoices 
furnished for work in a Fiscal Year must be received by TJPA within thirty (30) days 
aŌer the close of the Fiscal Year specified by TJPA. TJPA will pay invoiced amounts for 
Eligible Costs within forty-five (45) days aŌer receipt from Caltrain (or as soon 
thereaŌer as possible); in no event will TJPA be liable for interest or late charges for 
any late payments.  

e. Suspension for Nonpayment. Caltrain will suspend its on-going work under this 
Agreement if past due payments for Eligible Costs are not made within ninety (90) 
days aŌer Caltrain sent the invoice, provided that Caltrain first follows the noƟce and 
confer procedures described in SecƟon II(E). 

f. Billing Disputes. If TJPA in good faith disputes any porƟon of an invoice, then within 
thirty (30) days aŌer receipt of the invoice, TJPA will provide Caltrain wriƩen noƟce 
of the amount disputed and the reason for the dispute, and the ParƟes will use good 
faith efforts to reconcile the dispute as soon as pracƟcable applying the escalaƟon of 
decision making as described in SecƟon II(E). TJPA shall pay the undisputed porƟon 
of an invoice as described in this SecƟon. TJPA will have no right to withhold 
payment for Eligible Costs incurred by Caltrain that are consistent with this 
Agreement before any terminaƟon of this Agreement. 
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V. ADDITIONAL AGREEMENTS 

A. General Principles and Agreements 

1. CooperaƟon. The ParƟes agree to cooperate in negoƟaƟng any necessary interim 
agreements, including any standalone 4KY Agreement, and the MCA. 

B. Master CooperaƟve Agreement  

1. Timeline. The ParƟes will cooperate in negoƟaƟng an MCA, and will strive to present the 
agreement to their respecƟve boards no later than six (6) months prior to requesƟng 
FFGA. 

2.  Required MCA Terms. The MCA, as prepared, negoƟated, and executed, shall reflect 
mutual agreement by Caltrain and TJPA as to the terms set forth below. The ParƟes will 
determine:  

a.  The disposiƟon of assets and responsibility for operaƟons, maintenance, and capital 
renewal of the DTX Project. The ParƟes commit to developing a mutually agreed 20-
Year Financial Plan that addresses O&M. This will include a model for fare revenue 
allocaƟon.  

b.  A plan for funding for operaƟons and maintenance of the DTX Project that will not 
include any resources that Caltrain currently uses or expects to use for Caltrain Core 
System O&M or the TJPA uses to operate and maintain the Salesforce Transit Center. 

c.  An approach to accommodaƟng construcƟon and service related to high speed rail, 
including issues related to the 4th and Townsend and Salesforce Transit Center 
Plaƞorms. 

d.  The change management process for the construcƟon phase of the DTX Project.  
e.  All temporary and future use of Caltrain's property rights for the DTX Project.  

C.  4KY Agreement 

1.  Timeline. The ParƟes will cooperate to determine if the 4KY Project will be addressed in 
a separate 4KY Agreement or in the MCA. 

2.  Future 4KY Agreement. The ParƟes agree that this Interim Agreement and any future 
4KY Agreement will apply to governance and reimbursement for the design and planning 
of the 4KY Project, up unƟl the ParƟes’ Acceptance of the IFC package.  The ParƟes agree 
that any 4KY Agreement or MCA will address and planning and design work remaining at 
the Ɵme of execuƟon of that future agreement, the development and construcƟon of 
the 4KY Project, including construcƟon closeout and commissioning, joint delivery 
including the change management and decision-making at the project level, any TJPA 
responsibiliƟes related to the relocaƟon or replacement of faciliƟes presently on the 4KY 
Project site, and the use of Caltrain property for the 4KY Project. 

D. AddiƟonal Interim Agreements. The ParƟes agree to cooperate to prepare a schedule for 
the negoƟaƟon and execuƟon of any addiƟonal interim agreements as may be necessary to 
advance the DTX Project.  
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VI. TERMS 

A. Amendments and ModificaƟons. 
From Ɵme to Ɵme, by mutual agreement, the ParƟes may reopen, in whole or in part, 
elements of this Agreement. This Agreement may not be changed, modified, or amended, in 
whole or in part, except in a wriƟng signed by an authorized representaƟve of each Party. 

B. NoƟces. 
Unless otherwise indicated elsewhere in this Agreement, any noƟce given under this 
Agreement must be in wriƟng and will be deemed to have been given upon (a) hand 
delivery, against receipt, (b) one (1) day aŌer being deposited with a reliable overnight 
courier service, or (c) two (2) days aŌer being deposited in the United States mail, registered 
or cerƟfied mail, postage prepaid, return receipt required, and addressed as follows: 

To Caltrain: Michelle Bouchard 
ExecuƟve Director, Caltrain  
1250 San Carlos Ave 
San Carlos, CA, 94070  
Phone: (650) 508-6420 
Email: bouchardm@caltrain.com 

 
With a copy to: 
James C. Harrison, General Counsel  
1901 Harrison Street, Suite 1550 
Oakland, CA 94612 
Phone: (510) 346-6203 
Email: jharrison@olsonremcho.com 

 
To TJPA:  Adam Van de Water 

ExecuƟve Director, Transbay Joint Powers Authority  
425 Mission Street, Suite 250 
San Francisco, CA 94105  
Phone: (415) 597-4032 
Email: avandewater@tjpa.org 

 
With a copy to: 
Deborah Miller, Legal Counsel  
Shute, Mihaly & Weinberger LLP  
396 Hayes Street 
San Francisco, CA 94102  
Phone: (415) 552-7272 
Email: miller@smwlaw.com 

or to such other address as either Party may from Ɵme to Ɵme specify in wriƟng to the other 
upon five (5) days prior wriƩen noƟce in the manner provided above. For convenience of the 
ParƟes, copies of noƟces may also be given by electronic mail, to the address listed above, or 
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such other address as may be provided from Ɵme to Ɵme. However, neither Party may give 
official or binding noƟce by email. 

C. IndemnificaƟon. 

1. TJPA’s IndemnificaƟon. TJPA shall indemnify, defend, and hold harmless Caltrain, its 
Board of Directors, representaƟves, agents, or employees from and against all claims, 
injury, suits, demands, liability, losses, damages and expenses, whether direct or indirect 
(including any and all costs and expenses in connecƟon therewith), incurred by reason of 
any act or failure to act of TJPA, its officers, employees or agents, including any 
consultant retained by TJPA, in connecƟon with this Agreement, except those arising by 
reason of the negligence, recklessness, or willful misconduct of Caltrain, its officers, 
employees and agents. 

2. Caltrain’s IndemnificaƟon. Caltrain shall indemnify, defend, and hold harmless TJPA, its 
Board of Directors, representaƟves, agents, or employees from and against all claims, 
injury, suits, demands, liability, losses, damages and expenses, whether direct or indirect 
(including any and all costs and expenses in connecƟon therewith), incurred by reason of 
any act or failure to act of the Caltrain, its officers, employees or agents, including any 
consultant retained by Caltrain, in connecƟon with this Agreement, except those arising 
by reason of the negligence, recklessness, or willful misconduct of TJPA, its officers, 
employees and agents. 

3. Expenses and Costs. The ParƟes agree that the indemnifying Party will bear all expenses 
and costs and will pay all seƩlements or final judgments arising out of any claim, acƟon 
or proceeding involving the injury to and/or death of any person or damages to or any 
loss of any property arising from any indemnificaƟon obligaƟon of the indemnifying 
Party under SecƟon VI(C)(1)-(2) above, including the costs of defense. Should a claim, 
acƟon or proceeding of any nature be brought at any Ɵme against a Party enƟtled to 
indemnificaƟon pursuant to SecƟon VI(C)(1)-(2) above for injury, death, damage or loss, 
the Party enƟtled to indemnificaƟon will promptly provide noƟce to the indemnifying 
Party of such claim, and will tender the defense of such claim to the indemnifying Party 
which will thereaŌer provide all such defense, indemnity, and protecƟons as are 
necessary under the provisions of this Agreement. The Party enƟtled to indemnificaƟon 
will provide such addiƟonal informaƟon or assistance as is reasonably requested by the 
indemnifying Party to assist in the defense, prosecuƟon, or seƩlement of any such claim. 
The indemnified Party may engage counsel of its choice to defend said indemnified Party 
with the consent of the other Party, which consent will not to be unreasonably withheld. 

4. Other Provisions on Indemnity. The foregoing provisions regarding indemnificaƟon are 
included pursuant to the provisions of secƟon 895.4 of the Government Code and are 
intended by the ParƟes to modify and supersede the otherwise applicable provisions of 
Chapter 21, Part 2, Division 3.6, Title I of the Government Code. 

D. Insurance. 

1. ParƟes agree to purchase and maintain appropriate levels of insurance for the duraƟon 
of the DTX Project. 
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2. Each Party agrees that it will name or cause to be named the other Party as an addiƟonal 
insured, indemnified Party and/or loss payee (pertaining to Caltrain property) on any 
policy of insurance purchased by that Party and in any indemnity provisions in all 
agreements between the Party and design professionals, contractors, or any other party 
with which the Party has an agreement that involves the DTX Project. 

E. Force Majeure. 

1. General. In addiƟon to specific provisions of this Agreement, performance by either 
Party shall not be deemed to be in default where delays or defaults are due to war, 
insurrecƟon, strikes, lockouts, riots, floods, earthquakes, fires, quaranƟne, restricƟons, 
casualƟes, acts of God, acts of the public enemy, epidemic, pandemic, government 
restricƟons on prioriƟes, freight embargoes, shortage of labor or materials, unusually 
inclement weather, lack of transportaƟon, court order, or any other similar causes 
beyond the control or without the fault of the Party claiming an extension of Ɵme to 
perform. 

2. Extension. An extension of Ɵme for any cause will be deemed granted if noƟce by the 
Party claiming such extension is sent to the other Party within thirty (30) days from the 
commencement of the cause and such extension is not rejected in wriƟng by the other 
Party within thirty (30) days of receipt of the noƟce. Time of performance under this 
Agreement may also be extended by mutual wriƩen agreement, signed by both ParƟes. 

F. TerminaƟon. 

1. TerminaƟon for Cause. The ParƟes agree that if either Party is in default of this 
Agreement and fails to remedy this default within sixty (60) business days aŌer receipt 
from the other Party of wriƩen noƟce of such default, the non- defaulƟng Party may, in 
its discreƟon, terminate this Agreement. The ParƟes further agree that, for purposes of 
this SecƟon, the term "default" includes, but is not limited to, the performance of work 
in material violaƟon of the terms of this Agreement; abandonment of the property, 
material failure of either Party to perform the services or other required acts within the 
Ɵme specified in this Agreement or any extension thereof; refusal or failure to provide 
proper workmanship; and the performance of this Agreement in bad faith. Upon such 
terminaƟon for cause, the ParƟes agree that the non-defaulƟng Party shall be enƟtled to 
recover from the defaulƟng Party all associated damages and costs actually incurred and 
aƩributable to the terminaƟon. 

2. TerminaƟon for Convenience. The ParƟes agree that either Party may terminate this 
Agreement, without cause, by giving wriƩen noƟce to the other Party with thirty- 
(30)days advance noƟce. Upon such terminaƟon for convenience, TJPA and Caltrain 
agree that the terminaƟng Party shall be liable to the non-terminaƟng Party for any 
outstanding obligaƟons under this Agreement incurred prior to the date of terminaƟon. 

3. Force Majeure TerminaƟon. The ParƟes agree that either Party may terminate 
performance under this Agreement in its discreƟon for unforeseen causes beyond the 
control and without the fault or negligence of said Party, including those meeƟng the 
definiƟon of force majeure. The ParƟes agree that the Party seeking Force Majeure 
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terminaƟon must provide wriƩen noƟce at least thirty (30) days in advance of the date 
for terminaƟon. 

4. Certain ObligaƟons Survive TerminaƟon. Upon terminaƟon, the ParƟes’ respecƟve rights 
and obligaƟons under this Agreement will cease, except that such terminaƟon will not 
relieve TJPA of its reimbursement or other obligaƟons incurred with respect to: (1) 
Eligible Costs incurred with respect to work performed or reimbursable liabiliƟes 
incurred by Caltrain before the date of terminaƟon; (2) Caltrain costs arising aŌer 
terminaƟon of this Agreement in connecƟon with Caltrain work that is underway and 
are not pracƟcable to stop, and for which Caltrain will incur future costs related to either 
compleƟon of Caltrain responsibiliƟes or contracts that have been entered into; (3) 
Caltrain costs of restoraƟon or return of impacted Caltrain improvements back to 
funcƟonality as determined by the Caltrain Board of Directors or designee; (4) the 
indemniƟes and waivers set forth in SecƟon VI(C); and (5) those terms that expressly 
survive terminaƟon. 

5. Within sixty (60) days aŌer receipt of noƟce of terminaƟon, Caltrain will submit any 
outstanding invoices for costs incurred prior to terminaƟon to TJPA, and TJPA will use 
best efforts to reimburse Caltrain for costs incurred consistent with this Agreement 
within forty-five (45) days aŌer receipt. 

G.  Budget Authority. All obligaƟons under this Agreement are subject to and conƟngent on the 
obligor agency’s budgetary authority to make the expenditures necessary to carry out the 
obligaƟon.  

H. General CondiƟons. 

1. Further Assurances. Each Party will execute and deliver to the other all such addiƟonal 
instruments or documents as may be necessary to carry out this Agreement, or to assure 
and secure to the other Party the full and complete enjoyment of its rights and privileges 
under this Agreement, subject to appropriate approvals of each Party’s governing body. 

2. Non-Liability of ParƟes’ Officials and Employees. No elected or appointed board, 
commission, member, officer, director, or employee, of either Party will be personally 
liable to the other Party, or any successor in interest, in the event of any default or 
breach of this Agreement, or for any amount which may become due on any obligaƟon 
under this Agreement. This provision will survive terminaƟon or expiraƟon of this 
Agreement. 

3. No Joint Liability. Nothing in this Agreement may be construed as giving a Party the right 
or ability to bind the other Party and nothing in this Agreement may be construed to 
create any joint liability with regard to, or as a result of, the acƟviƟes undertaken by the 
other Party or its Agents. All officers, directors, employees, representaƟves, and Agents 
of a Party will remain the officers, directors, employees, representaƟves, and Agents of 
that Party and will be subject to the laws, procedures, rules, and policies governing such 
Party. 

4. No Implied Waiver. No failure by either Party to insist on the strict performance of any 
obligaƟon of the other Party under this Agreement or to exercise any right, power, or 
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remedy aŌer a breach of this Agreement will consƟtute a waiver of any breach or of 
term, covenant, or condiƟon. No acceptance of full or parƟal payment by either Party 
while the other Party is in default will consƟtute a waiver of the default. No express 
wriƩen waiver of any default or the performance of any provision if this Agreement will 
affect any other default or performance, or cover any other period of Ɵme, other than 
the default, performance, or Ɵme specified in the express waiver. One or more wriƩen 
waivers of a default or the performance of any provision of this Agreement will not be 
deemed to be a waiver of a subsequent default or performance. The consent of TJPA or 
Caltrain given in one instance under the terms of this Agreement will not relieve the 
other Party of any obligaƟon to secure the consent to any other or future instance under 
the terms of the Agreement. 

5. Applicable Law. This Agreement must be interpreted under and pursuant to the laws of 
the State of California. The ParƟes agree that the jurisdicƟon and venue of any dispute 
between the ParƟes will be the Superior Court of California of the County of San 
Francisco or San Mateo County, as appropriate. 

6. Severability. If any term, provision, covenant, or condiƟon of this Agreement or its 
applicaƟon to any person, enƟty, or circumstance is held by a court of competent 
jurisdicƟon to be invalid, void, or unenforceable, the remainder of the terms, provisions, 
covenants, and condiƟons, or the applicaƟon of the provision to persons, enƟƟes, or 
circumstances other than those to which it is invalid or unenforceable, will not be 
affected by that finding, and each other provision of this Agreement will be valid and 
enforceable to the full extent permiƩed by Law, except to the extent that enforcement 
of this Agreement without the invalidated provision would be unreasonable or 
inequitable under all the circumstances or would frustrate a fundamental purpose of the 
Agreement. 

7. CumulaƟve Remedies. All rights and remedies of either Party set forth in this Agreement 
are cumulaƟve, except as otherwise specifically provided in this Agreement. 

8. No Assignment. The ParƟes may not assign their rights or obligaƟons under this 
Agreement without the other Party’s prior wriƩen consent. 

9. Third Party Rights. Nothing herein may be considered as creaƟng any rights and/or 
obligaƟons by any of the ParƟes to this Agreement to any third ParƟes, beyond those 
otherwise required and established by Law. 

10. Audit of Records. The ParƟes agree to establish and maintain records pertaining to the 
fiscal acƟviƟes of the DTX Project. Each Party will have the right to inspect the other 
Party’s books, accounts, data, and any other records related to the DTX Project. Neither 
Party will dispose of any of the aforemenƟoned records for at least three (3) years aŌer 
the conclusion of the DTX Project. This provision will survive terminaƟon or expiraƟon of 
this Agreement. 

11. InterpretaƟon. The following rules of construcƟon apply to this Agreement: (1) The 
masculine, feminine or neutral gender and the singular and plural forms include the 
others whenever the context requires. The word “includes(s)” or “including”, or similar 
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words will not be construed to limit any general term, statement, or other maƩer in this 
Agreement or any of its aƩached exhibits, whether or not language of non-limitaƟon are 
used. “Include(s)” means “include(s) without limitaƟon” and “include(s) but not limited 
to,” and the word “including” means “including without limitaƟon” and “including but 
not limited to” as the case may be. No lisƟng of specific instances, items or examples in 
any way limits the scope or generality of any language in this Agreement. References to 
days, months and years mean calendar days, months and years unless otherwise 
specified. References to a Party mean the named Party and its successors and assigns. 
References to any Law, specifically or generally, will mean the Law as amended, 
supplemented or superseded from Ɵme to Ɵme. The ParƟes’ exercise of discreƟon will 
be reasonable unless stated otherwise. (2) Headings are for convenience only and do not 
define or limit any terms. References to a specific document or exhibit mean the 
document, together with all exhibits, appendices, and schedules, as supplemented, 
modified, amended, or extended from Ɵme to Ɵme in accordance with this Agreement. 
References to ArƟcles, SecƟons and Exhibits refer to this Agreement unless otherwise 
stated. All exhibits, appendices, and schedules to this Agreement are hereby made a 
part of this Agreement. (3) This Agreement (including all of the aƩached appendices and 
exhibits, which are made a part of this Agreement by this reference) represents the full, 
complete, and enƟre agreement of the ParƟes with respect to the subject maƩer hereof, 
and supersedes any and all other communicaƟons, representaƟons, proposals, 
understandings, or agreements, whether wriƩen or oral, between the ParƟes with 
respect to such subject maƩer. (4) This Agreement has been draŌed through a 
cooperaƟve effort of TJPA and Caltrain, and both ParƟes have had an opportunity to 
have the Agreement reviewed and revised by legal counsel. No Party will be considered 
the draŌer of this Agreement, and no presumpƟon or rule that an ambiguity be 
construed against the Party draŌing the clause will apply to the interpretaƟon or 
enforcement of this Agreement. 

12. Counterparts. This Agreement may be executed in counterparts, each of which will be 
deemed an original but all of which together will consƟtute a single agreement. A 
signature delivered on any counterpart by facsimile or other electronic means will for all 
purposes be deemed to be an original signature to this Agreement. The term “electronic 
means” means one that is executed by applying an electronic signature using technology 
mutually acceptable to the ParƟes. 

13. EffecƟve Date. The “EffecƟve Date” of this Agreement is December 14, 2024, 
condiƟoned on all of the following: (1) TJPA and Caltrain have executed this Agreement; 
and (2) following authorizing resoluƟons by both ParƟes’ Boards of Directors. 

[SIGNATURES ON THE FOLLOWING PAGE] 
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IN WITNESS WHEREOF, the parƟes have executed this Agreement effecƟve as of the EffecƟve Date by 
their duly authorized representaƟves. 

 

TRANSBAY JOINT POWERS AUTHORITY,
a joint exercise of powers authority 
 
 
By: _______________________________ 

Adam Van de Water 
Executive Director 

 
Transbay Joint Powers Authority 
Board of Directors 
Resolution No. ___________________ 
Adopted: ___________________ 
Attest: 
___________________ 
Secretary, TJPA Board 
 
 
 
APPROVED AS TO FORM FOR TJPA: 
 
 
By: _______________________________ 

Deborah Miller 
Legal Counsel 

 

Peninsula Corridor Joint Powers Board 
 
 
 
By: _______________________________ 

Michelle Bouchard 
Executive Director 

 
Peninsula Corridor Joint Powers Board 
Board of Directors 
Resolution No. ___________________ 
Adopted: ___________________ 
Attest: 
___________________ 
Secretary, Caltrain Board 
 
 
 
APPROVED AS TO FORM FOR CALTRAIN: 
 
 
By: _______________________________ 

James C. Harrison  
General Counsel to the Peninsula Corridor 
Joint Powers Board 
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List of Exhibits 

Exhibit A – Map of DTX Project 
Exhibit B – Joint Work Plan (November 1, 2024 – June 30, 2025)  
Exhibit C –  RESERVED 
Exhibit D – RESERVED 
Exhibit E – Staffing Plan Cost Summary (November 1, 2024 – June 30, 2025) 
 

 





 

Exhibit B-1 

Exhibit B 
Joint Workplan to be completed by both Parties  

from November 1, 2024 – June 30, 2025 
(Includes 4th and King Yard Preparation) 

 
Workstream Scope of Work 

1. Procurement Document 
Development/Contractor Selection. 

 

Review and provide comments on procurement 
documents (RFQ&RFP) and support TJPA on contractor 
selection for: 

a. Construction Manager/General Contractor 
packages 
i. Stations Fit Out (includes 4th and 

Townsend) 
ii. Track and Rail Systems 

b. Progressive Design Build package 
i. Main Civil and Tunnel 

c. Track and Systems RFQ 
2. GEC/Planning support 
 

Conduct studies to support design, procurement, 
environmental and grant documents: 

a. Value Engineering/Scope refinement 
b. Completion of Load Flow Analysis 
c. Completion of Passenger simulations at 

Salesforce and 4th/Townsend Stations 
d. 6th St Sewer relocation and design 
e. Operations planning 
f. Review of HSR assets and management 

prior to HSR operations in DTX 
g. GBR (Geotech baseline report)  
h. Ridership and revenue analysis including 

evaluation of project demand and project 
capacity (with SFCTA) 

i. Additional studies to support project 
activities. 

 
3. Agency and regulatory Coordination 
 

Complete work efforts to support: 
a. FTA/PMOC deliverables 
b. IPMT 
c. JPB and TJPA board engagement 
d. Joint Ad Hoc Committee engagement  
e. EWG  
f. Six party MOUs and work plan 
g. Change Control Board 
h. Escalation Process  

 
4. MCA or/and 4KY interim agreements 

development/negotiation 
 

Reach interim agreements supporting progress toward
a comprehensive MCA, including:  

a. Temporary and permanent real estate 
actions within Caltrain right-of-way 

b. 4th and King Yard Preparation  
c. Rolling Stock 

i. Level boarding implementation and 
funding plan



 

Exhibit B-2 

Workstream Scope of Work 
ii. Maintenance of Way vehicles 

procurement and funding plan 
d. Rail Activation plan 
e. Asset disposition 
f. Operations and maintenance 
g. Revenue allocation 
h. O&M Funding Strategy and commitment  
i. Reach Final MCA agreement  

5. 4KY Delivery  a. Provide oversight of General Engineering 
Consultant (GEC) for 4KY design. 

b. Coordinate 4KY technical requirements 
with Caltrain maintenance, operations, 
engineering, and safety/security units. 

c. Review 60%, 90%, and 100% design 
documents for 4KY Package A 

d. Review revised 30% and 60% design 
documents for 4KY Package B 

e. Finalize 4KY B procurement method 
f. Re-assessment of Procurement of 4KY 

Package B construction contractor 
6. Portal Program Management and 

Delivery 
a. IPDT framework and delivery team 

structure 
b. Support TJPA on FFGA Pre-requisite work 

tasks 
c. Review and development of master 

program schedule and baseline 
d. PMP Development and review  
e. Lessons Learned from PCEP delivery 
f. Risk Management and mitigation  
g. Joint communication and public outreach 

strategy and support upon request of 
TJPA’s Communication and Legislative 
Affairs Director 

h. Technical and Operational working group 
with TJPA/CHSR 

i. Development of Concept of Operations
7. Communications, Public Relations, 

Government Affairs  
Upon request of TJPA’s Communication 
and Legislative Affairs Director: 

a. Support TJPA Communications Team on 
program champion messages 

b.  Support TJPA on Federal, State and 
Local delegations for Capital Funding  

 
Note: Attendance of the following meetings are not included in the budget requests: 
 (IMPT, EWG, Ad Hoc Board Meeting, Joint Ad Hoc Board Meeting, TJPA/JPB Board meetings) 

 
 

 



 

Exhibit E-1 

Exhibit E 
Staffing Plan Cost Summary 

(November 1, 2024 – June 30, 2025) 
 
 

Work DescripƟon  FY25 US$ 

Portal Program Management IPDT                       485,267

Concept of OperaƟons, OperaƟons and OperaƟons Planning                    250,520

CommunicaƟons, Government Affairs, and Policy                     151,206

MCA and O&M Funding                     179,247

4KY                  1,227,416

Portal Procurement Technical Reviews and Support                      691,704

UƟlity and Third-Party Support                         51,730

Real Estate                         68,310

Project Controls, Invoice, ODCs & AdministraƟon                        396,636

Legal                      120,000

ConƟngency                       174,314

ICAP                        142,757

Total  $                    3,939,106

 




