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Consider receiving an update on the Transbay Transit Center(nC) Project

BACKG ROUND/RATIONALE

Transbay Transit Center Construction

Crews continue on the construction of the three zones of the main building with the bus ramp
from the 1-80 freeway to the TTC at near completion. Overall, the project remains on course for
substantialcompletion of the TTC by the end of December 2017 and operational occupancy by
March 2018.

The concrete forms on the bus deck are complete and construction focus is on the bus deck
buildings jincluding the Supervisors' Office), along with the mechanical, electrical, plumbing and
fire suppression systems.

Meanwhile, the rooftop park is becoming more visible as landscaping work continues and the
first trees are on site. The skeletons of the restaurant and auditorium structures are built, and
expected completion of the rooftop park is February 2018.

The perforated steel mesh facade is nearly complete across the length of the building. This
encloses the building to provide the exterior and ventilation on the bus deck level. In addition,
crews continue installing the glazing structures throughout the building, and the main oculus
over the Grand Hall is complete. Crews continue to install the elevators, escalators and
stairways, allowing easier access for the ongoing construction tours. The TJPA has led a number
of construction site tours over the last few months. Many District staff, regional and city
stakeholders, and the Transbay Taskforce have had a chance to see the building up close and
get a better sense of how the building willoperate

In the last quarter, construction crews substantially completed the bus ramps, which connect
the bus deck with the freeway entrance and exit. On April 20-21, staff conducted a test with the
regional transit agency partners: San Francisco Metropolitan Transportation Agency (SFMTA),
Amtrak, WestCat and Greyhound. Staff from Safety, Training, Supervision and Planning all
participated in the evaluation for the District's safe operational needs. The test used three AC
Transit buses and one SFMTA bus to determine if the lane and pavement striping required any
changes. Based on the observations of the test, staff has requested some alterations for the
finalstriping and signage layout. The major concern is the Bay Bridge On-ramp discussed below.
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Bay Bridge On-Ramp Concerns

Through the planning process for the initialbus ramp test, it became clear the on-ramp to the
Bay Bridge is not up to Caltrans standard due to existing conditions on the bridge. The main
concern is lack of visibility at the bus lane merge with the Essex Street on-ramp. In the old
terminal, AC Transit buses operated on the same (non-standards lane merge, and eight years
ago the training department noted the hazardous conditions. As a result, they produced a video
to warn operators of the condition and make them aware of the merge. Since then, conditions
have changed; traffic has worsened and there is a heightened safety culture at the District. Staff

believes there is a need to implement some mitigation measures for the hazardous merge
before operations begin.

Staff has made TJPA staff aware of the issue and discussed preliminary mitigation ideas. All
agencies operating on the bus deck face the same issue with the on-ramp, and SFMTA in
particular has similar concerns. A formal letter from the affected regional agencies to the TJPA
is forthcoming. The TJPA will need to work with Caltrans and the City/County of San Francisco

for any mitigation and staff has some concerns as to the timing of any mitigation process. The
preliminary ideas for a short-term mitigation involve the metering of Essex Street and the bus
ramp, striping improvements and additional signage. A longer-term mitigation involves the
merge of Essex Street with First Street leaving the bus lane in its own dedicated lane. Staff will
keep the Board apprised of the matter, and will request support if required to accelerate the
process in order to meet the opening date with mitigations in place

Asset Manager and Projected Operating Charges

After a much delayed and lengthy negotiation period, the TJPA awarded an asset management

contract to Lincoln Property Company at their March 24th Board meeting. The company willbe
responsible for key revenue-generating opportunities within the Transit Center including retail
leasing, events, advertising and sponsorship. The delay in awarding the master lessee/asset
manager contract will result in delaying the full revenue stream as it will take more than 12
months for Lincoln to fit out the retail infrastructure in the building and attract tenants.
Lincoln's initial projected revenues fall short of the TJPA's projected operating costs for the first
four years of operation. While the District expected a shortfallof revenues to costs in the initial

years before the rail operations begins, the magnitude of the shortfall is expected to be
significantly higher than originally anticipated or estimated in the Lease and Use Agreement.

Transition Work

Based on the TJPA schedule, the earliest date for the District to access the bus deck for bus
testing is November 2017. The District has targeted the March 2018 Sign-up for opening day of
operations at the TTC as staff requires access to the bus deck five months before opening for
operations: at least a month to test the geometry and confirm the roadway striping, then up to
4 months for training approximately 700 operators.

In addition, to ensure passenger schedules are accurate and NextBus is functional, the new
routing and schedules need to be in the Hastus scheduling system. As such, the District needs
the TJPA to open the terminal in conjunction with a service change. One of the major benefits
of moving into the TTC is the dedicated freeway on and off ramps, which avoid the on-street

2 of 4



Report No. 17- 127
Page 3 of 4

traffic that currently slow the buses and create schedule variability. This dedicated right-of-way
willprovide faster schedules, which willneed adjustments in Hastus for the opening day.

AC Transit's transition plan includes tasks for multiple departments: Training;
Transportation; Supervision; Protective Services; Information Services; Planning; Marketing and
Communications; Legislative Aff airs and Community Relations; and Maintenance. All
departments are participating in a Technical Advisory Committee (TAC) to ensure a smooth
transition, similar to the move into the Transbay Temporary Terminal in 2010. The TAC will
meet more regularly on the lead up to the transition. Until that time, staff from affected
departments have met to discuss the bus deck, bus storage facility staffing and transition
budgets.

In addition to the internalstakeholders, AC Transit will be the master tenant on the bus deck.
which includes other transit operators. Staff is drafting sub-lease and protocol agreements with
SFMTA, WestCAT, Greyhound and Amtrak. These will be similar to the current sub-leases
between WestCAT and Golden Gate Transit for use of space at the Temporary Terminal.
However, new specific protocols and O&M cost sharing are required for the TTC.

The TJPA continues to meet with the regional transit partners on signage and Clipper
requirements for the mc. SFMTA will provide four Clipper Ticket Vending Machines for the
project. These will be placed in pairs in the Grand Hall and Shaw Alley. SFMTA will be
responsible for the operations and maintenance of these machines and may request the District
share some part of the operating fees as this will reduce the District's Clipper machine
obligation by two from the four machines at the Temporary Terminal.

Bus Storage Facility (BSF)

At the April 12th AC Transit Board meeting, the Board approved AC Transit's sublease with the
TJPA for the Bus Storage Facility. The expected date of completion of the BSF is July 2018. This
will lead to a five month delta between the opening of the TTC and the BSF, which may cause
some initial operational challenges for the afternoon staging requirements. Currently,
supervisors use up to 25 staging spaces for buses coming over early from the East Bay to pull
out at their scheduled time at the Terminal. The TTC has no dedicated staging space and so
while the nC has more bays than the Temporary Terminal, supervisors willhave to use the IO
additionalbays for staging. In addition, there will be some space on the bus ramps for staging in
this interim period; however, it will not be as much as is available for the Temporary Terminal
and buses may have to circulate around the bus deck until their scheduled departure. Despite
these constraints for staging, staff still believes the 'n'C provides overall better operating
conditions than the current temp terminalon account of the dedicated ramp on and off the Bay
Kridap

Operating Reserve and Capital Budget Contribution

The 2008 Lease and Use Agreement commit the District to contributing $57 million in 2011
dollars to the project by 2050. The District will provide $39.6 million in year-of-expenditure
dollars($34.2 million in 2011dollars) to the project by the opening date. The District anticipates
meeting the remainder of this commitment through a mix of lump sum payments in initialyears
and a transbay Passenger Facility Charge in future years.
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BUDGETARY/FISCAL IMPACT

In addition to the remaining capital contribution stated above, the Lease and Use Agreement
commits the District to potentially significant Operating Charges for FY 2017-18 and after. Staff
has started discussions with TJPA and MTC about the significant negative impact these charges
could have for the District and possible additionalfunding to offset them.

ADVAbjTAaES/DiSADVANTACES

There are no advantages or disadvantages associated with this briefing report

ALTERNATIVES ANALYSIS

There are no alternatives associated with this briefing report

PBIQBBEI.AVANT BOARD ACTION/POUCHES

Staff Report No. 17-039: Quarterly Report on the Transbay Transit Center Project

ATTACHMENTS

None
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