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BRIEFING ITEM

RECOMMENDED AcrioN(s)

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

BACKGROUND/RATIONALE

Transbay Transit Center Construction

Crews continue on the construction across all zones of the main building. Delays on the
mechanical and electrical contracts of the main building have pushed out the date of
substantial completion to March 2018. While the Transbay Joint Power Authority (TJPA) is
trying to mitigate for these delays, staff is uncertain on whether or not this will affect the
operational occupancy date. The TJPA has not confirmed a schedule for when AC Transit can
start testing the facility with a bus. Once the TJPA confirms a date, AC Transit can engage and
start testing and eventualtraining for operators.

The bus deck construction continues with the ceiling installation, along with the mechanical,
electrical, plumbing and fire suppression systems.

Landscaping on the rooftop park continues and work has started on the water fountain feature
that responds to the movement of buses on the bus deck. The restaurant and auditorium
construction is underway, but there is a further month's delay and so completion of the rooftop
park is expected in March 2018.

The bus ramp structure from the 1-80 freeway to the TTC is complete, and crews are working on
punch list items. Staff continues to work with TJPA on the bus ramp striping and signage
modifications arising from the Aprilbus test on the ramps.

Bus Storage Facility (BSF)

Ghilotti Construction has started work on the site. They have completed 30% of the excavation
and site grading, and are on track to complete the project in summer 2018. Depending on the
final opening date of the TTC, there may be a few months between the TTC opening and
operations in the BSF
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Bay Bridge On-Ramp Mitigations

Attachment I is a partially executed letter from all affected transit agencies regarding the
concerns with the on-ramp to the Bay Bridge. There is a need to implement mitigation
measures for the hazardous merge before operations begin. On June 28, Caltrans hosted a kick

off meeting between AC Transit, TJPA and San Francisco Municipal Transportation Agency
ISFMTA). All entities agreed on mitigation concepts going forward including a program of
striping and signage. In addition, there was commitment from all agencies to study potential
signalcoordination and their impacts to localand freeway traffic. AC Transit will lead the next
steps and hire a consultant to draft mitigation options for Caltrans approval. Funding for
implementation is yet to be determined. 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

The Asset Manager is responsible for key revenue-generating opportunities within the Transit
Center including retail leasing, events, advertising and sponsorship. The TJPA Board approved
the Retail Merchandising Plan at the July meeting, which allows the team to begin marketing
and negotiating retail leases. The plan includes ideas for kiosks and carts on the bus deck for
passenger convenience, with a focus to heavily incorporate local businesses. The current
schedule details the first retailopening in the last quarter of 2018 with fullbuildout by the end
of 2019

The lag time between the District's occupation of the TTC and a full revenue stream from
retailers may be more than 12 months, as it willtake time to fit out the retail infrastructure in
the building and attract tenants. As such, the projected revenues fall short of the TJPA's

projected operating costs for the first four years of operation. While the District expected a
shortfall of 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. The TJPA has advised alltransit operators of their
expected costs per the lease and use agreements.

At the June TJPA Board meeting, Director Reiskin and Director Harper amended the language of
the proposed FY 2017/18 operating budget. They opposed the assumption that transit
operators would pay for the projected shortfalls. Instead, they requested a language change to
read "regional contributions", instead of "operator contributions" to ensure the transit
agencies are not solely obligated. The amount projected for the entire shortfall for FY 2017/18
is $7.3 million, $5 million of which is apportioned to AC Transit. In July, MTC will consider
programming $3 million from remaining Regional Measure 2 funds to help with this cost. In
addition, additional revenue will be generated through the naming and signage rights
agreement with Salesforce. The TJPA Board approved the agreement to name the TTC the
"Salesforce Transit Center". The agreement is for 25 years and will net Silo million for TJPA
over the term. This amount was more than the TJPA's projections, and willgo towards covering
some of the transit operator's assumed costs.
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Transition Work

Based on the TJPA schedule, the District has targeted the March 2018 Sign-up for opening day
of operations at the TTC. 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. As yet, the TJPA has not provided a firm
date for bus access. If the schedule slips further than October for access, the District may need
to reassess if the March 2018 opening date remains feasible

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
Operations & Maintenance cost sharing are required for the TTC.

Staff and the TJPA continue to meet with the regional transit partners on signage and Clipper
requirements for the TTC. 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, thereby reducing the
District's Clipper machine obligation by four. The District currently maintains four machines at
the Temporary Terminal.

Operating Reserve and Capital Budget Contribution

The 2008 Lease and Use Agreement commits the District to contributing $57 million in 2011
dollars to the project by 2050. The District has already provided $39.6 million in year-of-
expenditure dollars ($34.2 million in 2011 dollars) to the project. The District anticipates
meeting the remainder of this commitment through a mix of lump sum payments and a
Transbay Passenger Facility Charge (PFC). The timing of the PFC is anticipated to be in
conjunction with the July 2018 fare change. Staff is determining the PFC rate through a fare
elasticity analysis that willcome to the Board for review.

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. As
discussed above, this could be around$4 million per year. Staff continues discussions with TJPA
and MTC about the significant negative impact these charges could have for the District and
possible additional funding to offset them. All transit operators and the TJPA are working
together to lobby the region to fund these costs.

ADVANTAGES/DISADVANTAGES

There are no advantages or disadvantages associated with this briefing report
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ALTERNATIVES ANALYSIS

There are no alternatives associated with this briefing report

PRIOR RELEVANT BOARD ACTION/POLICIES

Staff Report No. 17-127: Cluarterly Report on the Transbay Transit Center Project

ATTACHMENTS

1: Draft On-ramp Letter

Approved by:

Reviewed by:

Ramakrishna Pochiraju, Executive Director of Planning and Engineering

Denise Standridge, GeneralCounsel
Claudia Allen, Chief FinancialOfficer
Robert del Rosario, Director of Service Development and Planning
Chris Andrichak, Director of Management and Budget
Linda Morris, Senior Transportation Planner
Evelyn Ng, Senior CapitalPlanning Specialist

Prepared by:
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July 20, 201 7

Mark Zabaneh
Executive Director
Transbay Joint Powers Authority
201 Mission Street, Suite 2100
San Francisco, California 94105

RE: Hazardous Bus On-Ramp to the Bay Bridge

Dear Mr. Zabaneh,

We appreciate the TJPA staffs collaboration on the design and construction process for the new
Transbay Transit Center (TTC). We are all excited about the prospect of moving into a world-class
transit facility and all the service and passenger improvements it will bring. Unfortunately, we are
writing to discuss an urgent issue that requires resolution bef ore we operate service in the TTC.

During the process of testing the newly constructed ramps, it became clear the new alignment onto
the Bay Bridge creates a hazardous condition. beyond the limits of the TTC project, at the merge
point onto the Bay Bridge. Operations, Safety and Planning staff across all involved agencies are
committed to mitigating the hazard to ensure the TTC operations start as planned in March 201 8. To
be clear, in order to have safe operations for our operators, passengers and other vehicles
merging onto the Bay Bridge, the hazard requires mitigation before bus operations can begin.

The hazard is the point at which Essex Street merges onto the Bay Bridge, approximately 250 feet
past the bus ramps project limits. The Essex Street on-ramp lane merges into the same lane that will
be used by buses coming from the 'n'C, and there is severely restricted visibility between the two
lanes due to concrete pillars and differing grades -- see attached existing versus proposed conditions
sketch. In addition, the short length of both lanes bef ore the merge point leads to extremely short
reaction times for the bus operators and drivers on Essex Street.

AC Transit tested the new on-ramp as part of the bus ramp test conducted on Apri121, 2017. Due to
the known hazardous conditions, California Highway Patrol closed the Essex Street on-ramp to
vehicles, along with the adjacent lane on the Bay Bridge. The operators driving the test were very
concerned at the prospect of another lane merging on their left and felt unsafe due to the lack of
visibility and reaction time.

While the Essex StreeVbus lane merge is a similar condition to the old operation prior to the new
ramp construction, conditions have changed creating a more hazardous condition. The 2010
condition was already documented by the AC Transit Training Department as a hazard; staff created
a training video to warn operators of this merge point and to use caution. It has been eight years
since buses operated into this merge point. Safety remains paramount for our operations into the
new

The main change leading to a more hazardous condition is the altered alignment of the bus lane
The old alignment was on the north side of the Caltrans substation, adjacent to the Essex Street on
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ramp, which provided better visibility between the two lanes. The new alignment takes the bus lane
to the south of the substation and removes any visibility with the Essex Street lane until the actual
merge point onto the bridge. While clear signage would help alert vehicles merging into the bus lane,
the lack of visibility until the merge point creates a major hazard.

Staff from allagencies have developed two potentialmitigations(in addition to the need for numerous
striping/signage changes) to the hazardous condition, and agency staff will be happy to work with
the TJPA and Caltrans to design and implement them:

l

2

3

Use existing signal infrastructure to meter the Essex Street lane in coordination with the signal
on the bus ramp.
Install new, dedicated, metering system to coordinate the bus ramp lane and the Essex Street
lane merge.
Merge the Essex Street and First Street lanes, which have more, and clearer, visibility due to a
lack of pillar obstructions (see attached sketch).

Implementation of one of either of these suggestions, or other alternatives, can proceed after a safety
and traffic analysis is done, which will include any impacts to San Francisco city streets of the
possible mitigations. All agencies look forward to continuing working with the TJPA and Caltrans to
develop and implement the mitigations for this hazard, which will need to meet all our operational
safety requirements. Given the existing schedule, we anticipate an expedited project in order to
prevent any operational delay for the 'n'C beyond March 2018. More importantly, we hope that we
can work together to provide the best, and safest, facility for the riding public for years to come.

If you have any questions or comments, please feel free to contact Wil Buller
Engineer (510) 891 .5414.

District Traffic

Sincerely

Michael A. Hursh
General Manager
AC Transit

Rey Nunez
Senior Director
Greyhound

Charles Anderson
General Manager
Western Contra Costa Transit Authority

""g u..I n

Dav d B. Kutrosky int Powers Authority

gz€
cc Mr. Steve Heminger, Executive Director, Metropolitan Transportation Commission

Mr. Bijan Sartipi, District 4 Director, Caltrans
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