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BRIEFING ITEM

RECOMMENDED ACTION(S)

Consider receiving a status report on the creation of a Redevelopment Plan for the operating
divisions jincluding any structural updates required, additional space for buses, and future
service expansion), as wellas a plan to convert the fleet to zero emissions as soon as practical.

BACKG ROUND/RATIONALE

The District is creating a Re-Development Plan for future facility growth by identifying funding
options to support implementation strategies on its aging assets. The District has several
options that can fund expanded operating facility space or redevelopment of existing space that
willsupport future requirements and mandates.

In 20].5, the California Air Resources Board(CARB) began public vetting of a potential new rule,
the Advanced Clean Transit regulation, which may mandate public transit fleets be entirely
emissions-free by 2040. It also requires transit agencies begin incorporating zero-emissions
vehicles (ZEVs) into their fleets in 2018. The Final Rule for Transit Asset Management (TAM)
requires FTA grantees to develop and submit asset management plans by October 2018. The
District has undertaken multiple initiatives to meet the above requirements and mandates. The
Re-Development Plan will integrate these initiatives with the following timeline; narratives are
provided below.

Projected Schedule Summary

ITaskName vjStart vjFinish vll QI
Clean Corridor Plan Fri 12/31/10 awed 1/4/23
Facilities Utilization Plan Tue 8/1/17 Wed 5/30/18

Transit Asset Management Plan Fri 9/1/17 IFri 3/30/18

Facilities Assessment (Seismic) Wed IO/18/17 I Fri 6/8/18

Zero Emissions Bus (ZEB) Study Wed 11/1/17 IFri 6/29/18
Redevelopment Funding Options Wed 1/3/18 Fri 12/30/22

Board of Directors Update 4/11/1B awed 4/11/18 1
Board of Directors Update awed 6/13/18 Wed 6/13/18 1

Board af Directors Update Wed 8/15/18 Wed 8/15/18 1

2017

Q2 QS

2018

Q4 I Qt } Q2 } Q3 1 Q4
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Facilities Utilization Plan Update

The Facilities Utilization Plan(Plan) will assess the needs of the existing bus and maintenance
operations, develop a conceptual plan for future facility growth, and identify funding and
implementation strategies. Limited resources require efficient use and resources to deliver
quality service. This is especially true when regional projections show a significant increase in
AC Transit ridership and in the near-term, AC Transit will have to meet the expectation to
provide more Transbay service and carry more passengers across the Bay Bridge corridor. The
Plan will recommend short and long-term facility utilization strategies to address these
challenges. The Plan willalso incorporate findings and recommendations from the Transit Asset
Management Plan and Zero Emission Bus Study.

On Judy 26, 20]-7, the Board of Directors se]ected WSP USA as the ]ead consu]tant to comp]ete
the Plan. WSP USA has significant experience in facilities planning including completing plans
for San Francisco Municipal Transportation Agency, Capital Metro (Austin, Texas), and Trimet
IPort[and, Oregon). Data co]]ection and interviews began in August 20].7. A draft p]an for Board
consideration is due in May 20].8.

Currently, the team is assessing the existing conditions and needs at each Division. Examples of
needs include: maintenance bays, bus parking, and site circulation, and allsupport functions. In
addition, the project team is working with staff representing various departments
IMaintenance, Transportation, Finance, CapitalProjects, Service Development, and Realestate)
to develop a vision, goals, and objectives for the long-range facility utilization plan. There will
be a series of workshops and presentations with Staff, Executive Management Team and the
Board throughout this process.

Following the development of the vision, goals and objectives, the consultant will assess

operations and maintenance needs, develop alternatives, and recommend a funding and
implementation plan, including a construction workaround plan, to be included in the draft final
plan. In addition to interim reviews by the Board, staff expects to present a draft plan by May
20].8 in order to complete the process in the allotted time

Facilities Assessment(Seismic)

The District is working to study the existing structural/seismic readiness and the overall
condition of the District's various buildings, structures, and yards and to provide information for
ACT's Transit Asset Management plan for use with the Federal Transportation Authority's (FTA)
National Transit Database (NTD) reporting. The structures include the yards and buildings at
the CMF, the GO, and the buildings at each of the maintenance divisions, the training center
and other District-owned facilities. Fourteen of the District's approximately 35 buildings are
being evaluated for compliance with current seismic safety standards as set forth by the
Uniform Bui[ding Code/Structura[ Engineering [nstitute. The work for the Phase ]. assessments
is scheduled for completion by June 2018.

Zero Emissions Bus (ZEB) Study

During public workshops the California Air Resources Board(CARB) has indicated their intent to
pursue some type of zero tailpipe emission fleet requirement, with full state-wide
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implementation by 2040. In order to assess feasibility of a zero emissions bus fleet, the District
conducted a competitive public bid process through a Request For Proposals (RFP) NO. 2017-
10358 to engage with a suitable firm with relevant expertise to conduct a zero emission bus
study

The analysis objective is an evaluation of the economic costs, performance issues, risks, and
recommended timeline for implementing zero emission technology scenarios in the AC Transit
bus fleet. Analyses willbe transparent and flexible.

>
>

>

Diesel Bus Baseline - No change in technology from current bus procurements.
Battery Electric Bus (BEBI - Battery electric buses with charging at the operating
facilities or possibly en route.
Hydrogen Fuel Cell Electric Bus(FCBI -- Fuel cellelectric buses with battery storage that
are fueled with hydrogen at the operating facilities.

The analysis will consider both the transit bus technologies and the facilities infrastructure
modifications to support the fleet of buses. The evaluation shall consider implementation as
early as 2020, and shall include evaluation of alternatives for full 100 percent conversion to
zero emission buses as early as economically and technically feasible. The modeling for the life
cycle costing shall be projected through 2060. The analysis must consider the three specific
alternatives noted above, along with potentialhybrid analysis that includes combinations of the
alternatives based upon the benefits and limitations of each technology.

A team of four (4) internal evaluators reviewed the only proposal received by the District and
deemed it to be reasonable and responsive as described in the requirements detailed in
Request for Proposals (RFP) NO. 2017-10358; the proposal is going through final reviews for
consideration and approval to award the contract. The Zero Emission Bus (ZEB) Study is
projected to be completed within seven(7) months from the date of contract award.

Clean Corridors Plan

Given the standard ].2-year lifespan of a heavy-duty transit coach, if CARB's Advanced Clean
Transit regulation is implemented it will require the District to purchase only zero-emissions
buses starting in 2028.

The District has been operating a small zero-emission fleet since 2006 with a current sub-fleet
of thirteen 40-foot hydrogen fuel cell electric buses operated out of garages in Emeryville and
East Oakland. In addition, the District will receive another ten 40-foot and one 60-foot
hydrogen fuel-cell buses across the next couple years, reaching the maximum fueling capacity
of the District's existing fueling stations. The District has also received grant funding to help
procure five battery-electric buses for use in East Oakland and elsewhere

The corridors and communities identified in the Clean Corridors Plan will reflect those areas
that willbe prioritized for ZEB's as the District procures them. The overallgoal of the plan is to
have vehicles used on all lines serving these corridors and communities be completely zero-
emissions (whether battery-electric or hydrogen fuel cell electric) by 2032. In addition, the
Clean Corridor Plan is needed to compete with future grant funds. Staff willupdate this plan as
progress is made on achieving implementation or as conditions/priorities change
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Transit Asset Management Plan

ABB Enterprise Software, Inc. (ABBA was awarded the TAM Plan contract using a competitive
public bid process through a Request For Proposals (RFP) NO. 2017-10354. ABB is required to
conduct a complete assessment of AC Transit's existing Asset Management Plan, assess current
asset management activities, review systems used in support of the Asset Management Plan,
then develop and assist in the implementation of an updated AC Transit Asset Management
Plan that complies with the FTA/TAM Final Rule. ABB willdeliver a comprehensive TAM Plan by
March 2018.

Fleet and Facility Redevelopment Funding Options

The District has several options for funding expanded operating facility space or redevelopment
of existing space. Which option or likely combination of options will depend on the particular
plans that are developed. Severaloptions are described below.

The District is part of the Metropolitan Transportation Commission's (MTC) Core Capacity
Challenge Grant Program(CCCGP). This program envisions funding combined with the existing
Transit Capital Priorities Program for a combination of fleet expansion, facility rehab/expansion,
and corridor improvements. The District has already received some funding through the CCCGP

for expanding its bus fleet and replacing the CAD/AVL system. The most recent CCCGP update
proposed $50 million for facilities, although the funding is supposed to come from Cap & Trade
programs that MTC does not have direct controlover, so is not a true commitment of funds.

Cap & Trade funds are a significant funding source for transit in the state, and the District can
apply for funds for expanded facilities that allow for expanded service. The Transit and Intercity
Rail Capital Program (TIRCP) is the largest fund source with up to $1 billion in funds for the
coming FY 2018-19 through FY 2022-23 programming cycle. Applications for this cycle are due
in January 2018 which precedes the outcome of the Redevelopment Plan, but programming will
likely continue in five-year cycles. The District also receives Low Carbon Transit Operations
Program(LCTOP) funding by formula each year that can be applied to facilities expansion. The
District used these funds on the Division 3 Rehab/Re-opening project.

Another possible source is the Federal Transit Administration's (FTA) Section 5309 Bus & Bus
Facilities Program. The current federal authorization provides for $200 million each year in
funding for a nationwide competitive program, with individualawards under$20 million being
common. The District has applied for funding for facilities rehab in the first two years of the
program.

A final possible major grant source is Regional Measure 3, if approved by the region's voters in
the future. The current expenditure plan reserves $140 million for improvements from MTC's
Core Capacity Study which includes an expanded facilities for AC Transit.

The District is evaluating many alternatives for funding sources and could partner with a
developer or other entity to utilize the value of its existing realestate assets for expansion. This
could allow for the District to complete rebuilds of structures at various stages to maximize the
functionality while eliminating complete shutdown of Operating Divisions. Additionally, any
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new-build opportunities have the potential for a variety of LEED grant funding or alternative
energy sources by incorporating solar and/or wind technologies.

The District could finance a new facility through bonds, certificates of participation, or some
other financial arrangement. The District is currently in the process of procuring a financial
advisor who willhelp the District look at its long term options for funding expansion.

BUDGETARY/FISCAHMPACT

There is no budget impact associated with this informationalitem

ADVANTAGES/DISADVANTAGES

This report does not recommend a course of action with notable advantages or disadvantages

ALTERNATIVES ANALYSIS

There are no alternatives for this information update on various initiatives undertaken the
District.

BBlQBBELEVANT BOARO AniON/POLICIES

None

ATTACHMENTS

None

Approved by:

Reviewed by:

Ramakrishna Pochiraju, Executive Director of Planning & Engineering

Ramakrishna Pochiraju, Executive Director of Planning & Engineering
Salvador Llamas, Chief Operating Officer
Salvador Llamas, Chief Operating Officer
Chris Andrichak, Director of Management and Budget
Lois Rawlings, Real Estate Manager
Mika Miyasato, Senior Transportation Planner
Michael Haas, Senior Project Manager
William Toms, Senior Project Manager

Prepared by:
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