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RECOMMENOED AcrioN(s)

Consider receiving a presentation and update on the Transbay Transit Center (TTC) Project, and
authorize the General Manager to send a letter to the Transbay Joint Powers Authority (TJPA)
to confirm the District's commitment to the Bus Storage Facility lease, operations and
maintenance costs.

BACKGROUND/RATIONALE

Transbay Transit Center

Crews continue on the construction of the three zones of the main building and the bus ramp
from the 1-80 freeway to the nC. Overall, the project is registering substantial completion of
the TTC by December 2017.

In the last quarter, work on the bus ramp has been a large focus of construction efforts. The full
pylon and five out of seven cables of the cable stay bridge are visible, with completed bridge
sections spanning across Howard Street and Folsom Street. The remaining work includes
completing the bridge turnaround and grading between Harrison Street and Folsom Street.

The awning and metalfacade erection continues and you can see partialinstallations across all
sections of the building. This is the perforated steel mesh that will enclose the building and
provide the exterior and ventilation on the bus deck level. In addition, crews continue installing
the curtain glass wallon the ground floor levelenclosures.

Most of the concrete forms on the bus deck are completed. The bus deck curbs, drive aisle and
passenger island area are all visible across the length of the deck and crews should complete
the remaining concrete in the next few months.

Bus Deck Bays

In October 2015, staff requested a design change to provide articulated bays on the bus deck.
Earlier this year, TJPA staff considered the effects of a change order to the existing contract to
complete the re-design. They concluded there was too great a risk to the project schedule and
decided to complete the original design and reconstruct the bus bays after the bus deck is
complete. AC Transit accepted their decision to reconstruct after substantial completion, as
long as the work would be completed before opening of the terminal. On the current schedule,
this allows a three to four month window between substantial completion signoff of the
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existing contractor, and a new contractor retrofitting the bays before opening day. Staff
continues to work with TJPA staff on the structure of the re-design to ensure efficient
operations with articulated buses on opening day.

Master Lessee

TJPA received three proposals for the master lessee of the TTC and interviewed all three in the

last quarter. All three candidates will move on to the negotiation phase and it is anticipated
that a final candidate will be chosen at the end of the year. AC Transit's Real Estate Manager
was on the original selection panel. This is important because the master lessee will be
responsible for the operations and maintenance (O&M) of the facility, while generating the
revenues to pay for it. In the event revenues do not cover the operating costs an alternative
funding plan may need to be developed.

Transition Team

The scheduled opening for the TTC is March 2018; however, AC Transit will need to start
mobilizing operations two to three months prior. As such, AC Transit staff has started to work
on a transition plan to coordinate with TJPA schedules. Staff from Training,
Transportation, Supervision, Protective Services, Information Services, Planning, Marketing and
Maintenance departments are all 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 has met to go over the bus deck and bus storage facility operations with a goal to
develop a concept of operations document for both facilities.

In addition to the internal stakeholders, AC Transit will be the master tenant on the bus deck,
which includes other transit operators. In the next few months, staff will draft a sub-lease and
protocol agreement 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. New specific protocol and O&M cost sharing will be required for the TTC.

Bus Storage Facility (BSF)

The General Managers of AC Transit, Golden Gate Transit and the Interim Executive Director of
the TJPA went before the California Transportation Commission(CTC) in August to advocate for
a low or no cost lease with Caltrans. The discussion was positive from the Commission
members, suggesting the lease should only need to cover the administrative costs; a 90%
discount of the Fair Market Value (FMV) was suggested. However, the Board item was for
information only with the intention to bring back an action item in October.

On October 20, the same agency delegations along with Director Harper(in his capacity as the
President of the TJPA Board and AC Transit Board Director) went to testify before the CTC
meeting in San Jose. The CTC staff report recommended awarding a 40% FMV discount on a 50-
year lease, while Caltrans recommended a 50% discount. The Commissioners disagreed with
both staff recommendations, and after discussion, the CTC authorized an 85% discount with a
3% cap on annual interest pegged to the Consumer Price Index, and a 25-year lease for both
Golden Gate Transit and the District's BSF. These terms will ensure full staffing on day one of
the facility and allows sustainable operations for years to come
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TJPA staff has requested a financial commitment letter from the District detailing our
commitment to the lease and operations of the BSF. This will allow TJPA to finalize the BSF

lease with Caltrans and keep on a construction schedule to open shortly after the Terminal
opens in 2018. Staff anticipates the BSF operations willyield savings for Transbay operations, or
potential staffing increases, of approximately $70,000 annually, as seen in Attachment 2
Attachment 3 is a draft of the financial commitment letter the General Manger will send to
TJPA upon Board authorization.

The Invitation for Bid (IFB) construction documents for the BSF are ready. With the District's
financial commitment letter, TJPA will release the IFB in December 2016 leading to an
anticipated construction contract award in March 2017. This may lead to a few months delta
between the opening of the TTC and the BSF, which may cause some initial operational
challenges. Staff anticipates bringing a sub lease agreement for the BSF to both the TJPA and AC
Transit Boards for authorization in early 2017.

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 will provide $41.7 million in year-of-expenditure
dollars($35.8 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 Passenger Facility Charge (PFC) in future years.

BUDGETARY/FISCAL IMPACT

The District expects to receive $2,148,388 from the California Transit Security Grant Program in
FY 2017 that will go toward the Security Operations Office at the new Transbay Terminal. Staff
willapply for another$2,148,388, the tenth and final portion of the funds from this program, in
January 2018.

The CTC direction of the BSF lease terms will allow the District to operate the BSF on a cost
neutralor up to $73,000 annualcost savings basis for the next 25 years.

There may be a financial impact with the bus bay configuration work that staff can quantify
after completion of negotiations with the TJPA.

ADVANTAGES/DISADVANTAGES

There are no advantages or disadvantages associated with this briefing report

ALTERNATIVES ANALYSIS

There are no alternatives associated with this briefing report

PRIOR RELEVANT BOARD ACTION/POLICIES

Staff Report No. 16-199: Quarterly Report on the Transbay Transit Center Project
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ATTACHMENTS

1: TJPA Project Update Presentation

2: Bus Storage Facility Financial Analysis

3: FinancialCommitment for the Bus Storage Facility

Approved by:

Reviewed by:

Prepared by:

Mike Cannell, Executive Director of Planning and Engineering

Robert del Rosario, Director of Service Development and Planning

Linda Morris, Senior Transportation Planner
Evelyn Ng, Senior CapitalPlanning Specialist
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Park and Bus Deck Layout  
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Second and Ground Level Layout   
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Lower Concourse & Train Box Layout   
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Major Construction 
Progress/Retired Risks 

• TG3.0: $235M @ 99% 
• 3500 feet of CDSM shoring 

wall installed 
• Internal Bracing, Trestle 

Access and three Temporary 
Traffic Bridges installed  

• 640,000 cubic yard excavation 
completed in February 2014 
 
 

Excavation/Shoring  
Trainbox  

Structural Steel 

 
• TG6.0 $124.6M @ 99% 
• 1896 micropiles installed 
• 10 miles of geothermal 

piping installed 
• Approximately 110,000  
      cu yds of concrete poured 

 

Overview 
• Construction more than 70% complete 
• More than $900 million work performed 

by all trades by end of August, 2016 
• TG7.1R: $193M @ 99% 
• First above-grade steel 

arrived on Nov 7, 2014 
• Steel “topping-out” in 

January, 2016 
• 100% of steel is fabricated & 

installed 
• 100% of cast nodes 

complete 
• Steel welding completed  

April 2016 
 

Above Grade concrete 
• TG7.2: $52.9M @ 99% 
• Last concrete pour in Fall 

2016 
• Approximately 50,000 cu yds 

of concrete poured 
• Completion Fall 2016 
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Major Construction Ongoing 

Curtain Walls* 
($80M) 

Trainbox  

Ceilings*($30M) 

Skylights* (cost incl. in curtain walls) 

     Rooftop Park ($33M) 

Mechanical Electrical Plumbing ($140M) 
• Heating Ventilation and Air Conditioning 

Systems 
• Electrical, Communications, and Security 

Systems 
• Plumbing, Waste Water, Sprinkler Systems  
 
Civil and Site Work ($103M) 
• Pedestrian/Vehicular Paving 
• Ground Level Landscaping 
• Removal of Temporary Bridges 
• Topping Slabs 
• Bus Ramp 
 

 * Design build/assist trade package 

Awning* ($37M) 
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Construction 
Timeline Summary 

Excavation  

Below Grade  
Structure 

Superstructure 

Exterior 
Enclosures 

Park 
Landscaping 

Finish  
Interiors 

Civil  
Site Work 
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Recent Activity 

Exterior Awning installation 
over First St. mid-2016 below. 

Exterior Awning Architect’s 
2010 rendering above. 
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Recent Activity 
 Bus Ramp                     Cable Stay Bridge progress    
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Recent Activity 
Bus Deck Curbs and Passenger Waiting Areas 
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Recent Activity 
Bus Deck Curbs and Passenger Waiting Areas 
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Recent Activity 
Bus Deck , Roof Park, and Train Box Progress 
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Budget Overview  
 

69% Program Budget  
83% Contract Time 19 of 27



Schedule 

Current Forecast Previous Report Baseline Substantial Completion

2018PHASE 1 SUMMARY 2015 2016 2017

LEGEND

Ongoing/Upcoming Work

TRANSIT CENTER BUILDING

BUS RAMP

BUS STORAGE FACILITY

12/22/2017

12/22/2017

03/15/2017

7/31/2018

7/31/2018

09/22/2017

12/22/2017

03/22/2017

11/28/2016
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Challenges 

Recently Resolved But Continue to Monitor 

 Buy America Compliance Issues 

 Procurement of Building Network Systems 

 Various Trade Package Coordination Issues 

 Bus Storage Facility Leasing Terms & Advancement 

On-Going Challenges 

 Schedule 

 Change Management 

 Operational Readiness 
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Bus Storage Facility (BSF) 

Planning and Construction 
• Formal lease and MOU being drafted to reflect CTC agreement for 

85% reduction in lease rate.  

• Pre-Qualify Bidders: 11/6/16 – 12/8/16 

• BSF Bidding Period: 12/8/16 - 2/8/17 

• Archaeology Field work : 2/13/17 - 4/10/17 

• Anticipated Contract Award: 3/9/2017 

• Construction Duration: 14-18 months (range due to A+B bid process) 

• BSF anticipated opening is summer 2018 (after the Transit Center 

operations have commenced.) 
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Challenges 

Change Management   
 
AC Transit Bus Deck Reconfiguration Request  

 

 

TJPA Interim Executive Director & AC Transit General Manager met: 

 Operationalize with As-Planned and As-Built Configuration 

 Develop funding plan for future optimization after operational 

 Committed to timely and engaged Transition Planning through 2017 

 

 

 

 

 

Mitigation Strategies: 
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Challenges 

Operational Readiness 

Concerns:  
1. Master Lessee Delayed On-Boarding Impact 

 Building Systems Commissioning  

 Building Systems Testing, Training and Hand Off  

2. Timely Transit Operator’s Transition  

 Route “Sign-On” & Driver Training Schedules 

 Transit Operator’s Tenant Improvements, Fixtures, Furniture, & Equipment 

Mitigation Strategies: 
1. Master Lessee engagement first quarter 2017 – January preferred 

2. Bi-weekly Transition Planning Meetings will continue throughout 2017 

3. Schedule Transit Agency Work Sessions for Training, Tenant Improvements, 
Fixtures, Furniture, & Equipment (FF&E) Planning / Coordination 
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Questions? 
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Bus Storage Facility Financial Analysis SR 16-274 Attachment 2

Total Daily
Deadhead Hours

BSF in operation
49 buses stage in the
midday
l49 AM operators
use bus shuttle back
to East Bay)

4,15s I $ i,060,353 1 $ 456,226 1 $ 286,sssl s 243,9901 $

includes base mechanics average time inc OT and Hol work, base variable benefits, fuel, bus parts, facilities$1.51
maintenance, and other maintenance related services

includes average drivers time, plus OT and holiday work, plus variable fringe benefits

Four Fulltime Transportation Supervisors

SR 16-274 Attachment 2
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SR 16-274 Attachment 3
DRAFT

November 9, 2016

Mr. Mark Zabaneh
Interim Executive Director
Transbay Joint Powers Authority(TJPA)
201 Mission St reet
Suite 2100
San Francisco
California 94105

RE: AC Transit's FinancialCommitment to the Bus Storage Facility(BSF)

Thank you for your continued coordinated efforts to work with AC Transit on the financing and
construction of the Transbay Transit Center. We see this project as a true partnership between agencies

to build a world-class bus facility for our passengers, making transit an even more attractive regional
commute option.

The purpose of this letter is to confirm our financial commitment to operate the BSF; accepting

responsibilities for the operations, maintenance and lease costs of the facility.

Following the successful outcome at the California Transportation Commission October meeting, I am

pleased to provide AC Transit's full commitment to sub-lease the BSF from TJPA with the following
terms

l
2

3

4

AC Transit willinitiate rent payments once Bus Storage Facility operations commence.

The lease willbe at 85% discount of the Fair Market Value(FMV).

o Caltrans stated FMV at $135,550 per month

o 15% of FMV =$20,332.50 per month

The lease term willbe 25 years with an escalation rate of a maximum 3 percent tied to the

Consumer Price Index, and no reevaluation over the lease term.

Once Caltrans and TJPA execute the lease, AC Transit willcodify the rent payments in a sub

lease amendment to the TJPA 2008 Lease and Use Agreement.

The primary function of the BSF is to provide midday storage for 49 buses. The District will realize
operational savings associated with reduction in deadhead costs for these buses. These savings will

allow us to fund the lease along with the estimated operations and maintenance costs, so we can
confidently commit to covering these costs.

We look forward to continuing the exciting transition work into the Transbay Transit Center and starting

operations in 2018.

Sincerely,

Michael A. Hursh
General Manager
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