More for Less

How to plan and deliver the Bay Area’s next generation of
transit projects more quickly and cost-effectively

https://www.spur.org//more-less
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Why is this important?

1. Total cost of project list exceeds available resources.

2. When projects cost too much and take too long, we get
less of them.

5. Smaller - but no less important - projects can get
crowded out.

4. Higher capital costs can sometimes result in service
cuts.

5. Public trust is essential to transit’s funding model.
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A climate emergency.

“‘Brown Wednesday”, September 9, 2020
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It regularly takes decades to fund
and build a single project.

0 0 O 0 0
& § S P S $
The Silicon Valley BART B _ _ ; '
B Silicon Valley BART Funding measure Split Funding Expected
Extension Has Taken Nearly Extension in passed project measure Federal Transit
BART Short Range e into 2 passed Administration
Half a Centur y Transportation Plan ?t:l(;’; ST phases full funding
The Silicon Valley BART Extension was
first identified in 1982, but the project phaseland I Phase Phasell
will not be completed until 2029, nearly Environmental . ER@ | ERG)
Impact Report (1) I I
half a century later. ' :
BERRYESA
Ground- Original Actual
SVBX Phasel breaking opening opening
date date
SANTA CLARA Original ~ New
Project selection, planning & funding SVBX Phasel z:f: L z:teemng

Environmental review

Construction
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Our costs far exceed comparable
projects in other countries.

COST PER MILE IN MILLIONS

$246 $320 $336 51,083 @
@ [l 5]

Barcelona London Zurich San Jose San Francisco San Francisco
L9/L10 Crossrail Durchmesseerlinie SVBX Phase | DTX Central Subway
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We regularly underestimate project
costs.

Downtown Extension Project- |
Oakland Airport Connector
International Boulevard Bus Rapld Transit _
(East Bay Bus Rapid Transit)
Transbay Transit Center |G
RO —— |
(4th and King to Tamien)
Central subway* [
SMART Larkspur to Cloverdale |
Silicon Valley BART Extension Phase Il - Santa Clara** [ N NN /)
Silicon Valley BART Extension Phase | - Berryessa*** [ NN DD
BART Warm Springs | /7

0% 50% 100% 150% 200%
I Initial construction cost B4 Contingency and finance costs explicitly excluded from initial construction cost.
Il Change due to annual cost escalation ¥#2 Construction cost savings relative to advanced construction cost estimate

| Change due to other factors

* Project under construction or incomplete.
** Project not yet begun and not yet bid.
*** Phase | is complete by not closed out. VTA reports an anticipated $45 million in savings.



Key Challenges

1.

Fragmented governance and funding gets in the way of
defining shared vision for both the transit network and individual
projects.

Poor cost estimation skews project selection and has
cascading impacts through the life of a project.

Transit agencies deliver major projects just once in a
generation, making them vulnerable to first timer mistakes.

Lack of flexibility and experience in choosing and managing
procurement and project delivery models.

CEQA exposes projects to litigation risk that can degrade
and delay projects when used inappropriately. %::%SPUR



Improve regional
transportation planning so that the
projects that offer the best value
are advanced.
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Recommendations

1. Expand MTC’s authority to act as the region’s transit
network planner.

2. Develop a long-term strategic plan for a seamless network of
transit and managed highway lanes to guide capital investments.

3. Establish a stage gate process to determine project
readiness.

4. Rigorously evaluate the project business case and
deliverability options, especially before making financial and
political commitments.

5. Establish integrated project management teams.
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Stronger network planning

CURRENT PROCESS:

Local transit proposals are filtered through regional
planning process

Example Project
Submissions

fl Regional Rail extension to City A ( \

Selected Projects

@ Regional Rail extension to City B

Q Regional Rail extension to City A

S

N4

Regional Plan
Project Filtering
Process

@ Regional Rail extension to City C

& Ferry terminal in City Z

%> B HOV lane construction on
Freeway AA

B HOV lane construction on
Freeway BB

@ Ferry terminal in City X

& Ferry terminal in City Y >

&8 Ferry terminal in City Z

B HOV lane construction on Freeway AA

B HOV lane construction on Freeway BB @ Light rail line to Town B

g Light rail line to Town A k )

; Light rail line to Town B &
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Stronger network planning

FIGURE 7

Network Rail’s Stage Gate Process: GRIP

The U.K’s Network Rail*® uses a process called Governance for

Railway Investment Projects (GRIP) to manage and control its

projects. It breaks down each project into discrete stages and

prescribes products to be produced at each stage. A stage gate

review is held before a project can move into its next stage.

Initiate . Choose Design Build
: Option
1 2 - 3 4 5 6
Output Project Option Single Option Detailed Construction Scheme Project
Definition Feasibility Selection Development Design Test & Handback Closeout

Commission
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4) Lock in & Path Dependence

= |ock-in: “escalating commitment of decision makers
to an ineffective course of action”; sunk costs;
inflexibility

= (Occurs at:

" the decision-making level -- before the decision to
build

= the project level -- after the decision to build &
during process
(Cantarelli et al, 2010) 9

Source: Karen Trapenberg Frick




Expand and centralize
project procurement and delivery
expertise to drive public sector
excellence for the delivery of the
region’s most significant transit
projects
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Recommendations

6. Establish Infrastructure Bay Area, a project delivery entity
responsible for driving public sector excellence for the
delivery of the region’s most significant transit projects.
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Infrastructure Bay Area’s Role

/‘

Project Development

5. Evaluate projects in
stage gate reviews with MTC,
advise on changes

4. Determine the sequencing
of interdependent or co- 4
located projects

3. Advise project
sponsors during project 3
development

2. Establish a budget
range with project 2
sponsors

1. Assist MTC in preparing
guidance documents
for evaluating projects

N

Project Initiation

Ty

6. Prepare the project-
delivery-options analysis

6
5

1
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Project Delivery

N\

7. Determine the project
delivery model

8. Approve the environmen-
tal impact report

9. Determine when
construction can begin

10. Lead and implement the
procurement process

10

11. Manage construction of
the project

12. Ensure the project is
ready for service



Remove regulatory
obstacles that add undue delay,
cost and uncertainty.
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Recommendations

9. Establish a statewide certification process for major transit
projects over $1 billion to reduce uncertainty and delay.

10. Give statutory exemptions to bus rapid transit, bicycle
enhancement projects and pedestrian improvements.
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- The Good News

ACTION PLAN

JULY 2021

BBBBBBBBBB
m A B @
TRANSIT RECOVERY
TASK FORCE
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Key Regional Efforts

Network Management

Network Regional Rail
Management 9 . Connected
- Partnership
Business Network Plan
Study
Case

Major Project
Advancement
Policy
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