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Citizens Advisory Committee
and
2000 Measure A Citizens Watchdog Committee

Wednesday, April 8, 2009

The Citizens Advisory Committee (CAC) meeting begins at 4:30 PM
along with the 2000 Measure A Citizens Watchdog Committee (CWC)
VTA Conference Room B-104
3331 North First Street

San Jose, CA
AGENDA
Call to Order
1. ROLL CALL
2. ORDERS OF THE DAY

3. PUBLIC PRESENTATIONS:

This portion of the agenda is reserved for persons desiring to address the Committee on
any matter not on the agenda. Speakers are limited to 2 minutes. The law does not
permit Committee action or extended discussion on any item not on the agenda except
under special circumstances. If Committee action is requested, the matter can be placed
on a subsequent agenda. All statements that require a response will be referred to staff
for reply in writing.

4, Receive Committee Staff Report. (Verbal Report) (Helm)

5. Receive Chairperson’s Report. (Verbal Report) (Tebo)

BUSINESS REFERRED TO COMMITTEE BY THE BOARD OF DIRECTORS/
GENERAL MANAGER

COMBINED CAC AND 2000 MEASURE A CITIZENS WATCHDOG
COMMITTEE CONSENT AGENDAS

6. Approve the Regular Minutes of March 11, 2009.
7. INFORMATION ITEM - Review the Monthly Legislative History Matrix.

8. INFORMATION ITEM - Recommend the VTA Board of Directors adopt a support
position for AB 798 (Nava), which creates the California Transportation Financing
Authority to assist local and regional agencies in obtaining financing through the issuance
of revenue bonds for the construction of improvements to the State’s transportation
infrastructure. This bill also allows the authority to permit local and regional agencies, as
part of the financing plan for their projects, to impose tolls for the use of the facilities
constructed.
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9. INFORMATION ITEM - Recommend the VTA Board of Directors adopt a support
position for AB 338 (Ma), which allows local officials to divert property tax increment
revenues to pay for new bonds for infrastructure within transit village development
districts.

10. INFORMATION ITEM - Receive the CAC Quarterly Attendance Report.

2000 MEASURE A CITIZENS WATCHDOG COMMITTEE REGULAR
AGENDA

- NO AGENDA ITEMS
CITIZENS ADVISORY COMMITTEE REGULAR AGENDA
11. ACTION ITEM - Adopt the 2009 VTA Bus Rapid Transit (BRT) Strategic Plan.

12. PRESENTATION - Receive information on the Light Rail System Analysis.

13. INFORMATION ITEM - Receive a Brief Update on the Status and Progress of the
Advisory Committee Enhancement Process to Date.

14. INFORMATION ITEM - Receive a verbal update from the Committee's Advisory
Committee Enhancement (ACE) Subcommittee.

COMBINED CAC AND CITIZENS WATCHDOG COMMITTEE ITEMS

15. INFORMATION ITEM - Review the Citizens Advisory Committee and Citizens
Watchdog Committee Work Plans. (Helm)

OTHER

16  ANNOUNCEMENTS
17. ADJOURN

NOTE COMMITTEE MEMBERS: In order to establish a quorum for this meeting, members
are asked to call the Board Secretary’s Office at (408) 321-5680 or E-mail:
board.secretary@vta.org before 5:00 p.m. on the day prior to the meeting. Thank you for your
cooperation.

In compliance with the Americans with Disabilities Act (ADA), those requiring accommodations
or accessible media for this meeting should notify the Board Secretary’s Office 48 hours prior to
the meeting at (408) 321-5680 or e-mail: board.secretary@vta.org, TDD (408) 321-2330.

VTA’s Homepage is located on the Web at: http://www.vta.org.

All reports for items on the open meeting agenda are available for review in the Board
Secretary’s Office, 3331 North First Street, San Jose, California, (408) 321-5680, the Friday,
Monday, and Tuesday prior to the meeting. This information is available on VTA’s website at
http://www.vta.org and also at the meeting.
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Valley Transportation Authority

CITIZENSADVISORY COMMITTEE
and

CLARA

2000 MEASURE A CITIZENSWATCHDOG COMMITTEE
Wednesday, March 11, 2009

Call to Order

The Regular Meeting of the Citizens Advisory Committee (CAC) was called to order at
4:38 p.m. by Chairperson Tebo in Conference Room B-104, VTA River Oaks Campus, 3331
North First Street, San Jose, California.

1.

2.

MINUTES

ROLL CALL
Attendee Name Title Status Arrived
Stephen Blaylock CAC Member Present
ChrisElias CAC Member Present 4:46 PM
Ray Hashimoto CAC Member Absent
Roberta Hughan CAC Member Present
Robert Jacobvitz CAC Vice Chair Present
Gaye Morando CAC Member Present
Charlotte Powers CAC Member Present
Sally Probst CAC Member Present
Connie Rogers CAC Member Present
Martin Schulter CAC Member Absent
Peter Skinner CAC Member Absent
Noel Tebo CAC Chair Present

ORDERS OF THE DAY

There were no Orders of the Day.

A quorum was not present and a Committee of the Whole was declared.
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3. PUBLIC PRESENTATIONS
There were no Public Presentations.

4. Committee Staff Report

Stephen Flynn, Senior Management Analyst, reported on VTA’s biennial budget for 2010
and 2011. Mr. Flynn stated: 1) VTA’s State Transit Assistance (STA) funds have been
reduced by $6 Million in 2009 with a projected reduction of $12 Million in both 2010 and
2011; 2) sales tax revenues are expected to decline; 3) deficits of $28 Million in Fiscal
Year 2010 and $50 Million in Fiscal Year 2011 are anticipated; 4) a 15 percent operating
reserve will bridge a portion of these deficits, but is not sufficient to completely cover the
projected shortfall; 5) departmental budgets are under review; 6) only critical staff
vacancies will be filled; 7) the goal is to achieve labor savings through attrition rather
than layoffs; 8) capital projects are being reevaluated and delayed where feasible; 9)
travel requests are under review; and 10) project work will be performed by in-house
staff whenever possible.

The recommended budget will be: 1) reviewed at the April 16, 2009, Administration &
Finance (A&F) Committee meeting; 2) presented to the Board at a Workshop on April
24, 2009; 3) presented for review and comment at several community meetings,; and 4)
presented to the VTA Advisory Committees in early May.

Advisory Committee Members are encouraged to attend meetings and review the
recommended budget prior to the May Advisory Committee meetings. The Board is
scheduled to consider the budget at its June 4, 2009, meeting.

VTA Board Chairperson Dolly Sandoval was recently named by the Silicon Valley
Business Journal as a “Woman of Influence.”

5. Chairperson’s Report

Chairperson Tebo reported on: 1) the BART discussion held at the February 27, 2009,
Board Workshop; 2) coordination of the proposed Airport People Mover has been taken
over by the City of San José; and 3) the Carbon-Free Mobility Conference he attended in
Oakland on March 6, 20009.

Member Eliastook hisseat at 4:46 p.m. and a quorum was declar ed.

Members Okuzumi and Kline tendered their resignations from the Citizens Advisory
Committee in February.

Member Schulter requested an additiona two-month extension to his attendance waiver.

BUSINESS REFERRED TO COMMITTEE BY THE BOARD OF
DIRECTORS GENERAL MANAGER

COMBINED CAC AND 2000 MEASURE A CITIZENSWATCHDOG
COMMITTEE CONSENT AGENDAS
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6. Minutes of February 11, 2009

M/S/IC (Probst/Roger s) to approve the Minutes of February 11, 2009.

7. Monthly L egidative History M atrix

On order of Chairperson Tebo and there being no objection, the Committee received
the Monthly Legidative History Matrix.

8. Transit Operations Performance Report: 2009 Second Quarter (July 1, 2008-
December 31, 2008)

Member Rogers questioned the reported decrease in Light Rail Shuttle ridership. Joonie
Tolosa, Manager, Operations Analysis, Reporting & Systems, stated the decreased figure
reflects the IBM Shuttle as the only remaining VTA funded Light Rail Shuttle.

On order of Chairperson Tebo and there being no objection, the Committee received
the Transit Operations Performance Report: 2009 Second Quarter (July 1, 2008-
December 31, 2008).

9. Proactive CM P Reviewed and Approved Projects Quarterly Status Report

On order of Chairperson Tebo and there being no objection, the Committee received
the Proactive CMP Reviewed and Approved Projects Quarterly Status Report.

10. Bill Position: AB 266 (Carter)

Members Probst, Rogers and Powers noted their support for Bill Position AB 266 and
recommended notifying the Board of the CAC's support. Stephen Flynn, Senior
Management Analyst, suggested Chairperson Tebo include CAC’'s support of this hill
position in his report to the Board at their April 2, 2009, meeting.

On order of Chairperson Tebo and there being no objection, the Committee received
the Bill Position: AB 266 (Carter).

2000 MEASURE A CITIZENSWATCHDOG COMMITTEE REGULAR
AGENDA

11. Update on Effortsto Publicize M easure A Progr ess

Bernice Alaniz, Deputy Director, Marketing & Public Affairs, reported on the methods
staff uses to publicize and promote project status and milestones of Measure A Projectsto
the public, including: 1) hosting public meetings; 2) attending community events; 3)
print ads in English, Spanish, and Vietnamese language newspapers, 4) distributing
flyers; 5) mailing newdletters; and 6) issuing news releases.

Member Probst strongly encouraged staff to publicly tout VTA successes and community
contributions.

NOTE: M/SIC MEANS MOTION SECONDED AND CARRIED AND, UNLESS OTHERWISE INDICATED,
THE MOTION PASSED UNANIMOUSLY.
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Member Blaylock questioned feedback measurement. Ms. Alaniz stated comments
during meetings are collected and compiled. She noted staff is considering the
establishment of aWeb Log (BLOG).

On order of Chairperson Tebo and there being no objection, the Committee received an
Update on Efforts to Publicize Measure A Progress.

12. Compliance Auditor Status Report on FY08 Audit

David Bullock, CPA, Engagement Partner, and Craig Boyer, CPA, Engagement
Manager, from the independent certified public accounting firm of Macias, Gini and
O’ Connell, LLP (MGO) provided a draft handout of the independent auditor’s reports
and budgetary comparison schedule for the FY 08 Audit.

Messrs. Bullock and Boyer: 1) discussed the scope of the current audit; 2) provided an
update on the timetable; 3) discussed the content and presentation of the audit report; and
4) noted their focus is on the compliance aspect of the audit.

Member Elias questioned MGO's familiarity with the California Bureau of State Audits
(BSA) report on VTA issued on July 31, 2008. Mr. Bullock stated MGO would review
the report to determine if information included was pertinent to the 2000 Measure A
Program and the scope of MGO'’ s audit.

Mr. Flynn understood the BSA report did not have recommendations with regard to the
2000 Measure A Program. He stated, although some of the BSA recommendations dealt
with advisory committees, the CWC is not an advisory committee. One result of the
BSA report isthe CAC Chairperson’s monthly report to the Board.

Mr. Bullock noted the sample format of MGO’s report provides more detail, a frame of
reference, and a disclosure spelling out the acronyms will be included. He discussed
potential changes to the report format with the CAC. The CAC members expressed their
appreciation for the more detailed report.

Chairperson Tebo questioned the timeline for the report. Mr. Bullock provided an
anticipated completion date of March 20, 20009.

Chairperson Tebo reminded the auditors the Citizens Watchdog Committee's sole interest
is to ensure Measure A funds are used appropriately and requested the Auditors provide
any recommended actions as part of their presentation.

On order of Chairperson Tebo and there being no objection, the Committee received
the Compliance Auditor Status Report on FY 08 Audit.

13. Background and Requirementsfor Citizens Watchdog Committee’'s (CWC) Public
Hearing
Stephen Flynn, Senior Management Analyst, discussed the annual CWC Public Hearing.

Mr. Flynn noted at its April meeting the CWC will set the time and location for the
hearing.

Mr. Flynn stated the purpose of this hearing is to: 1) provide the public with a forum for
offering input to the CWC on the 2000 Measure A Program; and 2) allow the CWC to
hear views, opinions, and any concerns from the community.
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Mr. Flynn reminded the CWC, per their past decision, notification for this hearing will be
publicly posted and published in local multi-language newspapers at least 21-days prior
to the hearing. The public notice will also be posted on VTA’s website.

Members Powers and Probst recommended the use of public service announcements.

CITIZENSADVISORY COMMITTEE REGULAR AGENDA

14. Advisory Committee Enhancement (ACE) Update: M arch

Jennie Loft, Public Information Officer, reported on the second ACE Task Force meeting
held February 25, 2009. Excerpts from the Hay Group Report and the State Audit Report
were reviewed to help define the scope of the Task Force.

A book entitled “Advisory Council” was distributed to the Task Force members. The
book provides both framework and best practices for advisory committees.

The next ACE Task Force meeting will be March 25, 2009.

On order of Chairperson Tebo and there being no objection, the Committee received
the Advisory Committee Enhancement (ACE) Update: March.

15. CAC Advisory Committee Enhancement (ACE) Subcommittee Report

Vice Chairperson Jacobvitz reported on the evolving process of the ACE task force. He
noted a facilitator, Carmen Clark, had recently been assigned to the task force. The
facilitator began with a socialization process allowing the task force members an
opportunity to develop an element of trust with one another, define their goal, and how to
improve communication within and between the committees.

Member Blaylock questioned how Member Kline's departure from the CAC will effect
the CAC's task force participation. Vice Chairperson Jacobvitz stated, as the ACE
alternate for Members Kline and Powers, he had stepped into the task force role vacated
by Member Kline. He noted that although both members and alternates participate in the
process, alternate members do not vote unless they are replacing a voting member.

Member Blaylock volunteered to be the CAC's ACE Task Force Alternate Member.

Members Rogers and Powers commended Chairperson Sandoval’s decision to appoint a
professional facilitator to lead the Task Force as they review identified problems and the
scope envisioned for the ACE process.

COMBINED CAC AND CITIZENSWATCHDOG COMMITTEE ITEMS

16. Citizens Advisory Committee (CAC) and the Citizens Watchdog Committee (CWC)
Work Plans

On order of Chairperson Tebo and there being no objection, the Committee reviewed
the CAC and CWC Work Plans.
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BRT Routing-Runningway on Stevens Creek Corridor
(De Anza College to Downtown San Jose)
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Figure 15 - Infrastructure Strategy on Stevens Creek Corridor

Infrastructure Cross-sections at Valley Fair / Santana Row on Stevens Creek Corridor
{De Anza College to Downtown San Jose)
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Figure 16 - Infrastructure Options for the Valley Fair Segment of Stevens Creek
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10

Project Funding Strategy

The section described the project funding strategy for the preferred operating plan, including
strategies for the three near-term BRT corridors and an assessment of federal Small Starts
funding potential.

10.1 Corridor Funding Strategy

Capital cost estimates for the BRT 10-15 preferred operating plan ranged from between
$490-$577 million (with Alum Rock costing up to $129 million, EI Camino up to $216 million,
and Stevens Creek ranging from $145-$232 million, depending on whether a viaduct at
Valley Fair is built). Various funding sources potentially exist for these three BRT corridors,
including

e Local - Measure A;

¢ Regional - Transportation for Livable Communities/Housing Incentive Program and
Smart Growth Planning;

e State - Prop 1B — Highway Safety, Traffic Reduction, Air Quality, and Port Security,
State Infrastructure Bank, California Air Resources Board (ARB), and Caltrans
Community-Based Transportation Planning (CBTP) Grant Program; and

e Federal - Small Starts/New Starts, Bus and Bus Facilities, Urbanized Formula
Funds (Section 5307), Highway Funds/Flexible Funds (STP/CMAQ), and 2009
Economic Stimulus Package.

Based on an analysis of these potential sources, discussions with key VTA staff, and
regional/federal entities, as well as a review of the scope of proposed corridor
enhancements, funding strategies and opportunities were identified for each corridor based
on the final conceptual capital costs.

Key funding findings include the following:

e VTA should utilize Measure A to its full extent to fund the three BRT corridors.
Measure A would facilitate faster implementation with less bureaucratic
issues than using federal funds and would likely serve as the principal
funding source at this time.

e State funding, up to $45.0 million, is also available through Prop 1B, which
should be utilized as soon as possible given the competition for these funds.
VTA has already made plans to use these funds to purchase 40 new 60’ BRT
vehicles for the three BRT corridors.

e Prop 1B Lifeline funds are also a potential option for Alum Rock (up to $30 million),
which traverses lower income areas.

e Small Starts funding eligibility requires new corridor-based bus projects (BRT) to
incorporate the majority of the following elements in the future project: (i) bus signal
priority; (ii) substantial stations; (iii) low-floor vehicles or level boarding; and (iv)
branding. Because the El Camino and Alum Rock corridors already have three of
the four elements on the existing Rapid 522 route, these corridors are likely to be
ineligible for Small Starts federal funding.

e Although federal funds are a potential option to finance some components of each
corridor, competition is high, funds must be funneled through the MTC, local
matches are required, additional analysis or regulations may need to be met, and
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projects that utilize federal funds typically take longer to implement. Federal funds
should thus be used as a last resort.

The proposed 2009 Economic Stimulus Package could be another proposed federal
funding source, although at this stage of project design, it seems that Alum Rock
would be the only plausible corridor for funding through this source.

The most relevant and applicable funding source(s) for each corridor are described below.

Alum Rock Corridor - The Alum Rock Corridor (HP Pavilion to Eastridge Transit
Center) has estimated capital costs of $129 million and is proposed to be
operational by 2012. BRT service on Alum Rock calls for 15 new 60’ BRT vehicles
($17.2 million). It is recommended that the full costs be provided through
Measure A, with vehicles funded through Prop 1B. Additional options for
funding beyond Measure A and Prop 1B could include:

Federal Sources State Sources Regional Sources
$17.2 million Bus and e Up to $30 million Prop e Permit flexing of federal
Bus Facilities 1B for expansion of the funds
Undetermined funds Lifeline commitment e No direct funding for
from proposed 2009 capital costs
Economic Stimulus
Package

El Camino Corridor - The EI Camino Corridor (Palo Alto Transit Center to HP
Pavilion) has estimated capital costs of $216 million and is projected to be
operational by 2015. BRT service on El Camino calls for 14 new 60’ BRT vehicles
($15.4 million). It is recommended that the full costs be provided through
Measure A, including using a portion of the funds designated for the Palo Alto
Intermodal Center, with vehicles funded through Prop 1B. Additional options for
funding beyond Measure A and Prop 1B could include:

Federal Funding Sources Regional Funding Sources

$15.4 million Bus and Bus Facilities e Permit flexing of federal funds

¢ No direct funding for capital costs

Stevens Creek Corridor - The Stevens Creek Corridor (De Anza College to
Downtown San Jose) has estimated capital costs up to $145 million, with a single
reversible lane at Valley Fair, or $232 million with a viaduct at Valley Fair. It is
projected to be operational by 2017. BRT service on Stevens Creek out to De Anza
College calls for 17 new 60’ BRT vehicles ($18.7 million). It is recommended that
the full project costs be provided through Measure A, with vehicles funded by
Prop 1B. Additional options for funding beyond Measure A and Prop 1B could
include:

Federal Funding Sources Regional Funding Sources
e $20-30 million Small Starts o Permit flexing of federal funds
e $18.7 million Bus and Bus Facilities ¢ No direct funding for capital costs
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10.2 Stevens Creek Small Starts Funding Analysis

Small Starts funding was considered an option to be investigated for Stevens Creek
Corridor. For this reason, additional research and a survey of five recipients of Small Starts
and Very Small Starts funding were conducted to understand the application process, key
reasons for applying for federal funding, and any tips for future applicants. Major findings
from the two surveyed Small Starts recipients, Fort Collins and Portland, were as follows:

e The Small Starts application is a long process and is quite similar to the New Starts
process. It also requires annual updating as the project progresses in the
development cycle. Both Fort Collins and Portland indicated that additional
information was needed for the Small Starts application that would not have been
requested if the projects were funded locally.

e Both Fort Collins and Portland indicated that if local funds had been available, it
would have been an easier, faster, and more flexible implementation. However,
neither city had local funding options.

e The Small Starts application for Fort Collins and Portland took between 2-4 months.
Both transit systems hired external consultants to supplement their internal agency
personnel.

e All recipients worked with their local FTA representative during the application
process, provided draft applications to avoid rework and had meetings to assure
that expectations were clear.

Overall, given the transit-supportive policies in the Bay Area, the Stevens Creek
Corridor likely has the potential to obtain Small Starts funding. However, as Small
Starts ratings are primarily based on findings and information from the Preliminary
Engineering and Final Design stages, a definitive go or no-go recommendation for
Small Starts funding cannot be made at this time. Given the increasing
competitiveness of Small Starts funding and the previous recipient amounts, it
appears plausible that VTA, if successful, would be unable to receive the full $75
million allowed by Small Starts, but instead could receive between $20-30 million.
Since Measure A already would provide sufficient funding for the entire Stevens
Creek BRT Corridor, VTA needs to weigh the positives of obtaining limited federal
funding with the potential negatives (time, cost, process) in undertaking the federal
funding process for the corridor. The experiences of the two surveyed agencies that
received Small Starts funding could be very instructive to VTA. Both agencies noted
that using local funds would have been easier and faster, allowing for a more flexible
implementation, than going through the federal funding process.
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11 Construction and Implementation Phasing

Phasing recommendations for physical BRT corridor implementation and construction, BRT
service operations, and BRT fare collection were formulated for the BRT 10-15 operating
plan, including for the three near-term BRT corridors. Three potential options were
considered for phasing:

e Option 1: Opening the Full BRT Route after Bus Lane Completion - This most
dramatically introduces the new service to the public and emphasizes features not
available in conventional bus service in the same corridor. It has a better chance of
catching the attention of non-riders and inducing them to try the service.

e Option 2: Opening the Full BRT Route prior to Bus Lane Completion - This
approach allows for product differentiation as shown in the first option, but
recognizes that bus operations have inherent flexibilities over rail operations. BRT
vehicles need not wait until the entire physical route is constructed, but can start
operating earlier using any exclusive lanes that have been completed and operating
in mixed traffic elsewhere along the route.

e Option 3: Introducing BRT Amenities Gradually - This allows for early
implementation before all route segments are completed. It gradually introduces
BRT amenities, such as off-board fare collection, once the budget permits. Some of
its impact on potential new riders is lost due to the gradual introduction, but utilizing
branded vehicles and stations may help to minimize the impacts.

Based on direction received from VTA staff, the implementation of the three BRT corridors
would be introduced gradually (Option 3).

11.1 Construction and Design Timeline

The Alum Rock Corridor is in a more advanced stage of development than the other two,
with its EIR certified by the VTA Board in early December 2008. It would be the first of the
three corridors to be constructed. The EI Camino Corridor would be the second corridor to
be implemented, as it is already served by the Rapid 522 service, serves high transit
demand along the corridor on the 22/522 routes, and would provide a continuous BRT 522
service from East San Jose to Palo Alto. The Stevens Creek Corridor would be the last
corridor of the three to be finished, providing an important east-west high-speed transit link
between Cupertino and Downtown/East San Jose.

Assuming that the three BRT corridors undergo similar project development phases
(including conceptual engineering (CE), preliminary engineering (PE), and final design
engineering, environmental review, right-of-way acquisition, procurement, and construction),
some overlap is assumed among design and engineering phases for the three corridors, the
corridors are built one after the other, and accounting for progress already made on the
Alum Rock Corridor, estimates for corridor development phasing are shown below:
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Table 16 - Summary of Corridor Development Phasing (Duration in Months)

Corridor Enr:\élr:?ar:- oL Al s ?ezr;]e-d
3 Acquisition Design struction p .
EGEWSIS Duration
Com- Completed
Alum Rock pleted (13 months) 12 14 6 16 40
El Camino 16 24 12 18 18 30 66
Stevens Creek - 12 24 12 12 12 20 66
Reversible Lane
Stevens Creek — |, 24 12 12 12 28 74
Viaduct

Note: Compressed duration assumes overlap of some engineering tasks.

Overall, key phasing findings were as follows:

e Alum Rock would start preliminary engineering during the second quarter of 2009
and be operational by late 2012.

e El Camino would begin its conceptual engineering in late 2009, while Alum Rock
was midway through its preliminary engineering. Construction on the EI Camino
Corridor would begin soon after the Alum Rock Corridor was finished in late 2012.
El Camino would be operational by mid-2015.

e Stevens Creek would start its conceptual engineering in mid-2011, as preliminary
engineering for El Camino commenced. Construction on Stevens Creek would
begin soon after the El Camino Corridor was finished. Stevens Creek would be
operational by late 2016 if a reversible lane was selected for the Valley Fair stretch,
otherwise by mid-2017 if a viaduct was selected.

The proposed project development schedule is shown on the next page.
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INSERT GANTT CHART

Q:\130682-02\4 INTERNAL PROJECT DATAW4-05 REPORTS & MEMOS\FINAL Page 47
REPORT\VTA BRT STRATEGIC PLAN - FINAL REPORT - 2009-03-12.DOC

Arup North America Ltd
Issue March 11, 2009




11.b

Santa Clara Valley Transportation Authority (VTA) BRT Strategic Plan
Final Report

11.2 Operations Implementation

In terms of service levels and frequency, the ultimate goal for the envisioned BRT 10-15
operating plan would include BRT service at 10-minute headways and local service at 15-
minute headways (thus resulting in a combined BRT 5-15 configuration on the Alum Rock
Corridor). However to reach the BRT 10-15 service goal, a gradual transition from existing
levels of service must be implemented. At present, existing levels of service on the three
BRT corridors are geared towards providing more local service (as the local routes operate
at 12-minute headways versus 15-minute headways for the Rapid 522).

Operational phasing would coincide with the completion of particular corridor segments or
infrastructure facilities (as determined in the capital infrastructure phasing in Section 3) and
on achievement of sustainable levels of transit demand. In summary:

¢ BRT on the Alum Rock and EI Camino corridors would start off as a BRT 10-15
service (inclusive of the Local 22 and BRT 522) from the outset once the Alum Rock
Corridor was completed (in late 2012);

e BRT on the Stevens Creek Corridor would begin with a less aggressive operating
plan, perhaps a BRT 10-30 (with BRT 523 at 10-minute headways and the Local 23
at 30-minute headways), initiated immediately after the Stevens Creek Corridor was
completed (in late 2016 or mid 2017, depending on the Valley Fair solution
selected); and

e Local 23 headways on the Stevens Creek Corridor could be decreased to every 15
minutes after certain sustainable transit demand levels were achieved in the future
(date unknown).

11.3 Recommended Fare Collection Strategy

Off-board fare collection has typically been a key component of BRT services, as it can
reduce cash transactions between driver and passenger which, in turn, speeds boarding
times, reduces dwell times, and shortens overall vehicle travel times. Off-board fare
collection, however, typically requires procurement of ticket vending machines (TVMs) to
facilitate prepayment, as well as deployment of fare inspectors to minimize fare evasion.

At present, VTA bus passengers either flash their pass to the driver or pay direct cash fares
to the drivers; only LRT uses off-board fare collection with TVMs. While the ultimate goal for
VTA'’s BRT services is an off-board fare collection system, the transition to such a system is
unlikely to occur overnight due to associated operating and procurement costs and
operating impacts. A gradual fare collection phasing strategy is described below.

Components for VTA’s eventual full off-board fare collection for BRT would include:

e Ticket Vending Machines (TVMs) — These
devices allow passengers to pre-pay before
boarding the bus, resulting in reduced dwell
time. Ideally, each station platform would be
equipped with at least one TVM. If funding is
limited, TVMs could be installed first at more
heavily used stations, which would permit rear-
door boarding for pre-paying passengers at
those stations.

Ticket Vending Machines (TVMs)

e Fare Inspection — Fare inspectors, an
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extension of the enforcement staff currently patrolling VTA’s LRT system, would be

deployed once rear-door boarding is allowed.

e Front-Door Boarding — All passengers would be able to enter through the front

door at all times.

e Rear-Door Boarding — Rear-door boarding could result in faster boarding and
possibly faster overall trips. Decisions about permitting riders to board through rear
doors hinge on when fare inspectors would be available and where the TVMs were

deployed.

Full off-board fare collection would be implemented incrementally, contingent on: (i)
availability of funds to purchase TVMs and hire additional fare inspectors; (ii) VTA’s
tolerance for less than optimal operating speeds before full implementation of off-board fare
collection (though speeds will still exceed what are experienced on those corridors today);
and (iii) ridership levels. Table 17 shows the proposed phasing of the off-board fare

collection system.

Table 17 - Proposed Phasing for BRT Off-Board Fare Collection

Stage 1:

BRT Operations Stage 2:
Full Deployment of

Fare Inspectors

Begin (Limited
Funds for

TVMs/Inspectors)

Stage 3:
Demand Increases;

Funding
Increasingly

Available for TVMs

Stage 4:
Full Off-Board Fare
Collection

TVMs None at this time None at this time . TVMs at . TVMs at all stations
heavily used stations
Fare _— Weekday/daytime Full-time Full-time
None at this time
Inspectors enforcement only enforcement enforcement
Féont-ll?oor Allowed for all passengers at all times
oarding
Allowed for Allowed for
. passholders and pre- Allowed for all
Rear-Door Not allowed at this passholders only on .
8 . paid fares only at passengers at all
Boarding time weekdays and . A
) stations where there times
daytime hours
are TVMs
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ﬁ Valley Transportation Authority

BOARD MEM ORANDUM

Date: March 25, 2009
Current Mesting: April 8, 2009
Board Mesting: N/A

TO: Santa Clara Valley Transportation Authority
Citizens Advisory Committee

THROUGH: N/A
FROM: Chief CMA Officer, John Ristow

SUBJECT: Light Rail Systems Analysis Project Update

FOR INFORMATION ONLY

BACKGROUND:

The Light Rail System Analysiswill provide a comprehensive evaluation of the infrastructure
and operationa flexibility of the existing light rail system and an evaluation of operational
impacts and user benefits of the planned light rail (LRT) and BART extensions. The project is
focused on making the LRT system as effective and as efficient as possible in order to attract
additional riders and to ensure the ability of the LRT system to handle projected passenger
growth to the year 2035. The project will consist of three inter-related components: market
analysis, operations analysis and capital needs.

The first task, currently in progress, will identify the existing capital and operational constraints
of the LRT system and perform a market analysis to identify unmet market potential of both the
existing and extended networks. At the conclusion of Task 1, the project team will identify
preliminary future scenarios for the LRT system, consisting of packages of operational changes,
capital investments, response to markets, and responses to external projects or occurrences.
These scenarios will be further analyzed through staff-consultant meetings followed by scenario
testing and a cost benefit analysisin June and July.

At key project milestones staff will provide updates to the Transit Planning and Operations
(TP&O) and appropriate Advisory Committees. In addition to these updates, VTA staff has
scheduled an on-going monthly project group meeting with Planning and Operations staff and
the project consultants. The table below shows the key milestones and a tentative schedule for
periodic updates to the committees. The study is expected to be completed by December 2009.

Project Schedule

Task Date

|dentify Future Scenarios for Further Analysis March - April 2009
Initial Findings - Presentation to Committees May 2009
Development of Alternatives June 2009
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Operational Assessment and Refinement of Scenarios July - August 2009
Alternatives Analysis - Presentation to Committees October 2009
Recommendations - Presentation to Committees November 2009
Final Adoption - VTA Board December 2009
DISCUSSI ON:

Operational and Capital Constraints

This discussion focuses on the preliminary findings from the capital and operations anaysis.
The market analysisis currently being conducted and the results and initia findings will be
presented to the TP& O, TAC and CAC committeesin May.

One of the primary purposes of the project is to identify constraints on the current LRT system
from operations and the physical infrastructure of the system. These constraints may limit
VTA’s ability to operate the current system as efficiently as possible and to offer competitive
service and increase market share in key markets where the LRT system can be amajor factor in
providing transportation options in the county.

Preliminary findings from this task show that the primary constraint to the current service is the
slow operating speeds at various segments in the network. The initial report identified potential
solutions to address the constraints of travel speed, including:

I mplementation of different service options such as Santa Teresa express trains and skip-
stop operation on North First Street

Providing faster service in downtown San Jose by double tracking portions of North First
Street to increase operating speeds from 10 mph to 25 mph

Grade-separate LRT at North First Street and Montague Expressway

I mplementation of predictive priority systems at the key traffic signals along the light rail
corridor

Other constraints identified in the report relate to the system’s efficiency and flexibility.
Potential solutions include the following:

Provide infrastructure to support terminating trains in downtown San Jose
Lengthen all platforms on the Vasona Line to accommodate three car trains
Add terminal space in downtown San Jose and on the VasonaLine
Determine needed modifications to install additional crossovers

|dentify alternatives for the Almaden spur

Other aternatives to address system constraints will be considered as part of the project.

These potential solutions will be further evaluated in future tasks and during upcoming project
meetings. Each scenario will then be tested to assess ridership potential and operating
performance in the base year and in year 2035.

Page2 of 3



12

Growth Forecast

The project will look forward to the range of possible effects of future events on the existing
system, and the possible physical and/or operationa steps that might be desirable to meet
potential operational challenges. The project will analyze the capabilities of the existing system
relative to:

Its ability to handle basic system ridership growth induced by population and
development, and other background projects,

Increases in ridership produced by the BART extension,
Ridership generated by the LRT extension projects (Capitol and Vasona)

The preliminary data from the growth forecast task shows that the largest contributor to ridership
growth in year 2035 is anticipated population and employment increases, primarily resulting
from large scale development along North First Street. The second largest component is
ridership related to the introduction of BART service to Santa Clara County.

VTA Light Rail Demand Forecast

Theinitial dataresults show that by year 2035, some segments of the LRT system may have
capacity constraints during peak periods. In order to meet the estimated demand forecast for
LRT, VTA may need to consider more frequent service or operating four-car trains during the
peak period. A more detailed summary of results will be provided at the May committee
meetings.

Prepared By: Andrew Ittigson
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ﬁ Valley Transportation Authority

BOARD MEM ORANDUM

Date: April 1, 2009
Current Mesting: April 8, 2009
Board Mesting: N/A

TO: Santa Clara Valley Transportation Authority
Citizens Advisory Committee

THROUGH: Genera Manager, Michael T. Burns
FROM: Chief External Affairs Officer, Greta Helm

SUBJECT: Advisory Committee Enhancement Update: April

FOR INFORMATION ONLY

BACKGROUND:

VTA's Board and management value the counsel and perspective they receive from the five
advisory committees to help inform policy development, planning, and decision making.

VTA’sfive advisory committees are: Bicycle & Pedestrian (BPAC); Committee for Transit
Accessihility (CTA); Citizens Advisory (CAC); Policy Advisory (PAC); and Technical Advisory
(TAC).

The Advisory Committee Enhancement (ACE) process was initiated by VTA General Manager
Michael Burnsin August 2008 to engage advisory committee members in the development of
recommendations for improving the advisory committee process of providing input and advice to
management and the Board of Directors.

The ACE processis being led by VTA’s Public Information Officer, Jennie Loft, assisted by
project manager Stephen Flynn. Among the goals of the process are each advisory committee:

Reviewing itsrole, responsibilities, and limitations as defined by the Board adopted bylaws,
and how it can provide input as an advisory body to help VTA achieve the outcomes
described in the VTA Vision and Mission statements.

Examining its primary focus and area of expertise in relation to the other advisory
committees to identify overlap and duplication and potentially underserved areas.

Exploring ways of providing effective input to the Board while minimizing the associated
resources required.

DISCUSSION:
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Asone of theinitial stepsin the ACE process, each advisory committee established an ACE
subcommittee, comprised of three committee members except CTA, which hasfive. The
purpose of the subcommittee was to perform the tasks the committee determines to be necessary
for successful completion of the process but at atime other than the committee meeting. This
included drafting a provisional mission statement and reviewing the duties and responsibilities
section of their respective bylaws.

All five subcommittees previously developed a draft mission statement, which was adopted by
the respective advisory committee. These mission statementsare “provisional”, meaning it isa
working draft subject to modification until reviewed and adopted by the Board of Directors as
part of the committee' s bylaws. However, CTA recently requested modifications to its
provisional mission statement, which will be considered by that committee at its April 8, 2009
meeting.

The ACE processiis currently in the Task Force phase. The Task Force is ajoint meeting of the
subcommittee members and VTA staff to review the roles and responsibilities of all the advisory
committees, individually and collectively, in a comprehensive manner. The purposeisto
develop recommendations to more clearly define individual committee responsibilities, identify
overlap and duplication, consider underserved areas, and discuss options to maximize the
contribution each committee can make to the VTA Board process.

At the first Task Force meeting, Task Force participants asked that VTA Board Chairperson
Dolly Sandoval appoint a member of the board to chair the task force committee. Chairperson
Sandoval considered this request, and decided her preference was instead to appoint a
professional facilitator to guide the group for the next two meetings. Based on this, professiona
facilitator Carmen Clark was retained to facilitate the February and March meetings.

The second ACE Task Force meeting was held on February 25, 2009. Ms Clark led the Task
Force in reviewing and discussing:

The scope of the ACE process including reviewing excerpts fromthe VTA
Organizational & Financial Assessment (HayGroup report) and the California Bureau of
State Audit (BSA) report.

Best practices used by effective and successful committees and participants experiences
with effective advisory committees.

The group was given assignments to complete by the next meeting:

Read the booklet Advisory Councils that was provided to al Task Force members.
Keeping the principals stated in Advisory Councils in mind, each member was to review
the list of ideas on the Items for Discussion handout, prioritize their top 6, and identify
any itemsto be removed from future consideration.

The next (third) Task force meeting is being held on Wednesday, March 25 at 11:30 am. The
main items on the agenda are:

|dentify and discuss key points from Advisory Councils
Discuss each member’ s 6 most important items and those to be removed from the Items
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for Discussion list

In response to arequest from the CTA, al Task Force materials, including agendas and meeting
summaries, are now available on VTA’s website for review by advisory committee members.
The only exception to thisis the publication Advisory Councils, which is copyright protected.
The Task Force materials can be viewed at: http://www.vta.org/inside/boards/ace index.html .

Periodic updates on the Task Force progress will be provided to the Administration and Finance
(A&F) standing committee for their information and consideration. If any changesto Advisory
committee bylaws are recommended by the Task Force or A&F, avote of the Board of Directors
is needed for their approval.

All advisory committees will continue to receive regular updates by their subcommittee
members, as well as by the ACE process facilitators, on the discussion, decisions, and progress
made during Task Force meetings.

Prepared By: Stephen Flynn, Sr. Management Analyst
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ﬁ Valley Transportation Authority

BOARD MEM ORANDUM

Date: March 27, 2009
Current Mesting: April 8, 2009
Board Mesting: N/A

TO: Santa Clara Valley Transportation Authority
Citizens Advisory Committee

THROUGH: Genera Manager, Michael T. Burns
FROM: Chief External Affairs Officer, Greta Helm

SUBJECT: Advisory Committee Enhancement (ACE) Subcommittee Report

FOR INFORMATION ONLY

Included on every advisory committee agenda for the duration of the Advisory Committee
Enhancement (ACE) processis averbal report from the respective committee's ACE
Subcommittee. Thisitem ensures the opportunity for Subcommittee members to apprise their
fellow members on the committee on the discussion, decisions, and progress made during Task
Force meetings. It also provides the opportunity for the Subcommittee members to express their
observations, achievements and concerns to the full committee and to receive feedback and
direction from it.

Prepared By: Stephen Flynn, Sr. Management Analyst
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