
STAFF REPORT FOR CALENDAR ITEM NO.:  13 
FOR THE MEETING OF:  January 30, 2025 
 

TRANSBAY JOINT POWERS AUTHORITY 
 
BRIEF DESCRIPTION: 
Consider authorizing the Board Chair to execute The Portal Project Implementation 
Memorandum of Understanding (Implementation MOU) with Partnering Agencies to support 
implementation of The Portal, also known as Downtown Rail Extension (DTX). 
 
EXPLANATION: 
Background 
 
On April 9, 2020, TJPA adopted the San Francisco Peninsula Rail Program Memorandum of 
Understanding (MOU) describing, in part, an organizational structure to support the efforts of the 
TJPA to develop the DTX project (also known as The Portal). This organizational structure 
included the Executive Steering Committee (ESC) and the Integrated Program Management 
Team (IPMT). The MOU was a six-party agreement among the TJPA, the Metropolitan 
Transportation Commission (MTC), the San Francisco County Transportation Authority 
(SFCTA), the Peninsula Corridor Joint Powers Board (Caltrain), the California High-Speed Rail 
Authority (CHSRA), and the City and County of San Francisco Mayor’s Office (CCSF). The 
MOU defined a work program intended to bring the project to ready-for-procurement status. 
 
The term of the MOU was scheduled to expire on June 5, 2023. On May 11, 2023, the Board 
authorized the Board Chair to execute a first amendment to the MOU to extend the term of the 
agreement to December 31, 2023. On August 10, 2023, the Board approved a Governance 
Blueprint for The Portal which recommended a governance structure for the delivery of The 
Portal, encompassing the procurement and construction of the project. The Blueprint called for 
the preparation of a new six-party memorandum of understanding to succeed the MOU to serve a 
framework for coordination and engagement of the partner agencies in the implementation of the 
project through construction and commissioning. On December 14, 2023, the Board authorized 
the Board Chair to execute a second amendment to the MOU to extend the term of the agreement 
to May 10, 2024.  
 
Since the expiration of the MOU, and while the Implementation MOU was developed, the 
agencies have continued to coordinate efforts in the manner described in the Governance 
Blueprint. Additionally, the TJPA Executive Director entered into The Portal Project 
Administrative Management Agreement (Management Agreement), whereby they created the 
administrative structure, consistent with the policy recommendations in the Governance 
Blueprint, to support the management and administrative actions necessary for the development 
of The Portal. 
 
Implementation MOU 
 

Since the completion of the Governance Blueprint, the SFCTA and MTC have led work with the 
IPMT to prepare the Implementation MOU, which will be among the same six partner agencies, 
to support TJPA’s delivery of the project. The Implementation MOU will have a term through 
substantial completion of the major construction contracts and completion of a project evaluation 
report. 
 

The Implementation MOU contemplates that the TJPA Board will establish The Portal 



Committee as a standing committee of the TJPA Board to provide review and recommendation 
to the TJPA Board on certain policy matters related to The Portal. The Implementation MOU 
contemplates that the Board will form the Committee prior to the start of Phase 2 of 
implementation of the Governance Blueprint (generally, by the date of the first award of any 
construction contract for the project, including the pre-construction phase of the 40-CT civil and 
tunnel contract). The Implementation MOU contemplates that The Portal Committee will consist 
of three voting members appointed by the TJPA Board.  The Implementation MOU also 
contemplates that the TJPA Board will invite MTC to designate a non-voting representative to 
the Board’s committee. 
 
The Implementation MOU also acknowledges the administrative organizational structure 
established by the TJPA Executive Director under the Management Agreement. Pursuant to that 
Agreement, the Executive Director established the bodies as described below: 

• Executive Working Group, with senior executive representation from the six partner 
agencies, supporting the TJPA Executive Director’s executive management of the project 
and provide advice and recommendations to the Executive Director about delivery of The 
Portal. 

• Integrated Program Management Team, with responsibility to support the TJPA Project 
Director in the development and delivery of The Portal during Phase 1 of the 
implementation period for the Governance Blueprint. 

• Configuration Management Working Group, with responsibility to review significant 
modifications to The Portal project configuration during Phase 1 of the implementation 
period for the Governance Blueprint. 

• Change Control Board, with responsibility for reviewing and recommending certain 
policy changes and significant changes to The Portal during Phase 2 of the 
implementation period for the Governance Blueprint. This body will replace the 
Configuration Management Working Group. 

• Integrated Management Team, with responsibility to provide advice and support to the 
TJPA Project Director in the management of The Portal during Phase 2 of the 
implementation period of the Governance Blueprint. This body will replace the Integrated 
Project Management Team. 

• Integrated Program Delivery Team, with responsibility for delivery of The Portal 
consistent with the approved scope, budget, and schedule. 
 

The Management Agreement includes a multi-agency work program (WP) and describes the 
process for annually updating the WP reflecting activities over approximately the next three 
years to advance The Portal, including those activities necessary to secure the Full Funding 
Grant Agreement with Federal Transit Administration. Under the Implementation MOU, TJPA 
will work with the partner agencies to update this work program on an annual basis, in support of 
agencies’ annual budgeting processes.  
 
The Implementation MOU has been adopted by all other partner agencies. 
 
RECOMMENDATION: 
Consider authorizing the Board Chair to execute Implementation MOU with Partnering Agencies 
to support implementation of The Portal. 
 
ENCLOSURES: 

1. Resolution 
2. Implementation Memorandum of Understanding 



 

TRANSBAY JOINT POWERS AUTHORITY 
BOARD OF DIRECTORS 

 
Resolution No. _____________ 

 
 
RESOLVED, That the TJPA Board of Directors authorizes the Board Chair to execute The 

Portal Project Implementation Memorandum of Understanding with the Metropolitan 
Transportation Commission, the San Francisco County Transportation Authority, the Peninsula 
Corridor Joint Powers Board (Caltrain), the California High Speed Rail Authority, and the City 
and County of San Francisco in the form presented to the TJPA Board and on file with the 
Secretary of the Board.   

 
 
I hereby certify that the foregoing resolution was adopted by the Transbay Joint Powers Authority 
Board of Directors at its meeting of January 30, 2025. 
 
 
                                        ____________________________________ 
                                          Secretary, Transbay Joint Powers Authority 
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The Portal Project Implementation Memorandum of Understanding 1 

 2 

 3 

 4 
 5 

The Portal Project Implementation Memorandum of Understanding (MOU), effective 6 

_________________, is between the Transbay Joint Powers Authority (TJPA); the Metropolitan 7 

Transportation Commission (MTC); the San Francisco County Transportation Authority 8 

(SFCTA); the Peninsula Corridor Joint Powers Board (Caltrain); the California High-Speed Rail 9 

Authority (CHSRA); and the City and County of San Francisco (CCSF) (each a “Partner” and 10 

collectively the “Partners”). 11 

 12 

 13 

1. Definitions: 14 

 15 

Blueprint: The Portal Governance Blueprint, a policy document approved by the TJPA Board in 16 

August 2023, which identifies policy recommendations for the coordination and engagement of 17 

the Partners in the implementation of the Project.  18 

 19 

Change Control Board (CCB): multi-agency body convened by the TJPA Executive Director, 20 
with representation from all six Partners, with responsibility during Phase 2 of Blueprint 21 
Implementation to review and recommend Significant Changes and Policy Changes. 22 
 23 

Configuration Management Working Group (CMWG): multi-agency body convened by the 24 

TJPA Executive Director, with representation from all six Partners, with responsibility during 25 

Phase 1 of Blueprint Implementation to review and recommend Significant Modifications to 26 

Project Configuration. 27 

 28 

Executive Working Group (EWG): multi-agency body convened and led by the TJPA 29 
Executive Director, with representation from all six Partners, with responsibility during Phase 1 30 
and Phase 2 of Blueprint Implementation to provide advice and recommendations to the TJPA 31 
Executive Director and to support the TJPA Executive Director’s reporting to The Portal 32 
Committee and TJPA Board, including review of policy items advancing to the Board level. 33 
 34 

Federal Transit Administration (FTA): the FTA is the planned grantor of federal Capital 35 

Investment Grant funds. 36 

 37 

Integrated Management Team (IMT): a senior management group, convened by the TJPA 38 
Executive Director and led by the TJPA Project Director, with representation from the Partners 39 
or from a sub-set of the Partners as mutually agreed, with responsibility during Phase 2 of 40 
Blueprint Implementation to integrate/coordinate management-level activities across the 41 
agencies, remove roadblocks and marshal resources, and provide early/ongoing visibility into 42 
Project status, issues, and risks.43 
 44 
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Integrated Program Management Team (IPMT): a senior management group, convened by 45 

the TJPA Executive Director and led by the TJPA Project Director, with representation from all 46 

six Partners, supporting the Project during Phase 1 of Blueprint Implementation. 47 

 48 

Integrated Program Delivery Team (IPDT): the integrated team convened by the TJPA 49 
Executive Director and led by the TJPA Project Director consisting of representatives from 50 
TJPA, Caltrain, and CHSRA, their consultants and contractors, and other resources/personnel 51 
as required, with responsibility to deliver the Project.  52 
 53 
IPDT Framework: a management document describing the parameters of the IPDT. 54 
 55 
Major Contracts: The primary construction contracts through which the Project will largely be 56 
delivered, which are the Civil-Tunnel Progressive Design-Build (PDB/40-CT), Track and 57 
Systems Construction Manager-General Contractor (CMGC), Salesforce Transit Center Station 58 
Fit-Out CMGC, and Fourth and King Yard (4KY) Package B as this list may be amended by 59 
mutual agreement of the Partners. 60 
 61 
Minor Change: A Project Change that does not conflict with the Policy Baseline and is less 62 
than a threshold defined in the CCB Charter. 63 
 64 

Partners: the six agencies party to this MOU: the Transbay Joint Powers Authority (TJPA); the 65 

Metropolitan Transportation Commission (MTC); the San Francisco County Transportation 66 

Authority (SFCTA); the Peninsula Corridor Joint Powers Board (Caltrain); the California High-67 

Speed Rail Authority (CHSRA); and the City and County of San Francisco (CCSF). Collectively 68 

the Partners and each individually a Partner. 69 

 70 

Peninsula Rail Program MOU: The San Francisco Peninsula Rail Program Memorandum of 71 

Understanding, executed among the Partners in 2020 and having expired on May 10, 2024. 72 

 73 

Phase 1 of Blueprint Implementation: The first period governed by this MOU, from date of 74 

completion of this MOU’s execution by all six Partners until the start of Phase 2 of Blueprint 75 

Implementation as defined herein, during which time The Portal Board Committee will be 76 

established. Also, during this time, the TJPA Executive Director has confirmed, and the Partners 77 

have concurred, that regular meetings of EWG, CMWG, IPMT, and IPDT will be held, as 78 

described in Section 7 of this MOU. 79 

 80 

Phase 2 of Blueprint Implementation: The final period governed by this MOU, to take effect 81 

no later than the Start of Project Delivery, as defined herein, and continuing through the term of 82 

this MOU. During this time, the TJPA Executive Director has confirmed, and the Partners have 83 

concurred, that regular meetings of EWG, CCB, IMT, and IPDT will be held, as described in 84 

Section 7 of this MOU. 85 

 86 

Policy Change: A Project Change that significantly alters or threatens the planned outcomes of 87 
the Project, or otherwise exceeds a threshold defined in the CCB Charter for a Policy Change, 88 
including all changes that are materially inconsistent with the Policy Baseline. 89 
 90 
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Policy Baseline: a collection of formal documents, to be brought forward for consideration by 91 

the TJPA Board, that will collectively describe the Project’s scope, schedule, budget, funding 92 

plan, and risk approach. 93 

 94 

Project: The Portal, also known as the Downtown Rail Extension, as described in Section 5 of 95 

this MOU. 96 

 97 

Project Change: A modification to the Project’s configuration, schedule, budget, and/or 98 

contracts (including changes to contract scope, schedule, and/or cost). 99 

 100 

Project Configuration: The combined physical, functional, and operational characteristics of 101 

structures, systems, and components of the Project. 102 

 103 

Revenue Service: Regular rail operations on the Project that serve fare-paying passengers. 104 

 105 

Significant Change: A Project Change that does not conflict with the Policy Baseline and that 106 
exceeds a threshold defined in the CCB Charter.  107 
 108 

Significant Modification to Project Configuration: A modification to Project Configuration 109 

with a material impact on the planned outcomes of the Project. 110 

 111 

Start of Project Delivery: The date of the first award of any construction contract for the 112 

Project, specifically the earliest date of either: the award of the pre-construction phase of the 113 

Civil-Tunnel Progressive Design-Build (PDB/40-CT) contract; or the award of the first enabling 114 

construction contract package, including packages for the Fourth and King Railyard. 115 

 116 

Status Report: a report prepared monthly by the Integrated Program Delivery Team.  117 

 118 

Stage Gates: a sequence of formal review points during the Project to assess the Project’s 119 

readiness to advance and to make recommendations to the TJPA Board. 120 

 121 

Summary Work Program: A document describing the Project’s activities and Partner roles and 122 

responsibilities in these activities over at least the coming two years, to be updated annually and 123 

presented to the TJPA Board. 124 

 125 

The Portal Committee: a standing committee of the TJPA Board, providing transparent and 126 
dedicated venue for review and recommendation to the TJPA Board of policy matters to be 127 
established during Phase 1 of Blueprint Implementation and to continue during Phase 2 of 128 
Blueprint Implementation. 129 
 130 

 131 

2. Purpose: 132 

 133 

The Partners recognize that The Portal is a critical rail link in the Bay Area, Northern California 134 

mega-region, and statewide transportation system and that it will be most efficiently and 135 
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effectively delivered through a multi-agency partnership among local, regional, and state 136 

stakeholder agencies with expertise in developing, funding, and implementing major 137 

infrastructure projects. 138 

 139 

This MOU describes the multi-agency coordination, administrative organizational structure, and 140 

processes that will support the efforts of the TJPA in the delivery of The Project. This MOU is 141 

intended to be consistent with the policy recommendations of The Portal Governance Blueprint, 142 

which is attached to this MOU and incorporated by reference herein. In the event of 143 

inconsistency between the MOU and the Blueprint, the MOU shall take precedence. 144 

 145 

This MOU describes the currently contemplated primary roles and responsibilities of each of the 146 

Partners. This MOU does not establish funding contributions or payment between the parties. 147 

 148 

 149 

3. Partner Agency Primary Roles and Responsibilities: 150 

 151 

The Partners recognize that – and nothing in this MOU is intended to imply otherwise – state 152 

law and the TJPA’s 2001 Joint Powers Agreement (as amended) provide that the TJPA has 153 

primary jurisdiction over and will implement The Portal that will connect the Salesforce Transit 154 

Center to the regional rail system and to the statewide high-speed rail system. 155 

 156 

The Partners also recognize that each Partner has roles and responsibilities associated with the 157 

development and delivery of the Project. The Partners also recognize that each Partner bears 158 

certain risks associated with the Project and that the cooperation and engagement of all 159 

Partners is necessary to effectively manage Project risks. In addition to the Partners’ 160 

participation in the management and organizational processes described in this MOU, each 161 

Partner’s currently contemplated primary roles and responsibilities associated with delivery of 162 

the Project are summarized as follows: 163 

 164 

TJPA is the lead agency and FTA grantee. TJPA is responsible for: managing the 165 

development, environmental clearance, design, procurement, construction, and 166 

commissioning of the Project; leading integration of all elements of the Project; ensuring 167 

the Project is compliant with FTA requirements; and managing and administering the 168 

governance, management, Partner engagement, and organizational processes and 169 

structures required to deliver the Project. TJPA will hold the Project’s construction 170 

contracts, with the exception of any contract separately agreed by TJPA and any other 171 

Partner to be held by that Partner. TJPA is the FTA grantee and will lead and manage 172 

the Project’s relationship with FTA. 173 

 174 

Caltrain is expected to be the initial rail service operator providing regional rail service 175 

for The Portal. Caltrain owns and operates the corridor leading to The Portal.  176 

 177 

CHSRA is expected to be a subsequent rail service operator providing statewide high-178 

speed rail service for The Portal. 179 
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 180 

Both Caltrain and CHSRA will participate in a technical working group established as 181 

part of the Integrated Program Delivery Team (IPDT) to address and finalize technical 182 

requirements of infrastructure including tunnel, systems performance, safety and 183 

security in order to meet or exceed federal and state laws and regulations for both 184 

Caltrain and CHSRA operations and protect public health and safety. Responsibilities 185 

shall be as described in the IPDT Framework agreed upon between TJPA and the 186 

operators. The escalation path described in the IPDT Framework will be used to resolve 187 

any disagreement between Caltrain and CHSRA. 188 

 189 

CCSF is the combined City and County host jurisdiction, planner and operator of CCSF 190 

infrastructure and services, a transportation planning agency, a transit agency, and a 191 

local funding entity. CCSF is responsible for: oversight and permitting related to streets, 192 

the Muni transit system, public realm, CCSF utilities, and other existing and future CCSF 193 

infrastructure and services; requiring that Project impacts to CCSF infrastructure and 194 

services are adequately mitigated; oversight and approval of CCSF infrastructure to be 195 

built or modified by the Project; coordinating input from CCSF departments, agencies, 196 

boards, and commissions; and participating in the planning, design, and implementation 197 

of the Project as requested or required by law. 198 

 199 

SFCTA is the congestion management agency for San Francisco under state law and 200 

serves as sub-regional transportation planning agency and administrator of multiple local 201 

transportation funding sources. SFCTA is responsible for: conducting project 202 

management oversight of Project development and Project delivery, on behalf of the 203 

SFCTA Board and as a complement to oversight conducted by FTA and the FTA Project 204 

Management Oversight Consultant; serving as co-lead agency (with TJPA) for the 205 

Project’s funding strategy and supporting funding advocacy; serving as lead agency for 206 

the preparation of ridership forecasts, working in collaboration with TJPA and the other 207 

Partners; supporting planning and funding coordination among local, regional, state, and 208 

federal agencies; and participating in the planning, design, and other activities of the 209 

Project as requested or required by law. 210 

 211 

MTC is the regional transportation planning, financing, and coordinating agency. MTC is 212 

a direct investor through regional bridge tolls and is the responsible agency for 213 

prioritizing regional projects for major sources of funding. MTC is responsible for: 214 

providing a regional perspective in risk management and change management to ensure 215 

the responsible use of funds, consistency with policy commitments, and delivery of the 216 

Project as a sustainable and seamless component of the wider regional transportation 217 

network; and participating in the planning, design, and other activities of the Project as 218 

requested or required by law. 219 

 220 

The Partners’ specific roles and responsibilities will be periodically refined and elaborated in the 221 

Summary Work Program, as described in Section 13 of this MOU. 222 

 223 

Docusign Envelope ID: ADE95284-8A3C-4D92-B401-041A99584FC4



FINAL 

6 

 224 

4. Term and Procedure for Amendment: 225 

 226 

4.1 The term of this MOU shall be through the date of completion of the latest of the 227 

following milestones: substantial completion of the Major Contracts (as defined in those 228 

contracts); and the completion of a project evaluation report, to be presented to the TJPA Board 229 

within 12 months after the start of Revenue Service. 230 

 231 

4.2 The Partners may amend, conclude or extend this MOU by mutual agreement; such 232 

agreement shall be evidenced in writing. Notwithstanding the foregoing, the TJPA may 233 

terminate this MOU in its discretion by action of the TJPA Board; prior to any such 234 

proposed termination, the TJPA shall meet and confer with the other Partners in a good 235 

faith effort to resolve any concerns and avoid the need for termination. Any other Partner 236 

may withdraw from this MOU in its discretion, following a meet-and-confer with the other 237 

Partners in a good faith effort to resolve any concerns and avoid the need for withdrawal. In the 238 

event that a Partner withdraws from this MOU, the remaining Partners will continue to cooperate 239 

as described herein. 240 

 241 

 242 

5. Project Description: 243 

 244 

The Portal, also known as the Downtown Rail Extension or DTX, will connect Caltrain’s regional 245 

rail system and CHSRA’s future statewide system to the Salesforce Transit Center in downtown 246 

San Francisco. The Project is an essential part of a long-term strategy to create seamless 247 

connections among local, regional, and statewide transportation systems and connect rail to 248 

important locations throughout the Northern California mega-region. The rail alignment will be 249 

constructed principally below grade to provide a critical link for Peninsula commuters and 250 

travelers on the state’s future high-speed rail system. 251 

 252 

 253 

6. Blueprint Implementation: 254 

 255 

The Partners recognize that the Project will proceed into procurement and construction over 256 

time, and, as such, the Partners agree to a phased approach for engagement in the Project 257 

consistent with the Blueprint. Under this approach, the Blueprint’s policy recommendations will 258 

proceed in two phases, as follows: 259 

 260 

Phase 1 of Blueprint Implementation (Transition Phase): an initial transition period, 261 

whereby the Blueprint’s policy recommendations will be partially achieved. The term of 262 

Phase 1 will be from the date of execution of this MOU by all Partners until the date of 263 

start of Phase 2 of Blueprint Implementation, as described herein. During Phase 1, the 264 

TJPA Board will establish The Portal Committee. During this time, the TJPA Executive 265 

Director has confirmed, and the Partners have concurred, that regular meetings of EWG, 266 

CMWG, IPMT, and IPDT will be held, in the manner described in Section 7 of this MOU. 267 
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 268 

Phase 2 of Blueprint Implementation (Blueprint Fully Implemented): all policy 269 

recommendations codified in the Blueprint will be in place no later than the Start of 270 

Project Delivery, as defined herein. Phase 2 will be through the term of this MOU, as 271 

defined herein. The Portal Committee will be continued during Phase 2. During this time, 272 

the TJPA Executive Director has confirmed, and the Partners have concurred, that 273 

regular meetings of EWG, CCB, IMT, and IPDT will be held, in the manner described in 274 

Section 7 of this MOU. 275 

   276 

 277 

7. Multi-Agency Coordination and Engagement: 278 

 279 

The processes for multi-agency coordination and engagement amongst the Partners are 280 

described by this MOU as summarized below.  281 

 282 

7.1  The Portal Committee of the TJPA Board 283 

 284 

The TJPA Board holds decision authority on all matters related to the Project, including policy 285 

matters. The TJPA Board shall establish The Portal Committee, as a standing committee of the 286 

TJPA Board. The TJPA Board shall establish The Portal Committee prior to the start of Phase 2 287 

of Blueprint Implementation. 288 

 289 

The TJPA Board will appoint the membership of The Portal Committee. The Portal Committee 290 

shall consist of three voting members and shall be appointed by the TJPA Board according to its 291 

bylaws. The TJPA Board shall invite MTC to designate a non-voting representative to The Portal 292 

Committee. 293 

 294 

The Portal Committee will provide a transparent and dedicated venue for review and 295 

recommendation of policy matters and decisions pertaining to the Project. The Committee will 296 

also conduct oversight of Project management and Project performance. The Committee shall 297 

report regularly to the TJPA Board and shall make recommendations for consideration by the 298 

full TJPA Board. The Committee shall convene at least quarterly and may convene more 299 

frequently as the Project may require. 300 

 301 

7.2  Executive Working Group 302 

 303 

The TJPA Executive Director, of their own authority, has convened an Executive Working Group 304 

(EWG) for the Project, to provide the Executive Director with advice and recommendations 305 

about the delivery of the Project. The TJPA Executive Director confirmed, and the Partners 306 

concurred, that the EWG will convene on an ongoing basis throughout Phase 1 and Phase 2 of 307 

Blueprint Implementation. 308 

 309 
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The TJPA Executive Director confirmed, and the Partners concurred, that the EWG consists of 310 

the chief executives (or their designee) of TJPA, MTC, SFCTA, Caltrain, CHSRA, and CCSF 311 

(for CCSF, the EWG member will be the Mayor’s designee). 312 

 313 

The TJPA Executive Director requested, and the Partners concurred, that the EWG support the 314 

Executive Director’s executive-level management of the Project, including consideration of the 315 

Partners’ best practices and lessons learned. The Executive Director requested, and the 316 

Partners concurred, that the EWG provide policy review support to the TJPA Executive Director 317 

and support the TJPA Executive Director’s reporting to The Portal Committee and TJPA Board, 318 

including review of policy items advancing to the Board level. The Executive Director requested, 319 

and the Partners concurred, that the EWG also receive and provide input on issues escalated, 320 

through the TJPA Executive Director, by the TJPA Project Director, the Integrated Program 321 

Management Team, and the Integrated Management Team. The TJPA Executive Director 322 

requested, and the Partners concurred, that the EWG provide the Executive Director with 323 

recommendations for their consideration. 324 

 325 

7.3 Integrated Program Management Team 326 

 327 

The TJPA Executive Director, of their own authority, has convened the Integrated Program 328 

Management Team (IPMT) to support development and delivery of the Project during Phase 1 329 

of Blueprint Implementation. The TJPA Executive Director confirmed, and the Partners 330 

concurred, that the IPMT will regularly meet until such time as the IMT and the CCB begin 331 

regularly meeting. The TJPA Executive Director confirmed, and the Partners concurred, that the 332 

TJPA Project Director will continue to lead the IPMT. 333 

 334 

The TJPA Executive Director confirmed, and the Partners concurred, that the IPMT will continue 335 

to consist of representatives from each of the Partners with relevant experience in large 336 

complex projects, as designated by their corresponding EWG member. The TJPA Executive 337 

Director requested, and the Partners concurred, that each EWG member designate a lead IPMT 338 

member and an alternate IPMT member for the respective Partner, and that the IPMT will 339 

continue to be supported by additional relevant qualified personnel from the Partners and their 340 

consultants. 341 

 342 

The TJPA Executive Director confirmed, and the Partners concurred, that, during Phase 1 of 343 

Blueprint Implementation, the IPMT will: provide technical review support, input, and 344 

coordination to the Project’s work program of project development, procurement preparation, 345 

procurement, and other activities; recommend Policy Baseline documents and Stage Gate 346 

milestones; review Status Reports; and provide input on the development of the Summary Work 347 

Program. The TJPA Executive Director confirmed, and the Partners concurred, that the IPMT 348 

will review items advancing to the EWG through the TJPA Executive Director, and IPMT 349 

members will provide staff support to respective EWG members. 350 

 351 

The TJPA Executive Director confirmed, and the Partners concurred, that they will continue to 352 

convene the IPMT, that the TJPA Project Director will continue to lead the IPMT, and that TJPA 353 
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will be responsible for managing IPMT proceedings, including agenda management, advance 354 

provision of materials, and documentation of meetings.  355 

 356 

7.4 Configuration Management Working Group 357 

 358 

The TJPA Executive Director, of their own authority, has convened the Configuration 359 

Management Working Group (CMWG). The TJPA Executive Director confirmed, and the 360 

Partners concurred, that the CMWG will meet when required during Phase 1 of Blueprint 361 

Implementation, until such time as the Integrated Management Team and the Change Control 362 

Board begin meeting regularly. 363 

 364 

The TJPA Executive Director confirmed, and the Partners concurred, that the CMWG will 365 

continue to consist of each Partner’s lead representative on IPMT. 366 

 367 

The TJPA Executive Director confirmed, and the Partners concurred, that the CMWG will 368 

continue to be responsible for reviewing proposed Significant Modifications to Project 369 

Configuration and for making recommendations regarding the adoption of such changes to the 370 

TJPA Executive Director for discussion at the EWG and/or The Portal Committee. The TJPA 371 

Executive Director confirmed, and the Partners concurred, that the TJPA Project Director will 372 

continue to be responsible for managing CMWG process and proceedings, including agenda 373 

management, advance provision of materials, documentation of meetings, and preparation of 374 

additional analysis to support decision-making.  375 

 376 

7.5 Change Control Board 377 

 378 

The TJPA Executive Director, of their own authority, has convened a Change Control Board 379 

(CCB) for the Project. The TJPA Executive Director confirmed, and the Partners concurred, that 380 

the CCB will meet regularly starting during Phase 2 of Blueprint Implementation, as defined 381 

herein.  382 

 383 

The TJPA Executive Director confirmed, and the Partners concurred, that the CCB includes 384 

representation from each of the Partners. 385 

 386 

The TJPA Executive Director confirmed, and the Partners concurred, that the CCB will: consider 387 

and recommend Policy Changes and Significant Changes, as described in Section 10 of this 388 

MOU; and regularly review Project Change reports documenting Project Changes approved 389 

beneath thresholds defined in the CCB Charter for Significant Changes. The TJPA Executive 390 

Director confirmed, and the Partners concurred, that the CCB will also: support risk 391 

management activities; support identification of policy matters requiring review and decision-392 

making; and perform other duties to the extent specified in the CCB Charter. 393 

 394 

During Phase 1 of Blueprint Implementation, the TJPA Executive Director confirmed, and the 395 

Partners concurred, that the IPMT will prepare a recommended CCB Charter and that the CCB 396 

Charter will codify: the CCB’s standard meeting frequency and standing agenda structure; 397 
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approach to term and rotation of the CCB Chair and Vice Chair; procedures for CCB review and 398 

recommendation of Significant Changes and Policy Changes; CCB voting composition; detailed 399 

definition of Minor Changes, Significant Changes, and Policy Changes; and respective 400 

thresholds for these types of Project Change types. The TJPA Executive Director confirmed, 401 

and the Partners concurred, that: the IPMT will recommend the CCB Charter; the TJPA 402 

Executive Director will review the recommended CCB Charter with the EWG; and the final CCB 403 

Charter will be brought forward for approval by the Partners at an executive staff level. The 404 

Integrated Program Delivery Team shall prepare and/or update relevant project management 405 

plans and procedures to be consistent with the CCB Charter. 406 

 407 

7.6 Integrated Management Team 408 

 409 

The TJPA Executive Director, of their own authority, has convened an Integrated Management 410 

Team (IMT) for the Project. The TJPA Executive Director confirmed, and the Partners 411 

concurred, that the IMT will be led by the TJPA Project Director and that the IMT will meet 412 

regularly stating during Phase 2 of Blueprint Implementation, concurrent with the sunset of the 413 

IPMT and the start of regular meetings of the CCB. 414 

 415 

The TJPA Executive Director confirmed, and the Partners concurred, that the IMT will provide 416 

advice to the TJPA Project Director and support the TJPA Project Director in the management 417 

of the Project. The TJPA Executive Director confirmed, and the Partners concurred, that the IMT 418 

will: integrate and coordinate project activities and commitments across IMT Partners; solve 419 

problems, remove roadblocks, and marshal resources; align direction to the Integrated Project 420 

Delivery Team; support risk management; and provide input to Project reporting. 421 

 422 

The TJPA Executive Director confirmed, and the Partners concurred, that the IMT will be led by 423 

the TJPA Project Director and the IMT will include senior management representation from 424 

those Partners with the basis and capacity for participation.  425 

 426 

7.7  Integrated Program Delivery Team 427 

 428 

The TJPA Executive Director, of their own authority, has convened an Integrated Program 429 

Delivery Team (IPDT) for the Project, consisting of representatives from TJPA, Caltrain, and 430 

CHSRA, their consultants and contractors, and other resources/personnel as required. The 431 

TJPA Executive Director confirmed, and the Partners concurred, that the IPDT will meet 432 

regularly during Phase 1 and Phase 2 of Blueprint Implementation. 433 

 434 

The TJPA Executive Director confirmed, and the Partners concurred, that the IPDT will be the 435 

primary staff-level body with the responsibility to deliver the Project so that it can be 436 

implemented within the approved scope, budget, and schedule. The TJPA Executive Director 437 

confirmed, and the Partners concurred, that the IPDT will include team members that provide 438 

day-to-day management and delivery of the Project. The TJPA Executive Director confirmed, 439 

and the Partners concurred, that the IPDT will be comprised of dedicated staff residing in a co-440 

located office with the support of remote teams and specialty technical experts and that each 441 
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party’s IPDT team members will be directly supported by their own Project organizational 442 

structures. 443 

 444 

The TJPA Executive Director confirmed, and the Partners concurred, that the IPDT will be led 445 

by the TJPA Project Director. The TJPA Executive Director confirmed, and the Partners 446 

concurred, that the TJPA Project Director and the operators and their representatives will work 447 

cooperatively to resolve open issues regarding the Project and will be responsible for informing 448 

executive management at their respective agency of critical issues.  449 

 450 

 451 

8. Policy Baseline: 452 

 453 

The Partners recognize the need to structure and focus policy-level decision-making for the 454 

Project and to delegate management-level decision-making. The Partners expect that the TJPA 455 

Board will establish a Policy Baseline for the Project, with subsequent changes to the Policy 456 

Baseline controlled by the TJPA Board. 457 

 458 

The Policy Baseline will describe the Project’s scope, schedule, budget, funding plan, and risk 459 

approach. From time to time, the IPDT may prepare more detailed Baseline documents, which 460 

will be consistent with the Policy Baseline. The Policy Baseline shall consist of five documents, 461 

as follows: Project Definition; Schedule; Budget; Funding Plan; and a Policy Baseline Risk 462 

Document. Section 3 of The Portal Governance Blueprint, which is provided as Attachment #1 463 

to this MOU, summarizes the anticipated basis and anticipated content of the Policy Baseline 464 

documents.  465 

 466 

The Policy Baseline documents shall be presented to the TJPA Board for its consideration. The 467 

Partners expect that the TJPA Board will adopt first versions of all five Policy Baseline 468 

documents during Phase 1 of Blueprint Implementation. During Phase 2 of Blueprint 469 

Implementation, review and recommendation of Policy Baseline documents shall follow the 470 

process for a Policy Change as described in Section 10 of this MOU. During Phase 1 of 471 

Blueprint Implementation, the TJPA Project Director confirmed they will seek the 472 

recommendation of the IPMT for proposed Policy Baseline documents, and the TJPA Executive 473 

Director confirmed they will seek the review of the EWG for proposed Policy Baseline 474 

documents. 475 

 476 

 477 

9. Stage Gates: 478 

 479 

The Partners recognize the need to assess the Project’s readiness to advance to subsequent 480 

major phases of delivery. The Project shall utilize a Stage Gate process to align decision-481 

making at major milestones, ensure the completion of preceding tasks, consider the Project’s 482 

readiness for successive phases of work, and provide for periodic review and advice. 483 

 484 
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At each Stage Gate milestone, the Partners expect that the TJPA Board will consider granting 485 

approval to proceed to the next phase of the Project and will consider authorizing any specific 486 

associated actions. In preparation for a Stage Gate, the IPDT will prepare an assessment of 487 

Project readiness. In preparing Stage Gate recommendations, the TJPA Project Director 488 

confirmed they will seek the review and recommendation of the IPMT or CCB, and the TJPA 489 

Executive Director confirmed they will seek the review of the EWG. 490 

 491 

The Stage Gate process will be invoked at the following project milestones: 492 

 493 

Stage Gate #1 – Procurement and Enabling Program: Initiation of procurement of the 494 

project’s Major Contracts, beginning with PDB/40-CT Request for Proposals. 495 

Procurement and delivery of the enabling program will also proceed. 496 

 497 

Stage Gate #2 – Pre-Construction: Initiation of the pre-construction phase for the 498 

project’s Major Contracts, beginning with PDB/40-CT.  499 

 500 

Stage Gate #3 – Construction: Initiation of the construction phase of the Major 501 

Contracts, beginning with PDB/40-CT. 502 

 503 

Stage Gate #4 – Testing and Commissioning: Initiation of testing and commissioning 504 

activities, including trial running of rail vehicles. 505 

 506 

Stage Gate #5 – Entry into Service: Start of Revenue Service. 507 

 508 

Section 3 of The Portal Governance Blueprint, provided as Attachment #1 to this MOU, 509 

presented the draft Stage Gate Framework for the Project, including anticipated precedent 510 

deliverables and milestones for each Stage Gate (with the exception of the separate Stage Gate 511 

for Testing and Commissioning, which has been added herein). Progression through the 512 

Project’s Stage Gates 1, 2, and 3 may proceed in partial/progressive form at an individual Major 513 

Contract level, to reflect the differential schedules of individual Major Contracts. 514 

 515 

 516 

10. Change Decision Framework: 517 

 518 

The Partners recognize that the need for changes will occur throughout the delivery of the 519 

Project, including during procurement, construction, and testing and commissioning. The 520 

Partners also recognize that Project Changes should be controlled to ensure that the Project’s 521 

planned outcomes are achieved and that the impacts of Project Change decisions are 522 

understood by the Partners. 523 

 524 

Project Changes include modifications to configuration, schedule, budget, and/or contracts 525 

(including changes to contract scope, schedule, and cost). The following framework, as 526 

described in Section 4 of the Blueprint, will be used to categorize Project Change types: 527 

 528 
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Minor Change: A Project Change that does not conflict with the Policy Baseline and is 529 

less than a defined threshold. 530 

 531 

Significant Change: A Project Change that does not conflict with the Policy Baseline 532 

and that exceeds a defined threshold.  533 

 534 

Policy Change: A Project Change that significantly alters or threatens the planned 535 

outcomes of the Project, or otherwise exceeds the defined threshold for a Policy 536 

Change, including all changes that are materially inconsistent with the Policy Baseline. 537 

 538 

Specific thresholds for each level of Project Change shown above will be defined in the CCB 539 

Charter, as described in Section 7.5 of this MOU. The Partners anticipate that under the CCB 540 

Charter, Project Changes will generally follow the following processes for review, 541 

recommendation, and decision-making: 542 

 543 

Minor Changes: Authority delegated by the TJPA Board to the TJPA Executive Director 544 

and from the Executive Director to the TJPA Project Director, or as otherwise delegated 545 

within the IPDT, with record of Minor Changes reported to the CCB. 546 

 547 

Significant Changes: Reviewed and recommended by the CCB, with consideration of 548 

impact or compliance with the Policy Baseline. Authority delegated from the TJPA Board 549 

to TJPA Executive Director, with potential retention of authority by the TJPA Board for 550 

very large Significant Changes. 551 

 552 

Policy Changes: TJPA Board retains approval authority. The TJPA Executive Director 553 

shall seek the review and recommendation of the CCB, and the TJPA Executive Director 554 

shall bring forward final recommendations to the TJPA Board. The TJPA Executive 555 

Director shall concurrently bring forward to the TJPA Board any recommended 556 

amendment or amendments to the Policy Baseline associated with a Policy Change. 557 

 558 

 559 

11. Project Status Reporting: 560 

 561 

The Partners recognize that timely, accurate, and accessible project information is essential to 562 

effective decision-making at all levels. 563 

 564 

The IPDT will prepare a detailed Project Status Report monthly. The TJPA shall lead 565 

preparation of the Status Report. The TJPA Project Director will be responsible for the Report. 566 

The TJPA Project Director will present (or otherwise furnish) the Status Report to the IPMT or 567 

CCB. The TJPA Executive Director shall present (or otherwise furnish) a summary version of 568 

the Status Report to The Portal Committee, with the Report also made available to the full TJPA 569 

Board. During Phase 2 of Blueprint Implementation, the Project Director confirmed they will 570 

engage the IMT during the period of preparation of the Report. A draft of the Status Report will 571 

be provided to IMT members to support briefing of their originating organizations. 572 
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 573 

 574 

12. Procedures for Decision Review, Recommendation, and Escalation: 575 

 576 

Section 6 of the Blueprint describes General Procedures for multi-agency coordination and 577 

engagement in decision review, recommendation, and escalation, as fully in place during Phase 578 

2 of Blueprint Implementation. These General Procedures are incorporated by reference herein. 579 

In the event of inconsistency between the MOU and the Blueprint’s General Procedures, the 580 

MOU shall take precedence. 581 

 582 

 583 

13. Summary Work Program: 584 

 585 

The Partners recognize the need for documentation of the Project’s work program, to facilitate 586 

mutual understanding of Project activities and support each Partner’s own forward planning and 587 

resource allocation. 588 

 589 

The Partners agree to prepare a Summary Work Program to describe the Project’s activities 590 

and Partner roles and responsibilities in these activities over a reasonable period (at least two 591 

years). The Summary Work Program shall be consistent with the Project work plan prepared 592 

and maintained by the IPDT. TJPA shall lead preparation and periodic update of the Summary 593 

Work Program; the TJPA Project Director confirmed they will request the input and cooperation 594 

of the IPMT or IMT. The TJPA Project Director confirmed they will seek the recommendation of 595 

the IPMT or IMT for the proposed Summary Work Program; the TJPA Executive Director 596 

confirmed they will seek the review of the EWG of the proposed Summary Work Program; and 597 

the Summary Work Program shall be presented to the TJPA Board. 598 

 599 

The Summary Work Program shall be updated on an annual basis, in parallel with the Partners’ 600 

own processes to prepare and approve annual budgets, and presented to the TJPA Board. The 601 

TJPA Project Director confirmed they will present the draft Summary Work Program to the IPMT 602 

or IMT by March of each year, and the TJPA Executive Director confirmed they will present the 603 

draft Summary Work Program to the EWG by April of each year. 604 

 605 

 606 

14. Resourcing and Other Agencies: 607 

 608 

The Partners will work together to identify the necessary resources to support their respective 609 

responsibilities associated with delivery of the Project and participation in the activities of the 610 

bodies described in this MOU. This MOU does not commit any Partner to provide any resources 611 

beyond those that any individual Partner may have already committed to the Project and/or to 612 

their own associated activities. This MOU commits the Partners to participation in the processes 613 

described herein but does not constitute a commitment of financial resources. 614 

 615 
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The Partners recognize that other state, regional and local government agencies, such as 616 

BART, Capitol Corridor Joint Powers Authority, California State Transportation Agency, and 617 

Caltrans, have an interest in and/or expertise regarding the Project. Accordingly, the Partners 618 

agree to work collaboratively to engage those agencies as appropriate during implementation of 619 

the Project. 620 

 621 

 622 

15. Other Agreements: 623 

 624 

The Partners acknowledge that there are other agreements already entered into by some or all 625 

of the Partners or which may be entered into in the future related to the Project or other related 626 

or unrelated matters, including but not limited to: bilateral agreements between TJPA and 627 

CCSF, between TJPA and Caltrain, and between TJPA and CHSRA; agreement(s) between 628 

Caltrain and CHSRA; and the Railyards MOU. This MOU is separate from and does not modify 629 

or replace any other MOU or other agreement to which one or more of the Partners is party. 630 

 631 

Future agreements between or among two or more of the Partners concerning the Project 632 

cannot impair the rights and obligations of the parties as articulated in this MOU without the 633 

prior written consent of all parties to this MOU. 634 

 635 

 636 

16. No Adjudication of Rights: 637 

 638 

The MOU does not adjudicate legal rights with respect to the development of the Project or 639 

provide the Partners with any rights with respect to the revenues derived therefrom. 640 

 641 

 642 

17. General Conditions: 643 

 644 

17.1 Each Partner will conduct its activities under this MOU in accordance with applicable 645 

federal, state, and local laws, regulations, and standards. 646 

 647 

17.2 Each Partner will ensure that personnel assigned by it to conduct activities under 648 

this MOU are appropriately qualified or licensed to perform the tasks assigned to them. 649 

 650 

17.3 Each Partner will hold all administrative drafts and administrative final reports, studies, 651 

materials, and documentation relied upon, produced, created, or utilized for the activities under 652 

this MOU in confidence to the extent permitted by law. Where applicable, the provisions of 653 

California Government Code section 7921.505(c)(5) shall protect the confidentiality of such 654 

documents if said documents are shared between the Partners. The Partners will not distribute, 655 

release, or share said documents with anyone other than employees, agents, and consultants 656 

who require access to complete the activities under this MOU without the written consent of the 657 

Partner authorized to release them, unless required and authorized to do so by law. If a Partner 658 

receives a public records request pertaining to activities under this MOU, that Partner will notify 659 
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the other Partners within five (5) working days of receipt and make the other Partners aware of 660 

any intent to disclose public documents. The Partners will consult with each other prior to the 661 

release of any public documents or statements related to the activities under this MOU. Nothing 662 

herein shall require any Partner to waive any attorney-client privileges or other protections it 663 

otherwise has a right to assert. 664 

 665 

17.4 The Partners do not intend this MOU to create a third-party beneficiary or define duties, 666 

obligations, or rights of parties not signatory to this MOU. 667 

 668 

17.5 The Partners will not assign or attempt to assign their rights or obligations under this MOU 669 

to parties not signatory to this MOU without an amendment to this MOU. 670 

 671 

17.6 The following document is an Attachment hereto: 672 

1. Policy Document: The Portal Governance Blueprint 673 

 674 
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IN WITNESS WHEREOF, the Partners have executed this MOU as of the date first written 675 

above. 676 

 677 

 678 

 679 

Transbay Joint Powers Authority   Metropolitan Transportation Commission 680 

  681 

 682 

By:             By:       683 

Jeff Gee, TJPA Board Chair            Andrew Fremier, Executive Director 684 

 685 

 686 

Date:             Date:              687 

Address: 425 Mission Street, Suite 250  Address: 375 Beale Street, Suite 800 688 

  San Francisco, CA  94105    San Francisco, CA  94105 689 

 690 

 691 

 692 

 693 

 694 

San Francisco County Transportation Authority Peninsula Corridor Joint Powers Board 695 

  696 

 697 

By:             By:      698 

 Tilly Chang, Executive Director           Michelle Bouchard, Executive Director  699 

 700 

Date:             Date:              701 

Address: 1455 Market Street, Floor 22  Address: 1250 San Carlos Avenue 702 

  San Francisco, CA  94103    San Carlos, CA  94070 703 

 704 

 705 

 706 

 707 

 708 

California High-Speed Rail Authority   City and County of San Francisco 709 

  710 

 711 

By:             By:      712 

 Ian Choudri, Chief Executive Officer           Mayor London N. Breed  713 

 714 

Date:             Date:              715 

Address: 770 L Street, Suite 620  Address: 1 Dr Carlton B Goodlett Pl 716 

  Sacramento, CA  95814    San Francisco, CA  94102 717 
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IN WITNESS WHEREOF, the Partners have executed this MOU as of the date first written 675 

above. 676 

677 

678 

Transbay Joint Powers Authority Metropolitan Transportation Commission 679 

680 

681 

By: By: 682 

 , TJPA Board Chair  , Executive Director 683 

684 

685 

Date: Date: 686 

Address: 425 Mission Street, Suite 250  Address: 375 Beale Street, Suite 800 687 

San Francisco, CA  94105  San Francisco, CA  94105 688 

689 

690 

691 

692 

693 

San Francisco County Transportation Authority Peninsula Corridor Joint Powers Board 694 

695 

696 

By: By: 697 

 , Executive Director  , Executive Director 698 

699 

Date: Date: 700 

Address: 1455 Market Street, Floor 22 Address: 1250 San Carlos Avenue 701 

San Francisco, CA  94103 San Carlos, CA  94070 702 

703 

704 

705 

706 

707 

California High-Speed Rail Authority City and County of San Francisco 708 

709 

710 

By: By: 711 

        , Chief Executive Officer  Mayor 712 

713 

Date: November 19, 2024 Date: 714 

Address: 770 L Street, Suite 620 Address: 1 Dr Carlton B Goodlett Pl 715 

Sacramento, CA  95814 San Francisco, CA  94102 716 

Ian Choudri





San Francisco Peninsula Rail Program 

The Portal: Downtown Rail Extension 

Governance Blueprint 

August 2023 
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1. Background and Context 

The Downtown Rail Extension (DTX or The Portal) is Phase 2 of the Transbay Program, which is led by the 

-
recommend 1 

Understanding (MOU). The MOU is a six-party agreement among 
ia High-

 . The 
The Portal and establishes the Integrated 

Program Management Team (IPMT)  (E , to undertake and guide 
this work program on behalf of the TJPA Board. 

 

a set of g  for The Portal, as 
: 

1. 
capacity of TJPA and Partner Agencies  

2.  approach and core management team, in order to 
-

challenges.  
3. -

repor  
4. -gate process to align decision-making at major milestones, ensure readiness for 

 
5. structure through bi-lateral agreements between 

management plans. 
6. 

manag  
7. 

contractual changes.  
8.  technical 

 
9. Prepare “single-

partners, and decision-makers.  
 s, and key Partner 
Agency  

 
1 Project Governance means the -making framework to direct and manage the project’s 
scope, schedule, budget, risks, and change. 
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 for The 
Portal, as follows: 

 Clarity of Purpose – Establish and  
 and Voice – 

project interests and risk ownership.  
 Responsiveness and Oversight – -making, and ensur

 
 Capacity and  – 

capacity.  
 Accountability and Authority – -making authority in alignment with delegated 

 
 Transparency – 

 

The Portal  

The Portal 
 recommended 

for the project through procurement, enabling program, pre- constr
commissioning . This Blueprint is 
intended to Partner Agencies, to succeed the 

he project during the procurement-readiness work 
program. 

This Blueprint focuses on the broad structure for - Partner 
Agencies rights. 

-lateral agreements between TJPA and Partner Agencies 

s role in the project, as rst operator, will be 
described in . 

 

 

The  

  
 Policy  
 Decision Framework 
 Approach 
 General Procedures for Decision-Making  

This Blueprint addresses each of these topics and closes with a discussion of follow-up 
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2. Governance Structure and Bodies 

and  

decision-making and change 
decision-  

Finally, 
Blueprint describes recommended procedures for decision-making  

 

The  
bodies. The Blueprint , as 

shown in Figure 1, below. 

Table 1, below, . 

Table 1. Governance Bodies 

Body  

TJPA Board Policy body with decision authority for the project 

The Portal  to the TJPA 
Board  

 

Partner Agencies, 
,  

 and, through the 
Director, to T  

ol Board 
- and recommending changes in 

project scope, schedule, budget, and contracts, informed by the 
project’s risk management program 

Integrated Management Team   of 
project d  Portal Project Director 

 Resources 
 

The immediately following sub- present recommended parameters for The Portal Board 

Team. 
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The TJPA Board holds decision authority on policy 
called for the 

-
Board.” 

The Blueprint recommends the establishment of a standing , referred to as 
 ing, considering, and 

recommending Board- policy of the TJPA Board, The Portal Board 
 would   the Brown Act. 

Table 2, below, presents recommended parameters for T   

Table 2.  
Primary Role/   

  

Role/ 
 

  

Membership 
 

 To include three members 
 To  
 To include non-  member 

Provides Reports/ 
 to: 

 

 TJPA Board 

Receives Reports/ 
 From: 

  
Director) 

   
   

 
 

   the Brown Act 

 
 

  
  

 

 

The Blueprint recommends the -agency 
 and project support  

Director (or their designee) from each of the Partner Agencies. 

 TJPA irector and would support the 
-
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 . 
 not be  the Brown Act. 

Table 3, below, presents recommended parameters for . 

Table 3.  
  -

discuss, and  
 the TJPA 

Director, and support 

 

 

 
 IMT 

Membership 
 

 Partner Agencies 
 

for the 
 

Provides Reports/ 
 

  and the (through the TJPA 
rector) 

Receives Reports/ 
 

  (through the TJPA  
   

 
 

 
necessary  

  the Brown Act 

 
 

 R  , including 
 

 

 

 , with this body  and  
recommending changes in project scope, schedule, budget, and contracts, including contractual and 

, informed by the project’s risk management program. 

project changes. hange decisions  , and change 
decisions will ds. As such, the 

. The  should also   
y. 

Partner Agencies. The Blueprint does not make 
detailed procedures should be 

the l  recommends the following: 
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 -making on whether to recommend a proposed 
change. 

 Decision procedures on whether to recommend a proposed change 
. TJPA E

, 
and Partner Agencies r  -

 
 -making on whether to recommend a proposed change should respect the 

ies (e.g., TJPA as lead agency and 
FTA grantee    funding agencies holding 

  and as  
such as streets . 

Table 4, below, presents recommended parameters for the . 

Table 4. Change Control Board 
  and recommend changes in project scope, schedule, budget, 

and contracts , 
informed by the project’s risk management program 

 Monitor changes implemented below s  

 
 Management Team: 

r
 workshops 

 
 

 P -
Group 

Membership 
 

 Partner 
Agencies 

  
  

Provides Reports/ 
 

 Project Director  

appropriate) 
   

Receives Reports/ 
 

 Integrated Management Team 

 
 

 
 

  

 
 

  record of decision-making 
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Integrated Management Team 

The Blueprint recommends  an Integrated Management Team (IMT), to support TJPA in 
IMT would consist of senior managers from a subset of 

the Partner Agencies with the basis  capacity to e 
management. The IMT is intended to integrat coordinate management-  across the 
agencies  to 
project status, issues, and risks. 

The IMT would be led by the TJPA Project Director, and non-
 The IMT 

decision authority ertain   decision rights established through 
bilateral agreements with TJPA. The IMT’s processes and procedures should be consistent with such 
agreements, including  

Table 5, below, presents recommended parameters for the IMT. 

Table 5. Integrated Management Team 
   

 , , and marshal resources 
 Align  to the  

 
  
   

Membership 
 

 Led by Project Director, with senior management-
from a subset of Partner Agencies with the basis  

 

Provides Reports/ 
 

   
  

Receives Reports/ 
 

  (through the TJPA Project Director) 

 
 

   
and facilitate project management  

  

 
 

   
 ired or  
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3. Policy Baseline and Stage Gate Framework 

The Portal model will be to control the project scope, budget, 
Blueprint recommends the use of a Policy Baseline 

help structure and focus policy- -making, in support of the 
- -making. 

Policy Baseline 

The Blueprint recommends that a Policy Baseline be established, with this Policy Baseline controlled by 
the TJPA Board. The Policy Baseline should describe the scope, schedule, budget, funding plan, and risk 

. The Policy Baseline should lete Project 
 

A limited 
project documents where applicable. Table 6, below, describes each of the recommended Policy Baseline 
documents. 

Table 6. Policy Baseline Documents 

Document Basis  

Policy Baseline 
 

 including 
a
documents and material prepared 
for the Federal Transit 

FTA) 
 Design criteria  
  

major design  

. 
Policy Baseline 

 
  M

dates of major milestones, consistent 
with the Master chedule. 

Policy Baseline 
Budget 

 Detailed Project Budget 
 

Project budget describing 

categories, consistent with the more 

 

Policy Baseline 
Funding Plan 

 -Year Financial Plan The capital funding plan and 
 (O&M) 

funding plan. 
 

Policy Baseline 
Risk Matrix 

  
 Project Risk Register 

 

Matrix describing major risks and risk 
categories, with planned risk 

approach. 
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 e
to Policy Baseline documents would also be -making. 
should also  as appropriate and agreed. 

-
-

 

 

 of “a stage-gate process to 
align decision-

.” 

At each 

. 
 

-making by other agencies 
 

 

1 – Procurement and Enabling Program urement of the project’s
Major -Design
Build (PDB) contract. Procurement  of the Enabling Program will also proceed.

2 – Pre- e Pre-
Major ontracts, beginning with the PDB.

3 – Major ontracts,
beginning with the PDB.

4 – 

-
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4. Change Decision Framework 

he need for changes 

 Project changes must be carefully controlled to ensure that the 
impacts of change decisions on the rest of the project and its 

stakeholders are well understood. 
decision-making change process. 

 Delegated es Framework should be 
-making. 

 

The Blueprint recommends that The Portal’s change 
three categories, as shown in Table 7, below. 

Table 7. Change Type Framework 

Change Type  Decision Process 

1. Minor Change  the Policy Baseline and is less than a 
 

 TJPA Board delegates (through the 
 to Project 

, with all changes 
reported to  (through TJPA 
Project Director and IMT) 

 the Policy Baseline and is more than 
 

  
 

 TJPA Board delegates to TJPA 
(and TJPA Project 

Director) es 
Framework should consider 
thresholds for TJPA Board 

by TJPA Board for 
 

3. Policy Change 
threatens the planned outcomes of 
the project, including all changes 
that are materially inconsistent with 
the Policy Baseline. 

 TJPA Board , with 
 (through 

 
 ther 

agency with decision authority, per 
 

 

Decision  

from 
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 appropriate 
, with changes documented using a consistent template. 

process for each change type. Figure 3, below, 
illustrates the typical -making, consistent with the recommended 
decision process. Procedures for change-related decision-
below.
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5.  

Timely, accurate, and accessible - . 
 

 

 

necessary to meet  

Figure 4  of the Project 
key underlying principle is 
management- - -  

 Team on a monthly basis. As 
shown in Figure 4  

  The Project Director (or 
their delegate) wil

 

ed 
Director) 

 (through the TJPA 
. 
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6. -Making  

6 of the Blueprint describes recommended “General Procedures” for decision-making and or 
 . These procedures integrate the 

 the -making on the 
project.   
which decision items may be   

General Procedures: The Portal Project Director and Integrated Management Team 

The Portal Project Director and IMT: 

 The Project Director will be responsible for making project management decisions. 
 The Project Director shall consult regularly with the Integrated Management Team (IMT), and 

- -making. 
o 

 
o The IMT  

 
dedicated to the project to keep pace with the project and its decision-making. 

o Partner Agency 
to  

 
 

 

 

CCB: 

  
(through the TJPA Project Director). 

  agreed thresholds. 
will be the TJPA 

to the Board. The 
The TJPA 

the is  Agencie
 

  
 recommend changes that are 
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: 

 
 

 
 

 The TJPA E either consult with  of decision items 
 type and magnitude of the 

item at hand, generally  as: 
o EWG Consulted – policy decisions, including 

Documents, policy-
 

o EWG Informed – non-
 

 

the 
 

 The E  . 
 

General Procedures:  

: 

    considered to be policy 
, and make 

. 
o 

full TJPA Board for appro  
 Board- -

 
o Policy Baseline  
o 

and 
o . 

 

General Procedures: Other Agency Boards 

Other Agency Boards: 

 -responsible decision authority (per 
the future  
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o 
facilitate thi  

 

 
 

General Procedures: “Direct to Board” and Emergencies 

“Direct to Board” and Emergencies: 

 
The Portal or the full TJPA Board at  

o If an item is brought forward directly to the Board-
 

 
 

 Report ba
 

o 

 
Board. 

 
Director shall to take immediate ired s. In 
such cases: 

o The 
the  

o The Project Director shall promptly inform the IMT. 
o 
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7.  

The Portal project Partner Agencie  
the Blueprint. -

 the 
 the more detailed Delegated Au

 

 

-for-procurement” status. In 
-only amendment of the MOU was executed, extending the term of the agreement to 
. 

-agency  
Partner Agencies -party 
MOU  to succeed the Peninsula Rail MOU

-agency work program for the project 
 

 

Partner Agency 
Framework discussed immediately below. (and any future amendments to it) should 
also be aligned, as appropriate, with the project’s bilateral  agreements, including the 

 

 

specify  and align with 

thresholds should be set for  
a  by the TJPA Board and should be incorporated into the MOU. The Framework is 
recommended to  

 The “Minor -making 
 

 
decisions stem from the same core issue 
thresholds

 . 
 The consider thresholds 

 
 

 The Framework should describe 
savings, including where such sa are the  
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Recommended 

- -up 
ess processes, and build 

 
 

which is scheduled to be underway in mid-  group to begin 

input and business processes.  
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