
  

 
 

DOWNTOWN EAST VALLEY POLICY ADVISORY BOARD 
 

Wednesday, June 1, 2016 

9:00 AM 

VTA Conference Room B-104 

3331 North First Street 

San Jose, CA 

 
AGENDA 

  

3331 North First Street · San Jose, CA  95134-1927 · Administration 408.321.5555 · Customer Service 408.321.2300 

CALL TO ORDER 

1. ROLL CALL 

2. 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 the 
next agenda. All statements that require a response will be deferred to staff for reply in 
writing. 

CONSENT AGENDA 

3. Approve the Regular Meeting Minutes of March 30, 2016. 

REGULAR AGENDA 

4. INFORMATION ITEM -Receive the Capitol Expressway Light Rail Project Status 
Update. 

5. INFORMATION ITEM -Receive the Santa Clara-Alum Rock Bus Rapid Transit Project 
Status Update. 

6. INFORMATION ITEM -Review and receive the Auditor General's report on the Alum 
Rock Bus Rapid Transit Project Construction Delay Assessment. 

7. ANNOUNCEMENTS 

8. ADJOURN 
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In accordance with the Americans with Disabilities Act (ADA) and Title VI of the Civil Rights 
Act of 1964, VTA will make reasonable arrangements to ensure meaningful access to its meetings 
for persons who have disabilities and for persons with limited English proficiency who need 
translation and interpretation services.  Individuals requiring ADA accommodations should notify 
the Board Secretary’s Office at least 48-hours prior to the meeting. Individuals requiring language 
assistance should notify the Board Secretary’s Office at least 72-hours prior to the meeting.   The 
Board Secretary may be contacted at  (408) 321-5680 or board.secretary@vta.org or 
(408) 321-2330 (TTY only).  VTA’s home page is www.vta.org or visit us on  
www.facebook.com/scvta.  (408) 321-2300:    中文 / Español / 日本語 /  한국어 / tiếng Việt 
/  Tagalog. 

 

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. 

 



  

  

Downtown East Valley Policy Advisory Board 

Wednesday March 30, 2016 

MINUTES 

3331 North First Street ∙ San Jose, CA  95134-1927 ∙ Administration 408.321.5555 ∙ Customer Service 408.321.2300 

 

  

1. CALL TO ORDER/ROLL CALL 
  

The Regular Meeting of the Downtown East Valley Policy Advisory Board (DTEV PAB) 
was called to order at 10:22 a.m. by Chairperson Pro Tem Cortese in Conference Room 
B-104, VTA River Oaks Campus, 3331 North First Street, San Jose, California. 

 

Attendee Name Title Status 

Magdalena Carrasco Vice Chairperson Present 
Cindy Chavez Member Absent 
Dave Cortese Member Present 
Rose Herrera Chairperson Present 

A quorum was not present and a Committee of the Whole was declared. 

2. PUBLIC PRESENTATIONS 
There were no Public Presentations. 

The Agenda was taken out of order. 

6. Santa Clara-Alum Rock Bus Rapid Transit (BRT) Project Status Update 
Mohamed Basma, Program Manager, Project Delivery, Engineering & Transportation 
Infrastructure Development, provided a presentation entitled “Alum Rock/Santa Clara Bus 
Rapid Transit (BRT) Project Status Update,” highlighting: 1) Recent Project Activities; 
2) Recent Construction Activities (resumed in 2015); 3) Remaining work repackaged and 
rebid; 4) Project photographs for: a) striping for Nov. 2015 Traffic Shift; b) Traffic Signal 
Work at 34th Street; c) Shelter Installation at 17th Street; d) Shelter Column Installation at 
Arena EB; and e) Concrete Bus Pad – Near Jackson Avenue; 5) C837 – Downtown BRT 
Stops; 6) Downtown Station (C837); 7) City Hall Station (C837); 8) Alum Rock EB 
Pavement and Median Busway (C836); 9) Construction Schedule – C836 (Alum Rock 
Avenue); 10) Addressing Inconveniences; 11) Summary Schedule; and 12) Outreach. 

 Member Carrasco stated the community has been working closely with VTA staff, and as 
a result of that support, there has been a revival of the Alum Rock Business Association. 
She indicated the Business Association is actively working to minimize impacts to local 
businesses as construction moves forward. She noted the following important lessons: 
1) the importance of on-going communication with local businesses in terms of scheduling 
construction; and 2) the necessity of working collaboratively with the District City Council 
Office and the Downtown Business Association. 
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Vice Chairperson Herrera took her seat at 10:36 a.m., and a quorum was established. 

Chairperson Pro Tem Cortese relinquished his seat to Vice Chairperson Herrera who 
presided for the remainder of the meeting. 

Amy Olay, Division Manager Department of Transportation City of San Jose, provided a 
handout entitled “Alum Rock Interim Parking Strategy,” highlighting the following: 
1) Off-Street Parking; 2) On-Street Parking; 3) Future Items; and 4) Phase 1 and Phase 2 
Implementation. Ms. Olay noted long term parking solutions still need to be identified. 

Members of the Committee discussed the following: 1) tentative parking solutions at the 
corner of King and Alum Rock as well as parking at 33rd and 34th Streets; 2) queried if a 
Construction Impact Mitigation Plan is in place with the City of San Jose, and if so, 
requested the document be provided to the Committee; 3) staff noted an audit of the project 
is forthcoming; and 4) requested the audit be presented to the Committee in June prior to 
going to the Board of Directors. 

Ken Ronsee, Deputy Director, Construction, Engineering and Transportation, stated VTA 
presented to San Jose City Council an Outreach Mitigation Plan which was approved with 
some restrictions. He noted the struggle is with the problems that occurred and if those 
were outside of the mitigation plan, less about planning the work and more about 
implementation of the construction. He stated the goal is to learn from the experience and 
avoid similar difficulties going forward. 

Member Cortese spoke to the number of complaints received in his office during the last 
several months, noting there were long term businesses that have demonstrated 50 percent 
income loss. He suggested discussing at a future meeting the following: mitigation plan 
including business ingress and egress, contractor compliance, VTA/City of San Jose roles 
in the mitigation plan, and actual events that happened. He encouraged his colleagues to 
return to the City and take a look at the ordinance to see how rigorous and comprehensive 
they could be in requiring the contractor to follow the terms of the contract, and suggested 
comparing that to what actually took place, and to consider if they, knowing what they now 
know, would still cast their vote the same way.  

On Order of Chairperson Herrera, and there being no objection, the Committee received 
the Santa Clara-Alum Rock Bus Rapid Transit (BRT) Project Status Update. 

CONSENT AGENDA 

3. Meeting Minutes of March 6, 2014 

Member Cortese referenced the March 6 and December 4, 2014, Meeting Minutes noting 
Capitol Expressway Light Rail Project Status Update was agendized at both meetings, 
however is not on the current agenda. He requested the item be agendized for the 
June, 2016, meeting and that it include a comprehensive update. He expressed concern 
about communication from constituents who indicate they are building a campaign in 
opposition to future VTA tax measures because they have not received communication 
updates about current projects that were promised to them.  

M/S/C (Carrasco/Cortese) approve the Regular Meeting Minutes of March 6, 2014. 

 
 
 
 



Downtown East Valley Policy Advisory Board Minutes                  Page 3 of 3             March 30, 2016 

3.X. Meeting Minutes of December 4, 2014 

M/S/C (Carrasco/Cortese) to approve the Regular Meeting Minutes of December 4, 2014. 
 

RESULT: APPROVED [UNANIMOUS]  

                         (Consent Agenda Items # 3 - 3.X) 
MOVER:  Carrasco, Member 
SECONDER:  Cortese, Member 
AYES: Carrasco, Cortese, Herrera  
NOES: None  

ABSENT: Chavez  

 
REGULAR AGENDA 

5. 2016 Meeting Schedule  

Member Cortese suggested the Committee coordinate and add a June meeting to their 
schedule. 

M/S/C (Cortese/Carrasco) to approve the 2016 DTEV PAB meeting schedule, with an 
additional meeting added no later than June, as Amended. 

RESULT: APPROVED [UNANIMOUS]  

MOVER:  Cortese, Member 
SECONDER:  Carrasco, Member 
AYES: Carrasco, Cortese, Herrera  
NOES: None  

ABSENT: Chavez  

 

4. Election of PAB Chairperson and Vice Chairperson 
The Committee nominated Member Herrera as Chairperson and Member Carrasco as Vice 
Chairperson. 

7. Announcements 

 Mr. Lawson announced copies of the Status Update of 2000 Measure A Projects are located 
on the public table. 

Chairperson Herrera thanked staff for providing the Update of 2000 Measure A Projects 
handout indicating it was helpful. She suggested the document be made available to the 
community. 

Chairperson Herrera announced the opening of the new Evergreen Village Square Library 
on April 16, 2016, encouraging participation in opening activities. 
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8. ADJOURNMENT 

On Order of Chairperson Herrera, and there being no objection, the meeting was 
adjourned at 11:30 a.m. 

 

Respectfully submitted, 
 
 
 
Anita McGraw, Board Assistant 
VTA Office of the Board Secretary 
 
 



Date: May 25, 2016

Current Meeting: June 1, 2016

Board Meeting: N/A

BOARD MEMORANDUM

TO: Santa Clara Valley Transportation Authority
Downtown East Valley Policy Advisory Board

THROUGH: General Manager, Nuria I. Fernandez

FROM: Director of Engr. & Trans. Infrastructure Dev., Carolyn M. Gonot

SUBJECT: Capitol Expressway Light Rail Project Status Update

3331 North First Street • San Jose, CA  95134-1927 • Administration 408.321.5555 • Customer Service 408.321.2300

FOR INFORMATION ONLY

BACKGROUND:

This memorandum presents a status report of activities for the Capitol Expressway Light Rail 
Project through May 2016.

DISCUSSION:

Eastridge Transit Center

In May 2015, the new transit center facility was completed and in full operation.  The work was 
performed within the project budget and on schedule. To celebrate the completion of this 
important transit facility, a ribbon-cutting ceremony was held on May 22, 2015.  

As shown in the attached photographs (Exhibit A), the improvements at this transit center are 
dramatic.  The new bus circulation and pedestrian amenities provide a functional and efficient 
facility that serves as an important transit hub in the East Valley area.

The completion of the transit center concludes the construction of the first phase of the Capitol 
Expressway Light Rail project that included pedestrian and bus improvements.

Light Rail Extension

The second phase of the Capitol Expressway Light Rail Project includes the light rail extension 
to Eastridge.  Staff has incorporated comments into the Federal Environmental Impact Statement 
(EIS) for this light rail extension.  It is anticipated that the revised Administrative Final EIS will 
be issued to FTA by mid June 2016 with a Record of Decision (ROD) from FTA anticipated in 
the Fall/Winter of 2016.
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The next steps for light rail would include property acquisition for utility relocation, utility 
relocation construction and engineering for the light rail extension with stations at Story and 
Eastridge.  The schedule for these activities is contingent upon the approach for advancing 
projects included in the Measure A Program.  The Board is expected to reaffirm Measure A 
project priorities in June 2016 and provide some direction for the disposition of the light rail 
extension to Eastridge.

Prepared By: Ken Ronsse, Deputy Director
Memo No. 5616
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Exhibit A 
Eastridge Transit Center 

 
Before 

 

 
              
 

After 

 

    
 

 

4.a



Date: May 18, 2016

Current Meeting: June 1, 2016

Board Meeting: N/A

BOARD MEMORANDUM

TO: Santa Clara Valley Transportation Authority
Downtown East Valley Policy Advisory Board

THROUGH: General Manager, Nuria I. Fernandez

FROM: Director of Engr. & Trans. Infrastructure Dev., Carolyn M. Gonot

SUBJECT: Santa Clara-Alum Rock Bus Rapid Transit Project Status Update

3331 North First Street • San Jose, CA  95134-1927 • Administration 408.321.5555 • Customer Service 408.321.2300

FOR INFORMATION ONLY

DISCUSSION:

Construction

Construction along the corridor continues with the goal of completing construction in early 2017.

Following is a summary of construction status for each of the major contracts or groups of 
contracts:

1. C830 Completion - This incudes items of work that were started by Goodfellow Top 
Grade Construction (GTGC) but not completed prior to the September 2015 Closeout 
Agreement with GTGC.  The work is being done under several contracts.  

• Station platform construction is ongoing at Arena, 17th, 24th, Alum Rock, Story 
and Ocala Stations.  The Arena eastbound platform is significantly complete and 
was opened for service on May 13, 2016.  Other platforms will be put into 
services as construction is completed at each location. This is expected to 
continue until the summer.   

• Traffic signal construction continues along Alum Rock Avenue.  The first batch 
of about five (5) signals are expected to be completed and activated by late 
summer and the remainder by the end of the year. 

• Other major construction activities in the corridor are ongoing and nearing 
completion.  Roadway widening from Scharff Avenue to Foss Avenue is 
significantly complete with final paving scheduled for late May.  Roadway 
widening near 34th Street, which was delayed in order to minimize disruption to 
businesses during the tax season, has commenced and is scheduled for completion 
by mid-June.    
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• Previously completed work includes roadway paving along the north side of 
Alum Rock, all sanitary sewer construction from US101 to King Road, and 
restoration of roadway traffic to the outside lanes.

2. Downtown and City Hall Stations (C837)

• Construction at the Downtown San Jose and City Hall stations commenced late 
April and is scheduled for completion early July 2016.

3. Alum Rock Avenue Roadway and Median Stations (C836)

• The construction contract for the remaining Alum Rock Avenue roadway work, 
busway and median stations was awarded in early May.  Construction is expected 
to start in June with all roadway construction activities completed by late 2016 
and median station completion early 2017.

For information, Exhibit A includes some recent photographs of construction along the corridor. 

Project Budget

The project budget was augmented in April by $20M.  This augmentation includes $3.6M that 
will be reimbursed by City of San Jose through a Cooperative Agreement for improvements that 
are being constructed by the project for the City. 

Project Schedule

With the project now administered under several smaller contracts, staff is coordinating the work 
with the various contractors to ensure sequential completion of key items of the project:  

• Santa Clara Street and Capitol Avenue/Expressway Stations are being placed in service 
as they are completed, starting with the eastbound Arena platform which was placed in 
service early May and ending with the Capitol Avenue/Expressway platforms in the 
summer.  

• Traffic Signals will be activated as they are completed, starting this summer and ending 
in late 2016.  

• Alum Rock Avenue roadway and busway construction by late 2016.

• Median stations (King and Jackson) completion by early 2017.

• Project completion by early 2017.

Prepared By: Mohamed Basma, Program Manager-Project Delivery
Memo No. 5535
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Exhibit A  

Santa Clara-Alum Rock BRT 

Construction Photographs (May 2016) 

 

 
Arena Eastbound Station in Service 

 

 
Roadway Widening at Jackson Intersection 

 

     
Downtown BRT Stop Construction 
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Date: May 25, 2016

Current Meeting: June 1, 2016

Board Meeting: August 4, 2016

BOARD MEMORANDUM

TO: Santa Clara Valley Transportation Authority
Downtown East Valley Policy Advisory Board

FROM: Auditor General, Bill Eggert

SUBJECT: Alum Rock BRT Construction Delay Assessment

 

3331 North First Street • San Jose, CA  95134-1927 • Administration 408.321.5555 • Customer Service 408.321.2300

FOR INFORMATION ONLY

BACKGROUND:

The Alum Rock/Santa Clara (AR/SC) Bus Rapid Transit (BRT) Project will provide just over 
seven miles of limited-stop rapid transit service from the Eastridge Transit Center to the Arena 
Station in downtown San José via Capitol Expressway, Alum Rock Avenue and Santa Clara 
Street.  This now $148 million project includes installation of new, bus-only lanes on Alum Rock 
Avenue between U.S. 101 and I-680 that will allow the BRT vehicles to bypass automobile 
congestion.  It will also include new rail-like stations allowing for fast, all-door boarding.  This 
2000 Measure A-funded project will enhance the local community by providing increased 
mobility and other long-term benefits.

The project began construction in late summer 2014.  A number of incidents and concerns, 
primarily affecting the approximately 1.5 mile long Alum Rock section, led VTA to the difficult 
and exceptional decision in July 2015 of halting work under the prime contract.  Since then, 
VTA has aggressively pursued completion of the project and mitigation of the impacts to help 
ensure the continued commerce, vitality, and quality of life in the affected area.

At its January 2016 meeting, the Board, at the request Director Rose Herrera and following the 
recommendation of the Governance & Audit Committee, tasked the VTA Auditor General’s 
Office with performing an independent analysis of the Alum Rock BRT project.  This action is in 
keeping with VTA’s commitment to ongoing improvement through independent review.  The 
purpose was to determine the factors that resulted in construction delays to the project and to 
provide recommendations for improved delivery of future VTA construction projects.

DISCUSSION:

The Alum Rock BRT Construction Delay Assessment was initiated in January 2016.  The project 
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scope can summarized as the following:

A. Reviewing all relevant project plans, schedules, contracts, public notices and other 
documentation, from construction inception to throughout its progress, to determine any 
deviations from the original plan.

B. Interviewing relevant VTA, partner agency, and regulatory jurisdiction staff and elected 
officials involved with the project to determine levels of intergovernmental coordination, 
cooperation and communication and if respective roles and responsibilities were clearly 
defined and monitored.

C. Interviewing members of the public, businesses, chambers of commerce, and community 
groups, primarily those adversely affected by the construction, to determine if the levels 
of community outreach, public input and feedback, issue resolution, and access to VTA 
management were appropriate given both the initial project scope and schedule as well as 
the changed conditions.

The Auditor General’s report on the Alum Rock Bus Rapid Transit Project Construction Delay 
Assessment, shown on Attachment A, is divided into four sections.  Each section includes the 
Auditor General’s finding on specific factors contributing to the delayed completion of the Alum 
Rock BRT Project as well as recommended actions to enhance delivery of future VTA 
construction projects.  The four sections are:

• Construction Process
• Contracting
• Communications
• Planning & Design Coordination 

The Auditor General’s report is being presented at the May Governance & Audit Committee, 
June Downtown East Valley Policy Advisory Board (PAB), and June Board of Directors’ 
meetings.

Recommendations for improvement or efficiency opportunities contained in this report are 
presented for the consideration of VTA management, which is responsible for the effective 
implementation of any action plans.

Prepared By: Bill Eggert, Auditor General & Stephen Flynn, Advisory Committee Coordinator
Memo No. 5618
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ALUM ROCK BUS RAPID TRANSIT (BRT)
Project Delay Assessment 

Auditor General Briefing

May 5, 2016
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Alum Rock/Santa Clara Bus Rapid Transit Project
PROJECT DETAILS

• 7 miles of limited-stop rapid transit service from the Eastridge 
Transit Center to the Arena Station

• First BRT Project in Bay Area
• Total project budget: Initial $114M; now $148M ($34M increase)
• Alum Rock section construction (estimated cost):

 Original estimate $57M (bid award $54M)
 Current forecast $72M ($15M increase)

SCHEDULE

1999 – Major Investment Study (MIS) begun
2008 – VTA Board adopts Bus Rapid Transit as the mode
Spring 2013 – Final design completed
Fall 2013 – Spring 2014 – Planned utility relocation
November 2013 – Contract awarded
January 2014 – Planned construction start date
October 2015 – Planned construction end date
Fall 2013 – Spring 2016 – Actual utility relocation
April 2014 – Actual construction start date (3 months behind)
January 2017 – Forecast major construction end (15 months late)

1

Due to the delays and community impacts along the Alum Rock portion of the project, the VTA 
Board asked the Auditor General to assess what the issues were that caused the delay and make 
recommendations for future projects
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Alum Rock Project Background

ALUM ROCK PROJECT DETAILS

• 1.4-mile corridor in the center of the BRT Project
• Required construction of a dedicated median bus-only lane, new stations, and new 

stoplights.
• Neighborhood setting with retail fronting the street

Alum Rock Ave. and North King Rd.

2
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Observations

Construction Process

Contracting

Communications

Planning & Design Coordination

3
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Construction Process
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On-Schedule Completion
DESIRED OUTCOME

• Project delivered safely, on time, within scope, on budget and with minimal 
community impact

5

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Project delays – project planned for 674 days, “demobilization” occurred 

• Currently at 874 days as of April 2016 (7 months behind schedule)
• Contractor did not have required VTA-approved 120-day schedule in place 

(submitted inadequate baseline schedule for VTA to grant approval)
• Change orders early in the project gave contractor opportunity for delays (contract 

awarded November 2013, first change notice in January 2014)
• Contractor did not work on other parts of the project when one section was delayed 

(atypical of contractors – requires more VTA leadership & contract leverage)
• Pressure to start construction concurrently with utility relocation – project 

completion schedule driven by BRT fleet delivery schedule

RECOMMENDED ACTIONS

• Ensure the bid goes out fully-developed to minimize change orders
• Insert and enforce contract penalties for failure to perform, including schedule-

adherence by contractor
• While delays are inevitable, develop contingency plans for contractor

6.a



Safety
DESIRED OUTCOME

• Safety of public and workers throughout construction

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Old infrastructure throughout project area – preparation for legacy 
infrastructure not taken into account (ground penetrating radar used 
sparingly) 

• Contractor hit gas line 3 times during construction (hit 18 utilities total)
• Contractor appears to lack experience in utility intensive construction (80% 

of contractor’s experience is in new developments)

RECOMMENDED ACTIONS

• Ensure radar scan requirement is a component in future contracts
• Utility relocations should be included as part of the pre-construction process 

6
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Minimize Community Impacts

DESIRED OUTCOME

• Proper coordination of construction activities to minimize community 
impacts

7

RECOMMENDED ACTIONS

• Major goal in construction contracts should be to minimize community 
impacts (e.g. develop schedules that minimize community disruption)

• Outline acceptable work plans in contract to ensure community impact is 
minimized (e.g. perform work in sections of the street in shorter increments 
to minimize impacts to businesses)

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Speed of schedule was prioritized over minimizing community impacts
• Contractor tried to make up time by shutting down one side of the street 

(several months at a time) with VTA approval – highly unusual to not work 
in smaller sections

6.a



Contracting
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Contractor Qualification

DESIRED OUTCOME

• Bid awarded to the lowest qualified, responsible, and responsive bidder

9

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Contractor lacked experience for this type of work (80% of work in new 
developments without utilities)

• Contractor did not adequately manage subs (VTA arranged and ran meetings to 
coordinate contractors and subcontractors)

• Contractor later acknowledged incomplete/deficient plans and specifications yet 
still submitted a bid

RECOMMENDED ACTIONS

• Ensure bid scope requires contractor to have adequate experience for 
project

• Ensure the right VTA/Vendor Project Manager is assigned for the contract
• Insert required qualifications into contract for key personnel
• Verify contractor’s experience and qualification after receipt of bid based on 

information submitted by the contractor

6.a



Contractor Expectations

DESIRED OUTCOME

• Bid and contract should set clear expectations and requirements

10

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Incomplete or deficient plans and specifications – 510 requests for 
information submitted (2-3 times the average for a comparable project)

• Utilized standard low-bid contracting mechanism which limits VTA’s 

options

RECOMMENDED ACTIONS

• Provide more specific contract requirements and guidelines
• Set up additional processes in bid documents and contracts to ensure that 

priority expectations are met and impacts are minimized, utilizing interim 
milestones and liquidated damages

• Include performance incentives in contract document
• Nonperformance can be considered in evaluating future contractor bids

6.a



Scope Definition

DESIRED OUTCOME

• Bid package is developed to minimize change orders

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Bid package (design and specifications) was not complete
• Various change orders occurred (26 total change orders from contract start 

through November 2015)
• City of San Jose/VTA consensus on design was not reached prior to bid 

(City rejected portions of VTA permit application)

RECOMMENDED ACTIONS

• Ensure consensus on all design issues are established prior to bid process
• Provide status reports to an active Policy Advisory Board  (PAB)
• Report regularly to a standing committee of the VTA Board

11
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Contract and Policy Compliance

DESIRED OUTCOME:

• VTA and contractor comply with the requirements of the contract, VTA 
construction administration policies, and procedures to mitigate risks

12

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• VTA did not receive the construction permit prior to contract award
• VTA chose not to pursue surety bond (to expedite project)
• Inadequate frequency of progress reporting at the start of construction
• Insufficient insurance coverage for City of San Jose and subcontractors

RECOMMENDED ACTIONS

• Ensure that all pre-construction activities have been scheduled properly such 
as right-of-way acquisition, demolition, utility relocation, and permits prior to 
start of construction as required by the VTA policies and procedures

• VTA should continue to consider its right to recover costs under the surety 
bond for contractor’s non-performance

• Start weekly progress reporting prior to the first week of construction
• Ensure consistent review of proper coverage and limits per contract
• Develop early warning system to ensure contract compliance

6.a



Communications
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Public Messaging
DESIRED OUTCOME

• Accurate, effective, linguistically and culturally appropriate communications
• Clear public understanding of project impacts and benefits

14

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• VTA’s Environmental outreach started positively and was well received, 

but efforts and message inconsistent during Alum Rock construction
• Several different people from VTA and contractor were communicating 

with  the public resulting in inconsistent messaging
• VTA’s Community Outreach department was affected by staff turnover and 

lack dedicated staff assigned to the project

RECOMMENDED ACTIONS

• Centralized communications with one point of contact for the public
• Provide sufficient resources with appropriate, qualified skills and public 

outreach experience
• Contract for the most appropriate community outreach staff as needed
• Open field office 3 months before construction begins with regular visits 

from engineering and construction personnel

6.a



Response to Inquiries

DESIRED OUTCOME:

• Prompt and accurate responses are provided to public inquiries

15

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Community perception was that inquiries were not responded to timely
• Project was in hiatus for one month without an official public statement 
• Estimated planning and construction dates, and/or duration of work, 

often inaccurate

RECOMMENDED ACTIONS

• Create a running log of inquiries, responses, and outcomes to facilitate rapid 
and accurate response

• Identify one primary person with designated backup, to ensure consistent 
messaging

• Communicate to the public on a weekly basis (at minimum)
• Need to have a more targeted outreach strategy, where community 

organizations are lacking
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Build Community Understanding 
Prior to Construction

DESIRED OUTCOME:

• Community understands the costs, benefits, challenges, and opportunities of the 
project

16

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Community expressed limited knowledge of construction, construction impacts, 
and permanent impacts (i.e. light rail or BRT and parking impacts)

• VTA provided notification and meetings but did not fully succeed in educating 
the public 

• VTA did not continually sell the project benefits to the community

RECOMMENDED ACTIONS

• Open field office for future projects at least 3 months in advance of construction 
(in addition to the standard communication and notification plan)

• Develop a consistent team to provide uniform messaging throughout 
construction

• Conduct several informal meetings in the community 
• Consider developing a Business Advisory Committee to solicit input

6.a



Planning and Design 
Coordination
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Coordinated Process
DESIRED OUTCOME:

• Coordinated process which is well integrated and understood that delivers 
minimal impact

18

ACTUAL OUTCOME & CONTRIBUTING FACTORS

• Siloed approach internally – no construction review during design phase
• City and VTA did not reach 100% consensus on design
• Lack of multi-agency, coordinated leadership – no strong voice to communicate 

benefits and impacts (VTA, City, County, others)

RECOMMENDED ACTIONS

• Perform short, concentrated project framing workshop to ensure staff-level 
consensus and consensus with the City

• Ensure that consensus with the City and its partners are established on all 
issues prior to going out for bid

• Ensure that the Policy Advisory Board and standing Board subcommittee has 
consistent and recurring input on the project

• Create working groups with other transit agencies/DOT’s performing BRT 

projects

6.a



Best Practices

19

Cleveland OH – Health Line

• Commercial block construction on weekday 
nights

• Residential construction during the day
• Maintaining two-way traffic
• Full coordination with City and MTA

• Schedule avoided major events during construction
• Relationship with local Community Development            

Corporation and businesses to better understand
concerns of business owners

• Defined roles for lane closure, parking relocation,     
and street maintenance

• Ambassador program & construction hotline

New York NY - 34th St 

Select Bus Service

6.a



Best Practices
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Eugene Oregon - EmX Line

• Met with owners along the corridor
• Weekly project updates
• ‘Coffee and chat’ meetings along the corridor       

during construction

Chicago IL – Loop Link

• Performed utility relocation prior to construction

• Established a business advisory committee

• Clearly identified project impacts

• Demonstrated need for impacts

• Design consensus between City and CTA

6.a
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Recommendations
On-Schedule
Completion

Ensure the bid goes out fully-developed to minimize change 
orders 

Procedure

Insert and enforce contract penalties for failure to perform, 
including schedule-adherence by contractor

Policy/

Procedure

Develop contingency plans for contractor Procedure

Safety Ensure radar scan requirement is a component in future 
construction contracts

Procedure

Utility relocations should be included as part of the pre-
construction process

Procedure

Minimize 
Community 
Impacts

Identify schedule, including restructuring schedules, based on 
community impacts

Policy

Include community impact as a major goal in construction 
contracts

Policy

Perform future work in sections of the street in shorter 
increments

Procedure

Outline acceptable work plan in contract Procedure

Category Recommendation
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Type
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Recommendations

Contractor 
Qualification

Ensure bid scope requires contractor to have adequate experience for 
project

Procedure

Ensure the right VTA/Vendor Project Manager is assigned for the contract Procedure

Insert qualifications into contract for key personnel Procedure

Verify contractor’s experience and qualification after receipt of bid Procedure

Contractor 
Expectations

Provide more specific contract requirements and guidelines Procedure

Set up additional processes in bid documents and contracts to ensure 
priority expectations are met and impacts are minimized using interim 

milestones and liquidated damages
Procedure

Nonperformance can be considered in evaluating future contractor bids Policy

Include performance incentives in contract Policy

Change
Orders

Ensure consensus on all design issues are established prior to bid process Policy

Report to the Policy Advisory Board Procedure

Contract and 
Policy 
Compliance

Properly schedule pre-construction activities Procedure

Evaluate its right to recover costs under surety bond for contractor non-
performance

Policy

Start weekly progress reports before construction Procedure

Ensure consistent review of proper coverage limits Procedure

Category Recommendation
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Recommendations
Public 
Messaging

Centralized communications with one point of contact for the public Policy

Provide sufficient resources with appropriate, qualified skills and 
public outreach experience

Staffing

Contract for the most appropriate community outreach staff as needed Procedure

Open field office 3 months before construction begins with regular 
visits from engineering and construction personnel

Staffing

Response to 
Inquiries

Identify one person to respond to all inquiries for consistency Procedure

Create a running log of inquiries, responses, and outcomes to 
facilitate rapid and accurate response

Policy

Communicate to the public on a weekly basis (at minimum) Policy

Build Community 
Understanding 
Prior to 
Construction

Develop a consistent team to provide uniform messaging throughout 
construction

Procedure

Identify field office location for future projects and open 3 months in 
advance of construction in addition to the standard communication 

and notification plan

Policy

Identify field office location for future projects
Procedure

Conduct several informal meetings in the community Policy

Category Recommendation
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Recommendations

Coordinated 
Process

Ensure consensus with the City and its partners are 
established on all issues prior to going out for bid Policy

Perform short, concentrated project framing workshop 
to ensure staff-level consensus and consensus with the 

City
Procedure

Ensure that the Policy Advisory Board and standing 
Board standing committee have consistent and 

reoccurring input on to the project
Policy

Create working groups with other transit 
agencies/DOT’s performing BRT projects

Procedure

Category Recommendation
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