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THIRD PARTY DISCLAIMER 
This report and all subsidiary reports are prepared solely for the Federal Transit Administration 
(FTA). This report should not be relied upon by any party, except FTA or the project sponsor, in 
accordance with the purposes as described below. 

For projects funded through FTA Full Funding Grant Agreements (FFGAs) program, FTA and 
its Project Management Oversight Contractor (PMOC) use a risk-based assessment process to 
review and validate a project sponsor’s budget and schedule. This risk-based assessment process 
is a tool for analyzing project development and management. Moreover, the assessment process 
is iterative in nature; any results of an FTA or PMOC risk-based assessment represent a 
“snapshot in time” for a particular project under the conditions known at that same point in time. 
The status of any assessment may be altered at any time by new information, changes in 
circumstances, or further developments in the project, including any specific measures a sponsor 
may take to mitigate the risks to project costs, budget, and schedule, or the strategy a sponsor 
may develop for project execution. Therefore, the information in the monthly reports will change 
from month to month, based on relevant factors for the month and/or previous months. 

REPORT FORMAT AND FOCUS 
This report is submitted in compliance with the terms of the Federal Transit Administration 
(FTA) Contract No. DTFT60-09-D-00007, Task Order No. 002. Its purpose is to provide 
information and data to assist the FTA as it continually monitors the grantee’s technical 
capability and capacity to execute a project efficiently and effectively, and hence, whether the 
grantee continues to be ready to receive federal funds for further project development. 

This report covers the project and quality management activities on the East Side Access (ESA) 
Mega-Project managed by MTA Capital Construction (MTACC) with MTA as the grantee and 
financed by the FTA FFGA. 

MONITORING REPORT 
EXECUTIVE SUMMARY 
1. PROJECT DESCRIPTION 
The East River tunnels in Manhattan are at capacity. The ESA project is anticipated to improve 
LIRR tunnel capacity constraints and enable the growth of the overall system.  The project 
comprises a 3.5 mile commuter rail extension of the Long Island Rail Road (LIRR) service from 
Sunnyside, Queens to Grand Central Terminal (GCT), Manhattan, utilizing the existing 63rd St. 
Tunnel under the East River and new tunnels in Manhattan and Queens, including new power 
and ventilation facilities.  The project includes a new 8 track terminal constructed below the 
existing GCT and a new surface rail yard in Queens for daytime train storage.  Ridership forecast 
is 162,000 daily riders (27,300 new riders) in 2020.  The project will provide increased capacity 
for the commuter rail lines of the LIRR and direct access between suburban Long Island and 
Queens and a new passenger terminal in Grand Central Terminal (GCT) in east Midtown 
Manhattan, in addition to the current connection to Penn Station in Manhattan. 
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2. CHANGES DURING 4th Quarter 2012 
a. Engineering/Design Progress  
As of November 30, 2012, MTACC reported that the Engineering/Design effort was 96.2% 
complete (on a cost invoiced basis).  Details are provided in the Engineering/Design Section 
below. 

b. New Contract Procurements   
There were no new contracts procured during 4Q2012. 

c. Construction Progress 
Construction progress reached 47.8 % complete on a cost invoiced basis, as of November 30, 
2012.  Details for each of the contracts are provided below. 

d. Continuing and Unresolved Issues  
The PMOC remains concerned about the results of the CM012R bid.  The lowest bid came in at 
approximately $350 million over the MTACC estimate.  The solicitation was cancelled and 
MTACC is currently looking at ways to repackage the work with the hope of reducing the $350 
million difference.  The $350 million would reduce the current project contingency to about 
$190 million.  MTACC acknowledges that they will not be able to fully recover this differential.  
In any event, the results of this solicitation will leave the ESA project with a significantly 
reduced budget contingency; which introduces a significant reduction in the project’s ability to 
mitigate future cost risk events. 

Although the current IPS shows a contingency drawdown of two months due to the results of the 
CM012R procurement, the PMT acknowledged that this is a placeholder until the actual impacts 
can be determined.  The PMOC believes that the subsequent repackaging and re-solicitation of 
the work comprising that package will result in a much larger contingency drawdown.  Since this 
contract was on the critical path and project contingency will be impacted beginning on January 
1, 2013, it is highly likely in the PMOC’s opinion that most, if not all of the 365 days of 
contingency will be used up for just this procurement; thus effectively eliminating the project’s 
ability to mitigate future schedule delays. 

Other critical procurements (CS179; CM014B, CH057) continue to trend behind schedule; with 
CS179 on the critical path and CH057 and CM014B near critical. 

e. New Cost and Schedule Issues  
ESA is not carrying any impacts to the costs or schedule for CM012R until it determines its new 
packaging strategy.  As a placeholder, ESA has drawn down two months of schedule 
contingency, leaving ten months remaining.  Cost impacts have not been addressed yet. 
Repackaging this work will possibly impact schedules of the Systems Package 1 (CS179) and 
GCT Concourse and Facilities Fit-out (CM14B) Contract packages. 

3 PROJECT STATUS SUMMARY AND PMOC ASSESSMENT  
a. Grantee Technical Capacity and Capability  
Although there are no Technical Capacity and Capability issues related to the ESA Organization 
and staffing to report on at this time; other issues related to Technical Capacity and Capability 
are discussed later in the report. 
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b. Real Estate Acquisition 
Details of the Real Estate acquisition activities pertaining to the 48th Street Entrance of GCT are 
provided in Section 2.6 of this report. 

c. Engineering/Design  
Progress for remaining design work continues to lag. The GEC and PMT continue to consistently 
miss all of its target dates for the remaining design activities on the project.  In several instances 
(CM014B; CH057), this has resulted in delaying the procurement packages.  Details are 
provided in Section 2.1 of this report. 

d. Procurement   
Several procurements are ongoing related to the CM012R and CS179 Contract packages and 
there are issues associated with these packages.  Details are provided in Section 2.2 of this 
report.  In addition, it should be noted that after the schedule re-baseline in 2011, the ESA PMT 
has not met any of its new schedule baseline dates for the four major packages that were to be 
procured in 2012 (CM012R; CS179; CM014B; CH057). 

e. Railroad Force Account (Support and Construction) 
At times in the past, both Amtrak and LIRR have experienced difficulty supplying sufficient 
Force Account personnel to support the ESA third-party contract construction effort.  This 
situation was exacerbated during 4Q2012 as the railroads struggled to recover from the effects of 
Hurricane Sandy, which occurred in late October 2012.  Electric Traction (E/T) and 
Communication and Signal (C&S) personnel from both railroads were unavailable to support 
ESA Queens Contracts during November and December 2012, as the railroads diverted them to 
assist with returning railroad operations back to normal.  As a result, almost no project support 
was provided during the final two months of 2012. 

On the other hand, the LIRR made a concerted effort to reconstruct its Westward Passenger 
Track in Harold Interlocking.  This track project had been planned since early 2011 and 
scheduled and rescheduled on several occasions since then.  Although not completely finished 
(the LIRR will return to install welded rail in the future), the track was returned to service in 
mid-December at the Maximum Authorized Speed of 60 mph, and represented a major LIRR 
Force Account accomplishment during 2012.   

During the quarter, ESA also continued to work with Amtrak to finalize the F1 and F2 
Interlocking cutover dates as part of the FHA02 agreement.  Once the F1/F2 dates are scheduled, 
the Point Interlocking cutover date can be scheduled.  

f. Third-Party Construction 
Manhattan: The MTACC’s latest IPS update for CM019 indicated that the Contractor’s latest 
forecast for achieving Substantial Completion (SC) in June 2013 may be delayed by as much as 
9 days as a result of slower than anticipated progress in the GCT 1&2 East and West Wyes and 
the Tail Tunnels.  The Current ESA forecast for Substantial Completion by August 31, 2013 is 
not impacted. 
CM013 contractor has experienced slow production rates on concrete placement over the last 
three months, resulting in a delay in completing Milestone #5 (Shaft Access) in December 2012 
as planned.  Contractor is currently forecasting completion of this milestone in January 2013. 
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The PMOC continues to be concerned with the schedule for switchgear fabrication and delivery 
on the CM014A contract.  The MTACC Project office has advised the PMOC that there 
continues to be issues with LIRR and the GEC over the current performance requirements by 
LIRR of the switchgear. This issue is impacting completion of shop drawing submittal/approval, 
manufacture and delivery of all equipment by December 2012 required to support the May 2013 
“power up” (note: this package was created to bring early power into both the caverns and the 
concourse area for both temporary construction power and final permanent power.  There is an 
underlying concern that if power is not up on schedule, CM012, CM014B and CS179 contracts 
could be impacted).   

The PMOC remains concerned that the ability of the CM004 Contractor to meet the revised 
substantial completion date may be jeopardized by several factors including:  having to redo the 
shop drawings; and the fabrication and delivery of the building structural steel.   

Queens:  On the CQ031 Contract (Queens Bored Tunnels and Structures), the contractor has 
been able to recover significant schedule time primarily based on advancing the WBBY work 
ahead of schedule.  Based on the Contractor’s performance to date, the PMOC believes that this 
contract will be completed in 1Q2013.  Some minor delays may still be encountered, however, 
due to continued late completion of the CH053 work that may create some access and work zone 
conflicts with the CQ031 contractor.  The CQ032 contractor did gain access to the CQ031 TBM 
launch area in December 2012, a delay of four months. 

On the CQO39 (Northern Boulevard Crossing) Contract, sequential excavation method 
mining was completed in November 2012, almost 6 months later than originally planned.  The 
contractor has commenced construction of the permanent tunnel liner structure.  The PMOC is 
concerned about the continued delays to completion of this Contract, the additional costs 
incurred, and the impact of delayed access to the follow-on CQ032 contract. 

On the CQO32 (Queens Structures and Plaza Substation) Contract, the contractor has made 
good progress during the first 12 months to August 2012 but is now starting to fall behind the 
planned completion goals due to work area turnover delays .  Access restraints have been eased 
somewhat with the removal of the CM009/19 muck conveyor system in December 2012 and the 
turnover from CQ031 of the Queens Open-Cut excavation on December 28, 2012.   
Harold Interlocking: Contract CH053 (Harold Interlocking, Part 1 and G.O.2 Substation): 
The PMOC notes that the reported construction progress has improved over the last several 
months and that this rate needs to continue to improve to meet the forecast SC date of February 
5, 2014.  At the November 2012 job progress meeting, however, the contractor stated that his 
forecasted SC date is July 29, 2014, 6 months later than the MTACC-ESA forecast date.  The 
PMOC also notes that the continued late completion of the CH053 work is still creating some 
access and work zone conflicts with the CQ031 contractor.    
Contract CH054A (Harold Structures Part 2A: The PMOC notes that the reported 
construction progress has shown improvement the last several months, although it is still 
trending behind schedule.  The contract is currently not on the project critical path.  

g. Vehicles  
The first phase of the vehicle procurement is underway.  Details are provided in Section 2.5 of 
this report. 
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k. Project Risk  
The MTACC Risk Management Plan (RMP), Rev. 2.0 dated July 2012, a sub-plan within the 
ESA Project Management Plan (PMP), has been updated to bring it into conformance with the 
ELPEP principles and requirements and to incorporate FTA/PMOC comments.  It is currently 
under review by the PMOC.   

MONTHLY UPDATE 
The information contained in the body of this report is in accordance with Oversight Procedure 
25, to “inform the FTA of the most critical project occurrences, issues, and next steps, as well as 
professional opinions and recommendations.”  Where a section is included with no text, there are 
no new “critical project occurrences [or] issues” to report this month. 

ELPEP COMPLIANCE SUMMARY  
The current status of each of the main ELPEP components is summarized as follows:  

 Technical Capacity and Capability (TCC):  The PMOC has completed its review of 
the Candidate Revisions for the ESA-PMP and discussed them with the FTA Region II 
Office.  MTACC issued ESA PMP Revision 8.1 on September 27, 2012 and is planning 
to issue Revision 9.0 by June 30, 2013.  The PMOC has completed its review of Revision 
8.1 of the PMP and will provide its recommendation to the FTA Region 2 Office in 
January 2013.  MTACC has stated that it has implemented the PMP training process.  
The PMOC will conduct an audit of this process during 1Q2013 through the ESA Quality 
Manager.  

 Risk Mitigation Capacity Plan (RMCP):  FTA-RII provided its conditional acceptance 
of the RMCP in its May 24, 2012 letter to MTACC.  Final acceptance is based on 
incorporation of the RMCP into the RMP, currently under review by the PMOC.  

 Conformance and Compliance:  MTA’s final conformance and compliance document, 
the ELPEP Whitepaper, was completed and submitted to FTA-RII.   In its May 30, 2012 
letter to MTACC, the FTA acknowledged that ESA was in conformance with the ELPEP 
requirements.  The PMOC will begin reporting the project’s continued ELPEP 
compliance based on the PMOC’s review of the 4Q2012 performance; see below. 

 Risk Management Plan (RMP):  MTACC submitted Rev. 2 of the RMP, which 
addressed previous FTA/PMOC comments in August 2012.  The PMOC will complete its 
review of the RMP in January 2013. 

 Continuing ELPEP Compliance 
o Management Decisions   

 Outcome:  Program and project level decisions made at appropriate level within 
MTACC management. 

 Status:  Improvement noted in elevating certain issues to higher level for those 
having potential significant impact.  Monthly MTACC/FTA/PMOC Executive 
Meeting provides venue for discussion of key issues. 
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o Design Development   

 Outcome:  Stakeholder participation in design review process.  Dedicated Amtrak 
liaison and consultant firm performed QA on E/T design. 

 Status:  Process is effective but slow; milestones often missed. 

 Example: Amtrak approval of E/T design still missing milestones.  
IMPROVEMENT NEEDED. 

o CCC Process and Results   

 Outcome:  CCC approval for changes that may impact project schedule and cost 
must be approved by committee.  CR process also implemented in CCC. 

 Status:  All scope shifts among construction contracts are being presented to the 
CCC for review and approval. 

 Performance is adequate. 

o Stakeholder Management   

 Outcome:  Stakeholder participation in schedule re-baselining meetings and risk 
workshop.  Coordination with stakeholders for outages and resources (force 
account meetings). 

 Status:  Coordination with railroads with regard to force account support and 
force account construction has improved over time based on experience to date 
and railroads’ efforts to increase their management oversight of ESA activities.  
Continued improvements are still needed. 

 Example: Construction Progress on Contracts CH053/54A needs to accelerate.  
IMPROVEMENT NEEDED. 

o Issues Management   

 Outcome:  Monthly executive meetings with FTA/MTACC to discuss issues. 

 Status:  Also includes FTA Quarterly Review Meetings, last held on November 8, 
2012; last executive meeting held on September 14, 2012. 

 Performance is adequate. 

o Procurement   

 Outcome:  Decision to use IFB or RFP made by MTACC based upon scope of 
work and type of procurement. 

 Status:  Decision process for procurement methodology has improved in 2012, 
however additional improvement is needed. 

 Example: MTACC has still not made a firm decision as to what the procurement 
methodology will be used for the CS284 (Tunnel Systems) package. 

o Timely Decision Making   

 Outcome:  Project scope, schedule, budget continuously directed and controlled 
by administrative and management processes. 
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 Status:  Overall performance is adequate; additional focus on decision timing with 
regard to issues outcome would enhance this process. 

 Performance is adequate.   

o Risk Informed Decision Making   

 Outcome:  Project risk management team decides on mitigation measures/actions 
for risks identified in risk register. 

 Status:  Risk reviews are completed for bid packages; risk register updated on 
routine basis; significant risks identified and monitored. 

 Example: MTACC needs to initiate regular risk meetings with FTA PMOC as 
committed to in 2Q2012.  IMPROVEMENT NEEDED. 

The ELPEP Quarterly Review Meeting with MTACC, FTA-RII and the PMOC was held on 
December 12, 2012.  The current ELPEP compliance checklist completed by MTACC was 
reviewed, and the FTA and PMOC will provide their input and review comments by mid-
January 2013.  The next ELPEP Quarterly Review Meeting is scheduled for March 13, 2013. 
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MTACC president said that MTACC’s analysis of the cost and schedule impact to the ESA 
project budget will not be completed until January 2013, prior to presentation at the January 
2013 CPOC meeting.  MTACC noted that an anticipated 7-8 month delay is likely but could be 
even greater.  MTACC indicated that it is anticipating a savings of up to $150 million as a result 
of repackaging the CM012R scope of work.  The PMOC believes that this savings estimate is 
extremely optimistic, given the past results of repacking efforts by the ESA PMT. 

b) Federal Regulations 
There are currently no issues to report with regard to the Uniform Property Acquisition and 
Relocation Act of 1970 or Buy America/Ship America requirements.  For Buy America, ESA 
has created a Buy America checklist for new contracts and a template for contractors to track BA 
shipments.   

1.5 Safety and Security 
a) SSMP 
The Safety Certification Committee met on November 20, 2012 to review and approve the 
following design packages: CM004; CM014; and CM013 “C”.  These packages were signed-off 
on by the Committee.  The PMOC attended this meeting and informed the MTACC Director of 
Safety that there is no longer a CM013 “C” package and that CM014 was split into separate 
packages quite some time ago.  The Director stated that he was not going to change anything, but 
the meeting minutes would capture the PMOC’s recommendation.  By allowing this to go 
uncorrected, the PMOC believes that it will make traceability difficult in the later stages of the 
certification process, resulting in a delay in the process. 
The PMOC is concerned about the fact that personnel assigned to the Safety Certification 
Committee are continually changing; thus hampering the continuity and effectiveness of the 
Committee.  The PMOC is also concerned that the Safety and Security Committee has not met 
on a regular basis as per the ESA SSMP.  This lack of regular meeting will hamper the 
effectiveness of the Committee in coordinating activities related to the Safety Certification 
Process.  The PMOC has expressed its concerns to the MTACC Safety Director.  The PMOC 
recommends that the Safety Certification Committee produce a calendar for regularly scheduled 
meetings and adhere to it.  The PMOC also recommends that the MTACC Safety Director stress 
the need to maintain a stable committee to all of the participating stakeholders having 
representation on the Committee. [Ref: ESA-96-Sep12] 
b) Project Performance 
Project safety statistics for lost time accidents continue to trend above the Bureau of Labor 
Statistics (BLS) national average at 2.47 vs. 2.20 lost time accidents per 200,000 hours.  
Although there has been some improvement in the overall project safety statistics (2.47 vs. 2.50 
during last reporting period); several contracts continue to perform below the average for the 
project: for the CM009 contract, the lost time accidents continue to trend above the ESA 
Program average (2.81 vs. 2.47 lost time accidents per 200,000 hours).  For the CM004 contract, 
the lost time accidents are trending above the ESA Program average (3.82 vs. 2.47 lost time 
accidents per 200,000 hours).  On the CQ039 contract, the lost time accident statistics continue 
to trend well above the ESA Program average (5.33 vs. 2.47 lost time accidents per 200,000 
hours).  ESA had no significant security issues to report during December 2012. 
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1.6 Project Quality 
a) ESA Project Quality Manual (PQM) 
The current version of the ESA Project Quality Manual (PQM) is Revision 6, issued in February 
2009.  The PMOC notes that although there is no requirement for periodic revisions to this 
document and the last revision was accepted; it is good practice to periodically update this 
document to reflect changes that have been implemented in the ESA Quality System since then.  
During a discussion with the ESA Quality Manager and the PMOC in September 2012, the ESA 
Quality Manager agreed to revise the PQM by the end of 2012; however this date was not met.  
The current commitment is to revise the PQM by the end of February 2013. This issue will 
remain open until the PQM is revised and submitted to FTA/PMOC.  [Ref: ESA-93-Sep 12] 

b) Project Performance – Quarterly Quality Oversight (QQO) 
The PMOC attended four QQO’s that were conducted on six contracts (CH053 and CH054A; 
CM009 and CM019; CQ031; and CQ032) during the fourth quarter of 2012.  As a result of a 
recommendation from the PMOC, three of the four QQO’s were conducted by an independent 
quality engineer who did not regularly support the contract that was audited.  The only 
significant finding was that as-builts were not being submitted on the CH053 and CH054A 
contracts in accordance with contract requirements.  To resolve this issue, the ESA Quality 
Manager scheduled an as-built surveillance on these two contracts for January 11, 2013.  The 
PMOC has been invited to attend this surveillance. [Ref: ESA-100-Dec 12] 

1.7 Stakeholder Management 
a) Railroads 
In coordination with Amtrak and LIRR, more weekend outages took place in the Harold 
Interlocking with a focus on the installation of catenary and signal towers.  If the current outage 
schedule can be maintained, the CH053 and CH054A contracts should be able to complete the 
catenary installation in early 2013. 

b) Others 
No other coordination efforts to discuss for this quarter. 

1.8 Local Funding 
a) MTA/New York State (Capital Plan) 
The MTACC announced at the May 2012 CPOC meeting that an additional $720 million will 
need to be identified in the MTA 2015 – 2019 Capital Plan to cover the new project baseline 
budget.   

b) Other Sources 
The total Federal funding commitment as of November 30, 2012 remained at $2.699 billion, as 
indicated in Table 2 in the Executive Summary.  

1.9 Project Risk Monitoring and Mitigation 
a) Risk Management Plan 
The MTACC Risk Management Plan (RMP), Rev. 2.0 dated July 2012, is a sub-plan within the 
ESA Project Management Plan (PMP).  The RMP was updated to bring it into compliance with 
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the ELPEP principles and requirements.  MTACC has incorporated FTA/PMOC review 
comments into the RMP, Rev. 2, which is currently under review by the PMOC.  The ESA-PMT 
has advised that the project is following the processes included in the RMP and the associated 
procedures although the PMOC has not observed the process directly.  The PMOC will confirm 
that the project is using the RMP processes through review of the risk related project 
documentation.   The PMOC notes that the risk informed management decision-making process 
detailed in the ELPEP has become a standard routine that is included in all management 
activities throughout all the project phases.   

b) Monitoring 
The PMT monitors the risk management process through the use of the project Risk Register and 
updates of the Contract Issues Log, key management tools that tracks the status of discreet risks 
and specific attributes regarding contracts impacted, probability, potential cost and schedule 
impacts, and identified mitigation strategies.  The Risk Register is regularly updated with 
individual risks refreshed based on criticality and level of severity with high impact risks being 
reviewed by the ESA PMT monthly.  The PMOC notes that the ESA Project Risk Manager 
actively and routinely maintains the Risk Register updated in accordance with the RMP.  The 
MTACC committed that ESA would hold monthly risk meetings with the PMOC to review 
current risk related activities at the end of 2Q2012.  To date, MTACC has not scheduled the 
initial kick-off meeting although it has been promised numerous times.  This is a continuing 
concern, which the PMOC continues to bring up to MTACC. The PMOC continues to 
recommend that these meetings be established as soon as possible [Ref: ESA-97-Sep12]. 

c) Mitigation 
MTACC actively seeks to identify and mitigate risks that may adversely impact the project cost 
and schedule performance.  Mitigation measures are developed in conjunction with construction 
managers, design engineers and other PMT personnel as well as outside project stakeholders as 
required.  Proposed mitigations are reviewed through defined processes to confirm the 
effectiveness of the mitigation especially with respect to the cost and schedule benefits.  
Approval of proposed scope changes to mitigate risk is obtained through the Change Control 
Committee (CCC) process and a defined sign-off procedure.  The PMOC notes that the CCC 
actions routinely include review and approval of risk mitigation measures such a work scope 
transfers between contracts.  The ESA Project Risk Manager meets with the ESA Construction 
Managers (CMs) of select Contracts on a monthly basis to review current contract risks.   

2.0 PROJECT SCOPE   
2.1 Engineering/Design and Construction Phase Services 
Status: 

As of November 30, 2012, MTACC reported that the Engineering/Design effort was 96.2% 
complete (on a cost invoiced basis).  The percent complete varies monthly and depends on the 
award of tasks to the GEC.  

The Stage 3 90% Catenary design package was approved by Amtrak on November 29, 2012. 
(target for completion of 90% design was October 5, 2012).  The GEC is currently working on 
the 100% design submittal.  The forecast date for submitting this to Amtrak was November 10, 
2012 and the forecast date for getting approval from Amtrak was December 30, 2012, however 
these dates were not met.  The current forecast for submittal to Amtrak is now January 18, 2013. 
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The GEC is working towards completing the 60% design submittal for CM015 (48th Street 
Entrance).  Completion of the review was previously forecast for November 2012; however it 
has now been re-forecast until January 2013.  Coordination with the property owners for review 
of design progress is ongoing. 

The previous advertise date of November 29, 2012 for the CH057 (Harold Structures Part 3a) 
package was not met.  The PMT is now forecasting the advertise date for February 1, 2013.  The 
installation of the track slab for the Westbound Bypass tunnel will be removed from the scope of 
CH057 and advanced separately to take advantage of a 30 day continuous track outage scheduled 
to begin in July 2013.   

The 90% submittal for CH058 (Harold Structures- Part 3b) had been previously forecast by ESA 
for mid-November 2012; however, this date was not met due to the GEC focus on the CH061 
design.  The design of the eastbound re-route structure is being revised to permit construction 
with minimum impact to railroad operations.  This revision is underway and is anticipated to be 
completed by the end of February 2013. 

The previous advertise date for the CM014B (GCT Concourse and Facilities Fit-out) package, 
December 1, 2012 was not met.  The PMT is now forecasting the advertise date for April 15, 
2013.  Revisions to the 44th Street vent plant design were completed in December 2012; and the 
transformer reconfiguration for the Biltmore Room is anticipated to be completed by the end of 
January 2013.  Procurement packages for the scope of work to be procured separately under the 
MTA Mentoring Program are anticipated to be ready in late January 2013. 

The 90% design for the CH061 (Tunnel A) package was submitted by the GEC on November 26, 
2012, and comments were to be returned by the end of December 2012.  To the best of the 
PMOC’s knowledge; this did not occur.  The GEC is to submit a price proposal to the PMT for a 
change order to move this scope of work into the existing CQ031 contract package.   

Observation: 

The GEC and PMT continue to consistently miss all of its target dates for remaining design 
activities on the project.  In several instances (CM014B; CH057), this has resulted in delaying 
the procurement packages. 

Concerns and Recommendations: 

The PMT design management team needs to focus on achieving intermediate milestones in a 
timely fashion and work closely with the GEC to help this happen.  The PMOC recommends that 
the PMT develop a design milestone tracking sheet for the remaining design work on the project; 
similar to what was done for the catenary design work; in order to more effectively manage the 
design effort. [Ref: ESA-103-Dec12] 

2.2 Procurement 
Status: 

As of the end of November 2012, the total procurement activity on the project was reported to be 
56.3% complete, with $4.904 billion in contracts awarded out of the $8.708 billion revised 
budget. 

Bids for the CM012R (Manhattan Structures Part 2) solicitation were received on October 24, 
2012.  Four bids were received, with the lowest bid coming in at approximately $350 million 



 

December 2012 Monthly Report 14 MTACC-ESA 

above MTACC’s estimate for the work.  This presents a serious problem that could impact the 
current project cost and schedule baselines.  MTACC has cancelled the solicitation, and is 
working on a preliminary strategy for moving forward.  This Contract package was on the 
project critical path and will also impact the CS179 (Systems Package 1) procurement; which 
depends upon completing certain milestones in the CM012R package for access.  MTACC 
briefed the FTA and PMOC on December 12, 2012 on its preliminary findings and strategy for 
moving forward.  MTACC is looking at repackaging the CM012R scope into five separate 
procurement packages; as well as moving scope into existing Manhattan packages having similar 
scope elements.  Re-solicitation will be a combination of IFB and RFP, depending on package.  
MTACC President stated at the meeting that he will make a presentation to the MTA CPOC in 
January 2013 on impacts of the bid cancellation on the ESA project, but would share early 
results with FTA/PMOC when they become available (approximately two weeks) with the 
understanding that the data is a work in progress and is considered preliminary [Ref: ESA-A45-
Dec12]. 

The continuing slippage of awarding the CS179 (Systems Package 1) package remains a major 
concern.  MTACC is still negotiating with three proposers; the NTP forecast date of December 1, 
2012 was not met.  NTP is now forecast for April 1, 2013.  Finalization of this procurement is 
complicated by the fact that the work in this package is contingent upon completion of key 
milestones in the CM012R contract; which will most likely require the proposers to re-evaluate 
their cost and schedule proposals.  Also complicating the procurement is the fact that the ESA 
PMT has asked proposers to submit an option which includes transferring the 63rd Street Tunnel 
Rehabilitation and Bench Walk back into the Contract.  Contract CS179 is also on the project 
critical path. 

The previous advertise date for the CM014B package of December 1, 2012, was not met.  As 
mentioned in the design section above, the new forecast date for advertising this package is April 
15, 2013. 

The previous advertise date for CH057 package of November 29, 2012, was not met.  The PMT 
is now forecasting the advertise date for February 1, 2013. 

Observation: 

The ESA PMT has not met any of its new schedule baseline dates for the four major packages 
that were to be procured in 2012 (CM012R; CS179; CM014B; CH057). 

Concerns and Recommendations: 

The PMOC is concerned about the need to utilize a significant amount of project contingency for 
procurement activities.  Since the CM012R and CS179 packages were/are on the project critical 
path; and CH057 and CM014B are near critical; the PMT needs to determine the impact of the 
delays of these procurements on the overall project contingency. [Ref. ESA-102-Dec12] 
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changes in the structural steel fabricator, and added scope of work.  MTACC has also advised the 
PMOC that as a result of the bids received for the CM012R contract, additional work scope will 
be added to this contract. 

The contractor has advised the Project Team that the new steel fabricator is not an AISC 
(American Institute of Steel Construction) certified fabricator.  Accordingly, the work for 
fabricating the building structural steel is being subcontracted out to a certified shop.  No reason 
has been provided as to why this was not known earlier. 

Concerns and Recommendations:   

The PMOC continues to be concerned with the ongoing delays associated with the fabrication 
and erection of structural steel for the main Vent Plant Building. 

The PMOC will continue to monitor the effect on the schedule the delay in steel fabrication, 
delivery and erection and the new scope of work is having on the schedule as this contract moves 
toward substantial completion. 
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Construction Progress: 

Construction of all four escalator-ways in Madison Yard, the excavation of sump channels in the 
Westbound and Eastbound Caverns, and excavation of the 55th St. ventilation cavern was 
completed. 

Summary Observations:   

The contractor continues to make great progress toward completion of the project and it appears 
to the PMOC that the contract could achieve Substantial Completion by late May/early June 
2013.  This date may be extended, however, dependent upon what the MTACC decides to do 
with the re-advertisement of the CM012R contract, which was scheduled to complete the cavern 
finishes started by CM009/CM019.  As of this report, the MTACC has not made any decisions 
concerning the future of the CM012R contract.   

Summary Concerns and Recommendations:   

Since the contractor has demonstrated its ability to complete its work on schedule during the past 
year and since the MTACC has also indicated that it will modify work scope in order to 
complete the CM009/CM019 contract during 2Q2013, the PMOC believes that the contract will 
be completed by late June/early July 2013.  Consequently, the PMOC no longer has concerns 
about this contract. 
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through December 24, 2012.  When this column is set the concrete floorslabs will be placed on 
the completed metal deck. 

The contractor continues to work toward completing Milestone #5 (shaft access by future 
contracts) by the February 8, 2012 forecast date noted in the MTA November 2012 Monthly 
Report.  It should be noted that due to developments in the bidding of CM012, Milestone #5 is 
not impacting any future contracts at this time. 

Concerns and Recommendations: 

None at this time. 

CM013A – 55th Street Vent Facility  

Status: 

Through December 31, 2012: 

 The Original Award and Current Approved Contract Value remained $56,044,000. 

 The Original Baseline and forecast Substantial Completion remained April 5, 2015. 

 The Estimate at Completion (EAC) remained $58,846,000. 

Construction Progress: 

 Continuing with test pits. The test pits on the south side have bottomed out at -17 to 18 
feet. 

 Rock removal will begin the first week in January 2013. 

 Trenching has begun for spare Con-Ed ducts. 

Observations: 

None at this time. 

Concerns and Recommendations:   

None at this time. 
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substantial completion date has been extended 22 days to early December 2013 from the 
previous November 18, 2013. 

The Project Office advised the PMOC that MTA intends to add scope to this contract; 
particularly lining of the access tunnel to Shaft #2 and additional slab on grade area in the 
Concourse.  This will likely further extend the forecast and actual date of substantial completion. 

Concerns and Recommendations: 

The PMOC continues to been concerned with the ongoing delays in resolution of the SCADA 
system design.  The plan for early development of the permanent power system through Contract 
CM014A was to provide a single source, going forward, for all contracts in the 
Concourse/caverns work zones.  However, due to recent development of the cancellation of the 
CM012R bid solicitation, the delays in the SCADA design is not currently impacting the 
upcoming contract(s) with regards to energizing temporary construction power in the Concourse 
and Caverns areas or the possibility of bringing in temporary equipment. 
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2.4 Operational Readiness   
A Quarterly Operational Readiness meeting was held on December 20, 2012.  The focus of the 
meeting was Rail Activation planning as discussed below.  

Rail Activation Planning  
There are 11 Task Groups assigned to progressing rail activation activities, including a Task 
Group comprising representatives of MNR.  Steps and activities within each task group have 
been identified and are being finalized.  Early Start Tasks (those that have to begin before the 
end of 2014) have been defined.  The earliest of these will begin in January 2013.  Q4 reviews 
were held with all Task Groups with participation by ESA; LIRR; and MNR.  Open item logs for 
each of the Task Groups have been developed.  The Senior Level Management Group for Rail 
Activation (including members of LIRR and MNR) met during the last quarter (3Q2012).  A 
monthly summary of rail activation activities is being developed in order to keep the Senior 
Level Management Group apprised on progress. 

Operational Readiness Schedule  
The Operational Readiness Group is developing a schedule for Task Group activities that are 
being placed in the ESA baseline schedule. 

Observation: 

The Operational Readiness group continues to progress activities comprising system start-up and 
commissioning. 

Concerns and Recommendations: 

There are no significant concerns or recommendations at this time. 

2.5 Vehicles  
Status: 

The M-9 RFP process consists of two phases: Phase 1 is a pre-qualification step that was 
advertised on June 5, 2012.  Phase II consists of the Technical and Pricing proposals from 
qualified proposers which are due in January 2013.  LIRR reported that they are still on target for 
receiving proposals in January 2013.  The anticipated contract award date is currently July 2013. 

Observation: 

As of this report, the procurement is proceeding as planned. 

Concerns and Recommendations: 

There are no significant concerns at this time. 

2.6 Property Acquisition and Real Estate  
Status: 

The Rudins and MTA Real Estate met on September 14, 2012 to discuss the valuation approach 
and timing of the work at 415 Madison Ave.  Since the development of the easements is in 
parallel with the negotiation of the consideration for payment for the easements, damages, 
temporary construction easements, condemnation is anticipated to be necessary to terminate the 
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HSBC lease.  MTA Real Estate is waiting for an updated construction schedule from the PMT 
before choosing a suitable timeframe for the public hearing. 

MTA Real Estate is also taking the lead in negotiating with the owners of 280 Park Ave. and 
technical discussions are underway.  MTA Real Estate, MTACC and MTA’s appraiser met with 
280 Park, Vornado on October 12, 2012 and discussed the evaluation approach of the property 
and issues concerning NY City Planning. The City Planning discussion centered on Vornado’s 
current plan to renovate their existing plaza, which includes the ESA’s ADA elevator.  When this 
plaza was built, NYC gave the developer/property owner a bonus of additional buildable SF as 
per the zoning regulations.  Along with the original public plaza construction, the developer was 
also required to provide amenities such as seating, plantings, etc. which must be 
included/maintained in their current renovation plan.  Based on MTACC-ESA’s input, Vornado 
will have to modify their plan which will eliminate some seating and plantings due to MTACC’s 
requirement for additional maintenance access to the ADA elevator.  This change will require a 
minor plaza re-design, in order to incorporate the seating and plantings elsewhere on Vornado’s 
plaza and additional discussions with City Planning. 

ESA has gained access to 335 Madison Avenue to further designs for the easements associated 
with the construction and operation of 1) an employee elevator that will connect the ESA/LIRR 
Station Master's Office on the ESA concourse level to the GCT Terminal Management Center on 
the GCT concourse level and 2) the public ADA elevator in the Biltmore room.  The designs are 
projected for completion in early 2013, and progress design schemes are too preliminary for 
meaningful appraisal purposes.  The window for the public hearing related to easement 
requirements at this property has been tentative projected for early 2013.   

Observation: 

From the PMOC’s perspective, there has been little demonstrable progress since the discussions 
referenced above that took place in Q32012. 

Concerns and Recommendations:  

The PMOC remains concerned about the length of time it is taking to finalize all of the Real 
Estate aspects of the 48th Street Entrance to GCT; however, this activity is currently not on the 
project critical path. 

2.7 Community Relations  
Status: 

During the period of October 2012 through December 2012, the ESA project team continued to 
provide community outreach and coordination.  

Observation:   

The PMOC believes that the ESA Community Relations staff is reaching out appropriately and 
effectively to inform Manhattan and Queens communities of upcoming construction work and 
planned changes, and has properly handled concerns and complaints from the community. 

Concerns and Recommendations: 

There are no significant concerns at this time. 
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3.0 PROJECT MANAGEMENT PLAN AND SUB PLANS 
3.1 Project Management Plan  
Status: 

The PMOC completed its review of MTACC’s incorporation of the candidate revisions.  Based 
on the FTA’s review of the PMOC’s comments, the PMOC updated and re-submitted them in 
May 2012.  The revised comments were sent to MTACC in June 2012 and working meetings 
with MTACC to resolve the comments and develop an implementation approach were held on 
July 17, 2012 and August 1, 2012.  MTACC submitted, on August 7, 2012, their plan to 
incorporate comments into PMP Revision 8.1 in 2012 and PMP Revision 9.0 in 2013.  On 
September 27, 2012, MTACC submitted PMP Revision 8.1 which is currently under review by 
the PMOC.  As of December 31, 2012, MTACC has started work on the future PMP Revision 
9.0 that is planned for completion in June 2013. 

Observation: 

MTACC is utilizing a task force to address the FTA/PMOC comments on incorporation of the 
PMP candidate revisions it plans to include in the next update, Revision 9.0.  MTACC continues 
to actively make progress in advancing comment incorporation into the PMP document.  

Concerns and Recommendations: 

There are no specific PMOC concerns or recommendations at this time. 

3.2 PMP Sub-Plans  
Status: 

The status of the key PMP sub-plans is discussed in the ELPEP section of this report. 

3.3 Project Procedures  
Status: 

In November 2012, the MTACC indicated to the PMOC that it had completed development of all 
procedures that it intended to revise.  The total count of revised ESA procedures stands at 77. 

Observations: 

In the PMOC’s opinion, the MTACC has developed all the revised procedures necessary to 
support its revised Project Management Plan (PMP). 

Concerns and Recommendations: 

Although the MTACC has finished development of all its revised procedures, the PMOC is 
aware that it has not yet begun full-scale training of its personnel, which is also part of the 
process.  The PMOC recommends that the MTACC begin the training phase of this commitment 
as soon as possible.     
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4.0 PROJECT SCHEDULE STATUS  
4.1 Integrated Project Schedule 
Status: 

The ESA-PMT issued the IPS #42 with data date of December 1, 2012.  This schedule has an 
RSD of September 1, 2019, with 299 calendar days (10 months) of contingency. 

Observations/Analysis: 

As discussed earlier in the report; the ESA did not award Contract CM012R because of a 
significant difference between the lowest bid amount and the ESA project estimate.  The delays 
caused by having to re-solicit and shift scope around will result in significant consequences to 
the project critical path and project schedule contingency usage.  It should be noted that, 
although ESA has confirmed two months of contingency usage so far, they acknowledged at the 
December 19, 2012 post bid briefing to the FTA/PMOC that the actual amount may be much 
more than this.   

The PMOC performed a work-hour analysis of the four bids which ESA received for the 
CM012R contract, the full details of which will be maintained in the PMOC’s office for review.  
Based on actual work hours previously spent on the ESA project by Contract CM019 in the East- 
and Westbound Caverns for similar work, the analysis concluded that that it would take 
approximately 51 to 60 months (dependent upon the number of laborers that the contractor could 
efficiently employ in the caverns at one time) to complete the contract.  It should be noted that 
MTACC stated at the December 19, 2012 post bid briefing that they believed that one of the 
reasons that bid came in so high was the bidders’ perception of an aggressive schedule. 

The PMOC’s analysis further revealed that, based on historical CM019 experience in the 
caverns, the amount of laborers included in the lowest bidder’s proposal would be excessive for 
the contractor to execute the work efficiently.  As a result, the PMOC believes that the duration 
for the work could be more likely in the 51 to 60 month range.  This range also considers the 
extended procurement cycle that the PMOC believes will be highly likely, and the splitting of 
scope of CM012R contract into new procurement packages and contract modifications for 
several existing contracts, which will add further schedule time to the total construction duration.   

The PMOC analysis also includes review of the CS179 Contract, which will be a successor 
activity to the completion of the Manhattan caverns after the replacements for the CM012R 
contracts are in place.  There will be significant interface milestones between CS179 and the 
existing CM012R scope, for which the MTACC has indicated that it will maintain all milestones 
established for the CM012R Contract as it was originally advertised.  The PMOC has observed, 
however, that to date, the ESA PMT has not identified the new milestones that will need to be 
created between CS179 and all of the contracts that will replace CM012R.   

In addition to delays in award of the CM012R (bid solicitation cancelled), and CS179 Contracts, 
the PMT has delayed the award of CM014B for 6 months, and CH057 for three months since the 
July 2012 IPS update based on the new baseline.  

Concerns and Recommendations: 

The PMOC is concerned about multiple issues in ESA’s schedule.  The first and foremost is the 
PMT’s duration estimate for the work scope in Contract CM012R.  The ESA PMT needs to have 
an accurate assessment of the total duration of the work scope, regardless of how it is 
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repackaged/shifted.  The second concern is that the PMT has not specified the interface 
milestones dates between Contract CS179 and the potential future packages containing the 
CM012R scope of work.  The SMP Section 5.4 calls for the establishment of interface 
milestones dates.  To date, the PMT is not compliant with this section of SMP.  As a result of its 
analysis, the PMOC believes that the current IPS does not accurately reflect the actual state of 
overall project schedule at present.  The PMOC therefore recommends that the PMT update its 
IPS based on a realistic duration for the CM012R replacement contracts and interface milestones 
with contract CS179, as well as taking into account the impact of delays due to not awarding and 
issuing NTP for CS179 by the end of 2012.  

4.2 90-Day Look-Ahead of Important Activities 
Status: 

The vetting and approval process for repackaging and shifting the scope of work for the 
cancelled CM012R solicitation, including getting approval from the CCC will be critical in the 
next 90 days.  Additionally, ESA reported that the Notice to Proceed (NTP) for CS179 has been 
extended until April 1, 2013.  

Observations/Analysis: 

The PMOC has established performance metrics to identify and monitor percent complete of 
start milestones, finish milestones, and activities for each quarter starting with 3Q2012.  The 
actual data for the 4Q2013 will be received by the PMOC in January 2013.  Table 4.1 below 
shows the PMOC’s analysis of the 3Q2012 result of ESA’s schedule performance. 

Note in Table 4.1 below that ESA did not reach its plan for finish and start milestones for the 
Harold Contracts.  If this trend continues, the embedded contingency for the Harold work 
(approximately 11 months) will be reduced.  
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Concerns and Recommendations: 

It is evident that ESA’s level of schedule achievement in 3Q2012 was extremely low (40%).  
The PMOC will receive ESA’s 4Q2012 data in January 2013.  In view of what has happened to 
Contract CM012R, and the delay in award of Contract CS179, the PMOC does not believe that 
performance metrics will improve greatly for 4Q2012.  The ESA PMT agreed at a meeting held 
with FTA/PMOC on July 30, 2012 to develop a set of critical metrics jointly with the 
FTA/PMOC and MTA IEC that would be used as an early indicator of issues that need to be 
addressed by senior management.  The need to do this was reiterated at the November 8, 2012 
ESA/SAS mini-quarterly meeting. The PMOC recommends that ESA progress this effort to 
develop critical performance metrics along with an agreed upon venue for discussing these on a 
regular basis. [Ref: ESA-A46-Dec12] 

4.3 Critical Path Activities 
Status: 

The PMT has not fully identified the consequences of not awarding Contract CM012R and the 
delay in award of CS179 contract.  Both of these packages were on the IPS critical path.  The 
PMT has drawn down only two months of project contingency in the latest IPS update and has 
indicated that this is only a placeholder until the actual schedule impacts of the CM012R bid 
cancellation have been fully determined.   

The PMT has currently restructured the IPS so that the Harold schedule is somewhat independent 
from the Manhattan contract schedules until the cutovers at Harold occur, which will then link 
the Manhattan and Queens schedules.  As a result, the PMT has identified the Harold critical 
path which goes through the Force Account construction packages FHL01, FHL02, FHA01, and 
FHA02.    

Observations: 

In addition to Manhattan contracts of CM012R, and CS179, the PMT has delayed the award of 
CM014B for 6 months, and CH057 for three months since July 2012 IPS update based on the 
new baseline.  The postponement of NTP for Contract CS179 to April 1, 2013 represents a six-
month delay based on the baseline IPS of July 2012.  Since CS179 is on the project critical path, 
and project contingency would be impacted if NTP was not given by the end of 2012, project 
contingency will be impacted, and this impact should be reflected in the IPS. 

Concerns and Recommendations: 

As stated in Section 4.2, 90 Day Look-Ahead, above, the PMOC recommends that ESA develop 
performance metrics similar to the PMOC’s to show its level of schedule achievement per 
quarter and to help identify schedule risk areas early on. 

Since the CM012R Contract was on the critical path and project contingency will be impacted 
beginning on January 1, 2013, it is highly likely in the PMOC’s opinion that all, if not most, of 
the 365 days of contingency will be used up for just this procurement; thus effectively 
eliminating the project’s ability to mitigate future schedule risk events.   
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Concerns and Recommendations 

The PMOC is concerned that the complexity, risk, and coordination of the construction activities 
previously associated with the CM012R solicitation documents, as viewed by the contracting 
community, proved to be more challenging than previously accounted for in MTACC’s internal 
cost estimate and schedule allowance.  It should be noted that the CM012R procurement was the 
second solicitation for basically the same scope of work (the original CM012 procurement was 
cancelled while on the street due to concerns expressed by the pool of potential bidders).  In 
addition the CM012R procurement experienced 20 Addenda, and had over 6000 pages of 
specifications and drawings; clearly indicating the complexity of the work which contributed to 
the higher bids.  The PMOC does not believe that the scope of work can effectively be split up 
without realizing new complications.  This concern is compounded by the fact that ESA PMT’s 
repackaging efforts will need to progress hastily, leading to potential further redundancies, 
ambiguities, and errors, which may require further modifications and addendums to existing or 
future contracts.    

By repackaging the work, some cost savings may be attained, but based on the results from a 
series of previous repackaging efforts on the ESA project, the PMOC believes that, ultimately, 
the cost of completing all of the work previously associated with CM012R will not result in a in 
a reduction of $100-$150 million anticipated by MTACC.  Furthermore, there is likely to be 
significantly increased coordination requirements in any repackaging effort.  By moving the 
work into a later time frame, the costs will be certainly be escalated, while the time allotted to 
secure new construction contract will significantly impact the overall project schedule 
contingency, and may impact the current re-baselined RSD of August 2019. 

As a result of the CM012R bid results and the large potential cost and schedule impacts to the 
project, the MTACC may have to initiate a recovery plan as called for in the ELPEP agreement.  
This determination will have to be made after MTACC completes its assessment of the cost and 
schedule impacts of this procurement. 

6.2 Risk Management Commitments 
Status:   

MTACC’s risk management commitments are detailed in the Risk Management Plan (RMP), 
Rev. 2.0 dated July 2012, which is a sub-plan within the ESA Project Management Plan (PMP).  
The RMP was updated to bring it into compliance with the ELPEP principles and requirements 
and has been reviewed by the FTA and the PMOC.  MTACC has incorporated these comments 
into the current revision of the RMP and the PMOC nearing completion of its final review.   

Observations/Analysis:   

The central approach to the ESA risk management process focuses on routine reviews by the 
MTACC Risk Manager and the Construction Manager (CM) for each active construction 
contract; continuous updating of the ESA Project Risk Register; and update and maintenance of 
the Contract Issues Log for each active construction contract.   

Significant risks, that is, those above $250,000 in potential cost risk and/or those with potential 
impact on the project critical path, are to be reviewed monthly.  Although the ESA-PMT has 
advised that the project is following this process, the PMOC has not observed the process 
directly.  The PMOC will be reviewing the associated documentation with a focus on those cost 
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and schedule risks that could have a significant adverse impact on the project.  Such risks will be 
discussed at the monthly risk meeting with the FTA/PMOC. 

The PMOC is currently reviewing the recently received updated Risk Register for the October-
November 2012 time frame.  

Concerns and Recommendations:   

Subsequent to completion of the independent risk assessment in May 2012, MTACC made the 
commitment to the FTA to institute monthly risk meetings, inviting both the FTA and the 
PMOC.   To date MTACC has not scheduled the initial kick-off meeting although it has been 
promised numerous times (latest being at the ELPEP meeting held on December 12, 2012, in 
which the MTACC Risk Director stated that they were planning to hold a risk meeting in January 
2013).  This is a continuing concern, which the PMOC continues to bring up to MTACC.  
Proactive risk management needs to be continually practiced, and these monthly meetings would 
provide a logical vehicle to meet this goal; fundamental to a successful risk management process. 
[Ref: ESA-97 Sep 12] 

6.3 Current Risk Mitigation Actions  
Status:   

During the period of October 2012 – December 2012, the ESA-PMT continued its efforts to 
identify and mitigate risks that may adversely affect the program’s future cost and schedule 
performance.  Ongoing and recent significant risk mitigation initiatives include the following:     

1. The ESA-PMT is advancing the construction of the westbound bypass slab by 
transferring this scope out of the CH057 – Harold Part 3 contract to either an on-call 
contract or an existing construction contract.  An opportunity exists to construct the slab 
during a planned 30 day track outage with LIRR to begin in mid-July 2013.  Advancing 
this work during that time window will mitigate the risk of delays due to the volume of 
work planned in the June and July 2014 time frames which may limit the availability of 
railroad resources.  Also by pulling this work of the CH057 package, the risk of not 
awarding the CH057 package in time to hit the 30 day window will be mitigated. 

2. The ESA-PMT continues to explore alternative bid strategies for the CM012 scope of 
work and is using its Manhattan 4D modeling to review accessibility possibilities and 
access points. 

Observation/Analysis:   

In addition to the risk mitigation actions discussed above, the PMOC notes that ESA-PMT 
continued, through December 2012, coordination efforts between CH053 and CQ031 regarding 
the remaining work area.  Although the ESA PMT is exploring alternate strategies for bidding 
the work from the CM012R, the PMOC believes that it will be extremely difficult to 
significantly mitigate the realized cost/schedule risks incurred as a result of the bid cancellation. 

Concerns and Recommendations: 

The PMOC continues to recommend that the PMT perform cost-benefit analyses, complete with 
schedule review, within the framework of the ESA Risk Management Plan, and in accordance 
with current project configuration change control, to validate the effectiveness of proposed risk 
mitigation actions.   
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APPENDIX A -- LIST OF ACRONYMS 
AFI   Allowance for Indeterminates 

ARRA   American Recovery and Reinvestment Act 

BA   Budget Adjustment 

CBB   Current Baseline Budget 

CCC   Change Control Committee  

CCM    Consultant Construction Manager 

CM    ESA Construction Manager assigned to each contract 

CMP    Cost Management Plan 

CPOC     Capital Program Oversight Committee  

CSSR    Contact Status Summary Report 

CIL    Central Instrument Location 

CPRB    Capital Program Review Board 

CPP    Contract Packaging Plan 

DCB    Detailed Cost Breakdown 

ELPEP    Enterprise Level Project Execution Plan 

EPC    Engineering-Procurement-Construction 

ERT    East River Tunnel 

ESA    East Side Access 

FA    Force Account 

FAMP    Force Account Management Plan 

FHACS   “F” Harold Alternate Control System 

FFGA    Full Funding Grant Agreement 

FTA    Federal Transit Administration 

GCT    Grand Central Terminal 

GEC    General Engineering Consultant 

IEC    Independent Engineering Consultant (to MTA) 

IPS    Integrated Project Schedule 

LIRR    Long Island Rail Road  

MNR    Metro-North Railroad 

MTA    Metropolitan Transportation Authority 

MTACC   Metropolitan Transportation Authority Capital Construction 
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N/A    Not Applicable 

NTP    Notice-to-Proceed 

NYAR    New York and Atlantic Railroad 

NYCT    New York City Transit 

NYSPTSB New York State Public Transportation Safety Board 

OCO Office of Construction Oversight (MTA) 

PE   Preliminary Engineering 

PEP   Project Execution Plan 

PMOC    Project Management Oversight Contractor (Urban Engineers) 

PMP    Project Management Plan 

PMT    Project Management Team 

PQM    Project Quality Manual 

QA   Quality Assurance 

RAMP    Real Estate Acquisition Management Plan 

ROD    Revenue Operations Date 

ROW    Right of Way 

RSD    Revenue Service Date 

SAS    Second Avenue Subway 

SCC    Standard Cost Category 

SMP    Schedule Management Plan 

SSMP    Safety and Security Management Plan 

SSOA    State Safety Oversight Agency 

SSPP    System Safety Program Plan 

TBD    To Be Determined 

TBM    Tunnel Boring Machine 

TCC    Technical Capacity and Capability 

VE    Value Engineering 

WBS    Work Breakdown Structure 
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APPENDIX B-- PROJECT OVERVIEW AND MAP 
 

Project Overview and Map – East Side Access 

 
Scope 
Description: This project is a new commuter rail extension of the Long Island Rail Road (LIRR) 
service from Sunnyside, Queens to Grand Central Terminal (GCT), Manhattan, utilizing the 
existing 63rd Street tunnel under the East River and new tunnels in Manhattan and Sunnyside 
yard.  Ridership forecast is 162,000 daily riders (27,300 new riders). 

Guideway: This two-track project is 3.5 route miles long, it is below grade in tunnels and does 
not include any shared use track. In Harold interlocking, it shares ROW with Amtrak and the 
freight line. 

Stations: This project will add a new 8 track major terminal to be constructed below the existing 
GCT.  The boarding platforms and mezzanines of the new station will be located approximately 
90 feet below the existing GCT lower level.  A new passenger concourse will be built on the 
lower level of the terminal. 

Support Facilities: New facilities will include: the LIRR lower level at GCT, new passenger 
entrances to the existing GCT, the East Yard at GCT, the Arch Street Shop and Yard, a daytime 
storage and running repair/maintenance shop facility in Queens, and ventilation facilities in 
Manhattan and Queens. 

Vehicles: The scope and budget for the ESA project include the procurement of 160 new electric 
rail cars to support the initial service. 
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APPENDIX C – LESSONS LEARNED 
 

 

# Date Phase Category Subject Lessons Learned 

1 Dec-12 Construction Construction Muck Handling  During cavern excavation, the 
CM019 contractor became muck-
bound, which caused a project delay 
of several months.  The PMOC 
recommended that the contractor 
make extraordinary effort to evacuate 
the muck.  After several months, it 
finally did, but the schedule time 
could not be recovered by that point.  
Lesson learned was to develop a well 
thought out muck handling plan 
(including establishment of proper 
haul roads) before work begins and 
to follow it during excavation. 

2 Dec-12 Construction Management Stakeholder 
Management 

The CH053 contractor incurred many 
months of initial construction delay 
because Amtrak did not approve the 
Electric Traction design documents 
on the project’s schedule.  A major 
contributing factor to this was 
because the MTACC had not 
established a contractual working 
relationship with Amtrak prior to 
letting the CH053 contract.  The 
PMOC recommended that the 
MTACC and its GEC more closely 
design the project in accordance with 
the comments that Amtrak was 
submitting.  To date, the MTACC has 
exhibited some improvement in this 
matter, but there are still 2+ Stages 
to construct, and improvement has 
not been fast enough or consistent 
over time.  Lesson learned was to 
develop good working relationships 
with all project stakeholders before 
any contracts are let.  
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APPENDIX E – SAFETY AND SECURITY CHECKLIST 

Project Overview 

Project mode (Rail, Bus, BRT, 
Multimode)  Rail 

Project phase (Preliminary Engineering, 
Design, Construction, or Start-up) Construction  

Project Delivery Method (Design/Build, 
Design/Build/Operate/Maintain, CMGC, 
etc.) 

 Primarily Design Bid/Build  

Project Plans Version Review by 
FTA Status 

Safety and Security Management Plan  12/2010 
Rev. 2 2012 

 PMOC sent its 
comments to FTA in 
July 2012 recommending 
conditional acceptance. 

Safety and Security Certification Plan  11/2008 
Rev. 1   NA 

System Safety Program Plan  11/2008 
Rev. 1   NA 

System Security Plan or Security and 
Emergency Preparedness Plan (SEPP)  11/2010   NA. 

Construction Safety and Security Plan 
3/2007  

Rev. 1 
  

Project Construction 
Safety and Security Plan, 
contractors’ site specific 
safety and security plans, 
and LIRR Operational 
Readiness Group 7, is 
part of the LIRR SSPP. 

Safety and Security Authority  Y/N Notes/Status  

Is the grantee subject to 49 CFR Part 659 
state safety oversight requirements? Y    

Has the state designated an oversight 
agency as per Part 659.9? Y  

The New York State 
Public Transportation 
Safety Board 
(NYSPTSB) is the 
SSOA.  

Has the oversight agency reviewed and 
approved the grantee’s SSPP as per Part 

In Development The Grantee is currently 
in communication with a 
representative of NYS 
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Project Overview 

659.17? SSOA. 

Has the oversight agency reviewed and 
approved the grantee’s Security Plan or 
SEPP as per Part 659.21? 

In Development 

The New York State 
Public Transportation 
Safety Board 
(NYSPTSB) is the 
SSOA.  

Did the oversight agency participate in 
the last Quarterly Program Review 
Meeting? 

N 

The NYS SSOA does 
not attend. Grantee to 
transmit SSMP to SSOA 
through the Grantee’s 
System Safety Dept. 

Has the grantee submitted its safety 
certification plan to the oversight agency? N 

To the best of the 
PMOC’s knowledge, the 
grantee has not 
submitted its safety 
certification plan to the 
NYS SSOA. 

Has the grantee implemented security 
directives issues by the Department 
Homeland Security, Transportation 
Security Administration? 

N  

The MTA unified threat 
vulnerability 
methodology was 
applied to the ESA 
design.  A vulnerability 
log was developed for 
ESA based on the 
feedback from the 
applied methodology.  
Controls within the 
design have been 
implemented to reduce 
the relative risk of those 
vulnerabilities 
identified.   Analysis 
indicated that the 
controls within design 
were adequate for the 
vulnerabilities identified. 

SSMP Monitoring Y/N Notes/Status 

Is the SSMP project-specific, clearly 
demonstrating the scope of safety and 
security activities for this project? 

Y  
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Project Overview 

Grantee reviews the SSMP and related 
project plans to determine if updates are 
necessary? 

In review by MTACC 
Assistant Chief of Safety 
and Security. 

The Grantee updated the 
SSMP as of 12/2010.  A 
current update is to be 
undertaken in the first 
quarter of 2013. 

Does the grantee implement a process 
through which the Designated Function 
(DF) for Safety and DF for Security are 
integrated into the overall project 
management team? Please specify. 

Y 

The Assistant Chief of 
Safety and Security for 
the MTACC meets 
regularly with the 
project management 
team.  Additionally, the 
CCM and the Grantee’s 
safety and security 
personnel are integrated 
into the management 
team. Additionally, 
achieved through 
implementation of ESA 
HASP, monthly project 
wide safety meetings, 
quarterly audits, OCIP 
inspections, and 
interface w/ MTA Police 
and NYPD Infrastructure 
Protection Unit of the 
NYPD’s Counter-
Terrorism Division. 

Does the grantee maintain a regularly 
scheduled report on the status of safety 
and security activities? 

Y 

Safety and Security are 
reported on during the 
monthly safety meeting 
and are incorporated into 
Grantee’s monthly 
project reports. 

Has the grantee established staffing 
requirements, procedures and authority 
for safety and security activities 
throughout all project phases? 

Y 
Contained within the 
Grantee’s safety 
procedure documents. 

Does the grantee update the safety and 
security responsibility 
matrix/organizational chart as necessary? 

Y 
 To be incorporated into 
the next revision of the 
SSMP. 

Has the grantee allocated sufficient 
resources to oversee or carry out safety 

Y MTA, GEC, CCM, and 
contractors provide 
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Project Overview 

and security activities? personnel and resources 
to carry out safety and 
security activities. 
Additionally, an MTACC 
consultant conducted a 
safety and security 
review of all MTACC 
projects. The 
consultant’s report 
included programmatic 
and system security 
recommendations that 
are currently being 
reviewed by MTACC and 
MTA Police.  

Has the grantee developed hazard and 
vulnerability analysis techniques, 
including specific types of analysis to be 
performed during different project 
phases? 

Y 

The SSMP Committee 
process is 
comprehensive and 
provides for this. 

Does the grantee implement regularly 
scheduled meetings to track to resolution 
any identified hazards and/or 
vulnerabilities? 

Y 

SSMP committee 
meetings as well as 
project wide monthly 
safety meetings take 
place. 

Does the grantee monitor the progress of 
safety and security activities throughout 
all project phases? Please describe 
briefly. 

Y 

 Accomplished through 
daily audits by 
contractor and CCM and 
through the 
comprehensive SSMP 
Committee process. 

Does the grantee ensure the conduct of 
preliminary hazard and vulnerability 
analyses? Please specify analyses 
conducted. 

Y 

The SSMP Committee 
process provides for 
TVRA, safety, and 
security analysis as well 
as input from subject 
matter experts on the 
SSMP Committee. 

Has the grantee ensured the development 
of safety design criteria? Y 

The SSMP Committee 
has established the safety 
design criteria. 
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Project Overview 

Has the grantee ensured the development 
of security design criteria? Y 

 Accomplished through 
the SSMP Committee 
process. 

Has the grantee ensured conformance 
with safety and security requirements in 
design? 

Y 
 Achieved through the 
SSMP Committee 
process. 

Has the grantee verified conformance 
with safety and security requirements in 
equipment and materials procurement? 

N  

The grantee has not 
verified conformance for 
materials procured to 
date. 

Has the grantee verified construction 
specification conformance? Y Through ongoing 

contract review. 

Has the grantee identified safety and 
security critical tests to be performed 
prior to passenger operations? 

N 

Although the Grantee 
has established 
preliminary hazard 
analysis (PHA) and a 
system test plan, the 
Grantee needs to identify 
safety and security 
critical tests in its Test 
Program Plan. 

Has the grantee verified conformance 
with safety and security requirements 
during testing, inspection and start-up 
phases? 

In Development  Project is not at these 
phases yet. 

Does the grantee evaluate change orders, 
design waivers, or test variances for 
potential hazards and /or vulnerabilities? 

In Development  

Systems area design 
modifications not 
originally evaluated per 
the unified methodology 
are analyzed and 
controls are incorporated 
into the design. As an 
example, during this 
quarter, there was a 
change in the use of a 
room originally designed 
for security system 
racks. The room is now 
to be utilized as an 
HVAC/MEP. Potential 
hazards and/or 
vulnerabilities were 
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Project Overview 

evaluated by 
stakeholders including 
the LIRR Security 
Department. 

Has the grantee ensured the performance 
of safety and security analyses for 
proposed workarounds? 

In Development    

Has the grantee demonstrated through 
meetings or other methods, the 
integration of safety and security in the 
following:                                                
Activation Plan and Procedures                               
Integrated Test Plan and Procedures                        
Operations and Maintenance Plan                          
Emergency Operations Plan    

Y  

An Emergency 
Preparedness Plan was 
promulgated by the 
Grantee in 11/2010. 

The Emergency 
Preparedness Plan has 
now developed into an 
Emergency Action Plan 
(EAP).  

The EAP operational 
readiness group has been 
finalized to include 
MNR, LIRR, MTAPD, 
and FDNY. 

Has the grantee issued final safety and 
security certification? N  Project is not at this 

stage.  

Has the grantee issued the final safety and 
security verification report? N Project is not at this 

stage. 
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APPENDIX F – ON-SITE PICTURES 

(to be sent in a separate file) 
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APPENDIX G 
PMOC Contract CM009/CM019 Milestone Analysis1, 2 

 December  2012 Monthly Report Update 

Original 
Milestone/ 

Revised 
Milestone 

Description 

ESA                  
1/27/12 Re-

Baseline 
 Contract 
Schedule3               

PMOC 
"Optimistic" 

Projection 

PMOC                 
"Most 

Likely" 
Projection 

Comments 

 

1A 
 

Turnover of 
Escalators 3 & 4 

Turnover of 
Shaft 2 

 

 
  

   

7/1/12 
(A) 

 

6/29/12 
(A) 

6/29/12 
(A) 

1B 
Turnover of 
Escalators 2, 3, 4 9/27/12 9/1/12 9/27/12 

(A)  

 Turnover 
Westbound 
Cavern 

Turnover 
Eastbound 
Cavern 

   

 3 12/19/12 1/14/13 1/31/13 

4 
 

6/1/13 
6/1/13 7/1/13 

9 Substantial 
Completion 8/31/13 6/1/13 7/1/13  

1C Turnover of                    
Escalator 1 

12/14/12 
(A) 11/1/12 12/14/12 

(A) 
 

1 The Complete CM009/CM019 Milestone Analysis is on file in PMOC’s office for review. 
2 Original milestones 4A and AR 3, which were established for construction of vertical Shaft #1, were deleted from 
the CM019 contract as a result of the January 27, 2012, universal settlement.  Therefore, they have been deleted 
from this appendix.  Other original milestone descriptions have been changed to correspond with the current re-
baselined milestones. 

 3 Revised milestone dates as reported by the MTACC in its November 2012 Monthly Report (latest one available to 
PMOC).   
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