STAFF REPORT FOR CALENDAR ITEM NO.: 8.2
FOR THE MEETING OF: January 30, 2025

TRANSBAY JOINT POWERS AUTHORITY

BRIEF DESCRIPTION:
Approval of amendment to Board Policy No. 021: Capital Improvement Plan Policy.

SUMMARY:

On November 10, 2022, the TJPA Board adopted Board Policy No. 21: Capital Improvement Plan
(CIP) Policy, which established a formal process for the development, approval, and periodic
updating of the CIP. The current policy outlines a framework for prioritizing capital projects and
expenditures, along with the goals and evaluation criteria for project selection.

The proposed amendment to the CIP Policy establishes a Capital Plan to develop a 20-year list of
unconstrained capital needs informed by TIPA’s asset management strategy, and limits the CIP to a
five-year list of fiscally constrained capital projects and equipment, prioritized based on established
criteria and a robust evaluation process.

Additionally, the proposed amendment introduces eight CIP Programs, which consolidate a range of
related projects based on their goal, purpose, or scope:

Information Technology and Communications (ITC)—Maintain, acquire, and replace
ITC equipment. Plan, design, and implement projects that sustain or improve the TIPA's
technology and cybersecurity infrastructure, increasing efficiency and enhancing the user
experience for stakeholders and employees.

Security—Plan, design, and construct or implement systems to sustain or improve the
security of the transit center, including physical security capabilities and emergency
preparedness.

Facilities—Acquire, maintain, replace, and rehabilitate TJPA physical assets. Plan, design,
and implement projects that improve, maintain, or expand existing transit center facilities to
ensure functionality, accessibility, and a positive user experience.

Sustainability—Plan, design, and implement projects that promote environmental
responsibility, water savings, and energy efficiency within the transit center.

Park—Plan, design, and implement projects that ensure the safety, functionality, and
aesthetics of park areas within the transit center.

Wayfinding—Plan, design, and implement projects that improve users' ease of navigation
within the transit center.

Real Estate and Parcels—Maintenance, repair, capital improvements, design, and
enhancement of TJPA real estate and coordination with adjacent parcels.

Deferred Capital Projects—Plan, design, construction, repair, maintenance, and
rehabilitation of TJIPA deferred capital projects once they are ready for further advancement.

The amendment also revises the CIP development process to streamline workflows and enhance
project prioritizing in alignment with the CIP goals. Key changes include defining the roles and
responsibilities of Capital Program Managers in developing a Capital Plan and CIP, and introducing



a structured process for amending the CIP should the need arise, ensuring that changes to the plan
are efficiently and effectively managed.

Staff recommends that the TJPA Board approve the proposed amendments to the CIP Policy, as
detailed in the enclosed redlined version. These changes are designed to enhance the alignment
of capital projects with organizational goals, improve project management efficiency, and ensure
the sustainability and enhancement of TJPA assets over time.

ENCLOSURES:

1. Resolution approving amended Board Policy No. 021
2. Board Policy No. 021: Capital Improvement Plan (CIP) Policy — clean and redline versions



TRANSBAY JOINT POWERS AUTHORITY
BOARD OF DIRECTORS

Resolution No.

WHEREAS, The Transbay Joint Powers Authority (TJPA) is a joint powers agency
organized and existing under the laws of the State of California; and

WHEREAS, The TJPA is required by the Federal Transit Administration to develop a transit
asset management plan as it owns, operates, and manages capital assets used to provide public
transportation and receives federal financial assistance under 49 U.S.C. Chapter 53; and

WHEREAS, The TJPA intends to maintain its assets in a state of good repair; and

WHEREAS, The TJPA Board adopted a Capital Improvement Plan (CIP) Policy on
November 10, 2022, to guide the planning for and implementation of capital projects including
periodic major maintenance and lifecycle projects for TIPA assets; and

WHEREAS, The TJPA wishes to amend the CIP Policy to include a 20-year unconstrained
capital plan that is informed by TIPA’s asset management strategy; introduce capital programs to the
policy; and revise the CIP development process to streamline workflows and enhance project
prioritizing in alignment with the CIP goals; now, therefore, be it

RESOLVED, That the TIPA Board adopts the amended CIP Policy, identified as Board
Policy No. 21, as presented herewith.

I hereby certify that the foregoing resolution was adopted by the Transbay Joint Powers Authority
Board of Directors at its meeting of January 30, 2025.

Secretary, Transbay Joint Powers Authority



TRANSBAY JOINT POWERS AUTHORITY
Board Policy No. 021 Category: Financial Matters

CAPITAL IMPROVEMENT PLAN POLICY
I. Introduction

The purpose of TJPA Board Policy 021: Capital Improvement Plan (CIP) Policy is to
establish a process for development and approval of a CIP.

TJPA has an important responsibility to the users of its facilities and the people of the San
Francisco Bay Area to facilitate safe and reliable transit service by maintaining TIPA’s assets
in a State of Good Repair (SGR) and enhancing regional mobility. The CIP Policy and
subsequent CIPs allow TJPA to thoughtfully plan for maintaining assets in a SGR, identify
projects that would enhance TJPA’s assets, and allocate scarce resources based on objective
and transparent criteria. The CIP is not approval of any particular Capital Project and is not a
guarantee that listed projects will be funded and completed.

This Policy is intended to be consistent with TIPA’s Vision, Mission, and Goals; TIPA
Board Policy No. 03 — Budget Policy; TJPA Board Policy No. 12 — Reserve Policy; the
Federal Transit Administration’s Transit Asset Management (TAM) Plan law, regulations,
and guidelines; and agreements entered into by TJPA and its partner agencies, such as the
Lease and Use Agreements with the Transit Center operators. This Policy does not preclude
the agency’s ability to address emergency repairs, consistent with the use of the Emergency
Reserve per the Reserve Policy.

The Chief Financial Officer (CFO) is responsible for implementing the requirements of this
policy. The CFO is authorized to develop procedures that implement the policies approved by
the Board of Directors. TJPA staff must follow those procedures to ensure compliance with
Board Policy No. 021 — Capital Improvement Plan Policy.

II.  Objectives
The objectives of the CIP Policy are to ensure that TJIPA’s assets are maintained in a SGR,
enhance short-term and long-term financial planning, identify projects that would enhance
TJPA’s assets, and promote long-term financial stability by establishing clear and consistent
policy guidelines.

I11. Definitions

For the purposes of this Policy, the following definitions are applicable:
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“Capital Plan” — A 20-year list of unconstrained capital needs informed by TJPA asset
management strategy. The Capital Plan is a living document that is revised as needed and
guides future funding and implementation planning discussions.

“Capital Improvement Plan (CIP)” — A five-year list of fiscally constrained capital
projects and equipment expected to maintain and enhance TJPA’s assets. A capital project
must be included in the Capital Plan and have 100% of its funding identified to be included
in the CIP. The CIP will be updated annually. The capital projects in the first year of the CIP
will be included in the capital budget to be approved by the TJPA Board through the TJPA
annual budget process.

“Capital Project” — A one-time effort to construct, acquire, replace, improve, expand, or
rehabilitate (beyond routine maintenance) TIPA assets with a projected value of $5,000 or
more and a useful life of one year or more.

“CIP Program” — A series of projects typically related by their goals, purpose, or scope and
ensures that the selected projects within the CIP align with the organization’s overall
strategic goals and objectives. TIPA’s CIP programs are defined as below:

e Information Technology and Communications (ITC)—Maintain, acquire, and
replace ITC equipment. Plan, design, and implement projects that sustain or improve
the TIPA's technology and cybersecurity infrastructure, increasing efficiency and
enhancing the user experience for stakeholders and employees.

e Security—Plan, design, and construct or implement systems to sustain or improve
the security of the transit center, including physical security capabilities and
emergency preparedness.

e Facilities—Acquire, maintain, replace, and rehabilitate TIPA physical assets. Plan,
design, and implement projects that improve, maintain, or expand existing transit
center facilities to ensure functionality, accessibility, and a positive user experience.

e Sustainability—Plan, design, and implement projects that promote environmental
responsibility, water savings, and energy efficiency within the transit center.

e Park—Plan, design, and implement projects that ensure the safety, functionality, and
aesthetics of park areas within the transit center.

e  Wayfinding—Plan, design, and implement projects that improve users' ease of
navigation within the transit center.

¢ Real Estate and Parcels—Maintenance, repair, capital improvements, design, and
enhancement of TJPA real estate and coordination with adjacent parcels.

e Deferred Capital Projects—Plan, design, construction, repair, maintenance, and
rehabilitation of TJPA deferred capital projects once they are ready for further
advancement.

“CIP Program Manager (CPM)” — A person responsible for managing a group of related
projects under a CIP program and refining and prioritizing capital needs in the Capital Plan.

“Preventive Maintenance (PM)” — Systematic inspection and maintenance that is regularly
performed on assets to lessen the likelihood of failure.
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“State of Good Repair (SGR)” — SGR is a condition in which assets are fit for the purpose
for which they were intended and operate at a full level of performance.

“Transit Asset Management (TAM) Plan” — All transit agencies that own, operate, or
manage capital assets used in the provision of public transportation and receive federal
financial assistance under 49 U.S.C. Chapter 53 either as recipients or subrecipients must
develop a TAM plan. A TAM plan includes an inventory of capital assets, a condition
assessment of inventoried assets, a decision support tool, and a prioritization of investments.

IV.  Development of Capital Plan

The TJPA finance staff develops the Capital Plan in coordination with CPMs. Each CPM
provides a 20-year list of capital projects based on the requirements to maintain SGR, the
capital asset inventory, major capital project plans, TJIPA Board direction, and emerging
needs. The TJPA finance team consolidates this information and develops a 20-year
unconstrained capital plan based on the useful life of the assets and the urgency of the
project. Capital Plan is a live document and will be updated as needed. The projects included
in the Capital Plan are not evaluated against CIP goals and criteria. The Capital Plan and CIP
may differ in list and priority of the projects.

V. CIP Development Process

The CIP is developed by TJPA finance staff in coordination with CPMs and other subject
matter experts with expertise in various fields relevant to capital projects, reviewed and
recommended by the CFO, and adopted by the Board of Directors. The CIP has a five-year
planning horizon and is planned to be updated and adopted annually.

For each update, TJPA finance staff conducts a call for projects by asking CPMs for a list of
proposed Capital Projects with information necessary for evaluation. Under the direction of
the CFO, the CPMs and other subject matter experts with expertise in various fields relevant
to capital projects reviews, evaluates, and prioritizes proposed Capital Project requests, based
on the CIP Goals and Capital Projects Evaluation Criteria (discussed below) outlined in this
Policy and provides the evaluation forms to TJPA finance staff.

TJPA finance staff review and rank projects based on the evaluation. The CFO reviews and
recommends the list of projects to be included in the draft CIP. The draft CIP is then
presented to the Board of Directors for approval.

The CIP provides direction to TJPA staff to seek innovative new funding sources to complete
the fiscally unconstrained projects in the Capital Plan. TJPA staff shall prioritize efforts to
secure funding for projects designated as the highest priority in the CIP. Depending on the
cost and type of funding, however, lower-priority projects may be able to move forward
faster than higher-priority projects for which funding may not be secured or take more time
to obtain.

Capital replacement and repair requests submitted by transit operators will be incorporated
into the TJPA CIP as a Capital Project and evaluated according to the criteria established for
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the CIP and funding availability. In instances where funding is provided by the transit
operators to cover the cost of the request, TIPA staff will prioritize the associated capital
project within the CIP.

VI. CIP Amendment

The CFO may approve the realignment of the project budgets within one Capital Program so
long as the total budget for that Capital Program does not change. The realignment of the
budget between Capital Programs will follow the Board Budget Policy. The Executive
Director may approve the addition of an emergency capital project to the adopted CIP so long
as the total adopted budget for the five-year CIP is not changed. The Executive Director must
report the change to the Board in the upcoming Board meeting.

VII. CIP Goals and Evaluation Criteria

TJPA’s Vision is “A transportation gateway that inspires civic pride and progress through
world-class architecture, superb functionality and timeless appeal.” TIPA’s Mission is “To
design, build, operate and maintain an intermodal terminal and rail extension and to
collaborate with [the Successor to] the San Francisco Redevelopment Agency and City
departments to create an adjacent new transit-oriented neighborhood.” TIPA’s program
Goals include transparency, fiduciary responsibility, quality control, return on investment,
and collaboration.

To further TJIPA’s Vision, Mission, and program Goals, and to guide the agency in
prioritizing Capital Projects in the CIP, the following CIP Goals are adopted:

CIP Goals
e Safety and Security
Compliance with Regulatory or Mandated Requirements
Maintain State of Good Repair (SGR)
Attract and Retain Ridership
Enhance Regional Mobility
Respond to Emerging Needs
Fiscal Sustainability
Environmental Sustainability
Social Equity
Reduce Operating and/or Capital Costs
Risk Mitigation
Innovation & Technology
Workforce Development

Capital Project Evaluation Criteria

In the preparation of the CIP, proposed Capital Projects will be evaluated based on criteria
that assess project alignment with CIP goals. The projects will be evaluated against these
criteria using measurable scales and assigned scores accordingly. The evaluation criteria and
scales will be reviewed annually by the CPMs, with recommendations for amendments or
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additions submitted to the CFO. The CFO has the authority to approve any changes to the
evaluation criteria and measurable scales for inclusion in the evaluation process, so long as
the changes are consistent with this policy. The following list outlines the key areas of focus
for evaluating each project:

Risk to health, safety, and security

Response to emergencies and exigencies, regulatory or mandated requirements
Asset management and preventive maintenance requirements

Accessibility and quality of service

Environmental impacts and responsible resource use

Project readiness, cost and schedule

Consequences of not funding the projects

VIII.  Reporting

The CFO shall provide the Board of Directors with quarterly updates on the status of CIP
projects.
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TRANSBAY JOINT POWERS AUTHORITY
Board Policy No. 021 Category: Financial Matters

CAPITAL IMPROVEMENT PLAN POLICY

1. Introduction

The purpose of TJPA Board Policy 021: Capital Improvement Plan (CIP) Policy is to
establish a process for development and approval of a CIP.

TJPA has an important responsibility to the users of its facilities and the people of the San
Francisco Bay Area to facilitate safe and reliable transit service by maintaining TJPA’s assets
in a State of Good Repair (SGR) and enhancing regional mobility. The CIP Policy and
subsequent CIPs allow TJPA to thoughtfully plan for maintaining assets in a SGR, identify
projects that would enhance TJPA’s assets, and allocate scarce resources based on objective
and transparent criteria. The CIP is not approval of any particular Capital Project and is not a
guarantee that listed projects will be funded and completed.

This Policy is intended to be consistent with TJIPA’s Vision, Mission, and Goals; TIPA
Board Policy No. 42-03 — Reserve-Budget Policy; TJPA Board Policy No. 12 — Reserve
Policy: the Federal Transit Administration’s Transit Asset Management (TAM) Plan law,
regulations, and guidelines; and agreements entered into by TJPA and its partner agencies,
such as the Lease and Use Agreements with the Transit Center operators. This Policy does
not preclude the agency’s ability to address emergency repairs, consistent with the use of the
Emergency Reserve per the Reserve Policy.

The Chief Financial Officer (CFO) is responsible for implementing the requirements of this
policy. The CFO is authorized to develop procedures that implement the policies approved by
the Board of Directors. TIPA staff must follow those procedures to ensure compliance with
Board Policy No. 021 — Capital Improvement Plan Policy.

II.  Objectives
The objectives of the CIP Policy are to ensure that TJIPA’s assets are maintained in a SGR,
enhance shert—short-term and long-term financial planning, identify projects that would
enhance TJPA’s assets, and promote leng—termlong-term financial stability by establishing
clear and consistent policy guidelines.

I11. Definitions

For the purposes of this Policy, the following definitions are applicable:
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“Capital Plan” — A 20-vear list of unconstrained capital needs informed by TJPA asset
management strategy. The Capital Plan is a living document that is revised as needed and

guides future funding and implementation planning discussions.

“Capital Improvement Plan (CIP)” - A five-year list of fiscally constrained plan-that
identifies-capital projects and equipment expected to maintain and enhance TIPA’s assets. A
capital project must be included in the Capital Plan and have 100% of its funding identified

to be included in the CIP.;-estimates-ecost -providesaplanning schedule for fundingand
mmplementation. and identifics options for funding the plan._The CIP will be updated

annually. The capital projects in the first yvear of the CIP will be included in the capital
budget to be approved by the TIPA Board through the TJPA annual budget process.

-“Capital Project” — A one-time effort to construct, acquire, replace, improve, expand, or
rehabilitate (beyond routine maintenance) TJPA assets Projeets-and-equipmentwith a
projected value of $5,000 or more and a useful life of one year or more.

“CIP Program” — A series of projects typically related by their goals. purpose, or scope and
ensures that the selected projects within the CIP align with the organization’s overall
strategic goals and objectives. TIPA’s CIP programs are defined as below:

o Information Technology and Communications (ITC)—Maintain, acquire, and
replace ITC equipment. Plan, design, and implement projects that sustain or improve
the TJPA's technology and cybersecurity infrastructure, increasing efficiency and
enhancing the user experience for stakeholders and employees.

o Security—Plan, design, and construct or implement systems to sustain or improve
the security of the transit center, including physical security capabilities and
emergency preparedness.

e Facilities—Acquire, maintain, replace, and rehabilitate TJIPA physical assets. Plan,
design, and implement projects that improve, maintain, or expand existing transit
center facilities to ensure functionality, accessibility, and a positive user experience.

e Sustainability—Plan, design, and implement projects that promote environmental
responsibility, water savings, and energy efficiency within the transit center.

e Park—Plan, design, and implement projects that ensure the safety, functionality, and
aesthetics of park areas within the transit center.

e Wayfinding—Plan, design, and implement projects that improve users' ease of
navigation within the transit center.

o Real Estate and Parcels—Maintenance, repair, capital improvements, design, and
enhancement of TJPA real estate and coordination with adjacent parcels.

o Deferred Capital Projects—Plan, design, construction, repair, maintenance, and
rehabilitation of TJPA deferred capital projects once they are ready for further
advancement.

“CIP Program Manager (CPM)” — A person responsible for managing a eroup of related
projects under a CIP program and refining and prioritizing capital needs in the Capital Plan.
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“Preventive Maintenance (PM)” - Systematic inspection and maintenance that is regularly
performed on assets to lessen the likelihood of failure.

“State of Good Repair (SGR)” - SGR is a condition in which assets are fit for the purpose
for which they were intended-- and operate at a full level of performance.

“Transit Asset Management (TAM) Plan”- All transit agencies that own, operate, or
manage capital assets used in the provision of public transportation and receive federal
financial assistance under 49 U.S.C. Chapter 53 either as recipients or subrecipients must
develop a TAM plan. A TAM plan includes an inventory of capital assets, a condition
assessment of inventoried assets, a decision support tool, and a prioritization of investments.

IV. Development of Capital Plan

The TJPA finance staff develops the Capital Plan in coordination with CPMs. Each CPM
provides a 20-year list of capital projects based on the requirements to maintain SGR. the
capital asset inventory, major capital project plans, TIPA Board direction, and emerging
needs. The TJPA finance team consolidates this information and develops a 20-year
unconstrained capital plan based on the useful life of the assets and the urgency of the
project. Capital Plan is a live document and will be updated as needed. The projects included
in the Capital Plan are not evaluated against CIP. goals and criteria. The Capital Plan and CIP
may differ in list and priority of the projects.

PLV.  CIP Development Process

The CIP is developed by TJPA finance staff in coordination with CPMs and other subject
matter experts with expertise in various fields relevant to capital projects, reviewed and
recommended by the Exeeutive DireetorCEQO, and adopted by the Board of Directors. —The
CIP has a twentyfive-year planning horizon and is planned to be updated and adopted
annually;-. i i i i i

For each update, TJPA finance staff conducts a call for projects by asking staffCPMs for a
list of proposed Capital Projects with information necessary for evaluation-suech-as-expeeted

5 aApPPpPro ota O )

Under the direction of the CFO, the CPMs and other subject matter experts with expertise in

various fields relevant to capital projects FHPA-statfreviews, evaluates, and prioritizes
proposed Capital Project requests, based on the CIP Goals and Capital Projects Evaluation
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Criteria (discussed below) outlined in this Policy- and provides the evaluation forms to TJPA
finance staff.

TJPA finance staff review and rank projects based on the evaluation. The Exeeutive
DireetorCFO reviews and recommends the list of projects to be included in the draft CIP. The
draft CIP is then presented to the Board of Directors for approval. The-approved-CIHP-will-be

the-basistor-the-developmentofeapttal-budeets:

The CIP provides direction to TIPA staff to seek innovative new funding sources to complete
the fiscally unconstrained projects in the €HPCapital Plan. TJPA staff shall prioritize efforts
to seeksecure funding for projects designated as the highest priority in the CIP. Depending
on the cost and ease-effindingtype of funding, however, lower-priority projects may be able
to move forward faster than higher-priority projects for which funding may not be secured or
take more time to obtain.

Capital replacement and repair requests submitted by transit operators will be incorporated
into the TJPA CIP as a Capital Project and evaluated according to the criteria established for
the CIP and funding availability. In instances where funding is provided by the transit
operators to cover the cost of the request, TIPA staff will prioritize the associated capital

project within the CIP.

V1. CIP Amendment

The CFO may approve the realignment of the project budgets within one Capital Program so
long as the total budget for that Capital Program does not change. The realignment of the
budget between Capital Programs will follow the Board Budget Policy. The Executive
Director may approve the addition of an emergency capital project to the adopted CIP so long
as the total adopted budget for the five-year CIP is not changed. The Executive Director must
report the change to the Board in the upcoming Board meeting.

M-VIIL. CIP Goals and Evaluation Criteria

TJPA’s Vision is “A transportation gateway that inspires civic pride and progress through
world-class architecture, superb functionality and timeless appeal.” TIPA’s Mission is “To
design, build, operate and maintain an intermodal terminal and rail extension and to
collaborate with [the Successor to] the San Francisco Redevelopment Agency and City
departments to create an adjacent new transit-oriented neighborhood.” TIPA’s program
Goals include transparency, fiduciary responsibility, quality control, return on investment,
and collaboration.

To further TJPA’s Vision, Mission, and program Goals, and to guide the agency in
prioritizing Capital Projects in the CIP, the following CIP Goals and-Capital-Prejeet
Evaluation-Criteria are adopted:
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CIP Goals
e Safety and Security
Compliance with Regulatory or Mandated Requirements
Maintain State of Good Repair (SGR)
Attract and Retain Ridership
Enhance Regional Mobility
Respond to Emerging Needs
Fiscal Sustainability
Environmental Sustainability
Social Equity
Reduce Operating and/or Capital Costs
Risk Mitigation
Innovation & Technology
Workforce Development

Capital Project Evaluation Criteria

In the preparation of the CIP, proposed Capital Projects will be evaluated based-uponbutnot
Limited-to-the-foHewingbased on criteria that assess project alignment with CIP goals. The
projects will be evaluated against these criteria using measurable scales and assigned scores
accordingly. The evaluation criteria and scales will be reviewed annually by the CPMs, with
recommendations for amendments or additions submitted to the CFO. The CFO has the
authority to approve any changes to the evaluation criteria and measurable scales for
inclusion in the evaluation process, so long as the changes are consistent with this policy. The
following list outlines the key areas of focus for evaluating each project::

y 1 CIP-Goal
e Risk to health-and, safety, and security
+—Respensetorectiatory-ormandatedrequirements
e Response to emergencies and exigencies, regulatory or mandated requirements
lition, | . and] :
e Asset management and Preventive-preventive Maintenanee-maintenance
requirements

e Accessibility and Qquality of service

e Environmental impacts and responsible resource use

C— e e b bl

e Project readiness, the-total-projeet-cost and schedule forcompletion
) 1 and availabl ¢ anndi

e Consequences of not funding the projects
| i - dored

VEVIIL.  Reporting
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The Exeeutive DireetorCFQ shall provide the Board of Directors an-annual with quarterly
updates on the status of engeing-CIP CapitalPprojects.
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