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P.O. Box 13787 
Durham, NC 27703 
919-485-7415 | Fax: 919-485-7491 
 

  
May 21, 2020

To:  GoTriangle Board of Trustees  

From:  Finance Staff
   
Subject: FY21 Budget Overview  

Attached for your review and discussion is a draft FY21 Budget, reflecting changes 
made from the May 1, 2020 Budget Workshop.  We will review the packet in its entirety 
during the May Board meeting.

As you are aware due the recent events with the COVID-19 virus, the budget process 
has presented some unusual challenges.  The Finance staff continues to review trends 
and consult with other transit agencies on assumptions, particularly on revenue trends.   

Based on discussions with CATS in Charlotte and additional research and discussions 
with our rental car agencies, we have reduced the rental tax forecast from what was 
previously shown.  Additionally, we have revised other expenditure and revenue 
forecasts based on departmental input, identified areas for reduction and grant updates.

We continue to track the COVID-19 impact on GoTriangle’s revenues and expenses.  
The CARES Act Funding totaling $7.8M (DCHC- $4.7M, CAMPO $3.1) will be used to 
help offset this impact.

The revised draft FY21 budget shows a $5.2M surplus, an addition to our current 
reserves.  Based on the revisions made since the Budget Workshop the cost/hour for 
Operations has decreased from $137/hour to $132/hour.

We will, of course, continue to review opportunities for expense reductions, as well 
adjusting revenue forecasts.

We look forward to reviewing the FY21 draft budget during our May Board meeting.

Saundra Freeman
CFO/Director of Administrative Services
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

Budget Workshop (5-1-2020) 40,522,769$ 48,229,373$ ($7,706,604)

FY20 Carryover (Restricted to previously 
budgeted projects) 5,881,005 5,881,005

Bus Fund, General 
Fund, Capital 
Fund

Repowers, paratransit renovation, 
paratransit vehicles, ERP.

Raleigh UZA COVID-19 funds 3,125,254 3,125,254 All Funds

Durham UZA COVID-19 funds 4,747,548 4,747,548 All Funds

Bus Fares/Bus Consignment (722,664) (722,664) Bus Fund Reduced to reflect decrease in 
ridership and fare free policy 

Merit Freeze for General Staff All Funds Impact of $419,345 was removed 
from consideration

Merit Freeze for Executive Staff (33,302) 33,302 General Fund

Board Clerk, General Counsel, 
CFO, CCO, VP - Strategic 
Relationships, CEO, COO, CDO, 
CTO

Remove 4 new mechanic requests (227,477) 227,477 Bus Fund

Remove 7 new bus operator requests (408,928) 408,928 Bus Fund

Add Additional funds to Facility Maintenance 50,000 (50,000) Additional cleaning supplies due to 
COVID

Remove board room renovation (130,000) 130,000 General Fund

Reduce Consultants Legal Expense - HR (5,000) 5,000 General Fund

50% travel budget reduction from FY21 
requests (173,568) 173,568 All Funds Travel, Training and Conferences

FY21 Budget GoTriangle Change Impact
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

FY21 Budget GoTriangle Change Impact

Remove vacant Associate General Counsel (137,622) 137,622 General Fund

Remove vacant Web Content specialist from 
C&PA (73,121) 73,121 General Fund

Vanpool vehicle insurance (20,102) 20,102 Bus Fund 19 vehicles instead of 26

Legal 19,200 19,200

General Fund, 
Durham and 
Orange Transit 
Fund

Reallocation of funds from Durham 
and Orange Transit Plans

Additional Federal Grant Revenue 220,000 220,000 General Fund
Including grant revenue not 
previously included - NCSU/ITRE 
contract TJCOG Annual agreement

Reallocating Finance ERP Cost to Capital 133,200 133,200 Capital Fund Reallocating $222K to Capital Fund

RUS BUS 2,217,375 2,217,375 Capital Fund, 
Wake Transit

Wake Transit project - GoTriangle is 
the Federal grant recipient

Paratransit Renovation 183,671 (183,671) Capital Fund Total project increased from $916K 
to $1.1M

Vehicle Rental Tax* (1,463,459) (1,463,459) General Fund Reduction in FY21 estimate since 
Budget Workshop

Wake County Bus Stop Improvements 1,794,760 1,794,760 Capital Fund, 
Wake Transit

Wake Transit project - GoTriangle is 
the Federal grant recipient

Remove Bus Rebranding (168,141) (210,176) 42,035 Capital Fund Reallocating funds to Regional 
Transit Facility Study
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

FY21 Budget GoTriangle Change Impact

Regional Transit Facility Study 1,452,500 1,512,500 (60,000)

Capital Fund, 
Durham Transit 
Plan, Orange 
Transit Plan, 
Wake Transit Plan

Revised Proposed Budget 57,759,347$ 52,568,383$ 5,190,964$

Change 17,236,578$ 4,339,010$ 12,897,568$

FY20 Budget (Amended) 41,000,717$ 49,676,430$ ($8,675,713)
FY21 Cost Per Hour (Budget Workshop) $137 Fixed Route
FY21 Cost Per Hour (w/Proposed Changes) $132 Fixed Route
FY20 Cost Per Hour $128 Fixed Route
FY21 Cost Per Hour $123 Paratransit
FY20 Cost Per Hour $131 Paratransit

FY21 Vehicle 
Rental Tax

FY20 Vehicle 
Rental Tax

Wake 3,524,800 4,406,000
Durham 1,114,500 1,393,091
Orange 544,300 680,347

GoTriangle 5,183,600 6,479,495
Total $10,367,200 $12,958,933

*Total Vehicle Rental Tax
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

Budget Workshop (5-1-2020) 33,518,100$ 31,601,600$            $1,916,500
Vehicle Rental Taxes Decrease (314,600) (314,600) Durham Funds

1/2 Cent Sales Tax (1,221,000) (1,221,000) Durham Funds 10% reduction on FY20 budget  
(compared to original 6.5%)

Durham Bus Plan (325,000) 325,000 Durham Funds
Deferred Programming - $62,500 to 
FY21 Allocated Reserve and $250,000 
FY22

Reimbursement of federal interest for real 
property (600,000) 600,000 Durham Funds

Deferred Programming - Group 2 FTA 
property reimbursement to FY21 
Allocated Reserve

GoDurham Electric Vehicle Acquisition (1,074,000) 1,074,000
Deferred Programming - One Electric 
Vehicle Acquisition to FY21 Allocated 
Reserve

Revised Proposed Budget 31,982,500$ 29,602,600$            2,379,900$                

Change (1,535,600)$          (1,999,000)$            463,400$

FY20 Budget (Amended) 38,788,381$ 21,068,265$ 17,720,116$

FY21 Budget Change Impact (Durham Transit Plan)
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

Budget Workshop (5-1-2020) 9,707,930$            8,820,530$              $887,400
Vehicle Rental Taxes Decrease (153,600) (153,600) Orange Funds

Revised Proposed Budget 9,554,330$            8,820,530$              733,800$

Change (153,600)$             -$ (153,600)$

FY20 Budget (Amended) 15,244,639$ 13,976,018$ 1,268,621$

FY21 Budget Change Impact (Orange Transit Plan)
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Reserve/Cash 
Revenue Expenditures Impact Fund Affected Comments

Budget Workshop (5-1-2020) 110,980,050$ 91,124,605$            $19,855,445
Vehicle Rental Taxes Decrease (995,200) (995,200) Wake Funds
1/2 Cent Sales Tax 848,569 848,569 Wake Funds

City of Raleigh Route Savings (146,631) 146,631 Wake Funds Route 21 - Savings from original project 
submission.

Revised Proposed Budget 110,833,419$ 90,977,974$            19,855,445$

Change (146,631)$             (146,631)$ -$                              

FY20 Budget (Amended) 154,223,495$ 162,519,854$ (8,296,359)$

FY21 Budget Change Impact (Wake Transit Plan)
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Vehicle Rental
FY21 Proposed 

Budget
FY21 Draft 

Budget
FY20 Adopted 

Budget FY19 Actual
FY21 Proposed Budget 
vs FY21 Draft Budget

FY21 Draft Budget 
vs FY20 Budget

FY21 Proposed Budget 
vs FY19 Actual

Wake $3,524,800 $4,520,000 $4,406,000 $4,258,283 -22.0% -20.0% -17.2%

Durham $1,114,500 $1,429,100 $1,393,148 $1,346,369 -22.0% -20.0% -17.2%

Orange $544,300 $697,900 $680,347 $657,529 -22.0% -20.0% -17.2%
Total Transit Plans $5,183,600 $6,647,000 $6,479,495 $6,262,181 -22.0% -20.0% -17.2%

GoTriangle
FY21 Proposed 

Budget
FY21 Draft 

Budget
FY20 Adopted 

Budget FY19 Actual

FY21 Proposed Budget 
vs FY21 Draft Budget

FY21 Draft Budget 
vs FY20 Budget

FY21 Proposed Budget 
vs FY19 Actual

Vehicle Rental Tax $5,183,600 $6,647,000 $6,479,495 $6,262,180 -22% -20% -17%

Total Vehicle Rental Tax $10,367,200 $13,294,000 $12,958,990 $12,524,361 -22% -20% -17%

Vehicle Rental Tax
FY21 - Proposed Budget

% Decrease

% Decrease
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DRAFT 
May 12, 2020 

Page 1 

Supplementary Conditions A2 
Scope of Services – Additional Phase II Tasks 
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Task 1: Project Management 

This consultant scope is a subset of activities determined by the Greater Triangle Commuter Rail (GTCR) project 
management partners (the parties to the Memorandum of Understanding in Support of Continued Development 
of the Greater Triangle Commuter Rail Project [GTCR MOU]) to be necessary to identify a commuter rail system to 
be implemented on right-of-way owned by North Carolina Railroad Company that will be technically, financially, 
legally, and politically achievable. The full scope of Early Project Development activities, including activities 
outside of this consultant scope, is generally described in Exhibit A of the GTCR MOU. This scope of services for 
Additional Phase II Tasks constitutes Additional Work within the scope of GoTriangle Contract 19-001, Update of 
Alternatives Analysis & Further Study for the Greater Triangle Commuter Rail with STV Engineers, Inc.  

Task 1A: Project Administration 

GoTriangle and the consultant jointly desire to administer this scope of work in a deliberate, cost-effective, and 
transparent manner. In support of these goals, the consultant shall: 

1) Develop and maintain project execution plan for early project development activities, including organizational 
charts and QA/QC and safety plans and procedures applicable to the prime consultant and subconsultants. 
Submit initial documents for GoTriangle review within 15 days of notice to proceed (NTP). GoTriangle and the 
consultant will use best efforts to finalize these documents no later than 45 days following NTP.  

2) Develop and maintain a detailed, task-specific project schedule for early project development activities, 
including consultant-led tasks in this scope of work as well as other tasks led by GoTriangle and other 
partners, in a format acceptable to GoTriangle. Furnish initial schedule within 15 days of NTP and furnish 
monthly schedule updates. 

3) Progress reporting (documentation and meetings) 
i. Furnish monthly progress reports and itemized invoices in a format acceptable to GoTriangle no later than 

the 20th day of the month following each invoice period. For June invoices (GoTriangle fiscal year close), 
furnish June invoice amount no later than July 15. 

ii. Lead weekly project administration meetings with GoTriangle; develop and distribute agendas and furnish 
meeting summaries 

iii. Participate in monthly executive oversight team meetings with GoTriangle; develop and distribute 
agendas and furnish meeting summaries 

4) Furnish projected expenditure forecast by month within 15 days of NTP; furnish updated forecasts on a 
quarterly basis thereafter 

5) Submit all project deliverables, associated quality records, and in-progress work products requested by 
GoTriangle via GTCR SharePoint site in a format consistent with GoTriangle file system specifications 

6) Perform a formal review of this scope of work at the midpoint of the period of performance, and coordinate 
with GoTriangle to update as necessary to conform to evolutions in project needs. 

 
Deliverables: 

a) Project Execution Plan 
b) Project Schedule (Initial and updated monthly) 
c) Expenditure Forecast (initial and updated quarterly) 
d) Monthly Progress Report / Invoice (monthly) 
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Task 1B: Project Management Support 

GoTriangle desires to augment its staff capacity for project management with qualified, capable, and available 
consultant resources through the period of performance of this scope of work. 

The consultant shall: 

1) Employ a full-time project manager to manage consultant work for early project development activities and 
support GoTriangle with management of the GTCR effort 

2) Lead monthly project management partner meetings; develop and distribute agendas and furnish meeting 
summaries. Lead additional project management partner or subgroup meetings as necessary to support 
development and review of consultant work product. 

3) Participate in monthly project management partner conference calls as requested by GoTriangle; furnish 
meeting summaries 

4) Develop and maintain a project-wide issues log to track and monitor resolution of issues requiring client or 
third-party input and/or approval 

Deliverables: 

a) Meeting Agendas (24 meetings) 
b) Meeting Summaries (24 meetings) 
c) Project Issues Log (updated biweekly) 

Task 2:  Community, Stakeholder, and Resource/Regulatory Engagement 

Exceptional, frequent, meaningful engagement is as important as the technical work in supporting local funding 
partner boards  as they consider whether to commit upwards of one billion dollars of local revenues across 
multiple counties to pursue implementation of commuter rail service. The subtasks below focus on three key 
engagement elements: a) resource partners; b) community stakeholders; and c) state and federal regulatory 
agencies. This engagement must be well-coordinated with engagement led by MPO and other local partners for 
the county transit plans and other ongoing transit projects and initiatives. 

Primarily due to differences in timing of the development of plans for transit in each county throughout the 
region, there is not currently a clear regional consensus about the priority for implementing this project relative to 
other potential investments. A primary objective of this phase of work is to support regional decision-making on 
whether to commit upwards of one billion dollars of local revenues across multiple counties to pursue 
implementation of commuter rail service in this decade, or whether to pursue a different strategy. To date, 
planning and prioritization of this investment relative to others has been disjointed across the counties; the 
upcoming year of transit plan updates in Durham and Wake counties, evaluation of potential funding strategies 
for Johnston county, and concurrent pursuit of the tasks included in this scope of work provide an opportunity to 
bring these into alignment.   

Task 2A: Local Agency and Resource Partner Coordination 
Prepare and begin implementing agency coordination plans, defining roles and responsibilities of each party. 
Support GoTriangle and the MPOs to develop and obtain concurrence for the plan(s) with each affected local 
government and major institution.  
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Implement a Resource Partner engagement strategy based on the following framework, defining roles, 
responsibilities, information sharing approach, and meetings. Resource Partners are composed of four groups: 

Project Management Partners (GoTriangle, Wake County, Durham County, Johnston County, 
CAMPO, DCHC MPO, NCRR (railroad owner), and NCDOT). 
Municipal Partners with land use jurisdiction along the corridor (Durham, Morrisville, Cary, Raleigh, 
Garner, Clayton). 
Regional and Major Institutional Partners, including Duke University, NC Central University, NC State 
University, the Research Triangle Foundation, the Triangle J Council of Governments, RDU Airport and 
the Regional Transportation Alliance. 
Any other specified “critical third parties” as that term is commonly understood for projects in the FTA 
Capital Investment Grants program, other than state and federal resource agencies included in Task 2C. 
Railroad operators including Norfolk Southern and CSX are included, and Amtrak to the extent 
necessary. 

A “co-design” approach to the Project Concept will be critical for region-wide support and such techniques as 
“over the shoulder” working sessions shall be used to the extent practicable. Representatives of the four above 
groups will constitute the Resource Partners and will be encouraged to engage in input to and review of draft 
deliverables through a regularly-updated web-based portal and through in-person and/or virtual meetings to 
be scheduled regularly during the project’s duration. As noted, some of these meetings may be work sessions. 
Scheduled meetings may be cancelled by GoTriangle if there are insufficient agenda items to warrant a 
meeting. The Project Management Partners may choose to meet more frequently to oversee administration of 
the project. 

The consultant shall: 

1) Provide an experienced partnering facilitator to prepare for and convene an executive partnering kickoff with 
GoTriangle and the chief executive and designated project lead from each Resource Partner, monitor 
progress, and convene up to four additional partnering meetings throughout the period of performance. 
These meetings will be in addition to regular project management partner meetings. Consultant shall 
generate and maintain meeting materials, summaries, action item logs, and other similar documentation. 

2) Coordinate with GoTriangle and Resource Partners to develop and implement individualized work plans and 
schedules for staff-level engagement with each entity, and a strategy to overlay individualized efforts with 
regular joint meetings of the Resource Partners as a group. For example, for each municipality, develop and 
implement a detailed work plan of anticipated materials for review and strategy for review periods and/or 
over-the-shoulder working sessions, with relevant municipal departments (water management, 
transportation, public works, planning, etc.). Consultant shall generate and maintain meeting materials, 
summaries, action item logs, and other similar documentation. 

3) Develop and implement concurrence plan in accordance with Wake Transit Plan concurrence process. 

Deliverables: 

a) Agency Coordination/Concurrence Plan (Draft and Final) 
b) Agendas and Meeting Summaries for 5 Partnering Meetings 
c) Individualized work plans and schedules 
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Task 2B: Community Engagement Planning 

Support GoTriangle as it prepares and begins implementing a communications and community engagement plan, 
defining roles and responsibilities of each project management partner and how stakeholders will be invited to 
participate meaningfully in the activities undertaken in this phase.  

Goals for the communications and community engagement plan during this early project development phase 
include: 

Develop and maintain broad public understanding of the proposed commuter rail service 
Community engagement: 

o Support transparency and encourage two-way communication by conducting outreach regularly 
with residents, businesses, and groups within the project corridor 

o Facilitate meaningful public input into the project evaluation and development process by 
providing numerous and varied opportunities for public participation 

o Place specific emphasis on engaging with populations most likely to be adversely affected by the 
project and those who have been historically marginalized in transportation decision-making (i.e. 
environmental justice and limited English proficiency (LEP) populations) 

o Ensure participation representative of the multi-county geography, including consideration of 
race/ethnicity, age, gender, and other demographic characteristics  

Communications and media relations: 
o Maintain ongoing communication with Project partners and keep elected officials and funding 

partners informed regarding the Project 
o Ensure key project messages are consistent, clear, and responsive to changing needs 
o Develop a unified voice to ensure that stakeholders receive clear and consistent communication 

from all members of the project team 
 

The consultant shall support community engagement and communications as follows: 

1) Community engagement plan development: 

i. List and map directly affected environmental justice communities and design activities to ensure 
engagement with these populations. The City of Durham Equitable Engagement Blueprint will serve as 
one of the resources to guide this engagement. 

ii. Develop a task-specific schedule of project milestones to identify timeline for meaningful stakeholder 
engagement and disseminating project information.  

iii. Coordinate with GoTriangle and others as appropriate to establish an overall outreach project calendar 
that is complementary to other ongoing transit-related engagement processes in the project area. 

iv. Support GoTriangle to develop materials to support online engagement for up to three engagement 
windows. GoTriangle will create text and graphical content, develop engagement format, and implement 
and market using existing GoTriangle/GoForward website, social media, and Public Input engagement 
channels. GoTriangle will coordinate with GoTriangle and MPOs to provide materials as needed for 
integration with ongoing transit plan engagement. 

v. For tasks involving the design of infrastructure through highly-visible locations including central Durham, 
central Cary and central Raleigh, GoTriangle plans to utilize "co-design workshops" or similar approaches 
that engage organizations with related missions such as the Downtown Raleigh Alliance and Downtown 
Durham Incorporated 

2) Communications 
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i. Prepare print format and web-based communications materials including PowerPoint decks, fact sheets, 
maps, and infographics for use by GoTriangle and project management partners. 

ii. Draft monthly project update briefings for use by GoTriangle and project management partners. 
iii. Support GoTriangle and project management partners as requested in participating in media briefings, 

board presentations, and interviews.  
 
Deliverables: 

a) Communications / Community Engagement Plan (Draft and Final) 
b) Stakeholder Engagement Milestone Schedule 

Task 2C: Resource/Regulatory Agency Coordination 

Prepare and implement resource/regulatory agency plan to initiate necessary consultation with federal and state 
regulatory agencies to confirm anticipated requirements for approvals, identify the National Environmental Policy 
Act (NEPA) lead and cooperating agencies, obtain a class of action determination, and initiate environmental 
scoping. 

Development of a reliable assessment of project schedule risk and estimate of costs for project development will 
require engagement with regulatory agencies to define the framework for required environmental review and 
permitting/approvals that would be necessary if the project moves forward beyond this scope of work.   

The consultant shall: 

1) Support consultation with FTA and, if applicable FRA, to: 
i. Identify the National Environmental Policy Act (NEPA) lead and cooperating agencies 

ii. Obtain a Class of Action determination 
2) Support consultation with federal and state regulatory agencies to confirm anticipated requirements for 

approvals 
 
Deliverables: 

a) Resource/Regulatory Agency Coordination Plan 
b) Class of Action Recommendation with basis 

Task 3:  Rail Network Modelling Support 

Engage with NCRR, NSR, and CSX to perform RTC modeling and determine alternate operating plans and 
associated infrastructure improvements that will be approved by the railroad owners and operators and 
GoTriangle. 

Rail network modeling has been identified as a key tool necessary to obtain buy-in for the Project Concept from 
the operating railroads.  

The consultant shall:  

1) Support GoTriangle and NCRR as needed during the process of entering into an agreement with NSR and CSX 
for rail network modelling services. 

2) Develop/compile information to be provided to NSR and CSX as applicable: 
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i. Update operating plans to include non-revenue train movements (requires assumption about location of 
maintenance facility) 

ii. Network schematic / track chart showing infrastructure assumptions in format acceptable to GoTriangle, 
NCRR, NCDOT, and NSR. If drawings are required, only existing information from prior studies would be 
provided.  

3) Conduct bi-weekly meetings with NCRR and NCDOT Rail Division. 
4) Assist GoTriangle with review of, and response to, NSR modelling deliverables.  

i. Attend meetings. 
ii. Comment on results. 

iii. Develop revised operating/infrastructure parameters  
5) The consultant will conduct rail network modelling in parallel with NSR work to test alternate scenarios, 

confirm inputs, and validate results using Rail Traffic Controller (RTC) network simulation software (developed 
and licensed by Berkeley Simulation Software, LLC) to perform the following services: 

i. Prepare a Base Case commuter rail network operations simulation model of the territory from West 
Durham to Clayton 

ii. Prepare, simulate, and evaluate up to three Future Case simulation models and variants/iterations as 
necessary to evaluate service/infrastructure tradeoffs 

Assumptions and details will be determined through coordination with GoTriangle, NCRR, and NCDOT. 

6) The consultant will update fleet size assessment and train storage and maintenance requirements to be 
consistent with evolutions in the operating plan 

Deliverables: 

a) Revised Operating Plan (Draft and Final) 
b) Network Schematic / Track Chart 
c) Rail Network Modeling for West Durham to Clayton (Base Case and 3 future scenarios) 

Task 4 Refine Project Concept  

Development of a credible cost estimate and assessment of project cost risk requires identification and evaluation 
of key engineering and constructability risks. The consultant shall pursue a deliberate and systematic approach 
and collaborate with GoTriangle to prioritize engineering analysis efforts on issues that represent the greatest 
risks to project viability and cost.  

Task 4A: Development of Concept Design Criteria and Basis of Design 

Assemble and evaluate material, standards, and information available from GoTriangle, NCRR, NCDOT Rail 
Division, Amtrak, NSR, CSX and other project stakeholders as necessary along with the data already obtained to 
assist in the development of project-specific design criteria for use in early project development. The data sources 
include but are not limited to the following: 

North Carolina Railroad (NCRR) Design & Construction Standards and corridor requirements 
NCRR Infrastructure Planning Study (2016) 
Norfolk Southern (NS) Public Projects Manual & NS Special Provisions for Protection of Railway Interests 
and other requirements 
CSX Public Projects Manual   

Page 46 of 95



DRAFT 
May 12, 2020 

Page 8 

NCDOT- Rail Division Standards 
NCDOT Manual of Design Criteria 
Amtrak Specification 63 Design Standards 
Amtrak Station Planning and Program Guidelines 

The consultant shall: 

1) Research, compile, and review existing standards and practices, along with the application of current 
technologies, methodologies and lessons learned from other relevant concept studies and criteria for 
functional performance refining the project concepts. The design criteria will reflect industry guidelines such 
as the American Railway Engineering & Maintenance Association (AREMA), AASHTO, national codes and 
standards, regulations and requirements of the FRA and FTA, applicable standards specified by GoTriangle, 
and where necessary, applicable standards and regulations of governmental agencies and stakeholders.   

2) Conduct six meetings, including a kick-off meeting and discipline-specific meetings.  

Deliverable: 

a) Design Criteria Document (draft and final) 

Task 4B: Corridor Screening 

Perform detailed corridor screening to confirm key engineering and constructability risk areas, including 
geographic areas with complex roadway interface, topography, encroachments, adjacent structures, critical 
utilities, and other environmental features. 

Identify particular high-risk areas that should be considered for engineering analysis in this phase due to potential 
impacts to project viability or project definition, or as needed to inform cost and schedule contingency. Areas that 
may warrant grade separation or crossing closures should be evaluated in this phase, along with areas that may 
require complex construction phasing.  

This assessment shall include: 

1) Aerial reconnaissance 
2) Field visit, including any necessary hi-rail trip. [Note: Any hi-rail trips will require railroad approvals and 

possibly insurances for non-railroad employees. Coordinate any hi-rail trips through NCRR.] 
3) Workshops with Resource Partners 
4) High-level assessment of compatibility with design criteria documented in Task 4A 
5) Work with MPOs, NCDOT and NCRR to document related projects that could or should be complete before 

the commuter rail (informing a No Build scenario) 
6) Work with MPOs, NCDOT and NCRR to identify aspects of the commuter rail project that represent 

opportunities for state or other funding or negotiation 
7) Establish all information in comprehensive GIS database  

Deliverables: 

a) No-Build Assumptions and High Risk Areas Screening Methodology Tech Memo 
b) Web-based GIS database 
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Task 4C: Evaluate Rolling Stock and Station Design Considerations 

Evaluate rolling stock and station design considerations to develop conceptual approach to address applicable 
federal performance standards for rolling stock accessibility (49 CFR § 37.42). 

Ensuring that transit service is accessible and easy to use is a key element of GoTriangle’s mission and a goal of 
regional transit advocates. However, accessibility in a shared-use rail corridor can pose challenges and require 
compromises. Federal requirements and industry standards for commuter rail accessibility are evolving, but 
implications for rolling stock and station design are critical to informing project definition, cost, and schedule 
contingency. This purpose of this task is to revisit working assumptions about the commuter rail fleet and 
associated implications for station and right-of-way requirements. This task shall include engagement with 
Resource Partners and regulatory agencies, and integration with GoTriangle efforts to engage the general public 
as outlined in Task 2.  Two workshops with resource partner agency staff are assumed. 
 
The consultant shall: 
1) Conduct a scoping meeting with the project management partners and their recommended participants. The 

consultant will present current rolling stock assumptions, considerations from peer corridors, options on the 
market today, and conceptual design considerations. 

2) Conduct analysis  
3) Present developed information for consideration 
4) Incorporate adopted recommendations into the project concept  

 
Conceptual design considerations shall include: 

Available rolling stock (locomotive and passenger coach) options 
o Full FRA compliance and alternative compliance  
o Rolling stock floor heights 

Amtrak, NSR, CSXT and applicable STRACNET clearance envelopes 
Potential for separate platforms for Amtrak and commuter rail at Durham, Cary, and Raleigh 
Norfolk Southern Passenger Station Requirements 
ADA accessibility regulatory requirements, including vertical and horizontal gaps 
Station/Platform accessibility solutions 

o Mini-high platforms 
o Platform-based lifts 
o Gauntlet tracks 
o Retractable platform edges 
o Dedicated station tracks 

Vehicle accessibility solutions  
Bridging devices (manual or automatic; ramps or bridge plates) 
Car-borne lifts 
Existing Amtrak station configurations and potential modifications 

 
The consultant shall also evaluate potential impact to rolling stock and platforms if the US Access Board accepts 
the Rail Vehicles Access Advisory Committee (RVAAC) recommendations, currently under public comment. 

(Note: The regulations around ADA boarding for rail are currently under review and may change in the near future. 
Potentially everything would be brought in-line with current intercity rail standards. Platform-based lifts may not 
be allowed as a solution. Press release about proposed rulemaking and provision for public comment: 
https://www.access-board.gov/news/1984-board-initiates-update-of-accessibility-guidelines-for-rail-cars ) 
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Deliverables: 

a) Scoping presentation 
b) Analysis of options and implications 
c) Technical memorandum specifying assumptions for the project concept 

Task 4D: Survey and Preliminary Engineering Analysis for Key Area #1: Downtown Durham 

Obtain field survey and perform preliminary engineering analysis to evaluate viable design concepts for Downtown 
Durham. 

Engineering and urban design challenges in downtown Durham have been identified as a key risk for the 
commuter rail project, both for cost and project viability. Additional work is necessary to define and quantify the 
risk and identify and define the Project Concept to be carried forward into Project Development. This task will 
include a limited scope of environmental screening focused on constraint mapping, and screening for historic 
resources and noise-sensitive receptors. The preliminary engineering analysis will include survey, track, private 
utilities, roadway, stormwater, structures, public utilities, traffic, and station architecture, and will include 
development of visualizations and renderings to support stakeholder engagement.  

Stakeholder/community engagement will be paramount throughout the task. Four stakeholder meetings are 
assumed, with companion public online engagement to be managed by GoTriangle.  
 
Deliverables: 

a) Technical memorandum documenting concepts considered 
b) Discipline-specific analysis outputs 
c) Cost estimates 
d) Participation and facilitation of stakeholder coordination 

 
Task 4E:  Survey and Preliminary Engineering Analysis for Key Area #2: Downtown Cary 

Obtain field survey and perform preliminary engineering analysis to evaluate viable design concepts for Downtown 
Cary. 

Engineering challenges in downtown Cary have been identified as risks for the commuter rail project. Additional 
work is necessary to engage stakeholders and define and quantify these risks and to frame the Project Concept to 
be carried forward into Project Development. This task will include a limited scope of environmental screening 
focused on constraint mapping and screening for historic resources. The preliminary engineering analysis will 
include survey, track, private utilities, roadway, stormwater, structures, public utilities, traffic, and station 
architecture, and will include development of visualizations and renderings to support stakeholder engagement.  

Stakeholder engagement will be paramount throughout the task. Six stakeholder meetings with Town of Cary are 
assumed.  
 
Deliverables: 

a) Technical memorandum documenting concepts considered 
b) Discipline-specific analysis outputs 
c) Cost estimates 
d) Participation and facilitation of stakeholder coordination 
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Task 4F: Station Siting Alternatives Analysis  

The purpose of this task is to inform and refine assumptions about station locations. The work in this task will be 
coordinated with Task 2 (stakeholder and public engagement), Task 3 (rail network modelling), Task 4F 
(assessment of land availability for park-and-rides), Task 5 (ridership) and Task 6A (TOD), as well as land use 
efforts by others outside of this scope such as 2050 MTP forecasts. Station locations ultimately included in the 
Project Concept must be approved by railroad owner and operators. 

The consultant shall: 

1) Compile a presentation describing current assumptions about station locations; relationship between 
stations, travel time, and ridership; and relationship between stations and other project costs and benefits. 

2) Conduct up to 20 meetings to collect information about municipal preferences and data needs.  
3) Maintain documentation to track the intersection of station location information across various tasks. 
4) Develop station access concepts describing anticipated pedestrian access to each station platform from park-

and-ride lots and origins/designations in the station areas. 

Deliverables: 

a) Initial station location slide deck (draft and final) 
b) Station location fact sheets 
c) Station access concept drawings 

Task 4G: Park-and-Ride Evaluation 

In consultation with local governments, assess land availability for park-and-rides, and reach determination on 
whether sufficient park-and-ride spaces can be established to support adequate ridership. 

Park-and-ride has been identified as a key access mode in initial travel demand modeling. Therefore, a viable, 
affordable parking strategy is a critical element of a successful project definition. Parking structures are expensive, 
and if required would have significant impacts on the budget for stations. In some contexts, parking structures 
may also have community and/or environmental impacts.  

GoTriangle will perform the quantitative analysis and resource partner coordination necessary to develop a draft 
and final technical memorandum for this task. The consultant shall coordinate with GoTriangle as this task relates 
to Tasks 4F and 5, and shall review and comment on GoTriangle’s draft and final technical memorandum.  

Task 4H: Maintenance and Layover Facility Evaluation 

In consultation with local governments, identify site(s) for maintenance and layover facilities and reach 
determination on whether sufficient available land exists for an affordable facility. 

Maintenance and layover facilities are critical project elements, and due to the built-up nature of much of the 
corridor, it may be difficult and/or expensive to secure land suitable for maintenance and layover along the 
corridor. Initial efforts have identified four undeveloped single-parcel sites that are close to or exceed a desired 
38-acre target size in Wake County, and none in Durham.  

To inform the project definition and inform the cost estimate, the consultant shall:  
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1) Develop layover facility concepts consistent with rolling stock evaluation (Task 4C)  
2) Perform additional corridor screening to identify whether there are additional opportunities for vacant or 

minimally-developed sites that could be assembled by combining multiple adjacent parcels. 
3) Consult with owners and operators to confirm acceptability of potential facility sites 
4) Develop yard and building layouts and preliminary cost estimates for up to four sites,  and indicate how the 

selection of vehicles would affect these layouts and costs 
5) Perform environmental screening, land use entitlements analysis, and Title VI equity analysis and document 

analysis and findings in a site selection report 

Deliverables: 

a) Western Terminus Layover Facility Concepts – 2 Scenarios 
b) Environmental research 
c) Maintenance Facility Site Assessment Tech Memo (Draft and Final) 
 

Task 4I: Implementation Schedule and Cost Estimates 

Update project schedule and capital and operating cost estimates to reflect evolving project concept. 

The current capital cost estimate for the baseline West Durham-Auburn 8-2-8-2 scenario is $1.4B to $1.8B YOE. A 
desired outcome of this phase of work is to develop and adopt a baseline budget for the Project Concept to be 
carried forward, including a detailed basis of estimate and credible project implementation schedule. The cost 
estimate shall be fully documented and traceable, and the total contingency required to set the budget at a P65 
level of confidence shall be validated using quantitative cost risk assessment in accordance with FTA beta model 
methodology. 

The consultant shall:   

1) Develop a preliminary project implementation schedule in P6 format 
2) Establish the preliminary capital cost estimate in cost estimating software (HCSS). The cost estimate will be 

updated in conjunction with developments in the above tasks; e.g., revised assumptions about infrastructure, 
rolling stock, etc. The consultant shall develop a detailed basis of estimate describing the estimating 
methodology, assumptions, and allocation of contingency for each SCC.   

3) Update operating cost estimates in conjunction with evolving assumptions about fleet, track miles, and other 
relevant parameters.  

Deliverables: 

a) Project implementation schedule 
b) Capital cost estimate(s) with basis of unit costs and quantities, compliant with FTA format 
c) O&M cost estimate methodology and results tech memo 

Task 5: Ridership Estimating 

Continue to perform ridership modeling as the project definition is refined to mitigate risk of unforeseen drop in 
projected Project Justification ratings. 

Ridership projections are a key element of the FTA Project Justification ratings, and are influenced by changes in 
project definition that affect travel time, station number and location, parking availability, and other factors. 
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Ridership projections shall be refined in this phase to ensure an up-to-date basis for corridor characteristics, 
transit network assumptions, and project definition. 

The consultant shall: 

1) Incorporate into the STOPS model a future bus network developed by the Resource Partners and documented 
in a Transit Operating Plan in GTFS format.  

2) Evaluate impacts of fare policy on STOPS model output and document in a Fare Evaluation technical 
memorandum. Include consideration of multiple price points, zone-based versus flat fare, and perceive zero 
fare (GoPass). 

3) Develop and test STOPS model adjustments to improve estimates for the Clayton end of the corridor.  This will 
address the biggest issue facing Clayton area trip estimates from the Incremental version of STOPS.  Namely, 
that there is no transit service (or trips) to Clayton or Selma at the present time and, therefore, no base on 
which to base an incremental assessment of commuter rail ridership.  This will be addressed by creating a 
pseudo-existing dataset that represents what would happen if an express bus did run today between Clayton 
and Raleigh and then adding those trips to the incremental base of the model.  This will be done as follows: 

i. Run STOPS synthetic with a scenario that includes a Clayton to Raleigh bus. 
ii. Review ridership estimates from STOPS synthetic to confirm that the ridership is consistent with 

ridership generated from nearby areas with bus service today or in the past (e.g., Auburn).  Confirm 
that the patterns are sensible (i.e., the majority of trips destined for Raleigh rather than Durham or 
RTP). 

iii. Capture the transit trips generated in Johnston County from the synthetic model and use this data to 
replace the survey estimates of trips that are input to the incremental version of STOPS. 

iv. Add the Selma-Clayton-Raleigh bus to the representation of existing transit services that is used in 
Incremental STOPS. 

v. Update the calibration of Incremental STOPS to reflect the new input trip and transit service inputs. 
vi. Test the revised model with up to five different options for the commuter rail line to confirm that the 

new trip patterns are more sensible than the original results. 
vii. Revise the approach as needed to eliminate unrealistic trip patterns. 

 
4) Update the model if required to reflect new MPO or survey datasets, including updated land use assumptions 

(e.g., place types, development intensity, and growth assignment to those locations) being developed by 
others for the 2050 Metropolitan Transportation Plan 

5) Generate ridership estimates for updated project concepts (reflecting the work in Tasks 2 and 3). 
6) Attend four meetings with a Commuter Rail Ridership Working Group staffed by the Resource Partners.  

Deliverables: 

a) Fare Evaluation Technical Memorandum  
b) Travel Demand Forecasting Methodology Memorandum 
c)  Project Specific Inputs Memorandum 
d)  Travel Demand Forecasting Results Report 

  
Task 6: Project Evaluation  

At the conclusion of this phase of work, funding partners will be asked to decide whether to allocate significant 
local resources to implement this commuter rail project. To support this decision-making in the context of other 
potential uses of dedicated local transit revenues, the consultant, GoTriangle, and several Resource Partners, will 
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evaluate a range of metrics to assess potential benefits and impacts of the project. Work to be performed by 
parties other than the consultant includes an evaluation of transit accessibility reach by GoTriangle (using Remix 
and/or similar tools), travel market evaluation by TJCOG (using LEHD/LODES), corridor and station area growth 
factors by TJCOG (using CommunityViz), affordable housing assessments by TJCOG (using CoStar and LBAR 
databases), corridor trip data evaluation by the MPOs (using Streetlight), and mobility and safety metrics by the 
MPOs such as those calculated for MPO MTPs (safety, reliability, VMT impacts, etc.). An initial identification of 
project metrics for consultant evaluation is included in this section, with others to be identified through 
community and stakeholder engagement described in Tasks 2 and 4. Where practical, metrics shall be assessed 
for both the general/total population, and separately assessed for disproportionate benefits and/or burdens to 
people of color and low-income residents. 

Task 6A: Real Estate Market Analysis and Projection and Regional Economic Impact Analysis   

The consultant will first provide a detailed real estate market analysis focused how the implementation of 
commuter rail is likely to influence development dynamics in the Triangle Region and Commuter Rail Project 
corridor. Following the completion of the market analysis task and establishment of development projections by 
corridor sub-market, the consultant will simulate the broader regional economic impacts of the commuter rail 
project.  

1) Project Kick-Off and Confirmation of Regional Forecast 

i. Meet with resource partners to discuss and confirm the methodology, timeline, and deliverables for the 
project. 

ii. Confirm the appropriate sociodemographic model to underpin future forecasts developed as part of the 
real estate market analysis.  

 
2) Corridor Real Estate Market Analysis 

i. Conduct a detailed market assessment of the commuter rail corridor, to be defined in coordination with 
project stakeholders. Market analysis will include a focus on residential, office, retail, hotel, and 
institutional development patterns divided into a series of sub-markets based upon similarities and 
differences in market conditions in distinct parts of the corridor. 

ii. Conduct two workshops with municipal planners and design professionals from Downtown Durham Inc., 
Downtown Raleigh Alliance, the Urban Land Institute, and other organizations to gather feedback from 
local stakeholders which will inform the quantitative analysis.  

iii. Produce forward-looking projections for each use under study (residential, office, retail, hotel, and 
institutional) in each sub-market, based upon the future share of regional growth each sub-market is 
likely to capture. Present for review and comment before finalizing.  

 
3) Regional Economic Impact Analysis: Use the REMI Policy Insight model to simulate the economic impacts of 

the commuter rail project. Inputs will include information derived from other tasks such as ridership and 
travel time savings for commuters. Categories of economic impacts to be analyzed:  
 

i. Project construction and increased transit operations: Infrastructure spending will create construction 
jobs, while ongoing transit operations will support permanent jobs for transit agency staff.  

ii. Resident and employee time savings and enhanced regional quality of life: Commuter time savings both 
improve productivity for industries and enhance the lives of residents by maximizing leisure time. These 
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factors mitigate against increasing traffic congestion, improving the region’s business climate and quality 
of life.  

iii. Corridor TOD impacts and enhanced regional productivity owing to agglomeration economies: Transit-
oriented development enhances station areas as vibrant central districts that are especially appealing 
places to live, work, and recreate and have the opportunity to include workforce housing. Develop 
estimates of additional increases in regional labor productivity owing to the projected transit-oriented 
development patterns established in Phase 1.  

To complement the overall regional analysis, include cases studies that illustrate the economic impact to 
specific geographies and industries. These case studies will be especially valuable in highlighting the 
distributional impacts of the Commuter Rail Project. One case study, could focus, for instance, on the value of 
the project for transit-dependent workers who live near the potential Alston Ave. Station Area in Durham, as 
the project would open up substantially more employment opportunities in the vicinity of NC State University 
and Downtown Raleigh via a one-seat transit ride. Another case study could focus on the employment 
opportunities opened up by the commuter rail and in combination with the implementation of Bus Rapid 
Transit (BRT) in Raleigh, by linking neighborhoods in South and East Raleigh to job opportunities in Research 
Triangle Park through robust transit infrastructure.   

Deliverables: 

a) Real Estate Market Analysis Infographics and Technical Memorandum: Findings will be presented in a 
series of infographics, providing an overall summary for the corridor as well as an infographic for each 
sub-market. The findings will include:   

The quantity of development that can be delivered and absorbed in each station area over a 5-year, 
10-year, 15-year, 20-year, 25-year, and 30-year period; and 
The market potential (delivery and absorption) of specific types of uses in each sub-market, including 
residential, office, retail, and hotel.  

 
A technical memorandum will also be provided to describe the market analysis methodology that will 
provide a framework for the analysis to be replicated in the future at regular intervals (i.e. every 1-2 
years). 

b) Economic Impact Analysis Briefing Book: A compelling, graphically-oriented briefing book describing the 
economic impacts of the commuter rail project on the Triangle’s economy, supported by a technical 
appendix that details the methodology. Economic impacts will be measured in terms of new jobs (overall, 
as well as by sector), new personal income, and new Gross Regional Product generated in the Triangle. 
Impacts will be measured over a future period and could be reported in (1) aggregate over the period of 
analysis (e.g. 2030-2050); (2) in 5-year increments; and (3) in an “average” year. The analysis will contrast 
the “build” scenario for the commuter rail project with an alternative “no build” scenario in order to 
quantify the incremental impacts of the project.  

Task 6B: Noise and Vibration Review 

Early public input on the project has raised questions and concerns about the increased railroad corridor noise 
and vibration resulting from proposed increases in daytime train service in the corridor, in particular in low-
income and minority neighborhoods. Without performing field noise and vibration measurements and modeling, 
this task will evaluate the potential for noise and vibration impacts in the corridor.  
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GoTriangle will perform the quantitative analysis and resource partner coordination necessary to develop a draft 
and final technical memorandum for this task. The consultant shall coordinate with GoTriangle as this task relates 
to Task 4C, and shall review and comment on GoTriangle’s draft and final technical memorandum. 

Task 6C:  Community Characteristic Assessment  

The purpose of this assessment is to identify the potential impacts of the GTCR on the social environment of the 
local neighborhoods along the corridor. Impacts may include (but not limited to): 

The creation of physical and psychological barriers 
Changes in land use patterns, circulation patterns, accesses to services 
Changes in population densities and the effects on neighborhood cohesion 
Economic impacts to neighborhoods due to direct/indirect taxation changes, which may cause 
displacements of businesses and residents 
Safety and security issues, such as potential pedestrian and traffic hazards or employee security issues 
Visual impacts to historic sites or involving construction of buildings that may not be compatible with the 
character of the area 

 
This assessment will be informed by input gathered in Task 2. 

The consultant shall: 

1) Identify a Direct Community Impact Area based on neighborhood boundaries. 
2) Perform a demographic data assessment based on Census Block Group level to identify the minority and 

limited-English proficiency populations within the neighborhoods bordering the corridor.   

Deliverable: 

a) GIS-based neighborhood map for the corridor, with neighborhood matrices of potential impacts (rated 
high/medium/low) using infographics 

 
Task 7:  Agreements and Long-Term Management Plan 

Task 7A: Prepare Approvals Work Plan 

Developing an early accounting of the third-party approvals required for project implementation is a critical 
component of risk-informed project development. 
 
The consultant shall: 
 
1) Prepare a detailed list of approvals (“Approvals Work Plan” or “AWP”) that will be needed for the delivery of 

the GTCR Project. These approvals will likely take the form of agreements, other contracts, permits, real 
estate instruments, resolutions, and any other document in which a third party grants some form of necessary 
approval, permission, consent, or support to the Project Sponsor. The AWP will also identify any necessary or 
advisable precursor or non-binding documents that should precede a formal approval, such as a 
memorandum of understanding or a term sheet. Using its best judgment, the Consultant will identify those 
approvals that the FTA is likely to consider “critical” within the meaning of the New Starts program. The AWP 
shall be maintained in a format that provides the level of detail described below, and can be easily 
summarized for use in supporting coordination with Resource Partners.  
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2) The AWP will encompass all types of organizations and key officials – both public and private – with which the 
Project Sponsor must engage to secure the approvals, and will span all phases of implementation from the 
onset of CIG Project Development through the initiation of Revenue Service. Accordingly, the AWP will include 
all approvals necessary for the planning, engineering, financing, permitting, construction, testing, and 
operation and maintenance of the Project. 

3) Organize the AWP in a detailed, coherent, and user-friendly Excel format. The AWP will include, at a 
minimum, information related to:  the nature of the approval (e.g., legal, real estate, regulatory, land use, 
finance, etc.); a statement regarding the general purpose of the approval (including whether it is required for 
the project regardless of Project Concept or if it is specific to one or more alternatives carried forward for 
consideration); the parties involved; a brief description of the third party’s approval process; and an estimated 
timeline for negotiation and execution of the document. The data in the AWP will be well-organized and 
capable of being segregated chronologically and by other categories. The AWP will be used to inform the 
development of other Project-related schedules and work plans. Accordingly, the AWP must be both 
comprehensive and accurate. 

4) Consult regularly with GoTriangle during preparation of the AWP to ensure a high-quality result. 
 

Deliverable: 

a) Approvals Work Plan (Draft and Final) 
 
Task 7B: Support Railroad Coordination 

Assist GoTriangle in the preparation of material related to determining the necessary requirements of the railroad 
owners and operators. 

To develop a credible cost estimate, schedule, and project implementation approach, it is critical to obtain buy-in 
for the Project Concept and agree on the design criteria and requirements including capacity, infrastructure, 
operating, and legal and financial requirements (such as fees, indemnification, and insurance) to the mutual 
satisfaction of GoTriangle and the railroad owners and operators. 
 
The consultant shall:  
 
1) Assist GoTriangle in the preparation of term sheets, outlines, templates, and other early agreement material 

related to securing the cooperation of the railroad owners and operators in the NCRR corridor. 
2) Provide advice and assistance as GoTriangle works to ascertain and document the scope of the necessary 

railroad agreements and begins to formulate its negotiating positions. Consult with GoTriangle, as needed, to 
facilitate the development of GoTriangle’s early “legal work product” related to the railroads. This may involve 
evaluating and proposing strategies for legal negotiation in order to ensure that GoTriangle’s negotiating 
positions are technically and fiscally sound, within industry norms, and also compliant with FTA and FRA 
requirements. The consultant will review and provide comment on draft material, as needed by GoTriangle. 
The consultant’s services will be limited to professional transportation consulting and will not constitute legal 
advice. 

 

Task 7C: Facilitate Commitment of Non-CIG Funding 

The project team desires to obtain commitment of 100% of non-CIG funds to codify local funding partner 
commitment and mitigate a range of project risks, in particular risks that are exacerbated by uncertainty of 
project viability. 
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The consultant shall support cost-sharing negotiation with local governments by developing and quantifying 
alternative bases for allocating cost (e.g., ridership, track miles, stations, etc.). 

Task 7D: Support Development of Long-Term Project Management Plan 

Prior to entering New Starts Project Development, it is important to build adequate management capacity and 
capability to advance the project. This will be documented in a project management plan with well-developed 
sponsor management capacity and capability documents and project delivery and procurement plan, consistent 
with FTA CIG program requirements. 

The consultant shall: 

1) Inform project management strategy by providing research, peer comparison, industry best practices, etc. 
with respect to design, construction, and operations. 

2) Conduct 1-2 workshops with stakeholders and outside experts around these topics. 
3) Assist GoTriangle with developing agency staffing plans and scope of work for Project Development 

Consultant 

Task 7E: Update Risk Register 

The consultant shall continue to support the project management team in risk identification, risk assessment, 
contingency management, and risk response. 

The consultant shall: 

1) Refine and update the risk register informed by the work in Tasks 1-4 (e.g., public and stakeholder comments, 
physical challenges, service issues, ridership risk, etc.).  

2) Develop and conduction periodic risk presentations/meetings.  

Deliverables: 

a) Baseline risk register 
b) Quarterly updates to risk register 
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Exhibit A 
Scope of Services 

 
This scope of services is a component of tasks described in the Memorandum of Understanding in 
Support of Continued Development of the Greater Triangle Commuter Rail Project [GTCR MOU]. 
Specifically, the GTCR MOU commits to provide a basis for evaluation of non-monetary costs and 
benefits of the proposed project by defining and evaluating project metrics informed by community 
engagement. This scope of services to be performed by TJCOG is a companion to related tasks to be 
performed by GoTriangle’s GTCR Study consultant.  
 
TJCOG will assist GoTriangle in synthesizing work product related to non-monetary costs and benefits 
developed under both contracts into a coherent narrative, and will participate in and support 
community engagement efforts for these tasks.   
 
Task A: Corridor Travel Market Analysis 
 
TJCOG will assess corridor travel market data to quantitatively define population, employment and 
travel patterns linking the two that could be served by the proposed commuter rail. Analysis will use 
published data sources including LEHD/LODES, Streetlight (with MPO assistance), Census ACS, ITRE TRM. 
To the extent practicable based on the underlying data sources, output will be stratified by race, income, 
household auto ownership, and other factors. 
 
Deliverables: 

Corridor travel market analysis report, draft and final 
Summary presentation 

 
Task B: Station Area Land Use and Joint Development Potential Analysis 
 
TJCOG will facilitate coordination with technical resource partners to use Community Viz and local land 
use data and assumptions specific to commuter rail build scenario(s). TJCOG will also assist GoTriangle 
with management of consultant engaged in evaluating station area land use and joint development 
potential. TJCOG will orient the consultant to Community Viz data and prior similar work performed in 
the region, participate in meetings, and review deliverables. 
 
Deliverables: 

Community Viz-based scenarios and data refresh 
Corridor land use analysis report draft and final 
Meeting participation 
Review of consultant deliverables for GoTriangle-managed GTCR Study 

 
Task C: Affordable Housing Opportunity Analysis  
 
TJCOG will assess housing affordability in the corridor and potential station areas to quantitatively 
define existing and planned affordable housing inventory (legally binding affordability restricted units 
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and market-rate affordable units) and identify opportunities for maintaining and building inventory over 
time. 
 
Deliverables: 

Affordable housing opportunity analysis report, draft and final 
Summary presentation 

 
Task D: Access to Opportunities Analysis 
 
TJCOG will synthesize information from previous activities and supplement it with transit and 
pedestrian/bicycle network data from the Project Concept to describe and illustrate population, 
employment, access, mobility and reliability differences between build (Project Concept) and no-build 
scenarios.  The analysis will focus on representative travelers and trip types, environmental justice 
neighborhoods and anchor institution and city center locations as determined by the resource partners. 
 
Deliverables: 

Access to opportunities analysis report, draft and final 
Summary presentation 
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FY 2020, Quarter 4, Requested Wake Transit Work Plan Amendment

REQUESTED MINOR AMENDMENT

Project ID # Agency Project Title
FY19 Original 

Funding 
Allocation

FY 20 Original 
Funding Allocation

FY20 Requested 
Funding 

Allocation

FY 20 Funding 
Impact Reason for Minor Amendment Status

TC002-W Town of Cary New Holly Springs Park-and-Ride and Bus Stop 
Improvements

-$  55,000.00$              55,000.00$        -$  
Amendment request would transfer project 
sponsor from Town of Cary to Town of Holly 

Springs. There is no scope or financial impact.

Distributed for Public Comment on 3/20/2020
Public Comments Accepted Through 4/3/2020
Submit all comments to Bret Martin, Wake Transit Program Manager - Bret.Martin@campo-nc.us or 919-996-4410

Capital Budget Amendment Request
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Type of Amendment Minor Major

Base Year -$  

Recurring
-$  

Base Year 55,000$             
Cumulative 55,000$             

Project ID Project Appropriation 
Category

Amount Recurring 
Amount Notes

TOTAL -$  -$  

Project ID Project Appropriation 
Category Amount Recurring 

Amount Notes

TOTAL -$  -$  

From above, indicate whether amounts impact operating or capital budgets in Wake Current Year -$  
Transit Plan. Recurring -$  

Base Year -$  
Cumulative -$  

4. Is this New/Amended project Operating, Capital or Both? Operating Capital Both

Project Justification / Business Case Provide responses to EACH  of the questions below.  Answer the questions as fully as possible.  Enter Non-
Applicable (N/A) as appropriate.  

5. What is the timeframe for the request?  Are you requesting a full year of funds or a partial year to be annualized in future fiscal years?

This is a one-time request, with the full amount being funded in FY20.

3. Impact on Transit Plan Project Costs

Estimated Operating Cost 

Estimated Capital Cost 

The original project TC002-W programmed a total of $55,000 in capital costs for developing a park-and-ride lot in Holly Springs in order to serve the Holly Springs 
Express route operated by GoCary. Upon further discussion with elected officials in Holly Springs, the development of the park-and-ride lot will be handed over to 
Town of Holly Springs as project sponor, cooperating with GoTriangle to find an appropriate location for the facility. There is no overall fiscal impact to this change.

1. Enter Wake Transit Project ID(s) to Increase

2. Wake Transit Project ID(s) to Reduce

Estimated Capital Cost

June 2020 FY 2021

Project Description Enter below a summary of the project amendment and impact on approved plan.  

Holly Springs Express Park-and-Ride Town of Holly Springs
Dirk Siebenbrodt
(919) 557-3931 

dirk.siebenbrodt@Hollyspringsnc.us
Estimated Start Date Estimated Completion Notes

Minor amendment – Required when there is: 
A transfer of funds between budget ordinance appropriations but requires less than a 20% change to a project appropriation for projects equal to or greater than $500,000
A transfer of funds between budget ordinance appropriations bus requires less than a $100,000 change to a project appropriation for projects less than $500,000
Any change that does not meet any criteria of a major amendment 

Major amendment - Required when there is:
A project requested to be added to the Work Plan
A project requested to be removed from the Work Plan
Significant changes in scope of funded project
A transfer between budget ordinance appropriations that requires equal to or greater than a 20% change to a project appropriation for projects greater than $500,000
A transfer between budget ordinance appropriations that requires equal to or greater than a $100,000 change to a project appropriation for projects less than $500,000
Any change that requires a change in budgeted reserves or fund balance

New/Amended  Project Name Requesting Agency Project Contact Estimated Operating Cost 

Wake Transit Project ID # FY 2020 FY START DATE

TC002-W
Wake Transit Work Plan 7/1/2019

Project Amendment Request Form
Operating and/or Capital
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a)

b)

c)

FY20 FY21 FY22 FY23 FY24 FY25 FY26
2.50% 2.50% 2.50% 2.50% 2.50% 2.50%

- - - - - 
- - - - - 

- - - - - 
- - - - - 

- - - - - - - 
- - - - - 
- - - - - 
- - - - - 
- - - - - 

- - - - - - - 

- - - - - 
- - - - - 

- - - - - - - 

FY20 FY21 FY22 FY23 FY24 FY25 FY26
-$  - - - - - - 
- - - - - - - 
- - - - - - - 
- - - - - - - 

Assumptions for Costs and Revenues Above:

11. Please state any assumption(s) used to calculate the capital and operating dollars and revenues shown above.

CAPITAL COSTS
 Design/NEPA
 Equipment
Land - Right of Way
TOTAL CAPITAL COSTS

Complete identification of preferred site for park and ride lot, including agreement with property owner (if necessary).

Work with key stakeholders to determine optimal location for park and ride lot.

10. Please enter estimated appropriations to support contractual commitments and other expenses related to proposed capital projects identified above.

        Cost per Hour 
Estimated Operating Cost
        Bus Leases 
        Park & Ride Lease
       Other 
       Other 
Subtotal: Bus Operations

 Other:  Administrative  
 Other:  Database Hosting 
 Other: Supplies and Materials 
TOTAL OPERATING COSTS

        Estimated Hours 

Installation of transit amenities and site improvements.

8. List any other relevant information not addressed.

9. Please enter estimated appropriations to support expenses identified above.  Enter FY 2020 and the estimated annualized cost in FY 2021 using the 2.5% 
growth factor, if applicable.  The spreadsheet will calculate 2021 and beyond by 2.5%.  If your project is not expected to have recurring costs in FY 2021 and/or 
beyond, delete the calculation(s) in columns E-H.

Cost Break Down of Project Request 
OPERATING COSTS
Growth Factors 
   Salary & Fringes 

    Contracts  
   Bus Operations:  

6. What is the expected outcome(s) if this request is funded?  What is the alternative if the request is not funded?

The Holly Springs Park-and-Ride lot is a critical component of successful transit service to Holly Springs. Holly Springs is currently the only municipality in Wake 
County not served by public transit, and the timely approval of this amendment will allow for service planning in the Town to continue in advance of an FY21 service 
start date.

7. List below the Key Performance Indicators (deliverables) while this project is in progress. These performance measures will be reported quarterly.   Are these
the same measures as currently being reported?

Wake Transit Work Plan
Amendment Form
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Human Resources
                                                                                                           Connecting People 
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