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LETTER FROM THE 
PRESIDENT AND CEO
One year ago, NJ TRANSIT released its first 
ever five-year Capital Plan and – despite the 
pandemic – we were determined to aggressively 
advance this long-term, project-by-project 
blueprint for the safe, reliable, convenient and 
cost-effective transit service essential to an 
improved quality of life for all New Jerseyans. 
Today, NJ TRANSIT has successfully met our 
commitment to advance this ambitious, $17 
billion Plan, which will continue to improve 
service for our customers while building 
economic prosperity and strength.

Although the pandemic resulted in what we 
expect to be a temporary reduction in transit 
ridership, the 2020 census established a more 
fundamental fact about our state: New Jersey’s 
population has been growing over the past 
decade at a robust rate, more than other states 
in the region and more than the Census Bureau 
had predicted. As the nation’s most densely 
populated state, it is fitting that New Jersey has 
the nation’s largest statewide transit system, 
and we are committed to making it the best.

This first update to our Capital Plan provides 
detail on how NJ TRANSIT continues to 
deliver on its capital commitments on time and 
on budget. It also demonstrates that we are 
moving quickly to adapt to changing conditions, 
ranging from new State policies for reducing 
greenhouse gas emissions, to addressing 
inequities affecting economically disadvantaged 
populations, to responding to new demands 
resulting from shifting demographics and new 
development, to adapting to a changing climate. 
We are accelerating our transition to a 100 
percent zero-emissions bus fleet, and released 
a new path towards achieving that goal by 

2040. We are investing in major improvements 
at central transit hubs, including Newark Penn 
Station and the Walter Rand Transit Center in 
Camden. We are expanding transit service in 
areas where growth is occurring, such as the 
Meadowlands.

This year, the federal government has taken 
action to advance the Gateway Program, 
including the Portal North Bridge and a new 
Hudson River Tunnel. This is tremendous news 
for transit service in New Jersey, and the Capital 
Plan positions the State to take full advantage 
of the opportunity to move forward on these 
critical and associated projects. 

NJ TRANSIT appreciates the support it 
has received from the Governor, the State 
Legislature and the New Jersey Congressional 
Delegation during this challenging year. We 
remain committed to delivering the projects in 
the Capital Plan and providing the best possible 
transit services that are critical to the success 
and future of New Jersey.    
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EXECUTIVE 
SUMMARY
NJ TRANSIT’s Five-Year Capital Plan is 
a comprehensive investment strategy that 
presents what NJ TRANSIT can achieve with 
sustained and dependable funding over an 
extended period of time.  The Capital Plan 
describes the projects and programs that have 
received funding and are currently advancing, 
and provides an unconstrained vision for what 
can be accomplished over twenty years with 
additional support.  This first update to the initial 
Capital Plan, is a progress report on the first year 
of the plan’s implementation following its June 
2020 release. NJ TRANSIT has recommitted to 
the plan in expectation of recovery and growth 
in a post-pandemic environment.

Over the past year, NJ TRANSIT’s range of 
services has been a critical link, enabling 
New Jersey to weather the effects of the 
COVID-19 pandemic and its associated 
social and economic impacts. During this 
time, NJ TRANSIT has continued to deliver 
affordable, efficient and essential access to 
jobs, schools, health care, stores and other 
destinations for the people of New Jersey. 
Front line workers who administer health needs 
and provide essential daily services have had 
uninterrupted access to work via NJ TRANSIT. 
The Capital Plan has advanced on schedule. 
Investment in the construction and design of 
the infrastructure detailed in the Capital Plan 
has evolved to address changing conditions, 
including the provision of new services to the 
underserved, delivering a better quality of life, 
and reviving the regional economy. 

A YEAR THAT CHANGED THE 
LANDSCAPE FOR TRANSIT
Over the past year, the pandemic has affected 
the transit system, particularly ridership, but has 
not changed the need for ongoing investment 
to address the needs of a growing and shifting 
population.  In response, NJ TRANSIT remains 
committed to the long-term vision and projects 
in the Capital Plan. The changes brought by the 
pandemic include the following:  

 » Low-income and minority communities 
have suffered disproportionate health, 
social, and economic impacts, highlighting 
the need for greater equity in the delivery 
of transit service.

 » There has been a sharp decrease in 
NJ TRANSIT ridership, largely as a result 
of people who have been working remotely 
or have lost their jobs, but ridership is now 
recovering.

 » Essential workers—who must travel to 
work locations to provide health care, 
deliver food and other essentials, keep 
government services going, and provide 
other services—have played a critical role 
in the response to the pandemic, and their 
access to transit services has been critical 
to the continued functioning of the state. 

 » Demographic shifts, including changes 
in the distribution of population and jobs 
among cities, suburbs, exurbs, and towns, 
may have impacts on transit demand.  

 » Federal funding partners are searching 
for local agencies prepared to advance 
infrastructure investments guided by 
equity, sustainability, and resiliency. There 
is a renewed interest at the national 
level in transit agencies taking the lead 
in combating climate change and aiding 
disadvantaged communities to help narrow 
historic inequities, advancing environmental 
justice, and promoting affordable access to 
transportation.1  

These changes may have lasting impacts on 
how NJ TRANSIT customers use transit. They 
could affect the balance of ridership between 
bus and rail, ridership levels during different 
times of day, and what bus routes or rail and 
light rail lines see changes in service demand. 
Until we achieve equilibrium with a “new 
normal,” it is difficult to say with certainty which 
changes will be permanent.

1 Executive Order On Advancing Racial Equity and Support for 
Underserved Communities Through the Federal Government, 
January 20, 2021, https://www.whitehouse.gov/briefing-room/
presidential-actions/2021/01/20/executive-order-advanc-
ing-racial-equity-and-support-for-underserved-communi-
ties-through-the-federal-government/

ADVANCING THE CAPITAL 
PLAN WHILE RESPONDING 
TO CHANGE AND 
ADDING FLEXIBILITY
To address this uncertainty and remain nimble, 
NJ TRANSIT is planning for investments that 
can address a range of possible outcomes. 
Evaluating alternative outcomes and how they 
affect market demand and service plans, will 
enable NJ TRANSIT to respond flexibly to 
emerging changes in travel patterns as New 
Jersey comes back strong from the pandemic 
and the associated economic downturn. Many 
elements of the Capital Plan were designed to 
increase agency flexibility, such as information 
technology and supporting infrastructure that 
enhances the ability to improve the efficiency 
and flexibility of assets, such as buses, in 
response to changing service demands.
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As part of the process of updating the Capital 
Plan some adjustments were made to the 
process:

 » The relative weights of the evaluation 
criteria used to prioritize projects were 
adjusted to highlight the importance 
of Resiliency, Equity, Inclusion, and 
Accessibility.  These criteria have gained 
in importance as the disruptive events of 
the past year had major impacts on people 
of low-income and raised new health 
concerns. 

 » A newly assembled Capital Advisory Team 
(CAT) will re-examine priorities quarterly, 
review available funding, and keep projects 
moving forward.

Specific Capital Plan projects and programs 
are being expedited to address needs that 
are now more acute around the State. These 
range from projects that strengthen economic 
activity and employment opportunities in New 
Jersey hubs to projects that address changing 
demographics by adding pedestrian and bicycle 
facilities to complement transit and provide “last 
mile” connections for those living in areas more 
removed from major transit lines.

Since the start of the fiscal year last June, despite 
the impacts of the pandemic, NJ TRANSIT has 
continued to aggressively advance the projects 
in the Capital Plan, consistent with the priorities 
and schedule established by Governor Phil 
Murphy. Numerous projects are now shovel-
ready and can move into construction. Many 
of the most significant projects advance one or 
more of these key policies:

 » Implementation of major capital 
projects to improve safety and 
efficiency. In December 2020, 
NJ TRANSIT’s Positive Train Control 
(PTC) system was certified by the Federal 
Railroad Administration (FRA), meeting the 
deadline for implementation. 

 » Investments that improve sustainability 
of the transit system and advance 
the goal of reducing greenhouse 
gas emissions. The introduction of 
electric buses, along with charging and 
maintenance infrastructure, will enable 
the bus fleet to comply with New Jersey’s 
recent S2252 legislation for procuring 
electric buses and stay on track to become 
100 percent zero emission over the next 
20 years. The recent announcement of a 
comprehensive and aggressive roadmap to 
transform the NJ TRANSIT bus fleet to 100 
percent zero emissions across all garages, 
including the design and construction of 
a new Northern Bus Garage to jumpstart 
the program, further reinforces the 
agency’s commitment to clean air and 
a better environment for all. Building 
on this roadmap, NJ TRANSIT recently 
won a grant from the Federal Transit 
Administration’s Low or No Emissions 
Grant Program to purchase up to four 
articulated electric buses that would be 
based out of the Hilton Garage and would 
serve a route in Newark and Irvington. 

 » Investments that improve the resiliency 
of the transit system to respond 
and recover quickly from extreme 
weather events. The Long Slip project at 
Hoboken Yard, which provides additional 
rail operating capacity, will improve the 
facility’s ability to recover from extreme 
weather events and will offer increased 
redundancy for the rail tunnels under the 
Hudson River and New York Penn Station. 
NJ TRANSITGRID will provide redundancy 
for limited operations between New York’s 
Penn Station and NJ TRANSIT’s Jersey 
Avenue Station in New Brunswick, the 
Morris & Essex line between Hoboken 
Terminal and Maplewood Station, and 
the Hudson-Bergen Light Rail, as well as 
provide power to signals along a portion 
of the Main Line. Additional resiliency 

projects, developed in response to 
Superstorm Sandy, include improving 
substations and making signals along the 
Hudson Bergen Light Rail and four rail 
lines (Main, Bergen, Pascack Valley, and 
Morris & Essex) less vulnerable to extreme 
weather events. New buses (especially 
electric buses), and new technology for 
tracking and dispatching buses will allow 
for more rapid and responsive roll-out 
of service changes and will supply the 
redundancy required for greater resiliency.

 » Projects that facilitate economic 
opportunity and revitalize central hubs. 
Modernization and rehabilitation of Newark 
Penn Station will contribute to the revival 
of downtown Newark.  The rehabilitation of 
the Walter Rand Transit Center will improve 
access and connectivity to Camden 
and support community development 
opportunities. Another new project added 
to the Capital Plan is the Secaucus to 
Meadowlands (Boonton) Transitway, which 
will directly connect major developments 
and regional employment generators to a 
transit hub.

 » Projects that fix bottlenecks on 
congested corridors will reduce delays 
and provide more reliable rides to large 
numbers of riders and address regional 
needs. The Portal Bridge North project 
is now ready to start construction and 
NJ TRANSIT has completed a $770 million 
Capital Investment Grant Agreement with 
the US Department of Transportation.

 » Better customer experience and 
increased accessibility of the system. 
The design and construction of fully 
accessible, renewed or replaced, rail 
stations at Perth Amboy, Elizabeth, 
Lyndhurst, Roselle Park, New York Penn 
Station, Newark Penn, Trenton Station, 
Brick Church, and North Elizabeth have 
been accelerated and are in various levels 
of project development from concept to 
shovel in ground.

 » Projects that address equity by meeting 
the needs of underserved communities, 
communities that suffer the effects 
of air pollution and individuals who 
have not had full access to the transit 
system. A larger bus fleet and cleaner, 
electrified buses, together with new and 
upgraded garages and maintenance 
facilities, provide the tools to address 
these priorities. Accessibility improvements 
will improve rail station access, and an 
improved Access Link system, with more 
capacity and resources that enhance 
customer service, will further augment fixed 
transit service.

 » Investments that make transit safer 
and healthier for customers, such as 
contactless payment technology and 
more real-time data on arrival times and 
crowding. 
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CAPITAL SPENDING NUMBERS  
This Capital Plan update projects total 
capital expenditures of $10.255 billion over 
the FY2021 to FY2025 period. According to 
Appendix A Table 1, NJ TRANSIT projects to 
spend almost $1.382 billion in FY2021, $1.927 
billion in FY2022, $2.354 billion in FY2023, 
$2.548 billion in FY2024, and $2.044 billion in 
FY2025. Funding for this $10.255 billion worth 
of initiatives is assigned, meaning that these 
funds already have been allocated, obligated, 
or assigned from grants or funds from either 
previous year funding allocations, the current 
year allocation, or future expected funding 
allocations.   

In this Capital Plan update, NJ TRANSIT 
has also identified another $4.843 billion 
of investments with undetermined funding. 
However, these investments are deemed 
necessary and critical to increase reliability by 
reducing equipment breakdowns, infrastructure 
failures and service interruptions. These 
investments, added to the funded portion of the 
Capital Plan, result in a total Capital Plan worth 
$15.098 billion. Of this amount, approximately 
$10.255 billion is funded and $4.843 billion 
remains undetermined.

CAPITAL PLAN REPORT CADENCE

FY2022 CAPITAL FUNDING 
ALLOCATION
Each July, NJ TRANSIT presents to its Board 
of Directors the expected sources of funds for 
the coming fiscal year.  The FY2022 Capital 
Funding Allocation is a bundle of resources 
amounting to $1.550 billion from the following 
sources: Federal Transit Administration (FTA); 
Federal Capital Investment Grants (CIG); 
Federal Highway Administration (FHWA); New 
Jersey Transportation Trust Fund (TTF), and 
other sources. These funds, along with funds 
from previous and/or future funding allocations, 
will be used only for improvements in the 
$10.255 billion funded portion of the Capital 
Plan.

CAPITAL PLAN PROCESS
This is the first annual update of the Capital 
Plan. NJ TRANSIT will release annual updates 
to inform the public on the progress of the capital 
plan as projects are planned, funded, designed, 
constructed and delivered. The annual updates 
will describe the current programming of funds 
and address the evolving needs of New Jersey, 
changes in technology, and other factors that 
shift the direction in the implementation of the 
Capital Plan.

In the middle of the five-year cycle, NJ TRANSIT 
will prepare a Mid-Plan update that will 
communicate the capital plan’s progress and 
implementation status; the plan’s anticipated 
state at the end of the five-year cycle; emerging 
challenges, trends and opportunities that may 
influence the revision of the capital plan, and 
how lessons learned will impact the next five-
year planning process.

At the end of the five-year cycle, NJ TRANSIT 
will release a new five-year capital plan that will 
respond to 20-year project/program needs.
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1  STATE OF THE PLAN
Since the release of the Five-Year Capital 
Plan in June 2020, New Jersey has continued 
to suffer from the effects of the COVID-19 
pandemic and the resulting economic downturn. 
As part of the effort to stay safe and responsibly 
address the threat to public health, many state 
residents have chosen to stay at home to the 
extent possible, have ordered home delivery 
of food and other essentials, and have worked 
or studied remotely. Many residents have 
temporarily or permanently lost their jobs. The 
New Jersey unemployment rate was 7.2 percent 
in May 2021, up from 3.4 percent in 2019. Low-
income communities have been significantly 
impacted. As a result of these and other factors, 
NJ TRANSIT total ridership decreased by over 
50 percent in 2020. 

Through it all, NJ TRANSIT has continued to 
deliver affordable, efficient and essential access 
to jobs, schools, health care, stores, recreation 
and other destinations for the people of New 
Jersey. Front liners who administer health 
needs and provide necessary daily services 
have had access to work via transit. This 
essential public service remains more important 
than ever during the pandemic, which has been 
particularly destructive in transit-dependent 
communities. The provision of high-quality and 
efficient transit will support the State’s recovery 
as residents are freed from constraints on their 
daily activities. 

The Capital Plan provides the guidance 
for investment in rolling stock, technology 
and infrastructure essential to keeping the 
nation’s largest statewide transit system going, 
providing the mobility that powers the state 
economy. NJ TRANSIT has proceeded with 
the construction and design work described in 
the Capital Plans with the understanding that 
investment in transportation infrastructure is 
critical to the quality of life in New Jersey. 

The Capital Plan, by its nature, is grounded in 
long-term thinking. It outlines not only projects 
to be delivered in the immediate five-year 
period, but also offers an unconstrained vision 
for sustaining and improving an innovative, 
world-class public transit system that can meet 
customer travel needs over the next 20 years. 
Many of the transformative projects that can 
lead New Jersey deeper into the 21st century 
will require more than five years to develop, and 
that groundwork must be laid now.

The health and economic hardships of the past 
year, particularly those suffered by the most 
vulnerable populations, highlight the importance 
of comprehensive public transit investments 
provided for in the Capital Plan. The pandemic 
has also reinforced the need to “take another 
look” and advance certain capital priorities 
already in the plan, has stimulated new thinking, 
and has reinforced the importance of a flexible 
approach to implementation.

The starting point is NJ TRANSIT’s Strategic 
Plan (NJT2030: A Ten-Year Strategic Plan), 
which is grounded in the idea that maintaining 
a state of good repair is essential to delivering 
high-quality and reliable service to NJ TRANSIT 
customers. With proper planning and investment, 
NJ TRANSIT’s infrastructure and equipment 
can benefit from targeted improvements in 
business performance, enhance the customer 
experience, improve safety, and make the 
system more resilient and sustainable. New 
approaches to executing the Capital Plan, which 
have been developed in response to the events 
of the past year and described in this update, 
tie back to these NJT2030 goals. NJ TRANSIT 
developed performance indicators to drive 
the evaluation and implementation of capital 
projects and programs supporting the NJT2030 
strategic goals. 

These performance indicators translate the 
Strategic Plan's goals into metrics applicable to 
capital projects. The five performance indicators 
remain:

State of Good Repair 
Repair or rehabilitate facilities, vehicles and 
infrastructure so that they can operate at a safe, 
reliable and efficient level of performance and 
meet current industry standards.

Customer Experience
Provide customers with a positive transit 
experience by being responsive to their ever-
changing needs and expectations. 

Safety
Provide a safe environment for customers 
and employees by incorporating industry best 
practices for safety and security at transit 
facilities and on-board transit vehicles.

Resiliency
Ensure NJ TRANSIT is a dependable and 
resilient transportation network by investing 
in adaptable solutions for the evolving profile 
of natural and man-made risks and protecting 
existing infrastructure.

Business Performance 
Ensure NJ TRANSIT’s ability to provide service 
into the future by investing in opportunities to 
improve financial sustainability. These include 
real estate and value capture opportunities, 
reducing operating costs and increasing 
ridership revenue.

Neither the pandemic nor its economic 
effects change these goals and performance 
indicators, but they have had an impact on the 
Capital Plan. Since March 2020, a number of 
new realities have affected the transit system 
and Plan implementation:

 » Low-income and minority communities 
have suffered disproportionate health, 
social and economic impacts that have 
highlighted the need to assure greater 
equity in the delivery of transit services..

 » There has been a sharp decrease in 
NJ TRANSIT ridership. Rail ridership has 
fluctuated between 20 and 25 percent of 
pre-pandemic levels. Bus ridership has 
recovered more quickly, but with large 
disparities depending on the route. While 
bus ridership into New York City is at 35 
percent of what it was, bus ridership within 
New Jersey is back up to 70 percent. 

Goal 1: Ensure the reliability and 
continued safety of our transit 
system 

Goal 2: Deliver a high-quality 
experience for all our customers, 
with their entire journey in mind 

Goal 3: Power a stronger and  
fairer New Jersey for all 
communities in the region 

Goal 4: Promote a more 
sustainable future for our planet 
 

Goal 5: Build an accountable, 
innovative and inclusive organization 
that delivers for New Jersey

NJT2030 STRATEGIC GOALS
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 » The critical role played by essential 
workers—who must travel to work 
locations to deliver goods and services, 
provide health care, deliver food and 
other essentials, keep government 
services going, and staff stores and other 
businesses that provide direct in-person 
services—has been borne out. Their ability 
to access transit services has emerged as 
a key priority. 

 » Conversely, large numbers of office 
workers, who have been productive 
working remotely and avoiding daily 
commutes, are using transit less often, 
especially in peak periods. 

 » Demographic shifts have occurred that 
may have long-term impacts on transit 
demand and its geographic patterns. 
These shifts may include changes in the 
distribution of population and jobs among 
large cities, suburbs, exurbs, smaller cities 
and towns. 

 » An increased reliance on home delivery of 
food and other products has had an impact 
on retail that may affect transit demand. 
Some stores have gone out of business, 
and shopping centers face an uncertain 
future.

 » Federal funding partners are searching 
for local agencies prepared to advance 
infrastructure investments guided by 
equity, sustainability, and resiliency. There 
is a renewed interest at the national 
level in transit agencies taking the lead 
in combating climate change, aiding 
disadvantaged communities to help narrow 
historic inequities, advancing environmental 
justice, and promoting affordable access to 
transportation. 

These changes, together with other impacts 
of the pandemic and economic downturn, may 
have lasting impacts on how our customers 
use transit. They could affect the balance of 
ridership between bus and rail, ridership levels 
during different times of day, and what routes or 
lines see changes in service demand. However, 
the long-range impacts on the volume, nature 
and timing of travel demand are yet unknown. 
Until we achieve equilibrium with a “new 
normal,” it is difficult to say with certainty which 
changes will be permanent or will drive a future 
vision.
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1.1  MAINTAINING COMMITMENT AND MOMENTUM
Since the start of the fiscal year last June, 
despite the impacts of the pandemic, 
NJ TRANSIT has continued to advance the 
projects in the Capital Plan, consistent with the 
priorities and schedule established in the plan. 
Several projects are now shovel-ready and can 
move into construction as part of any state or 
federal economic stimulus program. Many of the 
most significant projects advance a handful of 
key policies:

 » Implementation of major capital 
projects to improve safety and 
efficiency. In December 2020, 
NJ TRANSIT’s Positive Train Control 
(PTC) system was certified by the Federal 
Railroad Administration (FRA), meeting the 
deadline for implementation. This major 
capital project illustrates how technology 
can reduce the risk of human error and 
improve safety.

 » Investments that improve sustainability 
of the transit system and advance 
the goal of reducing greenhouse 
gas emissions. The introduction of 
electric buses, along with charging and 
maintenance infrastructure, will enable 
the bus fleet to comply with New Jersey’s 
recent S2252 legislation for procuring 
electric buses and stay on track to become 
100 percent zero emission over the next 
20 years. The recent announcement of a 
comprehensive and aggressive roadmap to 
transform the NJ TRANSIT bus fleet to 100 
percent zero emissions across all garages, 
including the design and construction of 
a new Northern Bus Garage to jumpstart 
the program, further reinforces the 
agency’s commitment to clean air and 
a better environment for all. Building 
on this roadmap, NJ TRANSIT recently 
won a grant from the Federal Transit 
Administration’s Low or No Emissions 
Grant Program to purchase up to four 

articulated electric buses that would be 
based out of the Hilton Garage and would 
serve a route in Newark and Irvington.

 » Investments that improve the resiliency 
of the transit system to respond and 
recover quickly from extreme weather 
events. The Long Slip project at Hoboken 
Yard will improve the facility’s ability to 
recover from extreme weather events 
and will offer increased redundancy and 
capacity for the rail tunnels under the 
Hudson River and New York Penn Station. 
NJ TRANSITGRID will provide redundancy 
for limited operations between New York’s 
Penn Station and NJ TRANSIT’s Jersey 
Avenue Station in New Brunswick, the 
Morris & Essex line between Hoboken 
Terminal and Maplewood Station, and 
the Hudson-Bergen Light Rail, as well as 
provide power to signals along a portion 
of the Main Line. Additional resiliency 
projects, developed in response to 
Superstorm Sandy, include improving 
substations and making signals along the 
Hudson Bergen Light Rail and four rail 
lines (Main, Bergen, Pascack Valley, and 
Morris & Essex) less vulnerable to extreme 
weather events. New buses (especially 
electric buses), and new technology for 
tracking and dispatching buses will allow 
for more rapid and responsive roll-out 
of service changes and will supply the 
redundancy required for greater resiliency.

 » Projects that facilitate economic 
opportunity and revitalize central hubs. 
Modernization and rehabilitation of Newark 
Penn Station will contribute to the revival 
of downtown Newark. The rehabilitation of 
the Walter Rand Transit Center is designed 
to improve access to Camden and create 
community development opportunities.

 » Projects that fix bottlenecks on 
congested corridors. Portal Bridge North 
will provide a faster, more reliable ride 
to large numbers of riders and address 
regional needs.

 » Projects that address equity by meeting 
the needs of underserved communities, 
the needs of communities that have 
experienced underinvestment and borne 
more than their fair share of environmental 
impacts, and the requirements of 
individuals who have not had full access 
to the transit system. A larger bus fleet 
and cleaner, electrified buses, together 
with new and upgraded garages and 
maintenance facilities, provide the tools to 
address these priorities, and will be used 
to reassess bus routes and service levels. 
Accessibility improvements will improve rail 
station access, and an improved Access 
Link system will augment fixed transit 
service.

 » Investments that make transit safer 
and healthier for customers, such as 
contactless payment technology and new 
train cars, more real-time data on arrival 
times and crowding.
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1.2  CAPITAL SPENDING 
NUMBERS

This Capital Plan update projects total 
capital expenditures of $10.255 billion over 
the FY2021 to FY2025 period. According to 
Appendix A Table 1, NJ TRANSIT projects to 
spend almost $1.382 billion in FY2021, $1.927 
billion in FY2022, $2.354 billion in FY2023, 
$2.548 billion in FY2024, and $2.044 billion in 
FY2025. Funding for this $10.255 billion worth 
of initiatives is assigned, meaning that these 
funds already have been allocated, obligated, 
or assigned from grants or funds from either 
previous year funding allocations, the current 
year allocation, or future expected funding 
allocations.

In this Capital Plan update, NJ TRANSIT 
has also identified another $4.843 billion 
of investments with undetermined funding. 
However, these investments are deemed 
necessary and critical to increase reliability by 
reducing equipment breakdowns, infrastructure 
failures and service interruptions. 

These investments, added to the funded portion 
of the Capital Plan, result in a total Capital 
Plan worth $15.098 billion. Of this amount, 
approximately $10.255 billion is funded and 
$4.843 billion remains undetermined. 

1.3  FY2022 CAPITAL 
FUNDING ALLOCATION

Each July, NJ TRANSIT presents to its Board 
of Directors the expected sources of funds for 
the coming fiscal year.  The FY2022 Capital 
Funding Allocation is a bundle of resources 
amounting to $1.550 billion from the following 
sources: Federal Transit Administration (FTA); 
Federal Capital Investment Grants (CIG); 
Federal Highway Administration (FHWA); New 
Jersey Transportation Trust Fund (TTF), and 
other sources. These funds, along with funds 
from previous and/or future funding allocations, 
will be used only for improvements in the 
$10.255 billion funded portion of the Capital 
Plan.
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2
PROGRESS IN 
FISCAL YEAR  
2021

2-1 PrOGrESS iN FiScaL yEar 2021



Morris

Cumberland

Monmouth

Sussex

Cape May

Passaic

Bergen

Hudson

Ocean

Atlantic

Mercer

Warren

Essex

Union

Hunterdon

Gloucester

Somerset

Camden

Salem

Burlington

Middlesex

Information Technology

Systemwide Improvements
in Construction

Rail Fleet Replacement

Access Link Fleet Modernization 
and Expansion Program

IT Surface Transit Improvements

IT Rail Improvements

IT Business Unit Improvements

IT HQ Improvements

Newark Penn Station Rehabilitation
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Figure 2-1:  FY2021 PROJECTS & INITIATIVES

2  PROGRESS IN 
FISCAL YEAR 2021
This section provides an overview of progress made to date in FY2021 in implementing the Capital 
Plan by describing the status of signature projects that are ready for or in the design process, and 
projects that are ready for or have initiated construction. In addition, projects that require funding are 
highlighted. Figure 2-1 highlights the various projects included in FY2021.

Additional information on project phase and progress, estimated costs, and funding for each project 
mentioned in this section is included in Appendix A.

2.1  NEW PROJECTS ADDED TO THE CAPITAL 
PLAN SINCE JUNE 2020

Secaucus to Meadowlands (Boonton) 
Transitway 
This project will evaluate alternatives and 
develop designs for a rapid transit system (aka 
“Transitway”) between NJ TRANSIT’s Secaucus 
Junction Station and the Meadowlands Sports 
and Entertainment Complex. The system could 
employ a combination of new and existing 
transportation infrastructure to accelerate the 
implementation of revenue service. In addition, 
the project will assess options to enhance local 
mobility within the project area, defined as the 
catchment area of the Boonton Line between 
roughly Montclair and Secaucus, with additional 
consideration of later stages that could extend 
to Newark and Jersey City.

Zero Emissions Bus System Design 
and Investment Planning Study 
This study will establish best practices 
and standardization for zero emission bus 
equipment and operational practices, as well as 
develop garage-by-garage transition plans and 
investment plans to achieve a zero emission 
fleet. The study will help NJ TRANSIT comply 
with New Jersey’s recent S2252 legislation. 
The legislation establishes initial targets: a) 
by December 31, 2024, at least 10 percent of 
NJ TRANSIT’s new bus purchases must be 

zero emission buses, and the percentage of 
zero emission bus purchases must increase to 
50 percent by December 31, 2026, and b) by 
December 31, 2025, at least 25 percent of State-
owned non-emergency light duty vehicles must 
be zero emission. Both targets increase to 100 
percent of both fleets by later years specified 
in the legislation. NJ TRANSIT’s specific best 
practices will be put in place to establish the 
proper design, equipment, technology, and 
training for implementing the zero emission bus 
system. This project will integrate a 500-vehicle 
zero emission bus fleet deployment plan with 
scenario planning and transition planning to 
ensure that NJ TRANSIT can fully transition to 
a zero emission bus fleet by 2040.

Perth Amboy Station Accessibility 
Improvements 
This project will construct high-level platforms, 
elevators, ramps, pedestrian overpasses, 
widened sidewalks, and access paths where 
appropriate. In some instances, accessibility 
improvements will be paired with physical 
condition upgrades to improve the station’s 
overall state of good repair. This project 
currently has funding.
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Source: NJ TRANSIT 
Figure 2-2:  NEWARK PENN STATION REHABILITATION DIAGRAM

Newark Penn Station Rehabilitation 
From basic station infrastructure pieces to larger 
scale circulation plans and elements, Newark 
Penn Station will be assessed and improved as 
part of the modernization effort (see Figure 2-2). 
This effort is intended to improve the station’s 
functionality, but it is also meant to restore the 
station to its rightful place as a crown jewel in 
the heart of Newark. The station serves as a 
critical link for NJ TRANSIT for commuter rail, 
bus and light rail service. It is the busiest on 
NJ TRANSIT’s system that is owned by the 
agency and is an essential node for customers 
traveling between New York and points west, as 
well as for customers traveling within the state. 

The project will begin with a holistic review of 
all station elements. Once that is complete, 
the project consultant will work to put forward 
design alternatives intended to bring the 
station up to a basic state of good repair 
and to improve the customer experience in 
a variety of ways. Robust master planning 
efforts will target the station itself and the area 
surrounding the station to improve mobility, 
create economic growth opportunities, and 
improve multimodal connectivity in the station 
and beyond. An artwork plan will put forward a 
process to beautify the station and make it into 
a destination hub for customers and for Newark 
residents. 
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an expanded multi-purpose transit 
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improved link in South Jersey 
Transportation. • Better accommodate the 26 bus lines that 

service the facility
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with the PATCO Speedline subway and the 
River LINE light rail

• Support intercity independent bus services

• Provide additional parking, administrative 
o�ices, and value capture retail opportuni-
ties to the adjacent growing educational 
and healthcare corridor.

• Provide an opportunity for integration with 
battery-electric buses

The station’s ability to improve its HVAC and 
air exchange, in light of pandemic-related 
concerns, will be assessed, and a model will 
investigate passenger flow throughout the 
station and recommend improvements to flow 
patterns. The plan will also outline the business 
case for undertaking this project. By the time 
this project is complete, a strong set of plans 
and recommendations will chart a path forward 
to tackle small- and large-scale needs at the 
station, including short-, medium- and long-
term construction schedules (along with phased 
design documents).

Platform D renovations are fully funded and 
entering final design. The remainder of the 
improvements are expected to enter concept 
design in late FY2022.

Walter Rand Transportation Center 
Redevelopment
This project will redesign the existing intermodal 
facility with an expanded multi-purpose transit 
center to provide an improved transit link for 
residents of Camden and the surrounding 
South Jersey region. The new transit center 
will better accommodate the 26 bus lines that 
serve the facility; provide improved intermodal 
connectivity with the PATCO Speedline 
subway and the River LINE light rail; support 
intercity independent bus services; and provide 
additional parking, administrative offices, and 
value capture retail opportunities to the adjacent 
growing educational and healthcare corridor. 
The project will also provide an opportunity 
for integration of electric buses. This project 
currently has funding for preliminary design only 
(see Figure 2-3). 

Bus Garage Modernization Program, 
Phase 1
This project will provide NJ TRANSIT with 
the necessary infrastructure to house and 
maintain a world class electric bus fleet that 
will increase efficiency, improve reliability, and 
reduce the environmental footprint (see Figure 
2-4). Implementation of this project will comply 
with the state legislative mandates. These 
upgrades include charging stations, electrical 
service upgrades, and other related equipment. 

The first phase of the project will convert five 
NJ TRANSIT bus garages for zero emission 
vehicle operations. These five garages 
(Wayne, Hilton, Greenville, Hamilton, and 
Newton Avenue) have been selected due to 
their limited-range routes, the level of service 
provided, and the project impact on ridership 
capacity. Hilton and Greenville garages serve 

the Jersey City and Newark areas, the Hamilton 
garage provides service to the Trenton area, 
the Newton garage serves the greater Camden 
area, and the Wayne garage serves the greater 
Passaic and Hudson County areas. The 
remaining 11 bus garages will be modernized 
in later phases to be functionally equivalent to 
the first five and to support implementation of 
NJ TRANSIT’s Zero Emission Bus program.

Phase 1 will accommodate the replacement of 
diesel transit buses (40-foot buses) with 40-foot 
zero emission vehicles and articulated buses 
(60-foot zero emission vehicles). This project 
currently has funding. Phases 2 and 3 of the 
project will occur after 2025 and will include 
the full modernization and replacement of 
garages where needed. This project is funded 
through preliminary design, which is expected 
to commence in late FY2022.

Source: NJ TRANSIT Source: NJ TRANSIT 
Figure 2-3:  WALTER RAND TRANSPORTATION CENTER REDEVELOPMENT DIAGRAM Figure 2-4:  BUS GARAGE MODERNIZATION, PHASE 1: BEFORE & AFTER CONCEPTUAL DIAGRAM
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Wayne Bus Garage Rehabilitation and 
Modernization 
Wayne Bus Garage Rehabilitation and 
Modernization is a component of the Bus 
Garage Modernization Project and includes 
new roofs, HVAC systems, new lifts and doors, 
and improvements to enable the charging and 
servicing of electric buses. Portions of this 
project are funded and received a federal grant. 
The project is currently in final design.

Northern Bus Garage
The Northern Bus Garage project will result 
in the construction of a new bus garage to 
increase the storage and maintenance capacity 
of NJ TRANSIT’s statewide bus fleet by as 
much as 20 percent to allow for future service 
expansion. This increase in capacity will help 
NJ TRANSIT keep pace with anticipated growth 
in bus ridership and provide additional capacity 
to absorb buses from other garages while they 
are rehabilitated, upgraded, or replaced. The 
new Northern Bus Garage will be designed from 
the ground-up to be ready to accommodate a 
100 percent zero emissions bus fleet, will have 
solar panels on the roof, and feature modern 
fleet diagnostics and maintenance equipment.

NJTRANSIT GRID
Since receiving a Record of Decision (ROD) 
from the Federal Transit Administration 
in April 2020, NJ TRANSIT is working to 
incorporate renewable energy and storage 
into the NJ TRANSITGRID project to better 
align with New Jersey’s Energy Master Plan. 
The NJ TRANSITGRID project involves 
constructing a central microgrid facility (MCF) 
and a distributed generation system. In addition 
to providing emergency backup power, these 
resources will also allow NJ TRANSIT to 
participate in peak “shaving” practices to lower 
the cost of electricity from the regional grid. 
The project will incorporate distributed energy, 
renewable energy (solar panels and flywheels), 
and other technologies to provide power to key 
NJ TRANSIT facilities. The proposed facility 

will handle limited operations on the Northeast 
Corridor between New York’s Penn Station and 
NJ TRANSIT’s Jersey Avenue Station in New 
Brunswick, the Morris & Essex line between 
Hoboken Terminal and Maplewood Station, and 
the Hudson-Bergen Light Rail Transit System. 
The project will also provide power to the signal 
system on a portion of the Main Line. This 
project currently has funding.

Passaic Bus Terminal Redevelopment
This project will replace the existing bus 
terminal, currently located on Main Avenue in 
Passaic, with a new off-street terminal facility. 
The new location will provide space for up 
to 12 buses within the terminal facility and 
provide amenities such as improved lighting, 
PA systems, customer information displays, and 
off-board fare collection. This project is funded 
and currently in final design.

Northern Maintenance-of-Way (MOW) 
Facility 
This project involves the construction of a new 
rail MOW facility in Clifton along NJ TRANSIT’s 
Main Line. The MOW facility houses the 
equipment and personnel responsible for 
maintaining the railroad, which includes the 
tracks and signal systems. The new site 
would be large enough to support additional 
MOW equipment, as well as provide adequate 
administrative space for the growing staff. 
Additionally, more space will be provided 
for parking and storing MOW equipment. 
Replacing the existing obsolete MOW facility 
with a larger, more modern MOW facility 
will allow NJ TRANSIT to better address 
the maintenance needs of the railway and 
provide more consistent and reliable service to 
customers. This project currently has funding 
and has progressed to design.

Roselle Park Station Improvements
This project will address structural and cosmetic 
deficiencies and rehabilitate Roselle Park Station 
to bring it to a state of good repair, extending 
its overall service life. An elevator will be 
installed to provide accessibility to the platform. 
Enhanced signage and communications will be 
incorporated, providing customers with station 
information and rail service status. This project 
currently has funding and is in final design.

New Brunswick Station Improvements
This project will extend the existing eastbound 
platform at New Brunswick Station by 150 feet, 
rehabilitate or replace elevators and escalators, 
install new lighting and windows at the station, 
upgrade HVAC system, and renovate the 
waiting room. This project currently has funding.

County Yard Expansion - Site 
Preparation: 
This is the first phase of the Delco Lead -County 
Yard Expansion project. This preparatory phase 
will provide necessary environmental cleanup, 
sanitary sewer relocation, and other site 
preparatory work required before County Yard 
is reconstructed and expanded. This first phase 

is presently completing design and expected to 
complete construction by the start of FY2024. 
Delco Lead – Lead Tracks and Extension: 
The second phase of the Delco Lead - County 
Yard Expansion project will reconstruct the 
existing Delco Lead track and construct an 
adjacent track from County Yard to North 
Brunswick to provide the capacity to store 
additional rail cars during extreme weather 
events. The new track will extend to the 
proposed Midline Loop Project in North 
Brunswick. This second phase is concluding 
final design soon and will complete construction 
in FY 2025.

Hoboken Long Slip
The two-phased project will first fill in the 
existing canal with structural fill and surcharging. 
The second phase includes construction of six 
new tracks with high level platforms and a small 
crew quarters facility on the filled in canal. This 
project currently has funding.
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Portal Bridge North 
This project will replace the existing Portal 
Bridge with a new two-track fixed structure that 
will enhance capacity and reliability along the 
Northeast Corridor. The new bridge span directly 
over the Hackensack River will have a clearance 
that accommodates current and forecasted 
maritime traffic, thereby eliminating the need for 
a movable span that interrupts rail operations 
and results in delays due to mechanical failures. 
The new bridge design will improve reliability 
by allowing NJ TRANSIT to operate longer and 
higher capacity trains. Additionally, trains will be 
able to cross the bridge at 90 mph, rather than 
the 60 mph they must travel today. In January 
2021, the US Department of Transportation 
announced completion of a Capital Investment 
Grant agreement with NJ TRANSIT to fund the 
project. The project has been advertised to 
contractors.

2.3  PROJECTS WITH COMPLETED FINAL DESIGN 
AND READY TO START CONSTRUCTION

2.4  PROJECTS IN CONSTRUCTION

Raritan River Bridge Replacement
This project includes replacement of the existing 
obsolete bridge with a new, two-track vertical 
lift bridge on an improved vertical alignment. 
The new movable structure will provide a 
more resilient structure with additional vertical 
clearance above the 100-year flood elevation. 
The introduction of new mechanical and 
electrical systems will provide for more reliable 
movable span operations, resulting in reduced 
maintenance costs. In addition, improved 
navigation channel geometry at the lift span will 
significantly reduce the risk of vessel collision 
with the bridge’s pier protection systems. This 
project currently has funding and is under 
construction.

Lyndhurst Station
This project will construct a new Lyndhurst 
Station east of the existing station to provide 
accessibility to and from the existing parking 
lot. The new station will have accessible high-
level platforms and station enclosures on the 
eastbound and westbound tracks, elevators, 
sheltered walkways, and heated waiting 
areas.  The new station will provide customers 
with a safer, more accessible, and enhanced 
experience overall. This project currently has 
funding and is in construction.

Newark Light Rail State of Good Repair 
and Rehabilitation Program, Phase 1
NJ TRANSIT has developed a multi-phase 
program to complete improvements throughout 
the Newark Light Rail system. Components of 
this program are already under construction, 
including a project to replace approximately 
2,000 linear feet of track, track structures, and 
drainage at the Bloomfield and Davenport 
stations

Elizabeth Station Improvements
This project will reconstruct two longer length, 
high-level concrete passenger platforms to 
better accommodate full-length NJ TRANSIT 
trains. These platforms will be fully accessible, 
reduce dwell times, facilitate timely passenger 
boardings, and increase service speed. New 
station buildings with new elevators, stairs, 
ticketing offices, operational office spaces, and 
retail spaces are also being constructed. The 
station rehabilitation project will accommodate 
a proposed future fifth track along the NEC 
to be built by Amtrak. New IT infrastructure to 
support network security, PA system, customer 
signage, and fare systems will also be included. 
This project currently has funding and is under 
construction. 

Newark Light Rail State of Good Repair 
and Rehabilitation Program, Phase 1
NJ TRANSIT has developed a multi-phase 
program to complete improvements throughout 
the Newark Light Rail system. Components of 
this program are already under construction, 
including a project to replace approximately 
2,000 linear feet of track, track structures, and 
drainage at the Bloomfield and Davenport 
stations and project to provide repairs to signal 
shorting at Track Circuits 244 and 255.
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2.5  ROLLING STOCK

Bus Fleet Replacement Program 
(Cruiser & Articulated Buses
This fleet replacement program will replace 
buses, scheduled by order of age, until all buses 
within the NJ TRANSIT fleet are operating within 
their anticipated service life and the average 
age of the fleet has decreased significantly. 
Some existing 40-foot NABI buses in the north 
and central operating regions will be replaced 
with new 60-foot articulated buses to help keep 
pace with ridership growth and increase comfort 
by reducing crowding. This will be the last in a 
series of diesel bus procurements until garages 
are ready for zero emission buses.

Electric Bus Fleet Early Deployment
NJ TRANSIT has a goal of converting the entire 
bus fleet to zero emission vehicles by 2040 to 
comply with New Jersey’s S2252 legislation. 
To begin the conversion, NJ TRANSIT is 
proposing to convert two to three percent of 
the NJ TRANSIT bus fleet to zero emission 
vehicles. An additional 21 articulated transit 
buses (60-foot zero emission vehicles) will be 
deployed at a new northern garage location 

Rail Fleet Replacement
This program will focus on replacing all of 
NJ TRANSIT’s single-level vehicles with 
multi-levels vehicles over the next eight 
years. Existing multi-level vehicles will also be 
overhauled during this time period to increase 
car efficiency and comfort. In addition, about 
25 dual-power locomotives (which can run on 
both diesel- and electric-powered rail lines) will 
be added to the fleet, while about 10 diesel 
locomotives will be retired. These actions will 
ultimately reduce the average fleet age and 
significantly improve reliability.

Access Link Fleet Modernization and 
Expansion Program 
This program will expand the Access Link fleet 
to meet projected ridership growth, maintain a 
state of good repair, and keep vehicles current 
with the latest technology, accessibility options, 
safety equipment, and customer amenities. 
Vehicles will be replaced on a first-in first-out 
basis on a five-year and/or 250,000-mile useful 
service lifecycle. The replacement plan will allow 
for 25 percent fleet growth. The first vehicles 
that qualify for replacement will be replaced 
with hybrid vehicles. By the end of 2025, 25 
percent of the Access Link light duty fleet will be 
plug-in electric.  In addition to reducing carbon 
emissions, the larger vehicle fleet will deliver 
more service to low-income populations.  This 
project currently has funding.

River LINE Fleet Overhaul
This project will provide mid-life overhauls to 
the existing light rail vehicles in service on the 
River LINE. Overhauls will include mechanical 
and customer-facing repairs, replacement, 
and upgrades. The project complements 
NJ TRANSIT’s ongoing engine repower effort 
to replace older engines with new engines that 
meet current EPA standards for emissions, 
provide better fuel efficiency, and include 
upgrades to control and diagnostic capabilities. 
Completing these overhauls will extend vehicle 
service life by a minimum of 10 years and 
provide a safer and more reliable experience for 
passengers. This project currently has funding.
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2.6  INFORMATION TECHNOLOGY

IT Business Unit Improvements
NJ TRANSIT is investing in a set of internal, 
business unit. and customer-facing IT 
infrastructure projects to create safer, more 
secure, and more robust processes that improve 
the overall customer experience, provide real 
time information updates, and better support 
employees in their work. 

One of the projects in progress is deploying 
eBuilder software to replace existing legacy 
systems and standardize and improve existing 
processes related to projects, project funding, 
improved capital planning capabilities, and 
reporting. Another project in progress project 
focuses on fare modernization and early steps 
towards implementing contactless payments. 

IT HQ Improvements
This set of projects will improve and 
modernize NJ TRANSIT’s IT infrastructure, 
security, support, monitoring, and PMO 
software.

Projects in progress include the addition of 
new hardware and cloud-based systems 
to support more resilient IT infrastructure, 
software upgrades, IT service desk 
automation, upgrades to conference room 
hardware, and digitizing records and 
documents. 

IT Surface Transit Improvements
This set of projects will upgrade the software 
used on buses and at bus garages and depots, 
improve ticket validation and availability of 
real-time travel information, and implement 
new braking, breakdown detection, and 
collision warning systems to improve driver 
aid and customer safety. Projects in progress 
include upgrading Wi-Fi at the Meadowlands 
Bus Garage, upgrading Teledriver software, 
implementing Radio Redundant Data Mode 
(RDM) for bus operations, and upgrading PA 
systems. 

2.7  EMERGING NEEDS
Since the release of the Capital Plan, 
NJ TRANSIT has leveraged its capital planning 
efforts to address the emerging needs of the 
state. Over the coming years, NJ TRANSIT 
will intensify its focus on projects that address 
equity by meeting the needs of underserved 
communities, projects that increase the 
resiliency of the agency’s assets, and strategies 
to continue serving customers during and after 
the pandemic. 

At the federal level, equity concerns surrounding 
Title VI have become more pronounced on 
projects that affect low-income and minority 
communities. Projects considered for the 
Capital Plan in the future will be evaluated using 
an equity criterion to understand how they could 
impact low-income and minority communities. 

Supporting projects that have resiliency 
components is a clear focus for future grant 
opportunities. Given this support and the 
pressing need to prepare the transit system for 
climate change and extreme weather events, 
NJ TRANSIT will continue to prioritize projects 

that improve the resiliency of the system and the 
state. Resiliency may take the form of adding 
redundancy to the system to ensure continued 
transit operations during an extreme weather 
event or relocating projects or elements of a 
project outside of a floodplain. 

NJ TRANSIT has implemented strategies to 
better serve customers since the beginning of 
the pandemic and will continue to be responsive 
to customer needs. Since the pandemic began, 
NJ TRANSIT has adapted its fare systems to 
enable customers to have more flexible ticket 
options for passes instead of the typical monthly 
passes and updated its app to supply customers 
with more real time data, including how many 
passengers are on each train car. These 
options empower customers to make safe and 
informed decisions when using transit. While 
many of these improvements are operational, 
NJ TRANSIT will develop and support Capital 
Plan projects and programs that dovetail with 
these initiatives and allow for more flexible and 
reliable transit service and support evolving 
customer needs.
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3  TWO-YEAR 
OUTLOOK
This section provides an overview of projects that will progress during FY2022 and FY2023. Projects 
expected to be in design or begin construction are discussed. Rolling stock projects, which were 
introduced in Section 3, will also be ongoing during FY2022 and FY2023. Additional information on 
project phase, estimated costs, and funding for each project mentioned in this section is included in 
Appendix A. 

3.1  PROJECTS THAT WILL BE IN DESIGN IN FY2022 AND FY2023
Trenton Station Improvements
This project will rehabilitate the station’s 
concrete platform. This includes reconstruction 
of the platform edge, addition of new tactile 
strips and rub rails, reconstruction of platform 
deck joints, and repairs to concrete spalls. 
Improvements to the existing overhead canopy 
will include structural repair/replacement of 
deteriorated steel members, full painting of 
the steel canopy structure, and installation 
of a new roof drainage system. Canopy 
enhancements will include new LED lighting, 
new variable message sign boards, and a new 
public announcement system with enhanced 
speakers. All existing elevators and escalator 
will be upgraded.

North Elizabeth Station Improvements
This project will address structural and cosmetic 
deficiencies and bring the station to a state of 
good repair. Necessary work includes fully 
replacing the station’s high-level platforms and 
canopies, rehabilitating the existing railing, and 
improving lighting and security. The project is 
currently advancing as a study.

River LINE Light Rail Vehicle Fire 
Suppression System
This project is part of NJ TRANSIT’s River 
LINE State of Good Repair and Rehabilitation 
Program. Currently in design, the project 
will install a fleet-wide light rail vehicle fire 
suppression system to increase safety and 
bring the fleet up to a state of good repair

Edison Station Improvements
This project will relocate an existing freight 
turnout switch east of the station to facilitate 
a platform extension. Extending the platform 
would allow a 12-car trainset to fit at the 
station, resulting in increased operational 
efficiency, decreased dwell times, and improved 
passenger boarding. Additionally, the existing 
platform would be replaced with a high-level 
platform to extend service life, mitigate future 
maintenance, and improve safety. 

County Yard Expansion - Rail Yard
The third phase of the Delco Lead – County 
Yard Expansion project will reconstruct and 
expand the County Yard tracks to increase 
rail equipment storage space and enhance 
operations. Design of the rail yard will end in 
mid FY2023 with construction concluding in 
early FY2027. 

Delco Lead - Service and Inspection 
Facility
The fourth and last phase of the Delco Lead – 
County Yard Expansion project will construct 
a 1,250-foot long service and inspection 
facility, crew quarters and employee parking 
lot at the facility. Design of the service and 
inspection facility will finish in late FY2023 and 
construction will be completed in late FY2026.
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3.2  PROJECTS IN PROCUREMENT TO BE IN DESIGN IN 
FY2022 AND FY2023 IF FUNDING IS FORTHCOMING

Hoboken Terminal and Yard Resilient 
Redevelopment Program, Phase 1
This project is the first in a three-phase 
approach to address Hoboken Terminal’s 
state of good repair and resiliency challenges, 
provide opportunities for increasing capacity 
for rail, bus, light rail, and ferry service, and 
improve overall operation and passenger flow 
between the Terminal’s various transportation 
modes. Phase 1 of the Redevelopment Program 
will address the facilities that require immediate 
attention to maintain state of good repair and 
current services, while facilitating the future 
long-term development goals of Phases 2 and 
3. Included in Phase 1 will be rehabilitation of 
the existing Long Hallway and YMCA buildings; 
track, bridge and structural improvements to 
increase commuter capacity, and provision for 
additional equipment inspection capabilities.

Newark Draw Bridge Replacement & 
Capacity Enhancement
This project will replace the existing bridge with 
a more reliable, three-track bridge to enhance 
capacity and increase operating efficiency 
on the Morris and Essex, Gladstone, and 
Montclair-Boonton Lines to accommodate future 
ridership growth. While in the design phase, 
further research into the latest minimum vertical 
clearance requirements for maritime vessels 
per United States Coast Guard standards 
will be necessary to determine if the existing 
vertical lift bridge could be replaced with a more 
economical and reliable fixed bridge. 

Newark Light Rail Station 
Modernization and Access Program
This project will enhance passenger safety, 
modernize fare collection, and improve 
accessibility across the Newark Light Rail 
system. Passenger safety enhancements will 
include the introduction of platform edge doors 

(PED) to prevent passengers from entering 
track areas or getting too close to moving 
trains. Four Newark Light Rail stations — Park 
Avenue, Norfolk Avenue, Warren Street/NJIT, 
and Military Park — will receive accessibility 
improvements, such as construction of 
elevators, platform reconstruction, improved 
signage, and enhanced communications 
systems.

Brielle Draw Bridge Replacement and 
Capacity Enhancement
This project will replace the existing bridge with 
a more reliable, higher capacity, double-track 
movable bridge that has a higher vertical profile. 
The new bridge will provide increased rail 
capacity and improved operational efficiency 
along the North Jersey Coast Line corridor 
while reducing operating costs.  To raise the 
bridge’s vertical profile, the grade crossings on 
either side will need to be reconfigured. The 
raised vertical profile of the bridge will reduce 
the number of required marine openings, 
thereby reducing service disruptions, while also 
mitigating the risk of flood damage and potential 
for extended service outages during extreme 
events.

Regional Rail Station Modernization and 
Access Program
This project will construct high-level platforms, 
elevators, ramps, pedestrian overpasses, 
widened sidewalks and access paths at 30 
station locations (see Figure 4 2). In some 
instances, accessibility improvements will be 
paired with physical condition upgrades to 
improve overall station state of good repair. 
Projects at Bloomfield, Orange, Brick Church, 
Chatham, Avenel, and Dunellen/Netherwood/
Fanwood stations are expected to be among 
the first of these to move forward.
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Figure 3-1:  REGIONAL RAIL STATION MODERNIZATION AND ACCESS PROGRAM: GENERAL IMPROVEMENTS

3.3  PROJECTS THAT WILL START CONSTRUCTION 
IN FY2022 AND FY2023

West Summit Interlocking
This project has two phases. The first 
phase includes relocating the West Summit 
interlocking further west of the existing station 
and interlocking, installing a new turn track on 
the Gladstone Line, and installing two layover 
tracks near the existing NJ TRANSIT storage 
facility west of the station. 

The new track configurations and installations 
will allow for more through trains, which will 
increase line capacity, and facilitate future 
extension of the existing station platforms. The 
second phase includes repairing the existing 
wall and improving the drainage at track level.
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Hudson-Bergen Light Rail  Weehawken 
Tunnel Repairs
This project is part of NJ TRANSIT’s Hudson-
Bergen Light Rail State of Good Repair and 
Rehabilitation Program. The project will add 
lining to the approximately 1,000 feet of the 
Bergen Line Tunnel that was not lined during 
the tunnel’s initial construction to prevent water 
leakages. The tunnel and fan room need to be 
lined and a drainage system installed to prevent 
ground water from leaking into the tunnel and 
fan room. Water leakage from the unlined 
tunnel is causing the rail to prematurely corrode 
raising potential safety concerns, and water 
leaking into the fan room is causing electrical 
equipment to corrode preventing emergency 
fans from operating reliably.

River LINE Rancocas Creek Bridge 
Repairs at Delanco
This project is part of the River LINE State of 
Good Repair and Rehabilitation Program. The 
project will stabilize the Rancocas Creek Bridge 
structure to make the bridge safer and bring it 
to a state of good repair.

Newark Light Rail State of Good Repair 
and Rehabilitation Program, Phase 2
NJ TRANSIT has developed a multi-phase 
program to complete improvements throughout 
the Newark Light Rail system. Components of 
Phase 2 will be ready for construction within 
the next two years, including a project to 
replace track, track structures, drainage, and 
infrastructure at the entrance of the tunnel to 
Branch Brook Park Station.

Hoboken Terminal House Power Repair 
This project will replace the Hoboken Terminal 
House Power Supply including switch gear, 
transformers and associated relays, circuit 
breakers, power cables, electrical system 
components, and ancillary equipment. To 
improve the resiliency of the substation, it will 
be relocated above design flood elevation to 
the second floor of the Pullman & Immigrant 
Building (known as the Immigrant Building), 
which is adjacent to the existing substation. 
The Immigrant building will be upgraded to 
meet structural requirements for the substation 
and all modifications will comply with historical 
preservation requirements.

Henderson Street Substation Repair
This project will replace the Henderson Street 
Substation in Hoboken, including switch-gear, 
transformers and all other associated power 
cable, devices, and controls. The replacement 
substation will be located at the site of the 
existing Hoboken Yard Boiler Building, which 
will be demolished as the boiler has been 
decommissioned. Backup power and new 
utility service feeders will be included in 
the replacement substation. The substation 
will be located at design flood elevation or 
above, and include components designed to 
better withstand contact with saltwater where 
elements cannot be raised. The new substation 
will consist of a switchgear, with a new 1200 
amp main-double tie-main bus/circuit breaker 
configuration. Three emergency generators will 
be included in the new substation.

Bay Head Yard Substation Repair
This project will replace the Bay Head Yard 
Substation including switch-gear, transformers 
and all other associated power cable, devices, 
and controls. The Bay Head substation will be 
constructed on site. The replacement project 
will combine the functions of both existing 
substations into a single new substation. A 
redundant utility service feeder for the new 
substation will also be included. The substation 
will be located at design flood elevation or 
above, and utilize components designed to 
better withstand contact with saltwater where 
elements cannot be raised. The new substation 
will have two outdoor transformers. The 
substation transformers will feed a switchgear 
line-up inside the new substation building, 
which will power two wayside power unit 
substations and two building transformers for 
normal building house power supply. A new 
standby diesel generator system will be installed 
to supply standby building house power to 
replace the emergency generator damaged in 
Superstorm Sandy.
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Rail Operation Center Unit Substation
This project involves the design and construction 
of a new Rail Operations Center (ROC) Unit 
substation, which will be installed indoors at a 
higher elevation in its own dedicated building 
at the Meadows Maintenance Complex site 
in Kearny, NJ.  The project includes project 
administration, construction, the purchase of 
necessary equipment and materials, and any 
other related costs required to complete the 
scope.  

Hoboken Yard Wayside Power Repair
This project will assess, design, repair, restore, 
and complete resiliency work for power 
distribution systems and equipment located in 
the Hoboken Rail Yard that were damaged by 
Superstorm Sandy.  The work includes new 
transmission poles, feeder cables and the 
associated hardware to distribute power from 
the Henderson Street substation to the Depot 
Terminal substation and Wayside power.

Hoboken Yard Signal Power Repair
This project will design and construct 
modifications to the Hoboken Yard Signal 
Power Distribution system including raising 
components such as feeder and branch cables, 
transformers, and sectionalizing switches 
above design flood elevation. Modifications 
to existing poles and catenary structures and 
the installation of new poles will be included to 
support the additional structural loads from the 
new aerial cabling and elevated equipment. The 
project includes design, project administration, 
construction, the purchase of necessary 
equipment and materials, and any other related 
costs required to complete the scope.

Hoboken Facilities Power Distribution 
Systems Repairs
This project will design and construct repairs 
and replacements of existing systems, 
equipment, and facilities due to damage caused 
by Superstorm Sandy at Hoboken Terminal. 
Modifications to existing power distribution 
system within Hoboken Terminal will mitigate 
or avoid damage to the system in case of 
future flooding events similar to Superstorm 
Sandy.  The scope of work will include repairs 
to all submerged components of the power 
distribution system, raising equipment out of 
the flood zone or waterproofed designs,  repair 
work needed to connect replacement equipment 
to system elements that are in a state of good 
repair, and the design of replacement of 
equipment for the Inclined Switchboard, with 
the option to install it in alternate location to 
provide protection against future flood damage.

3.4  PROGRAMS THAT WILL BE CONCURRENTLY IN DESIGN 
AND CONSTRUCTION IN FY2022 AND FY2023 

Overhead Bridge Replacement 
Program 
NJ TRANSIT maintains over 100 overhead 
bridges that support roadways and walkways 
over NJ TRANSIT rail lines throughout the 
state. This program will identify and prioritize 
the replacement of the four bridges per year 
in greatest need of attention. Bridges to be 
rehabilitated in FY2022 and FY2023 that are 
currently in design include Franklin Avenue, 
Danforth Road, and High Street. A study of 
replacing Front Street Bridge also will be 
undertaken. This project will ensure future rail 
infrastructure reliability.

Undergrade Bridge Replacement 
Program 
NJ TRANSIT maintains 617 undergrade 
bridges, including 537 structures that support 
operating rail lines over roadways, streams and 
other features. This program will identify and 
prioritize the replacement of the four bridges 
per year in greatest need of attention. 

Bridges to be rehabilitated in FY2022 and 
FY2023 that are currently in design include 
Leland Avenue, Roosevelt Avenue, and Mill 
Road. 

Newark Light Rail Capacity 
Enhancement Program 
This project will modify 11 vehicles from three-
section units to five-section units, bringing 
increased capacity to the Newark Light Rail to 
meet anticipated demand. To allow for use of 
these longer units within the Newark Light Rail 
system, interlockings and switch modifications 
near Fulton Street and Broad Street first need 
to be completed. The scope of the program 
includes modification and extension of the 11 
light rail vehicles, a new power substation, and 
modifications to the existing yard to allow for 
storage of the longer light rail vehicles.
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3.5  ACCESS LINK
Access Link Brokerage Model Study
NJ TRANSIT will perform a comprehensive 
study to enable Access Link to comply with state 
legislation S2517. This bill, passed in October 
of 2020, directs NJ TRANSIT’s Access Link to 
coordinate with local, county-based, and other 
external transportation service providers and 
eventually pilot a brokerage model to partner 
with these providers. This study will establish 
best practices in technologies, standards, 
specifications, and operating procedures related 
to Access Link services and any legislation 
impacting paratransit service. This effort aims 
to evaluate Access Link’s current operations, 
identify best practices from brokerage models 
used by peer transit agencies, and define how 
a brokerage model can be designed to improve 
existing Access Link service for New Jersey.

3.6  INFORMATION 
TECHNOLOGY 

IT Rail Improvements
This set of projects will upgrade rail IT 
infrastructure to improve the customer 
experience, provide real time information 
updates, and invest in targeted rail infrastructure 
programs to reduce delays and alleviate 
capacity constraints. Projects include setting 
up Wi-Fi at Meadowlands Maintenance 
Complex (MMC), implementing the TrainPlan 
tool to create improved train schedules, and 
conducting a pilot project for enabling Wi-Fi and 
full cellular signals on the Raritan Valley Line.

3.7  FEDERAL PARTNERSHIPS 
– FUTURE OPPORTUNITIES

In the next two years, NJ TRANSIT is optimistic 
about the outlook for using federal grant funding 
and partnerships to progress the Capital Plan. 
The projects and programs included in the 
Capital Plan are easily configurable to adapt to 
shifting federal priorities and successfully take 
advantage of competitive grant opportunities. 
In FY2021, NJ TRANSIT was able to secure 
federal funding to advance some of the Capital 
Plan projects and programs and will continue to 
pursue funds in the coming years. Additionally, 
NJ TRANSIT reached significant milestones 
relating to the Gateway Program during 
FY2021. In late 2020, NJ TRANSIT completed 
a Capital Investment Grant agreement with the 
US Department of Transportation to advance 
construction of the Portal Bridge North 
project. In May 2021, the Federal Railroad 
Administration (FRA) and Federal Transit 
Administration (FTA) issued the Record of 
Decision for the Hudson Tunnel Project, which 
NJ TRANSIT will support as needed. 

Federal funding partners are pursuing 
partnerships with local agencies to advance 
infrastructure investments guided by equity, 
sustainability, and resiliency. At the national 
level, federal partners have shown a renewed 
interest in working with transit agencies to 
combat climate change and aid to disadvantaged 
communities to help narrow historic inequities, 
advance environmental justice, and promote 
affordable access to transportation. To combat 
climate change, additional funding opportunities 
for vehicle electrification are being considered. 
To help disadvantaged communities and narrow 
inequities, initiatives such as equity-focused 
planning grants, funding for clean infrastructure 
research and development, and workforce 
training are expected to be some of the future 
opportunities available for transit agencies. 

3.8  CAPITAL INVESTMENTS 
LONG-TERM OUTLOOK 

The initial Five-Year Capital Plan established 
a long list of initiatives that NJ TRANSIT 
can deliver over the next 20 years. The plan 
identified large-scale projects that typically 
require more than five years to complete. Long-
term investments would enable NJ TRANSIT 
to be responsive to future demand by making 
infrastructure and technology upgrades 
that can improve customer service, make 
operations more efficient, and contribute to a 
more sustainable environment. Investments in 
zero emission buses, rail analytics to identify 
the best investments to relieve congestions 
points, and resilient infrastructure would save 
money, improve customer and employee safety, 
enhance air quality, and result in better service. 

Long-term capital projects such as 
collaboration with the Gateway Program and 
the comprehensive multifaceted investment 
in Hoboken Terminal will provide New Jersey 
and the region with the resiliency and enhance 
connections to the cross-Hudson transportation 
network. NJ TRANSIT has already taken steps 
in the current Capital Plan by integrating and 
planning around these regional projects to 
position NJ TRANSIT to fully use the additional 
capacity in the future.
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4.1  THE 2020 CAPITAL PLAN AND THIS UPDATE
This is the first update of the Capital Plan. 
NJ TRANSIT will release regular updates 
to inform the public on the progress of the 
Capital Plan as projects are planned, funded, 
designed, constructed and delivered. As capital 
financing is provided on a cashflow basis and 
a capital plan often expresses funding needs, 
NJ TRANSIT will regularly update the public 
and other stakeholders concerning current 
programming of funds. Regular update of the 
Capital Plan will address the evolving needs 
of New Jersey, changes in technology, and 
other factors that shift the direction in the 
implementation of the Capital Plan

CAPITAL PLAN REPORT CADENCE 
In the middle of the five-year cycle, NJ TRANSIT 
will prepare a Mid-Plan update that will 
communicate the capital plan’s progress and 
implementation status; the plan’s anticipated 
state at the end of the five-year cycle; emerging 
challenges, trends and opportunities that may 
influence the revision of the capital plan, and 
how lessons learned will impact the next five-
year planning process. 

By the end of the five-year cycle, NJ TRANSIT 
will release a new five-year capital plan that 
responds to the 20-year project/program 
needs, and the cycle will repeat itself. Figure 
4-1 illustrates the sequence of planned Capital 
Plan reports. 

NJ TRANSIT’S CAPITAL PLANNING 
PROCESS
Figure 4-2 illustrates the current NJ TRANSIT 
capital planning process and the key milestones 
in the Capital Plan’s development and 
implementation. The capital planning process 
has evolved over the past year, and the previous 
planning processes are outlined in Appendix 
D.  For this year’s update, several of these 
milestones were revisited as described later in 
this section The following sections describe:

 » How Project Needs are Identified

 » How Projects are Evaluated and Prioritized

 » Scheduling of Projects over the Years of 
the Capital Plan

 » What the 2021 Capital Plan Update Means 
for our Customers and New Jersey

4  UPDATED CAPITAL 
PLAN PROCESS

4.2  HOW ARE PROJECT NEEDS FIRST IDENTIFIED 
AND PROJECTS DEFINED?

In developing the 2020 Capital Plan, a set of 
performance indicators was first formulated to 
drive the evaluation and implementation of a 
package of infrastructure projects and programs 
supporting the NJT2030 strategic goals. The 
goals and performance indicators, which are 
described in Section 2 of this update, have not 
changed. 

NJ TRANSIT staff from each department 
and transit mode review project and program 
needs identified in the 2020 Capital Plan to 
meet the NJT2030 goals and deliver on the 
performance indicators, while considering 
whether adjustments are required to address 
the challenges of the pandemic and related 
economic downturn discussed in Section 2 of 
this update.

One important source used in developing the 
list of projects in the Capital Plan is the set 
of needs identified in the bus, rail and non-
revenue vehicle fleet management plans 
and facility condition assessments, which 
are regular evaluations of the ability of those 
assets to support the customer service to which 
NJ TRANSIT is committed. As described in the 
2020 Capital Plan, asset condition assessment 
and management inform investment decisions 
as part of the NJ TRANSIT State of Good 
Repair Program to identify, track, and quickly 
respond to deteriorating conditions of assets 
wherever they occur. This approach transitions 
away from addressing infrastructure needs on a 
reactive, ad hoc basis to a more comprehensive 
project identification and prioritization process.

Figure 4-1:  CAPITAL PLAN REPORT CADENCE

Figure 4-2:  CAPITAL PLANNING PROCESS
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Capital Planning Process

Establish performance indicators to translate each Strategic 
Plan goal into metrics applicable to capital projects

Conduct a needs assessment from modal fleet plans, 
facility assessments, other department inputs

Identify projects: initial scopes, 
cost estimates, preliminary schedules

Develop evaluation criteria, 
and screen, evaluate, and rank projects

Develop a 20-year unconstrained schedule
for project delivery and cash flow

Set annual process to renew and 
reprioritize plan annually
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4.3  HOW ARE PROJECTS EVALUATED AND PRIORITIZED?
In the initial plan, each identified project and 
program was evaluated using a set of criteria 
tied directly to the five performance indicators 
and NJT2030 Strategic Plan goals, and the 
results were summarized on project sheets 
that provide information for each project. This 
update represents the reanalysis and review 
of priorities and programs over the next 5 and 
20 years. Concurrent with the development 
of the Capital Plan last year, NJ TRANSIT 
also developed a centralized and streamlined 
prioritization process for screening, evaluating 
and prioritizing projects before they are 
assigned to one of the potential development/
delivery channels: Strategic Planning projects, 
Major Projects, Minor Projects (that often can 
be performed by in-house staff), Job Order 
Contract projects (smaller projects that can 
be delivered quickly under existing/ongoing 
contracts), and Projects to be Delivered by 
Alternative Delivery Methods (such as Design-
Build). 

The newly assembled Capital Advisory Team 
(CAT) will meet quarterly throughout the year to 
re-examine priorities and available funding and 
keep projects moving forward. Each project is 
evaluated through the lens of the five goals of 
the NJT2030 Strategic Plan. Using this lens will 
enable each project to support NJ TRANSIT’s 
strategic goals. The evaluation is also informed 
by the most up-to-date information available on 
the impacts of the pandemic on transit ridership 
and the economy, as well as consideration of 
possible scenarios for the recovery from the 
past year.

EVALUATION CRITERIA
Thirteen evaluation criteria were used to 
evaluate each project in 2020 and identify the 
blend of desired impacts and benefits expected 
from each project. The evaluation criteria focus 
and expand on the five performance indicators, 
add a more granular level of detail, and 
recognize how different projects can contribute 
to the strategic goals in different ways. The 
evaluation criteria were reconsidered, and 
some were more clearly defined or expanded 
to reflect the themes of this year’s update. 

Together, the evaluation criteria used to 
evaluate the projects in the Capital Plan 
capture the breadth of NJ TRANSIT’s 
commitment to investing in a more resilient, 
equitable, and sustainable future. The United 
Nations Sustainable Development Goals 
call for achieving sustainable development 
in three dimensions – economic, social and 
environmental – in a balanced and integrated 
manner. Sustainable transportation achieves 
better integration of the economy while 
respecting the environment and improving 
social equity, health, resilience and productivity. 
The NJ TRANSIT Capital Plan considers the 
sustainability of investment in each capital 
project from all these perspectives.

A major driver in the latest fleet plans is the need 
to meet New Jersey State-legislated mandates 
for purchase of zero emission vehicles and 
related charging infrastructure, signed by 
Governor Murphy in January 2020. The 
legislation (S2252) establishes initial targets: 
a) by December 31, 2024, at least 10 percent 
of NJ TRANSIT’s new bus purchases must be 
zero emission buses, and the percentage of 
zero emission bus purchases must increase 
to 50 percent by December 31, 2026, and b) 
by December 31, 2025, at least 25 percent of 
State-owned non-emergency light duty vehicles 
must be zero emission. Both targets increase 
to 100 percent of both fleets by later years 
specified in the legislation. This Capital Plan 
update provides detail on how NJ TRANSIT is 
advancing projects to meet these targets, such 
as the Bus Garage Modernization Program and 
the Northern Bus Garage projects. 
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The evaluation criteria are:

 » State of Good Repair (SOGR): SOGR is 
vital to stabilize and maintain the system 
in order to ensure asset performance and 
support NJ TRANSIT’s committed level of 
transit service. Significant investment is 
required to restore the value of the capital 
assets and bring them back to a SOGR to 
support the safety, customer experience, 
resilience, and sustainability goals of 
NJT2030. Projects are scored under this 
criterion based on whether they restore 
or replace facilities, infrastructure and 
vehicles to meet current industry standards 
and assure customer service.

 » Equity, Inclusion & Accessibility: The 
mobility provided by public transit plays 
a critical role in creating a more inclusive 
society, improving people’s lives regardless 
of race, economic standing or physical 
ability. Households in low-income areas 
typically own fewer vehicles and have 
longer commutes, resulting in higher 
transportation costs, especially in relation 
to income. Investments that are better 
able to support the needs of people for 
safe, affordable and reliable access to 
education, employment, food, healthcare, 
and social and leisure activities benefit 
disadvantaged communities, can improve 
residents’ health and social mobility, and 
create long-term economic opportunities. 
Projects are scored based on whether 
they allow persons with limited access to 
automobiles, bicyclists/pedestrians, low-
income populations, speakers of different 
languages and people with disabilities to 
use the system with ease and convenience, 
as well as projects that support workforce 
development opportunities.

 » Environmental Sustainability/Air 
Quality: Capital investments that improve 
air quality by promoting use of cleaner 
and renewable energy or furthering the 

use of public transit over low-occupancy 
automobile use and/or reduce other 
adverse environmental impacts, further 
environmental sustainability. Transportation 
is the greatest contributor to energy-
related global greenhouse gas emissions. 
Consistent with the Paris Agreement 
on climate change, projects are scored 
under this criterion based on the extent to 
which they reduce greenhouse gas and 
particulate emissions, promote cleaner 
sources of energy and reduce other 
environmental impacts.

 » Ridership/Capacity: If a project has a 
significant impact on either increasing 
ridership through an increase in line 
capacity or vehicle capacity, it would 
score high under this criterion. All projects 
are scored based on the extent of direct/
indirect impacts they might have on 
ridership/capacity.

 » Service Reliability: Transit reliability is 
almost always measured by the system’s 
on-time performance. Projects are 
evaluated as to their impact on increasing 
the probability that a vehicle can arrive 
on-time at designated stations/stops and/or 
enable transfer to other modes of transport 
where applicable; the scoring considers 
improvement in on-time performance as a 
result of reduction in the causes of possible 
delays and introduction of backup facilities 
to provide redundant service capacity to be 
readily available when necessary.

 » Business Performance/Financial 
Sustainability: Robust business 
performance is critical for NJ TRANSIT 
to be able to remain resilient and 
improve its financial sustainability. In 
order to fulfill its mission and advance 
the vision of being an innovative, world-
class public transportation provider 
that meets the travel needs of every 
customer, NJ TRANSIT will need to fund 
all O&M and capital costs as needed on a 

continuous basis that assures the reliability 
and performance of its vehicles and 
infrastructure to support service. This can 
be achieved by increasing revenue and/or 
reducing O&M costs through better asset 
management, among other ways, while 
remaining committed to improved access. 
Projects under this criterion have been 
scored based on the impact they have on 
improving business performance.

 » Service Quality/Frequency: This criterion 
focuses on investments that increase 
the potential of providing more frequent, 
convenient, and attractive service to the 
public. Projects are scored under this 
criterion based on their impact on service 
frequency.

 » Comfort: One of the most important 
aspects of the customer experience is 
the passenger’s comfort while using 
NJ TRANSIT services. This means better 
facilities in waiting areas, cleaner vehicles, 
comfortable seats, and much more. 
Projects are scored under this criterion 
based on their ability to improve passenger 
comfort.

 » Regional Effect/Socioeconomic 
Sustainability: Projects are scored under 
this criterion based on their potential to 
provide or strengthen long-term social and 
economic benefits for the communities 
served by NJ TRANSIT. Projects that 
provide benefits for the greatest number of 
people, including projects with beneficial 
effects on the system network as a whole, 
are scored higher.

 » Intermodal Integration: One of the 
most important aspects of building a 
transit-friendly community is intermodal 
integration, which makes the transfer 
between two or more modes during a 
trip as easy and seamless as possible. If 
a person can take the bus from within a 
five-minute walking distance of their place 

of residence to a commuter rail station 
to reach their place of work, it is more 
helpful than if that person takes a car to the 
commuter rail station. The extent to which 
projects facilitate improved integration 
among different modes of transportation, 
including bikes, light rail, commuter rail, 
bus, pedestrians, and even cars, is used to 
score projects under this criterion.

 » Health and Safety: It is critical for 
NJ TRANSIT to provide safe and healthy 
conditions for its riders and employees. 
Projects are ranked based on whether they 
address a safety concern by reducing or 
eliminating the potential of accidental harm, 
promote cleaner vehicles and stations, 
improve ventilation, or improve related 
conditions under this criterion.

 » Resiliency: Changing climate, extreme 
weather events, such as storms, heat 
waves, flooding and sea-level rise, and 
other, human induced acute shocks to 
NJ TRANSIT’s operating environment 
impact the ability of the transit system to 
continue providing service, in turn affecting 
security, health, and the economy. Capital 
projects must build more resiliently to 
address such threats. Resiliency is also an 
area that calls for technological innovation, 
including clean energy technologies to 
combat climate change and meet New 
Jersey’s legislatively-mandated targets 
for NJ TRANSIT’s bus and non-revenue 
vehicle fleets. Projects are scored based 
on how resilient they would make the 
NJ TRANSIT system and the communities 
that NJ TRANSIT serves and their 
contribution to meeting state targets.
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 » Project Readiness: The state of readiness 
of the projects matters most when deciding 
which projects to implement first. Projects 
that are only in the preliminary planning 
stage, regardless of their importance, 
may take much longer to execute than a 
project that is ready for procurement or 
has already benefitted from investment 
via State or Federal sources. Under this 
criterion, projects that are further along 
in their state of readiness and have 
already overcome such early project 
implementation risks as uncertainty about 
regulatory approach or funding/financing 
viability would rank higher. For instance, a 
project that is midway in its implementation 
would be ranked higher than a project that 
only has preliminary designs ready for 
review and approval.

In 2021, the relative weights of each criterion 
in the prioritization process also were 
reconsidered to reflect the themes of this year’s 
update. Resiliency was given greater weight, 
and Equity, Inclusion and Accessibility were 
included among the criteria given the highest 
weight in the prioritization of projects this year.

Some criteria reflect more than one of the five 
Strategic Plan goals, as illustrated by Table 4-1.

Use of the evaluation criteria allowed 
NJ TRANSIT to evaluate the projects relative 
to each other, but the Capital Plan is based 
not only on the specific merits of individual 
projects and programs. It is also based on the 
overall needs of the system, both existing and 
expanded; the value for the dollar invested 
in each project; how quickly projects can be 
delivered; and how the projects work together 
to produce the best value for the transit system, 
customers, and the state as a whole.  

STRATEGIC PLAN GOAL EVALUATION CRITERIA

Ensure the reliability, and continued 
safety of our transit system

 » Reliability

 » Environmental Sustainability/Air Quality

 » Service Quality/Frequency

 » Resiliency

 » Health & Safety 

 » SOGR

Deliver a high-quality experience for 
all our customers, with their entire 
journey in mind

 » Ridership/Capacity

 » Reliability

 » Comfort

 » Health & Safety

 » Equity, Inclusion & Accessibility

Power a stronger and fairer New 
Jersey for all communities in the 
region

 » Intermodal Integration

 » Equity, Inclusion & Accessibility

 » Regional Impact/Socioeconomic 

Sustainability

 » Financial Sustainability/Business 

Performance

Promote a more sustainable future 
for our planet

 » Environmental Sustainability/Air Quality

 » Regional Impact/Socioeconomic 

Sustainability

 » Resiliency

 » Ridership/Capacity

Build an accountable, innovative, and 
inclusive organization that delivers 
for New Jersey

 » Equity, Inclusion & Accessibility  » Financial Sustainability/Business 

Performance 

Table 4-1:  NJT2030 STRATEGIC PLAN GOALS AND EVALUATION CRITERIA

4.4  PROGRAMMING THE PROJECTS OVER TIME
The Capital Plan program is a comprehensive 
list of initiatives that NJ TRANSIT can deliver 
over the next 20 years, even if the project 
does not have a dedicated source of funding 
identified. The Capital Plan programs work 
by expected expenditures per year, with the 
understanding that it is not possible to design 
and construct all projects at once. Projects 
already in development that can be enacted 
quickly and have demonstrated value in 
improving the performance and reliability of the 
transit system are programmed into the plan. As 
funding is identified, the Capital Planning team 
plans for the projects with regular reviews of 
funding and expenditures included in the Capital 
Plan. Updated project and program cash flows 
are included in Appendix A. 

The update is intended to maintain the 
continuity and momentum of the adopted 
Five-Year Capital Plan. As noted in Section 
2 of this update, consideration of the timing 
of each project within the Capital Plan also 
took into account the issues and topics in the 
past year affecting the transit system and its 
priorities, including investments that improve 
the resiliency and sustainability of the transit 
system, facilitate economic revitalization and 
employment opportunities, address equity by 
meeting the needs of underserved communities 
and communities that have born more than 
their fair share of economic, health and 
environmental impacts, and make transit safer 
and healthier for customers.
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4.5  IMPROVING THE CAPITAL PLANNING PROCESS
NJ TRANSIT’s Capital Planning team intends 
to further improve and refine the capital 
planning process, including the analysis 
necessary to inform and support efforts of 
project development and prioritization. Such 
improvements are listed in this section

PROJECT INITIATION PROCESS
NJ TRANSIT recently developed a project 
initiation process to ensure that potential 
new projects are scoped efficiently and then 
tracked responsibly to address all potential 
capital investments.  Previously, NJ TRANSIT 
did not have a formal project initiation process 
or a way of tracking potential project requests, 
statuses, or in some cases, unnecessary 
duplication of work efforts. The project initiation 
process, available to various stakeholders 
within NJ TRANSIT, will include several steps 
and reviews to create a series of project control 
“checks and balances.” Formal reviews by 
the Chief Engineer and the Capital Planning 
team will ensure strategic alignment within the 
Five-Year Capital Plan along the processes 
of scope development, cost estimation and 
project scheduling.  A committee of agency 
representatives, known as the Capital Advisory 
Team (CAT) will review all requests and follow a 
streamlined and consistent project development 
process.  Using a newly procured budgeting 
and management software program, these 
new methods will increase communication and 
transparency and enhance our ability to track 
diligently all potential projects within the agency.

RAIL INFRASTRUCTURE 
PERFORMANCE MODELING
As a key driver to inform the impact, benefit-
cost, and priority of major rail infrastructure 
projects, capital planning intends to launch a 
rail performance modeling activity. This activity 
will focus on evaluating the current performance 

of the agency’s rail network, developing 
different scenarios for the performance needs 
of NJ TRANSIT’s rail lines in the future, and 
creating a model that simulates rail movements 
and existing and future infrastructure 
performance throughout the NJ TRANSIT 
system. NJ TRANSIT will use this capability 
to vet existing envisioned projects, quantify 
the project’s impact to inform the prioritization 
score, inform design requirements, identify 
opportunities to improve infrastructure 
performance, determine the correct sequence 
of implementation based on interdependencies 
and identify new projects to prepare the agency 
for the future.

BUSINESS CASE REPORTING
For major projects and programs, NJ TRANSIT 
will begin to adopt the practice of developing 
business case reports that identify the project’s 
ability to achieve key objectives and goals of 
the agency and measure the potential impact 
of the project. These reports will help inform 
NJ TRANSIT and its prioritization process and 
will be broken into four major categories: a 
capital planning case to cover agency goals and 
to develop quantitative and qualitative capital 
performance benchmarks, an economic case 
to capture the economic value to stakeholders, 
a financial case to understand the financial 
planning and impacts of the project, and a 
constructability/ease of adoption case to 
understand the project’s constructability 
challenges and plan how the project can be 
transitioned to operations upon completion. 
The capital planning case will evaluate and 
determine the value of a project against the 
goals; how the investment can address an 
identified need, problem or opportunity; its 
benefits and its feasibility. It will result in 
determination of a preferred option for inclusion 
in the capital plan, preceding further refinement 
and design.

ZERO EMISSION BUS TRANSITION 
& INVESTMENT PLAN
This plan will be used to further refine the capital 
investment plans and establish milestones to 
aid successful implementation of the agency’s 
infrastructure, fleet, and technology investments. 
The transition to a zero emission bus fleet is a 
unique challenge for the agency and will likely 
define the future of NJ TRANSIT’s surface 
operations. NJ TRANSIT is in the process of 
developing a transition and investment plan to 
develop the specifications and best practices 
for zero emission bus vehicles, equipment and 
technology. The plan will analyze the impacts 
of future fleet demand, fleet transition, and 
bus garage design and determine technology 
needs, operation and maintenance needs, and 
implementation challenges. 

ENTERPRISE ASSET MANAGEMENT 
(EAM) 
NJ TRANSIT is establishing an EAM program 
and implementing the agency’s Transit Asset 
Management Plan (TAMP), to develop a 
centralized asset management system and 
achieve agency-wide strategic alignment to 
efficiently manage the agency’s asset portfolio. 
A centralized asset inventory database, where 
assets and components are identified based on 
their relationship and function, is being created, 
along with setting the appropriate condition and 
performance rating system for all asset classes. 
The goal of the EAM system is to enable 
better management of assets and develop an 
improved understanding of asset performance 
against strategic goals. Understanding the gaps 
in asset performance will inform the process of 
identifying capital needs and projects early in 
the capital planning process.
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4.6  WHAT THE 2021 CAPITAL PLAN UPDATE MEANS FOR 
NJ TRANSIT CUSTOMERS AND NEW JERSEY

The Capital Plan represents NJ TRANSIT’s 
continued focus, review and investment 
in new and improved facilities, vehicles, 
and infrastructure to serve residents and 
businesses. Such investments create thousands 
of construction jobs that will reinvigorate 
communities and build back the system after 
over a decade of neglect. Across the State, 
NJ TRANSIT is responding to challenges and 
seizing opportunities to build a more sustainable 
and equitable future by investing in economic 
opportunity and community development, 
powering vehicles and infrastructure using 
clean technologies, increasing the efficiency 
and safety of the transit system, and assuring 
the flexibility to deploy vehicles that meet the 
mobility and access needs of all customers. 
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APPENDIX A – CAPITAL 
PLAN FINANCIAL SHEETS 
Appendix A contains four tables representing all 
pertinent financial information for the FY2022 
Five-Year Capital Plan Update. These tables 
were included in the original version of the 
Capital Plan and have been updated to reflect 
actual spending and funding estimates.

Appendix A Table 1: Capital Plan 
Financial Summary
This financial table is the cumulative summary 
of Tables 2, 3 and 4.  Numbers designated 
in green represent projects that have already 
been funded fully or partially with existing or 
expected resources. Numbers designated in 
gray represent projects or portions of projects 
that are not funded at this time.  Those projects 
in gray, although without identified funding, 
represent improvements and initiatives that 
NJ TRANSIT feels are necessary and critical 
for efficient and effective customer service. 

Appendix A Table 2: Capital Plan: Major 
Projects and Programs Unconstrained 
Estimated Cash-flow Sheet
This table features NJ TRANSIT’s major capital 
projects, programs, and initiatives, highlighted 
by mode and asset category. Most of these 
items are timely with benefits expected in the 
near or long-term.  Each of these projects 
or programs is supported by a one-to-four-
page description that speaks not only to the 
scope of the improvements but also details 
the total project cost with a description of the 
project’s value to customers, the value to the 
State, and a specific radar chart that shows 
how well the project performs under a project 

evaluation process.  Likewise, each item lists 
the total of the previous years’ actual cash flow 
expenditure, a cash flow actual for FY2021 and 
a projection of cash flow expenditures over the 
next four years from FY2022 until FY2025. If 
those expenditures are funded, they are shown 
in green typeset and if they are not funded, they 
are shown in gray typeset. 

Additionally, each annual cashflow expenditure 
has a background color that shows the item’s 
specific phase of development, design or 
construction associated with that year’s 
expenditure. For example, a project in a project 
development phase will be shown with a beige 
background, a land acquisition/preliminary 
engineering phase in yellow, a final design 
phase in green, a construction phase in blue 
and in a few cases, a project will be shown in 
purple for a design-build phase.  

Appendix A Table 3: Capital Plan: 
Rehabilitation Projects and Programs 
Unconstrained Estimated Cash-flow 
Sheet
Table 3 represents a relatively small group 
of investments, that are performed primarily 
by NJ TRANSIT in-house forces.  These 
investments include projects to: fix and replace 
fleet and maintenance facilities; rehabilitate 
and paint undergrade and overhead bridges; 
renew track and roadbeds; rehabilitate 
power substations and distribution systems; 
and inspect bridge systems.  Work already 
funded with existing funds is shown in green. 
Other investments without identified funding, 
requested by the operating departments, are 
designated in gray.
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Appendix A Table 4: Capital Plan: Other 
Existing NJ TRANSIT Program Items 
Estimated Cash-flow Sheet
Table 4 represents many of the projects that 
are already well underway at NJ TRANSIT.  
Specific priority projects are called out in this 
table, specifically those projects funded by the 
Sandy resiliency program.  Also residing in this 
Table 4 are the fixed expenses in the Capital 
Plan, specifically funds dedicated to capital 
maintenance, debt service, local programs, and 
Amtrak PRIIA Lease Payments.

APPENDIX B – UPDATED 
PROJECT SHEETS 
Appendix B includes all project sheets that have 
been updated since the original publication of 
the Capital Plan. 

APPENDIX C – CAPITAL 
PLAN NARRATIVE UPDATE
Appendix C features a written narrative 
describing the Capital Plan and is meant to 
supplement the previously published Capital 
Plan Executive Summary. 

Each of the appendices included in this first update to the Capital Plan are described below. The 
appendices compliment the information presented in this report and provide more detailed updates 
on a project’s progress, current phase, estimated costs, and timeline. 
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