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EXECUTIVE
SUMMARY
NJ TRANSIT is the largest state-wide transit
system in the country, providing mobility to the
residents of the nation’s most densely populated
state. In addition to delivering affordable,
efficient access to jobs, schools, health care,
stores, entertainment and other destinations for
our customers (see Figure I-1), NJ TRANSIT
creates health and environmental benefits
for the entire State by reducing vehicle miles
traveled by automobiles and associated air
pollution. The future of NJ TRANSIT has been
laid out in our 10-Year Strategic Plan, NJT2030.

NJT2030 STRATEGIC GOALS
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
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The NJT2030 vision is dependent on
infrastructure and equipment maintained to a
state of good repair. If the transit system is not
maintained in a state of good repair, the quality
and reliability of service will suffer and directly
impact our customers. With proper planning
and investment, NJ TRANSIT’s infrastructure
and equipment can support improvements in
operational business performance, enhance
the customer experience, improve safety in
operations, and make the system more resilient
to extreme weather. Capital investment allows for
a continuous state of good repair,and targeted
expansion of the system and is essential for
a safe and cost-effective transit system that
performs to the level that our customers
expect. Over a decade of disinvestment in
these assets threatens current and future
system reliability. Current capital funding levels
leave NJ TRANSIT struggling to keep up with
the growth of New Jersey, instead of leading
the way as the engine of economic growth.
Significant investment is required to restore the
value of the capital assets, bring them back to
a state of good repair, and advance initiatives
that support the safety, customer experience,
resilience, and sustainability goals of NJT2030.

Figure i-1: REGIONAL ECONOMIC
CLUSTERS AND SERVICE AREAS
Source: American Community Survey
2017 5-year averages
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The Vision That
Can Be Achieved
Through Our Capital
Investments
1

Improve the transportation network’s
accessibility & usability for all.

2

A reliable light rail system improves
local connectivity.

3

Less congested roadways in city
centers facilitate pedestrian-focused
communities that are healthier (less
noise & air pollution), safer, and
improve community development and
economic competitiveness.

4

Expanded yard facilities allow for a
carrying capacity to improve system
reliability.

5

Integrated public transportation
network reduces the need for
additional parking and allows for
mixed-use, pedestrian-friendly
development.

6

The improved rail system is more
system issues to provide a more
reliable service.

VIII

NJ TRANSIT: CAPITAL PLAN

7

Communities from the city to the
suburbs to the rural regions are better
connected and see improved travel
times regardless if you drive, ride,
bike, or walk.

8

Expanded bus garage facilities
improves reliability, comfort,
cleanliness, and reduce crowding of
operations allowing for a more reliable
and comfortable ride.

9

Explore opportunities for bus priority
and bus transitways to reduce
congestion on local roads and
improve on-time performance.

10

Suburban communities are
strengthened by stronger
transportation networks and are
competitive in attracting new
residents to drive the local economy.

11

Improved rail network alleviates
congestion on critical highways
reducing strain on these arteries.

12

including the transition to larger
articulated buses, improves carrying
capacity and system reliability.

13

Suburban and exurban communities
are provided additional links to
major centers of economic activity,
improving community development.

14

Innovative IT investments include
improved mobile apps that provide
you with access to timely information
on a your mobile phone and allow you
to purchase tickets, plan your trip,
and interact with other transportation
options without touching anything but
your own device.

15

Upgrade asset management and
business systems so that the agency
of good repair concerns, reduce
maintenance delays, expeditiously
upgrade software systems, and
increase resiliency by enabling staff to
work remotely.

16

New IT systems that dispatch and
monitor buses would allow for the
deployment of emerging technologies
that improve public health, such as
zero-emission buses and contactless
fare payment.

CAPITAL INVESTMENTS THAT ADVANCE NEW JERSEY
The Capital Plan is a comprehensive capital
investment strategy that describes what
NJ TRANSIT can achieve with sustained and
dependable funding over an extended period.
NJ TRANSIT embarked on the capital planning
effort to identify, develop, and vet potential future
capital projects targeted to achieve the vision
and goals identified in NJT2030. By providing
an unconstrained view of funding needs, the
Capital Plan provides a path forward to a vastly
improved customer experience and a future of
healthy, inclusive, and sustainable communities
throughout New Jersey.

As the State of New Jersey advances Governor
Murphy’s “Road Back” plan for recovery
from the COVID-19 pandemic, investment in
NJ TRANSIT’s infrastructure will help power
New Jersey’s resurgence: creating new jobs
and direct investment at a time when New
Jersey needs it most.

Executive Summary
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IDENTIFYING, PRIORITIZING AND IMPLEMENTING
A RANGE OF TRANSIT IMPROVEMENTS
NJ TRANSIT began the capital planning
process by developing performance indicators
that drive the evaluation and implementation of a
package of infrastructure projects and programs
supporting the NJT2030 strategic goals. The
performance indicators translate the Strategic
Plan's goals into metrics applicable to capital
projects. The five performance indicators are:
State of Good Repair
Repair or rehabilitate facilities so that they
can operate at a safe and efficient level of
performance or modernize facilities to meet
current industry standards.
Customer Experience
Provide customers with a positive transit
experience by being responsive to their everchanging needs and expectations.

X
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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.

NJ TRANSIT marshalled its professional
staff from all departments and transit modes
to produce a needs assessment and a
comprehensive list of projects and programs
selected with the overall objective of enabling
the transit system to meet the NJT2030 goals
and deliver on these performance indicators.
Each project and program was evaluated, and
the results were summarized on project sheets
that provide information for each project and
program.
This Capital Plan is based not only on the
specific merits of individual projects and
programs, but 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, our customers, and the
state as a whole.
With the understanding that it is not possible
to construct all projects at once, NJ TRANSIT
arrayed the projects and programs by
expected expenditure per year. Projects that
addressed the highest state-of-good-repair
needs were given highest priority. More
straightforward projects and those already in
development, which could be enacted quickly
and had demonstrated value in improving the
performance and reliability of the transit system
were identified and advanced in the plan.
This Capital Plan also describes a longer list
of initiatives that NJ TRANSIT can deliver over
the next 20 years if an appropriate level of
capital funding can be sustained. Large-scale
projects typically require more than five years
to complete. The intent is to make this five-year
plan the first of a series of regularly updated
rolling five-year plans that build on the initial
momentum and adapt over time to meet the
evolving needs of New Jersey and to respond
to changes in technology.

Long - ter m investment c ould enable
NJ TRANSIT to stay ahead of the curve and
meet future demand, as businesses and
communities grow. This investment could
allow NJ TRANSIT to deploy new technology
to improve customer service, to operate
more efficiently and to contribute to a more
sustainable environment. The projects identified
through this process are also critical to making
the transit system resilient in the face of
emerging threats, such as sea-level rise and
climate change.
Bus
The Capital Plan calls for investments that would
enable the bus network to meet the modern-day
expectations of our customers. Bus riders would
benefit from more reliable and cleaner rides
due to new and modernized garages that can
enable us to store and maintain enough buses
to meet growing passenger demand. New
buses, including zero-emission and articulated
buses with more seats, would be cleaner and
more energy efficient and would accommodate
additional passengers. NJ TRANSIT will study
new bus rapid transit systems that provide
express service, using technology to minimize
delays from congestion. New information
technology could allow for more effective
deployment of buses in response to real-time
information on traffic congestion.
A signature project would be a major new bus
garage and maintenance facility, which is critical
to providing more reliable service, introducing
zero-emission buses, and expanding capacity.
Rail
Rail improvements range from new multi-level
rail cars accommodating more passengers per
train, to rehabilitated stations providing universal
access, and new and improved bridges, rail
yards and interlockings, which are the invisible
behind-the-scenes infrastructure critical to
delivering on-time performance. Taken together,
these improvements would remove bottlenecks
and produce a more flexible rail network that is
not vulnerable to disruptions in service.
Executive Summary
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A signature initiative of this Capital Plan is a
comprehensive overhaul of Hoboken Terminal,
including the supporting rail yard facilities and
the lines servicing the station, to make the
facility resilient in the face of storm surges and
to enable the station to reach its full potential in
relieving the crowding for commuters crossing
the Hudson River to work.
Light Rail
Light-rail systems would benefit from new
vehicles, an overhaul of older vehicles, station
improvements, and system expansion to provide
service to areas with the potential for residential
growth and job creation. There is emphasis on
maintaining a clean reliable fleet.
Access Link
Access Link is our paratransit service for those
with disabilities preventing them from accessing
buses, trains and light-rail vehicles. In an effort
to provide universal access to all State residents,
the Capital Plan highlights opportunities to
increase the size of the program to serve more
customers by buying new vehicles, introducing
new technology to better connect customers

XII
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with rides, and acquiring new, larger facilities
to house workers who dispatch the vehicles and
to store and maintain the fleet.
Information Technology and Sustainability
Technology is the key to delivering more
efficient and convenient transit service and
moving the State forward. New technologies
and innovations include zero-emission
buses and the equipment to support them,
software innovations that allow for the most
efficient deployment of resources (such as
bus dispatching, traffic signal timing controls,
automation, remote diagnostics of mechanical
issues, more frequent train service) and
applications to directly address customer
needs and provide more and better real-time
information. These investments would focus
on enhancing our systems’ flexibility and
adaptability.

Partnerships
NJ TRANSIT is committed to working with all its
stakeholders, customers, elected officials, and
advocates, to coordinate transit improvements.
These team efforts produce more attractive and
sustainable transit-oriented developments that
reduce costs, congestion and pollution, and use
innovative methods of financing. NJ TRANSIT
plans to pursue more public-private partnership
and joint development opportunities, building on
the success of transit-oriented development in
places such as Orange, Metuchen, Pleasantville
and Rahway. The synergies resulting from these
cooperative initiatives can generate sources of
funding to sustain needed investment.

Pandemic Response
NJ TRANSIT is actively engaged in adapting
its capital program to address the challenges
posed by public health emergencies, such as
the COVID-19 pandemic. These measures
range from an evaluation of contactless fare
payment to revisiting the way we design station
interiors and vehicles to allow for passenger
spacing and to facilitate more thorough cleaning
of vehicles and other spaces.

Executive Summary
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THE CAPITAL PLAN BUILDS ON PROGRESS ALREADY IN MOTION
Since 2018, NJ TRANSIT has invested more
in construction than it had in the preceding
decade, creating thousands of construction jobs
that reinvigorate communities, and building back
up a system after over a decade of neglect.
Today, NJ TRANSIT is advancing over $2
billion in projects to prepare the agency to
better withstand and recover from extreme
weather events and to bring long neglected
assets up to a state of good repair. Across the
State, NJ TRANSIT is constructing new rail
power substations, replacing power and signal
cable, and rebuilding critical rail infrastructure.
Superstorm Sandy resiliency work has quickly
advanced and is drawing to a conclusion,
including signal and power upgrades along
the North Jersey Coast Line and at Hoboken
Terminal. Construction work for the first
contracts of both Long Slip Fill and Raritan
River Bridge have been awarded. NJ TRANSIT
has partnered with Public Service Electric &
Gas to advance construction of a $232 million
substation.

XIV

NJ TRANSIT: CAPITAL PLAN

Development has already begun on the
Innovation Challenge, which will leverage
innovative technology and par tnering
approaches to deliver direct transit access from
Secaucus Transfer to the Meadowlands sports,
entertainment, and shopping complex.
Construction of the new ~$1.8 billion Portal
North Bridge project is within reach, as
NJ TRANSIT recently secured a medium-high
rating from the Federal Transit Administration,
moving the project closer to its next stage and
a full funding grant agreement.
NJ TRANSIT is advancing Positive Train Control
across its rail network. NJ TRANSIT reached
a critical milestone in 2018, completing in a
single year 88% of system-wide installations on
vehicles and track. NJ TRANSIT entered the
revenue service demonstration testing process
this year and continues to move the project
toward completion.

NJ TRANSIT is investing in equipment that
will improve the customer experience. Some
improvements are already visible. For example,
NJ TRANSIT purchased 182 new cruiser buses
last year, providing safer, quicker, and more
comfortable rides to thousands of suburban
commuters, and recently increased its fleet
for the first time in more than a decade when
it received delivery of new articulated buses,
for use in primarily urban areas with dense
populations and higher ridership. NJ TRANSIT
is purchasing 113 next-generation multi-level
rail cars. All of these fleet purchases will
provide reliable, comfortable service with more
customer amenities
Asset condition assessment and management
are infor ming investment dec isions.
NJ TRANSIT is transitioning to a business
model that uses transit asset condition to guide
the optimal prioritization of funding, including:
» Completing condition assessments of all
statewide, customer-facing stations and
facilities;

» Preparing complete inventories and
assessments of culverts, drainage
structures, bridges, and other
infrastructure;
» Creating and staffing an Enterprise Asset
Management office to lead NJ TRANSIT’s
transition to a centralized, conditionfocused system;
» Revising construction procurement terms
to require that components are inventoried
with useful life and other data when new
projects are completed; and
» Launching a “State of Good Repair
Program” to identify, track, and quickly
respond to deteriorating conditions of our
assets wherever they occur.
This Capital Plan is another step in
NJ TRANSIT’s transition away from addressing
infrastructure needs on a reactive, ad hoc basis
to a more comprehensive project identification
and prioritization approach.
Executive Summary
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NJ TRANSIT’S
VISION FOR
NEW JERSEY’S
FUTURE
NJ TRANSIT's Vision for New Jersey's Future
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1 NJ TRANSIT’S
VISION FOR NEW
JERSEY’S FUTURE
OUR MISSION: Move New Jersey and the region by providing

safe, reliable and affordable public transportation
that connects people to their everyday lives, one
trip at a time.

OUR VISION:

NJ TRANSIT will be an innovative, world-class
public transportation provider that meets the
travel needs of every customer.

This Capital Plan builds on the vision set forth in the NJT2030 Strategic Plan. To become a
world-class transit agency, significant investments would be needed so that NJ TRANSIT
could become a truly integrated network of transportation assets. We innovate to improve
every customers’ quality of life, grow our economy, and protect our environment. We will
deliver our vision one trip at a time, connecting people to where they need to go.
The following five goals of NJT2030 drive the agency’s investments:

Ensure the reliability
and continued safety of
our transit system

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

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

Promote a more
sustainable future for
our planet

Build an accountable,
innovative and inclusive
organization that delivers
for New Jersey
1-2

NJ TRANSIT: CAPITAL PLAN

This Capital Plan utilizes these goals as a
foundation and roadmap in developing and
evaluating targeted capital investments. The
proposed projects would enhance system
reliability, improve customer experience, connect
our communities, promote sustainability, and
improve the effectiveness of our workforce.
There is a focus to address concerns about
equity and environmental justice.
The driving force behind our capital plan is to
improve the lives of all New Jersey residents,
not only for those who use the transit system,
but also for those who benefit from reduced
congestion, reduced travel times and enhanced
environmental quality. This all begins by
improving the experience of our customers,
from the moment they start a trip to the time
they arrive at their destinations. To deliver for
the State, our transit investments must produce
results immediately and in the long term, and
our changes and progress must be realized
over a large and diverse geographic area for all
of our services—urban, suburban and exurban.

leverage the extensive transit system that is in
place. Our rail assets are outdated. This Capital
Plan would make the investments necessary to
modernize and bring our rail fleet, infrastructure,
stations and maintenance facilities to a state
of good repair. This would mean upgrading
and replacing infrastructure where it can no
longer serve its intended function due to age,
condition, limited capacity, or all of the above;
buying new buses and rail cars to upgrade
an aging fleet; fixing interlockings at critical
train track junctions; replacing obsolete and
deteriorated rail bridges; improving rail yards;
and making train stations accessible to all.
The fleet upgrade, in particular, would provide
customers more seats per car, allow for longer
train sets, and require much less maintenance.
Together, these changes would immediately and
significantly improve the reliability of the system,
increase on-time performance, and allow us to
provide better service to our customers.

We are determined to make the most of and
NJ TRANSIT's Vision for New Jersey's Future
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The Vision That
Can Be Achieved
Through Our Capital
Investments

NJ TRANSIT's Vision for New Jersey's Future
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1.1 A VISION FOR A BETTER
RIDE - INVESTING IN
OUR BUS NETWORK
This Capital Plan recognizes that buses carry
most of our customers and would make the
investments necessary to bring our bus network
up to our customers’ modern-day expectations
(technologically and operationally) with a
focus on the future. This Capital Plan also
recognizes the need for new technology and
approaches to service delivery, which would
include transitioning to zero emission buses and
modernizing our fleet, garages and IT systems
so that our service would be reliable, could be
properly maintained, would include modern-day
amenities, and would provide the most accurate
information to our customers. New articulated
buses with more on-board capacity would
enable us to meet growing demand. Bus rapid
transit would result in faster travel times.

1-6
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Equity
We intend to focus on
improvements that
address concerns about
equity and environmental
justice.

Modernizing Garages
for Zero Emission Fleet

Operations
We intend to invest in
better dispatching,
monitoring, and arrival
information so that you
have the most accurate
up-to-day information
on when to expect the
next bus.

We intend to Invest in
modernizing garage facilities
to maintain, store, clean, and
dispatch a zero emission bus
fleet, so that your rides are
more reliable, and clean.

Bus Rapid Transit

We intend to explore Bus
Rapid Transit Systems
(BRT) and dedicated bus
lanes to speed up your
service and better connect
you to major destinations.

Stations

We intend to invest in
stations with better
protection from the
elements and with public
announcement systems
that will tell you when to
expect the next bus.

Zero Emission Buses

We intend to invest in zero emission
buses, along with charging and
maintenance infrastructure, to
advance towards a zero emission bus
fleet and meet goals for eliminating
greenhouse gas emissions.

New Garages

We intend to invest in new
garages so that we can
expand our fleet and include
more articulated buses that
can carry more people.

NJ TRANSIT's Vision for New Jersey's Future
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Equity

We intend to focus on
improvements that
address concerns about
equity and environmental
justice.

Stations

We intend to invest in station
improvements so that they are more
universally accessible, feature better
public announcement systems, and
brought to a state of good repair.
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Infrastructure
We intend to invest in critical rail
right-of-way infrastructure,
including rail, signals, electrical
systems, switches, and bridges so
that the network we run on is
reliable and in a state of good repair.

Fleet

We intend to invest in a
modern, standardized
fleet so that your ride is
more reliable and
comfortable.

Substations
We intend to invest in
replacing aging substation
components and making
improvements critical to
ensuring resilient power for
operation of train and stations.

Interlockings

Investing in interlockings
and key junctures so that
disruptions to your trip
can be reduced.

Yards

We intend to invest in
our yard facilities so that
they can accommodate
the modern fleet needed
to improve your ride.

1-8
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Operations
We intend to invest in better
dispatching, geolocation, and
arrival technologies so that
you have access to accurate
and timely information when
it comes to your next train.

1.2 A VISION FOR A BETTER
RIDE - INVESTING IN
OUR RAIL NETWORK
Modern technology will maximize the value
of these hard infrastructure and rolling stock
investments. In combination, these investments
will enable NJ TRANSIT to bring to our
customers reliable and comfortable rides that
make the connections needed to move around
the State.

NJ TRANSIT's Vision for New Jersey's Future
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Infrastructure

We intend to invest in infrastructure
improvement and rehabilitation
efforts so that our light rail systems
stay in a state-of-good-repair, the
network remains reliable, and that
our busy light rail lines maintain
their high level of traffic.
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Stations

We intend to invest in stations to
improve accessibility and to upgrade
public announcement systems.

Fleet

We intend to invest in
fleet overhauls and
restoration projects so
that our vehicles provide
reliable trips every day.

Equity

We intend to focus on
improvements that
address concerns about
equity and environmental
justice.

1-10
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1.3 INVESTING FOR A BETTER
RIDE - INVESTING IN OUR
LIGHT RAIL NETWORK
This capital plan makes the necessary
investments in the existing light rail network
and also invests in network expansion.
Improvements will be made to light rail fleets,
station accessibility, maintenance facilities, track
infrastructure, and bridges to ensure that our
network is reliable, safe, and inclusive. Ensuring
our light rail fleets are well maintained and the
right of ways are kept in a state of good repair
will allow for the system to continue to run with a
high level of on-time-performance. Expansions
to the light rail network along specific corridors
will complement development patterns and
accommodate projected ridership increases.
Taken together, this means customers will
arrive at their destinations in a comfortable and
dependable fashion.

NJ TRANSIT's Vision for New Jersey's Future
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1.4 INVESTING FOR A BETTER
RIDE INVESTING IN OUR
ACCESS LINK NETWORK
This Capital Plan would modernize and expand
the Access Link fleet and would improve our
ability to dispatch that fleet through customerfacing and back-end IT improvements and
higher capacity garage and dispatch facilities.
A modernized and expanded fleet would allow
Access Link to harness the latest technologies—
such as hybrid and zero-emissions vehicles,
new accessibility options, and improved safety
equipment—to better serve the needs of our
customers. With an expanded modern fleet,
new technologies, and improved facilities,
we would ensure the customers who need
our services would find them more reliable,
comfortable, and safer.

1-12
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Operations
We intend to invest in
improvements in
dispatching and service
technologies to drive for
faster response time.

Facilities
We intend to invest in
facilities to improve our
ability to expand, dispatch,
store, electrify, and
maintain vehicle fleets.

Fleet

We intend to invest
in new vehicles to
improve reliability.

NJ TRANSIT's Vision for New Jersey's Future
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1.5 INVESTING IN YOUR TRIP – INVESTMENTS THAT BUILD
A MODERN-DAY, CUSTOMER-ORIENTED NETWORK
INVESTMENTS THAT
SUPPORT A CUSTOMER ORIENTED NETWORK

By making these improvements to our public
transportation network for bus, rail, light rail,
and paratransit, we can ensure our diverse
array of customers and the communities they
live in will enjoy trips and rides that get them
where they need to go, when they need to
go, hassle free. Our vision is to improve fleet
reliability, comfort and amenities across all
modes and to ensure our staff are provided
with the facilities, technologies and equipment
necessary to maintain, dispatch, and clean our
fleet so that it remains reliable and comfortable
for future customers.

1-14
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INVESTMENTS THAT DRIVE
SUSTAINABILITY, ECONOMIC
GROWTH AND RESILIENCY

As par t of the Capital Plan process,
NJ TRANSIT has identified investments that
drive the sustainability, economic growth and
resiliency of communities and the State. For
example, by investing in zero-emission bus
technologies, NJ TRANSIT intends to become a
leader in achieving the State’s goals to combat
climate change. NJ TRANSIT will make New
Jersey’s extensive transport network more
seamless and inclusive.

By enhancing existing and establishing new
connections for residents who use different
combinations of sidewalks, cars, buses, and
rail during their daily lives, we could expand
the reach and ridership of the transit system.
This would help drive growth today and in the
future. In many situations, strategic investment
in the bus system would be the fastest and
most cost-effective way to meet already pent
up demand. NJ TRANSIT also intends to deliver
projects that would position it for future capacity
and service expansions so that it can become a
robust partner in the economic growth of New
Jersey’s communities. Finally, by investing in
resiliency, NJ TRANSIT intends to be a reliable
“quick to respond” transportation network so
that it can help communities cope with the
future challenges of climate change.
INVESTMENTS THAT WOULD
ENABLE NJ TRANSIT TO
INNOVATE FOR THE FUTURE

We need to make efficient investments that
would have a lasting impact on the environment
today and in the future. This would involve
taking advantage of new technology that is
flexible and adaptable, and making sure that
our actions would produce infrastructure that
could withstand climate and sea leave changes.
New technologies and innovations include
zero-emission buses and the equipment to
support them, software innovations that allow
for the most efficient deployment of resources
(such as bus dispatching, traffic signal timing
controls, automation, remote diagnostics of
mechanical issues, more frequent train service)
and applications to directly address customer
needs and provide more and better real time
information. Investing in innovation would save
money, improve safety, enhance air quality, and
result in better service.

of arrival and departure information, and
provide our dispatchers and maintenance
personnel with new fleet management systems
to enable better dispatching and service
management and maintenance practices.
These capital investments would target needed
technology adaptations to provide modern and
efficient service and to position us for future
technological investments that would improve
customer experience.
Our vision is a future where NJ TRANSIT
enhances the well-being of all of New Jersey’s
residents. This Capital Plan would drive the
transformation of our system into a peoplecentric, accessible public transportation network
that would provide reliable multi-modal service
every day. With the necessary funding, this
Capital Plan would bring NJ TRANSIT closer
to becoming a pillar of community growth and
would improve customer livelihood by providing
innovative, modern, and reliable service—one
trip at a time. Adequate funding would enable
NJ TRANSIT to once again lead and drive
growth in an integrated and sustainable manner.
We would continue to explore innovative
approaches to financing that would promote
the mix of public and private sources. Without
funding, service can only follow growth, which
would lead to inefficient and costly investment
that would lack the level of connectivity and
reliability customers deserve.
We intend to focus on improvements
that a ddress concerns about e
 quity and
environmental justice. A larger cleaner bus
fleet, 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, will broaden the reach
of transit service.

This Capital Plan would deliver investments
that would allow NJ TRANSIT to test and
calibrate emerging automation technologies
for future adoption, improve the accuracy
NJ TRANSIT's Vision for New Jersey's Future
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Customer
Oriented Network
Investments That Builds A
Customer-Oriented Network
Modern Day System

We intend to improve
stations and access points
to our transportation
network so that it is more
inclusive and accessible.

Sta
t

ion

We intend to improve stations
for rail, bus, and LRT so that
our network is more accessible
for you and everyone, PA
systems upgraded and provide
accurate information and
transfers at intermodal
facilities are more seamless.

We intend to make
right-of-way
improvements so that
we can make
improvements to the
reliability, speed, or
comfort of your ride.

We intend to replace
and modernize our
fleets so that your trip
is more reliable and
comfortable.
We intend to expand
our bus and rail fleet
carrying capacity so
that there is more room
for you on your ride.

Inclusive,
sustainable,
and resilient
Drive inclusive, sustainable,
and resilient – Infrastructures
in sustainability and
resiliency look like:
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We intend to make targeted
investments in our rail network to
improve capacity and reliability so
that it is best designed to manage
future growth and is part of a
strategic vision for Gateway so that
as we wait for this critical project to
advance, we still seek opportunities
to improve rail service.

We will focus investments on
projects that address equity
and advance environmental
justice.

Innovation
Investments that will keep NJ TRANSIT’s
ability to Innovate For the Future
We intend to invest in
new asset management
capabilities so that we
can reliably maintain our
massive array of
infrastructure, fleet,
and facilities.

• We intend to invest in
bus electrification and
the emerging dispatching
technologies so that we
can transition the fleet to
zero emission buses
reliably and efficiently.

We intend to invest in
improvements to fleet
monitoring and
dispatching technologies
so that you can be better
connected to our network,
and we can provide a
better platform for
mobility-as-a-service.

We intend to invest in
automation technologies
so that as this
technology matures,
transit will be ready to
deploy so that the
benefits can directly go
to our customers.

We intend to explore
Bus Rapid Transit
(BRT) to build reliable
transportation links
on growing economic
corridors.
We intend to expand our
share of articulated buses
to improve the carrying
capacity of our bus network
to drive down congestion
and local pollution due to
transportation.

We intend to deploy zero
emission buses to make
public transportation
even more sustainable.

We intend to modernize
and upgrade our garage
depots and yards to
better maintain, store,
and dispatch our future
rail and bus fleet

NJ TRANSIT's Vision for New Jersey's Future
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1.6 HOBOKEN TERMINAL:
A LINCHPIN IN THE NETWORK
This Capital Plan’s vision for the historical
Hoboken Terminal’s role as a critical transHudson link between communities in New
Jersey and the job centers of New York City
is a prime example of an opportunity to make
a comprehensive multifaceted investment that
could improve every aspect of our transportation
network, including light rail, commuter rail, ferry,
and bus service for customers who go through
the terminal every day. The vision includes
incorporating the latest in holistic design so that
the station could provide access for all users,
ensuring the future station would be resilient
so that it could serve our passengers in any
circumstances, including extreme weather
and other regional disruptions, when it will be
needed the most.

The design would address the ability to
seamlessly function during major events and
reduce minor disruptions in an age where
climate change would make weather events
more extreme, frequent, and disruptive.

Integrated
Light Rail Station
+ Tracks & platforms
reoriented for better
intermodal connectivity
+ One new platform for
add station capacity

Hudson
Bergen
Light Rail

Jersey City
Improved
pedestrian
flow through
terminal

Raised and
Restored Train Shed
Train shed raised to
protect platforms from
future flood risk
H

u

Rebuild piers for
additional ferry
capacity

Terminal Improvements
Key functions would be moved
off the ground floor to integrate
with raised train shed. Possible
open market on ground floor that
could be resilient to flooding.
Rehabilitation of the historic ferry
terminal building and station with
resilient features and treatments
that allows for the long term
adaptive reuse of the facility

Hudson
River
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Historic station
and ferry terminal
building

PATH
Station
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Expanded and Improved Bus Terminal

Integrated below the raised train shed.
+ Redesigned for better flow through the terminal,
eliminating the need for reverse moves
+ Individual bus bays to replace pull-throughs, improves bus operations & makes gates easier to
locate for customers

Hoboken

1.7 WHY WE ARE CONFIDENT
OF THIS VISION
Our new team has driven drastic changes in the
past two years and now is prepared to begin
to drive the capital investments necessary to
change the transportation paradigm throughout
the state.
We’ve established our mission and values that
exemplify our desire to become a world-class
public transportation agency.

NJ TRANSIT's Vision for New Jersey's Future
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NJ TRANSIT's Values:
Collaboration and Teams

We will continue to break down silos and create more cross-functional teams to
get the job done. Together we will be greater than the sum of our parts.

Stewardship

We are the long-term stewards of our transit system’s future, the public’s trust,
and our environment  for future generations who will live in New Jersey and
work at NJ TRANSIT.

Transparency and Accountability

We are transparent and accountable, earning the trust of our customers and the
communities we serve.

Inclusion

We are an inclusive environment, and we celebrate and thrive on our diversity.
We believe our role and impact as a transportation provider and major employer
can help individuals reach their true potential.

Innovation

We embrace innovation and technology. We try new things and take risks.
We must reflect the modern world, so we can deliver the high-quality modern
experience that our customers expect.
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2 THE CAPITAL PLAN
This Capital Plan is a comprehensive and
prioritized list of investments that address
current and future needs, ultimately addressing
and realizing the goals of the Strategic Plan.
The Plan lays out the capital investments in
infrastructure, technologies, and fleet necessary
to create a vision of a world-class public
transportation network. It includes significant
investments that would need to begin in the
5-year time frame and provides a road map
for future investments that NJ TRANSIT has
identified over the next 20 years

2-2

NJ TRANSIT: CAPITAL PLAN

This chapter lays out the method by which
capital investments would improve the bus
network, rail network, light rail network,
paratransit service, would establish strong
programmatics, would provide improved
information technology services, and would
support transit-oriented development. This
chapter also profiles the regional projects in
which NJ TRANSIT is involved, and describes
the development of this Capital Plan. In closing,
this chapter outlines how NJ TRANSIT would
deliver projects.

2.1 INVESTING IN OUR BUS NETWORK
Buses are the most flexible and often the most
cost-effective way to expand transit services.
In New Jersey, they provide service over the
largest geographic area because they are not
limited by the extent of fixed tracks. Modifying
or expanding bus service is often the most
rapid way to support the economic growth
of newly developed residential communities
or commercial centers. This also assists
in supporting demographic and economic
growth in existing localities, building out new
transportation corridors, and supporting state
responses to natural disasters.
We are also looking to modernize our
systems and facilities so that we can operate
a modern fleet and public facilities that meet
our customers' modern day expectations.
Most modernization involves investing in new
technologies and infrastructure to prepare for
electrification so that our fleet can become even
more sustainable and lead in the fight against
climate change.

A larger bus fleet and cleaner, electrified buses,
together with new and upgraded garages and
maintenance facilities, will provide the tools
to address concerns about equity in service
delivery and advance environmental justice 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. Improving
and expanding bus service to meet demand
and prepare for a zero-emissions fleet would
involve more than simply buying more buses.
Investments in bus service would focus on
rehabilitating, expanding, and replacing critical
system components such as charging stations
and electrical service upgrades to enable more
reliable and efficient delivery of service to our
customers. This would make for a safer, cleaner,
faster, and more comfortable trip experience.

The Capital Plan
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BUS GARAGE MODERNIZATION - BEFORE AND AFTER
Generators

To Power
Grid

HVAC

Lights
Doors
Electrical

Compressors

Fire Alarms and
Safety Equipment

Cleaning and
Disinfecting

Washing

Fueling
Systems

Lifts

Parking

Expanded garages
with equipment to
support electric buses

Fueling

Maintenance Bay

Solar

Generators

To Power
Grid

Tools

New diagnostic equipment
on buses and in garages
help monitor health of ﬂeet

Transformer

HVAC

Strengthen roof to
support new and
replaced infrastructure

Lights
Overhead pantograph
chargers

Doors
Electrical

Compressors

Fire Alarms and
Safety Equipment

Cleaning and
Disinfecting

Washing

Controller

Fueling
Systems

Parking / Charging Bay

Lifts

Parking

Fueling

To achieve the goal and state mandate of
procuring an entire Zero Emission Vehicles
(ZEV) bus fleet by 2040, we will start by
converting diesel transit buses (40-foot buses)
to 40-foot ZEVs, adding articulated 60-foot ZEV
buses, and fully modernizing five bus garages
to support ZEV infrastructure needed.
MODERNIZING AND EXPANDING OUR
BUS GARAGES

NJ TRANSIT operates 16 bus garages, which
house and maintain the 2,300+ bus fleet.
Bus garages are the single most important
component of the system to maintaining a
healthy bus fleet. Garages are where buses
are fueled or, in the future, would be charged,
washed, cleaned, and repaired, and they
also serve as hubs for bus operations where
functions such as dispatching, personnel
management, and training occur (Figure 2-2).
Garages are rarely taken out of service for
intensive building upgrades because of the
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Tools

Maintenance Bay

critical role they play every day, and no new
garage has been built in the last 20 years, even
as bus ridership has increased by approximately
20 percent.In order to comply with state
mandates and upgrade to a fully ZEV bus fleet,
all the bus garages need to be modernized.
During the first phase of modernization, 5 bus
garages (Wayne, Hilton, Greenville, Hamilton,
and Newton Avenue) will be converted for ZEV
operations. To be functionally equivalent, the
remaining 11 bus garages will be modernized
in later phases to support implementation of a
fully ZEV bus fleet. Modernization upgrades
include charging stations, electrical service
upgrades, and other related equipment, which
will increase efficiency, improve reliability,
reduce the environmental footprint, and cut
operating costs throughout the fleet.

Figure 2-3: GARAGE MODERNIZATION
PROJECTS THROUGHOUT NEW JERSEY

Sussex

Second New
North Garage

Passaic

This would fulfill the following goals:

Market Street

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

Morris
Morris

Bergen

Oradell

Wayne

New North Garage

Big Tree
Orange

Fairview
Meadowlands

Essex

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

Hilton

Greenville

Ironbound

Hudson

Union

Goal 4: Promote a more Hunterdon
sustainable future for our planet

Somerset

Middlesex
Mercer

Hamilton

Monmouth

Howell

Newton
Burlington

Ocean

Washington
Camden
Gloucester

Salem
Atlantic

Egg Harbor

Bus Garage Modernization
Bus Garage Moderization
Newton and Hilton Zero
Emission Bus Deployments

Cumberland

Replaced Bus Garage
Cape May

New Garage
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Smart Bus
Maintenance
and Charging
at Garages

Figure 2-4: ZERO-EMISSION BUS CHARGING: HOW IT WORKS

On
board equipments
equipmentscan
can
On board
monitor
monitorsbus
busbattery
batterylevels,
levels
calculate
operational range
calculate operational
and
communicate
with
range
and communicate
central
server
with central
server

On board equipments can
monitors bus battery levels
calculate operational
range and communicate
with central server

En-route charging
at Park & Rides

En-route charging
at Park & Rides

Smart Bus
Maintenance
and Charging
En-route charging
at Garages
at Park & Rides

Smart bus
maintenance
and charging
at garages
On board equipments can
monitors bus battery levels
calculate operational
range and communicate
with central server

ZERO - EMISSION BUSES

NJ TRANSIT plans to begin phase one of its
ZEV plan by replacing some existing transit
buses with ZEV vehicles and fully replacing five
bus garages with ZEV infrastructure to support
the pilot of the ZEV buses. A zero emissions
bus study is also underway to support the ZEV
plan. These buses would include standard-size
buses and longer articulated buses to test and
optimize routes for a future zero-emissions
fleet. New bus designs would also address the
need to quickly clean and sanitize the vehicle
between operations.
By rapidly replacing our aged fleet, NJ TRANSIT
intends to make the future bus fleet more
reliable and sustainable. In addition, investment
in modernizing facilities and building new
garages would enable the agency to replace
significant portions of our existing fleet with
higher-capacity buses and increase the size
of the fleet. This would position NJ TRANSIT’s
bus fleet to respond to the future needs of our
customers and of New Jersey residents.
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This would fulfill the following goals:
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

The Capital Plan

2-7

B U S G A R AG E C A PAC I T Y
EXTENDING SERVICE LIFE

AND

Most of NJ TRANSIT’s existing garages operate
at or above capacity. In rapidly urbanizing
regions, bus garages support fleet sizes that
far exceed the square footage for which the
garages were originally designed. Major fleet
expansions have been minimal due to a lack
of additional storage space for buses. This has
forced our bus operations teams to creatively
maximize the usage of every inch of a garage,
which hampers their ability to rapidly respond
or redeploy vehicles. In addition, these space
constraints have limited our ability to improve
service in regions that are urbanizing rapidly
with minimal changes to fleet composition.
This Capital Plan addresses these constraints
by prioritizing projects and programs that
would increase garage capacity in areas that
are spatially constrained and would modernize
existing facilities so they can meet the needs of
a modern bus fleet.
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Projects would include building new bus
garages, replacing the oldest bus garages,
establishing resiliency measures for garages at
risk due to climate change, and modernizing the
remaining garages to extend their service lives.

This would fulfill the following goals:
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

INVESTING IN MODERN FACILITIES TO ACHIEVE ZERO EMISSION BUS
OPERATIONS

Our existing 16 bus garages have operated
for decades without major reinvestment. As
centerpieces of the system’s operations and
maintenance, these facilities would require
significant investment to prepare them for
managing a modern fleet and introducing a
zero emission bus fleet and introduce a zero
emission bus fleet. Many of the systems in
our existing garages (including cleaning and
sanitizing equipment, as well as maintenance
bays) would require replacement due to their
age and condition. Improved facilities for
cleaning and disinfecting facilities have recently
become more of a priority. To create a home
for zero-emission buses and a modern fleet,
this Capital Plan calls for significant investment
to rebuild or reorient the facilities to meet new
needs, including power and utility upgrades and
charging stations.

This would fulfill the following goals:
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 4: Promote a more
sustainable future for our planet

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

The Capital Plan
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MODERNIZING OUR BUS FLEET AND EXPANDING ON - BOARD CAPACITY

Our bus fleet is tasked with carrying most of
our customers and is often simultaneously
deployed to support delays and disruptions to
rail service. The average age of the buses in
NJ TRANSIT’s bus fleet are beyond older than
the anticipated service life for a typical bus. As
buses age, maintenance expenses escalate,
and it becomes increasingly difficult to keep
the required number of buses in operation. This
Capital Plan would prioritize funding to replace
buses—scheduled in order of age—until all
buses within the fleet are operating within their
recommended service lives.
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In addition, the Capital Plan recognizes the
current bus fleet has been tasked with supporting
regions that continue to experience explosive
growth and urbanization. In coordination with
investments in bus garages, this Capital Plan
would replace buses that operate on our most
crowded bus routes with longer, higher-capacity
buses (known as articulated buses). This
replacement strategy would allow NJ TRANSIT
to increase the space for passengers on the bus
and potentially improve the carrying capacity of
the bus fleet without the congestion challenges
associated with increasing the number of buses
on a route.

The Capital Plan

2-11

RESEARCH AND DEVELOP BUS RAPID TRANSIT SERVICE AND
NEW INFRASTRUCTURE

Buses often face challenges when running
on corridors where both demand for public
transportation is highest and congestion is
prevalent. These corridors, which often drive
local economic activity, require additional
transportation capacity to sustain future
growth and face a challenge in managing
congestion. New Jersey suffers from having a
limited number of bus priority treatments that
could help keep our bus fleet on schedule. Our
intrastate bus network is also oriented toward
providing local service (as opposed to express
service); this results in more frequent stops and
longer travel times.
This Capital Plan includes a planning study to
develop concepts for bus rapid transit (BRT)
projects that could introduce a new service
designed to increase speed and reliability.
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BRT uses a variety of roadway, bus lane, bus
stop, and on-board technology improvements
to provide buses with more of the attributes
associated with rail service, such as dedicated
rights-of-way to avoid traffic.
BRT systems typically include less frequent
stops and have easier boarding and exiting
infrastructure to help improve on-time
performance (Figure 2-5). BRT stations and
infrastructure can also anchor transit-oriented
development. BRT is anticipated to provide
NJ TRANSIT customers with express service
that links with local bus services so that they
can reach their destinations faster and more
reliably.

This would fulfill the following goals:
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

The Capital Plan
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Connections to
other transit modes
and local service

Street Signal
Priority for buses

Sta
t

ion

Streetscape
Improvements

Express service allows for faster
trips to major destinations and
supports local service
Improved bus services
can reduce trafﬁc and
emissions.

Figure 2-5: ILLUSTRATING A
BUS RAPID TRANSIT SYSTEM
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Dedicated
Bus Routes
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Bus stations to improve customer experience and establish transit-oriented development (TOD) relationships with
communities.
The Capital Plan
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Figure 2-6: AUTONOMOUS VEHICLE READY TECHNOLOGIES
Vehicle to Cloud
Communication
Buses can become AV Ready utilizing
hardware/software upgrades
Cameras, LiDAR, GPS

Local Sensors
Weather, Visual (Cameras)

Road Side Unit (RSU)

Provide vehicles with trafﬁc signal state and local
sensor data. Links with
larger trafﬁc network

Vehicle to Roadside
Communication

Speciﬁc Road Markings
for cameras/sensors to track
and better follow the route

As autonomous technologies continue to advance,
there are myriad opportunities to incorporate them
into Bus Rapid Transit systems

INCORPORATING NEW TECHNOLOGY TO IMPROVE BUS SERVICE

In the past decade, the transportation industry
has seen several surface transportation
technologies emerge that improve service
planning, dispatching, communications
to customers, zero-emission bus fleet
management, and asset management.
Currently, NJ TRANSIT’s bus network operates
using software and technologies that are
outdated and, in many cases, incompatible
with each other. These technology deficiencies
compound the challenges of maintaining
an aging fleet, responding to the needs of
customers, and responsibly deploying electric
buses.
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This Capital Plan would invest in an array
of new on-board technologies that would
track ridership counts, route performance,
vehicle maintenance diagnostics, and realtime location, and would communicate all this
information to a central communications server
(Figure 2-7). A critical component would involve
acquiring technology that would allow for bus
diagnostic information to download directly
to each garage’s work server so that garage
staff could efficiently service the buses and
proactively maintain the fleet. With technologies
that are flexible and capable of communicating
with other systems, dispatchers could track bus
movements and road delays and communicate
with drivers to address conditions in real time,
maintenance staff could use information on a
bus’s performance to schedule repairs, and
future bus drivers operating zero-emission
buses could receive updated calculations on
their battery range.

NEW ON BOARD BUS TECHNOLOGY FOR IMPROVED SERVICE
Real-Time data and
schedule information
for riders
Central Communications Server

GPS
Tracking

Dispatchers can track bus movements and road
delays and communicate with drivers to address
conditions in real time. They can also communicate
with garages to better oversee the entire ﬂeet.

Optimized
Routes
Cloud
Data

Garage Work Server
Real Time Information
Position
Ridership Counts
Maintenance Diagnostics

Bus diagnostic information will
download directly to each garage’s
work server so garage staff can
efﬁciently service the buses and
proactively maintain the ﬂeet.

On-board equipment

AV Ready
Upgradeable on-board sensors,
processors and software to allow future
autonomous or driver assist operation

Investments in these components of the bus
system would be critical to delivering excellent
service to our customers. A shortfall in any
part of the system—such as a shortage of
bus storage capacity at garages or poor
lighting at passenger waiting areas—would
compromise service. As New Jersey grows with
new residential populations and commercial
development, customer demand for modern bus
services would continue to increase in some
parts of the State, and it is crucial to address
these new transit needs as efficiently as
possible. Deploying these technologies would
position us to become a leader in innovation
and would drive future innovations that would
further improve our ability to efficiently and
reliably deliver service.

This would fulfill the folllowing goals:
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 5: Build an accountable,
innovative and inclusive organization
that delivers for New Jersey

The Capital Plan
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IMPROVED BUS SHELTER DESIGN CONCEPTS

Bus Terminals
Would have automatic
Sliding Doors

Climate controlled
spaces for increased
comfort
PA Systems
Solar

Bike
Parking

Indoor/Outdoor
Arrival Screens

Design standardization to
reduce procurement costs
Solar & Lighting

Tickets

Park and Rides / Bus Terminals

Local Stops

INVESTING IN THE BUS EXPERIENCE

Customers access our bus network either
through one of our many bus stops, park &
rides, terminals or intermodal centers. Many of
these facilities need rehabilitation and upgrades
or simply do not afford the basic comforts.
NJ TRANSIT is seeking capital investment to
improve the public facilities that bus customers
rely on every day to access the bus network.
Park & Rides
At each NJ TRANSIT Park & Ride facility,
NJ TRANSIT provides shelter structures to
protect customers from the elements, but not
all shelters are accessible. These park and
ride facilities serve over 250 bus routes and
are critical transportation nodes for commuters.
NJ TRANSIT plans to develop bus shelters
at our park & ride facilities that provide an
experience comparable to what we provide
rail commuters. These new shelters would
incorporate a climate controlled design to make
waiting for the bus more comfortable (even
during bad weather), meet design standards

2-18

NJ TRANSIT: CAPITAL PLAN

to become accessible, and have reliable public
announcement systems and digital displays
so that customers know when the next bus is
arriving.
Bus Terminals And Intermodal Transit Centers
NJ TRANSIT operates nine bus terminal
facilities, which serve 91 lines with annual
ridership of approximately 60 million. Because
each facility was built in a different year (most
date back over 40 years) and has seen only
limited improvements, they all are at different
levels of need for rehabilitation and they have
a variety of public announcement systems. This
Capital Plan seeks to rehabilitate terminals in
poor condition and restore them to a state
of good repair. This plan also seeks to bring
these locations up to the same standard
NJ TRANSIT has for its bus station program
so that customers can rely on the same level
of cleanliness, comfort and information systems
throughout the bus network.

For major terminals like Walter Rand
Transportation Center, NJ TRANSIT would
partner with Camden County and other local
governments to advance the terminal redesign
and reconstruction.
Bus Shelters
NJ TRANSIT also responds to local government
requests to furnish bus stops with bus shelters.
To further standardize the customer experience,
NJ TRANSIT would roll out a bus shelter
program to introduce new enhanced bus
shelters with solar panels to power LED
lighting. Shelter designs would be standardized
to reduce procurement costs and simplify
installation (Figure 2-8). NJ TRANSIT would
deploy shelters only where municipalities
agree to make “safe streets” treatments and
modifications to the streetscape so that the bus
stops would be accessible to all.

This would fulfill the following goals:
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

The Capital Plan
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2.2 INVESTING IN RAIL
This Capital Plan calls for investments in rail
infrastructure to improve the rail system’s
flexibility and reliability. This includes improving
interlockings, adding additional through tracks
in certain junctures, modernizing and building
out smaller yards, and, in some cases, building
out additional linkages between rail lines. By
investing in these projects, rail operations would
be able to more flexibly handle service changes,
outages and disruptions. In addition, these
projects would be aligned with the additional
infrastructure needed to fully maximize the
potential a new trans-Hudson tunnel would bring
or that additional service to Hoboken would
require. By making these major infrastructure
investments, NJ TRANSIT could modernize
the rail network to meet the needs of the State
today and in the future.
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In tandem with these infrastructure upgrades,
this Capital Plan focuses on improving our fleet
reliability. As part of this effort, we would replace
our aging fleet with new multi-level cars. This
plan calls for a full conversion of all single-level
passenger cars to multi-level cars, standardizing
our rail car fleet so that future maintenance and
operations would be simplified. In addition,
this Capital Plan would modernize yards and
inspection and maintenance facilities to store,
maintain and dispatch a modern fleet.
NJ TRANSIT is seeking to make a holistic
investment in Hoboken Terminal. New facilities
would make the station more resilient against
flooding and extreme weather events and would
enable the station to better address long-term
capacity and growth needs for the State.

IMPROVED RAIL YARD DESIGN CONCEPTS
Storage & Inspection (S&I)
facility for additional train car
service and inspection.
Personnel Facility for
additional employee needs.
Wayside power upgrade to allow
additional power capability at yard
site, which enables efﬁcient rail car
cleaning procedures.

Pedestal pit tracks
for multilevel car
maintenance.
Capacity
enhancements for
new multilevel stock.

This Capital Plan includes proposed major
improvements and repairs to stations throughout
the network. NJ TRANSIT intends to expand
accessibility to the rail network for all customers.
NJ TRANSIT also seeks to address our major
terminals, and strives for a major investment in
the future resilience of Hoboken Terminal.
FLEET AND YARD IMPROVEMENTS

Our rail fleet carries passengers to and from
New York City and to many other destinations
throughout the State. However, much of the fleet
has exceeded its useful life. Of our 1,113 cars,
319 are at least 38 years old; the anticipated
service life for a typical rail car is 30 years.1

Interlocking that ties
yard track into rail
right of way.

In addition, most of our fleet is made up of
single-level cars (all of which are from 2002 or
earlier) that feature unpopular two- and threepassenger bench seas. Our multi-level cars are
more popular, but a new infusion of multi-level
cars is needed to replace existing single-level
cars. Significant delays and disruptions have
been attributed to mechanical failures, and
NJ TRANSIT intends to address this issue
by standardizing its fleet and decreasing the
average age of the fleet.

1 NJ TRANSIT Multilevel III Presentation, December 2018
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PASSENGER TECHNOLOGY IMPROVEMENTS
Infotainment screens
that show upcoming stops

Wifi

USB
Charging
Ports

This Capital Plan calls for an aggressive fleet
replacement program, which would soon lead to
an all multi-level fleet. It recommends a phased
eight-year approach that would allow singlelevel cars to be gradually phased out of service
once new multi-level cars begin to enter the rail
fleet in 2023. These new multi-level cars would
enhance customer experience, would be easier
to clean and sanitize, would reduce operating
costs, and would help better prevent against
delays associated with mechanical problems.
By the end of this process in 2029, NJ TRANSIT
would have an all multi-level fleet of 1,149 cars,
and the average rail car would be 10 years old
(a significant upgrade over the current average
age of 22.25 years). Existing multi-level cars
would also be overhauled with new parts and
equipment to improve their performance and
reliability.
This plan is intended to work in tandem with
yard modernization programs, through which
pedestal pit tracks (needed to maintain
and inspect any multi-level vehicle) would
be installed and additional capacity for rail
equipment storage would be created.

A phased approach to renovating multiple
yards throughout the system to accommodate
the new fleet would parallel the multi-level fleet
acquisition, which would enable the new cars
to be serviced efficiently. By prioritizing these
new investments in the rail fleet, we could
provide customers with a more reliable, clean,
and pleasant riding experience as they travel to
their final destinations. All these improvements
would significantly modernize our rail fleet and
allow it to respond effectively to customer needs
throughout New Jersey.
This would fulfill the following goals:
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 5: Build an accountable,
innovative and inclusive organization
that delivers for New Jersey
The Capital Plan
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RAIL INFRASTRUCTURE CAPACITY ENHANCEMENTS AND REPLACEMENTS.

Our rail system relies on many different
infrastructure pieces to run effectively and
smoothly. However, there are several key
locations where specific pieces of infrastructure
present operational challenges. These locationspecific issues—which are present throughout
the whole system—can lead to regular delays
and inefficient service. Obsolete and now
undersized river crossings negatively affect
service throughout the rail system. Multiple
bridges throughout the agency’s system have
long exceeded their useful lives. Problems
on these bridges can, at times, lead to speed
limit restrictions and subsequent delays.
Drawbridges that remain stuck in the “up”
position can also lead to service stoppages on
lines throughout the system.
Significant investments need to be made to
ensure these problems are fixed so the rail
system could effectively serve customers.
Without these investments, infrastructure issues
throughout the system would only get worse.
Delays would increase, and the system would
not be able to accommodate needed service
expansions to match our ridership increases.
This means the system would never realize its
full potential and would never be able to serve
customers as reliably as it should.
This Capital Plan has identified key areas where
infrastructure upgrades could mitigate some
of these pain points. Interlockings, retaining
walls, bridges, signals, and other significant
pieces of rail infrastructure would be upgraded
and enhanced throughout the system. These
capacity enhancements and replacements
would help us provide more reliable service to
customers—a critical piece of this Capital Plan’s
work.
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A key piece of this work would involve prioritizing
any upgrades to poorly configured interlockings
that cause delays. Improvements to these
problem interlockings would allow trains to
move unimpeded through the system and
enable greater service flexibility and service
enhancements throughout the system. A
drainage improvement program would mitigate
flooding issues at key locations and, thereby,
improve service, as drainage issues often lead
to false signal indications resulting in delays.
Finally, flyover tracks would be installed at key
locations to reduce current train conflicts and
ease scheduling pressures. Trains that are
forced to merge onto existing high-speed rail
lines from yards or from other rail lines must
often wait for trains traveling at high speeds to
pass, which means they cannot travel freely
and are often delayed. These flyovers would
mitigate that problem.
Bridge improvements are also a significant
part of our infrastructure improvement plan. In
other instances, new bridges would incorporate
additional tracks where choke points currently
inhibit ideal service. This would allow trains to
move more efficiently through bridges where
delays commonly occur.
Our train schedule currently is built around
avoiding these existing infrastructure problems.
This creates inefficiencies and prevents the
system from meeting its full potential. This
Capital Plan’s recommended solutions would
allow the rail system to grow in a logical way,
would increase capacity, and would allow our
rail system to provide more reliable and robust
service.

INTERLOCKING IMPROVEMENTS CONCEPT DIAGRAMS

north

south

WC INTERLOCKING

WEST SUMMIT INTERLOCKING

Two tracks
to Suffern
New Turn Track
Gladstone
Branch

Gladstone
Branch

Improve drainage on
right-of-way to
prevent delays
due to signal
problems

Waldwick
Yard

Retaining wall
Deterioration

An additional track
would allow trains to
enter the yard
without blocking the
main lines and
causing delays

Existing
interlocking
to be
removed

north

both

south

Moved/New
Interlocking

Repaired
Retaining
Wall
Improved
Drainage

Summit
Station

Waldwick
Station

Before

New Layover
Tracks

Three tracks to
to Ridgewood

(center track
express )

N

After

Before

N

After

This would fulfill the following goals:
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

The Capital Plan
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MORRIS & ESSEX LINE IMPROVEMENTS – HOLISTIC INVESTMENTS ACROSS A LINE

Port Morris Yard

Dover Yard and
Interlocking

Yards
Yards updated with pedestal pit tracks for multilevel
car maintenance.

Interlockings

Drainage

Gladstone
Yard

Improved drainage
along track prevents
signal problems that
result in delays.

Station Accessibility
Improvements
Add High Level Platforms (HLPs) along
with access ramps and evelvators. In
addtion to providing ADA accessibility,
high level platfroms allow for safer and
faster boarding for all riders.
Address any unsafe conditions or
necessary repairs
Additional ADA Parking will also be
addressed at stations.
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Multilevel Fleet (Systemwide)
Replacing the older passenger fleet
with new Multilevel cars results in
added comfort and reliability

Problems that need to be
addressed along a single line
compound to create bigger
delays and become expensive to continually repair.

Roseville Cut

Orange
Brick Church

Summit
Interlocking

Maplewood

New Providence

A new fence and lighting
here will improve safety
and improved drainage
will reduce delays due to
signal problems.

Newark
Drawbridge

Hoboken
Terminal

Millburn
Interlocking

Murray Hill
Berkeley Heights

RIDERSHIP GROWTH

18M
16M
14M

12% Growth,
Last 10 years

12M
10M
6M
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19

90

19

85

19

80

2M

00

117% Growth, Since
Midtown Direct (1996)

4M

19

Address any unsafe conditions or necessary
repairs.

45% Growth,
Last 20 years

8M

Add High Level Platforms along with access
ramps and elevators. In addition to providing
accessible boarding, high level platforms allow
for safer and faster boarding for all customers.

Additional accessible parking would be
provided at stations.

The Capital Plan
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HOBOKEN

Hoboken Terminal is a critical linchpin for
NJ TRANSIT’s system. The station’s 17 tracks
are the terminus for our Pascack Valley, Main/
Bergen, and Gladstone Branch lines. A variety
of rail infrastructure at or near the terminal
site assists with daily operations. A rail yard, a
fueling facility, and other similar infrastructure
pieces are nearby to help ensure service runs
efficiently and smoothly. The station also has
significant bus service; buses from Hoboken
travel throughout Hudson County and into New
York City. The Hudson Bergen Light Rail stops
at the terminal. PATH and ferry service are also
present.
Superstorm Sandy showed, in stark detail, the
vulnerability the station faces. The storm surge
flooded the terminal with 5 feet of stormwater,
and the station was closed for more than two
months as repairs and restorations were made.
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The station remains vulnerable to similar
threats. This Capital Plan would make the
station more resilient by elevating the station
building to mitigate threats from storm surge,
extreme weather events, and seasonal flooding.
We would do this in a way that is sensitive to the
existing historic character of the station terminal
building and to the surrounding area.
LACKAWANNA CUT- OFF

Restoration of passenger service on the
Lackawanna Cut-Off is one example of how
service may increase at Hoboken Terminal. The
next phase of this project involves restoration of
the Roseville Tunnel and construction of a new
station in Andover.

This would fulfill the following goals:
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

TheThe
Capital
CapitalPlan
Plan
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THE CHALLENGES FACING HOBOKEN TERMINAL

Hudson
Bergen
Light Rail

Jersey City
Existing Long Slip
Waterfront Walkway

Wheel
Truing
Facility

Hudson-Bergen
Light Rail Station

To
Pullman
Immigrant
Building

Bush Train Shed
Tracks 1 – 17

YMCA
Building

Ferry
Terminal

Bus
Terminal

Plaza

5 Slips

PATH Station
(underground)

Hudson
River
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A 2’ sea level rise would endanger the ferry slips
and flood the main waiting room concourse

Hoboken

Plaque Marking
Sandy High
Water Level

21’ Future Storm Surge

7’ Super Storm Sandy (2012)

2’ Passive Sea Level Rise
Ferry Concourse

Rail Shed and
Platforms

Rail
Concourse

Main Waiting Room

Ferry
Slips

Current Water Level
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THE VISION FOR AN IMPROVED HOBOKEN TERMINAL

Integrated
Light Rail Station
+ Tracks & platforms
reoriented for better
intermodal connectivity
+ One new platform for
add station capacity

Hudson
Bergen
Light Rail

Jersey City
Improved
pedestrian
flow through
terminal

Raised and
Restored Train Shed
Train shed raised to
protect platforms from
future flood risk
H

u

Rebuild piers for
additional ferry
capacity

Terminal Improvements
Key functions would be moved
off the ground floor to integrate
with raised train shed. Possible
open market on ground floor that
could be resilient to flooding.
Rehabilitation of the historic ferry
terminal building and station with
resilient features and treatments
that allows for the long term
adaptive reuse of the facility

Hudson
River
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Historic station
and ferry terminal
building
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Station
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Expanded and Improved Bus Terminal

Integrated below the raised train shed.
+ Redesigned for better flow through the terminal,
eliminating the need for reverse moves
+ Individual bus bays to replace pull-throughs, improves bus operations & makes gates easier to
locate for customers

Hoboken

The Capital Plan
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RAIL STATIONS

NJ TRANSIT’s rail stations are a diverse array
of structures and buildings built in different eras
by different companies with differing design
philosophies. This has created a challenge
for NJ TRANSIT to manage the unique needs
of these structures and the communities they
serve. A lack of funding has meant that many
stations have been neglected over the years.
Platforms have not received needed attention.
This means that limited funds have allowed for
only the most basic functions to be performed,
and complete state of good repair work has
been deferred.
This Capital Plan’s station State of Good Repair
Program would ensure that stations remain
functional, safe, clean and attractive places for
customers. This plan would invest in regular
cleaning procedures, as well as in repairs of
critical station features such as platforms,
canopies, elevators, escalators, and station
buildings.
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This work would bring the stations up to a basic
state of good repair and would provide our
customers with clean, comfortable, and reliable
station infrastructure as they travel through our
system.
Stations chosen were subject to a metricsbased prioritization process. Stations were
selected based on need for improvements
and which would be best equipped to handle
the work needed. Multiple stations along the
Northeast Corridor that sorely need platform
work were chosen as part of this process. Other
stations were picked for larger-scale full rebuilds
and relocations in order to improve station
accessibility (in some cases) and to allow trains
to travel through the area in a more efficient
manner (in others). Every station scheduled
for improvement as part of this plan would see
significant state of good repair upgrades that
would allow the station to stay in good condition
for many years to come.

RAIL STATION IMPROVEMENT DESIGN CONCEPTS

Updated PA Systems and
Information Screens

Improved
Walkways

Station

Tickets

Bike
Parking

Improved ADA access
ramps and elevators

We are also working to improve access to
stations. Of those stations in need of improved
accessibility, 30 were chosen to receive
upgrades as part of this plan. We would work to
eliminate or alter features that might be difficult
to navigate so it is would be easy for anyone
to comfortably and safely use the stations. We
plan to also install pedestrian- and bicyclefriendly infrastructure at stations throughout
the system; this would include bicycle racks,
crosswalks, and repainted parking lots. We
intend to work with surrounding municipalities
so we can best achieve this goal.
Information technology is also a key element
of our station work. We would roll out a new,
networked standardized public announcement
system that would better connect to our
communications systems. Better digital signage
would allow for our communications teams to
easily update information and provide the latest
train arrival time.

Modern Ticket
Vending Machines

Raised Plaforms for
faster, safer, and more
accessible boarding

This would fulfill the following goals:
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

The Capital Plan
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RESILIENCY

NJ TRANSIT relies on a wide variety of railrelated infrastructure—rail fleet, bridges,
interlockings and more—on a day-to-day
basis. Climate change complicates the future
of day-to -day operations because it alters the
frequency and severity of weather events that
cause disruptions. A large portion of the system
relies on catenary power to power trains; if that
power is disabled, trains would not be able to
run. Certain bridges with low vertical profiles
(that are close to water) are at high risk during
challenging weather events. Drainage problems
would only get worse if a severe weather
event hits the region. As an agency, it is also
important for us to address issues associated
with rising seas that could wreak havoc on our
infrastructure, particularly at Hoboken, where
potential flooding could cause significant issues
at one of our major rail and bus hubs.
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It is important for us to address these issues
before they worsen. We have identified specific
ways to make our infrastructure more resilient
against some of these threats. Doing so would
enable us to provide more reliable service to
customers in the event of challenging events
and would provide our customers with peace of
mind that their service would not be significantly
disrupted as seas rise and when extreme
weather events occur.
These critical vulnerabilities to climate change
are present systemwide and would be addressed
in a variety of ways. Work at Hoboken Station
(outlined above) is a crucial part of this Capital
Plan’s work to address the rail network’s overall
resiliency. We have provided for additional rail
yard space to provide safe equipment storage
during major flooding events.

A power resiliency project would generate
power for NJ TRANSIT’s electrified lines, which
means our rail service on specific lines would
have the ability to keep running even if the
power it typically relies on goes out.
We also need to account for employee needs
if a challenging event were to occur. Backup
and new employee facilities would improve
working conditions and provide redundancy for
key rail functions in case of emergency. This
would ensure that employees could serve our
customers during an extreme weather event and
would allow customers to rely on uninterrupted
service.

This would fulfill the following goals:
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

The Capital Plan
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2.3 INVESTING IN LIGHT RAIL
NJ TRANSIT has planned investments for all
three light rail lines. The work planned for each
line is based on each lines’ age, geography and
operating conditions. All all planned work falls
under these general categories:
STATIONS

The oldest line, Newark Light Rail, needs
general station improvements to provide a better
and safer customer experience. Four stations
need improvements to make them accessible,
and the remaining stations need work to
improve their operational efficiency and general
appearance. The age of the system means that
these stations need the most intensive amount
of work compared to the other light rail lines.
This Capital Plan includes proposed station
improvements to modernize old stations and
redesign station access for four stations that
are not accessible.
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LIGHT RAIL FLEET

The River LINE, with the longest right-of-way
(34.5 miles), runs more vehicle miles per day
than the other light rail lines. This amount of
usage puts excessive wear on the engines,
which now must be rebuilt to continue running
service. The vehicles are also past their
anticipated service and due for a mid-life
overhaul, which would refurbish the body of
the rail cars.
This Capital Plan includes a mid-life overhaul
for all River LINE vehicles, which would include
refurbishing both the interior and exterior of
the vehicle body, including exterior finishes,
windows, and seating.

LIGHT-RAIL IMPROVEMENTS

Updated PA Systems and
Information Screens

Elevators for
ADA Access

Platform
edge doors

Improved Lighting

EXPANDING THE LIGHT RAIL
NETWORK

The Hudson-Bergen Light Rail, with connections
to New York City crossing points at Hoboken
Terminal and Exchange Place, has the highest
ridership demand of the three light-rail lines and
is poised to grow. To address this and improve
service, this Capital Plan would invest in new
rolling stock to expand core capacity and then
in two expansions to extend the Hudson-Bergen
Light Rail north into Bergen County and west to
the west shore of Jersey City.
These expansions in light-rail service will
provide transit to communities that have been
underserved and help address concerns about
equity.

Fare Areas with
updated validators

Platform
edge doors

This would fulfill the following goals:
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

The Capital Plan
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2.4 INVESTING IN PARATRANSIT
Access Link, NJ TRANSIT's paratransit service,
provides over 6,500 daily trips with a fleet of
500 minibuses and sedans, but faces several
challenges that affect service delivery:
» The size of the fleet has not kept up with
ridership demand, resulting in increasing
wait and ride times.
» Greater ridership demand also requires
more staff to take reservations and
dispatch rides. Access Link’s current
operations hub is too small to house the
staff needed.
» Access Link currently leases its fleet
maintenance facilities. To make the
purchase of equipment and building
customizations more cost effective,
NJ TRANSIT is exploring a buy-andbuild model for Access Link maintenance
facilities.
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» The planned deployment of zero-emission
vehicles requires an investment in charging
equipment to introduce the new fleet.
To address these issues and improve service,
the Capital Plan has identified the following
investments for Access Link.
ACCESS LINK FLEET MODERNIZATION
& EXPANSION

This program would expand the current Access
Link fleet, reducing both wait and trip times, and
would replace vehicles when they age beyond
their recommended service life.
Access Link is a critical service that customers
across the State rely on to get them to and from
their destinations. The investments highlighted
in this Capital Plan would enable us to provide
customers with service that is reliable, high
quality, and efficient.

This would fulfill the following goals:
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

The Capital Plan
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2.5 PROGRAMMATICS: INVESTING IN A STATE OF GOOD REPAIR
To ensure that the transit system is maintained
in a state of good repair and enhanced to
meet evolving customer needs, standards and
specifications, NJ TRANSIT has developed
for each of the three modes—bus, rail and
light rail—an annual budget for packages
of recurrent smaller projects, which we call
“programmatics.” Programmatics are our way of
verifying that these smaller but critical projects
that are essential to the efficiency and reliability
of the system are funded on a consistent
ongoing basis, and maintain a priority position
as part of the plan.
For the rail system, there are programmatics
for elements of rail operations, such as electric
traction, bridge repair and inspection, track and
rail right-of-way rehabilitation, Meadowlands
Maintenance Center modernization, and rail
yard work.
The programmatics for light rail address similar
categories of investment, including rail ties,
ballast stone and routine station repairs of
elevators, fencing and lighting.
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For the bus system, programmatics address
needs for garage roof and mechanical system
replacements, vehicle overhaul programs and
other equipment replacement. In many cases,
the programmatic work would be executed
by dedicated NJ TRANSIT staff experienced
with these small recurring types of work. This
approach would allow for expedited and efficient
project delivery using in-house expertise.
This would fulfill the following goals:
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 5: Build an accountable,
innovative and inclusive organization
that delivers for New Jersey

Figure 2-17: KEY MOBILITY INNOVATION AREAS

2.6 INFORMATION TECHNOLOGY
NJ TRANSIT is investing in internal, business
unit, and customer-facing Information
Technology (IT) infrastructure to become
a leader in the digital revolution in public
transportation over the next five years. A
set of projects to modernize our IT security,
support, monitoring, and project management
infrastructure will replace outdated systems,
enhance the safety and security of our
technology assets, and make our internal
processes more efficient.
To reinforce the backbone of NJ TRANSIT
operations, the IT program is focused on
revolutionizing infrastructure and network
capabilities that improve the customer and
staff experiences. These projects will focus
on disaster recovery to prevent data loss and
minimize impacts on the organization and our
customers. Providing infrastructure resiliency
will ensure that there is no disruption at
NJ TRANSIT’s offices, rail/light rail stations and
maintenance yards, bus terminals, garages and
Access Link offices. We continue to implement
top notch security solutions to protect business,
personal information, work safety, website
protection and spyware/adware protection.
This will enable NJ TRANSIT to mitigate the
risk of losing sensitive data, money and the trust
of our customers. We are focused on building
a vigorous project/program management

office (PMO) and increasing business agility
to monitor, manage and deliver projects on
scope, on time and on budget. By adapting the
best project/program portfolio management
methodologies, rollout of PMO will unite our
business units and keep everyone on track.
IT will support our business units in eradicating
manual processes and implementing
automation to develop operational efficiencies
and increase productivity. Providing our
staff with the latest tools will improve our
customer service. Deploying enterprise asset
management systems will enable critical
assets to perform at maximum efficiency.
An agency-wide data strategy will serve as
a building block to comprehensively support
data management across the organization and
advance our business goals, objectives, and
mission. Automation in vendor management,
coupled with artificial intelligence, will improve
contract oversight, mitigate risks and identify
opportunities. Upgrading and enhancing our
current human resources systems will allow us
to automate the employee lifecycle and provide
employees with self-service functionality. This
will also allow our business partners to better
serve NJ TRANSIT by automating workflows,
collecting better data, eliminating paper
processes, and increasing overall efficiencies.

The Capital Plan
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Figure 2-18: IMPROVED NJ TRANSIT MOBILE APPLICATION

Arrive
6:00 pm

Active Trip
Where a person is with respect to
his/her destination. What is the
next station how long before that
station as a over lay on the map.

Multimodal
Travel
Access rideshare
services in trip
planning

Park and Ride
Integrated payment
for parking at park
and ride.
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The IT program will continue to focus
on customer-facing projects including
enhancements to the NJ TRANSIT mobile
application and a comprehensive trip planner
database and App, which will make it easier
for customers to plan, schedule and purchase
tickets. Passenger facilities will have upgraded
public announcement systems and ADA
compatibility. A variety of technologies will
increase reliability, improve safety and enhance
rider experience with true-time arrival/departure
information. Cashless payment, touchless
ticketing, a reward program and smart train
initiative delivering wi-fi and better cell service
will elevate the customer experience.
M U LT I - M O D E T R I P P L A N N E R A N D
COMMON PAYMENT SYSTEM

Mobility as a Service (MaaS) can debut in
New Jersey with a smart-phone and website
application providing round-the-clock access
to door-to-door transportation. By collecting
data on all mobility providers from bike-share,
ride-hailing services, paratransit, and county
services up to NJ Transit rail, light rail and bus,
New Jersey residents can plan excursions
without the need for a car, toll money and
parking.
Unlike current planners, (e.g. Google) the
proposed Statewide Multimode application will
allow the customer to book and pay for endto-end transport. The multimode trip planner
will be an upgraded version of the current
NJ Transit application. The Access Link App
will be connected, but not subsumed, into the
Multimode application during the early phase
of development.
Multimode trip planning can be expected to
increase ridership by eliminating last-mile/
first-mile customer concerns. Day or night,
there is no risk of being stranded. Costs are
communicated up-front, reducing financial
uncertainty. For some customers needing
paratransit, the long lead-time required for
Access Link transportation can be reduced to
same-day service.

Figure 2-19: MULTI-MODE TRIP PLANNER

Access Link operating costs can be reduced by
servicing ambulatory customers with lower cost
third party services.
Sea-level rise will be affecting the coastlines
of New Jersey before other areas of the east
coast. From time to time, NJ Transit will need
to adjust routes at high-tide and bad weather.
This will be particularly acute in areas such as
Atlantic City, Cape May, and Pennsville. The
ability of the multimode trip planner to account
for the temporary detours of routes will be
highly valued.
SMART TR AIN/BUS – RESILIENT
COMMUNICATIONS AND SAFETY

Project will use a public private partnership to
fill the holes in the cellular coverage along the
right of way. The private partner will act as a
broker to generate revenue for new cellular
deployments along the rail right-of-way and
provide broadband 5G/WiFi infrastructure at
stations. This will provide more bandwidth on
board the trains, while approaching the stations
and at the stations. It will allow automatic
failover for onboard equipment from one carrier
to another to avoid loss in communications with
just one carrier.
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The system will allow new broadband
applications like video processing and
Passenger WiFi onboard NJ Transit trains as
has been a long-standing desire. NJTRANSIT
developed a new business model to make the
costs of deploying these systems to be not
only affordable, but profitable for the state. We
also rebranded the project to meet operational
needs with the deployment by providing resilient
communications onboard the vehicles and
enhanced safety applications.
We will also be able to communicate directly
to the customers on board in real time through
the existing displays and, the public address
system on board from the central MultiStation
system will allow unprecedented levels of
customer service through consistent real-time
messaging.
A common communication system for resilient
communications on our trains will utilize a
new set of industry standards called ITxPT,
i.e. Information Technology for Public Transit,
that has standard specifications for all the IT
systems on board the trains.
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VIDEO ANALYTICS

NJTRANSIT has deployed thousands of
cameras statewide at stations and onboard
vehicles for homeland security initiatives.
These cameras offer a wide range of
applications that can take advantage of this
installed infrastructure to deliver the latest in
Artificial Intelligence (AI) applications in a wide
range of areas along all the business lines.
We were awarded a grant in 2020 to use video
analytics to provide COVID Mask detection and
vehicle occupancy for social distancing. We
have also seen lower cloud storage costs open
the ability to store longer periods of data to help
with claims, police investigations and bus and
rail operations.
We will be building a development portal to
invite industry and academia to test new video
analytic algorithms and concepts with actual
transit data from stations and onboard vehicles.
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2.7 TRANSIT-ORIENTED DEVELOPMENT
NJ TRANSIT is committed to working with
local governments to advance transit-oriented
development (TOD). Integrating transit
improvements with street and sidewalk projects,
parking improvements, and retail/housing/office
developments would produce the best results
for our communities. NJ TRANSIT would
prioritize investments where we could leverage
coordinated investments by private companies,
not-for-profits, and cities and towns to achieve
improved transit service and a stronger local
economy and overall quality of life. We want
to build on the success of the Transit Villages
program. We also want to introduce techniques
used in other cities that have enabled transit
agencies, mayors and developers to combine
efforts to link development with new rail stations
and bus facilities. In New York City, Boston,
suburban Virginia and Denver, for example,
the compact development enabled by transit
improvements has generated increased profits,
land values and tax revenues. A share of these
increments has been contributed to the cost of
the transit infrastructure.
Successful implementation of TOD requires
coordination between NJ TRANSIT and local
governments, property owners and developers.
The more that stakeholders are fully engaged,
the more likely the success in addressing overall
community needs. Working together can take
several forms:
» If NJ TRANSIT owns parking lots or other
undeveloped land, the land could be
leased to developers and could serve as
a sustainable revenue source. If parking is
required, a garage could be integrated into
new buildings.
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» In other cases, zoning changes adopted
by local government could allow for greater
density in proximity to transit, providing
an incentive to locate more housing
and commercial uses near the station.
Our project prioritization process would
explicitly advance station rehabilitation
and expansion projects where the host
municipality would promote TOD with
sustainable funding. Coordinating local
zoning policy with local businesses and
residents as well as property owners and
developers would be particularly effective.
» We would explore opportunities to enter
into deals with developers to pay for station
improvements and maintenance in return
for enhanced transit service.
In some cases, the development associated
with the transit improvement would be focused
on developing better pedestrian and other
connections to a major institution, such as a
hospital, university or sports venue. In other
cases, the land use policy could focus on an
extended corridor that would benefit from new
BRT service.
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Figure 2-20: PORT AUTHORITY BUS TERMINAL IN NEW YORK CITY
Source: google images

2.8 NJ TRANSIT’S INVOLVEMENT IN LARGE
REGIONAL TRANSPORTATION PROJECTS
NJ TRANSIT is actively participating in the
planning, development, and implementation
of large transportation programs in the region
that involve Amtrak, the Port Authority of New
York and New Jersey (PANYNJ) and the
Metropolitan Transportation Authority (MTA).
These programs would expand the capacity of
the regional transportation system to meet the
needs of the growing region and would directly
benefit our customers by accommodating our
buses and trains, even though these projects
generally involve facilities that are not owned or
operated by NJ TRANSIT. Much of the funding
for these programs of regional and national
significance comes from sources other than
the NJ TRANSIT capital program, but all users
contribute to the capital costs. Because these
programs are in the early stages of development,
are not assets owned by NJ TRANSIT and, in
some cases, are not expected to advance to
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construction in a five-year timeframe, they are
not identified in the current Five-Year Capital
Plan. Amtrak’s Gateway Program includes a
series of improvements to the nation’s busiest
10-mile stretch of railroad tracks running south
from New York City to Newark. These tracks
provide 200,000 Amtrak and NJ TRANSIT trips
every workday and carry 450 scheduled trains
through the corridor. The program strives to
increase the capacity and reliability of aging
infrastructure that cannot meet growing demand
and would enable trains to perform on schedule.
The Gateway Program is a collaborative effort
involving NJ TRANSIT, the PANYNJ, and
the U.S. Department of Transportation. The
program has many different elements. The
Sawtooth Bridges and the Portal Bridge would
be replaced, and a new Portal South Bridge and
a new rail yard would be built.

Figure 2-21: AMTRAK'S GATEWAY PROJECT OVERVIEW MAP
Source: Amtrak, https://nec.amtrak.com/resource/gateway-program-overview-map/

A new track between Newark and New York
City would create a continuous four-track rightof-way with increased capacity. Construction of
a new tunnel under the Hudson River with two
tracks connecting to New York Penn Station
would allow for the rehabilitation of the existing
100-year-old North River Tunnels under the
Hudson River that connect to New York Penn
Station. Expansion of New York Penn Station
would provide additional tracks and platforms
and increase capacity. Finally, a new loop track
at Secaucus Station connecting the Bergen,
Main, Pascack Valley and Port Jervis rail
lines to the Northeast Corridor would provide
commuters with a one-seat ride to New York
Penn Station.

more-reliable schedules, and new platform and
concourse space at New York Penn Station.
Empire State Development is scheduled to
complete Moynihan Station in late 2020. At
that time, Amtrak would relocate its New York
Penn Station operations into Moynihan Station,
which is in the Farley Post Office Building
directly to the west of New York Penn Station
over the existing station platforms and tracks.
Space at New York Penn Station vacated by
Amtrak would become available for use by
NJ TRANSIT and would provide an opportunity
to ease congestion, speed train loading and
unloading, and would provide improved waiting
areas for NJ TRANSIT passengers.

NJ TRANSIT’s investments in projects, such
as the Portal Bridge, Newark Penn Station
Circulation Improvements, the Westbound
Waterfront Connection and the Hunter Avenue
Flyover, would lay the groundwork for the
Gateway Program. The program would double
rail capacity into New York Penn Station.
NJ TRANSIT customers would benefit from
more-frequent service, less-crowded trains,
The Capital Plan
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Figure 2-22: NJ TRANSIT WAITING AREA AT NEW YORK PENN STATION

The PANYNJ is advancing the design and
environmental review of a new Port Authority
Bus Terminal to replace the existing facility
on West 42nd Street in Manhattan. The new
terminal would dramatically increase the ability
to accommodate NJ TRANSIT’s projected
growth in bus service to meet growing demand,
reduce crowding and waiting time for buses,
and provide bus storage and staging areas to
improve the efficiency and scale of commuter
bus operations. Our customers would benefit
from a new state-of-the-art facility that would
have vastly improved public spaces and
amenities.
Amtrak’s rehabilitation of the East River
Tunnels that connect New York Penn Station
to Sunnyside Yard in Queens would ensure that
NJ TRANSIT can continue to use the tunnels
to access the rail yard and store trains during
the day to allow for timely service back to New
Jersey during the evening peak period.
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2.9 DEVELOPMENT OF THE CAPITAL PLAN
For the NJT2030 Strategic Plan, a set of goals
were developed to define agency direction
(see Figure 2-23). The goals were focused on
NJ TRANSIT as an agency and organization, to
provide direction for institutional change. For the
Capital Plan, Capital Performance Indicators
were established to drive the evaluation and
implementation of infrastructure programs and
projects for the next 5-20 years in furtherance
of the NJT2030 goals.
Each project in this Capital Plan was assessed
using the Capital Performance Indicators.
The Capital Performance Indicators guide our
planning process and provide structure to the
qualitative and quantitative analysis conducted
to prioritize projects included in the Capital Plan.
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These Capital Performance Indicators flow from
NJ TRANSIT’s Strategic Goals—but focus on
evaluation and delivery of projects:
State of Good Repair
Repair or rehabilitate facilities so that they
can operate at a safe and satisfactory level of
performance or modernize facilities to meet
current industry standards.
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.

STRATEGIC PLAN GOALS

Figure 2-23: NJ TRANSIT CAPITAL PLAN PROCESS

Ensure the reliability and
Continued safety of our transit
System
Deliver a high-quality experience
for all our customers with their
entire journey in mind
Power a stronger and fairer
economy for all communities
in the region

Establish and
Deﬁne Capital
Performance
Indicators

Conduct
Needs
Assessment

Develop
Agency-Wide
Project and
Program List

Evaluate
Projects on
Scope, Cost,
and Capital
Performance
Indicators

Evaluate
Projects Based
on Agency
Strategic
Direction

Create Schedule
Based on
Constructibility
and Evaluation
Results

Develop Draft
Capital Plan
for Internal
Review

Review
Draft Capital
Plan

Prepare
Capital Plan for
Stakeholder
Review and
Release

Review
Final Capital
Plan

Prepare
Capital for
External
Release

Release
Capital
Plan

Promote a more sustainable
future for our planet
Build an accountable, innovative,
and inclusive organization that
delivers for New Jersey

Capital Performance Indicators
State of Good Repair

Safety

Business Performance
Customer Experience
Resiliency

Customer Experience
Provide customers with a positive transit
experience by being responsive to the everchanging needs and expectations of customers.
Business Performance
Ensure NJ TRANSIT’s ability to provide service
into the future by investing in opportunities
to improve financial sustainability. These
could include real estate and value capture
opportunities, reducing operating costs or
increasing ridership revenue.

PROJECT PRIORITIZATION PROCESS
After establishing the Strategic Goals,
NJ TRANSIT developed a needs assessment
with staff at all levels of each of the operating
groups. This assessment was supported by a
team of engineers, planners, and economists
that reviewed these needs and assisted in using
them to identify a comprehensive list of projects
and programs designed to enable NJ TRANSIT
to achieve its goals and satisfy the Capital
Performance Indicators.

The Capital Plan

2-55

Figure 2-24: THE RELATIONSHIP BETWEEN THE STRATEGIC GOALS AND
CAPITAL PERFORMANCE INDICATORS AND THEIR CRITERIA

NJT 2030 GOALS

Ensure the reliability and continued
safety of our transit system

CAPITAL PERFORMANCE
INDICATORS

State of Good Repair

Health & Safety

Primary Criteria

Ridership/Capacity
State of Good Repair
Service Reliability (OTP)

Health & Safety
Equity, Inclusion, &
Accessibility

Service Quality/Frequency
Health & Safety
Resiliency
Project Readiness

Ridership/Capacity
State of Good Repair
Resiliency

Secondary Criteria

This process included an assessment of
each project and program’s significance in
the larger scope of NJ TRANSIT’s goals and
operations, with a particular focus on how each
would benefit our customers, based in part on
customer surveys.
The NJ TRANSIT team identified 13 criteria
for evaluating the benefits of the projects and
programs in order to rank the projects and
programs to determine which are most effective
at advancing NJ TRANSIT’s goals and Capital
Performance Indicators. Figure 2-24 illustrates
the relationship between the Strategic Goals
and the criteria.
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Deliver a high-quality experience
for all our customers, with their
entire journey in mind
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Power a stronge
New Jersey for a

Resili

Environmental
/Air Qu
Resili
Network

The criteria are as follows:
State of Good Repair
Would the project repair or replace an asset that
is past its useful life? Is it obsolete or in a state
of disrepair?
Health & Safety
Would the project improve the safety of our
customers and/or employees?
Service Reliability/On-Time Performance
Would the project improve the reliability
of the transit system, in particular, on-time
performance?

Service Relia
State of Go
Health &

xperience
ith their

y

&

ty
pair

Power a stronger and fairer
New Jersey for all communities

Promote a more sustainable
future for our planet

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

Resiliency

Customer Experience

Business Performance

Environmental Sustainability
/Air Quality
Resiliency
Network Impact

Service Quality/Frequency
Comfort
Intermodal Connectivity

Project Readiness/Risk Factor
Business Performance
/ Financial Sustainability

Service Reliability (OTP)
State of Good Repair
Health & Safety

Ridership/Capacity
Service Reliability (OTP)
Regional Effect /
Socioeconomic Sustainability
Health & Safety
Equity, Inclusion, &
Accessibility

Ridership/Capacity
Service Reliability (OTP)
Regional Effect /
Socioeconomic Sustainability
Intermodal Connectivity

Business Performance/Financial Sustainability
Would the project enable NJ TRANSIT to
operate more efficiently by reducing costs or
enhancing revenue generation?
Service Quality/Frequency
Would the project result in an increase in
service frequency?

Equity, Inclusion, & Accessibility
Would the project improve accessibility to the
transit system? This includes improving not only
for people with disabilities, but also improving
access for low-income populations, seniors, and
the young—people who are transit dependent
because they do not have access to a car or
choose otherwise not to have one.
Ridership/Capacity
Would the project produce an increase in transit
ridership or transit capacity?
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Regional Effect/Socioeconomic Sustainability
Would the project have a broad impact on a line
or on the entire system, or would its impact be
limited to its immediate area?

Project Readiness/Risk Factor
How quickly could the project be delivered?
Is it in the planning phase, in design or in
construction?

Resiliency
Would the project mitigate risks, enhance
the ability of the transit system to continue to
operate in extreme weather conditions, floods,
black-outs or other disasters?

After all projects were scored, they were
ranked, and the overall ranking of their benefits
were compared to their capital costs to provide
an understanding of the value created for the
dollars spent. It is important to note that this
ranking is designed to inform decision-making
by NJ TRANSIT, not to replace judgments that
take into account the complexity of the State of
New Jersey, the transit system and the needs
of its customers (none of which can be reduced
to a series of numbers).

Environmental Sustainability/Air Quality
Would the project result in an improvement in
air quality by promoting the use of cleaner fuels,
providing convenient and attractive alternatives
to private automobiles, or otherwise reducing
greenhouse gas and particulate emissions?
Comfort
Would the project make transit service more
comfortable and therefore more attractive for
current and new customers?
Intermodal Integration
Would the project help integrate differing modes
of transportation to enhance transit service?

2-58

NJ TRANSIT: CAPITAL PLAN

NJ TRANSIT used the results, together
with project specific information about
constructability and schedule, to inform its
recommendations about how to prioritize
projects in the five-year capital program.

This recommendation was based not only on
the specific merits of individual projects and
programs, but on the overall needs of the
system, the value for the dollar invested in each
project, how quickly the most valuable projects
can be delivered, and on an understanding
how the projects and programs work together
to produce the best value for the transit system,
for our customers, and for the state as a whole.
With the understanding that it is impossible to
construct all the projects in the program at
once, NJ TRANSIT arrayed the projects and
programs by expected expenditure per year.
Projects that had the highest scores were
promoted for early action.
Projects that addressed the most dire need for
state of good repair attention were given highest
priority. Simpler projects and projects already
in development that could be enacted quickly
and had demonstrated value in improving the
performance and reliability of the transit system
were identified and, in some cases, are already
in progress. Lastly, large scale projects that can
take years of planning and development were
programmed for the first steps in the long road
to realize their benefits.

All these projects were then subjected to a highlevel scheduling evaluation to balance the need
to quickly deliver projects that have impact and
the limits implicit when working on highly active
and overburdened infrastructure. The plan that
emerged from this process is intended to be the
first of a series of five-year Capital Plans that
would be renewed every year. Since some of
the larger projects or programs may take more
than five years to execute, it is expected that
these projects may take as long as a decade
to complete. For some programs, certain
projects are interdependent and must proceed
in sequence. For this reason, even though the
Capital Plan is based on a five-year schedule, a
longer term outlook has been organized so that
major projects and programs can be interwoven
with projects that can be delivered in a shorter
time frame.
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