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Enhance & Extend 
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Quick & Reliable 
Connections

Capital Projects

Grants & Shared 
Funding

Fare Support & 
Operating 
Subsidies

Aggressive Implementation!
More Needs?

Increased Scope & Cost

Preserving Financial 
Capacity for Long-Term 
Projects

Potential & Real Funding 
Gaps

Emerging Desire
Who pays?
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Overview

Trade-offs and prioritization are necessary. 
Transit Plan amendments need to be pursued for buy-in 
and direction from governing boards.
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FY26 Work 
Program

Improved GoDurham and GoTriangle Bus and 
Paratransit Services
Reflects the priorities of the Short-Range Transit Plans while 
maintaining the overall prioritization balance of the 2023 Transit 
Plan – Total Addition of $7.6M annually

GoTriangle - Routes 400 & 700

• Added +$1.5M in FY26 (partial year) then $2.0M in FY27

GoTriangle - Paratransit Expansion

• Added +$41k annually starting in FY26 to reflect additional 
paratransit use.

City of Durham – Routes 4 & 9

• Adding +$4.0M annually for 15-minute service on both routes. 
This is a reduction of $1.1M from the original FY26 request 
due to service anticipated to start later in the year.

• The City has also requested an additional $993k for the 
purchase of six (6) new electric vehicles

City of Durham – Paratransit Improvements

• Added $453k annually starting in FY26

GoTriangle - New Bus Plan Update

• +$350k is programmed for a new bus plan



FY26 Work 
Program

Prepare Bus and Paratransit Maintenance Facilities 
for Expanded Services

GoDurham – Fay Street BOMF

• The $3.75M that was requested for construction has been 
deferred to FY27

• Added $3.74M of City of Durham funding for electric vehicle 
charging equipment in FY26

• Funding gap remains for the construction phase

GoTriangle – Nelson Road Bus Maintenance Facility

• Transit Plan finding has increased by +$3M in a future year for 
construction

• Total Transit Plan funding is now $14.95M

• +$1.2M has been programmed in FY26 for design and 
construction



FY26 Work 
Program

Better Experience at Stops and Stations

GoTriangle

• Durham Bus Stop Improvements Program
• +$747k has been advanced to FY26 for the ongoing 

improvements

• GoTriangle Regional Mobility Hub
• +$280k is programmed for design



FY26 Work 
Program

Better Experience at Stops and Stations

GoDurham

• Holloway Street Transit Emphasis Corridor
• Additional +$1.5M has been added for construction in FY26
• Added $9.7M of federal grant funding for construction and land 

acquisition

• Access to Transit - Junction Road
• No additional funding has been allocated from DTP as existing 

funding is sufficient for the federal match.
• Added $2.3M of federal grant funding for construction and land 

acquisition

• Access to Transit - Horton Road
• Additional +$722k has been added for construction in FY26

• Village Mobility Hub
• $1.2M programmed for construction has been redirected to land 

acquisition plus an additional +$800k
• +$1M was added for a Phase 1 construction project in FY27
• Long-term improvements will be deferred to the Central Durham 

BRT project



FY26 Work 
Program

Fast Reliable Regional Service

• $500k annual placeholder in the model for long-term project(s)

• Reserving annual funding for planning and/or grant matching 
opportunities in the near-term

BRT Rapid Transit Vision Plan – Durham County

• Project was previously the Bus Speed and Reliability Study 
sponsored by the DCHC MPO

• Project was reassigned to Durham County in FY25 Q2

• County will continue to develop this plan to provide an update to the 
Transit Plan financial model for all future BRT projects

New Bus Rapid Transit Project Development – City of 
Durham

• Project includes $6M of new funding plus $434k for three staff 
positions

• Funding is proposed in anticipation of the completion of the Small 
Starts Study application which was funded in FY25 Q2

• City has identified a BRT corridor from Duke University, through 
downtown, and along Holloway St to the Village Transit Center



FY26 Work 
Program

Continuation of Bus Fare Subsidies
In FY25, the City of Durham and GoTriangle both received 
funding for new programs to offset the cost of fares for transit 
riders.

City of Durham – Direct Investment in Mobility Equity (DIME) 
Program
• City will remain fare free in FY26 with the continued assumption of a 

City contribution to fare free service. 

• The City did not request any additional funding through the Work 
Program development process. 

• Transit Plan funding remains unchanged at $383k in FY26. The 
funding continues to have a cap and is not intended to be based on 
total ridership.

• The City also receives $895k annually for Increased Cost of Existing 
Services which is similarly a subsidy for operating costs.

GoTriangle – Transit Assistance Pass (Low-Income Fare) 
Program
• The TAP program provides free transit passes for eligible riders who 

receive public assistance

• In FY26, GoTriangle has requested funding based on the actual 
ridership, which is currently estimated at 33% for Durham

• FY26 increase for Durham is +$178k +221% increase from FY25



FY26 Work 
Program

Closing Light Rail and Commuter Rail Projects

• The Durham-Orange Light Rail Transit and Commuter Rail projects will 
be closed

• Remaining $1M will return to fund balance

• Ongoing maintenance of properties purchased by Light Rail project will 
be consolidated into a new GoTriangle Property Maintenance project, 
which will cost $53k annually

Tax District Administration Changes

• GoTriangle has consolidated TDA staff in a standalone unit based on 
the recent organizational study

• This reorganization has resulted in +$180k increase in the Financial 
Oversight staff, which is offset by the closing out (-$203k) of the 
Financial Oversight Support Services project

• Net impact is savings of $23k in FY26

Durham County Staff Working Group Administration 

• Durham County is proposed to be the Lead Agency for multiple tasks 
including public engagement.

• Added +$29k for a total of $100k annually for additional staff time, 
translation materials, etc.



FY26 Work Program –
Lead Agency Updates

GoTriangle has requested to no longer lead public 
engagement for the Work Program

This has resulted in an 0.5 FTE reduction in their 
Marketing, Communication and Public Engagement 
Support Staff (from 1.5 to 1.0 FTE)

Durham County will serve as Lead Agency on all ILA 
responsibilities except for maintaining the templates, 
which will still be led by the Tax District Administration



FY26 Work Program Budget 
Updates

Project 
Sponsor

Project ID Project Name FY26 Draft Budget
FY26 Recommended 

Budget
Variance

GOT 19GOT_TS8 Paratransit Expansion 44,908$                   85,908$                            41,000$                 

GOT 21GOT_AD1 TDA – Financial Oversight Staff 201,720$                 382,116$                          180,396$               

GOT 21GOT_AD11 TDA - Financial Oversight Support Services 203,263$                 -$                                  (203,263)$             

COD 18DCI_TS9 Increased Cost of Existing Services (ICES) 883,770$                 894,794$                          11,024$                 

COD 21DCI_TS2 Route 4 Improvements 2,634,116$              2,307,524$                       (326,592)$             

COD 25DCI_TS18 Route 9 Improvements 2,497,571$              1,686,603$                       (810,968)$             

COD 20DCI_CD02 Access to Transit - Junction Road 1,407,870$              -$                                  (1,407,870)$          

COD 25DCI_CD26
GoDurham Bus Operations and 
Maintenance Facility (Fay Street) 3,750,000$              -$                                  (3,750,000)$          

COD 18DCI_CD1 Holloway Street TEC 2,770,548$              1,488,375$                       (1,282,173)$          

COD 26DCI_CD14 The Village Mobility Hub 1,400,000$              2,200,000$                       800,000$               

DCO 24DCO_AD05 Staff Working Group Administrator 70,612$                   100,000$                          29,388$                 

15,864,378$    9,145,320$             TOTAL

 Total FY26           
Budget Impact 

(6,719,058)$   



FY26 Work Program Budget Updates

Draft FY26 Work Program Final FY26 Work Program

Operating Expenditures decreased overall by $1,079,015
*Generally, the decrease is due to projects starting later in the year and costs will increase next year.



FY26 Work Program Budget Updates

Draft FY26 Work Program Final FY26 Work Program

Capital Expenditures decreased by $5,640,043
* Generally, capital expenditures were delayed and are still planned in future years 



FY26 Work Program Budget Updates

Draft FY26 Work Program Final FY26 Work Program

Recommended Expenditures decreased overall by $6,719,058



FY26 Work Program Budget Updates

Draft FY26 Work Program Final FY26 Work Program

Transfer from Fund Balance decreased by $6,719,058



FY26 Work 
Program 
Budget 
Updates

The final recommended Work Program 
maintains the same projected revenues as 
the draft Work Program, which is an 6% 
increase over the 2023 Durham Transit 
Plan.

The Vehicle Rental Tax is not included, and 
per the ILA, any allocation is at the sole 
discretion of the GoTriangle Board.



FY26 Work 
Program 
Budget

Maintaining the Financial Model Assumptions
• Multi-Year Operating Program
• Capital Improvement Program
• Fund balance is necessary for future capital and 

operating projects through FY40

Low Point in the 
Financial Model is 
approximately $22M 
in FY35.

The changes 
between the draft 
and final Work 
Program did not 
affect the low point.



FY26 Work Program –
Closeout Projects



FY26 Work Program – Improved Clarity on Cost Shares and 
Reimbursements

Project Sponsors were requested to add cost share information for all projects that have shared 
funding sources and clarify the basis for how reimbursements are calculated.

The purpose is to provide information to the Boards for how projects are funded at the time of 
budget approval and so that the budget approval provides necessary information to staff who 
will be preparing and approving reimbursement requests.

Several project sheets were updated. Staff intend to develop a standardized format for project 
sheets for FY27.

Transit Plan Administration appendix was added due to the complex nature of GoTriangle 
staffing cost shares. GoTriangle has organized a multi-jurisdictional Transit Plan Financial 
Liaisons Group to review and develop potential changes for FY27. 



FY26 Work 
Program 
Engagement 
Summary

• GoForward / 
DCO websites 

• Tabling at 
Durham Station

• Social Media

• Durham County 
Transit Plan 
Email



Public 
Engagement 
Survey Results

• Online survey had 64 participants and received 49 
comments

• Survey Results Summary
• 68% and 57% of participants will be positively 

impacted by the proposed service changes on 
GoDurham routes 4, 9 and GoTriangle routes 
400 and 700, respectively

• 74% of participants feel the bus routes always 
or mostly serves the needs of their 
neighborhood

• 58% of participants were satisfied with the 
ongoing Bus Stop Improvements

• 85% of participants felt it was important to 
implement BRT

• 85% of participants felt it was important to 
continue to support the fare-free initiatives 



SWG Administration Recommendations

Policy and Procedures 
Development

The SWG Administrator 
recognizes a need for the 
development of improved 
policies and procedures.

These policies and 
procedures will be 
developed in collaboration 
with the SWG and 
forwarded to the governing 
boards for approval.

Proposed new or improved 
policies include:

- Low-Income Fare

- Eligibility for Transit Plan Funding

- Cost Shares for Projects

- Federal or Local Matching Funds

- Real Property

- Work Program Amendments

- Project Closeouts



Durham Board of County Commissioners – May 5, 2025



Follow Us @CityofDurhamNC919.560.1200 DurhamNC.gov

July: $12 million USDOT Grant for Holloway St.

August: New Crosstown Connection
Doubled Service to N. Durham High Schools

FY2025: Q1



Follow Us @CityofDurhamNC919.560.1200 DurhamNC.gov

FY2025: October

Rebooted Two GoDurham Connect Microtransit Zones with 
Updated Service Delivery Model to Improve Cost Effectiveness
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Monthly Ridership Breaks All-Time Durham 
Record of 617k set in October 2017



Follow Us @CityofDurhamNC919.560.1200 DurhamNC.gov

Broke ground for 
$26 million 
Durham Station 
Revitalization

Launched Transit Signal 
Priority at 13 intersections 
on Fayetteville Street

FY2025: December



Follow Us @CityofDurhamNC919.560.1200 DurhamNC.gov

FY2025: Q3

January: Purchased property for new GoDurham 
ACCESS Operations and Maintenance Facility

March: Four Bus Operators with more than One Million Safe 
Miles Honored



Follow Us @CityofDurhamNC919.560.1200 DurhamNC.gov

FY2025: Q4

Complete Feasibility Analysis for Central Durham Bus Rapid Transit (BRT) Corridor



Questions?


