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Welcome & Session Objectives

▪ Understand current CFCRC governance 
structure and potential future considerations 

▪ Review transition plan and WSP consultant 
findings

▪ Address FTA concerns and implications

▪ Learn from case studies of similar transitions
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Existing Governance Framework – 

Key Agreements and Parties
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▪ Interlocal Governance Agreement (2007)

▪ First Amendment (2008)

▪ Second Amendment (2010)

▪ Third Amendment (2024)

▪ Parties: Local Jurisdiction Partners

▪ Future Considerations: Definition and scope of CFCRC 
operations, appointment of identified executive 
officers/administrative capacity, composition and role of 
CFCRC committees (TAC and CAC)



Existing Governance Framework – 

Key Agreements and Parties
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▪ Interlocal Operating Agreement (2007)

▪ First Amendment (2008)

▪ Second Amendment (2009)

▪ Third Amendment (2010)

▪ Parties: FDOT and Local Jurisdiction Partners

▪ Future Considerations: Conveyance of real property and 
transfer of other tangible and intangible assets, budget 
approval provisions, assignment of operating 
agreements and bus service agreements, easement 
transfers and associated assumption of maintenance 
obligations, marketing responsibilities, agreement 
termination, consistency with other foundational 
agreements



Existing Governance Framework – 

Key Agreements and Parties
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▪ Interlocal Funding Agreement (2007)

▪ First Amendment (2007)

▪ Parties: FDOT and Local Jurisdiction Partners

▪  Locally Funded Agreement (2024)

▪ First Amendment (circulating for execution)

▪ Parties: FDOT and Local Jurisdiction Partners

▪ Future Considerations: Amendment for FY26/27



Existing Governance Framework – 

Key Agreements and Parties
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▪ Operations Phasing Agreement (2024)

▪ Parties: FDOT and Local Jurisdiction Partners

▪ Future Considerations: Key deadlines (following slide), 
alignment of Positive Train Control and State of Good 
Repair obligations, corridor permitting responsibility 
assumption, responsibility for compliance with Florida 
Rail Corridors Bridge Management Program (FDOT)



Key Operations Transition Deadlines
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Operations Phasing Agreement (Section 5):



Transition Framework – WSP Report
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Framework: Contract operations

Selection of operating entity

▪ Expertise in commuter rail operations

▪ Established safety record

▪ Familiarity with FRA safety and operating 
requirements

Report Section 5.0 – Staffing

▪ Robust framework

▪ Achievable in variety of governance 
configurations



Transition Framework – WSP Report
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CFCRC organizational options:

▪ Contract all administration and operations to 
Lynx

▪ Establish executive team within CFCRC to 
manage contracts

▪ With centralized management at CFCRC, 
engage constituent jurisdictions to provide 
administrative functions, for instance:

▪ Procurement

▪ Finance

▪ Human resources

▪ Risk management 

▪ Information technology

▪ Capital programs



Transition Framework – FTA Funding

▪ Large Urbanized Areas receive Section 5307 FTA formula 
funds, which can be used for:

▪ Capital projects, including preventive maintenance

▪ Planning projects

▪ Discretionary Grants are generally available only for new 
capital projects

▪ Becoming a direct recipient allows SunRail to: 

▪ Directly apply for FTA discretionary grants

▪ Receive FTA formula funding from Lynx, the FTA Designated 
Recipient for this Urbanized Area
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Transition Framework – Becoming an FTA 

Direct Recipient
▪ New FTA Direct Recipients must:

▪ Complete registration with the System for Award Management 
(SAM)

▪ Demonstrate:

▪ Legal capacity

▪ Financial management and capacity

▪ Technical capacity (including civil rights and procurement policies)

▪ FTA provides technical assistance to public entities seeking to 
become direct recipients
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Transition Framework – New Recipient 

Timeline
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New Entity: Gateway Development 

Commission
▪ Project details:

▪ Three projects to create redundant rail operations between NY and 
NJ 

▪ Special purpose entity for the purpose of delivering the project.

▪ Operations and maintenance: Amtrak

▪ Project Development Agreement, Special Entity Agreement

▪ FTA and FRA funding plus cost sharing among NY, NJ, Amtrak

▪ Key Takeaways:

▪ Quickly establishing strong, experienced team to satisfy FTA 
requirements

▪ Managing various stakeholders with conflicting interests

▪ Mitigate cost overruns, delays
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New Entity: Austin Transit Partnership

▪ Project details:

▪ Construction of new light rail system in Austin

▪ Special purpose entity for the purpose of delivering the project.

▪ Operations and maintenance: Who is responsible entity

▪ Interlocal agreements with City of Austin, CapMetro

▪ FTA funding (Capital Investment Grant)

▪ Key Takeaways:

▪ Strong interlocal agreements with clear governance provisions

▪ Sync operations and maintenance responsibilities
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O&M Transition: NJ Transit River Line

▪ Project details:

▪ Light rail system operated and maintained by contractor since 
2002

▪ Temporal separation with Conrail

▪ Transitioning O&M to in-house at NJ Transit December 2025

▪ Key Takeaways:

▪ FRA updates and compliance

▪ Workforce transition and union concerns

▪ Staffing

▪ Safety oversight (FTA, NJ Department of Transportation)

▪ Condition of equipment
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Questions?
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