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New York | Dallas | Los Angeles | Raleigh | Washington DC 

 
 

December 4, 2019 

Shelley Blake Curran, Interim President and CEO 
GoTriangle 
4600 Emperor Blvd 
Durham, NC 27703 
Transmitted via email to SBlake@gotriangle.org 

Dear Shelley:

We have enjoyed our ongoing opportunity to support GoTriangle in advancing implementation of joint 
development at the RUS Bus property.  As we finalize the procurement phase and start negotiations and 
other pre-development activities, HR&A Advisors, Inc. (HR&A) is proposing to build upon our current scope 
by providing expanded project and development management support to GoTriangle. 

Specifically, we feel that we can help ensure GoTriangle achieves it goals of (1) accelerating project 
groundbreaking, (2) realizing maximum value for the agency, and (3) complying fully with FTA joint 
development policies. We envision supporting GoTriangle in advancing a number of complex development 
tasks including support with project management activities, drafting of a pre-development agreement / term 
sheet between GoTriangle and its selected development partner, and supporting the transit agency in its 
negotiations with a sophisticated development team.  

The existing contract between HR&A and GoTriangle, signed October 2018 and amended May 2019, 
included a two-part RFQ/RFP process that has yielded three robust responses for the agency to evaluate. 
We will continue to support GoTriangle through this procurement process with any remaining open items, 
such as supporting communications and informing any debrief processes.  

An increasing number of activities of growing complexity will require more intensive analyses and ongoing 
engagement as GoTriangle moves from evaluating responses to navigating negotiations with developers 
and advancing predevelopment activities in concert with its selected development team. HR&A proposes 
extending its partnership with GoTriangle to undertake these activities in the next phase of the development 
process. Namely, this increase in scope envisions (1) continuing to support the communications related to the 
RFQ and RFP process, (2) providing support in the design of a joint development project for FTA approval, 
(3) assisting with the development of different financial and business provisions on the term sheets, (4) leading 
the financial analysis and guiding the development of terms during negotiation, (5) developing an interactive 
model that allows to test the financial impact of different terms, and (6) providing general strategic 
development advisory as needed.  

Task 1. Continued RFQ/RFP Administration Support 

HR&A will continue to support any open items and administration related to the RFQ and RFP processes, 
including support in communication with preferred and non-preferred teams and informing potential debrief 
requests to GoTriangle.  
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Task 2. FTA Engagement and Coordination Support 
 
There are number of submittal and coordination requirements that GoTriangle must complete with FTA to 
gain their approval of the project. Based on my prior experience advancing joint development projects 
through FTA’s approval process, we will help ensure GoTriangle continues to build on the agency’s 
collaborative relationship with FTA and that we provide FTA with the precise level of information it needs 
for its approval of the RUS Bus joint development. 
 
Task 3. Predevelopment Agreement and Negotiation Support 
 
With the GoTriangle board’s approval of a selected development team, the agency will be expected to 
present a draft predevelopment agreement to its partner in order to set the parameters of subsequent 
negotiations. This agreement will cover the rights or responsibilities retained or bestowed between 
GoTriangle and the selected development team, and commitments made as part of this agreement will be 
used as a basis for more detailed operating agreements and lease documents. In addition, this document 
will be where GoTriangle will enshrine its retention of vetting rights over finalized development plans to 
ensure that the RUS Bus site and its operations remain true to GoTriangle’s stated objectives. 
 

Task 3.1. Predevelopment Agreement: We will assist in the drafting of the predevelopment 
agreement with an emphasis on the financial and business terms. With the assistance of the draft 
predevelopment agreement, GoTriangle will enter into negotiations with its partner to advance 
toward a joint development agreement. The exact structure of this agreement will be refined through 
the iterative process of negotiation; however, it is important that a range of viable and acceptable 
deal structures are explored beforehand.  
 
HR&A will focus on structuring the financial and business terms and will work with GoTriangle to 
draft fully compliant lease terms. HR&A will support the preparation of a term sheet and will 
summarize the financial offers, cost savings, and other key business terms for GoTriangle. HR&A will 
review and analyze developer proposals, and, if necessary, counterproposals, and assist 
GoTriangle in preparing responses.  
 
Task 3.2. Negotiation: HR&A will support GoTriangle by first preparing negotiation strategies 
tailored to the proposal of its selected development team, including identifying key terms and 
conditions of a joint development agreement, ground lease, and other development-related 
documents deemed necessary or prudent for the RUS Bus site. Negotiation strategies will address 
the risks associated with the selected team’s financial offer, development plan, and timeline, with an 
aim to create a final predevelopment agreement and subsequent lease documents that are most 
advantageous to GoTriangle in both financial terms and the minimization of risk.  
 
HR&A will assist GoTriangle in discussing and presenting project parameters to the selected 
developers, including issues such as expected project implementation timelines, financing, risk 
minimization, and deal structures. HR&A believes that this will require face-to-face meetings with 
GoTriangle, and the selected development team and we are available to participate in in-person 
negotiations as is necessary. The ultimate goal will be to reach an agreement among GoTriangle, 
the selected development team, and any other stakeholders on key business terms for the 
development of the RUS Bus site. 
 
To support this work, HR&A will leverage analyses completed as part of its support of the RUS Bus 
site procurement thus far, including drafting of a predevelopment agreement and language to be 
included in the financial portions of draft and final term sheets that clearly set forth the key financial 
terms and conditions to be included in the joint development agreement, ground leases, and other 
development documents. 
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Task 3.3. Interactive Model: HR&A will create a simplified “plug and play” model that allows to test 
in real time how changes to program and the financial terms impact the financial returns for 
GoTriangle and the selected development team. 

 
HR&A assumes that negotiations will be completed by summer 2020. To ensure the development plan meets 
GoTriangle’s goals for the site, is financially feasible, and creates long-term benefits for the transit agency 
and the community, HR&A may request to revisit the scope for this support if negotiations continue beyond 
summer 2020.  
 
Task 4. Development Management 
 
In addition to the FTA engagement and coordination and negotiation support, HR&A will remain available 
to provide as-needed strategic development advisory on other matters such as site planning, communications, 
and benefit cases for other public and private stakeholders as part of the pre-development process.  
 

*** 
 
Given the variability in this phase of work due to the number of proposals and counterproposals HR&A may 
be expected to review to adequately support GoTriangle in negotiations with its selected development 
partner, we propose to invoice the GoTriangle on a time and materials basis capped at $125,000 for 
related work through June 2020. All billing will be done based on HR&A’s discounted public sector rates, 
listed below. In addition, HR&A will bill any travel expenses deemed necessary by GoTriangle at cost not 
to exceed $10,000. 
 
 

Personnel Hourly Rate 
2019 

Hourly Rate 
2020 

Partner   $385   $385  
Principal $325  $325  
Director  $295 $295 
Senior Analyst   $235   $235  
Analyst  $175  $175 
Research Analyst  $140   $140  

Note: HR&A will bill using 2020 rates for any time 
incurred starting on January 1 2020.   

 
We look forward to continuing our partnership with GoTriangle in advancing this transformative mixed-use 
project. If you agree with this proposed additional scope and budget, please return signed to us. If you have 
any questions, please feel free to contact me at (202) 903-0749 or swall@hraadvisors.com.  
 
Sincerely, 
 

 
 
Stan Wall 
Partner 
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Accepted on behalf of GoTriangle: 
 
 
 
 
 
______________________ 
 
Shelley Blake Curran, Interim President and CEO 
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