
   
 

 

 
 

SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
BOARD OF DIRECTORS AGENDA 

REGULAR MEETING 
MAY 17, 2024 – 9:00 AM 

HYBRID MEETING 
Members of the public may attend in-person or participate remotely via Zoom. 

METRO Admin Office 
110 Vernon Street 

Santa Cruz, CA 

Zoom Link 
Dial In:  1-669-900-6833 

Meeting ID:  823 2842 5369 
The Board of Directors agenda packet can be found online at www.SCMTD.com and 
is available for inspection at Santa Cruz METRO’s Administrative Office at 110 Vernon 
Street, Santa Cruz, CA. 
Public comment may be submitted via email to boardinquiries@scmtd.com.  Please 
indicate in your email the agenda item to which your comment applies.  Comments 
submitted before the meeting will be provided to the Directors before or during the 
meeting.  Comments submitted after the meeting is called to order will be included in the 
Board’s correspondence that is posted online at the Board meeting packet link.  Oral 
public comments will also be accepted during the meeting through Zoom.  Each public 
comment is limited to three minutes or less.  Board and Committee Chairs have the 
discretion to manage the public comment process in a manner that achieves the purpose 
of public communication and assures the orderly conduct of the meeting. 
The Board may take action on each item on the agenda.  The action may consist of the 
recommended action, a related action or no action.  Staff recommendations are subject 
to action and/or change by the Board of Directors.  

BOARD ROSTER 
Director Kristen Brown   City of Capitola  
Director Rebecca Downing  County of Santa Cruz 
Director Jimmy Dutra    City of Watsonville  
Director Shebreh Kalantari-Johnson    City of Santa Cruz  
Director Manu Koenig     County of Santa Cruz  
Director Donna Lind  City of Scotts Valley   
Director Bruce McPherson  County of Santa Cruz  
Director Scott Newsome  City of Santa Cruz 
Director Larry Pageler  County of Santa Cruz  
Director Vanessa Quiroz-Carter*  City of Watsonville  
Director Mike Rotkin  County of Santa Cruz 
Ex-Officio Director Alta Northcutt  Cabrillo College 
Ex-Officio Director Edward Reiskin  UC Santa Cruz  
*628 Crown Road, Santa Cruz 
Corey Aldridge  METRO CEO/General Manager 
Julie Sherman  METRO General Counsel 

https://urldefense.proofpoint.com/v2/url?u=https-3A__us02web.zoom.us_j_82328425369&d=DwMFaQ&c=vCDrleHcoEhrUDSjAVu-qeAta6Mf9f1T3klza659IBc&r=EU-SZamfNoo8IuW4dnebHByp9rMcdiIwNkEDSCpMKa8&m=PIERevnY6isPyyrQpMxs6LGstGjSZ3z_EU0DZA3v3YZYDME5uZxjFGPnBziUi_Su&s=TXCs4SRa_u1TeVjYiBSJeB9SPuktaMEGPXKpvkvEVrk&e=
http://www.scmtd.com/
mailto:boardinquiries@scmtd.com
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SECTION I:  OPEN SESSION 

NOTE: THE BOARD CHAIR MAY TAKE ITEMS OUT OF ORDER 

1 CALL TO ORDER 

2 SAFETY DEBRIEF 
Gregory Strecker, Safety, Security & Risk Management Director 

3 ROLL CALL 
In accordance with Assembly Bill 2449, Board members may participate remotely 
due to “just cause” or “emergency” circumstances.  If applicable, following an 
announcement, the Board will take action on approving Board members’ 
emergency teleconference participation. 

4 ANNOUNCEMENTS 
4.1 Today’s meeting is being broadcast by Community Television of Santa Cruz 

County. 
4.2 Language Line Services is providing Spanish interpretation services, which 

will be available during “Oral Communications” and for any other agenda 
item for which these services are needed. 

5 BOARD OF DIRECTORS COMMENTS 

6 ORAL AND WRITTEN COMMUNICATIONS TO THE BOARD OF DIRECTORS 
This time is set aside for Directors and members of the general public to address any 
item not on the agenda which is within the subject matter jurisdiction of the Board.  No 
action or discussion shall be taken on any item presented except that any Director may 
respond to statements made or questions asked or may ask questions for clarification.  
All matters of an administrative nature will be referred to staff.  Each public comment is 
limited to three minutes or less.  Board and Committee Chairs have the discretion to 
manage the public comment process in a manner that achieves the purpose of public 
communication and assures the orderly conduct of the meeting.  When addressing the 
Board, the individual may, but is not required to, provide his/her name and address in an 
audible tone for the record. 

6.1 Email dated 4/29/24 from Karolin Schwartz with METRO response 
6.2 Email dated 5/8/24 from Vincent Siu with METRO response 

7 LABOR ORGANIZATION COMMUNICATIONS 

8 ADDITIONAL DOCUMENTATION TO SUPPORT EXISTING AGENDA ITEMS 

CONSENT AGENDA 

All items appearing on the Consent Agenda are recommended actions which are 
considered to be routine and will be acted upon as one motion. All items removed will be 
considered later in the agenda. The Board Chair will allow public input prior to the 
approval of the Consent Agenda items. 
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9.1 ACCEPT AND FILE: PRELIMINARY APPROVED CHECK JOURNAL DETAIL 
FOR THE MONTH OF APRIL 2024 
Chuck Farmer, Chief Financial Officer  
 

9.2 ACCEPT AND FILE:   
 A. MINUTES OF APRIL 26, 2024 BOARD OF DIRECTORS MEETING 
 B. MINUTES OF MAY 10, 2024 FINANCE, BUDGET AND AUDIT STANDING 

COMMITTEE MEETING 
 C. MINUTES OF MAY 10, 2024 PERSONNEL/HUMAN RESOURCES 

STANDING COMMITTEE MEETING 
Corey Aldridge, CEO/General Manager 

9.3 ACCEPT AND FILE:  THE YEAR TO DATE MONTHLY FINANCIAL REPORT 
AS OF APRIL 30, 2024 
Chuck Farmer, Chief Financial Officer  

9.4 ACCEPT AND FILE:  THE YEAR-TO-DATE KEY PERFORMANCE 
INDICATORS (KPI) REPORT FOR QUARTER THREE AS OF MARCH 31, 2024 
Chuck Farmer, Chief Financial Officer  

9.5 ACCEPT AND FILE:  THE METRO PARACRUZ OPERATIONS STATUS 
REPORT FOR JANUARY, FEBRUARY, AND MARCH 2024 

 Rina Solorio, Assistant Operations Manager 

9.6 ACCEPT AND FILE:  THE METRO SYSTEM RIDERSHIP REPORTS FOR THE 
THIRD QUARTER OF FY24 

 John Urgo, Planning and Development Director 

9.7 APPROVE:  REQUEST TO AUTHORIZE FUNDING FOR A BUSINESS 
SYSTEMS PROGRAMS MANAGER POSITION IN THE INFORMATION 
TECHNOLOGY DEPARTMENT 
Dawn Crummié, Human Resources Director 

REGULAR AGENDA 

10 PRESENTATION OF EMPLOYEE LONGEVITY AWARD FOR: 
(20 YEARS) FEDERICO ROCHA 
Board Chair Brown 

11 RETIREE RESOLUTION OF APPRECIATION FOR: 
JOHN FUENTEZ – BUS OPERATIOR 
Board Chair Brown  

12 REVIEW AND RECOMMEND APPROVAL OF SANTA CRUZ METRO’S DRAFT 
FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-
PORTFOLIO 
Chuck Farmer, Chief Financial Officer 
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13 CEO ORAL REPORT 
Corey Aldridge, CEO/General Manager 

14 ANNOUNCEMENT OF NEXT MEETING: FRIDAY, JUNE 28, 2024, AT 9 AM AT 
THE METRO ADMIN OFFICE, 110 VERNON STREET, SANTA CRUZ 
Board Chair Brown 

15 ADJOURNMENT 
Board Chair Brown 
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TITLE 6 - INTERPRETATION SERVICES/TÍTULO 6 - SERVICIOS DE TRADUCCIÓN 
Spanish language interpretation and Spanish language copies of the agenda packet 
are available on an as-needed basis. Please make advance arrangements with the 
Executive Assistant at 831-426-6080. Interpretación en español y traducciones en 
español del paquete de la agenda están disponibles sobre una base como-necesaria. 
Por favor, hacer arreglos por adelantado con Coordinador de Servicios Administrativos 
al numero 831-426-6080. 
 
ACCESSIBILITY FOR INDIVIDUALS WITH DISABILITIES 
This document has been created with accessibility in mind. With the exception of 
certain 3rd party and other attachments, it passes the Adobe Acrobat XI Accessibility 
Full Check. If you have any questions about the accessibility of this document, 
please email your inquiry to accessibility@scmtd.com. Upon request, Santa Cruz 
METRO will provide written agenda materials in appropriate alternative formats, or 
disability-related modification or accommodation, including auxiliary aids or services, to 
enable individuals with disabilities to participate in and provide comments at/related to 
public meetings. Please submit a request, including your name, phone number and/or 
email address, and a description of the modification, accommodation, auxiliary aid, 
service or alternative format requested at least two days before the meeting.  Requests 
should be emailed to boardinquiries@scmtd.com or submitted by phone to the Executive 
Assistant at 831-426-6080.  Requests made by mail (sent to the Executive Assistant, 
Santa Cruz METRO, 110 Vernon Street, Santa Cruz, CA 95060) must be received at 
least two days before the meeting. Requests will be granted whenever possible and 
resolved in favor of accessibility. 
 
PUBLIC COMMENT 
If you wish to address the Board, please follow the directions at the top of the agenda.  
If you have anything that you wish distributed to the Board and included for the official 
record, please include it in your email. Comments that require a response may be 
deferred for staff reply.    
 
 
 
 
 
 
 

Pursuant to Section 54954.2(a)(1) of the Government Code of the State of California, 
this agenda was posted at least 72 hours in advance of the scheduled meeting at a 
public place freely accessible to the public 24 hours a day.  The agenda packet and 
materials related to an item on this agenda submitted after distribution of the agenda 
packet are available for public inspection in the Santa Cruz METRO Administrative 
Office (110 Vernon Street, Santa Cruz) during normal business hours.  Such 
documents are also available on the Santa Cruz METRO website at www.scmtd.com 
subject to staff’s ability to post the document before the meeting. 

mailto:accessibility@scmtd.com
mailto:boardinquiries@scmtd.com
http://www.scmtd.com/
http://www.scmtd.com/
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From: John Urgo
To: karolin
Cc: Donna Bauer
Subject: Re: Buses routed down Willowbrook Lane
Date: Tuesday, April 30, 2024 9:21:38 AM
Attachments: Outlook-ivdf4i3h.png

Outlook-rbb1agjt.png
Outlook-2fnfs11c.png
Outlook-zo5jt3tf.png
Outlook-ie1juih0.png
Outlook-u5sdjlyv.png
Outlook-xrbraasv.png

Hi Karolin,

Thank you for sharing your comments and concerns about the Route 73 service
on Willowbrook. 

In December, as part of a 15-month planning process called Reimagine METRO, METRO
implemented the first of three waves of service improvements planned for 2024 that will
ultimately increase METRO service by 50% and bring nearly 100,000 residents of Santa
Cruz County near service that runs every 15 minutes in the daytime and every 30
minutes after 9:00 p.m., seven days a week. 

The new route 73 was implemented to connect residents of Watsonville and rural
Freedom Boulevard to Aptos and Cabrillo College, and runs every 30 minutes during
peak periods and hourly off-peak. The end of the line is at Cabrillo College, after which
the route "deadheads" to the beginning of the line across the street. Because many
customers transfer to and from this route to other routes at Cabrillo College, it is routed
in a way so that they do not have to cross Soquel Avenue to transfer from one bus to
another. METRO tested many turnaround options, including Park Avenue, Perimeter
Road and Lower Perimeter Road, and Willowbrook was the only public right of way that
could accommodate the geometry of the bus.

However, I understand your concerns. My son goes to school in the area and I am
frequently at Willowbrook Park. We rarely see a bus since they only come one to two
times an hour but I understand they feel out of place since they weren't running on
Willowbrook before. I will ask our Operations team to monitor the route to ensure
operators are not going over the speed limit. We are also working with Cabrillo College to
evaluate turning the bus around using one of their parking lots. Finally, we are planning
to extend this route to Capitola Mall in September, which will eliminate the turn around
on Willowbrook. Either way I believe this will be a temporary situation.

Feel free to reach out with any additional questions or concerns.

COMMUNICATIONS TO THE BOARD OF DIRECTORS

6.1.1



John

JOHN URGO 
Director, Planning & Development  
T: (831) 420-2537| jurgo@scmtd.com  
Santa Cruz METRO 
110 Vernon Street, Santa Cruz, CA  95060 

-----Original Message-----
From: K S 
Sent: Monday, April 29, 2024 7:11 PM
To: boardinquiries <boardinquiries@scmtd.com>
Subject: Buses routed down Willowbrook Lane

“Out of service” buses have been routed down Willowbrook Lane every day (including
weekends) for months. The buses drive north on Soquel Drive pass Cabrillo College Drive and
continue on to Willowbrook Lane where they turn left onto Cabrillo College Drive going back in
the direction from where they came. It makes no logical sense for them to drive past the road
(Cabrillo College Drive) only to go back in that direction.
Clearly the concerns of residents on Willowbrook Lane who have voiced their distress about
this route to the board are not  important as we are in the unincorporated area & not Santa
Cruz.

Karolin Schwartz
County resident since 1978
Sent from my iPhone
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Dear Santa Cruz Metro's Board of Directors,

I hope this email finds you well. I am a student at University of California Santa Cruz who
rides Metro very frequently to and from school. I am writing to express concerns
regarding the absence of onboard announcements, onboard displays, and real-time
tracking equipment for the newer articulated buses that recently arrived from San Diego,
more specifically the 2013 New Flyer XN60s with red seats inside. This can cause a lot of
inconvenience for riders.

As I have been riding Metro during my entire college career to get from home to campus
and vice versa, I have noticed that the absence of onboard announcements and displays
would make it difficult for riders to get to and around UCSC. I live along Western Drive
and have become anxious about missing my stop and having to walk half a mile back
towards Western Drive and climb an incredibly steep hill to get back home, especially
when it's already dark. With the side windows having mesh from the wraps, it is
incredibly difficult to know where I am and where I need to get off. Google Maps is a
great tool for tracking where I am, but oftentimes my data reception performance is sub-
optimal on Western Drive causing the map to not load. While some people will have
better performance with a data carrier, others will have worse. The main concern,
however, lies in those who have disabilities including but not limited to impaired hearing
or eyesight. If they have impaired eyesight, they would not be able to tell where they are
without audible announcements. They will also not know what bus they are on since
there is no route announcement. This can create a waste of time for them since they
may end up going to the wrong destination or have missed their stop. If they have
impaired hearing, the absence of onboard displays can still create a difficult situation
with the window being meshed depending on the outdoor conditions. When it is raining,
the raindrops can cover up the windows making it nearly impossible to see outside. In
addition to people with disabilities, freshmen who start school this fall quarter may not
know how to get around outside of campus. While UCSC's campus buses don't have
announcements, Metro's announcements have far assisted me in knowing what part of
the campus I'm at while I was a freshman and I believe that this will also be very helpful
to the prospective freshmen when they arrive here.

In addition to the absence of announcements, I also like to note the absence of real-time
tracking systems for these buses. Real-time tracking systems have
substantially improved the experience for UCSC students, who make up a very large, if
not the largest, portion of Metro ridership, needing to go downtown or from one place on
campus to another. While Cruz-Metro was also a very accurate real-time tracking
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system, I have noticed that not many people knew about it and there was not much use
of it since most people will use Google Maps or Transit App to get around. Both of these
apps, before the introduction of Real-time, did not fetch data from Cruz-Metro, and
therefore students were adhering to the fixed timetable. However, the timetable didn't
serve as a good estimator for when the bus arrives due to it always being delayed by 15
minutes or to even an hour. Real-time has far decreased my waiting time at a bus stop
given I know exactly when the bus will come. However, since most 18 and 19 buses are
now run by the newer articulated ones, I have been sticking to the timetable again to see
if a bus comes or not knowing that a bus with a tracker wouldn't be scheduled anytime
soon. This has, for a few occurrences, caused me to wait almost an hour for a bus to
come (which could be due to delays and traffic). As a student who has a busy agenda
and wants to keep his routine going, waiting a long time at the bus stop shouldn't be one
of them.

I understand that these buses were purchased to increase capacity for lines 18 and 19 to
improve service, but having onboard announcements is very important to
accommodate everyone who is along for a bus ride, and having real-time equipment will
be very helpful for students who are just trying to get to class, given many live off
campus.

Thank you for reading my inquiry. I would be very curious about the timeline for when the
trackers and announcements will be installed, especially before prospective Freshmen
start school later this year.

-a UCSC student who rides Metro every day.
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DATE: May 17, 2024   

TO: Board of Directors 

FROM: Chuck Farmer, Chief Financial Officer 

SUBJECT: ACCEPT AND FILE PRELIMINARY APPROVED CHECK JOURNAL 
DETAIL FOR THE MONTH OF APRIL 2024 

I. RECOMMENDED ACTION 

That the Board of Directors accept and file the preliminary approved Check 
Journal Detail for the month of April 2024 

II. SUMMARY 

• This staff report provides the Board of Directors (Board) with a preliminary 
approved Check Journal Detail for the month of April 2024. 

• The Finance Department is submitting the check journal for Board 
acceptance and filing.  

III. DISCUSSION/BACKGROUND 

This preliminary approved Check Journal Detail provides the Board with a listing 
of the vendors and amounts paid out on a monthly cash flow basis (Operating 
and Capital expenses).   

All invoices submitted for the month of April 2024 have been processed, the 
checks have been issued and signed by the Deputy Finance Director. 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT 

This report aligns to METRO’s Financial Stability, Stewardship & Accountability 
strategic plan.  

V. FINANCIAL CONSIDERATIONS/IMPACT 

The check journal presents the invoices paid in April 2024 for Board review, 
agency disclosure and transparency. 

VI. CHANGES FROM COMMITTEE  

N/A.  

Santa Cruz Metropolitan 
Transit District 
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APRIL 2024 Check Journal  

VII. ALTERNATIVES CONSIDERED    

None.  

VIII. ATTACHMENTS 

Attachment A: Check Journal Detail for the month of April 2024 
 
Prepared by:  Holly Alcorn, Accounting Specialist 
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
BOARD OF DIRECTORS MEETING MINUTES* 

APRIL 26, 2024 – 9:00 AM 

A regular meeting of the Board of Directors of the Santa Cruz Metropolitan Transit District 
(METRO) convened on Friday, April 26, 2024, as a hybrid meeting.  

The Board Meeting agenda packet can be found online at www.SCMTD.com. *Minutes 
are “summary” minutes, not verbatim minutes. Audio recordings of Board meeting open 
sessions are available to the public upon request.  

This document was created with accessibility in mind. With the exception of certain third 
party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check. If 
you have any questions about the accessibility of this document, please email your inquiry 
to accessibility@scmtd.com.  

1 CALLED TO ORDER at 9:00 AM by Board Chair Brown.  

2 ROLL CALL 

The following Directors were present, representing a quorum:  

Director Kristen Brown  City of Capitola 
Director Rebecca Downing  County of Santa Cruz 
Director Jimmy Dutra  City of Watsonville 
Director Shebreh Kalantari-Johnson   City of Santa Cruz 
Director Manu Koenig  County of Santa Cruz 
Director Donna Lind  City of Scotts Valley 
Director Bruce McPherson   County of Santa Cruz 
Director Scott Newsome  City of Santa Cruz 
Director Larry Pageler  County of Santa Cruz 
Director Quiroz-Carter  AR 9:03 AM  City of Watsonville 
Director Mike Rotkin  County of Santa Cruz 
Ex-Officio Director Alta Northcutt   Cabrillo College  
Ex-Officio Director Edward Reiskin  UC Santa Cruz 

Daniel Zaragoza  Interim CEO/GM 
Julie Sherman   General Counsel 

3 ANNOUNCEMENTS 
3.1 Today’s meeting is being broadcast by Community Television of Santa Cruz 

County. 
3.2 Maria Avila, Language Line Services, provided Spanish language 

interpretation services. 

4 BOARD OF DIRECTORS COMMENTS 
Director Koenig mentioned a recent trip to CSAC (California State Association of 
Counties) Legislative Conference using public transportation.  He experienced the 
real-time tracking information on the buses and praised METRO staff on making 
these improvements. 
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Board Chair Brown thanked Daniel Zaragoza, Interim CEO/General Manager, for 
leading the agency in this time of transition. 

Hearing nothing further, Board Chair Brown moved to the next agenda item. 

5 ORAL AND WRITTEN COMMUNICATIONS TO THE BOARD OF DIRECTORS  
Board Chair Brown announced there were two additional written communications 
received and will be added to the agenda packet.   

Carol Roberts, Phil Gomez, and Stanley Brown, members of the public, expressed 
concerns about the impacts to their neighborhood since buses started running on 
Willowbrook Lane in Aptos. 

Wayne Ross, member of the public, made several suggestions to the Board: 
modify the bike racks on the buses to accommodate the wider-wheeled bikes; stop 
printing Headways to save money; provide solar-powered charging stations for cell 
phones and charge for their usage; select Board Members through elections vs. 
appointments; and provide better customer service between Bus Operators and 
the public. 

Hearing nothing further, Board Chair Brown moved to the next agenda item. 

6 LABOR ORGANIZATION COMMUNICATIONS  
Brandon Freeman, SMART General Chairperson, Local 0023, provided a 
response to the concerns raised on Willowbrook Lane.  This route was chosen 
for safety reasons.  Other options were explored but this was the most viable 
option.  METRO is currently in negotiations with Cabrillo College to find an 
alternative turnaround point. 

He also expressed gratitude for all that Interim CEO/GM Zaragoza has done for 
the agency over the years in his various roles and shepherding METRO through 
these changes. 

Hearing nothing further, Board Chair Brown moved to the next agenda item. 

7 ADDITIONAL DOCUMENTATION TO SUPPORT EXISTING AGENDA ITEMS 

Having none, Board Chair Brown moved to the next agenda item. 

CONSENT AGENDA 

8.1 ACCEPT AND FILE: PRELIMINARY APPROVED CHECK JOURNAL DETAIL 
FOR THE MONTH OF MARCH 2024 
Chuck Farmer, Chief Financial Officer  

8.2 ACCEPT AND FILE MINUTES OF MARCH 22, 2024 BOARD OF DIRECTORS 
MEETING: 
Daniel Zaragoza, Interim CEO/General Manager 

8.3 ACCEPT AND FILE:  THE YEAR TO DATE MONTHLY FINANCIAL REPORT AS 
OF MARCH 31, 2024 
Chuck Farmer, Chief Financial Officer  
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8.4 CONSIDERATION OF DECLARING VEHICLES AND/OR EQUIPMENT AS 
EXCESS FOR PURPOSES OF DISPOSAL OR AUCTION 
Chuck Farmer, Chief Financial Officer  

8.5 RECOMMENDED ACTION ON TORT CLAIMS 
Gregory Strecker, Safety, Security & Risk Management Director 

8.6 CONTRACT FOR TRANSIT SERVICES WITH THE COUNTY OF SANTA CRUZ 
FOR SERVICE TO THE SOUTH COUNTY GOVERNMENT SERVICES 
CENTER 
John Urgo, Planning & Development Director 

8.7 CONSIDER A RESOLUTION DESIGNATING THE INTERIM CEO/GENERAL 
MANAGER AS THE AUTHORIZED AGENT TO SUBMIT A GRANT 
APPLICATION AND EXECUTE ACTIONS NECESSARY TO RECEIVE 
FORMULA FUNDS FROM THE FY24 LOW CARBON TRANSIT OPERATIONS 
PROGRAM 
Derek Toups, Capital Planning and Grants Programs Manager 

8.8 ADOPT AN ORGANIZATIONAL CONFLICT OF INTEREST POLICY FOR 
DESIGN-BUILD PROJECTS 
Julie Sherman, General Counsel 

There were no public comments. 

The Board Chair called for a roll call vote on Items 8.1 – 8.8. 

ACTION:  MOTION TO APPROVE THE CONSENT AGENDA AS PRESENTED 

MOTION:  DIRECTOR ROTKIN   SECOND:  DIRECTOR KOENIG 

MOTION PASSED WITH 10 AYES (Directors Brown, Downing, Dutra, Koenig, Lind, 
McPherson, Newsome, Pageler, Quiroz-Carter, and Rotkin).  Director Kalantari-
Johnson was absent. 

REGULAR AGENDA 

9 PRESENTATION OF EMPLOYEE LONGEVITY AWARDS FOR: 
(20  YEARS) JUAN GALLEGOS BELMARES 
Board Chair Brown thanked Mr. Belmares for his 20 years of service at METRO. 

10 SANTA CRUZ METRO RAPID CORRIDORS STUDY 
John Urgo, Planning & Development Director, spoke to the presentation.  He 
highlighted that the study focuses on making METRO’s core intercity routes 
faster, more reliable, and easier to access.  He covered the public outreach 
performed with the community, operators, and local jurisdictions and feedback 
received.  He finished by reviewing the improvement goals of enhanced bus stop 
amenities, relocation/consolidation of rapid bus stops, bus bulbs and transit 
islands, transit signal priority, enhanced pedestrian crossings, queue jumps, and 
road and intersection improvements. 
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Discussion followed on: 

• Implementation time frame

• Removal of bus stops

• Bus pullouts vs. transit islands

• Travel time saved by implementing free fares systemwide

• Tracking and addressing complaints

• ADA compliance at transit islands

• Funding

• Updating METRO design standards/guidelines to incorporate study
recommendations

• Aesthetics of bus stops/shelters on local routes vs. rapid corridors

• Digital ads/displays

• Impacts to housing and climate change along these corridors

• Consider the change in ridership before/after school terms begin/end

• Mar Vista Drive bus stop

• Buffered Bike and Congestion Mitigation Project

• Providing service to 100,000 residents within a one-half mile stop

Staff addressed all concerns. 

Mr. Freeman gave an example of time spent currently dwelling at bus stops and 
the subsequent bunching effect of the buses.  He emphasized that making these 
changes highlighted in the study are critical to achieving METRO’s goals. 

A member of the public asked if the transit signal priority (TSP) only applies to 
these corridors in the study.  Mr. Urgo responded that all signals used in the 
county were requested for the TSP but did not get funded. 

Hearing nothing further, Board Chair Brown moved to the next agenda item. 

11 INTERIM CEO/GM ORAL REPORT 
Daniel Zaragoza, Interim CEO/General Manager, announced the following items: 

• Recognized the Safety & Training Coordinators (Leo Peña, Robert Valdivia,
and Chrystal Ayres) and introduced the new Administrative Specialist, Suzie
Mistry.

• METRO’s One Ride at a Time (ORAT) campaign is a finalist for the CAPIO
(California Association of Public Information Officials) award in the Most
Innovative Communications category.  The first place and runner up will be
announced on May 14, 2024.

• Congratulated Danielle Glagola, Marketing and Communications Director, on
receiving the CALACT Rising Star Award for new professionals in the public
transit industry.

• Congratulated Margo Ross, Chief Operations Officer, on being appointed to the
CTA Finance and Management Committee and Operations Committee.  This
was awarded to COO Ross in recognition of her knowledge and experience in
the transit industry.
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• Gregory Strecker, Safety, Security and Risk Management Director, attained his
CSP (Certified Safety Professionals) certification from the Board of Certified
Safety Professionals.

• METRO celebrated Earth Day by participating in the City of Santa Cruz Earth
Day event on April 20, 2024.  On Earth Day, April 22, 2024, METRO offered
free fares countywide.

• METRO will participate in Kids Day in downtown Santa Cruz on May 4, 2024.

• METRO will participate in Fun Day on May 10, 2024 at the Santa Cruz County
Mounted Posse Grounds.

• Reminded the attendees that METRO is celebrating Transit Appreciation Day
after the Board meeting at the Judy K. Souza Operations Facility.

He thanked METRO’s management, staff, unions and Board Members for all their 
support during this transition period. 

Director Dutra thanked Interim CEO/GM Zaragoza for stepping in and running 
things so smoothly.  He also suggested that METRO review the option of 
discontinuing the printed version of Headways and instead consider a digital 
version.  Ms. Glagola said METRO had previously reviewed this option but has 
received requests to continue the paper version, especially from those without 
internet access, but was open to exploring the option again. 

There were no public comments. 

12 ANNOUNCEMENT OF NEXT MEETING 
Board Chair Brown announced the next regular Board meeting will be on Friday, 
May 17, 2024, at 9:00 AM at the METRO Admin Office, 110 Vernon Street, Santa 
Cruz, CA. 

13 ADJOURNMENT 
Board Chair Brown adjourned the meeting at 10:21 PM. 

Respectfully submitted, 

Donna Bauer 
Executive Assistant 
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
FINANCE, BUDGET, AND AUDIT STANDING COMMITTEE 

MEETING MINUTES* 
MAY 10, 2024 – 8:00 AM 

A regular meeting of the Finance, Budget, and Audit Standing Committee of the Santa 
Cruz Metropolitan Transit District (METRO) was convened on Friday, May 10, 2024. 
The Committee Meeting Agenda Packet can be found online at www.SCMTD.com. 
*Minutes are “summary” minutes, not verbatim minutes. Audio recordings of Board
meeting open sessions are available to the public upon request.
This document was created with accessibility in mind. With the exception of certain third 
party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check.  If 
you have any questions about the accessibility of this document, please email your inquiry 
to accessibility@scmtd.com 
1 CALLED TO ORDER by Director Kalantari-Johnson at 8:03 AM. 
2 SAFETY DEBRIEF 

Gregory Strecker, Safety, Security and Risk Management Director, was unable to 
provide a safety debriefing due to traffic delays. 

3 ROLL CALL: The following Directors were present, representing a quorum: 
Director Shebreh Kalantari-Johnson City of Santa Cruz 
Director Manu Koenig County of Santa Cruz 
Director Donna Lind   City of Scotts Valley   
Director Mike Rotkin  County of Santa Cruz  
Corey Aldridge METRO CEO/General Manager 
Julie Sherman METRO General Counsel   

4 ORAL AND WRITTEN COMMUNICATIONS TO THE FINANCE, BUDGET AND 
AUDIT STANDING COMMITTEE 
Hearing none, Director Kalantari-Johnson moved to the next agenda item. 

5 ADDITIONS OR DELETIONS FROM AGENDA/ADDITIONAL DOCUMENTATION 
TO SUPPORT EXISTING AGENDA ITEMS  
Donna Bauer, Executive Assistant, mentioned Slide 19 in the budget presentation 
was revised and will update the online packet. 
Hearing nothing further, Director Kalantari-Johnson moved to the next agenda item. 

6 REVIEW AND RECOMMEND APPROVAL OF THE SANTA CRUZ METRO’S DRAFT 
FY25 & FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET 
Chuck Farmer, CFO, spoke to the presentation, focusing on changes to the operating 
and non-operating revenue and expenses, operating budget risks, a summary of the 
Reimagine Phase 1 and 2 impacts, as well as reviewing the FY25 capital budget in 
detail.  He also provided assumptions related to the projected cash deficit along with 
scenarios with and without the sales tax ballot measure. 
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Discussion followed on: 

• Overtime for Bus Operators
• Impacts on staff with loss of fares
• Fleet maintenance training on hydrogen buses
• Sales tax ballot measure
• Transit Supervisor hires
• TIRCP funding
• Youth fares
• Farebox recovery

Staff responded to all concerns. 
There were no public comments. 

MOTION:  RECOMMEND APPROVAL OF SANTA CRUZ METRO’S DRAFT FY25 AND 
FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET PORTFOLIO TO THE 
FULL BOARD AS PRESENTED 
MOTION:  DIRECTOR ROTKIN SECOND:  DIRECTOR LIND 
Motion passed unanimously. 
7 YEAR TO DATE MONTHLY FINANCIAL REPORT AS OF APRIL 30, 2024 

Chuck Farmer, CFO, spoke to the presentation.  He reviewed the April year-to-date 
operating revenues and expenses, as well as the capital budget spends. 
There were no public comments. 
Hearing nothing further, Director Kalantari-Johnson moved to the next agenda item. 

8 KEY PERFORMANCE INDICATORS (KPI) REPORT FOR 3RD QUARTER THROUGH 
MARCH 31, 2024 
Kristina Mihaylova, Finance Deputy Director, spoke to the presentation and provided 
updates on farebox recovery, fixed route and paratransit costs per revenue service 
hours.  John Urgo, Planning and Development Director, reported on the ridership 
trends for UCSC, Cabrillo, youth fares and Hwy. 17.  Productivity continues to increase 
due to changes implemented with Reimagine METRO.  Gregory Strecker, METRO’s 
Safety, Security and Risk Management Director, reviewed traffic and passenger 
accidents.  Ms. Mihaylova covered reliability (chargeable road calls for fixed route, 
Hwy. 17 and ParaCruz).  Daniel Zaragoza, Operations Deputy Director, reported on 
dependability (cancelled trips and pass-ups). 
There were no public comments. 
Director Kalantari-Johnson left the meeting at 8:50 AM. 
Hearing nothing further, Director Koenig moved to the next agenda item. 

9 ADJOURNMENT 
Director Koenig adjourned the meeting at 8:59 AM. 

Respectfully submitted, 
Donna Bauer 
Executive Assistant  
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
PERSONNEL/HUMAN RESOURCES STANDING COMMITTEE 

MEETING MINUTES* 
MAY 10, 2024 – 10:30 AM 

A regular meeting of the Personnel/Human Resources Standing Committee of the Santa 
Cruz Metropolitan Transit District (METRO) was convened on Friday, May 10, 2024. 

The Committee Meeting Agenda Packet can be found online at www.SCMTD.com. 
*Minutes are “summary” minutes, not verbatim minutes. Audio recordings of Board
meeting open sessions are available to the public upon request.

This document was created with accessibility in mind. With the exception of certain third 
party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check.  If 
you have any questions about the accessibility of this document, please email your inquiry 
to accessibility@scmtd.com 

1 CALLED TO ORDER by Director Brown at 10:33 AM. 

2 SAFETY DEBRIEF 
Gregory Strecker, Safety, Security & Risk Management Director, provided a debriefing on safety, 
emphasizing METRO’s response to a medical emergency, evacuation and an active shooter 
situation. 

3 ROLL CALL: The following Directors were present via teleconference, representing 
a quorum: 

Director Kristen Brown City of Capitola 
Director Rebecca Downing  County of Santa Cruz 
Director Shebreh Kalantari-Johnson City of Santa Cruz  
Director Donna Lind   City of Scotts Valley   
Director Vanessa Quiroz-Carter City of Watsonville 

Corey Aldridge CEO/General Manager 

4  ORAL AND WRITTEN COMMUNICATIONS TO THE PERSONNEL/HUMAN 
RESOURCES STANDING COMMITTEE 
Having none, Director Brown moved to the next agenda item. 

5 ADDITIONS OR DELETIONS FROM AGENDA/ADDITIONAL DOCUMENTATION 
TO SUPPORT EXISTING AGENDA ITEMS  
Having none, Director Brown moved to the next agenda item. 
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6 REVIEW REQUEST FOR AUTHORIZATION OF BUSINESS SYSTEMS 
PROGRAMS MANAGER POSITION IN THE INFORMATION TECHNOLOGY 
DEPARTMENT 
Dawn Crummié, Human Resources Director, spoke to this item and requested the 
Board Members to authorize the funding for a Business Systems Programs Manager 
and recommend approval to the full Board of Directors on May 17, 2024.  Isaac Holly, 
IT and Intelligent Transportation Systems Director, added that this is a highly 
specialized position in the administration of the ERP (enterprise resource planning) 
system.  Chuck Farmer, CFO, mentioned that this position will also be responsible 
for our existing systems in place (e.g., Hastus and Mainstar). 

Director Downing asked if this person will be responsible for training others on the 
ERP system and Director Holly replied “Yes.” 

There were no public comments. 

MOTION:  REQUEST THE FULL BOARD TO AUTHORIZE FUNDING A BUSINESS 
SYSTEMS PROGRAMS MANAGER POSITION IN THE INFORMATION 
TECHNOLOGY DEPARTMENT 

MOTION:  DIRECTOR KALANTARI-JOHNSON SECOND:  DIRECTOR LIND 

MOTION PASSED WITH 4 AYES (Directors Brown, Downing, Kalantari-Johnson, 
and Lind).  Director Quiroz-Carter was absent.  

Hearing nothing further, Director Brown moved to the next agenda item. 

7 ADJOURNMENT 
Director Brown adjourned the meeting at 10:38 AM. 

Respectfully submitted, 

Donna Bauer 
Executive Assistant  
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DATE: May 17, 2024 
TO: Board of Directors 
FROM: Chuck Farmer, Chief Financial Officer 
SUBJECT: ACCEPT AND FILE THE YEAR TO DATE MONTHLY FINANCIAL 

REPORT AS OF APRIL 30, 2024 

I. RECOMMENDED ACTION

That the Board of Directors accept and file the Year to Date Monthly Financial
Report as of April 30, 2024

II. SUMMARY OF ISSUES

An analysis of Santa Cruz Metropolitan Transit District’s (METRO) financial status
is prepared monthly in order to inform the Board of Directors (Board) regarding
METRO’s actual revenues and expenses in relation to the adopted operating and
capital budgets for the fiscal year.
This staff report is the web-accessible companion document to the attached
PowerPoint presentation titled “Year to Date Monthly Financial Report as of April
30, 2024.”
Staff recommends that the Board accept and file the attached report.

III. DISCUSSION/BACKGROUND

Below are the written explanations of the various charts and graphs in the attached
Year to Date Monthly Financial Report as of April 30, 2024. The fiscal year has
elapsed 83%.
Slide 1
(Cover) Year to Date Monthly Financial Report as of April 30, 2024
Slide 2
April 2024 Key Financial Highlights

• Service
o Fixed Route (including Hwy 17) Cost per Revenue Service Hour is

$297 vs Budget of $298
o 4 canceled trips – 2 due to road conditions, 2 due to mechanical

issues
o ParaCruz Cost per Trip is $7 vs Budget of $79
o Non-Student/Hwy 17 Passengers is 119,105 vs Budget of 150,359
o “Kids Ride Free” were 23,696

Santa Cruz Metropolitan 
Transit District 
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YTD Financial Report 
 

• Financials 
o Total Operating Surplus/(Deficit) is unfavorable $ of $0.9M and 

Fringe of $0.1M; offset by lower wages of $0.1M and non-personnel 
costs of $0.3M 

o Non-Operating Revenues of $2.3M are flat vs budget; lower than 
expected sales tax offset by higher than anticipated interest income 

• Capital 
o Capital spending of $15K is behind budget of $1,403K primarily due 

to delay Pacific Station redevelopment, ARTIC buses from San 
Diego, and ERP Finance System 

• Personnel 
o 392 Active Personnel vs 331 Funded Personnel as approved by the 

Board at June 2023 meeting 
 33 Vacancies at the end of February 

O Recruitment completed for Transit Supervisor (2 FTE) 
o Currently Recruiting for Custodial Service Worker, Van Operator (3 

FTE), Bus Operators (8 FTE), Vehicle Service Worker (3 FTE), 
Mechanic I/II, Lead Vehicle Service Worker 

Slide 3 
(Cover) April 2024, MTD Pre-Close Financials 
Slide 4 
April MTD FY24 Operating Surplus/(Deficit) Actual vs. Budget  

• Actuals are $0.6M unfavorable to budget – excludes UAL/Bond Payment and 
COVID related costs 
o Passenger Fares – unfavorable by $85K 
o Labor, Regular – favorable by $145K 
o Labor, OT – unfavorable by $888K 
o Fringe Benefits – unfavorable by $73K  
o Non-Personnel – favorable by $314K, primarily due to lower than 

budgeted fuel costs and timing of Marketing programs 
Slide 5 
April 30, 2024 MTD Operating Revenue and Expenses  

• Operating Revenue, net unfavorable by $85K 
o Passenger Fares - unfavorable by $91K 
o Special Transit Fares – favorable by $6K 
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YTD Financial Report 
 

• Operating Expense, net unfavorable by $502K– Unfavorable OT, and fringe 
offset by lower non-personnel costs and wages 
o Labor Regular – favorable by $145K 
o Labor OT – unfavorable by $888K 
o Fringe Benefits – unfavorable by $73K, excludes UAL related costs 
o Non-Personnel – favorable by $314K, excludes all Bond payment 

related costs 

• Operating Deficit higher by $587K 
o Farebox Recovery – 12.3% vs 15.4% budget 

• Non-Operating Revenue/(Expense), net unfavorable by $9K - Sales tax of 
$2.2M is 7.3% lower than budget 
o Sales Tax/including Measure D – unfavorable by $171K 
o Pension UAL/Bond Payment costs – no variance 
o All Other Revenues – favorable by $162K 

• Operating Surplus before Transfers higher by $595K 

• Bus Replacement Fund – lower by $39K due to increased Measure D sales tax 
revenues 
o Bus Replacement Fund – Minimum $3M annual commitment from 

Measure D sales tax and STA-SGR; FY24 budgeted transfer is 
$3.2M 

• Operating Deficit after Transfers higher by $556K. 
Slide 6 
(Cover) April 2024, YTD Pre-Close Financials 
Slide 7 
April YTD FY24 Operating Surplus/(Deficit) Actual vs. Budget  

• Actuals are $0.8M favorable to budget – excludes UAL/Bond Payment and 
COVID related costs 
o Passenger Fares – unfavorable by $94K, primarily due to free fares 

for two weeks in both December and February 
o Labor, Regular – unfavorable by $98K 
o Labor, OT – unfavorable by $2,586K, increased overtime, primarily 

for Bus Operators 
o Fringe Benefits – favorable by $50K due to retirement and medical 

insurance savings from funded/vacant positions earlier in the year 
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o Non-Personnel – favorable by $3,517K, primarily due to lower than 
budgeted fuel costs, delay of Facilities Master plan, and timing of 
Marketing programs 

Slide 8 
April 30, 2024 YTD Operating Revenue and Expenses  

• Operating Revenue, net unfavorable by $94K 
o Passenger Fares - unfavorable by $360K 
o Special Transit Fares – favorable by $266K 

• Operating Expense, net favorable by $883K – Favorable non-personnel costs 
and fringe; partially offset by increased Wages and OT 
o Labor Regular – unfavorable by $98K 
o Labor OT – unfavorable by $2,586K 
o Fringe Benefits – favorable by $3,517K, excludes UAL related costs 
o Non-Personnel – favorable by $789K, excludes all Bond payment 

related costs 

• Operating Deficit lower by $789K 
o Farebox Recovery – 15.3% vs 15.2% budget 

• Non-Operating Revenue/(Expense), net favorable by $6,600K - Sales tax of 
$27.2M is 4.1% higher than budget 
o Sales Tax/including Measure D – favorable by $1,064K 
o Federal/State Grants – favorable by $1,170K 
o COVID Relief Grants – favorable by $2,813K 
o Pension UAL/Bond Payment costs – no variance 
o All Other Revenues – favorable by $1,553K 

• Operating Surplus before Transfers higher by $6,600K 

• Bus Replacement Fund – higher by $352K due to increased Measure D sales 
tax revenues 
o Bus Replacement Fund – Minimum $3M annual commitment from 

Measure D sales tax and STA-SGR; FY24 budgeted transfer is 
$3.2M 

• Operating Surplus after Transfers higher by $7,389K. 
Slide 9  
(Cover) Capital Spending 
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YTD Financial Report 
 

Slide 10 
April 30, 2024 Capital Budget Spend 
Total Capital Projects spending month to date is $15K against budget of $1,403K 

• Construction Related Projects – spending of $15K against budget of $745K  

• IT Projects – spending of $138K against budget of $333K 

• Facilities Repair & Improvements – no spending against budget of $84K 

• Revenue Vehicle Replacement – no spending against budget of $168K 

• Revenue Vehicle Electrification Projects – no spending against budget of $63K 

• Non-Revenue Vehicle Replacement – no spending, no budget 

• Fleet & Maintenance Equipment – no spending, no budget 

• Miscellaneous – spending of $2K against budget of $10K 
Total Capital Projects spending year to date is $4,417K against budget of $7,418K, 
which is 14.4% of $30,596K approved budget from January 2024 

• Construction Related Projects – $1,044K spending against budget of $2,985K, 
which is 5.1% of $20,551K annual budget 

• IT Projects – $1,246K spending against budget of $1,740K, which is 52.6% of 
$2,369K annual budget  

• Facilities Repair & Improvements – $103K spending against budget of $212K, 
which is 3.8% of $2,724K annual budget 

• Revenue Vehicle Replacement – spending of $1,456K against budget of 
$1,799K, which is 38.8% of $3,754K annual budget 

• Revenue Vehicle Electrification Projects – spending of $153K against budget 
of $270K, which is 37.4% of $409K annual budget 

• Non-Revenue Vehicle Replacement – spending of $23K against budget of 
$23K, which is 100% of $23K annual budget  

• Fleet & Maintenance Equipment – spending of $180K against budget of $171K, 
which is 100% of $180K annual budget 

• Miscellaneous – spending of $212K against budget of $218K, which is 36.2% 
of $586K annual budget 

YTD spending of $4,417K is lower than budget of $7,418K primarily due to delays 
on the following projects: 

• Pacific Station Redevelopment 

• ARTIC buses from San Diego 

• ERP Finance System 
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Slide 11  
(Cover) Questions 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT 

This report pertains to METRO’s Financial Stability, Stewardship & Accountability. 

V. FINANCIAL CONSIDERATIONS/IMPACT 

Favorable budget variances in Operating Revenues and Expenses contribute to 
favorable budget variance in Operating Balance, Year to Date as of April 30, 2024.  

VI. CHANGES FROM COMMITTEE 

Changes to slide 2, monthly key financial highlights. 

VII. ALTERNATIVES CONSIDERED 

There are no alternatives to consider, as this is an accept and file Year to Date 
Monthly Financial Report. 

VIII. ATTACHMENTS 

           Attachment A: Year to Date Monthly Financial Report as of April 30, 2024 
Presentation  

 
Prepared by:  Cathy Downes, Sr. Financial Analyst   
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DATE: May 17, 2024  

TO: Board of Directors 

FROM: Chuck Farmer, Chief Financial Officer 

SUBJECT: ACCEPT AND FILE THE YEAR-TO-DATE KEY PERFORMANCE INDICATORS 
(KPI) REPORT FOR QUARTER THREE AS OF MARCH 31, 2024 

I. RECOMMENDED ACTION

That the Board of Directors accept and file the Year to Date Quarterly KPI Report
as of March 31, 2024

II. SUMMARY

• Santa Cruz Metropolitan Transit District (METRO) has established five categories of
common Key Performance Indicators (KPIs) which are prepared quarterly in order to
inform the Board of Directors regarding METRO’s financial and operational
performance.

• This staff report is the web-accessible companion document to the attached
PowerPoint presentation titled “Key Performance Indicators (KPI) Report for 3rd
Quarter through March 31, 2024.”

• Staff recommend that the Board of Directors accept and file the attached report.

III. DISCUSSION/BACKGROUND

METRO has established five categories of common Key Performance Indicators (KPIs)
to ensure that the organization is constantly monitoring and improving its performance.
The KPIs are a set of quantifiable measures that the District can utilize to gauge its
performance and determine if it is meeting its strategic and operational goals.
Additionally, these metrics allow METRO to make data-driven decisions and work towards
achieving its objectives by leveraging verified and carefully analyzed data, ultimately
providing improved service to the community.
Financial Performance KPIs evaluate how efficiently agencies use resources to meet
transit demand within their budget constraints. Financial Performance measures are the
most widely used measures for transit agencies, due in part to National Transit Database
(NTD) reporting requirements, which require transit agencies to annually report data on
measures such as Farebox Recovery Ratio and Cost per Revenue Service Hour.
Productivity KPIs provide valuable insights regarding type of ridership (Fixed Route,
Commuter, Student), locations (UCSC, Intercity, Highway 17, Local, Rural), route
productivity (riders per hour by route), as well as seasonal fluctuations in ridership and
routes.
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Risk Management & Safety KPIs track and determine progress on specific objectives 
and evaluate protocols. Safety performance is commonly tracked at transit agencies for 
NTD reporting and OSHA requirements.  Traffic accidents are broken down into different 
categories such as location (loading zones, intersections, etc.), moving objects (bicycles, 
vehicles, etc.), or stationary objects. Passenger Incidents report when the incident 
occurred (boarding the bus, on board the bus, or descending the bus). 
Reliability KPIs assess the quality of the agency’s vehicles and help fleet maintenance 
staff to run the department as efficiently as possible.  The mean distance between 
chargeable road calls is a transit industry standard that measures the mechanical 
reliability of an agency's fleet by tracking the mean distance between bus breakdowns or 
failures. It is an important measure of the success of the agency’s maintenance 
department and the investment in newer buses, which are less prone to maintenance 
issues.     
Dependability KPIs evaluate the quality of a passenger’s day-to-day experiences using 
transit, such as service reliability. In addition, they allow agencies to pinpoint the key 
reasons behind cancelled trips (lack of drivers, road calls, traffic accidents, or traffic 
congestion) and embark on corrective actions.  
Below are the written explanations of the various charts and graphs in the attached Key 
Performance Indicators (KPI) Report for 3rd Quarter through March 31, 2024. 
Slide 1 
(Cover) Key Performance Indicators (KPI) Report for 3rd Quarter through March 31, 2024 
Slide 2 
Overview of Today’s Presentation 

• Financial Performance 
o System Farebox Recovery Ratio 
o Fixed Route & Commuter Cost / Revenue Service Hours 
o ParaCruz Cost / Trip  

• Productivity 
o Total Ridership and Total Ridership / Hour  
o USCS, Cabrillo, Highway 17, & Local Ridership  
o Passengers /Revenue Service Hours by Route 

• Risk Management & Safety 
o Traffic Accidents 
o Passenger Incidents 
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• Reliability 
o Mean Miles between Chargeable Road Calls for Fixed Route, Highway 17, 

& ParaCruz 

• Dependability 
o Cancelled Trips by Cause & Region 
o Pass-Ups for Fixed Route, UCSC by Quarter, and Year to Date Pass-Ups 

by Route 
Slide 3 
(Cover) Financial Performance KPI’s 
Slide 4 
System Farebox Recovery Ratio 

• Q3 FY24 Farebox Recovery is 15.0%, a year-over-year decline of 2.8% primarily due 
to Youth Free Fares; 4.4% lower than target and 4.5% lower than Q2 FY24 partially 
due to a decrease Hwy 17 ridership of 10.0% and the 18 days of Free Fares (vs 11 
days in Q2) during our highest ridership month for Q3 FY24 

• The Farebox Recovery Target of 19.4% is based on the average actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact) 

Slide 5 
Fixed Route & Commuter Cost per Revenue Service Hour (RSH) 

• Q3 FY24 Cost per RSH is $287, an increase of ($21) over last year’s Q3 costs, and 
$31 higher than average due to an increased number of FTEs in anticipation of 
planned service expansion 

• Revenue Service Hours increased 0.3% along with Fixed Route costs that increased 
by 15.4% when compared to the same time period FY23 

• The Fixed Route/Commuter cost per RSH average of $256 is based on the average 
actuals from FY19, FY22, FY23 (excludes FY20/FY21 due to COVID impact) 

 Slide 6 
ParaCruz Cost per Trip 

• Q3 FY24 Cost per Trip is $89, a year-over-year deteriorate of $5, and $8 higher than 
the average 

• Trips delivered increased 17.5% and costs decreased 24.4% when compared to the 
same time period FY23 

• The ParaCruz Cost per Trip average of $81 is based on the average actuals from 
FY19, FY22, FY23 (excludes FY20/FY21 due to COVID impact) 
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Slide 7 
(Cover) Productivity KPI’s 
Slide 8 
Total Ridership and Total Ridership per Hour (RPH) 

• An 4.1% increase in ridership in local, non-student ridership service over Q3 of FY23 

• A 33.1.% increase in Student ridership, includes the Youth Ride Free ridership over 
Q3 of FY23 

• A 16.7% increase in Highway 17 ridership over Q3 of FY23 

• The Quarterly Ridership Target is based on the average quarterly actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact) 

• UCSC ridership increased 27.1% over Q3 of FY23 

• Cabrillo ridership increased 26.8% over Q3 of FY23 

• Youth ridership increased 147.6% over Q3 of FY23 

• The Quarterly RPH Target is based on the average quarterly actuals from FY19, FY22, 
FY23 (excludes FY20/FY21 due to COVID impact) 

Slide 9 
UCSC Ridership  

• Q3 Ridership increased 27.1%, a year-over-year as a result of several factors. 
Additional service was operated on the routes 18 and 19 (implemented in September), 
fall enrollment and on-campus residency increased 1.5% and 1.1%, respectively 

• The Quarterly Ridership Target is based on the average quarterly actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact) 

Slide 10 
Cabrillo College Ridership 

• Q3 Ridership increased 26.8% as more students returned to in-person sessions, 
though over half of those enrolled were taking online classes, at least part-time. 
Student enrollment also increased by 0.8% 

• The Quarterly Ridership Target is based on the average quarterly actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact)  

Slide 11 
Highway 17 Ridership 

• Q3 Ridership increased 16.7% primarily due to the relative absence of inclement 
weather this quarter compared to Q3 FY23  
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• The Quarterly Ridership Target is based on the average quarterly actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact)  

Slide 12 
Local Ridership 

• Q3 Ridership increased 23.1%, which is a direct result of student ridership increased 
of 33.1%. UCSC, Cabrillo and K-12 ridership also increased 27.1%, 26.8%, and 
147.6% respectively. 

• The Quarterly Ridership Target is based on the average quarterly actuals from FY19, 
FY22, FY23 (excludes FY20/FY21 due to COVID impact) 

Slide 13 
YTD FY24 Passengers/Service Hours by Route 

• Total Passengers/Service Hours were 20.5 

• Combined UCSC Passengers/Service Hours were 38.4 

• Combined Intercity Passengers/Service Hours were 18.1 

• Combined Rural Passengers/Service Hours were 10.3 

• Combined Local Passengers/Service Hours were 9.6 

• Combined Highway 17 Passengers/Service Hours were 8.7 
Slide 14 
(Cover) Risk Management & Safety KPI’s 
Slide 15 
Traffic Accidents 

• Total Traffic Accidents in Q3 FY24 increased by 12 (44%) when compared to both Q2 
FY24 and Q3 FY23  

• Collisions with Other Vehicles (between intersections) for Q3 FY24 stayed the same 
over Q2 FY24 and increased by 1 (14%) from a year ago, Q3 FY23 

• Collisions with Other Vehicles (Intersections) for Q3 FY24 increased by 3 (300%) over 
Q2 FY24 and by 2 (100%) from a year ago, Q3 FY23 

• Collisions with Other Vehicles (Rear End) for Q3 FY24 increased by 2 (200%) over 
Q2 FY24 and by 1 (50%) from a year ago, Q3 FY23  

• Collisions Between (District Vehicles) for Q3 FY24 increased by 2 (100%) over Q2 
FY24 and by 4 (400%) from a year ago Q3 FY23 

• Other Collisions for Q3 FY24 increased by 5 (33%) over Q2 FY24 and by 4 (25%) 
from a year ago, Q3 FY23 

• Metro average of 80 is based on pre-pandemic 3-year average (FY19, FY22, FY23) 
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• Quarterly categories are only reported if any reporting/presented quarter has 3 or 
more incidents. 

• The YTD total is all incidents (Collisions between/at intersections, fixed object, rear 
end, and other collisions, along with collisions between District vehicles) 

Slide 16 
Passenger Incidents  

• Safety, Fleet Maintenance, and Information Technology departments are collaborating 
to identify further methods to reduce the number of incidents. 

• Most boarding incidents occur when the passengers are using cell phones, not paying 
attention, or sleeping. 

• YTD Ridership numbers are 1,943,086, 2,315,824, and 2,814,235 respectively for 
FY22, FY23, and FY24 

• Metro Average of 128 is based on pre-pandemic 3-year average (FY19, FY22, FY23) 
Slide 17 
(Cover) Reliability KPI’s 
Slide 18 
Mean Miles between Chargeable Road calls – Fixed Route (Local) 

• Q3 FY24 mileage between calls increased by 3,175 and road calls decreased by 3 
compared to the same time period in FY23 

• Chargeable road calls in Q3 FY24 were 17 in January, 10 in February, and 15 in March 

• The current target of 51,529 and is based off a 3-year monthly average from FY21-
FY23, times three to get to a quarterly number 

Slide 19 
Mean Miles between Chargeable Road calls – Highway 17 

• Q3 FY24 mileage between calls decreased by 55,205 and road calls increased by 13 
compared to the same time period in FY23 

• Chargeable road calls in Q3 FY24 were 3 in January, 9 in February, and 6 in March  

• The current target of 63,729 and is based off a 3-year monthly average from FY21-
FY23, times three to get to a quarterly number 

Slide 20 
Mean Miles between Chargeable Road calls – ParaCruz 

• Q3 FY24 mileage between calls increased by 47,551 and road calls decreased by 2 
compared to the same time period in FY23, primarily due to the 7 new vans put into 
service last summer 
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• In Q3 FY24 chargeable road calls were zero in January, and 1 each in February and 
March  

• The current target of 96,144 and is based off a 3-year monthly average from FY21-
FY23, times three to get to a quarterly number 

Slide 21 
(Cover) Dependability KPI’s 
Slide 22 
Cancelled Trips by Cause & Region 

• There were two cancelled trips in Q3 FY24 – both due to mechanical issues 

• Only two routes were impacted – Local Santa Cruz and Scotts Valley & SLV 

• Full year average of 288 is based on the average of FY19, FY22, FY23 (excludes 
FY20/FY21 due to COVID impact) 

Slide 23 
Pass-Ups by Quarter/Reason – Fixed Route 

• In Q3 FY24, total pass-ups were 189, which is 44 (18.9%) lower when compared to 
Q3 FY23 

• January had an increase of 12 pass-ups (25.0%), decreases in February of 15 
(22.1%), and March of 41 (35.0%) when compared to the same time period as FY23 

• 36.9% of Year-to-Date total pass-ups are caused by full bus capacity, followed by 
24.3% due to Intoxicated/Belligerent/Biohazard, and by 21.1% of Other/Misc, which 
covers a wide range of issues (such as Surfboards, No Shoes, Smoking/Vaping, and 
Hygiene to name a few), all other categories less than 10.0% 

Slide 24 
Pass-Ups by Quarter/Reason – UCSC 

• In Q3 FY24, total pass-ups were 263, which is 332 (55.8%) lower when compared to 
Q3 FY23 

• There were decreases across all months - January had 215 pass-ups (52.8%), 
February had 9 (13.8%), and March had 108 (87.8%) when compared to the same 
time period as FY23 

• 78.9% of Year-to-Date total pass-ups are caused by full bus capacity, followed by 
11.4% caused by Other/Misc., all other categories are less than 5.0% 

Slide 25 
YTD FY24 Pass-Ups by Route 

• YTD Pass-ups total 1103 

• UCSC Routes comprised 458 (41.5%), of which 78.6% were due to full bus capacity 
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• Intercity Routes comprised 264 (23.9%), of which 33.0% were due to 
Intoxicated/Biohazard   

• Highway 17 Routes comprised 169 (15.3%), of which 68.0% were due to full bus 
capacity 

• Rural Routes comprised 164 (14.9%), of which 59.1% were due to full bus capacity 

• Local Routes comprised 48 (4.4%), 41.7% were due to Intoxicated/Biohazard 
Slide 26 
(Cover) Questions? 
Slide 27 thru Slide 29 
KPI Metric Descriptions & Importance 
Financial Performance 
The Farebox Recovery Ratio represents the passenger fares (Fixed Route and 
Commuter) coverage of Metro's agency costs; this provides insight to the amount of non-
passenger revenue (subsidy) needed to cover costs. Additionally, it allows the agency to 
compare cost-effectiveness within its own service. 
Fixed Route and Commuter Cost per Revenue Service Hour (RSH) along with the 
ParaCruz Cost per Trip depict the cost per hour of service/trip.  By effectively tracking and 
minimizing costs, this measurement ensures efficient delivery of transit services. 
Data presented is by Quarter, for the current and past two fiscal years. 
Productivity 
Total Ridership and Ridership per hour are measures of productivity. The metrics depict 
seasonal fluctuations in ridership related to holidays, school terms, and other changes. 
Student ridership, historically a large portion of METRO’s total ridership, shows changes 
in student enrollment and seasonal trends can be seen year over year. 
Highway 17 demonstrates METRO’s commuter ridership, connecting Santa Cruz to San 
Jose. 
Local Ridership excludes student and commuter routes and reflects all other routes within 
the county. 
Passengers per Revenue Service Hour (RSH) depicts the productivity of each route. This 
ratio brings the true productivity of each route to scale and can stimulate discussions 
about frequency of service in urban and semi-urban areas of the county versus 
geographic coverage. 
Data presented is by Quarter, for the current and past two fiscal years. 
Risk Management & Safety 
Traffic Accidents are broken down into different categories: Collisions between 
intersections, at the intersection, with fixed objects, with other district vehicles 
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Passenger Incidents happen with METRO passengers either while boarding a bus, on 
board a bus, or alighting (descending) a bus.  
Data presented is by Quarter, for the current quarter, previous quarter, and the current 
quarter for the last fiscal year. 
Quarterly categories are only reported if any reporting/presented quarter has 3 or more 
incidents.   
The YTD total is all incidents (Collisions between/at intersections, fixed object and rear 
end collisions, along with collisions between District vehicles) 
Reliability 
Any a mechanical failure that impedes the vehicle from starting or completing a scheduled 
revenue trip because actual movement is limited, or there are safety concerns are used 
to calculate the Mean Miles Between Chargeable Road Call. 
The metric is calculated using the number of miles for the month divided by the number 
of chargeable road calls for each service type (Fixed Route, Commuter, and ParaCruz).  
Data presented is by Quarter, for the current and past two fiscal years. 
Dependability 
Cancelled Trips are presented by Region and Cause for the current quarter and total for 
three years. 
Pass-Ups occur when a bus operator must leave behind a passenger for a variety of 
reasons: No Fare, Exceeds Capacity Load (Full Bus), Intoxicated/Belligerent/Biohazard, 
No Mask, and All Other.   
Pass-Ups data are presented by Quarter, for the current and past two fiscal years for both 
Fixed Route and UCSC along with a YTD presentation of Routes with 10 or more Pass-
Ups. 
Slide 30 
Historical Metrics for the past five years and the current year-to-date 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT 

This report pertains to METRO’s Financial Stability, Stewardship & Accountability and 
assist in management’s effort for continuous improvement of the performance of the 
agency.   

V. FINANCIAL CONSIDERATIONS/IMPACT 

None 
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VI. ALTERNATIVES CONSIDERED

There are no alternatives to consider, as this is an accept and file KPI Report as of
March 31, 2024

VII. ATTACHMENTS

Attachment A: KPI Presentation as of March 31, 2024 

Prepared by: Freddie Martinez, Revenue Account Program Manager 
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DATE: 

TO: 

FROM: 

May 17, 2024 

Board of Directors 

Rina Solorio Gomez, Assistant Operations Manager, Paratransit

SUBJECT: ACCEPT AND FILE THE METRO PARACRUZ OPERATIONS STATUS 
REPORT FOR JANUARY, FEBRUARY, AND MARCH 2024 

I. RECOMMENDED ACTION

That the Board of Directors accept and file the quarterly METRO ParaCruz
Operations Status Report for January, February, and March 2024._________

II. SUMMARY

ParaCruz is the federally mandated ADA complementary paratransit program of
the Santa Cruz Metropolitan Transit District (METRO), providing shared ride,
door-to-door demand-response transportation to customers certified as having
disabilities, which prevent them from independently using the fixed route bus.
ParaCruz during the months of January, February and March provided 17,988
rides. On-Time Performance for this period was 86.07%.
ParaCruz is currently funded for 38 Paratransit Operators; ten of these positions
are vacant.

III. DISCUSSION/BACKGROUND

• Summary review of monthly operational statistics for ParaCruz.
Comparing the monthly statistics of FY23 to the monthly statistics of FY24:

• In January, the number of ParaCruz rides increased by:   150 

• In February, the number of ParaCruz rides increased by:   285 

• In March, the number of ParaCruz rides increased by:   207 

• Summary review of monthly operational information about ParaCruz for FY24:

• January number of total ParaCruz rides: 5,737 

• February number of total ParaCruz rides: 6,022 

• March number of total ParaCruz rides: 6,229 

• Comparing January 2023 statistics to January 2024, ParaCruz rides increased
by 251.

Santa Cruz Metropolitan 
Transit District 

9.5.1



Board of Directors  
May 17, 2024 
Page 2 of 3 
 
 

ParaCruz Quarterly Report 

• Comparing February 2023 statistics to February 2024, ParaCruz rides 
increased by 26. 

• Comparing March 2023 statistics to March 2024, ParaCruz rides decreased by 
631. 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT 

This report pertains to METRO’s Service Quality and Delivery. 

V. FINANCIAL CONSIDERATIONS/IMPACT 

There are no financial considerations for this report.                                  

VI. CHANGES FROM COMMITTEE  

N/A 

VII. COORDINATION 

This staff report has been coordinated with statistics provided by the Finance and 
Fleet Departments. Our vendor ADAride provided additional data. 

VIII. ATTACHMENTS 

Attachment A: ParaCruz On-time Performance Charts for January, 
February, and March. 

Attachment B: Comparative Operating Statistics Tables for January, 
February, and March. 

Attachment C: Number of Rides Comparison Chart.  
Attachment D: Total Ride vs. Shared Ride Chart. 
Attachment E: Annual Miles Comparison Chart. 
Attachment F: Monthly Assessments. 
Attachment G: Top Monthly Ride Destinations for January, February, and 

March 
 

Prepared By:  Rina Solorio Gomez, Assistant Operations Manager, 
Paratransit Division 
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IX. APPROVALS

Rina Solorio Gomez 

Assistant Operations Manaqer, ParaTransit 

X 

ParaCruz Quarterly Report 
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Business Systems Programs Manager 

Santa Cruz Metropolitan 
Transit District 

 

 

DATE: May 17, 2024 

TO: Board of Directors 

FROM: Dawn Crummié, HR Director 

SUBJECT: REQUEST TO AUTHORIZE FUNDING FOR A BUSINESS SYSTEMS 
PROGRAMS MANAGER POSITION IN THE INFORMATION 
TECHNOLOGY DEPARTMENT 

I. RECOMMENDED ACTION 

That the Board of Directors authorize funding of a Business Systems 
Programs Manager in the Information Technology (IT) Department. 

II. SUMMARY 

• To address the needs of the Santa Cruz Metropolitan Transit District (METRO) 
as it relates to our new, complex Enterprise Resource Planning (ERP) system, 
METRO has identified the need for a Business Systems Programs Manager 
position. 

• METRO contracted with Koff & Associates (hereinafter “K&A”) to conduct a total 
classification and compensation study. 

• HR staff worked with the IT Department and K&A to create a Business Systems 
Programs Manager position description and its wage scale. 

• On May 10, 2024 staff presented to the Personnel/HR Standing Committee and 
it recommended approval to the full Board.  

III. DISCUSSION/BACKGROUND 

The Enterprise Resource Planning (ERP) solution for METRO Phase 1 (Human 
Resources and Payroll) has been completed and the rollout of Phase 2 (Finance 
and Procurement is underway. 

Due to this undertaking, METRO has identified the need for a Business Systems 
Programs Manager to manage at a high level our new ERP system. 

To address these needs, METRO has created a Business Systems Programs 
Manager position. It was created through a total classification and compensation 
study performed by Koff & Associates. 

The study shows the need for a position that would perform a combination of duties 
which includes a wide range of professional business systems analysis and 
administration duties. The position manages complex and multi-disciplinary 

9.7.1
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Business Systems Programs Manager 

systems that involve multiple stakeholder interests and requires a high level of 
specialized expertise. The work involves extensive problem-solving and analytical 
skills unique to ERP and business systems. 

Upon approval, an open recruitment will be undertaken to fill the Business Systems 
Programs Manager position. 

Staff is requesting the Board of Directors authorize funding for the Business 
Systems Programs Manager position. 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT 

This item aligns to the following Strategic Plan Priorities:  

• Service Quality and Delivery 

• Employee Engagement: Attract, Retain and Develop 

V. FINANCIAL CONSIDERATIONS/IMPACT 

If the recommendations contained in this report are adopted, the total Labor and 
Fringe Benefits cost for this position will be $197K in FY24 and $208K in FY25 
respectively. 

VI. CHANGES FROM COMMITTEE 

None. 

VII. ALTERNATIVES CONSIDERED 

• Doing nothing is an alternative. Staff does not recommend this option. This 
position meets the needs of METRO. 

• Reject the suggested classification and wage survey. Staff does not 
recommend this action since the new class specification and its wage survey 
were researched and developed based on the developing needs of METRO. 

VIII. ATTACHMENTS 

Attachment A:   Business Systems Programs Manager Job Description 

Attachment B:   Business Systems Programs Manager Wage Scale 

 
Prepared by:   Isaac Holly, IT & ITS Director and  

Monik Delfin, HR Deputy Director  
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HUMAN RESOURCES DEPARTMENT 
Santa Cruz METRO 

Class Code: PO221 
FLSA Status: Exempt 

Business Systems Programs Manager 
Bargaining Unit: Management 

DEFINITION: 
Under general direction, the Business Systems Programs Manager conducts analysis in support of 
business and data needs related to operations, performance outcomes, quality improvement, and 
mandated reporting; analyzes, administers, and modifies enterprise systems and databases to address 
business and reporting needs; serves as a liaison between staff/system users, information technology 
staff, vendors, and service providers; provides data and business solutions to management staff to 
support program or system modification or implementation of new programs or systems; performs 
other duties as assigned.  

DISTINGUISHING CHARACTERISTICS: 
Business Systems Program Manager is a program management classification responsible for performing 
a wide range of professional business system analysis and administration duties.  The position manages 
complex and multi-disciplinary programs that involves the ability to manage multiple stakeholder 
interests and requires a high level of technical expertise and acumen. The work involves a high-level of 
problem-solving requiring analysis of unique issues or increasingly complex problems without precedent 
and/or structure and formulating, presenting, and implementing strategies and recommendations for 
resolution. Work assignments are typically given as broad, conceptual ideas and directives and the 
incumbent is accountable for overall results and responsible for developing guidelines, action plans, and 
methods to provide deliverables and services on time and within budget. This classification is 
distinguished from the Full Stack Developer class series in the latter designs and develops custom 
software applications and system integrations; whereas the Business Systems Programs Manager 
modifies enterprise systems and databases to meet business and reporting needs.  

EXAMPLES OF DUTIES AND RESPONSIBILITIES: 
The duties listed below represent the various types of work that may be performed. The omission of specific 
statements of duties does not exclude them if the work is related or a logical assignment to this class. 

• Develops and implements data quality training program, standards, policies, and procedures to
ensure data accuracy, consistency, and completeness; provides guidance and training to staff on
data quality standards.

• Performs regular data audits and validation checks to identify and rectify discrepancies,
anomalies, and errors in various data sets.

• Administers, maintains, and supports critical business systems such as ERP (Enterprise Resource
Planning), EAM (Enterprise Asset Management), CRM (Customer Relationship Management),
HRIS (Human Resources Information System), and other custom or off-the-shelf software
applications. These are some examples and subject to change as systems and software change.

• Implements and enforces security measures, including user access management, data encryption, 
and vulnerability assessments, to safeguard sensitive data and ensure compliance with industry
regulations.

Attachment A
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HUMAN RESOURCES DEPARTMENT 
Santa Cruz METRO 

• Collaborates and participates on a variety of cross-functional teams, including third party vendors,
to design, implement, and maintain system optimization and data integration strategies and
solutions in response to user needs and business process, operational, and/or regulatory and
reporting changes affecting data requirements and other related issues.

• Manages integration or data exchanges from various systems, including IFS (Incremental File
System), through open application programming interfaces (APIs), batch loads, and manual data
entry.

• Utilizes data analysis tools and techniques and generates and presents regular ERP system reports
to identify areas of concern and opportunities and provide actionable insights and
recommendations for data-driven decision-making.

• Monitors the performance and efficiency of data systems by identifying bottlenecks and making
recommendations for system improvements and enhancements.

• Manages or coordinates the implementation of system enhancements to improve the
performance and reliability of the system; researches, recommends, tests, and implements
upgrades and fixes as needed.

• Works with other Information Technology staff and relevant stakeholders to resolve data-related
performance issues.

• Maintains comprehensive documentation of data integration processes, data flow, and data
quality standards.

• Attends and participates in a variety of meetings with staff, management, and executive
leadership to understand their business and data needs; determines methodology and reporting
requirements necessary to meet those needs.

• Stays up to date with industry best practices and emerging technologies related to data quality,
integration, and analytics.

• May Drive a Santa Cruz METRO vehicle to perform assignments.
• Performs related work as required.

EMPLOYMENT STANDARDS: 
Knowledge of: 

• Principles and practices of program management including planning, development,
implementation, and evaluation.

• Data quality standards and reporting methods, techniques, and procedures.
• Principles of relational database structures and management and systems development and

integration.
• Techniques related to administering and troubleshooting business systems such as ERP, EAM,

CRM, and HRIS.
• Cloud computing platforms.
• Security and monitoring devices and procedures necessary to maintain the integrity and security

of data.
• Uses and outputs of databases.
• Industry best practices related to business system and information technology administration.
• Advanced methods of researching and resolving data issues.
• Methods of prioritizing, planning, and organizing work.
• Customer service techniques.

Attachment A
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HUMAN RESOURCES DEPARTMENT 
Santa Cruz METRO 

 
 

• The effective use of modern office equipment, personal computers, and standard business 
software.  

 
Ability to: 

• Analyze complex issues and implement effective solutions. 
• Effectively manage, administer, and troubleshoot business systems such as ERP, EAM, CRM, and 

HRIS. 
• Apply and modify a variety of data management techniques and procedures to ensure data 

accuracy, consistency, and completeness.  
• Identify, understand, and translate business and data needs into system or reporting 

requirements.   
• Effectively collaborate with cross-functional teams and communicate technical concepts to non-

technical stakeholders. 
• Learn and apply emerging technologies. 
• Maintain confidentiality in handling and processing confidential information and data. 
• Work independently. 
• Balance multiple projects and assignments simultaneously and effectively. 
• Effectively use computer systems, software applications, and modern business equipment to 

perform a variety of work tasks. 
• Communicate clearly and concisely, both orally and in writing. 
• Establish and maintain effective working relationships within the department and with other 

divisions, departments, agencies, suppliers, vendors, and the public. 
 
MINIMUM QUALIFICATIONS: 
Any combination of experience and education that would likely provide the required knowledge and 
abilities is qualifying.  A typical way to obtain the knowledge and abilities would be:  
Education, Training, and Experience: 
Equivalent to a bachelor’s degree from an accredited college or university with major coursework in data 
science, information systems, business or public administration, or a related field.  
  

AND 
 
Three (3) years of experience of analyzing business needs and developing or modifying systems and/or 
databases to address business and reporting needs. 
 
LICENSES AND CERTIFICATES: 
A valid Driver’s License will be required at the time of appointment and throughout employment. 
 
Must be able to obtain and maintain a current, valid Class “C” Driver’s License. 
 
PHYSICAL AND MENTAL DEMANDS: 
The physical and mental demands described here are representative of those that must be met by 
employees to successfully perform the essential functions of this class.  Reasonable accommodations may 
be made to enable individuals with disabilities to perform the essential functions. 

Attachment A
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HUMAN RESOURCES DEPARTMENT 
Santa Cruz METRO 

 
 
Physical Demands  
While performing the duties of this job, the employee is frequently required to reach with hands and 
arms; walk, sit and stand; use finger dexterity; talk and hear, and use a keyboard. Work often requires 
stooping at the waist and the repetitive use of both hands to grasp and feel objects. Work may require 
lifting up to 20 pounds unaided. Specific visual abilities required for this job include close vision, distance 
vision, the ability to see colors and shades, and the ability to perceive depth.  
Mental Demands  
While performing the duties of this job, an employee uses written and oral communication skills; reads 
and interprets data, information and documents; solves problems; uses math and mathematical 
reasoning; performs detailed work; deals with multiple concurrent tasks; and interacts with others 
encountered in the course of work. 
Work Environment:  
The employee typically works in a standard office environment where the noise level is moderate. 

OTHER CONDITIONS OF EMPLOYMENT: 
• Must pass a requisite background check. 
• Must maintain strict confidentiality of work-related information.  
• May occasionally work extended hours or hours outside of the regular schedule. 

 
 
*Adopted: 00-00-0000    
*BOD Approved: 00-00-0000  
*Revised:00-00-0000   
*Job Family:  Business Systems Programs   
*Job Series:  N/A   
*Job Series Level: N/A   
*Confidential: Yes   
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BEFORE THE BOARD OF DIRECTORS OF THE  
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT 

Resolution No.  
On the Motion of Director:   
Duly Seconded by Director:  
The Following Resolution is Adopted: 

RESOLUTION OF APPRECIATION FOR THE SERVICES OF JOHN FUENTEZ AS 
BUS OPERATOR FOR THE SANTA CRUZ METROPOLITAN TRANSIT DISTRICT 

WHEREAS, the Santa Cruz Metropolitan Transit District (METRO) was formed to 
provide public transportation to all of the residents of Santa Cruz County, and  

WHEREAS, the provision of public transportation service requires a competent, 
dedicated workforce, and 

WHEREAS, METRO, requiring an employee with expertise and dedication, 
appointed John Fuentez to serve in the position of Bus Operator, and 

WHEREAS, served as a member of the Operations Department of METRO for the 
time period of May 19, 1980 to April 21, 2024, and 

WHEREAS, John Fuentez provided METRO with dedicated service and 
commitment during the time of his employment, and 

WHEREAS, John Fuentez served METRO with distinction, and 

WHEREAS, the service provided to the residents of Santa Cruz County by John 
Fuentez resulted in reliable, quality public transportation being available in the most 
difficult of times, and 

WHEREAS, during the time of Mr. Fuentez’s service, METRO improved existing 
and built new operating facilities, converted the fleet to a CNG propulsion system, 
developed accessible bus stops, improved ridership, responded to adverse economic 
conditions, assumed direct operational responsibility for the Highway 17 Express service 
and the Amtrak Connector service, and assumed direct operational responsibility for the 
ParaCruz service, and 

WHEREAS, the quality of life in Santa Cruz County was improved dramatically as 
a result of the exemplary service provided by John Fuentez. 
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NOW, THEREFORE, BE IT RESOLVED, that upon his retirement as Bus 
Operator, the Board of Directors of METRO does hereby commend his efforts in 
advancing public transit service in Santa Cruz County and expresses sincere appreciation 
on behalf of itself, the METRO staff and all of the residents of Santa Cruz County. 

BE IT FURTHER RESOLVED, that a copy of this resolution be entered into the 
official records of the Santa Cruz Metropolitan Transit District.  

PASSED AND ADOPTED this 17th Day of May 2024 by the following vote: 

AYES: Directors -  

NOES: Directors - 

ABSTAIN: Directors - 

ABSENT: Directors - 

Approved: 
Kristen Brown, 
Board Chair 

Attest: 
Cory Aldridge 
CEO/General Manager 

Approved as to form: 
Julie Sherman ________________________________ 
General Counsel 
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REVIEW OF FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET 

 
DATE: May 17, 2024 

TO: Board of Directors 

FROM: Chuck Farmer, Chief Financial Officer 

SUBJECT: REVIEW AND RECOMMEND APPROVAL OF SANTA CRUZ METRO’S DRAFT 
FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-
PORTFOLIO 

I. RECOMMENDED ACTION 

That the Board of Directors adopt a resolution setting a public hearing, on June 28, 
2024 to commence at 9:00 AM, or as soon as thereafter, the matter can be heard for 
final adoption of the Final FY25 and FY26 Operating Budget and FY24 Capital 
Budget. 

II. SUMMARY 

• The FY25 and FY26 Operating Budget, and FY25 Capital Budget-Portfolio are 
presented this month for Board of Directors (Board) and public review. A public hearing 
has been scheduled for 9:00 am, or as soon thereafter as possible, during the June 
23, 2023 board meeting.   

• On June 23, 2023, the Board adopted the Final FY24 and FY25 Operating Budget. 
Santa Cruz METRO produces a 2-year rolling Budget.  This Budget revises the June 
2022 FY25 Budget and presents a new FY26 Operating Budget. 

• The 5 – Year Plan for Santa Cruz Metropolitan Transit District (METRO) is presented 
in Attachment B. It depicts the proposed two-year FY25 and FY26 Operating Budget 
and Forecasts for FY26 to FY29.   

• The proposed two-year FY25 and FY26 Consolidated Operating Budgets – 
Attachment C total $76,836,998 and $80,977,632 respectively.  

• In addition, METRO will be transferring: 
o $2.3M in FY25 and $2.2M in FY26 to the Capital Budget (Bus Replacement 

Fund) 
o $2.0M in FY25 and zero in FY26 for the UAL & OPEB liability 
o $4.0M in FY25 and FY26 for Grant matching 
o $1.0M in FY25 and $1.2M in FY26 to Reserve Replenishment 
o $2.6M in FY25 and $2.5M in FY26 from the COVID-19 Recovery Fund  

• These results match the total Operating Revenue Budget of $83,706,736 in FY25 and 
$85,981,012 in FY26. This is a Draft Budget, which reflects available data regarding 
revenues and expenses. The Final two-year Budget will be presented to the Board of 
Directors on June 28, 2024.   

Santa Cruz Metropolitan 
Transit District 
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• The year-over-year Operating Budget growth of approximately $11,753K in
expenses in FY25 is detailed in Sections B and C.

• Metro held a Budget Workshop with the Unions on May 8, 2024 to answer questions
about the two-year draft FY25 and FY26 Operating Budget and the FY25 Capital
Budget-Portfolio and to obtain input from its union partners.

• The Authorized and Funded Personnel lists are presented in Attachment D.

• The Draft FY25 Capital Budget-Portfolio – Attachment E totals $115,375,215

• Staff recommends that the Finance, Budget and Audit Standing Committee Board
receive input on the Draft FY25 and FY26 Operating Budget and FY25 Capital Budget-
Portfolio and provide additional direction to staff as necessary regarding the contents
of the Draft Operating and Capital Budgets, for final adoption on June 28, 2024 and
forward the Budget to the full Board for initiation at the Public Hearing.

III. DISCUSSION/BACKGROUND

The Board of Directors must adopt the Final FY25 and FY26 Operating Budget and FY25
Capital Budget-Portfolio by June 30, 2024. The Draft FY25 and FY26 Operating Budget
and the FY25 Capital Budget-Portfolio are presented this month for Board and public
review.  A public hearing has been scheduled for 9:00 am, June 28, 2024.
On June 23, 2023, the Board adopted the Final FY24 and FY25 Operating Budgets.
Santa Cruz METRO produces a 2-year rolling Budget.  This Budget revises the June 2023
FY25 Operating Budget and presents a new FY26 Preliminary Draft Operating Budget.
Metro held a Budget Workshop with the Unions on May 8, 2024 to answer questions
about the two-year Draft FY25 and FY26 Operating Budget and FY25 Capital Budget-
Portfolio to obtain input from its union partners.
The presentation of financials on the Summary page in Attachment C are presented in
this format:
Operating Revenues are directly associated with ridership and represent the amounts
paid by the rider or organizations to use transit services. The categories includes
Passenger-paid fares (Local and Highway 17 Fares) and Organization-paid fares (Special
transit fares: contracts with the local colleges and Highway 17 partners).
Operating Expenses are the expenses associated with the operation of the transit
agency and goods and services purchased for the operation of the system, such as Labor
(Salaries & Wages), Fringe Benefits, Non-Personnel Expenses (Services, Materials and
Supplies, Utilities, Insurance, and Other expenses).  This provides a quick and easy view
of the Farebox Recovery.
The Non-Operating Revenue and Expenses section provides insight into revenue and
expenses that are not directly or/and immediately impacted by increase/decrease of
ridership.
Non-Operating Revenues represent external sources such as Sales Tax Revenue,
Federal/State Grants, and all other forms of income (Advertising, Rental, etc.) that is used
to support Metro operations and capital investments.
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Non-Operating Expenses are costs such as the  Pension UAL costs (previously reported 
as part of Fringe benefits) which are the additional costs incurred to cover the shortfall of 
pension funding and the payments for the Sales Tax Revenue Bond payments. 
This presentation aligns Metro’s financial reporting more closely to other transportation 
agencies and allows for an easier comparison of revenues and costs related to ridership 
and external sources. 
Attachment C – Page 1 
A. Operating Revenues
Operating Revenues, related to ridership, total $6,247K in FY25 and $9,559K in FY26.  
Major Operating Revenue assumptions in the Draft FY25 Budget over the FY24 Final 
Budget, adopted in June 2023, include:  

• Passenger Fares – overall decrease of $2,495K, or 81.0%.  While ridership is
expected to increase by 221.5% for Fixed Route, 5.0% for Paratransit, and 16.7% for
Highway 17; Metro’s pilot program of Zero Fares for All, beginning in September 2024
for 12 months results in a loss of $2,803K in Passenger Fare revenues

• Special Transit Fares – overall decrease of $433K, or 7.1%; primarily due to Metro’s
pilot program of Zero Fares for All, beginning in September 2024 for 12 months that
results in a loss of $579K in Special Transit Fare revenues

FY26 will see increases of 53.0% overall for Operating Revenue sources as a result of 
the expiration of the Zero Fares for All expiring in August 2025 
B. Operating Expenses
Operating Expenses, excluding Pension UAL/Sales Tax Revenue Bond payments (which 
are discussed in Section C), total $71,994K in FY25 and $75,564K in FY26.  Operating 
Expenses assumptions in the Draft FY25 Budget over the FY24 Final Budget, adopted in 
June 2023, include: 
Personnel Expenses  
(Labor and Fringe Benefits) increased overall by $11,986K, or 27.7%, vs. FY24 Budget 

• Regular Labor Costs – increase $5,811K, or 28.7%
o COLA of 5% along with contractual items of step and longevity increases
o Net 98 new FTE added, proposed incremental positions:

Customer Experience 
Manager 
 

Assistant Operations 
Manager - Paratransit 
 

Assistant Operations 
Manager - Fixed Route 
 Parts & Material Clerk Mobility Coordinator Payroll Supervisor 

Marketing Specialist (2 
FTE) 

 

Deputy Director of 
Operations 
 

Special Project Manager 

Full Stack Developer 
Mechanic I-II's (3 FTE) Business Systems 

Administrator (FY26) 
 

Transit Supervisors (8 
FTE) 
 Senior Full Stack 

Developer 
Bus Operators (80 FTE) Paratransit Operators (7 

FTE) 
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Partially offset by De-Funded positions: 

Customer Service 
Manager 
 

Marketing Assistant Senior Payroll Specialist 

Parts & Materials 
Supervisor 
 

Senior Database 
Administrator 

 

Paratransit Eligibility 
Coordinator 
 Accessibility Service 

Coordinator 
 

Operations Manager - 
Paratransit 
 

Operations Manager - 
Fixed Route 
 Database Administrator 

 
Project Manager 

 

IT Project Coordinator 

Assistant Operations & Customer Service Manager 

• Overtime - decrease of $276K, or 23.5%, as recruitment increases to fill vacancies

• Fringe Benefits costs - increase of $6,451K, or 29.6%, primarily due to do the
increased headcount along with increased cost for Medical insurance (7.2%), and the
COLA of 5% that impacts Annual, Sick, and Holiday payments

Non-Personnel Expenses 
Excluding Sales Tax Revenue Bond related costs (which are represented in Section C 
below) decreased by 5.1% or $903K vs FY24 Budget, primarily due to non-recurring 
one-time costs in FY24 

• Services – decrease 9.8% or $759K due to:
o Admin/Bank Fees decrease 45.9% primarily due to the Zero Fares for All

pilot program resulting in 10 months that cash revenue pick-ups will not be
needed

o Professional/Technical Fees decrease 30.6% due to multiple one-time
initiatives and programs in FY24 that will not be repeated in FY25

o Legislative Services decrease 44.9% as the contract for consultant services
to assist with future funding of the zero emission program winds down

o Repair – Revenue Vehicles increase 36.3% primarily due increased costs
for repair of Cummins engines and New Flyer differentials

o Security Services increase 67.9% as result of the Zero Fares for All pilot
program to ensure all riders feel safe

• Mobile Materials & Supplies – increase of 0.3% or $15K due to:
o Tires & Tubes increase 51.3% primarily due to inflationary costs
o Fuel & Lube decrease 1.7% due to projected lower costs for both Revenue

and Non-Revenue vehicles, primarily the CNG costs which have had a
significant price decrease in 2024

• Other Materials & Supplies – overall decrease of 17.7% or $160K primarily related to
non-recurring costs from FY24 for One Ride at a Time bus wraps, and materials
related to the Strategic Revenue planning initiatives and workshops

Board of Directors 
May 17, 2024
Page 4 of 12
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REVIEW OF FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-PORTFOLIO 

• Utilities – increase of 15.2% or $139K primarily due to estimated increase for Gas &
Electric (expected rate increase from PG&E) along with increased Propulsion Power
as more ZEB buses are put into service

• Casualty & Liability – decrease of 13.9% or $185K related to the decrease of insurance
premiums; will be adjusted when the invoices are available in May 2024

• Taxes – increase of 15.0% or $9K due to higher costs for Customer Service parking
permits, increased Co-Op fees and higher Fuel Tax

• Misc. Expense – decrease of 1.0% or $10K primarily due to reduced Marketing costs
for Advertising, Employee Incentive Programs, and Travel; partially offset by increased
training costs due to delay of Employee Workforce Training for new Hydrogen Bus &
Infrastructure from FY24

• Interest Expense & Debt Service
o Interest Expense - Loan – decrease of 100.0% or $1K due to interest

payment on bus lease contract ending in FY24
o Debt Service – Interest Expense POB and Principal POB are discussed in

Section C below

• Leases & Rentals – increase 15.0% or $49K primarily due to increased CPI costs for
the facility in Watsonville for Operations and ParaCruz facilities

Major Operating Expense assumptions in the preliminary Draft FY26 Budget over the 
FY25 Budget include: 
Personnel Expenses 
(Labor and Fringe Benefits) increased overall by $4,945K, or 9.0%, excluding the Pension 
UAL costs 

• Wages – increase $2,768K, or 10.6%
o COLA of 4.0% and contractual items of step and longevity increases

• Overtime - increase of $30K, or 3.3%

• Fringe Benefits costs– increase $2,147K, or 7.6%
o Anticipated increase in Medical insurance premiums, effective in January

2025, partially offset by;
o Projected decrease in Retirement as per CalPERS Annual Valuation Report

from 10.8% in FY25 to 10.6% in FY26
Non-Personnel Expenses 
Excluding Sales Tax Bond related costs (which are represented in Section C below) 
decreased by 8.2% or $1,375K; primarily due to non-recurring costs from FY25 
C. Non-Operating Revenue/(Expense)
Non-Operating Revenue/(Expense) totals $72,618K in FY25 and $71,009K in FY26.  
Non-Operating Revenue/(Expense) assumptions in the Draft FY25 Budget over the FY24 
Final Budget, adopted in June 2022, include:  
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Sales Tax Revenues 
• 1979 Gross Sales Tax (1/2 cent) – flat to FY24, a conservative estimate based on

overall inflation and decline of amounts received in FY24

• 2016 Net Sales Tax (Measure D) – flat to FY24, the projected increase mirrors the
anticipated forecast in the 1979 Gross Sales Tax (1/2 cent).

Federal/State Grants 
• Transportation Development Act (TDA-LTF) - decrease of 0.6% or $54K, as per recent

allocations

• FTA 5307 – increase 57.4% or $2,220K, due to the final drawdown of American
Rescue Plan Act of 2021 (ARPA) funding in FY24

• FTA STIC – increase 100.0% or $5,613K, due to the final drawdown of American
Rescue Plan Act of 2021 (ARPA) funding in FY24

• LCTOP – decrease of 28.4% or $211K, amounts are based on funding allocated from
the State Controller’s Office (SCO) from the Greenhouse Gas Reduction Fund via the
Regional Transportation Commission (RTC).

• Transit and Intercity Rail Capital Program (TIRCP), Workforce Training – increase of
60.0% or $193K due to the delay of Employee Workforce Training for new Hydrogen
Bus & Infrastructure from FY24

• Transit and Intercity Rail Capital Program (TIRCP), Service Expansion – increase of
100% or $15,170K, in anticipated drawdown in FY25 to support the service expansion
and Zero Fares pilot program

COVID Relief Grants 
• American Rescue Plan Act of 2021 (ARPA) – decrease 100% or $9,959K; based on

the final drawdown in FY24 for reimbursement of allowable personnel and operating
expenses.

All Other Revenue 
• Advertising Income – decrease of 30.0% or $52K, as a result of limited availability of

space for advertising on buses after the launch of the One Ride at a Time campaign

• Rental Income – decrease of 32.4% or $34K, as a result of the remodel of Pacific
Station Metro will be unable to rent space at that location; partially offset by a slight
increase of rentals at the Watsonville Transit Center

• Interest Income – increase of 187.7% or $1,418K, based on current trends and the
cash balance at the Treasury

• All Other Income – decrease of 36.9% or $76K, primarily due to the CNG sales as a
result of lower prices pass through to customers will be lower
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REVIEW OF FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-PORTFOLIO 

Pension UAL/Sales Tax Revenue Bond Debt Service 
Increase 16.1% or $670K primarily due to the Pension UAL payment based on the 
CalPERS Actuarial report from June 2022 
Overall decreases in Non-Operating Revenue Sources budgeted in FY26 of 2.2% or 
$1,609K, primarily driven by:  

• TIRCP Grant – decline of 9.4%

• Pension UAL – increase of 85.0%
Attachment C – Page 4
D. Transfers & Operating Balance
Operating Balance before Transfers total $6,870,738 in FY25 and $5,003,380 in FY26.  
Assumptions in the preliminary FY25 budget over the FY24 Final budget, adopted in June 
2023, include: 

• Transfers to Capital Budget/Bus Replacement Fund of $3,092K is a slight decrease
of 2.2% or $69K. This amount is consistent with the goal to honor our commitment to
the Capital Budget and maintain assets in a state of good repair by committing a
minimum of $3.0M each year from the Measure D and TDA-STA transfer from
Operating, along with STA-SGR that goes directly to the Capital Budget.
o Available Measure D revenues are 1.8% or $43K lower than FY24
o STA-SGR grant is 3.2% or $26K lower than FY24
o Total Transfer to Bus Replacement Fund is $3,092K in FY25

• Transfers to/(from) Operating and Capital Reserve Fund of $7,181K is an decrease of
5.8% or $455K
o Fuel Tax – decrease by 50% or $146K due to the Fuel tax credit expiring in

December 2024
o UAL & OPEB – the $2,000K transfer is flat with FY24
o Reserves Replenishments – decrease by 22.4% or $299K transfer to the

Operational Sustainability Reserve Fund to meet target balance of three (3)
months of the average operating expenses for the most current fiscal year’s
budget, in accordance with Metro’s Revised Reserves Policy, adopted on
Nov, 15, 2019).

o Operating and Capital Reserve Fund – the $4,000K transfer is flat with
FY24; Funds are committed 100% towards the local match for multiple
Capital Projects (detailed in Attachment B) presented to the Board for
consideration and approval as part of the Adoption of the Final Budget in
June 2024.

• Transfers from Covid Recovery Fund of $2,617K is an increase of 6.3%; Funds from
the Covid Recovery Fund will be reinvested in the FY25 Budget and beyond to sustain
services during the period of ridership recovery to pre-pandemic levels and will be
primarily allocated to one-time programs and initiatives
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REVIEW OF FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-PORTFOLIO 

An overall decrease in the budgeted Transfers & Operating Balance in FY26 is 20.5% or 
$1,943K 

• Capital Budget/Bus Replacement Fund increases by 0.8% or $19K

• Reserves Replenishments increases by 17.8% or $184K

• Operating & Capital Reserve Fund decreases by 50.0% or $146K

• CalPERS UAL & OPEB decreases by 100% or $2,000K

• Covid Recovery Fund transfer increases 2.9% or $75K
E. Capital Budget
The Draft FY25 Capital Budget-Portfolio as shown in Attachment E totals $115,375K.
The current FY25 Capital Budget-Portfolio consists of ongoing projects rolled forward 
from FY24 along with new projects which are funded by a variety of sources. 
In FY18, a new capital Budget funding strategy was adopted by the Board that results in 
a minimum of $3.0M per year being dedicated to the annual capital Budget. This new 
strategy created the “Bus Replacement Fund” and establishes consistent annual transfers 
of STA-SB1 funds and Measure D funds to the capital Budget that are needed to provide 
funding and stability for the required local match for obsolete fixed-route buses and 
Paratransit vehicles.  
Annual unspent Measure D and STA-SGR funds will ‘accumulate’ in the Bus Replacement 
Fund until they are allocated to specific projects and spent on new replacement buses 
and vans.  
The following amounts are dedicated to the Bus Replacement Fund in FY25:  

• (2016 Net Sales Tax) – Measure D - $2,306K (transfer from Operating Budget)

• STA-SGR - $786K (goes directly to the capital Budget)

• Total = $3,092K
Noteworthy ongoing capital project activity (> $100K) this fiscal year includes:

• New and Ongoing Construction Related Projects:
o Ongoing – METRO Owned ParaCruz Facility Project – $2,024K from the

Operating & Capital Reserve Fund. The project is identified as critical to
move the agency forward towards a sustainable future, in support of the
METRO 10-Year Strategic Business Plan and was approved by the Board
on November 15, 2019.

o Ongoing – Pacific Station/Metro Center Redevelopment with the City of
Santa Cruz – $4,491K, over four years, $3,991K from the Bus Replacement
Fund and the remaining $500K from The Transit and Intercity Rail Capital
Program (TIRCP) grant toward the redevelopment of the facility. Only the
$500K from the TIRCP grant is remaining and in the FY25 Portfolio

o Ongoing – Watsonville Parking Lot - $1,500K from the Operating & Capital
Reserve Fund.
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REVIEW OF FY25 AND FY26 OPERATING BUDGETS AND FY25 CAPITAL BUDGET-PORTFOLIO 

o Ongoing – Hydrogen Fueling Station – $11,900K funded by a $8,950K 
TIRCP grant and $2,750K from the Operating & Capital Reserve Fund, and 
the remaining $200K from Federal 5339(b) Funds for the design and 
construction of a permanent hydrogen fueling station.  Metro will partner 
with several experts in the industry to design and construct the fueling 
station.  It is anticipated that the construction will begin in early 2024 and 
conclude by 2025 when the vehicles are delivered for testing and 
acceptance. 

o New - Temporary Hydrogen Fueling Station - $4,500K from the Operating & 
Capital Reserve Fund in order to procure a temporary hydrogen fueler to 
bridge the gap between delivery of hydrogen fuel cell buses and the 
completion of the permanent hydrogen fueling station 

o New – Rapid Bus Enhancement - $9,500K funded by a $5,100K TIRCP 
grant and $4,400K from the Operating & Capital Reserve Fund to provide 
transit enhancements along the Soquel Drive Corridor in the County of 
Santa Cruz, from La Fonda Avenue to Freedom Boulevard. 

o New – Watsonville Station Redevelopment - $8,500K from the TIRCP grant 
to redevelop the Watsonville Transit Center into an updated Transit and 
Mobility Center, with a four-story, 60+-unit, net-zero affordable housing 
development, to assist in serving historically disadvantaged communities 
with increased access to affordable housing and supporting mode shift from 
Single Occupancy Vehicle (SOV) use to transit. 

• New & Ongoing- IT Projects 
o Ongoing – Enterprise Resource Planning (ERP) System – The current 

financial system was purchased in the late 1990’s, more than 20 years ago. 
The new system will incorporate Core Financials, Fixed Assets, HCM, 
Payroll, Purchasing, and Budgeting for a more efficient and integrated 
system.  The total Budget is $3,850K – of which $200K for consulting costs 
were paid in FY23 from Operating Expenses with the remaining $3,650K to 
be capitalized and funded from the Operating & Capital Reserve Fund. 

o New – Integrated Ticketing & Schedule Optimization - $375K from the 
TIRCP grant that will seek to increase transit ridership by improving the 
customer experience through the implementation of contactless payments 
via contactless debit or credit card tap and go.  Phase 2 will involve schedule 
optimization across local and regional agencies in order to reduce transfer 
times. 

• New & Ongoing – Facilities Upgrades and Improvements 
o Ongoing - JKS Facility – Upper security gates; this project will automate two 

gates, installation of a pedestrian access gate at JKS which will be funded 
with $511K from the Operating & Capital Reserve Fund. 

o Ongoing – Maintenance Facility Upgrades - $1,375K from TIRCP grant for 
the infrastructure improvement and modifications needed to maintain and 
support the addition of hydrogen cell buses to METRO’s fleet 
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o New – 23 Bus Shelters, benches, and 18 trash cans - $508K from the
CalTrans Clean CA Transit Program and $108K from the Operating &
Capital Reserve Fund to purchase and install bus shelters, including the
creation of a pad if needed and solar lighting.  This will provide safer
locations for riders to wait for the bus, as well as provide consistent branding
for METRO as it looks to increase ridership over the next several years

• New & Ongoing – Fleet & Maintenance Equipment
o New - Training Aids, Simulators, Components & Equipment – this project

will provide a Bus simulator to aid in the training of newly hired bus operators
freeing up buses that will be used in the field; the project will be funded with
$444K from Federal 5339(c) LoNo Funds and $111K from Measure D
Reserve Fund.

o New – Pressure Washer System - $200K from the Operating & Capital
Reserve Fund will be used to purchase a new bus washing system,
replacing the old, unreliable system currently installed

• New & Ongoing – Vehicle Replacement & Infrastructure Projects – Santa Cruz
METRO has been awarded grants from a variety of Federal, State, and local agencies
to replace aging revenue and non-revenue (service) vehicles which are in alignment
with Santa Cruz METRO’s strategy to begin replacing its fossil-fueled bus fleet with all
zero emission buses by 2040.
o New - Hydrogen Fuel Cell buses (53) to assist in the replacement of

obsolete CNG and Diesel vehicles $71,428KK; vehicles are expected to be
delivered in 2025 for testing and acceptance and are being funded by
Federal 5339 Funds ($23.4M), TIRCP ($13.0M), LPP ($1.0M), VW Grant
($25.0M), STA-SGR ($3.4M), and Measure D ($5.7M)

o New – Additional Bus Components - $515K from Measure D will be used to
procure replacement part, radios, AVL/ITS, APC, and One Ride at a Time
wraps for buses purchased in FY24

• Miscellaneous – reflects a proposed transfer of $202K from the Operating & Capital
Reserve Funds to the FY25 Capital Budget-Portfolio for small projects, typically
costing less than $100K, that are identified throughout the year and do not qualify for
Federal or State grants.

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT

This report pertains to METRO’s Financial Stability, Stewardship & Accountability.

V. FINANCIAL CONSIDERATIONS/IMPACT

The proposed two-year FY25 and FY26 Operating Budgets – Attachment C total
$76,836,998 and $80,977,632 respectively. In addition, METRO will be transferring:
$2,306,779 in FY25 and $2,166,423 in FY26 to the Capital Budget (Bus Replacement
Fund), $2,000,000 in FY25 and zero in FY26 for the UAL & OPEB liability, $4,145,548 in
FY25 and $4,000,000 in FY26 for Grant matching (includes Fuel Tax Credit), $1,035,158
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in FY25 and $1,218,978 in FY26 to Reserve Replenishment, and $2,616,747 in FY25 and 
$2,541,332 in FY26 from the COVID-19 Recovery Fund  
These results match the total Operating Revenue Budget of $83,707,736 in FY25 and 
$85,981,012 in FY26. This is a Draft Budget, which reflects available data regarding 
revenues and expenses. The Final two-year Budget will be presented to the Board of 
Directors on June 28, 2024.   
The Draft FY25 Capital Budget-Portfolio– Attachment E totals $115,375,215 

VI. ALTERNATIVES CONSIDERED

There are no recommended alternatives at this time. Staff recommends that the Finance,
Budget and Audit Committee take input on the Draft FY25 and FY26 Operating Budget
and FY25 Capital Budget-Portfolio and provide additional direction to staff as necessary
regarding the contents of the Operating and Capital Budgets.

VII. CHANGES FROM COMMITTEE

None.

VIII. ATTACHMENTS

Attachment A: Presentation of FY25 and FY26 Draft Operating Budgets and FY25 
Capital Budget-Portfolio 

Attachment B: 5 – Year Budget Plan  
Attachment C: FY25 and FY26 Draft Operating Budgets 

Attachment D: Authorized and Funded Personnel     
Attachment E: FY25 Draft Capital Budget-Portfolio 
Attachment F: Resolution to Set a Public Hearing 

Prepared By:  Cathy Downes, Sr. Financial Analyst 
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BEFORE THE BOARD OF DIRECTORS OF THE  
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT 

Resolution No.  
On the Motion of Director:   
Duly Seconded by Director:  

  The Following Resolution is: 

RESOLUTION OF THE BOARD OF DIRECTORS OF THE  
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT  

TO SET A PUBLIC HEARING ON JUNE 28, 2024  
TO ADOPT THE FINAL FY25 AND FY26 OPERATING BUDGET 

 AND FY25 CAPITAL BUDGET 

WHEREAS, it is in the interest of the Santa Cruz Metropolitan Transit District to adopt a 
budget for each fiscal year; and 

WHEREAS, a budget for Capital and Operating expenses and revenues has been 
developed for fiscal years 2025 and 2026. 

NOW, THEREFORE, BE IT RESOLVED BY THE BOARD OF DIRECTORS OF THE 
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT, that: a Public Hearing shall be held on 
June 28, 2024, at 9:00 AM, or as soon thereafter as possible, for purposes of discussing the 
adoption of the Final FY25 & FY26 Operating Budget and FY25 Capital Budget.  Public comments 
shall be solicited prior to the hearing as directed by the CEO/General Manager. 

PASSED AND ADOPTED this 17th Day of May 2024 by the following vote: 

AYES: Directors -  

NOES: Directors - 

ABSTAIN: Directors - 

ABSENT: Directors - 

Approved: 
Kristen Brown, Chair 
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Resolution No.     
Page 2 
 
 

 
  

 
Attest: 

Corey Aldrige, CEO/General Manager   

Approved as to form: 
Julie A. Sherman, General Counsel   
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