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Budget Message — From the CEO

We are pleased to present the budget for the
2027 /2028 fiscal year, adopted by the Board
of Directors in June 2026. This budget
advances the Strategic Plan and continues
the progress made through Reimagine
METRO in service to our community and loyal
customers.

Key Strategic Priorities

Our organization remains committed to
several industry-leading practices that guide
our system and financial planning. More
information about these priorities can be
found in the Strategic Plan section.

1. Improving Rider Experience

2. Prioritizing Sustainability and
Environmental Responsibility

3. Maximizing Accessibility and Investing
in Community

Improving rider experience continues to be
a central focus of the Reimagine METRO
project. The project’s goals include increasing
the amount of service provided, alighing
transit service with community needs,
adapting to post-COVID travel patterns, and
creating a network that is useful and
attractive for many types of trips.
Implementation is well underway, with strong
results to date.

support METRO's
improved service.

Thanks to our riders’ support of the
Reimagine METRO service changes:

o Ridership hasincreased 80% since
the first wave was implemented in
September 2023.

e UCSC, Cabirillo College, and K-12
ridership have grown by 79%, 162%,
and 263%, respectively, since 2023.

e FY26 ridership exceeded 5.5 million,
the highest level recorded since 2011.

“The Reimagine METRO” project was made
possible through a one-time state grant
awarded in December 2023, which enabled
METRO to expand service and modernize
operations. To sustain this successful
program, METRO will need a permanent,
long-term funding solution in the years
ahead.

In response, METRO’s FY27 budget is
disciplined and responsible, designed to
protect service, support our employees, and
maintain the progress achieved through
Reimagine METRO. Although staff have
reduced costs and identified savings, these
measures alone will not resolve the long-term
funding gap. To maintain current service
levels, METRO will require a sustainable
source of additional operating revenue, and
staff are actively evaluating long-term funding
options to protect the service our community
depends on.

Prioritizing sustainability and
environmental responsibility continues to
guide METRO’s investments. Transitioning
METRO’s CNG and diesel fleet to
zero-emission fuel cell electric buses will
reduce greenhouse gas emissions by 1.2
million MTCO2e.



Santa Cruz Metro - FY 2027-28 Budget and Financial Plan

METRO has now accepted 53 hydrogen fuel
cell buses, significantly expanding our
zero-emissions fleet and positioning the
agency as a statewide leader in clean-energy
transit. Staff are also advancing installation of
a permanent hydrogen fueling station at our
operations yard to support long-term fleet
reliability.

Maximizing accessibility and investing in
the community remain core to METRO’s
mission. As access to relevant and efficient
transit services expands, increased ridership
reduces reliance on less efficient
transportation, improving mobility and
environmental outcomes. METRO’s ParaCruz
service continues to provide accessible,
door-to-door shared rides for individuals
unable to use fixed-route service due to a
physical, cognitive, or psychiatric disability
and provided over 54,000 trips in FY26.

Access
s Expand

SERPEL/EABRTEA

METRO is also supporting the community
through transit-oriented affordable housing
on METRO-owned properties. The Santa Cruz
Downtown Transit Center redevelopment will
include 126 units of affordable housing and is
slated to openin 2027. The Watsonville
Transit Center project is expected to include
79 affordable housing units, with
groundbreaking anticipated in 2027. These
projects reflect METRO’s commitment to

community investment and improving quality
of life for the residents we serve.

Funding comes from our community, which
has demonstrated strong support for
METRO’s services. Sales taxes make up over

one-third of METRO'’s operating resources,
with the balance coming from federal and
state funding partners and vehicle fares. Our
staff works diligently to secure all available
resources to deliver on our mission. METRO’s
employees are integral to our success, and
while staffing growth is more modest than in
recent years, this budget continues to
maintain positions to support Reimagine
METRO and our environmental commitments.

Budgets are the means by which we identify
how to best provide service that fulfills our
purpose. This budget continues to provide
accountability, transparency, and clarity
around how our goals will be funded and
achieved. We look forward to implementing
the many programs authorized through this
and prior budgets.

Sincerely,
Corey Aldridge

METRO CEO
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BEFORE THE BOARD OF DIRECTORS OF THE
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Resolution No. 26-06-03
On the Motion of Director:  Lind
Duly Seconded by Director: Pageler
The Following Resolution is:

-

RESOLUTION OF THE BOARD OF DIRECTORS OF THE
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT TO
ADOPT A BUDGET FOR FISCAL YEARS 2027 AND 2028

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 2027 and 2028;

NOW, THEREFORE, BE IT RESOLVED BY THE BOARD OF DIRECTORS OF THE

SANTA CRUZ METROPOLITAN TRANSIT DISTRICT, that the budget attached hereto as
Attachment B — Attachment | and presented to the Board of Directors is hereby adopted.

PASSED AND ADOPTED this 26" Day of June 2026 by the following vote:

AYES: Directors - Downing, Dutra, Koenig, Leonor, Lind, Newsome, Orbach, and
Pageler
NOES: Directors - None

ABSTAIN: Directors - None

ABSENT: Directors - Kalantari-Johnson, Martinez, and Orozco

Approved:
Manu Koenig, Chair 2,

Attest: : /
Corey Aldrige, CEO/General Manager Z

7
Approved as to form: /ﬂ/‘ ﬁv__,
Julie A. Sherman, General Counsel
v Vv 3
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Budget Message - from the CFO

Itis our pleasure to present Santa Cruz Metro’s recommended budget and financial plan for the
fiscalyear 2027.

Budget in Brief
The proposed operating budget for FY2027 totals $84.6 million and capital portfolio of $59.3 million.
The proposed financial plan is summarized below:

Operating Budget

BUDGET BUDGET Increase/(Decrease) PLAN
FY26 FY27 $ VAR % VAR FY28
Operating Revenue
Passenger Fares $ 3,961,781 $ 3,862,672 $ (99,109) (2.5%) $ 3,927,371
Special Transit Contracts 6,732,198 6,614,600 (117,598)  (1.7%) 6,813,627
Total Operating Revenue $ 10,693,979 $ 10,477,272 $ (216,707) (2.0%) $ 10,740,998
Operating Expense
Labor - Regular $ 27,630,455 $ 27,455,170 $ (175,285) (0.6%) $ 28,173,200
Labor - OT 934,802 895,293 (39,509) (4.2%) 982,269
Fringe 23,656,094 24,095,502 439,408 1.9% 25,272,721
Non-Personnel 19,153,039 20,475,436 1,322,397 6.9% 22,218,908
Total Operating Expense $ 71,374,390 $ 72,921,401 $ 1,547,011 2.2% $ 76,647,098
Operating Surplus/(Deficit) $ (60,680,411) $ (62,444,129) $ (1,763,718) 2.9% $ (65,906,100)
Farebox/Contract Recovery 15.0% 14.4% 14.0%
Non-Operating Revenue/(Expense)
1979 Sales Tax/including Measure D $ 30,535,858 $ 32,522,400 $ 1,986,542 6.5% $ 33,172,848
Federal/State Grants 26,308,747 27,946,845 1,638,098 6.2% 27,853,863
TIRCP Grant 9,122,925 7,636,655 (1,486,270) (16.3%) 217,354
Retiree Obligations (4,991,802) (5,354,686) (362,884) 7.3% (5,786,395)
Pension Bond Payment (4,181,307) (4,147,638) 33,669 (0.8%) (4,147,319)
UAL (1,316,034) (2,125,071) (809,037) 61.5% (2,608,000)
All Other Revenue 1,188,174 1,744,089 555,915  46.8% 1,256,034

Total Non-Operating Revenue/(Expense) $ 56,666,561 $ 58,222,594 $ 1,556,033 2.7% $ 49,958,385
Operating Surplus/(Deficit) before Transfers $ (4,013,850) $ (4,221,535) $ (207,685)  5.2% $ (15,947,715)

Transfers and Other

Transfers to Capital/Operating & Capital Reserve $ (4,426,679) $ (1,658,754) $ 2,767,925 (62.5%) $ (1,241,594)
(To)/From COVID Recovery Fund 8,440,529 5,880,289 (2,560,240) (30.3%) 17,189,309
Operating Surplus/(Deficit) after Transfers  $ - $ 0 $ 0 $ -
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Capital Investments
The Capital Improvements Program (CIP) at METRO consists primarily of three components:

Firstis the acquisition of a total of 53 hydrogen powered buses. Of these 53 buses, 44 buses are the
40-foot design while 9 are of the 60-foot (articulated) design. The second major investment is the
development of filling stations for the new hydrogen bus fleet. The third capital investmentisin
support of the METRO Reimagine initiative as described in the CEO’s budget message and here on
METRO’s website. Essentially, METRO Reimagine realigns and expands service to the community
based on identified community need and impact.

. Project Categories FY27 Budget FY27 and Beyond Total Portfolio
Construction Related Projects $14,380 $33,535 $47,915
IT Projects 750 0 750
Revenue Vehicles 9,290 1] 9,250
Fleet & Maint Equipm ent 326 0 326
Miscellaneous 500 500 1,000

$25,247 $34,035 $59,282
Reserves

Metro maintains eight cash reserve funds as described in the table below:

Balance Balance Estimated

Reserve Title Purpose and Use (millions)
6/30/2025 6/30/2026 6/30/2027

Operating & Capital|Support operations and grant match $ 131 $ 9.2| $ 3.0
o ti Th ths of f ti

pera' |on's. ree months of reserves for operating 20.7 216 227
Sustainability expenses
CalPERS UAL & Pay down future CalPERS unfunded pension 10.0 10.0 10.0
OPEB Liability liability and retiree healthcare ) ’ ’
Cashflow Reserve |Dayto Day Working Capital 3.0 3.0 3.0

Losses as METRO recovers from COVID

COVID Recovery SNV 29.4 25.3 19.4
Workers Potential payment of long-term workers
. . 3.3 3.3 3.3
Compensation compensation costs
Liability Insurance Payn?ent of costs for'METRO s liability and 1.0 1.0 10
physical damage claims
Bus Replacement Funds used to match grant requirements to 9.0 10.9 938
purchase new buses
Total All Reserves $ 895 $ 843 $ 72.2

Note: 2026 Number includes 34.4M in grants receivable.


https://www.scmtd.com/images/department/marketing/ReimagineMETRO_DraftNetworkReport_20240207_DRAFT_150dpi.pdf
https://www.scmtd.com/images/department/marketing/ReimagineMETRO_DraftNetworkReport_20240207_DRAFT_150dpi.pdf
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A Review of the Financial Plan

METRO’s mission, To provide easy-to-use, convenient transportation for residents while protecting
the environment and building better communities is reflected in this budget in multiple ways. The
implementation of Reimagine METRO, conversion to a zero-emission fleet and many other facets
are incorporated into this spending plan.

Operations has been expanded to meet the post-COVID demand for service. This involved adding
over one-hundred additional positions in the past three years - most of those are bus and
paratransit operators. Support for the expanded fleet also contributed to increases in positions to
support transit operations and fleet maintenance.

Capital investments focus on related infrastructure modernization including enhancements in the
Bus Rapid Transit system, synchronization of the traffic signals and other improvements. Our plan
today is to bring the remaining hydrogen buses into service and replace the temporary hydrogen
fueling station. Included in our FY27 capital projects is the installation of a permanent hydrogen
fueling station which will better support our growing hydrogen fleet and will facilitate more efficient
hydrogen utilization. Accessibility and efficiency gains will be gained from the rollout of our new
Tap2Cruz on bus payment system. Our investments in improvements to the transit centers are also
reflected in this plan. We are pursuing a redevelopment of the Watsonville Station with transit
services on the ground floor and housing above.

We believe this financial plan provides the best opportunity to pursue METRO’s mission and provide
for the mobility needs of our community.

Chuck Farmer,
Chief Financial Officer
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Board of Directors

The Santa Cruz Metropolitan Transit District (Santa Cruz METRO) is governed by an thirteen member
Board of Directors comprised of representatives of the cities of Watsonville, Santa Cruz, Capitola,
and Scotts Valley, and representatives from the unincorporated areas of the County of Santa Cruz,

plus two ex-officio member from Cabrillo and UCSC.

gl

) —

SHEBREH KALANTARI-JOHNSON SCOTTNEWSOME MARIAOROZCO JIMMY DUTRA
City of Santa Cruz Appointment City of Santa Cruz Appointment City of Watsonville Appointment City of Watsonville Appointment
Term Expires: Term Expires: Term Expires: Term Expires:
December 2029 December 2026 December 2029 December 2028

/ )

3N
MONICA MARTINEZ MANU KOENIG FABIAN LEONOR MELINDA ORBACH
County of Santa Cruz Appointment  County of Santa Cruz Appointment  County of Santa Cruz Appointment City of Capitola Appointment
Chair (2026) Vice Chair (2026)
Term Expires: Term Expires: Term Expires: Term Expires:
December 2028 December 2029 December 2028 December 2028
REBECCADOWNING DONNALIND LARRY PAGELER, ALMAMARQUEZ
County of Santa Cruz Appointment  City of Scotts Valley Appointment ~ County of Santa Cruz Appointment Cabirillo College Appointment
Cabrillo Ex-Officio
Term Expires: Term Expires: Term Expires: Term Expires:
December 2029 December 2028 December 2026 December 2029

EDWARD REISKIN

UCSC Appointment
UCSC Ex-Officio

Term Expires:
December 2026

10
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Organizational Leadership
Corey Aldridge
Chief Executive Officer / General Manager

Corey Aldridge is a seasoned transit executive with nearly 20 years of leadership
experience in public transportation. As Chief Executive Officer and General
Manager of Santa Cruz METRO, he guides strategic initiatives that include
expanding ridership, accelerating the transition to a zero-emissions fleet, and incorporating
affordable housing into transit assets.

Before joining METRO in 2024, Corey served for over nine years as Chief Executive Officer of
Mountain Line in Missoula, Montana. During his tenure, he implemented zero-fare service, led a
30% systemwide service increase, successfully passed a local ballot measure to secure long-term
funding, and transitioned the fleet toward zero-emissions. Under his leadership, Mountain Line was
named APTA’s North American Transit System of the Year in 2021.

Previously, he served as General Manager of RiverCities Transit in Longview, Washington, where he
oversaw system modernization, service enhancements and sustainability initiatives. Corey began
his career in transit as a school bus driver while attending Arizona State University and holds a
bachelor’s degree in Business Administration.

He has served as a mentor in the Community Transportation Association of America (CTAA)
Executive Leadership Academy, supporting the development of future leaders in the industry. Corey
also serves on the Board of Directors for The Bus Coalition, a national advocacy group dedicated to
increasing federal investment in public transit. Originally from Oregon, he now lives in Santa Cruz
with his wife and children.

Chuck Farmer
Chief Financial Officer

Chuck Farmer is a seasoned financial executive with over 30 years of experience
across both public and private sectors. He currently serves as Chief Financial
Officer at Santa Cruz METRO, a role he has held since 2021. In this capacity, Chuck
oversees the agency’s comprehensive financial strategy and operations—including financial
performance and measurement, cash management, investments, accounting, financial planning,
procurement, real estate, and inventory management.

His leadership has driven major achievements for the agency, including initiating Santa Cruz
METRO’s first credit rating—resulting in an AA score from S&P—and successfully issuing its
inaugural Sales Tax Revenue Bond. These milestones reflect Chuck’s commitment to financial
innovation and long-term sustainability.

11
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Prior to his tenure at METRO, Chuck served as Vice President of Financial Planning and Analysis at
Amtrak. There, he led the re-engineering of Amtrak’s financial reporting structure to change the
funding requests from the Federal Government. This re-engineering was written into the Federal
Government’s FAST Act. Also, Chuck partnered with the Treasurer of Amtrak to finance the new
Acela train sets resulting in a $2.6 Billion loan. Prior to Amtrak, he developed complex financial
models used for the purchase and sales of companies around the world. Chuck won the CFO
award across AOL for this restructuring of the financials to conform to the full reorganization of the
company.

Chuck’s academic foundation includes a Bachelor's degree in Finance from the University of North
Carolina at Greensboro and a Masters in Business Administration from George Mason University.
His strategic mindset and operational rigor continue to make him a transformative force in public
transportation.

Margo Ross
Chief Operations Officer

Margo Ross is an accomplished transit executive with over four decades of

. experience in public transportation, rising from a bus operator at LA Metro to her
/ current role as Chief Operations Officer for Santa Cruz METRO, a position she has

held since June 2020. Margo began her career in Southern California and has consistently

demonstrated a commitment to excellence, equity, and innovation in transit service delivery.

Since relocating to San Jose seven years ago with her husband and two grandchildren, Margo has
played a pivotal role in transforming METRO’s operations. Taking the helm during the height of the
COVID-19 pandemic, she led the agency through recovery—restoring pre-pandemic ridership
levels, improving service quality, and enhancing the rider experience. She oversees a diverse
portfolio, including fixed-route services, paratransit, fleet, facilities, and training, supported by a
dedicated team of deputy directors, managers, and frontline staff.

Margo is a leader in clean fleet transitions, spearheading METRO’s move from CNG to electric and
hydrogen fuel technologies, including the acquisition of 53 hydrogen buses. Her broad expertise
encompasses transit operations and planning, ADA and paratransit services, labor relations,
organizational leadership, and grant administration. She has managed multimillion-dollar budgets
and staff of over 300 across multiple agencies.

Her past roles include leadership positions at San Mateo County Transit District, the City of
Riverside, Greyhound Lines, and LA Metro, where she spent three decades honing her operational
and managerial acumen.

Margo holds a master’s degree in Conflict Resolution from Abilene Christian University and both
Master’s and Bachelor’s degrees in Organizational Leadership from Chapman University, along with
a Certificate in Human Resources. She is also a Certified Mediator, leveraging her skills to foster
productive labor relations and build high-performing teams.

12
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Danielle Frost
Chief Communications & Marketing Officer

Danielle joined the Santa Cruz Metropolitan Transit District (METRO) in 2020, where

(»,.) .\\ | she spearheaded the creation of the agency’s first dedicated marketing

a[: At';_!‘ department. Her vision and leadership transformed METRO’s outreach and
branding strategy, culminating in her appointment as Chief Communications and Marketing Officer
in 2024. Under her direction, METRO earned more than a dozen industry accolades, including
Hermes Creative Awards and multiple APTA AdWheel honors. Her collaborative campaigns—One
Ride at a Time, Reimagine METRO, and Youth Cruz Free—have become touchstones for innovative
public engagement and sustainable ridership growth.

Danielle brings a dynamic blend of public and private sector experience, offering a fresh
perspective and innovative marketing vision to METRO. Her creative leadership and strategic
approach were recognized with the 2024 CALACT Rising Star Award, honoring her bold
contributions to transit marketing and public engagement. Prior to her work in public transit,
Danielle held leadership roles across diverse industries including technology, consumer goods,
and nonprofit organizations. She consistently delivered impactful marketing strategies, executed
large-scale events, and developed compelling brand narratives with global reach.

A proud graduate of the University of California, Santa Cruz, Danielle’s connection to the region
runs deep. Beyond her professional achievements, she is a 2025 graduate of Leadership Santa Cruz
County, a committed volunteer for regional initiatives, and a steward of youth and environmental
education. Whether developing marketing campaigns, strengthening cross department initiatives,
or amplifying METRO’s sustainability mission, she blends innovation with heart—always prioritizing
meaningful connections and inclusive growth.

Dawn Crummié
Chief Human Resources Officer

Dawn Crummié is a seasoned Human Resources professional with over 25 years
of leadership experience in both the public and private sectors. As Chief Human

! Resources Officer at Santa Cruz METRO, Dawn oversees all aspects of Human
Resources, including labor negotiations, workforce planning, compliance, employee engagement,
and organizational culture. She plays a critical role in advancing METRO’s strategic objectives
through inclusive practices and a high-performance workplace.

Dawn joined METRO in 2018 as Assistant Human Resources Manager and quickly advanced
through several leadership roles, including Human Resources Director. She was appointed Interim
CEO during a period of executive transition, providing steady leadership and ensuring operational
continuity for the agency.

13
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Before joining METRO, Dawn built a diverse HR career in the private sector, supporting organizations
across the technology, manufacturing, and wholesale distribution industries. Her background
includes extensive experience in employee relations, organizational development, and leadership
training.

Dawn holds a Bachelor’s Degree in Business Administration and a Transit Paratransit Management
Certificate. Beyond her professional achievements, she is a 2019 graduate of Leadership Santa
Cruz County.

John Urgo
Chief Planning & Innovation Officer

John Urgo is the Chief Planning & Innovation Officer for Santa Cruz METRO, where
he manages METRO’s service planning, long range planning and capital/grants
programs. His team is leading METRO'’s efforts to double ridership within five years,
transmon fully to zero-emission vehicles, develop affordable housing on METRO owned properties,
and improve bus speed and reliability on major corridors. John has fifteen years of experience in the
public transit industry in northern California, including roles with the San Francisco Bay Area
Metropolitan Transportation Commission, the San Francisco County Transportation Authority, and
the Alameda-Contra Costa Transit District. John has a master’s degree in City Planning and
Transportation Engineering from the University of California, Berkeley, and a B.A. in Environmental
Analysis from Pomona College.

Gregory Strecker, CSP
Safety, Security and Risk Director

Gregory Strecker serves as the Safety, Security and Risk Director for Santa Cruz
Metro, where he oversees system-wide programs related to occupational safety,
public security, risk mitigation, emergency response, and regulatory compliance.
In this role, Gregory leads strategic initiatives to ensure the well-being of
employees, passengers, and the community, while promoting a proactive safety culture across the
agency.

Gregory joined Santa Cruz Metro in 2024, bringing over 15 years of progressive experience in
transportation safety and compliance. His career spans multiple roles in public and private transit
systems, including serving as a Safety Manager for Transdev North America at Stanford University
and a Safety Manager for Hallcon Corporation overseeing operations at San Francisco International
Airport and Facebook. His work includes recruitment and training, leading investigations,
overseeing compliance audits, and implementing corrective safety strategies.

Before joining Metro, Gregory spent over a decade in transit safety and operations, starting as a bus
operator and route supervisor while attending college. His experience grew into increasingly senior

14
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roles in safety training and compliance management, where he developed and enforced policies,
led accident prevention programs, and helped shape organizational safety culture. His leadership is
built on operational knowledge from the field and a deep commitment to worker safety and risk
reduction.

He holds a Master of Science in Environmental, Health, and Safety Management from the
Rochester Institute of Technology and a Bachelor of Arts in Political Science — Public Service from
the University of California, Davis. Gregory also holds several distinguished certifications, including
Certified Safety Professional (CSP), and is a CA DMV ETP Commercial Driver’s License Examiner.

Jorge Ovando Zalapa
Director of Information Technology

Jorge is the Director of Information Technology at Santa Cruz METRO, where he
leads IT operations, cybersecurity strategy and intelligent transportation systems
for the transit agency. With more than 20 years of IT leadership across transit,
healthcare higher education, government, and the U.S. Air Force, Jorge has led major enterprise
initiatives including electronic health record implementations, network infrastructure
modernization, data analytics platforms and served as Security Officer. Jorge holds a Master of
Science degree in Information Technology from California State University, Fullerton

He’s known for building collaborative teams, improving customer service through smart technology
solutions, and making complex systems work better for everyone. Jorge is passionate about using
technology to enhance accessibility, streamline operations, and improve the rider experience. His
leadership style emphasizes transparency, teamwork, and continuous improvement — values that
align closely with METRO’s commitment to service excellence.

15
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Organization Chart
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Personnel Summary Schedule

Position Title FY26 Budget|FY27 Budget|FY28 Budget
Administration - 1100 3.0 3.0 3.0
Finance - 1200 9.0 8.0 8.0
Customer Service - 1300 9.0 8.0 8.0
Marketing - 1325 4.0 4.0 4.0
Human Resources - 1400 7.0 6.0 6.0
Information Technology - 1500 6.0 6.0 6.0
Planning, Grants, Governmental Affairs - 1600 6.0 6.0 6.0
District Counsel - 1700 0.0 0.0 0.0
Safety, Security, and Risk Management - 1800 2.0 2.0 2.0
Purchasing - 1900 4.5 3.5 3.0
Inventory Mgmt - 2000 5.0 5.0 5.0
Facilities Maintenance - 2200 17.0 17.0 17.0
Paratransit - 3100 49.0 48.0 48.0
Operations - 3200 25.0 22.0 22.0
Bus Operators - 3300 220.0 203.0 203.0
Fleet Maintenance - 4100 47.0 45.0 45.0
Total Full-Time Equivalents (FTEs) 413.5 386.5 386.0
YoY Change (27.0) (0.5)

After recovering from the impacts of COVID 19, METRO began work to reinstate service and to
implement the Reimagine METRO program expanding service and addressing community needs.
After further evaluation of roles needed to support Reimagine METRO, it was determined the 27

(vacant) positions could be closed.

Below are the closed (vacant) positions:

Unfunded

Senior Financial Analyst/Financial Analyst - Finance 1200
Customer Service Representitive - Customer Service 1300

HR Analyst I/ll - Human Resources 1400

Contracts & Purchasing Deputy Director - Purchasing 1900
Van Operator - Paratransit 3100

Transit Supervisor - Operations 3200
Safety & Training Coordinator - Operations 3200
Mechanic I/ll - Fleet Maintenance 4100

Vehicle Service Worker I/1l - Fleet Maintenance 4100

Bus Operators - Bus Operators 3300

Net FTE Change

(1.0)
(1.0)

(1.0)

(1.0)

(1.0)
(2.0)
(1.0)
(1.0)

(1.0)

(17.0)
(27.0)
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Strategic Plan

The strategic plan was created as a result of staff leadership and board meetings specifically for
this purpose and facilitated by consultants with this specific expertise.

A‘ \ N v . .

B ) »  Improve Rider Experience

A
Increase transit ridership to 7 million trips annually
within five years by:

Route Optimization
Frequency and Punctuality
Integrated Services

Prioritize Sustainability and Environmental
Responsibility

Transition to zero-emissions fleet with a mix of
hydrogen and battery electric buses
e Zero Emissions Fleet

e Green Infrastructure
e Green Initiatives

gt eyt £

T Maximize Accessibility and Invest in
i 08 & ﬂ!lﬂglﬂﬂ Community
- Upgrade transit hubs including the creation of 175
ill ; | !“l"!l affordable housing units at METRO-owned transit
e centers in the next ten years

e Rider Convenience
e Accessibility
e Marketing and Outreach
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Pursuing METRO'’s strategic priorities are reflected in the Reimagine METRO initiative.

e Reimagine METRO consists of higher ride frequency where possible.
o Better weekend and evening service.

e More regional express service.

e East-west connections in Santa Cruz.

The purpose of Reimagine METRO and the related improvements will allow more people to access
more opportunities in less time, without a car. Improvements to service began in late 2023.
Examples of service improvements include:

e Frequent service in Live Oak, Soquel, Aptos and Watsonville.

e Saturday and Sunday frequencies that match weekdays on most routes.
e More consistent service on Highway 17.

e More direct east-west service in Santa Cruz and Live Oak.

e East of Cabrillo College, Routes 1 and 2.

e |ncreased frequency on popular routes (15 mins and 20 mins).

e |ncreased and more consistent service in later hours.

P o -
V ] = = ca ca =Y

Protecting Our Whales, One Ride At A Time

K n G, T
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Performance Measures

Connecting the Strategic Priorities to Operations

METRO’s Key Performance Indicators (KPIs) are an illustration of the connection between the
policies reflected in the strategic plan and the results in the systems. As a result, performance
measures are illustrated for the system as a whole (rather than within individual departments).

Measurement Categories
Financial — System farebox recovery ratio; fixed route & commuter cost; ParaCruz cost.

Productivity — Total ridership & ridership per hour; UCSC, Cabrillo, Highway 17 & local ridership;
passengers / route.

Risk and Safety — Traffic accidents; passenger incidents (per 100,000 miles for all incidents).
Reliability — Miles between chargeable road calls for fixed route, Highway 17, & ParaCruz.

Dependability — Cancelled trips by cause & region; pass-ups for fixed route, UCSC, & Routes.

Financial Measures

and was partially offset by a 0.4% decrease in

Farebox Recovery
ridership year-over-year.
15.0%  15.0% 14.6% 15.0%

Operating Expenses also decreased by 4.8%,
driven by lower Labor costs; partially offset by
higher non-personnel costs

aTR1 QTR 2 aTR3 atrRa

16.4%

““\ bl tE

16.5%

Y24 W FY25 W FY26 —— Target

Fixed Route / Commuter Cost

Q2 FY26 Farebox Recovery increase of 0.7% when
compared to Q2 FY25 primarily due to cost savings

Q2 FY26 Cost per RSH is lower by $16, over ssa0
prior year Q2 FY25 due to a decrease in fixed

$327

$320 cans

route costs of 4.8% oo
$282 282
Q2 FY26 Cost per RSH is lower by $59, over | 5= : .
prior quarter due to a decrease in fixed route | sz° s233
costs of 7.4% sam0 220
$223
$220

$239
QR 1 arR2 Qi3 QR4

N FY24  w FY25 meem FY26 = Average
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ParaCruz Cost per Trip

$110

$90

$70

$50

Qamr1

a3

Average

a4

Productivity Measures

Q2 FY26 Cost per Trip increased $7 from the prior
year. The cost per trip can be attributed to an
increase in trips of 1,169 or 7.3%, and an increase of
14.6% in total ParaCruz costs when compared to

Q2FY25

Total Ridership per Hour

1,500,000

1,300,000

1,100,000

Total Riders

23.5%

] i I

900,000
700,000
500,000
300,000
QR1

25

20 74.5%

15 I
10
QR1

Ridership per Hour

22.0%
QTR2 QTR 3 QTR 4

Q2 Qm3 Qm4
HFY24 mFY25 WFY26 HFY24 EFY25 EFY26
QTR 2 QTR 2

Ridership FY26 FY25 Variance YoY Change Ridership FY26 FY25 Variance YoY Change
Local/Non-

Student 486,242 350,115 136,127 38.9% ucsc 815,921 675,889 140,032 20.7%

Student

(ucsc, 983225 | 838449 | 144776 | 17.3% Cabrillo 71,782 71,795 (13)|  (0.0%)

Cabrillo, K-12)

Highway 17 51,747 43,193 8,554 19.8% Youth 95,522 90,765 4,757 5.2%
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Risk Management and Safety Measures

Traffic Accidents

1.20

0.60

0.18

ALLEGED COLLISIONS

118
110
| 073|

COLLISION WITH

OTHER VEHICLES -

BETWEEN
INTERSECTIONS

Fixed Route - Quarterly

0.36

o.osl
| .

COLLISION WITH

OTHER VEHICLES -

INTERSECTIONS

0.090.090.09

COLLISION WITH

OTHER VEHICLES -

LOADING ZONES

mQ2-FY25 mQl-FY26 mQ2-FY26

0.63

0.64
0.54
0.36
0.28
i I I

COLLISION WITH  COLLISIONS BETWEEN
OTHER VEHICLES - DISTRICT VEHICLES
REAR END

3.00

2.00

1.00

Year to Date

2.70 2.68

1.88

YTD-FY24 YTD-FY25 YTD-FY26

periods shown

year

with prior year

Passenger Incidents

Alleged Collisions are present in Q2 FY26, with no comparable incidents reported in the prior

Collision with Other Vehicles (loading zones) is flat with last quarter and prior year
Collision with Other Vehicles (rear end) is higher compared to last quarter and relatively flat

Collisions Between District Vehicles is lower than prior quarter and prior year
The YTD totalis incident rate per 100,000 miles for all incidents

2.00

1.50

1.00

0.50

Boarding

Fixed Route - Quarterly

1.84
1.63
1.20
0.91

On Board

WQ2-FY25 WQI1-FY26 MQ2-FY26

Alighting

7.00

6.00

5.00

4.00

3.00

2.00

1.00

Year to Date

5.75

YTD-FY24 YTD-FY25 YTD-FY26

Collision with Other Vehicles (between intersections) is higher than last quarter and lower than
prior year
Collision with Other Vehicles (intersections) is zero, a reduction from both last quarter and prior
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Reliability Measures

Mean Miles Between Chargeable Road Calls - Fixed Route

17.500 Q2 FY26 mileage between calls decreased by
16,318

15635 0 4,502 in contrast with increases of miles by

15,000 14739 2,990 and road calls by 28 compared to the
** | same period in FY25
12500 ’ Chargeable road calls in Q2 FY26 were 28 in
; 1188 October, 35 in November, and 28 in December
e QTR1 QTR 2 QTR 3 QTR 4
M RS e — Total Cancellations by Year

Dependability Measures 200

The full-year average is 719 per year. Reduced cancellations are
primarily attributable to additional buses and resolution on
mechanical issues.

1600

Cancelled Rides by Region

90
&5 719

B0

0 185

- .
60 N [ |

FY2a Y25 Q2 YTD - FY26

B By the end of Q2 FY26:
There were 185 cancelled trips. 130in Q1, 22 in October, 4
3" 7 in November and 26 in December.

20 20

1 UCSC & Westside routes resulted in 46% of route
> cancellations and observed 269 fewer cancellations as
-3 . -3 opposed to the same time last year.

20

10

m Cabrillo & Cross County Capitola/Cabrillo & South County

WY 17 © Local Santa Cru Cabrillo & Cross County routes resulted in 1.6% of route
Local Watsomille  Scotts Valley & 5LV cancellations and observed 725 fewer cancellations as
Soquel & South County m UCSC & Westside .

opposed to the same time last year.
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Pass-Ups by Quarter

450 1
w00 - In Q2 FY26, total pass-ups were 145, which is 149
o 202 1| (50.7.%) lower when compared to Q2 FY25
300 = 1| October had an decrease of 59 pass-ups (46.1%),
250 231 225 November had a decrease of 16 (22.5%), and
1
200 189 December had an decrease of 74 (77.9%) when
150 122 143 - o| compared to the same time period as FY25
85

10 0 Cause of Pass-Ups Year-to-Date

50

. 0 4.3% FY26 Year to Date

aTR 1 QTR 2 QTR 3 QTR 4
WFY24 WFY25 MEFY26

35.7% of Year-to-Date total pass-ups are due to a
full bus, followed by 23.5% Other/Misc, which
covers a wide range of issues (such as Surfboards,
No Shoes, Smoking/Vaping, and Hygiene to name a
few), 20.4% are caused by riders that were
Intoxicated/Belligerent/Biohazard, 10.4% from
Pet/Not Service Animals, and all other categories
are 4.3% or less

» Full Bus » Other/Mist.
» Intoxicated/Belligerent/Biohazard = Pet/Mot Service Animal
Q2 YTD Pass-ups total 857 — Data per Route + Excess Luggage Issues vi/Bike or Bike Rack

» Away from Stop/Curb

400 UCSC Routes comprised 627 (73.2%), of which 72.1%
- were due to full bus capacity

ucsc
- P Highway 17 Routes comprised 52 (6.1%), of which

- 65.4% were due to full bus capacity

Intercity Routes comprised 101 (11.8%), of which
38.6% were due to Other/Misc.

Rural Routes comprised 70 (8.2%), of which 68.6%
were due to full bus capacity

Local Routes comprised 7 (0.8%), 28.6.% were due to
Other/Misc.
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Organization and Community Profile

District Profile — Service Area and History

Established in 1968, METRO’s mission is to provide environmentally sustainable transportation to
Santa Cruz County. METRO operates county-wide, fixed-route and Highway 17 commuter service,
with connections to Santa Clara County at Diridon Station and Monterey Salinas Transit at our
Watsonville Transit Center. The agency also operates ParaCruz paratransit service. Today METRO
operates a fleet of 117 buses on 29 fixed routes and 32 paratransit vehicles.

Santa Cruz, located on the northern

ST oS Gatos tip of the Monterey Bay, has a sub-
o Henwy Wises tropical climate with mild, wet
\ # g Morgan Hill winters and warm, dry summers.
gan Martin The weather tends to be slightly

Scotts Valley .
warmer in summer than other

‘-i:__ Gilroy
L., coastal cities due to the northern

% Santa Cruz-Ap,g_os

..... "-.._Watspnvme , & mountains which limit ocean wind.
,%% San Juan Hollister
Average
Average High Average Low Precipitation
May-October 74 degrees (F) | 52 degrees (F) 0.7 inches
November-April 65 degrees (F) | 43 degrees (F) 3.35inches

More information about METRO and the community can be found later in the document at this link.
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District Profile — Physical Presence

Santa Cruz METRO has various facilities throughout Santa Cruz County which it utilizes for

operations, storage, administration, logistics and customer service. All for the benefit of Santa Cruz

County and in service of our mission.

PUBLIC FACING

OPERATIONS

CUSTOMER SERVICE
(METRO CENTER / ROTKIN CENTER)
920 PACIFIC AVENUE
SANTA CRUZ, CA 95060

MAINTENANCE BUILDING
138 GOLF CLUB DRIVE
SANTA CRUZ, CA 95060

WATSONVILLE TRANSIT STATION
475 RODRIGUEZ STREET
WATSOVILLE, CA 95076

OPERATIONS (OPS)
1200 RIVER STREET
SANTA CRUZ, CA 95060

CAVALLARO STATION CENTER
246 KINGS VILLAGE ROAD
SCOTTS VALLEY, CA 95066 (*)

PARACRUZ
2880 RESEARCH PARK DR., STE 160
SOQUEL, CA 95073

CAPITOLA MALL TRANSIT CENTER
1855 41ST AVE
CAPITOLA, CA 95010 (*)

WASTONVILLE PARKING LOT
809 W. BEACH STREET
WATSONVILLE, CA 95076

SAN JOSE DIRIDON STATION
65 CAHILL STREET
SAN JOSE, CA, 95110 (*)

ADMINISTRATION
110 VERNON STREET
SANTA CRUZ, CA 95060

Note: 920 Pacific Ave is temporary. (*) are not SC METRO staffed facilities.

District Profile - Important Telephone Numbers/ Contact Information

Main - (831) 426-6080

Media Relations & Customer Relations - (831) 425-8600

Telephone Device for the Deaf (TDD)/ Dial “711” (through the California Relay Service)

Website: https://scmetro.org/

Customer Feedback: https://scmetro.org/rider-info/customer-service/
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METRO Route Map

Santa Cruz METRO
Bus Network Map .- March 2026

Mapa de la red - Marzo 2026

On a weekday a bus comes every...

Entre semana ¢! autobis pasa cada.
s 15-20 minutes | 15-20 minutes
wwwe 30 minutes | 30 minutos
w60 minutes | £0 minutos

more than 60 minutes |
mas de 60 minutos

----- Weekday onl
Solo entre semana

~w=  Weekend only |
Fin de semana

% Route splits into
wr two branches je.g. 30 to 60 min) |
Ruta que se divide en dos ramas

(eg. 0ad0mn
I S S
—

fown 2. Socgnd Aew ot Poort
a1}

foma 1 Prort encd St e

San Jose
To Bouder Creek
35
Ny
-
oo 17134}
Dooa i
deackon
O O
— S8 oam
J) s ™ i A
UC "'»‘7"?‘) N Domi
3 Frisovas + 900
\ Il g
AN Lo} 1
N 2 I
A 11 B PN = \
e NTAE] &
Moo ] 19 ‘l" RUZ 2 12n P | SxErrsi NN
Croek (e 3 P s S e LA 2
Yo ll 1 tl'z - \ ArT0S it
Davenport oy NG Capitola Mall 755
L, hich | 3 Transit Center
0 19% ' s i (2§20 3 173 4SS)
= g : Fiver Front Route P
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®ODHDD droem 7th & Brommaer
DEDEDED to 17th & Portols )
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Financial Policies and Compliance

Financial Policies

1.

Description of Organization: The Santa Cruz Metropolitan Transit District (Santa Cruz
METRO) was formed February 9, 1969, following a favorable election in conformity with
Section 9800 et. seq. of the Public Utilities Code (PUC). The transit system serves the
general public in the cities of Santa Cruz, Watsonville, Scotts Valley, Capitola, and the
unincorporated areas of Santa Cruz County. Santa Cruz METRO also serves the Highway 17
corridor into Santa Clara County to provide a commuter express service through a
memorandum of understanding with the San Joaquin Joint Powers Authority (SJJPA), the
Capitol Corridor Joint Powers Authority (CCJPA), and the Santa Clara Valley Transportation
Authority (VTA). Amtrak Thruway bus service is also provided by Santa Cruz METRO on the
same corridor.

Board of Directors (Board): consists of eleven directors and two ex-officio directors
representing the University of California, Santa Cruz and Cabrillo College govern Santa Cruz
METRO.

METRO reports its financial results as a single Enterprise Fund. Separate accounts and
groups of accounts are maintained for internal budgeting and accountability purposes.

Basis of Accounting and Presentation: Santa Cruz METRO’s basic financial statements are
presented on the accrual basis of accounting. Under this method, revenues are recognized
when they are earned, and expenses are recognized when they are incurred.

The budgetary basis of accounting is similar to that used for financial reporting and GAAP
with the following differences:

a. Non-cash expenses are not budgeted such as depreciation and compensated
absences.

b. Capital improvements are budgeted in a separate capital improvement budget as
approved by the board.

c. Balanced budget is defined as revenues and available reserves equal or exceed
expenses.

Contributed Capital/Reserved Retained Earnings: Santa Cruz METRO receives grants from
the Federal Transit Administration (FTA) and other agencies of the U.S. Department of
Transportation, state, and local transportation funds for the acquisition of transit-related
equipment and improvements. As required by GASB Statement No. 33, Accounting and
Financial Reporting for Nonexchange Transactions, Santa Cruz METRO accounts for capital
grants as reserved nonoperating revenues. Capital grants are included in the determination
of netincome (loss). Under GASB Statement No. 34, contributed capital and reserved
retained earnings are presented in the net position section as net investment in capital
assets.

Basis of Accounting and Presentation: Proprietary Accounting and Financial Reporting:
Proprietary funds distinguish operating revenues and expenses from non-operating items.
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10.

Operating revenues and expenses generally result from providing services, and producing
and delivering goods, in connection with a proprietary fund’s principal ongoing operations.
The principal operating revenues of Santa Cruz METRO are passenger fares and special
transit fares. Operating expenses for Santa Cruz METRO include wages, benefits,
professional services, materials and supplies, casualty and liability costs,
depreciation/amortization on capital assets, and other expenses. All revenues and
expenses not meeting this definition are reported as non-operating revenues and expenses.

Net Position: Net position represents the residual interest in Santa Cruz METRO’s assets
and deferred outflows of resources after liabilities and deferred inflows of resources are
deducted. In accordance with GASB Statement No. 34, the fund equity section on the
statements of net position is combined to report total net position and present it in three
broad components: net investment in capital assets, restricted, and unrestricted. Net
position invested in capital assets includes capital assets net of accumulated depreciation.
Net position is restricted when constraints are imposed by third parties or by law through
constitutional provisions or enabling legislation. All other net position is unrestricted. When
both restricted and unrestricted resources are available for use, generally it is Santa Cruz
METRO’s policy to use restricted resources first, and then unrestricted resources as they are
needed.

Cash and Cash Equivalents: Santa Cruz METRO considers all highly liquid investments with
a maturity date within three months of the date acquired to be cash equivalents. Santa Cruz
METRO deposits funds into an external investment pool maintained by Santa Cruz County.
These deposits are considered cash equivalents. The Santa Cruz County Pooled Investment
Fund is authorized to invest in obligations of the U.S. Treasury agencies and
instrumentalities, commercial paper rated A-1 by Standard and Poor’s Corporation or P-1 by
Moody’s Commercial Paper Record, bankers’ acceptances, repurchase agreements, and
the State Treasurer’s investment pool. Cash and cash equivalents are stated at fair value.
For purposes of the statements of cash flows, Santa Cruz METRO considers all highly liquid
investments (including restricted assets) to be cash equivalents.

Inventory: Inventory is carried at cost using the first-in/first-out (FIFO) method. Inventory
held by Santa Cruz METRO consists of spare bus parts and operating supplies that are
consumed by Santa Cruz METRO and are not for resale purposes.

Restricted Assets: Certain assets are classified as restricted assets on the statements of
net position because their use is subject to externally imposed stipulations, either by laws
or regulations. Unspent grant funds from the State Transit Assistance (STA) and State Transit
Assistance - State of Good Repair (STA-SGR) programs; Proposition 1B Public
Transportation Modernization, Improvement, and Service Enhancement Account
(PTMISEA); Proposition 1B Office of Homeland Security (OHS) and the California Transit
Security Grant Program (CTSGP); the Low Carbon Transit Operations Program (LCTOP);
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11.

12.

13.

14.

15.

State Transportation Improvement Program (STIP) and a portion of Measure D sales tax
allocations are restricted for capital expenditures.

Property and Equipment: Property and equipment are recorded at cost. Depreciation for all
such assets is computed on a straight-line basis. Estimated useful lives of assets are as
follows: Buildings and improvements 20-39 years; Revenue vehicles 12 years; Other
vehicles and equipment 3-10 years. Depreciation expense on assets acquired with capital
grant funds are transferred to net position, net investment in capital assets, after being
charged to operations. Major improvements and betterments to existing facilities and
equipment are capitalized. Costs for maintenance and repairs, which do not extend the
useful lives of the applicable assets, are charged to expense as incurred. Upon disposition,
costs and accumulated depreciation are removed from the accounts and resulting gains or
losses are included in operations.

Sales and Use Taxes Receipts: In June 1978, voters in Santa Cruz County approved Measure
G which changed the basis of transit support for Santa Cruz METRO from property tax to a
Y2-cent sales and use tax effective January 1979. This 2-cent sales and use tax levied on all
taxable sales in Santa Cruz County is collected and administered by the California State
Board of Equalization. In 2017, a local ordinance, passed by over 2/3 of Santa Cruz County
voters established a Net Sales Tax to fund a comprehensive package of countywide
transportation improvements. The transportation tax measure levies a 0.5% sales and use
tax on retail sales within Santa Cruz County for a thirty-year period, effective April 1, 2017.
Measure D sales and use tax receipts are administered by the Santa Cruz County Regional
Transportation Commission according to the Expenditure Plan identified in the ordinance.
Santa Cruz METRO is allocated 16% of Measure D local sales and use tax receipts
collected, net of administrative costs, to provide transit and paratransit service for seniors
and people with disabilities.

Operating Assistance Grants: Operating assistance grants are recognized as revenue in the
grant period when earned.

Self-Insurance: Santa Cruz METRO is self-insured for the first $250,000 of general and
vehicular liability. For settlements in excess of $250,000, Santa Cruz METRO has total
coverage up to $25,000,000 per occurrence. The district also self-insures for vehicle
physical damage coverage with a deductible option of $5,000 per vehicle and coverage up
to $30,000,000 per occurrence. Additionally, Santa Cruz METRO is self-insured up to
$350,000 for workers’ compensation claims.

Employee Benefits: Annual and medical leave benefits are accrued when earned and
reduced when used. Any paid medical leave accrued beyond 96 hours may, at the
employee’s option, be converted to annual leave and credited to the employee’s annual
leave schedule or paid in cash, depending on the bargaining unit, at 100% of the earned
rate. Employees are paid accrued and unused annual leave at the time of separation from
Santa Cruz METRO service.
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16.

17.

18.

19.

20.

Payroll: Santa Cruz METRO’s basic payroll services are managed internally by our ERP
software and administered by internal staff.

Pension Costs: For purposes of measuring the net pension liability, deferred
outflows/inflows of resources related to pension, and pension expense, information about
the fiduciary net position of Santa Cruz METRO’s California Public Employees’ Retirement
System (CalPERS) pension plan (Plan) and additions to/deductions from the Plan’s fiduciary
net position have been determined on the same basis as reported by CalPERS. For this
purpose, benefit payments (including refunds of employee contributions) are recognized
when due and payable in accordance with the benefit terms. Investments are reported at
fair value.

Other Postemployment Benefits (OPEB): For purposes of measuring the net OPEB liability,
deferred outflows of resources and deferred inflows of resources related to OPEB, and
OPEB expense, information about the fiduciary net position of Santa Cruz METRO’s OPEB
plan (OPEB Plan) and additions to/deductions from the OPEB Plan’s fiduciary net position
have been determined on the same basis as they are reported by CalPERS. For this
purpose, benefit payments are recognized when currently due and payable in accordance
with the benefit terms. Investments are reported at fair value. Accounting principles
generally accepted in the United States of America require that the reported results must
pertain to liability and asset information within certain defined timeframes.

Leases: On July 1, 2021, Santa Cruz METRO implemented the provisions of GASB Statement
No. 87, Leases, which establishes a single model for lease accounting based on the
foundational principle that leases are financings of the right to use an underlying asset.
Under this Statement, a lessee is required to recognize a lease liability and an intangible
right-to-use asset, and a lessor is required to recognize a lease receivable and a deferred
inflow of resources, thereby enhancing the relevance and consistency of information about
a government’s leasing activities.

Bonds: With Board of Directors approval, METRO may issue bonds in support of the capital
improvement plan such that financing is available for projects when needed. Maturities do
not exceed the useful life of the project. METRO’s Chief Financial Officer is responsible for
the lawful use of bond proceeds, record keeping, and compliance with state and federal
laws pertaining to maturities, taxes, assessments, rates and charges.

31



Santa Cruz Metro — FY 2027-28 Budget and Financial Plan

Budget Process and Schedule
The budget process for Santa Cruz

The long-term strategic direction of the agency METRO is executed so that all major
originates from the Board of Directors, an elected stakeholder groups have an

body, with opportunities for input from the community, oYY T ARG R Tale N1

unions and agency partners. A long-term financial plan
is aligned to the agreed upon strategic priorities.

With consensus around the major strategic priorities for METRO, the Executive Team and Board of
Directors identify and pursue funding from federal, state, and local sources as well as maximizing
the operating revenues of the agency.

With funding secured for the strategic priorities, the METRO management team develops an
operating plan with a two year forward view. The plan aims to continuously improve existing service
capabilities while executing on new strategic initiatives.

A one-year capital plan clearly lays out the investments METRO anticipates for the coming fiscal
year. Capital investments are project managed for delivery timing, scope, cost and impact. As part
of the Operating and Capital plans, the METRO executive team identifies the skills and talents that
the agency requires to execute.

ance Commy, ament i
A oadMesting "  Presentation of FY27 and FY28 P )
Preliminary Operating Budget, and FY27 Y 4
Capital Budget

Adoption of the Preliminary line item budget l"j
in order to allow submittal of METRO's TDA !
and STA claims to the Santa Cruz County
Regional Transportation Commission
(SCCRTC) by the April 1st deadline.

2026 - -
gwion Meeri,,e

ace 00me Co
o nce LoMmm,
e <t Moy, e,

Staff will continue to refine revenue
and expense projections

May

Budget presentation to Union Partners

a

Review and recommend approval of METRO's FY27 and FY28
Operating Budget and FY27 Capital Budget

Consideration of METRO's FY27 and FY28 Operating Budget and FY27 Review and recommend adoption of METRO's FY27 and FY28
Capital Budget and a Resolution setting a public hearing on June 26, Operating Budget and FY27 Capital Budget
2026

Adoption of the Final FY27 and FY28 Budgets
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Budget Calendar and Chronology of Events

eFinance Committee
*Board Meeting

~N

eDepartment budget preparation and
review

*Union Meeting

*Public Comments and Hearing
*Finance Committee

*Board of Directors

*Finance Committee
*Board of Directors
*Public Hearing

eGrant Awards

*Public Board Meeting

*Revised Budget Preparation and Review

eFinance Committee
*Board Meeting

Presentation of the Preliminary Operating budget
and Capital Budget

Board adoption of preliminary budget

Submission of TDA and STA claims to Santa Cruz
County Regional Transportation Commission

Department leaders and teams refine financial
plans and operational priorities

Budget presentation to union partners

Finance Committee and Board review

Adoption of Operating Budget and Capital Budget

Public hearing

Grant awards received

Receiving and reviewing public feedback

Finance and departments incorporate new funds
into the budget

Final adoption of Revised Operating Budget and
Capital Budget (If needed)
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Financial Schedules

BUDGET BUDGET Increase/(Decrease) PLAN
Revenue FY26 FY27 $ VAR % VAR FY28
Passenger Fares
Fixed Route Fares $ 159,191 $ 1,636,843 $ 40,652 25% $ 1,669,581
Paratransit Fares 231,215 242,776 11,561 5.0% 250,059
Highway 17 Fares 1,264,624 1,177,166 (87,458) (6.9%) 1,200,710
Park & Ride Revenue 25,537 25,690 153  0.6% 25,844
Subtotal $ 3,117,567 $ 3,082,475 $ (35,092) (1.1%) $ 3,146,194
Special Transit Contracts
UCSsC $ 5147249 $ 5327403 $ 180,154 3.5% $ 5,513,862
Cabrillo 583,388 583,388 - 0.0% 583,388
City/County of SC 380,000 70,000 (310,000) (81.6%) 70,000
Shaffer 2,303 2,165 (138) (6.0%) 2,100
Highway 17 Payments
VTA 425,878 434,396 8,518 2.0% 443,084
Amtrak 193,380 197,248 3,868 2.0% 201,193
Subtotal $ 6,732,198 $ 6,614,600 $ (117,598) (1.7% $ 6,813,627
Sales Tax/including Measure D
1979 Gross Sales Tax (1/2 cent) $ 26,437,972 $ 28,157,922 $ 1,719,950 6.5% $ 28,721,080
2026 Gross Sales Tax (1/2 cent) - - - 0.0% -
2016 Net Sales Tax (Measure D) 4,097,886 4,364,478 266,592 6.5% 4,451,768
Subtotal $ 30,535,858 $ 32,522,400 $ 1,986,542 6.5% $ 33,172,848
Federal/State Grants
Transp Dev Act (TDA - LTF) Funds $ 9330817 $ 9,310,691 $ (20,126) 0.0% $ 9,496,905
FTA Sec 5307 - Op Assistance* 6,225,348 6,205,807 (19,541) (0.3%) 6,341,861
FTA Sec 5311 - Rural Op Asst* 301,434 308,035 6,601 2.2% 314,781
Medicare Subsidy 400 400 - 0.0% 400
TIRCP Grant - Workforce Training 322,000 - (322,000) (100.0%) -
TIRCP Grant - Senice Expansion 8,800,925 7,432,708 (1,368,217) (15.5%) -
TIRCP - CCJPA EMV Component 203,947 203,947 100.0% 217,354
AHSC Grant - Library/WTC - 1,845,666 1,845,666 100.0% 1,845,666
LCTOP Grant - Youth Cruz Free 844,214 780,197 (64,017) (7.6%) 781,177
TDA - STA - Operating (Includes SB1) 4,704,272 4,235,614 (468,658) (10.0%) 3,704,188
STIC - Op Assistance 5,746,476 6,040,632 294,156  5.1% 6,150,062
Subtotal $ 36,275,886 $ 36,363,697 $ 87,811 0.2% $ 28,852,394
All Other Revenue
Advertising Income $ 39,270 $ 41,234 $ 1,964 5.0% $ 43,296
Rent Income - SC Pacific Station - 24,384 24,384 100.0% 25,116
Rent Income - Scotts Valley 30,459 31,469 1,010 3.3% 32,413
Rent Income - Watsonville TC 40,845 16,751 (24,094) (59.0%) 17,253
Interest Income 2,000,000 1,500,000 (500,000) (25.0%) 1,000,000
Other Non-Transp Revenue - LCFS Credits 6,120 6,242 122 2.0% 6,367
Other Non-Transp Revenue - CNG Sales 72,420 73,868 1,448 2.0% 75,345
Other Non-Transp Revenue - All Other 54,060 55,141 1,081 2.0% 56,244
Subtotal $ 2,243,174 $ 1,749,089 $ (494,085) (22.0%) $ 1,256,034
TOTAL OPERATING REVENUE $78,904,683 $80,332,261 $1,427,578 1.8% $73,241,097
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Total Expenses projected for 2027 are $84.6 million.

BUDGET BUDGET Increase/(Decrease) BUDGET
Expenses FY 26 FY 27 $ VAR % VAR FY 28
Personnel
Labor $27,630,455 $27,455,170 $ (175,285) (0.6%) $28,173,200
Overtime 934,802 895,293 (39,509) (4.2%) 982,269
Fringe Benefits 29,963,930 31,575,259 1,611,329 5.4% 33,667,116
Total Personnel $58,529,187 $59,925,722 $ 1,396,535 2.4%  $62,822,585
Non-Personnel
Senices $ 8,707,544 $ 7,287,653 $(1,419,891) (16.3%) $ 7,436,148
Materials and Supplies 6,161,968 8,900,890 2,738,922  44.4% 10,055,214
Utilities 1,069,577 1,167,034 97,457 9.1% 1,258,802
Casualty & Liability 1,662,834 2,180,879 518,045 31.2% 2,455,461
Taxes 63,990 60,725 (3,265) (5.1%) 59,849
Miscellaneous 1,111,395 538,033 (573,362) (51.6%) 625,938
Interest Expense 5,236,307 4,152,638 (1,083,669) (20.7%) 4,147,319
Leases & Rentals 375,731 340,222 (35,509) (9.5%) 327,496
Total Non-Personnel $24,389,346 $24,628,074 $ 238,728 1.0%  $26,366,227
Total Expenses $82,918,533 $84,553,796 $ 1,635,263 2.0% $89,188,812
BUDGET BUDGET Increase/(Decrease) PLAN
Departmental Budgets FY26 FY27 $ VAR % VAR FY28
Administration $ 1,314,444 $ 1,418,352 $ 103,908 7.9% $ 1,324,957
Finance 8,709,661 8,291,894 (417,767) (4.8%) 8,285,079
Customer Service 1,143,536 1,045,568 (97,968) (8.6%) 1,086,117
Marketing 2,805,748 1,232,646  (1,573,102) (56.1%) 1,683,148
Human Resources 1,427,720 1,381,313 (46,407) (3.3%) 1,400,745
Information Technology 2,460,161 2,682,628 222,467 9.0% 2,994,832
Grants and Planning 1,270,734 1,508,199 237,465 18.7% 1,556,730
District Counsel 637,801 684,000 46,199 7.2% 690,973
Safety, Security, and Risk 2,010,712 1,702,009 (308,703) (15.4%) 1,717,973
Purchasing 808,262 612,038 (196,224) (24.3%) 402,984
Inventory Management 613,899 672,479 58,580 9.5% 709,375
Facilities Maintenance 3,768,499 4,385,920 617,421 16.4% 4,586,854
Paratransit 5,858,253 6,284,752 426,499 7.3% 6,570,622
Operations 4,330,294 4,164,818 (165,476) (3.8%) 4,307,553
Bus Operators 25,222,249 25,058,171 (164,078) (0.7%) 26,235,470
Fleet Maintenance 14,228,449 15,948,977 1,720,528 12.1% 17,240,730
Retired Employee Benefits 6,307,836 7,479,757 1,171,921 18.6% 8,394,395
SCCIC 275 275 - 0.0% 275
Total $ 82,918,533 $ 84,553,796 $ 1,635,263 2.0% $ 89,188,812
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Revenue Analysis

Total Revenues projected for 2027 are $80.3 million

All Other Revenue

2.2%

\ Federal Op Assistance

Sales Tax/including Measure D
40.5%

Passenger Fares/Special
Transit Contracts
12.1%

TDA-LTF
11.6%

TDA-STA (including SB1)

% in millions 5.3%

Sales Tax/including Measure D $ 325 LcToOP $ 08| sTC $ 6.0
TIRCP (SB125) 76 | Passenger Fares/Spacial Transit Contracts 97| TDALTF 9.3
Federal Op Assistance 6.5 | TDA-STA (including SB1) 42 | All Other Revenue 1.7
AHSC 1.8 Total $ 80.3

Major Revenue Trends

30
25 /
20
15 </ Covidrelated impacts
10
5
0
2022 2023 2024 2025 2026 2027
e 1979 Gross Sales Tax (1/2 cent) = Transp Dev Act (TAD - LTF) Funds
e [TA Sec 5307 - Op Assistance* e ST|C - Op Assistance
e JCSC == TDA - STA - Operating (Includes SB1)

e 7016 Net Sales Tax (Measure D)
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Major Revenue Sources Described

Gross sales tax (1/2 cent) 1979 - approved by voters of Santa Cruz County in 1978, Measure G
changed the basis of transit support for METRO from a property tax to a 2 cent sales and use tax
beginning in 1979. This tax is levied on all taxable sales in Santa Cruz County. It is collected and
administered by the California State Board of Equalization.

Transportation Development Act (TDA-LTF) — The Transportation Development Act (TDA) is a
California law enacted in 1971 to enhance public transportation services and promote regional
transportation coordination. It provides funding for transit and non-transit purposes that align with
regional transportation plans. The TDA established two main funding sources with the Local
Transportation Fund being a quarter-cent of the general sales tax collected statewide. This fund
supports transit operations and, under certain conditions, local streets and roads projects.

FTA Section 5307 — Operating Assistance — FTA Section 5307, also known as the Urbanized Area
Formula Funding program, provides federal resources for transit capital, operating assistance, and
transportation-related planning in urbanized areas.

STIC - Operations Assistance — State Transportation Innovation Council (STIC) Incentive program
provides resources to help STICs foster a culture of innovation and make innovation standard
practice in their States.

UCSC - University of California at Santa Cruz - The university charges a transportation fee to
students for a variety of transportation amenities. A portion of the fee is shared with Santa Cruz
METRO which enables students to ride METRO buses without further charge.

TDA - STA Operating (including SB 1) - The Transportation Development Act (TDA) State Transit
Assistance (STA) funds are generated by a sales tax on fuel and diesel fuel. The amount of money
available for transit agencies varies from year to year based on the ups and downs of diesel prices.

TIRCP - Transit and Intercity Rail Capital Program - is a California state program that provides
grants to fund transformative capital improvements in rail, bus, and ferry transit systems to reduce
greenhouse gas emissions, congestion, and vehicle miles traveled.
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Grants

Santa Cruz METRO budget relies upon grants from a number of other entities throughout the year for more than 45% of its projected FY27
operating revenue and 86% of its FY27 capital funding.

Transportation Development Act (TDA), State Transit Assistance (STA) and the Federal Transit Administration (FTA) annually allocate funds
by formula while others such as the Monterey Bay Unified Air Pollution Control District’s AB2766 Motor Vehicle Emissions Reduction
Program and the California Department of Transportation (Caltrans) discretionary planning grants are competitively awarded based on

merit.

Current grants funding capital and operations of the METRO transit service include:

Operating Grants

Funding Program Project Description Funding Year(s) | Funding Agency | Grant Amount | Amount Expended | Funding Balance | %Expended
Low Carbon Transit Operations Program (LCTOP) |Youth Cruz Free FY23 Caltrans/SCCRTC 1,243,363 505,362 738,001 41%
Transportation Development Act-Local Operating Assistance (non- Y26 Caltrans/SCCRTC 9,330.817 0 0,330.817 0%
Transportation Fund (TDA-LTF) federal share) T T ’
Transportation Development Act - State Transit |Operating Assistance (non-
. FY26 Caltrans/SCCRTC 600,000 0 600,000 0%
Assistance (TDA-STA) federal share)
SB125-Transit and Intercity Rail Capital Program |OperatingAssistance-Re-
(TIRCP), Zero Emission imagineMETRO
i R ) R FY24-FY27 CalSTA/SCCRTC 28,339,200 22,929,959 5,409,241 81%
Transit Capital Program (ZETCP), and (ServiceExpansionandReco
Greenhouse Gas Reduction Fund (GGRF) very/Restoration)
Affordable Housing and Sustainable Operating Assistance (non-
. FY23 SGC 860,000 0 860,000 0%
Communities (AHSC) federal share)
Affordable Housi d Sustainabl (6] ting Assist -
orda .e. ousing and Sustainable perating Assistance (non FY25 sGC 4,677,000 0 4,677,000 0%
Communities (AHSC) federal share)
FTA Section 5311 Rural A o ti Rural ting Assist
. ection ural Area Operating ural operating Assistance Fy24 FTA/Caltrans 288,653 0 288,653 0%
Assistance (federal share)
FTA Section 5311 Rural A o ti 0} ting Assist -
. ection ural Area Operating perating Assistance (non FY25 FTA/Caltrans 274,943 0 274,943 0%
Assistance federal share)
FTA Section 5307 Urbanized Area O ti (o] ting Assist
>ection roanized Area Lperating perating Assistance FY22-FY23 FTA 11,971,824 11,050,476 921,248 92%
Assistance (federal share)
FTA Section 5307 Urbanized Area O ti (o] ting Assist
. ection rbanized Area Operating perating Assistance Fy24 FTA 12,178,492 0 12,178,492 0%
Assistance (federal share)
FTA Section 5307 Urbanized Area O ti (o] ting Assist
. ection rbanized Area Operating perating Assistance FY25 FTA 12,422,427 0 12,422,427 0%
Assistance (federal share)
SUBTOTAL ALL ACTIVE OPERATING GRANTS: 82,186,719 34,485,897 47,700,822 42%
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Capital Grants

Funding Program Project Description Funding Year(s)| Funding Agency Grant Amount Expended | Funding Balance | %Expended
Hybrid & Zero-Emission Truck/Bus Voucher Funding incentive for zero-
) i o FY24-FY25 CARB $ 13,674,000 | $ 11,610,000 [ $ 2,064,000 85%
Incentive Project (HVIP) emissionbus purchase
Local Partnership Program (LPP) Zero Emissio Funding matchfor purchase of fuel
cal Partnership Program (LPP) Zero Emission | Funding matchfor purc ! Fv23 Caltrans $ 918000 $ 918,000 | - 100%
Bus (ZEB) Formulaic cell electric bus
State Transit Assistance - Stateof Good Repair Bus replacement or other capital
P rep P FY21-FY26 | Caltrans/SCCRTC | $ 5,430,713 | $ 2,984,966 | $ 2,445,747 |  55%
(STA-SGR) projects
. i i i Zero Emission Intercity Transit
Transit and Intercity Rail Capital Program (TIRCP) . X FY23 (Cycle6) CalSTA $ 40,315,000 | $ 23,810,692 [ S 16,504,308 59%
Service Expansion
. . Funding matchfor purchase of fuel
Low Carbon Transit Operations Program (LCTOP) cell electric bus FY24-FY25 Caltrans/SCCRTC [ § 2,390,813 | $ 2,338,294 | $ 52,519 98%
SB125-Transit and Intercity Rail Capital Program |Rapid Corridors Capital
> FY25 CalSTA $ 4,000,000 | - $ 4,000,000 0%
(TIRCP) Capital Improvements
EnerglIZE Commercial Vehicles Project Transit Set
. & . ) Mobile Hydrogen Fueling Solution FY25 CA Energy Comm.| $ 2,800,000 | $ 2,245,980 | S 554,020 80%
Aside Funding
. . . WatsonvilleTransit Center
Regional Early Action Planning (REAP) Grant . FY23 (REAP2.0) AMBAG $ 1,882,000 | $ 997,762 | $ 884,238 53%
redevelopment design
Purchase incentive for non-
AB2677 Clean Vehicle Incentive Program FY25 MBARD S 40,000 | $ 40,000 | - 100%
revenue EV fleet cars
Volkswagen (VW) Environmental Mitigation Funding incentive for diesel/CNG .
X . . FY24-FY25 SanJoaquin APCD| $ 24,960,000 | $ 21,119,997 | $ 3,840,003 85%
Settlement Trust Fund engine dismantling
Pacific Station transit center
FTA Section 5309 Capital Investment Grants ) FYO6, FYO8 FTA S 886,000 | S 777,088 | S 108,913 88%
improvements
FTA Section 5339 Bus & Bus Facilities Capital Zero emission bus and
P . . FY-FY24 FTA S 23922611 | S 7,935,437 | $ 15,987,174 33%
Improvements Grants infrastructure improvements
Affordable Housing and Sustainable Funding match for purchase of fuel
. . FY23 SGC $ 3,320,000 | $ 3,320,000 | - 100%
Communities (AHSC) cell electric bus
Affordable Housing and Sustainable Rapis Corridors Project-Watsonville
le g p ) FY25 SGC $ 1,310,000 | - S 1,310,000 0%
Communities (AHSC) Bus Stops
5339 Bus and Bus Facilities Paracruz Van Replacement FY25 FTA $ 1,152,000 | - S 1,152,000 0%
Carbon Reduction Program (CRP) Zero emission bus purchase FY25 FHWA/AMBAG | $ 2,000,000 | - S 2,000,000 0%
809 W Beach Street Site
State Transportation Improvement Program FY26 SCCRTC S 150,000 | - S 150,000 0%
Improvements (SGRMatch)
Caltrans Sustainable Transportation Planning
Grant Bus Stop Master Plan FY26 Caltrans S 380,284 | - S 380,284 0%
R . Para Cruz Van Replacement Project
Local Partnership Program-Competetive(LPP FY26 SCCRTC 288,000 | - 288,000 0%
prrog P (LPP) (5339 Bus and Bus Facilities Match) ? 3 ’
Solutions for Congested Corridors Program Watsonville-Santa Cruz Multimodal
i FY26 Caltrans/SCCRTC | $ 13,836,000 | - $ 13,836,000 0%
(SCCP) Grant Corridor Program
Local Partnership Program-Formula (LPP) Rapid Corridor Project FY26 Caltrans S 654,000 | - S 654,000 0%
Rotkin Transit Center Passenger
Clean California Grant . g FY26 Caltrans S 455,747 | - S 455,747 0%
Information and Waste
SUBTOTAL ALL ACTIVE CAPTIAL GRANTS:| $ 144,765,168 | $ 78,098,214 | $ 66,666,954 54%
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Expenses

Operating Expenses

Operating expenses exclude Pension Unfunded Accrual Liability / Sales Tax Revenue Bond
Payments and retiree obligations (which are discussed below), total $72,921K million in FY27 and
$76,647K million in FY28. Operating expense assumptions in the FY27 budget over the FY26 revised
budget included:

Personnel Expenses - Labor and Fringe benefits decreased overall by $224K or 0.4% compared to
the FY26 budget. Assumptions include:

Regular labor decreased by $175K or 0.6%
e COLA of 3% along with contractual items of step and longevity increases are included.
e Anetdecrease of 27 FTE positions:

o Unfunded positions include — Van Operator, Senior Financial Analyst/ Financial
Analyst, Contracts & Purchasing Manager Deputy Director, Vehicle Service Worker
I/11, Transit Supervisor (2 FTE), Safety & Training Coordinator, Mechanic I/1l, Bus
Operators (17 FTE), HR Analyst I/ll, Customer Service Representative

Overtime — decrease $40K, or 4.2%

Fringe Benefits Costs —increase $439K, or 1.9%; with savings from unfunded FTEs offset by
increased costs from Medical/Dental/Vision premiums.

Non-Personnel Expenses —increase of 6.9% or $1,322 compared to the FY26 budget.
Services —increase of 22.4% or $1,420K, primarily due to:

e Professional/technical fees increase of 57.2% due to strategic services and marketing
campaigns.

e Qutside repair revenue vehicles decrease of 40.9% is due to completion of preventive bus
maintenance contracts, engine replacements on Highway 17 and SD ARTICS (6 buses),
battery replacement on 9 hybrid buses.

e Security Services decrease 23.2% due to savings from new contract

Materials and Supplies —increase of 44.4% or $2,739K due to:

e Fuel & Lube Revenue Vehicles decrease of 10% due to projected lower costs CNG costs as
a result of new hydrogen cell buses coming into service

o Hydrogen Fuel Revenue Vehicles increase of 441.5%

e Tires & Tubes increase of 10.6% due to increased tire needs for the hydrogen buses

e Revenue Vehicle Parts increase of 55.9% due to increased inventory needs for the new
hydrogen buses
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Utilities — increase of 9.1%, or $97K, primarily due to estimated increase for Propulsion Power and
Telecommunications; partially offset by lower Gas & Electric and Water & Sewer

Casualty & Liability — increase of 31.2%, or $518K, related to across the board increases of
insurance premiums and Settlement costs

Taxes — decrease of 5.1%, or $3K, due to lower license and permit fees

Misc. Expense —decrease of 51.6%, or $573K, primarily due to reduced Advertising for Strategic
Services and Marketing Campaigns and reduced Employee Training costs

Leases & Rentals —decrease of 9.5%, or $36K, primarily due to the purchase of the Watsonville
parking lot; eliminating rental costs.
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Reserves

Reserves are essentially METRO'’s savings accounts. Consistent with METRO’s financial policies,
eight different reserves are maintained. The purpose and uses are described in the table below:

Balance Balance Estimated

Reserve
6/30/2025 6/30/2026 6/30/2027
Operating & Capital $ 131 $ 9.2 $ 3.0
Operations Sustainability 20.7 21.6 22.7
CalPERS UAL & OPEB Liability 10.0 10.0 10.0
Cashflow Reserve 3.0 3.0 3.0
COVID Recovery 29.4 25.3 19.4
Workers Compensation 3.3 3.3 3.3
Liability Insurance 1.0 1.0 1.0
Bus Replacement 9.0 10.9 9.8
Total All Reserves $ 895 $ 843 $ 722

Note: Pre-audit numbers are estimate. 2026 numbers have $34.4 million grants receivable.

All reserve funds with funding targets are fully funded. These include the Workers Compensation
Reserve Fund, Liability Insurance Reserve Fund, Operations Sustainability Reserve Fund, the Cash
Flow Reserve Fund and the Unfunded Accrual Liability & OPEB Reserve Fund.

Transfers to and from the reserve funds in the FY27 budget include:

e Transfers to the Operating and Capital Reserve Fund of $500K is a decrease of 50.0% over
the prior year.

e Transfers to the Operations Sustainability Reserve Fund of $1,158K is an increase of 36.5%
or $310K due to an increase in year-over-year expenses.

e Transfers from the COVID recovery fund $5,880K. Funds from the COVID Recovery Fund will
be reinvested in the FY27 budget and beyond to sustain service and will be primarily
allocated to the one-time programs and initiatives.
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Reserve Funds Definition and Use:

Operating & Capital - Liquid and unrestricted assets that an organization can use to support its
operations in the event of an unanticipated loss of revenue or increase in expenses. Includes
Alternative Fuel Tax Rebates transferred from the Operating Budget and any excess revenues
above actual expenses.

Operations Sustainability - Funds set aside to protect the organization’s essential services
and funding requirements during periods of economic downturn or natural disasters. Target =
three month’s operating expenses (Payroll and Accounts Payable).

CalPERS UAL & OPEB Liability - Used to Pay down the CalPERS Unfunded Accrued Liability.

Cashflow Reserve - Funds set aside to “cash flow” capital and/or operating expenses incurred
before receiving reimbursements from various funding sources (Annual FTA 5307 (& STIC), STA,
etc).

COVID Recovery - The current FY26 Operating budget is expecting to have a carryover at the
end of the fiscal year due to reimbursement of FTA qualifying operating expenses related to the
CARES act and FEMA reimbursements in FY26

Workers Compensation - Funds set aside to finance the (discounted) long term portion of
workers’ compensation liability, as of the end of the fiscal year.

Liability Insurance - Funds set aside to pay the cost of outstanding liability and physical
damage claims + proposed employment practices liability claims. (Self Insured Retention - SIR -
$250K each program)

Bus Replacement - In FY18, a new capital budget funding strategy was adopted by the Board
that results in $3M per year being dedicated to the annual capital budget. This new strategy
created the “Bus Replacement Fund” and establishes consistent annual transfers of STA 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.
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Long Range Financial Forecasts

Annually Santa Cruz Metro updates the long-range forecast for operations. The forecast is reviewed
by the Board of Directors as part of the budget process. The following assumptions are incorporated
into this forecast: includes an expectation of increases in fuel costs due to migration from a CNG
(compressed natural gas) fleet to hydrogen powered fleet, includes assumptions for changes in
operating costs such as compensation and supplies, FY29 and beyond are driven by CPI

projections.

000's
Operating Revenue
Passenger Fares
Special Transit Contracts
Total Operating Revenue
Operating Expense
Labor - Regular
Labor - OT
Fringe
Non-Personnel
Total Operating Expense
Operating Surplus/(Deficit)
Farebox/Contract Recovery
Non-Operating Revenue/(Expense)
1979 Sales Tax/including Measure D
2026 Sales Tax
Federal/State Grants
TIRCP Grant
COVID Relief Grants
COVID Related Costs
Retiree Obligations
Pension Bond Payment
Unfunded Accrual Liability
All Other Revenue
Total Non-Operating Revenue/(Expense)

BUDGET PLAN PLAN PLAN PLAN
FY27 FY28 FY29 FY30 FY31
$ 3,863 $ 3,927 $ 3,993 $ 4,058 $ 4,122
6,615 6,814 7,019 7,232 7,452
$ 10,477 $ 10,741 $ 11,013 $ 11,291 $ 11,574
$ 27,455 $ 28,173 $ 28,785 $ 29,164 $ 29,463

895 982 1,002 1,022 1,042
24,096 25273 26,697 28,261 29,678
20,475 22,219 22,182 22,321 22,636

$ 72,921 $ 76,647 $ 78,666 $ 80,769 $ 82,820

$(62,444) $(65,906) $(67,653) $(69,479) $(71,245)

14.4% 14.0% 14.0% 14.0% 14.0%

$ 32,5622 § 33,173 § 33,836 $ 34,513 § 35,203

27,947 27,854 28,301 26,912 27,377
7,637 217 233 253 -
(5,355)  (5,786)  (6,253) (6,758)  (7,305)
(4,148)  (4,147)  (4,146)  (4,147)  (4,146)
(2,125)  (2,608)  (3,090) (3,006)  (2,883)
1,744 1,256 763 771 778

$ 58,223 §$ 49,958 $ 49,645 $ 48,537 $ 49,026

Operating Surplus/(Deficit) before Transfers $ (4,222) $(15,948) $(18,008) $(20,942) $(22,220)

Transfers and Other
Transfers to Capital/Operating & Capital Reserve Fund
(To)/From COVID Recovery Fund

Operating Surplus/(Deficit) after Transfers

$ - 0 0 0 0
$ (1,659) $ (1,242) $ (1,131) $ (1,118) $ (1,238)
5880 17,189 2,042 - -

$ 0 $ - $(17,098) $(22,060) $(23,457)

The benefit of the 5-year budget forecast is it helps the Board and all District staff understand the
timeline and requirements for adopting a balanced budget for the coming fiscal years.

44



Santa Cruz Metro - FY 2027-28 Budget and Financial Plan

Personnel

Personnel expenses in the FY27 Budget total $52,445,965, an increase of $224,614 (0.4%) over the FY26
Budget. The FY28 Budget totals $54,428,190, a further increase of $1,982,225 (3.8%). Personnel is
essentially flat in FY27. Salaries and wages fall $175,000 and overtime falls $40,000, both a consequence
of held vacancies rather than wage concessions, and together they nearly offset a $439,000 increase in
fringe driven by medical insurance. FY28 is a different picture: all three components grow, and the total
rises $2.0 million as vacancies are assumed filled and medical trend continues.

Operating Personnel Expense by Component

$60.0M $52,830,046
$50.0M

& $40.0M
B, $30.0M
$20.0M
$10.0M
$0.0M

Bud

FY25 Budget

m Salaries and Wages

= Overtime

$52,221,351

FY26 Budget

Fringe Benefits

$52,445,965

FY27 Budget

Total Operating Personnel

$54,428,190

FY28 Budget

FY25 Budget Operator
FY25 Budget Non-operator
FY25 Budget Total

FY26 Budget Operator
FY26 Budget Non-operator
FY26 Budget Total

FY27 Budget Operator
FY27 Budget Non-operator
FY27 Budget Total

FY28 Budget Operator
FY28 Budget Non-operator
FY28 Budget Total

Note: retirement contributions have been excluded from Fringe Benefits

16,261,500  $
12,025,648
28,287,148 $

15,321,685
12,308,770
27,630,455 $

15,110,897
12,344,273
27,455,170 $

15,559,724
12,613,476
28,173,200 $

788,222 $
107,284
895,506 $

812,576
122,226
934,802 $

788,760
106,533
895,293 $

870,373
111,896
982,269 $

13,938,461
9,708,931
23,647,392

12,806,567
10,849,527
23,656,094

13,117,120
10,978,382
24,095,502

13,941,632
11,331,089
25,272,721

$

$

30,988,183
21,841,863
52,830,046

28,940,828
23,280,523
52,221,351

29,016,777
23,429,188
52,445,965

30,371,729

24,056,461
54,428,190
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Non-Personnel

The FY27 Adopted budget is lower by about $1.3 million (6.9%) in non-personnel expenses
compared to the FY26 budget. All non-personnel categories are reduced except for what the
District is obligated to pay in increased costs for Casualty & Liability insurance and Utilities & Taxes.

Operating Non-Personnel Expense by Category

$25,000,000

$20,000,000

Leases and Rentals

 Miscellaneous Expenses

M Taxes

B Casualty and Liability

m Utilities

B Materials and Supplies

& $15,000,000

z

()]

[oT:]

3

) 510,000,000
$5,000,000

M Services

FY25 Budget

FY26 Budget FY27 Budget

FY28 Budget

Category FY25 Budget FY26 Budget FY27 Budget FY28 Budget

Senvices

Materials and Supplies
Utilities

Casualty and Liability

Taxes

Miscellaneous Expenses
Leases and Rentals

Total Operating Non-Labor

Interest Expense and Debt Senice
Total Non-Labor Including Debt Service

7,114,198
6,186,798
1,051,030
914,275

67,200

1,032,671
405,731

$ 16,771,903 $

$ 4,177,203 | $
$ 20,949,106 $

8,707,544
6,161,968
1,069,577
1,662,834
63,990
1,111,395
375,731
19,153,039

5,236,307
24,389,346

7,287,653 7,436,148
8,900,890 10,055,214
1,167,034 1,258,802
2,180,879 2,455,461

60,725 59,849

538,033 625,938

340,222 327,496

$ 20,475,436 $ 22,218,908
$ 4,152,638 | $ 4,147,319
$ 24,628,074 $ 26,366,227
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Services

Services of $7,287,653 in the FY27 Budget is a decrease of $1,419,891 (16.3%) from the FY26
Budget of $8,707,544. The FY28 Budget of $7,436,148 is an increase of $148,495 (2.0%) from FY27.

The reduction is concentrated in Professional and Technical Fees, down $1.4 million as one-time
consulting, planning and technical studies budgeted in FY26 conclude, and in Outside Repair -
Revenue Vehicles, down $583,000. These reductions are partially offset by a $552,000 increase in
Outside Repair - Equipment and by Software as a Service subscriptions of $1.0 million. Security
Services decrease $294,000 with the renegotiated contract.

Services by Department

$10,000,000

$9,000,000

$8,000,000

Other*

$7,000,000 —

Budget ($)

$6,000,000 |—
= 1700 District Counsel

35,000,000 M 4100 Fleet
$4,000,000 W 1200 Finance
$3,000,000 = 1800 Safety, Security & Risk
$2,000,000 m 2200 Facilities Maintenance
$1,000,000 W 1500 Information Technology

50

1100 Administration

1325 Marketing and Public Relations

FY25 Budget FY26 Budget FY27 Budget FY28 Budget

Department FY25 Budget FY26 Budget FY27 Budget FY28 Budget

1500 Information Technology

2200 Facilities Maintenance

1800 Safety, Security & Risk

1200 Finance

4100 Fleet

1700 District Counsel

1325 Marketing and Public Relations
1100 Administration

Other*

Grand Total

997,426

1,393,150
1,151,842

670,225

991,265

616,754

528,401

245,284

519,851

$ 7,114,198

1,279,519 | $ 1,421,215 | § 1,669,125
826,775 1,194,026 1,239,601
1,367,233 1,019,105 1,025,325
656,432 887,190 597,575
1,783,443 853,577 858,760
637,801 684,000 690,973
1,443,000 437,460 680,333
334,824 320,607 189,963
378,517 470,473 484,493
8,707,544 $ 7,287,653 | $ 7,436,148
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Materials and Supplies

Materials and Supplies of $8,900,890 in the FY27 Budget is an increase of $2,738,922 (44.4%) from
the FY26 Budget of $6,161,968. The FY28 Budget of $10,055,214 is an increase of $1,154,324
(13.0%) from FY27.

The increase is driven almost entirely by fuel and revenue vehicle parts. Hydrogen Fuel rises $3.2
million as hydrogen fuel cell buses move into full-year revenue service, while diesel Fuels and
Lubricants - Revenue Vehicles declines $194,000 and continues to decline in FY28.

Materials and Supplies by Department

$12,000,000

$10,000,000

|
—_—
$8,000,000 W Other*
W 1325 Marketing and Public Relations
6,000,000 — _ .
? - 2200 Facilities Maintenance
s M 4125 Fleet Paratransit
4,000,000
H 4100 Fleet
52,000,000
S0

FY25 Budget FY26 Budget FY27 Budget FY28 Budget

Budget ($)

Department FY25 Budget FY26 Budget FY27 Budget FY28 Budget

4100 Fleet 5,542,550 | $ 5,104,207 | $ 8,026,476 | $ 9,086,215
4125 Fleet Paratransit - 320,700 364,199 381,871
2200 Facilities Maintenance 207,500 150,356 198,600 204,340
1325 Marketing and Public Relations 304,200 449,544 111,530 184,607
Other* 132,548 137,161 200,085 198,181
Grand Total $ 6,186,798  $ 6,161,968 $ 8,900,890 $ 10,055,214
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Taxes and Utilities

Utilities of $1,167,034 in the FY27 Budget is an increase of $97,457 (9.1%) from the FY26 Budget of
$1,069,577. The FY28 Budget of $1,258,802 is an increase of $91,768 (7.9%) from FY27. Taxes are
essentially flat.

Growth reflects utility rate escalation across all four accounts rather than added consumption.
Water, Sewer and Garbage increases $42,000, Gas and Electric $27,000, Telecommunications
$18,000, and Propulsion Power $11,000. Facilities Maintenance carries approximately two-thirds of
the District's utility cost. Taxes are essentially flat. Licenses and Permits decrease $2,000 and Other
Taxes decrease $2,000, partially offset by Fuel Taxes rising $1,000 with fuel consumption. The
category represents less than 0.3 percent of hon-labor expense.

Taxes and Utilities by Department

$1,400,000
[ ]
$1,200,000 —
P [ ]
$1,000,000
@ $800,000 B Other*
E;n 3100 Paratransit
E $600,000 M 4100 Fleet
W 2200 Facilities Maintenance
$400,000
$200,000
S0
FY25 Budget FY26 Budget FY27 Budget FY28 Budget
Department FY25 Budget FY26 Budget FY27 Budget FY28 Budget
2200 Facilities Maintenance 779,100 | $ 740,650 | $ 817,350 | $ 891,150
4100 Fleet 271,900 309,600 325,080 341,335
3100 Paratransit 36,000 53,600 52,540 53,600
Other* 31,230 29,717 32,789 32,566
Grand Total $ 1,118,230 $ 1,133,567 | $ 1,227,759  $ 1,318,651
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Casualty and Liability

Casualty and Liability of $2,180,879 in the FY27 Budget is an increase of $518,045 (31.2%) from the

FY26 Budget of $1,662,834. The FY28 Budget of $2,455,461 is an increase of $274,582 (12.6%) from
FY27.

The increase reflects continued hardening of the transit insurance market rather than any change in
coverage. Insurance Premiums for Property increase $248,000 and Insurance Premiums for
Physical Damage and Liability increase $264,000. Budgeted Settlement Costs are held flat at

$250,000. Casualty and Liability is one of two non-labor categories the District cannot materially
control through discretionary spending limits.

Casualty and Liability by Department

$3,000,000

$2,500,000

$2,000,000

3100 Paratransit
$1,500,000 ) ]
M 1800 Safety, Security & Risk
M 1200 Finance
$1,000,000
$500,000 I
S0

FY25 Budget FY26 Budget FY27 Budget FY28 Budget

Budget ($)

Department FY25 Budget FY26 Budget FY27 Budget FY28 Budget

1200 Finance 653,196 1,211,772 1,749,867 1,993,005
1800 Safety, Security & Risk 166,206 250,000 250,000 250,000
3100 Paratransit 94,873 201,062 181,012 212,456
Grand Total $ 914,275 $ 1,662,834 $ 2,180,879 $ 2,455,461
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Departments and Programs

Administration

Executive Administration consists of the Chief Executive Officer and support staff. In addition to
being responsible for the execution of policy guidance from METRO’s Board of Directors (which
costs are also reflected in this budget) and oversight of all the departments of the system.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 765763 $ 426,777 $ 440,923 $ 14,146 3.3%
Owertime 5,449 5,710 5,823 113 2.0%
Fringe Benefits 509,816 342,270 390,440 48,170 14.1%
Total Personnel $ 1,281,028 $ 774757 $ 837,186 $ 62,429 8.1%
Non-Personnel
Senices $ 245284 $ 334824 $ 320,607 $ (14,217) (4.2%)
Materials and Supplies 33,254 29,004 84,554 55,550 191.5%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 140,611 173,859 173,005 (854) (0.5%)
Interest Expense - - - - 0.0%
Leases & Rentals 1,900 2,000 3,000 1,000 50.0%
Total Non-Personnel $ 421,049 $ 539687 $ 581,166 $ 41,479 7.7%
Total Expenses $ 1,702,077 $ 1,314,444 $ 1,418,352 $ 103,908 7.9%

Employees (FTE's)

Major priorities include pursuing the agency’s mission and strategic plan and policy goals.
Administration works closely with the Executive Board to help provide strategic leadership.

4

3

3

Additionally, the function directs day-to-day operations through the efforts of the leadership team.
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SANTA CRUZ

METRO
“umgm

Administration

DIVISION 1100
No change from FY26

CEO / General Manager
1.0 FTE

FY26

3.0

Sr. Executive Assistant

10FTE

1OFTE

Administrative Specialist

FY27

3.0

Funded FTE

FY28

3.0
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Finance

Finance is responsible for accounting, budgeting, management and regulatory reporting, treasury
management, accounts payable, accounts receivable, payroll, fixed assets, taxation, auditing and
monitors and reports on compliance with all Federal, State and City Regulations and Laws.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $VAR % VAR
Personnel
Labor $ 1,043,518 $ 920,583 $ 850,304 $ (70,279) (7.6%)
Overtime 6,156 2,500 2,500 - 0.0%
Fringe Benefits 777,373 647,140 609,752 (37,388) (5.8%)
Total Personnel $ 1,827,047 $ 1,570,223 $ 1,462,556 $ (107,667) (6.9%)
Non-Personnel
Senices $ 670,225 $ 656,432 $ 887,190 $ 230,758 35.2%
Materials and Supplies 2,216 3,427 2,543 (884) (25.8%)
Utilities - - - - 0.0%
Casualty & Liability 653,196 1,211,772 1,749,867 538,095 44.4%
Taxes - - - - 0.0%
Miscellaneous 31,500 31,500 37,100 5,600 17.8%
Interest Expense 4,177,203 5,236,307 4,152,638 (1,083,669) (20.7%)
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 5,534,340 $ 7,139,438 $ 6,829,338 $ (310,100) (4.3%)
Total Expenses $ 7,361,387 $ 8,709,661 $ 8,291,804 $ (417,767) (4.8%)
Employees (FTE's) 11 9 8

Major priorities include managing the financial affairs of the agency, fiscal compliance with
numerous state and federal grants, managing cashflow during implementation of major capital
projects with challenging funding schedules and the daily oversight of cash and fiscal
management.
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SANTA CRUZ

- METRO
s

FY2é

Finance 90

DIVISION 1200
Down 1.0 FTE from FY26

Chief Financial Officer
1.0FTE

Finance Deputy Director
1.OFTE

Accountant 11/ 111
1OFTE

Accountant |
1LOFTE

Junior Accountant
10FTE

| Sr. Financial Analyst / Financial Analyst

LOFTE
Payroll Supervisor Payroll Administrator
1OFTE LOFTE

FY27

8.0

Funded FTE

FY28

8.0
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Customer Service

Provides bilingual service information, trip planning, ticket and pass sales, lost and found services,
customer service window operations and frontline customer engagement.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 576,158 $ 562,223 $ 525953 $(36,270) (6.5%)
Overtime 5,004 5,000 5,103 103 2.1%
Fringe Benefits 562,633 521,767 462,731  (59,036) (11.3%)
Total Personnel $ 1,143,795 $ 1,088,990 $ 993,787 $(95,203) (8.7%)
Non-Personnel
Senvices $ 4100 $ 4000 $ 4170 $ 170 4.3%
Materials and Supplies 6,400 10,300 10,506 206 2.0%
Utilities 1,500 1,575 750 (825) (52.4%)
Casualty & Liability - - - - 0.0%
Taxes 11,000 13,040 11,800 (1,240) (9.5%)
Miscellaneous 22,434 23,131 22,535 (596) (2.6%)
Interest Expense - - - - 0.0%
Leases & Rentals 7,175 2,500 2,020 (480) (19.2%)
Total Non-Personnel $ 52609 $ 54546 $ 51,781 $ (2,765) (5.1%)
Total Expenses $ 1,196,404 $ 1,143,536 $ 1,045,568 $(97,968) (8.6%)
Employees (FTE's) 10 9 8

Major priorities include providing excellent customer service to our customers and being a point of
referral for our community.
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FY26

sanacruz.  Customer Service 00
METRO pvision 1300 ’

g Down 10 FTE from FY26

Chief Communications & Marketing Officer
Division 1325

Communications & Marketing Manager

1.0FTE

Maobility Training Coordinator
1.0FTE

Senior Customer Service Representative
20FTE

| Customer Service Representative
40FTE

FY27

8.0

Funded FTE

FY28

8.0
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Marketing and Communications

The department provides marketing, branding, internal and external communications, public
relations, advertising, website management, community outreach and engagement.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 305848 $ 366,134 $ 377,284 $ 11,150 3.0%
Ovwertime - - - - 0.0%
Fringe Benefits 184,715 250,090 270,553 20,463 8.2%
Total Personnel $ 490,563 $ 616,224 $ 647,837 $ 31,613 5.1%
Non-Personnel
Senices $ 528,401 $ 1,443,000 $ 437,460 $ (1,005,540) (69.7%)
Materials and Supplies 304,200 449,544 111,530 (338,014) (75.2%)
Utilities - 780 819 39 5.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 140,800 296,200 35,000 (261,200) (88.2%)
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 973,401 §$ 2,189,524 $ 584,809 $ (1,604,715) (73.3%)
Total Expenses $ 1,463,964 $ 2,805,748 $ 1,232,646 $ (1,573,102) (56.1%)
Employees (FTE's) 3 4 4

Major priorities include maintaining community conversations regarding the community’s needs for
public transportation and providing clear materials regarding METRO'’s services to our community.
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4.0 4.0 4.0
METRO pvision 1325

Funded FTE
V No change from FY26

Chief Communications & Marketing Officer

1.0FTE

Marketing Specialist

I 2.0FTE
Communications & Marketing Project
o Manager

1.0FTE
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Human Resources

Department is responsible talent acquisition, compensation, labor relations, benefits
administration for active employee and retirees, performance management, training and
development workers' compensation, and implementation of Santa Cruz METRO personnel rules
and regulations, and union agreements.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 655755 $ 713,500 $ 727,714 $ 14,214  2.0%
Owertime 1,000 1,000 1,020 20 2.0%
Fringe Benefits 466,148 514,378 518,289 3,911 0.8%
Total Personnel $ 1,122,903 $ 1,228,878 $ 1,247,023 $ 18,145 1.5%
Non-Personnel
Senices $ 127554 $ 137,006 $ 96,503 $(40,503) (29.6%)
Materials and Supplies 1,608 10,977 9,836 (1,141)  (10.4%)
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 40,333 50,859 27,951 (22,908) (45.0%)
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 169,495 $ 198,842 $ 134,290 $(64,552) (32.5%)
Total Expenses $ 1,292,398 $ 1,427,720 $ 1,381,313 $(46,407) (3.3%)
Employees (FTE's) 7 7 6

Major priorities include supporting the organization through an effective and efficient workforce.
Providing recruitment, retention, employee training and other services that improve the overall
productivity of METRO in service to our community.
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FY26

Human Resources 70

DIVISION 1400
Down 1.0 FTE from FY26

Chief Human Resources Officer
1.0 FTE

Human Resources Deputy Director
1.0FTE

HR Analyst 1 /11
30FTE

Leave of Absence Coordinator
1.0FTE

FY27

6.0

Funded FTE

FY28

6.0
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Information Technology

The department is responsible for equipment and software maintenance, phone systems, METRO
web site, as well as end-user technical support.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 679554 $ 692,268 $ 69868 $ 6,418 0.9%
Owertime 501 500 1,200 700 140.0%
Fringe Benefits 455,308 449,141 469,036 19,895 4.4%
Total Personnel $ 1,135,363 $ 1,141,909 $ 1,168,922 $ 27,013 2.4%
Non-Personnel
Senices $ 997,426 $ 1,279,519 $ 1,421,215 $ 141,696 11.1%
Materials and Supplies 33,200 33,200 56,274 23,074 69.5%
Utilities 1,650 1,733 6,695 4,962 286.3%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 8,800 3,800 29,522 25,722 676.9%
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 1,041,076 $ 1,318,252 $ 1,513,706 $ 195,454 14.8%
Total Expenses $ 2,176,439 $ 2,460,161 $ 2,682,628 $ 222,467 9.0%
Employees (FTE's) 6 6 6

Major priorities are the support of a growing infrastructure of technology equipment and services
that touch virtually all aspects of the METRO operations. Providing security for the systems and
data within those systems is also a priority.

61



FY26

sz Information Technology 50

METRO pivision 1500
v No change from FY26

Director of Information Technology

1.OFTE

Full stack Developer / 5r. Full Stack
1 Developer
20FTE

Business Systems Program Manager
1.OFTE

Systems Administrator / Senior
1.0FTE

IT Support Analyst 1 /11
1.0FTE

FY27

6.0

Fumded FTE

FY28

6.0
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Grants and Planning

The department is responsible for Strategic Planning, Service Planning, Infrastructure Planning,
Grants, and Legislative Advocacy.

FY 25 FY 26 FY27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $VAR % VAR
Personnel
Labor $ 602,682 $ 669,987 $ 773,883 $103,896 15.5%
Owertime 12,000 12,596 12,845 249  2.0%
Fringe Benefits 466,530 491,283 622,377 131,094 26.7%
Total Personnel $1,081,212 $1,173,866 $1,409,105 $235,239 20.0%
Non-Personnel
Senices $ 151677 $ 59,653 $ 59,746 $ 93 0.2%
Materials and Supplies 16,620 3,663 3,846 183 5.0%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 10,932 33,552 35,502 1,950 5.8%
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 179,229 $ 96,868 $ 99,094 $ 2,226 2.3%
Total Expenses $1,260,441 $1,270,734 $1,508,199 $237,465 18.7%
Employees (FTE's) 6 6 6

Major priorities include planning for the future of public transportation in Santa Cruz County,
applying for grants that support the strategic priorities and maintaining strong relationships with
legislators and other funding partners.



FY26 FY27 FY28
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Funded FTE
v No change from FY26

Chief Planning & Innovation Officer

1.0FTE

Planning & Innovation Deputy Director Grants / Legislative Analyst

10FTE 10FTE

Transportation Planner 1 /11
20FTE

Schedule Analyst
1.0 FTE
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District Counsel

The department provides professional legal services for the Santa Cruz METRO, its Board of
Directors and management staff.

FY 25 FY 26 FY27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ - $ - $ - $ - 0.0%
Overtime - - - - 0.0%
Fringe Benefits - - - - 0.0%
Total Personnel $ - $ - $ - $ - 0.0%
Non-Personnel
Senvices $ 616,754 $ 637,801 $ 684,000 $ 46,199 7.2%
Materials and Supplies - - - - 0.0%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous - - - - 0.0%
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 616,754 $ 637,801 $ 684,000 $ 46,199 7.2%
Total Expenses $ 616,754 $ 637,801 $ 684,000 $46,199  7.2%
Employees (FTE's) 0 0 0

The major priorities include being proactive to meet the needs of the Executive Board and
leadership team of the agency in support of METRO’s mission.
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Safety, Security, Risk Management

The Safety, Security and Risk Management Department develops and implements occupational
safety and health programs, policies and procedures for the Santa Cruz METRO (METRO) and
ensures compliance with the California Occupational Safety and Health Administration
(CAL/OSHA) regulations and program requirements.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 199503 $ 197616 $ 213,732 $ 16,116 8.2%
Owertime 279 293 299 6 2.0%
Fringe Benefits 124,553 152,939 153,438 499  0.3%
Total Personnel $ 324335 $ 350,848 $ 367469 $ 16,621 4.7%
Non-Personnel
Senices $ 1,151,842 $ 1,367,233 $ 1,019,105 $ (348,128) (25.5%)
Materials and Supplies 4,800 5,740 5,876 136  2.4%
Utilities 600 1,400 1,312 (88) (6.3%)
Casualty & Liability 166,206 250,000 250,000 - 0.0%
Taxes - - - - 0.0%
Miscellaneous 27,799 35,491 47,447 11,956 33.7%
Interest Expense - - - - 0.0%
Leases & Rentals - - 10,800 10,800 0.0%
Total Non-Personnel $ 1,351,247 $ 1,659,864 $ 1,334,540 $ (325,324) (19.6%)
Total Expenses $ 1,675,582 $ 2,010,712 $ 1,702,009 $ (308,703) (15.4%)
Employees (FTE's) 2 2 2

Major priorities including a proactive approach to the safety and health of our customers and staff,

identifying and mitigating risks (and transferring risks as a element of this approach), and
monitoring the security profile of our facilities.
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Safety, Security & Risk Management
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No change from FY26

Safety, Security & Risk Director

1.0FTE

FY2é

2.0

Safety & Training Program Specialist |
1.OFTE

FY27

2.0

Funded FTE

Fy28

2.0
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Purchasing

The department ensures that materials and services are obtained in an effective manner and are
obtained in compliance with the provisions of all applicable federal, state, and local laws and
regulations.

FY 25 FY 26 FY 27 Increase/(Decrease)

Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel

Labor $ 293,793 $ 373,162 $ 262,956 $ (110,206) (29.5%)
Overtime 2,067 - - - 0.0%
Fringe Benefits 235,095 423,924 341,512 (82,412) (19.4%)
Total Personnel $ 530,955 $ 797,086 $ 604,468 $ (192,618) (24.2%)
Non-Personnel

Services $ 1,000 $ 1,000 $ 1,000 $ - 0.0%
Materials and Supplies 1,000 500 1,000 500 100.0%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 8,657 9,676 5,570 (4,106) (42.4%)
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 10657 $ 11,176 $ 7,570 $ (3,606) (32.3%)
Total Expenses $ 541,612 $ 808,262 $ 612,038 $ (196,224) (24.3%)
Employees (FTE's) 4 4.5 3.5

Major priorities of the Purchasing Department are to support the operations of METRO by providing

the materials needed, when needed, in an accountable and economic manner. Compliance with
the numerous provisions of the grants which serve METRO’s community is an important

responsibility. Providing access to METRO’s procurement opportunities equitably is also a priority.
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v Down 1.0 FTE in FY27, 0.5 FTE further in FY28

Chief Financial Officer
Division 1200

Contracts & Purchasing Manager

Purchasing Agent
1.OFTE

Purchasing Assistant
1.OFTE

! Buyer
1.0FTE

FY27

3.5

Funded FTE

Fyza

3.0
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Inventory Management

The Inventory Management Department (organizationally titled the Parts and Materials Department)
is responsible for the acquisition, storage, tracking, and distribution of the parts, supplies, and
materials that keep Santa Cruz METRO's vehicle fleet and facilities running. The team ensures
mechanics and facilities staff always have the right parts on hand while keeping stockroom
operations organized, accurate, and compliant with safety and environmental regulations.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 312,302 $ 330,779 $ 379,442 $ 48,663 14.7%
Overtime 1,856 18,000 - (18,000) (100.0%)
Fringe Benefits 244,406 254,070 283,037 28,967 11.4%
Total Personnel $ 558,564 $602,849 $662,479 $ 59,630 9.9%
Non-Personnel
Services $ 2,310 $ 3550 $ 3,550 $ - 0.0%
Materials and Supplies 332 1,500 1,550 50 3.3%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 3,931 6,000 4,900 (1,100) (18.3%)
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 6,573 $ 11,050 $ 10,000 $ (1,050) (9.5%)
Total Expenses $ 565,137 $613,899 $672,479 $ 58,580 9.5%
Employees (FTE's) 5 5 5

The department's major priorities are maintaining accurate, well-stocked inventory and supporting
the maintenance operation without interruption. This means researching and identifying correct
parts, receiving and inspecting shipments against purchase orders, and issuing supplies promptly
to staff, all backed by regular physical and perpetual inventory counts and reliable computerized
recordkeeping. It also means managing the vendor and procurement side of the supply chain,
including contract negotiation, pricing, and bus component warranty tracking, while upholding
safety and compliance standards for hazardous materials handling, recordkeeping, and hazardous
waste disposal.
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SANTA CRUZ

METRO
g

FY26

Inventory Management 50

DIVISION 2000

No change from FY26

Chief Financial Officer
Division 1200

Parts & Materials Manager

1.0FTE

Lead Parts & Materials Clerk
1.0FTE

Parts & Materials Clerk
30FTE

FY27

5.0

Funded FTE

Fy28

5.0
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Facilities Maintenance

The Facilities Maintenance Department provides 24-hour support to Operations and Fleet
Maintenance, as well as all other departments as needed. The Facilities Maintenance Department
maintains 5 transit facilities, 3 transit centers, 1 park and ride lot and approximately 965 bus stops.
The Santa Cruz METRO Facilities Maintenance staff develops, implements and administers the
many local state and federal regulatory compliance programs, such as the storm water and
hazardous materials programs, required to operate a transit agency.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $1,068129 $ 963,248 $ 1,023,325 $ 60,077 6.2%
Overtime 19,992 20,995 20,995 - 0.0%
Fringe Benefits 1,069,296 1,012,175 1,096,124 83,949 8.3%
Total Personnel $ 2,157,417 $ 1,996,418 $ 2,140,444 $ 144,026 7.2%
Non-Personnel
Seniices $1,393,150 $ 826,775 $ 1,194,026 $ 367,251 44.4%
Materials and Supplies 207,500 150,356 198,600 48,244 32.1%
Utilities 741,800 709,200 788,900 79,700 11.2%
Casualty & Liability - - - - 0.0%
Taxes 37,300 31,450 28,450 (3,000) (9.5%)
Miscellaneous 21,500 22,300 10,500 (11,800) (52.9%)
Interest Expense - - - - 0.0%
Leases & Rentals 2,000 32,000 25,000 (7,000) (21.9%)
Total Non-Personnel $ 2,403,250 $ 1,772,081 $ 2,245,476 $ 473,395 26.7%
Total Expenses $ 4,560,667 $ 3,768,499 $ 4,385,920 $ 617,421 16.4%
Employees (FTE's) 17 17 17

Major priorities for the Facilities Maintenance Department are to provide and maintain facilities and
amenities that meet the needs of our customers in the service of public transportation.
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V No change from FY2é

FY26 FY27 FY28

17.0 17.0 17.0

Funded FTE

Chief Operations Officer

Division 3200

Maintenance Deputy Director

Division 4100

Administrative Maintenance Specialist

1.OFTE

Facllities Maintenance Supervisor

10FTE

Custodial Supervisor
LOFTE

Lead Facilities Maintenance Worker

Facilities Maintenance Worker Il
A0FTE

Facilities Maintenance Worker |
20FTE

Lead Custodial Service Worker
LOFTE

Custodial Service Worker
60FTE
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Paratransit

Santa Cruz METRO'’s Paratransit Department (ParaCruz) is responsible for coordinating and
providing safe, efficient, reliable, and courteous complimentary shared ride Paratransit service
offered to Older Adults, and Persons with Disabilities in Santa Cruz County, ParaCruz will provide
door-to-door service within three quarters of a mile of any Santa Cruz METRO bus service route.

This service is also extended to those persons qualified to ride Paratransit visiting from other areas.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 2,363,324 $ 2,480,400 $ 2,592,153 $ 111,753 4.5%
Owertime 341,172 358,248 365,413 7,165 2.0%
Fringe Benefits 2,346,195 2,461,516 2,663,043 201,527 8.2%
Total Personnel $ 5,050,691 $ 5,300,164 $ 5,620,609 $ 320,445 6.0%
Non-Personnel
Senices $ 114852 $ 64,195 $ 168,712 $ 104,517 162.8%
Materials and Supplies 12,099 12,850 12,100 (750) (5.8%)
Utilities 36,000 53,600 52,540 (1,060) (2.0%)
Casualty & Liability 94,873 201,062 181,012 (20,050) (10.0%)
Taxes - - - - 0.0%
Miscellaneous 17,000 15,750 17,400 1,650 10.5%
Interest Expense - - - - 0.0%
Leases & Rentals 159,049 210,632 232,379 21,747 10.3%
Total Non-Personnel $ 433,873 $ 558,089 $ 664,143 $ 106,054 19.0%
Total Expenses $ 5,484,564 $ 5,858,253 $ 6,284,752 $ 426,499 7.3%

Employees (FTE's)

Major priorities are to provide mobility services to those who are unable to navigate traditional

49

49

48

transportation methods and would otherwise be homebound. Among the priorities and challenges
is to do this in an efficient and safe manner for all involved.
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V Down 1.0 FTE from FY24

Chief Operations Officer
Division 3200

Deputy Director of Operations
Division 3200

Assistant Operations Manager - Paratransit

1.0FTE

Paratransit Clerk 1 /11 /111
10FTE

Paratransit Supervisor

20FTE
Dispatcher / Scheduler Van Operator
BOFTE 3EOFTE

75



Santa Cruz Metro - FY 2027-28 Budget and Financial Plan

Operations

The Operations Department coordinates and administers activities related to Santa Cruz METRO's
fixed route bus service. Coordination of functions to meet Federal, State, Local, Inter-regional
Commuter Service, and Santa Cruz METRO organizational and service requirements.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 2,125,338 $ 2,124,050 $ 2,033,720 $ (90,330) (4.3%)
Overtime - - - - 0.0%
Fringe Benefits 1,893,435 1,994,118 2,004,549 10,431  0.5%
Total Personnel $ 4,018,773 $ 4,118,168 $ 4,038,269 $ (79,899) (1.9%)
Non-Personnel
Senices $ 114608 $ 24,838 $ 24613 $ (225) (0.9%)
Materials and Supplies 20,019 24,000 9,000 (15,000) (62.5%)
Utilities 16,480 11,189 11,413 224 2.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 17,900 25,000 14,500 (10,500) (42.0%)
Interest Expense - - - - 0.0%
Leases & Rentals 234,032 127,099 67,023 (60,076) (47.3%)
Total Non-Personnel $ 403,039 $ 212,126 $ 126,549 $ (85,577) (40.3%)
Total Expenses $ 4,421,812 $ 4,330,294 $ 4,164,818 $ (165,476) (3.8%)
Employees (FTE's) 27 25 22

Major priorities are to provide the day-to-day service that empowers our community and customers
by use of public transportation that meets their needs and preserves our environment.
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Chief Operations Officer
1.0FTE

Deputy Director of Operations
1.0 FTE

_ Transit Supervisor
14.0FTE
Assistant Operations Manager - Fixed
Route
1LOFTE
| ! Safety & Training Coordinator
20FTE
Administrative Assistant
10FTE
Administrative Supervisor
10FTE

Payroll Specialist
1OFTE

FY27

22.0

Funded FTE

FY28

22.0
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Bus Operators

The Bus Operators Department coordinates with the Operations department and is the cost center
for our fixed route bus operators.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 14,530,495 $ 13,603,525 $ 13,321,230 $ (282,295) (2.1%)
Owertime 500,030 509,960 480,095 (29,865) (5.9%)
Fringe Benefits 12,507,674 11,054,264 11,227,746 173,482 1.6%
Total Personnel $ 27,538,199 $ 25,167,749 $ 25,029,071 $ (138,678) (0.6%)
Non-Personnel
Senices $ 3,500 $ 44,000 $ 20,000 $ (24,000) (54.5%)
Materials and Supplies 1,000 2,000 3,000 1,000 50.0%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous 6,000 8,500 6,100 (2,400) (28.2%)
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ 10,500 $ 54,500 $ 29,100 $ (25,400) (46.6%)
Total Expenses $ 27,548,699 $ 25,222,249 $ 25,058,171 $ (164,078) (0.7%)
Employees (FTE's) 250 220 203
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Funded FTE

Bus Operators
DIVISION 3300

g Down 17.0 FTE from FY26

Chief Operations Officer
Division 3200

i Deputy Director of Operations
| Division 3200
|

Assistant Operations Manager - Fixed Route
Division 3200

Transit Supervisor
14.0 FTE - Division 3200

Bus Operator
203.0 FTE
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Fleet Maintenance

The Fleet Maintenance Department of Santa Cruz Metropolitan Transit District is dedicated to
providing safe, clean and reliable vehicles to the District and the public through a commitment to
teamwork and professionalism. The Santa Cruz METRO Fleet Maintenance staff implements and
administers the many local, state and federal regulatory compliance programs, such as California
Highway Patrol (CHP) Title 13 and Federal CFR 49 programs required to operate a transit fleet.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ 2,764,986 $ 3,206,203 $ 3,233,865 $ 27,662  0.9%
Overtime - - - - 0.0%
Fringe Benefits 2,470,051 3,087,019 2,982,875 (104,144) (3.4%)
Total Personnel $ 5235037 $ 6,293,222 $ 6,216,740 $ (76,482) (1.2%)
Non-Personnel
Senices $ 991,265 $ 1,823,443 $ 945,481 $ (877,962) (48.1%)
Materials and Supplies 5,542,550 5,424,907 8,390,675 2,965,768 54.7%
Utilities 253,000 290,100 304,605 14,505 5.0%
Casualty & Liability - - - - 0.0%
Taxes 18,900 19,500 20,475 975 5.0%
Miscellaneous 534,474 375,777 71,001 (304,776) (81.1%)
Interest Expense - - - - 0.0%
Leases & Rentals 1,575 1,500 - (1,500) (100.0%)
Total Non-Personnel $ 7,341,764 $ 7,935,227 $ 9,732,237 $ 1,797,010 22.6%
Total Expenses $ 12,576,801 $ 14,228,449 $ 15,948,977 $ 1,720,528 12.1%
Employees (FTE's) 42 47 45

The major priority for the Fleet Maintenance Department is to provide as much availability as
possible for our fleet to our fleet operators and our community. Additionally, keeping current on the
evolving nature of our fleet is important as well.
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Chief Operations Officer
Division 3200

Maintenance Deputy Director

1.OFIE

Senior Accounting Technician
1.0FTE

Mechanic 111
J0FTE
| Lead Mechanic
5.0FTE
Mechanic | - 11
19.0 FTE
Fleet Maintenance Supervisor Vehicle Service Worker | - 11
3.0FTE B.OFTE
| Lead Vehicle Service Worker
2OFTE
Vehicle Service Detailer
20FTE
! Electronic Technician

1.0
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Retirees

This cost center includes the Medical, Dental, Vision and Life insurance for the benefit of Santa
Cruz METRO'’s retired staff.

FY 25 FY 26 FY 27 Increase/(Decrease)
Expenses BUDGET BUDGET BUDGET $ VAR % VAR
Personnel
Labor $ - $ - $ - $ - 0.0%
Overtime - - - - 0.0%
Fringe Benefits 4,524,245 6,307,836 7,479,757 1,171,921 18.6%
Total Personnel $ 4,524,245 $ 6,307,836 $ 7,479,757 $ 1,171,921 18.6%
Non-Personnel
Senices $ - $ - $ - $ - 0.0%
Materials and Supplies - - - - 0.0%
Utilities - - - - 0.0%
Casualty & Liability - - - - 0.0%
Taxes - - - - 0.0%
Miscellaneous - - - - 0.0%
Interest Expense - - - - 0.0%
Leases & Rentals - - - - 0.0%
Total Non-Personnel $ - $ - $ - $ - 0.0%
Total Expenses $ 4,524,245 $ 6,307,836 $ 7,479,757 $ 1,171,921 18.6%

Note: Retired Unfunded Accrued Liability contribution is included in this cost center
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Capital Budget

Overall Capital Budget Approach

The Process to Develop the Capital Budget and prioritize projects for funding is largely driven by

METRO’s strategic plan. As a result, the current focus of capital investment and expansion consists

of:

1. Acquisition and preparation of fifty-three (53) hydrogen buses, including bus wraps.

2. Permanent and temporary hydrogen refueling stations.

3. Investments related to METRO Reimagine such as bus rapid transit enhancements, the
synchronization of traffic lights an redeveloping the Watsonville Station.

4. Miscellaneous fleet replacements, IT investments and facility maintenance to preserve
METRO’s physical and fiscal assets.

Capital Investment - Financial Plan Summary

FY27 and Total

$000’s Project FY27 Budget Beyond Portfolio

Construction Related Projects

Rotkin/Pacific Station Redevelopment $ 500 $ 0 $ 500

Bus Rapid Enhancements 1,500 25,488 26,988

Watsonville Parking Lot 1,249 0 1,249

Watsonville Station Development 987 8,047 9,034

Hydrogen Fueling Station 8,203 0 8,203

Temporary Hydrogen Fueling Station 1,941 0 1,941
Total Construction Related Projects $ 14,380 $ 33,535 $ 47,915
IT Projects

Contactless Fare Payment Systems $ 250 $ 0 $ 250

Hastus Upgrade by Cshed 500 0 500
Total IT Projects $ 750 $ 0 $ 750
Revenue Vehicles

9 - 60" Hydrogen Fuel Cell Buses $ 7,850 $ 0 $ 7,850

8 - Paracruz Vans 1,440 0 1,440
Total Revenue Vehicles $ 9,290 $ 0 $ 9,290
Fleet & Maint Equipment

Real-time Passenger Information Display $ 326 $ 0 $ 326
Total Fleet & Maint Equipment $ 326 $ 0 $ 326
Miscellaneous

Capital Contingency $ 500 $ 500 $ 1,000
Total Miscellaneous $ 500 $ 500 $ 1,000

Total Capital Projects $ 25,247 $ 34,035 $ 59,282
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Sources of Capital Funds

METRO’s capital improvements program is largely funded by grants. The funding for the current
capital budget portfolio is illustrated and described below.

Measure D
1.3% CEC  AHSCSTI VW GRANT Portfolio total - $59.3M
Federal Tax Rebate EnergliZe 2.2%
0.3% 0.9%

Clean CA

SB1 SCCP
23.3%

Operating and Capital
Reserve Fund
12.9%

Federal Grants (FTA)
10.4%

STA-SG
(sB1)
1.9%

Local Partnership
Program (LPP)

REAP 2.0

2.2% Q.37
Federal Grants (FTA) $ 6.1 | REAP 2.0 $ 05 TIRCP $ 23.6
Local Partnership Program (LPP) 1.3 STA-SGR (SB1) 1.1 AHSC STI 1.3
Operating and Capital Reserve 7.6 Clean CA Grant 0.3 VW GRANT 1.9
SB1 SCCP 13.8 | Federal Tax Rebate 0.2 RSTPX 0.1
Measure D 0.8 | CEC EnergliZe 0.6 Total $ 59.3

Sources of Capital Funds Acronyms:

ASHC - Affordable Housing and Sustainable Communities

CEC EnergllZe - California Energy Commission - Energy Infrastructure Incentives for Zero-Emission
REAP - Regional Early Action Planning

RSTPX - Regional Surface Transportation Program Exchange

STA-SGR - State Transit Assistance — State of Good Repair

TIRCP - Transit and Intercity Rail Capital Program

SB1 SCCP - Senate Bill 1: Solutions for Congested Corridors Program

Clean CA Grant - Clean California Grant (beautify and improve public spaces)

VW Grant - Volkswagen Environmental Mitigation Trust for California (see notes in CFO budget
message)
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Descriptions of Significant, Non-Recurring Capital Projects

1.

Fifty-three hydrogen buses - $69 million
In December 2023 METRO agreed to acquire forty-four (44) 40-foot and nine (9) 60-foot
hydrogen buses from New Flyer. The price ranges from $1.5 million to $2.2 million for each
bus. Funding for the buses
comes from Federal, TIRCP,
! STA-SGR, Measure D, HVIP
and the VW Mitigation Fund.
The reimbursement process
and timing for the buses is
different among the funding
sources. Federal grants can
be pulled down within a
week. HVIP funds are paid
directly to New Flyer and METRO pays the remaining balance at time of acceptance. The
final payment, the VW Mitigation Fund of $480K per bus, is paid 90 days after METRO takes
a bus out of service and has it destroyed.
¢ In addition, $575K is budgeted to provide wraps for the buses consistent with METRO’s
image and marketing of its fleet.

Hydrogen Refueling Stations - $17 million

The move to fuel cell electric hydrogen technology requires new refueling stations. As a
result, METRO will need to first complete a “temporary refueling” station in order to place
these new zero-
emission buses into
service. Atthe same
time, METRO
advertised for and
selected a vendor to
begin work on the
permanent refueling
solution. The
contracts also include
other elements (such
as warranties and fuel ; .
contractswhichare [ e e e
not part of this capital budget). The amount of the temporary fuel facility and services
agreement is $4.7 million while the balance relates to the permanent refueling solution.

/
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3. Rapid Bus Enhancements - $27
This METRO-led initiative is a focused effort to update and optimize transportation
infrastructure county-wide. This
project aims to make transit
between Santa Cruz and
Watsonville faster, safer and
more reliable. Robust
Community engagement and
feedback were integral to
shaping the scope and goals of
this project. Focused primarily
on the ridership-heavy Bus 1 &
2 corridors, the project targets
a series of eight roadway,
transit, and pedestrian
investments designed to reduce bus travel times by up to 40%. Key improvements include:

e Bus Stop Consolidation & Relocation: Optimizing stop spacing to roughly 1/3-mile
to minimize time spent pulling over.

e Enhanced Infrastructure: Installing bus bulbs and boarding islands so buses can
stop in-lane without getting stuck in traffic.

e Transit Priority Technologies: Upgrading traffic signals with Transit Signal Priority
(TSP) to hold green lights for approaching buses, alongside constructing queue jump
lanes and bus-only lanes.

o Safety Upgrades: Adding high-visibility crosswalks, flashing beacons, and upgraded
bike/pedestrian paths to double the number of residents living near premium-
amenity bus stops.

4. Other capital improvements

In FY27 METRO will be modernizing the way it manages
operations by updating its HASTUS software, improving
accessibility with Real-time passenger information
display, and adding ease and convenience with its new
Tap2Cruz payment system. Buses will be outfitted with a
payment terminal that will allow passengers to pay with
credit or with debit cards at time of boarding. Reducing
wait times and friction at passenger pick-ups.

sun
T wsmeace (1

Note: METRO develops its capital improvement plans around the strategic initiatives and related
outside funding that enable its continued expansion of contemporary solutions to transportation
needs for out community. As a result, capital budgets are project driven and other than recurring
capital needs (such as vehicle replacements or facility major maintenance) not programmed
further into the future.
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Anticipated Operating Budget Impacts from Completed Capital Projects

The capital investments made by METRO are largely in support of service expansion and
enhancement. As a result, the related operating costs are an important consideration. There are
significant relationships and cost drivers initiated by the Strategic Plan, METRO Reimagine and the
initiatives to reduce the carbon footprint. These are anticipated in METRO’s operating budgets and
in the long-range financial plan for METRO operations. Increases in headcount and related costs are
a clear element of the proposed and future budgets.

==7. S
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Debt Service
Legal limits on debt for METRO and the authority to issue debt

Articles 10 and 11 of Chapter 3 of Part 1 of Division 2 of Title 5, Sections 53570 and 53580 of the
Government Code of the State of California provide authority for metropolitan transit districts to
incur debt upon the affirmative declaration of the Board of Directors by resolution.

Bond ratings

The most recent credit rating on Santa Cruz METRO debt was AA from Standard and Poors related to
its issuance of Pension Obligation Bonds in 2022.

Existing debt

The following is a summary of Santa Cruz Metro’s long-term debt as of June 30, 2025:

Balance Balance Due Within

June 30, 2024 Additions Payments June 30, 2025 One Year
Lease Liability (Note 14) $ 520,707 $ - $ (288,082) § 232,625 $ 162,701
Subscription Liabilities (Note 14) 3,172,840 - (296,566) 2,876,274 393,069
Pension Obligation Bonds 46,265,000 - (2,750,000) 43,515,000 2,805,000
Total Long-Term Debt $ 49,958,547 $ - $ (3,334,648) $ 46,623,899 $ 3,360,770

The Purposes of the Existing Debt:

Pension Obligation Bonds - In 2022 METRO issued pension obligation bonds to reduce its pension
unfunded actuarial liability, with the intended purpose of achieving interest rate savings by issuing
the bonds at rates which would be less than the assumed rate of return on the proceeds. These
were Sales Tax Revenue Bonds which proceeds are placed under an Indenture of Trust with
proceeds used to repay the unfunded accrued actuarial liability to CalPERS in March 2022. The
bonds are solely secured by Measure G sales tax (0.5% sales tax on Santa Cruz County) revenues of
the district. The annual requirements to amortize the bonds are:

Fiscal
Year
2026 2,805,000] 1,342,107| 4,147,107
2027 2,870,000] 1,277,638] 4,147,638
2028 2,940,000] 1,207,319 4,147,319
2029 3,015,000] 1,130,745| 4,145,745
2030-34] 16,495,000] 4,238,967 20,733,967
2035-39] 15,390,000] 1,189,416] 16,569,416
Total | 43,515,000} 10,386,192| 53,891,192

Principal Interest Total
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Appendices

Glossary of Key Terms and Acronyms

Accessibility
1) The extent to which facilities are barrier free and usable by disabled persons, including wheelchair users.

2) A measure of the ability or ease of all people to travel among various origins and destinations.

ACFR (Annual Comprehensive Financial Report)
Refers to a report containing financial statements and statistical data that provides full disclosure of all
material financial operations of Metro in conformity with generally accepted accounting principles.

Accessible Service
Buses, vans, or other vehicles operating in regular service with lowered floors, wheelchair ramps, kneeling
functions, or other devices that permit passengers with disabilities to use the service.

ADA (Americans With Disabilities Act)

Refers to Federal civil rights legislation passed in 1990 that requires public transportation services to be
accessible to, and usable by, persons with disabilities. In compliance, Santa Cruz Metro operates a bus fleet
equipped with passenger lifts and wheelchair tie-downs, and also operates parallel para-transit service for
those who cannot use the fixed-route bus system.

Alternative Fuel
A non-petroleum fuel used to power transit vehicles. Usually refers to alcohol fuels, biomass fuels, and
hydrogen.

Appropriation

The act of creating authority by the Board to staff of Metro to incur expenditures and obligations on behalf of
the agency.

An act of Congress that permits federal agencies to incur obligations and make payments for specific
purposes.

Automatic Passenger Counts (APC)

A technology installed on transit vehicles that counts the number of boarding and alighting passengers at
each stop while also noting the time. Passengers are counted using pulse beams located at each door. Stop
location is generally identified through use of global positioning systems (GPS) in combination with vehicle
odometers.

Automatic Vehicle Location (AVL)

A system that senses and monitors the real-time location of transit vehicles carrying special electronic
equipment that communicates a signal back to a central control facility. The system locates the vehicle and
provides other information about its operations and its mechanical condition.

Balanced Budget
A balanced operating budget, in which total projected operating and unrestricted revenues equal total
budgeted operating expenditures, including interest expense, will be prepared.
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Bid (Pick)
The selection process by which transit motor coach operators are allowed to select new work assignments in
the next (forthcoming) schedule. Also, called pick or sign-up.

Board
The governing body of Santa Cruz Metro.

To go onto or into a transit vehicle. Plural noun: “Boardings”

Boarding Riders
Refers to the number of passengers boarding a particular route on any one trip. One passenger round trip
equals two riders. The number of boarding riders is used to help determine the frequency of buses on the line.

Bus
A rubber-tired road vehicle designed to carry a substantial number of passengers (i.e. 14 or more), commonly
operated on streets and highways for public transportation service. Plural: buses.

Bus Class

Refers to a vehicle type of bus: high floor, low floor, over the road coach, vans, or an articulated bus. Bus class
can also refer to size: 30-foot, 35-foot, 40-foot, 45-foot, and 60-foot. Sometimes the two terms are used
together, for example, “30-foot low floor.” Vans are used for ADA (Americans With Disability Act) riders and
riders who live in less accessible areas of the RTD service area. High capacity buses (articulateds and 40-foot
low floors) are assigned to run on heavily populated lines.

Bus Driver
An employee of a transit system who spends his or her working day in the operation of a vehicle,

Bus Pullout
Cutout on the side of the road designed to permit a transit vehicle to dwell at a curb.

Bus Shelter
A structure constructed near a bus stop to provide seating and protection from the weather for the
convenience of waiting passengers.

Bus Stop
A curbside area where passengers board or alight transit vehicles.C

Capital Costs
Costs of long-term assets of a public transit system such as property, buildings, vehicles, etc.

Capital Improvement Program
The list of capital projects for a five-to-twenty-year programming period.

Capital Project
Construction and/or procurement of assets, such as transit centers, transit vehicles, etc.

CNCT (Compressed Natural Gas)

Compressed natural gas (CNG) (methane stored at high pressure) is a fuel which can be used in place of
gasoline (petrol), Diesel fuel and propane/LPG. CNG combustion produces fewer undesirable gases than the
fuels mentioned above. It is safer than other fuels in the event of a spill, because natural gas is lighter than air
and disperses quickly when released.
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Computer Aided Dispatch(CAD)
Trip scheduling software that employs an algorithm to most efficiently plan multiple passenger transit trips.
CAD most often used in scheduling demand response, para-transit and dial-a-ride services

Corridor
A broad geographical band that follows a general directional flow or connects major sources of trips. It may
contain a number of streets and highways and many transit lines and routes.

Deadhead Operation

Refers to non-revenue time when a bus is not carrying passengers, usually a trip from, to, or between lines or
garages. Usually this refers to the trip between the home division garage to the point where the bus begins or
ends its route.

Deadhead Time

There are two types of deadhead bus service (also called non-revenue service) 1. Bus travel time between the
garage and a terminus point where revenue service begins or ends; 2. Bus travel time between the end of
service on one route and the beginning of another.

Disabled

With respect to an individual, a physical or mental impairment that substantially limits one or more of the
major life activities of such an individual; a record of such an impairment; or being regarded as having such
an impairment.

Discretionary Funding
Subject to the discretion of legislators or an administrator. The federal Section 5309 New Starts Program is an
example of a discretionary program.

Deviated (or Flex) Route Service

Modified fixed-route transit services that deviates up to % of a mile from the fixed-route to accommodate and
provide additional access to the regional transit system. Service can be used by all passengers with a sliding
fee scale related to mobility and ADA-certification. Service satisfies the required ADA-complementary para-
transit requirements as related to public transit provision.

Earmark
A congressional directive that funds should be spent on a specific project.

Express Service

A service generally connecting residential areas or other trip generators via a high speed, non-stop
connection with limited stops at each end for collection and distribution of passengers. Collection can be
exclusively or partially undertaken using Park-&-Ride facilities. Stops are served as express if less than 50% of
the route’s overall bus stops are served.

Extra Board
Refers to operators who have no specific run but are used to cover unassigned runs or runs left open because
of an absence of assigned operators.

Fare
Payment in the form of coins, bills and tokens collected for transit rides.
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Farebox
A device that accepts the coins, bills, tickets and tokens given by passengers as payment for rides.

Fare Collection System
The method by which fares are collected and accounted for in a public transportation system.

Fare Elasticity
The extent to which ridership responds to fare increases or decreases.

Fare Structure
The system set up to determine how much is to be paid by various passengers using the system at any given
time.

Farebox Recovery Ratio
A measure of the proportion of transit operating expenses covered by passenger fares. It is calculated by
dividing a transit operator’s fare box revenue by its total operating expenses.

Farebox Revenue
The total value of cash, tickets and pass receipts given by passengers as payment for public transit rides.

Federal Funding- 5304
Formula funding to support statewide and non-metropolitan planning efforts and programs.

Federal Funding- 5307
Formula funding to support transit operating and capital expenses in urbanized areas and for transportation-
related planning. Urbanized area defined as an incorporated area of 50,000 or more population

Federal Funding- 5309

Discretionary funding. Provides funding to local communities to integrate land use and transportation
planning with a transit capital investment that will seek funding through the Capital Investment Grant (CIG)
Program.

Federal Funding- 5310

Formula funding to states for the purpose of assisting private nonprofit groups in meeting transportation
needs of the elderly and persons with disabilities. Focus of program is on enhanced mobility of seniors and
individuals with disabilities.

Federal Funding- 5311

Provides capital, planning, and operating assistance to states to support public transportation in rural areas
with populations less than 50,000, where many residents often rely on public transit to reach their
destinations.

Federal Funding-5311(j) or 5311(c)

Tribal Transit Program (TTP) has a formula and discretionary funding program option. TTP continues to be a
set-aside from the 5311 Formula Grants for Rural Areas program but now consists of a $30 million formula
program and a $5 million competitive grant program subject to the availability of appropriations.

Federal Transit Administration (FTA)
A part of the U.S. Department of Transportation (DOT) which administers the federal program of financial
assistance to public transit.
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Feeder Line
Refers to a bus line that services neighborhoods and crosses trunk lines offering transfer opportunity.

Feeder Service
Service that picks up and delivers passengers to another mode of service such as an express bus, transit
center, Park-&-Ride lot, or fixed-route bus.

FHWA (Federal Highway Administration)
The Federal Highway Administration (FHWA) is a division of the United States Department of Transportation
that specializes in highway transportation.

Fiscal Year (FY)

Ayearly accounting period designated by the calendar year in which it ends (e.g. FY 2017). The fiscal year for
the federal government runs from October 1 through September 30. The State of New Mexico and the NCRTD
fiscal year runs from July 1 through June 30.

Fixed Cost
An indirect cost that remains relatively constant irrespective of the level of operational activity.

Fixed-Route Service
Transit service provided along a specific route on a repetitive schedule with vehicles stopping to pick up or
deliver passengers at designated locations placed at intervals along the route.

Fleet
The vehicles used in a transit system, including buses, rail cars, etc (Also, called rolling stock).

Flex Route Service (See Deviated Route Service)

Frequency of Service
The amount of time scheduled between consecutive vehicles on a given route segment (i.e. how often the bus
comes). (Also, called “headway”)

FTE (Full-time Equivalent)
The ratio of the total number of paid hours during a period (part time, full time, contracted) by the number of
working hours in that period Mondays through Fridays.

FULLACCRUAL

Is a basis of accounting in which revenue is recorded when earned and expenses recognized in the period
incurred, without regard to the time of receipt or payment of cash (e.g., accrue if work is done but invoice not
received).

FUND BALANCE
The difference between total assets and total liabilities of an entity. These differences can be accumulated
each fiscal year and used by the entity in future budgets as a source of funding.

Also referred to as “net position.”

Garage
The place where revenue vehicles are stored and maintained and from where they are dispatched and
recovered for the delivery of scheduled service.
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GASB (Governmental Accounting Standard Board)

The GASB develops and issues accounting standards through a transparent and inclusive process intended
to promote financial reporting that provides useful information to taxpayers, public officials, investors, and
others who use financial reports.

GFOA (Government Finance Officer Association)
The Government Finance Officers Association (GFOA), founded in 1906, represents public finance officials
throughout the United States and Canada.

GIS (Geographical Information System)
A geographic information system (GIS) is a system designed to capture, store, manipulate, analyze, manage,
and present spatial or geographic data.

GTFS (General Transit Feed Specification)
Route data provided to Google (or other GTFS map agency) so that it can be populated in its maps so a person
can plan a trip using public transit

Headway

The scheduled time interval between any two revenue vehicles operating in the same direction on a route.
Headways may be LOAD driven (i.e. developed on the basis of demand and loading standards) or POLICY
based (i.e. dictated by policy decisions such as service every 30 minutes during the peak periods and every
60 minutes during the base period). (Also, called “frequency of service”)

High Occupancy Vehicle (HOV)
Vehicles that can carry more than two persons. Examples of high-occupancy vehicles are buses, vanpools,
and carpools.134 | NCRTD BUDGET 2025

Hub-&-Spoke System
Local or express service designed primarily to connect the Central Business Districts with outlying areas.
(Also, called “radial service”)

HVAC (Heating, ventilation and air conditioning)

IFB (Intention for Bid)

Communications, written or oral by the prospective organizations and/or individuals indicating their
willingness to perform the specified work. This could be a letter, statement of qualifications or response to a
request for proposal/quotation.

Incident
Traffic or passenger accident that include collisions with other vehicles, pedestrians or fixed object, and
passenger accidents while boarding, on-board, or disembarking the transit vehicle.

Interlining

The use of the same revenue vehicle and/or operator on more than one route without going back to the
garage. Interlining is often used to minimize vehicle requirements and to provide transfer enhancement for
passengers. For interlining to be feasible, two (or more) routes must share a common terminal or be
reasonably proximate to each other.

Intermodal
Switching from one form of transportation to another.
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Intermodal Facility
A building or site specifically designed to accommodate the meeting of two or more transit modes of travel.

Intelligent Transportation System (ITS)
Software and hardware used to proactively plan, monitor in real-time and review after the fact.

Kiss & Ride
A place where commuters are driven and left at a station, Park-&-Ride lot, etc., to board a public
transportation vehicle.

Layover
Layover time serves two major functions: recovery time for the schedule to help ensure on-time departure for
the next trip and operator break time between trips.

Layover zone
Refers to a designated stopover point at or near the end of the line for bus drivers to rest between trips.

Lifts (ADA lifts on buses)
A wheelchair lift, also known as a platform lift, or vertical platform lift is a fully powered device designed to
raise a wheelchair and its occupant in order to overcome a step or similar vertical barrier.

Limited Service
Transit service where designated vehicles stop at 81-100% of the bus stops designated on a given route.

Linked Passenger Trips

A linked passenger trip is a trip from origin to destination on the transit system. Even if a passenger must
make several transfers during a one-way journey, the trip is counted as one linked trip on the system.
Unlinked passenger trips count each boarding as a separate trip regardless of transfers.

Load Factor
The ratio of passengers carried versus the total passenger seating capacity of a vehicle. A load factor of
greater than 1.0 indicates that there are standees on that vehicle.

Local Service
A type of operation that involves frequent stops and lower speeds. The purpose of local service is to pick up
transit passengers as close to their origins or destinations as possible.

Long Range Strategic Plan (LRSP)

Overarching plan outlining NCRTD and its long-term goals, objectives and strategies. Plan incorporates land-
use, demographics and community needs, partnership and collaboration and funding opportunities and
fiscal implications.

Loop

Refers to a portion of a bus line where the driver operates a segment in one direction only. Passengers may
only board on one side of the loop. Loops are sometimes required due to lack of pavement accessibility, or
when no off-street turn-around is available.

LOS (Level of Service)
Refers to a measure of congestion that compares actual or projected traffic volume with the maximum
capacity of the intersection or road in question. LOS is rated from A (free-flowing traffic) to F (gridlock).
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Low-Floor Vehicle

Refers to a bus that does not have steps. Building a bus floor at one level between the front to rear doors
allows passengers to enter and exit more quickly. The addition of steps usually adds boarding and alighting
time, especially for passengers with limited mobility.

Maximum Load Point

The location(s) along a route where the vehicle passenger load is the greatest. The maximum load point(s)
generally differ by direction and may also be unique to each of the daily operating periods. Long or complex
routes may have multiple maximum load points.

Missed Trip
A schedule trip that did not operate for a variety of reasons, including vehicle failure, dispatch error, traffic,
accident, or other unforeseen reason.

Mobile Data Terminals (MDTs)

Small computers installed in transit vehicles which permit instantaneous, wireless communication between
dispatchers and vehicle operators to transmit schedules. MDTs are used to report passenger pickups and
drop-offs. MDTs may be paired with Automatic Vehicles Locators (AVLs) which provide the time, location,
speed, direction, and odometer reading for each trip, as well as providing real time information regarding
vehicle location, allowing for schedule modifications when needed. (Also, see “Automatic Vehicle Locators.”)

Mode
A particular form of travel (e.g. bus commuter tail, train, bicycle, walking or automobile).

Metropolitan Planning Organization (MPO)
Federally mandated and federally funded transportation policy-making organization in the United States that
is made up of representatives from local government and governmental transportation authorities.

Mode Split

The proportion of people that use each of the various modes of transportation in a region. Frequently used to
describe the percentage of people using private automobiles as opposed to the percentage using public
transportation.

Model
An analytical tool used by transportation planners to assist in making forecasts of land use, economic
activity, and travel activity.

Monthly Pass
A prepaid fare card, valid for unlimited riding for a one-month period.

Multimodal

Refers to the availability of multiple transportation options, especially within a system or corridor. A
multimodal approach to transportation planning focuses on the most efficient way of getting people or goods
from place to place by means other than privately owned vehicles; by bus, trolley, light rail, streetcar, cable
car, and/or ferry systems.

Network
The configuration of streets or transit routes and stops that constitutes the total system.
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Nodes
Refers to a term used by schedulers to define the actual time a bus arrives at a designated stop or time point.

Notice of Funding Availiability (NOFA) or Notice of Funding Opportunity (NOFO)
Periodic posting within the Federal Register that identifies and calls out new or recurring funding options.

Off-Peak Period
Non-rush-hour periods of the day when travel activity is generally lower and less transit service is scheduled.

Operating Cost
The total costs to operate and maintain a transit system including labor, fuel, maintenance, wages and
salaries, employee benefits, taxes, etc

Operating Expenses
Monies paid in salaries and wages, settlement of claims, maintenance of equipment and buildings, and
rentals of equipment and facilities.

Operating Ratio
A measure of transit system expense recovery obtained by dividing total operating revenues by total operating
expenses.

Operating Revenue
Revenue derived from passenger fares, state and federal funding, local taxes, and third-party payments.

Operations
Maintaining the ongoing functions of an agency or service.

Paddle
Refers to the schedule for each driver showing all trips in a day, including arrival and departure times. Bus
Drivers use the paddle to help maintain their schedule. Also called a Driver’s “piece of work” or “run.

Para-transit
Transportation service required by the American with Disabilities Act of 1990 for individuals with disabilities
who are unable to use fixed-route transit systems. The service must be comparable to the fixed-route service.

Park-&-Ride
A parking area for automobile drivers who then use transit vehicles to reach their destinations.

Pass
A means of transit prepayment, usually a card that carries some identification that is displayed to the driver
or conductor in place of paying a cash fare.

Passenger
A person who rides a transit vehicle, excluding the driver.

Passenger Miles

A measure of service usage which represents the total of the distances ridden by each passenger. It is
normally calculated by multiplying the number of passengers on a vehicle by the distance between those
individuals’ bus stops. Example: ten passengers riding in a transit vehicle for two miles equals 20 passenger
miles.
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Passenger Revenue
Fares paid by passengers traveling aboard transit vehicles. (Also, called “farebox revenue.”)

Peak Period
Rush hour period(s) of the day when travel activity is generally increased and transit service levels are
adjusted to meet high levels of ridership.

Peak Service

Refers to weekday a.m. and p.m. service during commute hours to carry a maximum number of passengers.
Commute or peak hours are defined as time between 6 and 9 a.m. in the morning, and between 4 and 7 p.m.
at night.

Platform hours
Refers to the total scheduled time a bus spends from pull-out to pull-in at the division. Platform hours are
used as a benchmark to calculate the efficiency of service by comparing “pay to platform” hours.

Posttrip time
Refers to the time allotted to all bus Drivers after pullin time to park the bus, and to walk-through the bus for a
final spot check, including closing windows, verify and report any vehicle issues.

Pre-trip time
Refers to the time allotted to all bus Drivers before pullout time to park the bus, and to walk-through the bus
for a spot check, verify and report any existing vehicle issues.

Pullin
Refers to the time a bus is scheduled to return to the garage.

Pullout
Refers to the time a bus is scheduled to leave the garage.

Recovery Time

A planned time allowance between the ending time of a completed trip and the departure time of the next
trip. This extra time allows the route to return to schedulg, if traffic, loading, or other conditions made the trip
fall behind schedule.

Report Time
Refers to the allotted time before a bus is due to leave the garage.

Reserve
Funds or material set aside or saved for future use

Revenue
Monies derived from, or for the operation of, transit service, including farebox revenue, operating assistance
from governments, and funding from other sources.

Revenue Hours (Also known as Revenue service)
Refers to all scheduled time a bus spends serving passengers, which can also be defined as platform hours
minus deadhead and layover time.

Revenue Miles
Miles operated by transit vehicles while available for passenger service.
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Revenue Passenger
In systems that require fares, s passenger from whom a fare is collected.

Revenue Service
The period of time when a transit vehicle is in operation over a route and is available to the public for
transport.

Reverse Commute
Travel movement in a direction opposite to the main flow of travel, such as from a downtown area to a city’s
outskirts during the morning commute hour.

RFP (Request for Proposal)

Arequest for proposal (RFP) is a document that solicits proposal, often made through a bidding process, by
an agency or company interested in procurement of a commodity, service or valuable asset, to potential
suppliers to submit business proposals.

RFQ (Request for Quote)

A request for quotation (RFQ) is a standard business process whose purpose is to invite suppliers into a
bidding process to bid on specific products or services. RFQ generally means the same thing as IFB (Invitation
For Bid). An RFQ typically involves more than the price peritem.

Ridership
The number of rides taken by people using a public transportation system in a given time period.

Ridesharing
A form of transportation in which more than one person shares the use of a vehicle such as avan or car to
make a trip. Bus/rail/etc. trips are not considered to be ridesharing.

Roadcall
A mechanical failure of a bus in revenue service that causes a delay which necessitates removing the bus
from service until repairs are made.

Round Trip
Refers to one inbound, plus one outbound trip (unless a loop route), equals one round trip or cycle

Route
A specified path taken by a transit vehicle (usually designated by a number or a name) along which
passengers are picked up or discharged. (Also, called a “line”)

Route Miles
The total number of miles included in a fixed-route transit system network.

RTD (Regional Transit District)

A transit district or transit authority is a special-purpose district organized as either a corporation chartered
by statute, or a government agency, created for the purpose of providing public transportation within a
specific region.

RTPO
Federally mandated and federally funded transportation policy-making organization in the United States that
is made up of representatives from local government and governmental transportation authorities.
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Run - (See Paddle)

Run-cut Refers to the process, normally performed four times a year, of generating daily bus driver work
assignments in a cost-efficient manner to meet all contract requirements negotiated between the union and
district. Run-cutting software is used to generate assignments that may be reset until they fulfill the
requirements of all participating parties.

Running Time
Refers to time allowed between any two points, such as from time point to time point, or from end-of-line to
end-of -line.

Schedule

A document created by the transit agency (not the public timetable) that shows the time of each revenue trip
through designated time points. Many agencies include additional information such as route descriptions,
deadhead times and amounts, through-routing information, run numbers, etc. (Also, called “headway sheet”,

” «

“master schedule”, “operating schedule”)

Scheduling
The planning of vehicle arrivals and departures and the operators for these vehicles to meet consumer
demand along specified routes.

Service Area
A geographic area which is provided with transit services. Service area is now defined consistent with ADA
requirements.

Service Standards
Benchmarks by which transit service operational performance is evaluated. These standards are set by the
agency’s Board of Directors.

Shortline
Refers to a trip that doesn’t go to the furthest point of the line, due to passenger load and schedule
adherence. The practice of shortlining is determined on a management level and is typically not allowed.

Span of Service
The range of hours over which transit service is operated (such as 6:00 a.m. - 11:30 p.m.) Service span often
varies by day of the week (i.e. weekday vs. weekend).

Spread Time
Refers to the total time from the start of a driver assignment to its end, whether a bus is in service or not.

SRTP (Short Range Transit Plan)
Refers to a capital and operating plan produced biennially with a 5-year horizon, prepared to qualify for
federal, state, and local funding.

Subsidy
Funds granted by local, state or federal governments.

Supervisor
The individual who is responsible for keeping transit vehicles on schedule.
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Terminal
Bus stop at the end of a one way transit trip.

Timed transfer

A location where two or more routes come together at the same time to provide synchronized transfer
connections. A short layover may be provided at the timed transfer point to ensure the connection.
Coordinated transfers become increasingly important where service frequencies are below 20 minutes and
hub-and-spoke networks are used.

Timepoint
A time and location published in the public route schedule where a transit vehicle can arrive before, but not
leave earlier than, the stated time as indicated.

Total Miles
Includes revenue, deadhead, and yard (maintenance and servicing) miles.

Transfer
A slip of paper or ticket issued to a passenger that gives her/him the right to change from one transit vehicle to
another according to specified limitations in order to complete a trip.

Transfer Passenger
A passenger who transfers to a route after paying a fare on another route.

Transfer Point
Refers to a point where bus lines intersect and passengers can transfer to another line.

Transit Center
A fixed location where passengers transfer from one route to another. (sometimes called a Park and Ride)

Transit Dependent Passenger
Someone who must use public transportation for her/his travel.

Transit Priority
A means by which transit vehicles are given an advantage over other traffic, e.g., preemption of traffic signals
or transit priority lanes.

Travel Time
Refers to paid time that allows a bus driver to travel from relief point to garage or from garage to relief point.

Travel Training
Program to provide training and information to the public on how to effectively use public transit.

Trigger box
Mapped area around the bus stop used to notify Operations that the bus has traveled to and arrived at the
designated location.

Trip
The one-way operation of a revenue vehicle between two terminal points on a route. Trips are generally noted
as inbound, outbound, northbound, southbound, etc., to identify directionality when being communicated.
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Trip Generator
An area with high population and concentrated activities which generates a large number of trips (e.g., central
business districts, shopping centers, business or industrial parks, recreational facilities).

TTP (Federal Funding 5311-C)

The Formula Grants for Rural Areas program provides capital, planning, and operating assistance to states to
support public transportation in rural areas with populations of less than 50,000, where many residents often
rely on public transit to reach their destinations.

Unlinked Passenger Trips

The total number of passengers who board public transit vehicles. A passenger is counted each time he/she
boards a revenue vehicle even though the boarding may be the result of a transfer from another route to
complete the same one-way journey.

Variable Cost
A cost that varies in relation to the level of operational activity.

Vehicle Hours
The total hours of travel by a transit vehicle, including both revenue service and deadhead travel.

Vehicle Miles
The total number of miles traveled by a vehicle, which are usually calculated by mode.

Vehicle Revenue Hour

A measure of scheduled hours of service available to passengers for transport on a route. Equivalent to one
transit vehicle traveling one hour in revenue service, excluding deadhead hours, but including
recovery/layover time. Calculated for each route.

VMT (Vehicle Miles Traveled)

Refers to the numbers of cars that are on the road at the same time in the same area. The greater the number,
the worse the congestion will be. Reducing the growth of VMT can help ease traffic congestion and improve
air quality.

*This Glossary is intended for the District’s internal use. Nothing herein is intended to, nor shall be deemed to
supersede, contradict or amend contracts, legal requirements or the Districts established rules, regulations,
policies and practices.
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Demographics

Santa Cruz is home to a diverse population, including students attending the University of
California — Santa Cruz.

Population
Growth Percentage
Population Rate I (of total)
2025 258,852 -0.98% White 53.3%
2024 261,417 -0.72% Hispanic or Latino 35.8%
2023 263,322 -0.93% Asian 5.8%
2022 265,786 1.79% Two or more races 6.9%
2021 261,109 -3.92% American Indian / Alaskan Native 3.6%
2020 271,758 -0.41% Black or African American 1.9%
2019 272,870 -0.31% Native Hawaiian or Pacific Islander 0.3%
2018 [ 273,713 [ -0.42%
2017 274,865 0.14% Average Household Income $109,266
2016 274,476 0.36% Average Household Size 3.1 people
Median Household Income $107,893
Median Age 39.7 Median Value of Owner-occupied Housing | $1,027,500

Source: US Census Bureau

County Labor Force

Since March 2020, the labor force across Santa Cruz County has declined over 3 percent as shown
in Chart 1. Although the employment rate is 95 percent, the countywide labor force is 7 percent
lower than its peak in 2019.
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Economic: Real Gross Domestic Product (GDP)

After a sharp drop during the pandemic, real GDP rebounded strongly in 2021 with a 7.9% increase
but has since flattened—contracting slightly in 2022 and growing by just 0.7% in 2023 to reach
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Housing: Multifamily Supply and Annual Rent Growth
Tracking new apartment construction alongside rent trends helps illustrate housing supply and
affordability pressures. In Santa Cruz County, rents surged in 2021 and early 2022, with three
Multifamily Supply and Annual Rent Growth consecutive
County: Santa Cruz quarters of annual
growth above 8%,
while new
deliveries

300 6% remained limited.
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interest rate

period. This lag
between rent spikes and supply underscores how delayed development can exacerbate
affordability challenges and highlights the importance of streamlining housing production.
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Housing: Single-Family Homes: Supply and Demand

Single-family home prices and inventory levels help illustrate the balance between housing supply
and demand. In Santa Cruz County, the median home price reached $1.42 million in April 2024—
nearly triple the $495,000 recorded in January 2010—while the unsold inventory index has
consistently hovered around 3%, far below a balanced market. This persistent mismatch between
supply and demand has made homeownership increasingly out of reach and continues to push
more households into the rental market, adding pressure to multifamily housing and overall
affordability.

Single-Family Homes: Supply and Demand

County: Santa Cruz
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