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Capitola, CA 95010

Watsonville

475 Rodriguez Street
Watsonville, CA 95076
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Santa Cruz METRO Quick Facts FY 10
As of 6/30/10

Board Members 12
Employees 308
Fixed Routes 40
Fixed Route Peak Pullout 85
Bus Stops 999
Fixed Route Rider ship 5,745,945
Revenue Miles 3,781,208
Revenue Hours 243,261
Passengers per Hour 23.62

Operating Expenses $ 35,058,564
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Ridership Performance by Service Area Projected FY11

as of May 2011
Passengers
Trip Hrs % Ridership % per Hour

Local Santa Cruz 4,364 2.72% 85,376 1.58% 19.56
UCsC 33,687 20.97% 2,397,609 44.33% 7117
Scotts Valley/San Lorenzo Valley 21,716 13.52% 435,175 8.05% 20.04
North Coast 3,432 2.14% 43,233 0.80% 12.60
Mid County 3,626 2.26% 54,742 1.01% 15.10
Live Oak 14,356 8.94% 380,682 7.04% 26.52
Cabrillo /South County 52,321 32.57% 1,529,137 28.27% 29.23
Local Watsonville 10,251 6.38% 177,368 3.28% 17.30
Highway 17 16,904 10.52% 304,772 5.64% 18.03
TOTAL 160,657 = 100.00% 5,408,094 = 100.00% 33.66

Service Distribution:
Highway 17 Local Santa Cruz,

0,
Local Watsonville 20.97%

6.38% \

Scotts Valley/San
Lorenzo Valley
13.52%

Cabrillo /South

County North Coast
32.57% 2.14%
Live Oak Mid County
2.26%

8.94%
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FY12 FINAL BUDGET HIGHLIGHTS

The Santa Cruz Metropolitan Transit District (Santa Cruz METRO) is aspecia district of
the State of California operating fixed route bus service and Paratransit service
throughout Santa Cruz County. Santa Cruz METRO aso operates the Highway 17
Express bus service to Santa Clara County in cooperation with the Santa Clara Valley
Transportation Authority (VTA), AMTRAK, CaTrans and the Capitol Corridor Joint
Powers Authority (CCJPA).

A Board of eleven directors and one Ex-Officio Director representing the University of
California, Santa Cruz governs Santa Cruz METRO. Eleven members are appointed by
the following entities: County of Santa Cruz (five members), the City of Santa Cruz (two
members), the City of Watsonville (two members), and one member each from the cities
of Capitolaand Scotts Valley.

A total of 292.1 full-time employee equivalents are funded in the FY 12 budget compared
with 301 for FY 11.

Currently, the Santa Cruz METRO Board of Directorsis facing difficult decisions
regarding budget stability and the service levels provided to the public. The current
anemic economy and the federal ADA complimentary paratransit service requirements,
that legally must be provided, have resulted in multi-year budgetary shortfals. Dueto
budgetary shortfals related to the Federal, State and Local economic conditions, current
levels of service and operating expenses are unsustainable.

In the FY 12 Final Budget, Operating Revenue is $33,810,217 while Operating Expense is
$39,261,455, creating an Operating Deficit of $5,451,238. Non-Operating and One-Time
Revenues of $5,451,238 are required to balance the FY 12 budget at thistime.

Total Operating Revenue assumptions have been projected to increase by 6.8% in FY 12
based on data collected March through June 2011. The FY 12 Final Budget variance
explanations detailed below are based on the difference between the FY 11 Published
Budget and the FY 12 Final Budget.

e Passenger Fares - is projected to increase by 28.6%. Actua revenue collections
through April 2011 have exceeded the FY 11 budget by 10.0% with the additional
increase attributed to a fare increase of $.50 on the local base fare of approximately
$375,000

e Highway 17 Fares and Highway 17 Payments - are projected to decrease by -7.8%
and -4.5% respectively based on actual revenue collections through March 2011.
Revenue collection problems were corrected with the installation of new fareboxesin
December 2010 and more realistic revenue projections and payments are now
projected for FY 12.

e Advertising Income —is anticipated to decrease by -7.0%. Recently, some long-term
contracts were allowed to expire in anticipation of fewer ad spaces available due to
pending service reductions this Fall.

e Rent Income — Pacific Station - is projected to decrease by -7.4% due to two (2)
tenant |eases that were re-negotiated with alower base monthly rent, and one (1)
tenant that re-negotiated paying lower utilities

e Rent Income —Watsonville - is projected to increase by 16.3%. In the past, MST has
paid for the use of the Watsonville Transit Center, via atake down from the shared
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FY12 Final Budget Highlights (con’t)

annual FTA 5307 alocation we both receive each year. In FY 12, we are showing the
lease payment as revenue. The net impact to the FY 12 budget is $0.

e Interest Income - is projected to increase by 107.8% in FY 12, and is based on actual
revenue received through April 2011, which is 134.0% higher than the FY 11 budget.
Historically we have used the County Auditor Controller’s estimate to budget interest
income, but have significantly exceeded that estimate year after year.

e SalesTax - isprojected to increase by 6.4% in FY 12 and is based on actual cash
receipts through May 2011, which indicate that we are 6.7% over the amount
budgeted year to date for FY 11

e The Transportation Development Act (TDA) Funds - alocation reflects a 5.4%
increase in FY 12 over the current year allocation received from the Santa Cruz
County Regional Transportation Commission (SCCRTC). The projected alocation
amount is the amount proposed by the SCCRTC staff.

e FTA Section 5311 — Rural Operating Assistance —is projected to decrease by -8.5%
based on 55.33% of the allowable net project costs of $1,336,832.

e AMBAG/CTC Funding - is projected to increase by 517.6% or $129,400, and is
based on current grants. (Watsonville Planning Study $20K, and Bus Stop
Improvements $134K)

e Total Operating Expense assumptions have been projected to increase by 5.3% in FY 12
based on data collected through March and April 2011 with a’5.7% increase in Personnel,
and a4.1% increase in Non-Personnel expenses. The FY 12 Final Budget variance
explanations detailed below are based on the difference between the FY 11 Published
Budget and the FY 12 Final Budget.

e Personnel expense (Labor and Fringe benefits) for all departmentsis projected to
increase overal by 5.7% due to the following:
0 The 3.0% contractual wage increase due on June 23, 2011 for SEIU, UTU
ParaCruz, and Management
0 Anincreasein January, 2012 in medical insurance premiums of
approximately 12.0%, after an increase of 17.0% in January 2011
0 Increased Worker’s Compensation claims expense of approximately
28.6%
e Non-Personnel expense is budgeted to increase overall by 4.1% with the significant
account details listed below:
e Admin and Bank Feesis anticipated to increase by 6.4% due to bank card
processing fees related to the four (4) TVM’sthat are fully operational as of
June 2011
e Professional Technical Fees are increased by 10.7% based on the recruitment
of anew General Manager
e Legidative Services decrease of -13.0% due to the FY 11 budget containing
provisions for contractual increases on expiring contracts, while those
contracts were renegotiated with no increase
e Custodia Servicesis budgeted to increase by 73.8% due to an inadequate
amount budgeted in FY 11 for custodial services at the Watsonville Transit
Center and based on actual spending in FY 11
e Uniformsand Laundry expense is anticipated to decrease by -33.0% due to a
reduction in the number of uniforms required for staff
e Security Servicesis budgeted to increase by 6.6% due to increased coverage
at the Watsonville Transit Center

20




FY12 Final Budget Highlights (con’t)

Repairs to Equipment is budgeted to increase by 7.4% due in anticipation of
repairs to aging equipment that has been retained past the estimated
reasonable life and an increase in software maintenance contracts

Repairs to Revenue Vehiclesis expected to increase by 4.9% due to
anticipated repairs to aging buses that are still in service past the Federal
Transit Administration (FTA) useful life guidelines

Fuel — Non-Revenue Vehiclesis projected to decrease by -53.7% due to less
frequent usage of the bus operator relief vehicles, as the result of efficiencies
achieved with the 10% service reduction in September 2010

Fuel — Revenue Vehiclesis projected to increase by 7.6% due to slight
increases in the price of liquefied natural gas (LNG) and significant increases
anticipated in the price of gasoline and diesdl.

Postage and Mailing is expected to decrease by -19.5% due to decreased
usage caused by the use of scanned documents and the ability to email
documents rather than mail them

Printing Expense is expected to decrease by -27.4% due to fewer tickets and
passes being printed due to the purchase of the new FTA ARRA grant funded
GFI fareboxes in December 2010, and less demand for printed copies of
Headways

Non-Inventory Partsis budgeted to decrease by -57.8% due to operational
efficiencies achieved by combining the 111 Dubois and 138 Golf Club Shop,
and cost cutting measures currently in place

Telecommunications expense is budgeted to decrease overal by -10.7% based
on actual spending in FY 11; elimination of the X ora phone expense, and
efficiencies achieved with the purchase of the new phone system in FY 10
Settlement Cost is anticipated to increase significantly by 203.3% due to
current outstanding unpaid claims. When these unpaid claims settle, they will
be paid with funds transferred from Reserves.

Other Taxes is anticipated to decrease by -33.3% due to areduction in
property tax expenses as the result of vacating the 111 Dubois facility
Facility L ease expense will decrease by -37.7% due to vacating the 111
Dubois facility and the purchase of the 425 Front Street property

e The Operating Deficit for FY 12 is estimated to be $5,451,238 due to Operating
Expenses exceeding Operating Revenue. For many years Santa Cruz METRO' s budget
deficit has been balanced with One-Time or Non-Recurring Revenues and Transfers from

Reserves.

e To mitigate the Operating Deficit of $5,451,238 for FY 12, staff is recommending using
the following in Non-Operating Revenue and Transfers from Reserve:

O O0OO0OO0OO0O0O0o

STIC - $820K

STA - $60K

Fuel Tax Credit - $250K

Carryover from Previous Year - $1.763M

Transfer from Lega Settlements - $455K

Transfer from Capital Reserves - $76K

Transfer from Operating Reserve for Payouts - $101K

21




FY12 Final Budget Highlights (con’t)

In addition, to eliminate the $3.8M deficit, staff recommends the following balancing actions to
balance the FY 12 Final Budget:

o

Implement the proposed Fall 2011 7% geographic service reduction that would equate to
unfunding approximately eleven (11) Bus Operator positionsin UTU Local 23 - Fixed
Route for a savings of approximately $900K per year.

Use of approximately $1M in one time money from the Capital Reserve Retained
Earnings Account

Implement approximately $600K in contractual concessions and unfunded positions
from SEIU Loca 521, UTU Local 23 — ParaCruz Operations, and Management.

» The unfunded positions for UTU Local 23 — Fixed Route are included in
the above proposed Fall 2011 7% geographic service reduction for a
savings of approximately $900K per year.

Initiate the process for a fare increase of $.50 on the local base fare with corresponding
fareincreasesin all other local categories. New Revenues from this fareincrease are
estimated to bring in approximately $375K in FY 12 and will bring in new revenue to
supplement our Operating Revenues for future fiscal year Operating Budgets. Additional
Non-Operating Revenue from STIC ($200K) and STA ($726K) which have previously
been used for our Capital budget will now be used to balance our Operating Budget in

The FY 12 Fina Capital Budget totals $12,938,070, and will require cash flow advances
from the Reserved Retained Earnings Account of $11,001,535. Santa Cruz METRO will
invoice for $8,493,662 of the $11,001,535 advanced, and will be reimbursed by the
individual granting agencies at alater date. Restricted grant funds will provide
$1,802,000 to the FY 12 capital budget; this cash is currently held in restricted accounts at
the County Treasury. The FTA State of Good Repair grant utilizes matching salary funds
from the operating budget of $134,535; therefore less capital funding is required for this
grant. A lineitem has been added to the capital budget for $1,000,000 to account for a
reduction in the Reserved Retained Earnings Account, due to the use of these funds to
assist in balancing the FY 12 operating budget deficit.
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BEFORE THE BOARD OF DIRECTORS OF THE
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Resolution No. 11-06-01
On the Motion of Director____Robinson
Duly Seconded by Director___Bustichi
The following Resolution is adopted:

A RESOLUTION OF THE
SANTA CRUZ METROPOLITAN TRANSIT DISTRICT
AUTHORIZING A REVISION TO THE
FY12 OPERATING AND CAPITAL BUDGETS

WHEREAS, it is necessary to revise the adopted FY12 Operating and Capital Budgets of
the Santa Cruz Metropolitan Transit District to provide for revisions in the operating revenue and
expense budget.

NOW, THEREFORE, BE IT RESOLVED, the budget is hereby amended per the
attached Attachments A - L.

PASSED AND ADOPTED this 24th day of June 2011, by the following vote:
AYES: Directors - Alejo, Bustichi, Dodge, Graves, Hinkle, Leopoid, Pirie, Robinson, Stone
NOES: Directors - None
ABSENT: Directors - Bryant, Hagen

ABSTAIN: Directors - None

Approved

ELLEN PIRIE

"/ BRoard Chair
ATTES <l 4 (}ﬁ\

LESLIE R. WHITE
General Manager

APPROVED AS TO FORM:

i

Z1 - & J&/ﬂgf &\
MARGARET GALLAGHER )
District Counsel
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OFFICE OF THE GENERAL MANAGER
ADMINISTRATION DEPARTMENT
1100

MAJOR FUNCTIONS OF THE DEPARTMENT

The Administration Department/Office of the General Manager is responsible for all administrative
activitiesof METRO. Thisincludes Board activities, application for and administering of grants,
legidative activities, maintaining official METRO records, planning and managing capital projects, and
coordinating with other local agencies regarding public transportation.

DEPARTMENT OBJECTIVES FOR FY12

o Continue to achieve timely preparation, delivery and posting of Board agenda packets,
including timely preparation of Board Meeting minutes and maintenance of online archives.

o Continue to maintain the file retention system for METRO’ s official records.

. Aggressively seek and administer federal, state, and local grant funds to support the continued
activitiesof METRO.

. Monitor federal legislation to ensure that those funds authorized are appropriated to benefit
METRO.
. Monitor state legislative activities and advocate for restoration of STA funding to the $743

million statewide level in any funding improvement hills.

. Advocate for the sale of al of the $3.6 billion in state voter approved bonds in the PTMISEA
Program and advocate for the advancement of bond proceeds for “ready to go” projects.

. Coordinate with other agencies towards the betterment of public transit in Santa Cruz County.
o Obtain funding, procure, and install second L/CNG tank at 1200 River St.
. Identify funding source for the replacement of 40 diesel buses.

o Oversee the funding, solicitation of bids, award of bids, and construction of MetroBase
Operations Facility.

. Compl ete construction of MetroBase Maintenance Building.
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Administration Department (con't)

Conduct facility site analysis for Paratransit Operations.

Maintenance of the multi-year Capital and Operating Budget process, with five-year projections
of METRO revenue and expenses, including monitoring of adherence to Budget Policies.
Identify actions needed to achieve long term balanced budget.

Continue to communicate to the SCCRTC, the Capital and Operating Budget financial
resources that are necessary to sustain fixed-route and paratransit services.

Participate in the next phase of the BRT Study being jointly sponsored by UCSC and METRO.
Procure security projects funded with Proposition 1B Security Program funds.

Develop and maintain aregular forum with UCSC for the discussion and resolution of issues
regarding the bus service.

Provide information and staff support for the Metro Advisory Committee (MAC).
Participate in key committees of the California Transit Association.

Support the payment provisions of the Appellate Court Decision in the CTA Lawsuit Shaw vs.
Chaing/Genest.

Participate in key committees of the American Public Transportation Association.
Participate in the California Association of Community Transit (CALACT).
Monitor the implementation of a Smart Card Fare Collection System using ARRA Funds.

Develop sustainable financia goals for the collective bargaining process with the United
Transportation Union Local 23 Fixed Route.

Expand capacity of Grants Function to address critical funding Operating and Capital Funding
Needsat METRO.

Evaluate potential savings and efficiencies of merging METRO and SCCRTC.
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FINANCE DEPARTMENT
1200

MAJOR FUNCTIONS OF THE DEPARTMENT

The Finance Department is responsible for:
General Ledger

Accounts Payable

Accounts Receivable

Grant Accounting

Payroll

Fixed Asset Accounting

Investment

Audit

Financial Forecasting / Budgeting
Financial and Regulatory Reporting
Tax Filings (Monthly, Quarterly, and Annual)
Purchasing

Grant Applications

Revenue Collection

Transit Planning

Ridership Reporting

Advertising

Debt Service

O 0000000000000 O0OO0OO0OOo

The Finance Department also:

Develops and monitors annual operating and capital budgets

Develops and updates short-range and long-range financia plans

Purchases and maintains property and liability insurance

Processes collections

Disseminates awide variety of information to other departments and the public
Conducts annual physical inventory counts

O O O0OO0OO0Oo

DEPARTMENT OBJECTIVES FOR FY12

. Continue to assist the Board of Directors with the operating and capital budget process,
long-term budgetary planning, development of five-year revenue and expense projections
and creation of the unmet needs list

. Pursue grant opportunities to assist in funding the operating budget and help mitigate
revenue losses due to the current economic recession
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Finance Department (con'’t)

o Work towards fully automating the timekeeping process via the Qgest timekeeping
software to increase efficiency and ensure compliance with the Fair Labor Standards Act

o Enhance reporting functions through graphs, charts and presentations to the Departments,
Management, Board of Directors, and the Public

. Update the areas of Santa Cruz METRO’ s new and enhanced website that pertain to the
Finance department

o Establish afunding policy pertaining to Santa Cruz METRO’s GASB 45 OPEB liability

o Work with District Counsel and Human Resources to comply with new laws, rules,
regul ations and Union contracts

. Expand cross-training assignments within the department to enhance departmental
efficiency

o Maximize the benefits of existing, upgraded, and/or new technology programs

o Promote individual training and education within the department

o Continue to improve and update processes relating to internal control, policies and
procedures

o Provide the tools, time and talent for the staff to improve overall efficiency through

automation, education and a more user-friendly computer environment

o Maintain California Transit Insurance Pool (CaTIP) Board position and adhere to
decisions made related to the insurance pool

o Promote advertising on our buses and website

o Continue to network and outreach with our community partners
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OPERATIONS

CUSTOMER SERVICE
1300

MAJOR FUNCTIONS OF THE DEPARTMENT

The Customer Service Department located in Santa Cruz Metro Transit Center provides bi-lingual
customer comment assistance, bus route information, trip-planning assistance, lost and found
services, ticket and pass sales to METRO customers.

DEPARTMENT OBJECTIVES FOR FY12

e Take actions necessary, within budget constraints, to complete the transition of Older
Adult and Disabled Person Cards to a digital computerized process.

e Transtion and Provide digital Identification Card processing for all Employees and
Dependents at the Metro Transit Center.

e Provide all ParaCruz Customer Identification Card processing at the Metro Transit
Center.

e Increase Public Outreach promoting METRO’ s new website.

e Coordinate a comprehensive presentation at UCSC familiarizing freshman class of
students with available METRO services.

o  Update Customer Service Department Procedures Manual.
e Update and trandate to Spanish all relevant Customer Service forms.

o Establish guidelines, regul ations toward the implementation of magnetic swipe and Smart
Card technology

e Createinformational material that will be used to introduce changes and optionsin
METRO's fare mediain conjunction with new fare recovery system.

¢ Improve Customer Service and information conveyance with the use of phone center
software.

¢ Improve Customer Service Reporting processes to better respond to service concerns,
suggestions, requests, and compliments, integrating newly created website features.

¢ Improve and increase use of visua graphic mediain the promotion of METRO services.
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OPERATIONS
PARACRUZ DIVISION
3100

MAJOR FUNCTIONS OF THE DEPARTMENT

The ParaCruz Department is responsible for coordinating and providing safe, efficient, reliable,
and courteous complimentary shared ride Paratransit service to Older Adults, and Disabled
personsin Santa Cruz County. ParaCruz will provide service within three quarters of amile of
any METRO bus serviceroute. Thisserviceis also extended to those persons qualified to ride
Paratransit visiting from other areas.

DEPARTMENT OBJECTIVESFOR FY12

Revise the Paratransit Employee Handbook for ParaCruz personnel.

Implement upgrades to the Trapeze Scheduling Software, train required employees on its
use.

Obtain stakeholder input, and revise the ParaCruz Policy, Procedures and revise the
ParaCruz Customer Guide to reflect changes in reservation and scheduling processes.

Expand and improve the security surveillance system for the Paratransit operating
facilities.

Arrange ongoing development training for new and existing staff covering avariety of
areas critical to effective efficient Paratransit operation to include Customer Service,
Shared Ride Scheduling, Eligibility, Office Administration, and Supervision.

Development and certification of staff to respond to emergency situations through
certification in National Incident Management System (NIMS) and Incident Command
System training.

Develop a proposal to obtain funding for the installation of ParaCruz fleet Mobile Data
Terminal System (MDT) and refinement of radio system.
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Operations Department (con'’t)

certification as DMV examiners for the Employer Testing Program, and Vehicle Transit
Training.

o Development and certification of staff to respond to emergency situations through
training and certification in National Incident Management System (NIMS) and Incident
Command System training.

e Continue outreach in providing loca police, fire and emergency medical response
agencies with equipment and building information to better familiarize response
parameters, and in dealing with possible emergency crisis situations.

e Increase communication and interaction with Office of Emergency Servicesto include
Supervisory staff with those agencies responding to an emergency. Provide contact
information that will assist in improving service deployment during an emergency.

e Working with Human Resources Department, continue to refine various job descriptions
to enhance employment standards.

e Increasetraining in various skill setsfor Office Administrative staff and implement cross
training of various critical function aress.

e Improve security post orders to cover the changing requirements of security at the
METRO centers.
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HUMAN RESOURCES DEPARTMENT
1400

MAJOR FUNCTIONS OF THE DEPARTMENT

The Human Resources Department is responsible for awide variety of functions including:
employee recruitment and merit examination; equal employment opportunity; classification and
compensation; labor relations; administration of employee benefits, workers compensation;
employee drug and alcohol testing; employee relations; assist managers with labor contract
application and interpretation, METRO rules and regulations, and employee performance and
training.

DEPARTMENT OBJECTIVES FOR FY12

o Successfully negotiate labor agreements with Service Employees International Union,
United Transportation Union: Fixed Route division, and United Transportation Union:
Paratransit division.

. Coordinate and insure compliance of METRO’s FTA mandated drug and alcohol testing
program, prepare annual report of program, and renew provider contracts.

. Work with vendors to maintain compliance with FTA mandated drug and alcohol testing
program.

. Train METRO employees as needed on METRO policies and procedures.

o Monitor and implement federal and state regulatory changes in the areas of human
resources administration and compliance.

o Meet and confer with the unions regarding new policies and regulations.

o Complete recruitments for open positions and review recruitment processes.
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V. ADDITIONAL INFORMATION
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BOARD MEMBER TRAVEL

FY12

American Public Transportation Association (APTA) Mestings

Legidative Conference
March 2012
Washington, DC

Two Board Members

Annual Conference
October 2011

New Orlenas, LA
Two Board Members

CdliforniaTransit Association (CTA) Mestings

Annua Meeting
San Jose, CA

Additional Travel

Meetings with legislators and government officials in Washington, D.C., San Francisco
and Sacramento, as approved by the Chair of the Board.

Expenses related to Board members meeting with General Manager and staff.
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EMPLOYEE INCENTIVE PROGRAM

FY12

EVENT/ACTIVITY # EMP RATE FY12 DEPT/ACCOUNT
District Service Awards $ 12,298 1100-509101
Certificates of Commendation $ - 1100-509101
Wall of Fame Frames 100 $ 6.20 $ 639 1100-509101
Safe Driver Pins and Certificates $ 3,500 3300-509101
Employee Incentive Program $ 19,096 1100-509101
Departmental Programs

Administrative Facility (110 Vernon)

Employee Recognition/Appreciation Events $ - $ - 1200-509101

Customer Service (Metro Center)

Employee Recognition/Appreciation Events $ - $ - 1300-509101

Facilities Maintenance

Employee Recognition/Appreciation Events $ - $ - 2200-509101

ParaCruz

Employee Recognition/Appreciation Events $ - $ - 3100-509101

Operations

Employee Recognition/Appreciation Events $ - $ - 3200-509101

and Shift Bid Refreshments

Fleet Maintenance

Employee Recognition/Appreciation Events $ - $ - 4100-509101

and Shift Bid Refreshments
TOTALS $ 35,533
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