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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT 
 
 
 
 

Santa Cruz METRO Quick Facts FY12 
As of 6/30/12 

 
 
 
 

Board Members                                                     12 
 

Employees                                                            244 
 

Fixed Routes                                                          38 
 

Fixed Route Peak Pullout                                     80 
 

Bus Stops                                                              987 
 

Fixed Route Ridership                               5,373,217  
 

             Revenue Miles                                            2,991,670 
 

Revenue Hours                                               203,997 
 

Passengers per Hour                                         26.34 
 

Operating Expenses                               $ 37,552,200 
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Trip Hrs % Ridership %
Passengers 

per Hour

Local Santa Cruz 6,541             3.39% 94,077          1.75% 14.38

UCSC 37,663           19.52% 2,378,628     44.29% 63.16

Scotts Valley/San Lorenzo Valley 26,438           13.70% 455,725        8.48% 17.24

North Coast 3,762             1.95% 42,793          0.80% 11.38

Mid County 3,749             1.94% 47,792          0.89% 12.75

Live Oak 15,063           7.81% 319,802        5.95% 21.23

Cabrillo /South County 68,117           35.31% 1,535,353     28.59% 22.54

Local Watsonville 11,533           5.98% 157,924        2.94% 13.69

Highway 17 20,064           10.40% 338,961        6.31% 16.89

TOTAL 192,930         100.00% 5,371,055     100.00% 27.84

Ridership Performance by Service Area - FY12
as of 06/30/2012

Local Santa Cruz,  
3.39% 

UCSC  
19.52% 

Scotts Valley/San 
Lorenzo Valley 

13.70% 

North Coast  
1.95% 

Mid County  
1.94% 

Live Oak  
7.81% 

Cabrillo /South 
County  
35.31% 

Local Watsonville  
5.98% 

Highway 17 
10.40% 

Service Distribution:   
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FY14 REVISED BUDGET HIGHLIGHTS 
 
 
The Santa Cruz Metropolitan Transit District (Santa Cruz METRO) is a special district of the 
State of California operating fixed route bus service and Paratransit service throughout Santa 
Cruz County.  Santa Cruz METRO also operates the Highway 17 Express bus service to Santa 
Clara County in cooperation with the Santa Clara Valley Transportation Authority (VTA), 
AMTRAK, CalTrans 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 Capitola and 
Scotts Valley. 
 
The FY14 Revised Operating Budget totals $45,253,322. The FY14 Revised Capital Budget 
totals $26,770,626.  

 

Major variances in Operating Revenue in the FY14 Revised Budget from the FY14 Final 
Budget include: 

 Increase in Passenger Fares, Special Transit Fares, and Highway 17 Payments,  
3.3%, 7.6%, and 82.2%, respectively  

 Decrease in Advertising Income and Interest Income, 9.4% and 25%, 
respectively 

 2.4% increase in Sales Tax 

 Increase in AMBAG/CTC/Misc. Grant Funding 

 Increase in STA – Operating (Current Year) 

 Decrease in Fuel Tax Credit 

 Increase in Carryover from Previous Years 

 Decrease in Transfer (to)/from Operating Reserves   

 

Major variances in Operating Expenses  in the FY14 Revised Budget from the FY14 Final 
Budget include: 

 Decrease in anticipated Labor and Fringe Benefits costs, 0.8% 

 5.1% increase in Services 

 13.3% increase in Mobile Materials & Supplies 

 9% increase in Other Materials & Supplies 

 12% increase in Utilities 

 18.7% decrease in Leases & Rentals 
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FY14 Revised Budget Highlights (con’t) 

The FY14 Revised Operating Budget’s Total Revenue is $45,253,322, which is an increase of 
0.7 % from the FY14 Final Operating Budget. Variances in Total Revenue between the FY14 
Revised Budget and the FY14 Final Operating Budget are depicted below:  

• Fare Revenue accounts have been projected based on actual revenue data for the first 
three months of the fiscal year, as well as regression models employing time as the single 
independent variable and expressing and forecasting annual fare revenue as a function of 
time. The regression models are built using actual revenue information from nine to four 
prior fiscal years.  

 Passenger Fares is projected to increase by 3.3% or approximately $132K. 
As of October 31, 2013, Passenger Fares is 1% or $9K over budget. 
According to the quadratic model, built for passenger fares for the last nine 
years, the trend is likely to continue and accelerate in the future. 

 Special Transit Fares is projected to increase by 7.6% or approximately 
$234K. As of October 31, 2013, Special Transit Fares is 10% or $72K over 
budget. The increase in collected revenue is consistent with the increase in 
UCSC ridership, 4.79% over last fiscal year, as of December 31, 2013.  
Similarly, the adjusted monthly model for the last four years suggests an 
increase in Special Transit Fares, as well.  

 Paratransit Fares is projected to increase by 10% or approximately $29K. 
The suggested increase is consistent with collected revenue and ridership 
data for the first quarter of the fiscal year, as well as with the finding of the 
quadratic regression model for the past nine years.     

 Highway 17 Fares is projected to decrease slightly by 1.2% or 
approximately $20K. As of October 31, 2013, Highway 17 Fares is 10% or 
$57K under budget. More moderate decrease in Highway 17 Fares for FY14 
is suggested due to the projections of the linear regression model, built for 
the last nine years, coupled with the recent ridership data showing an 
increase of 7.66% year-over-year, as of December 31, 2013.  

 Highway 17 Payments is projected to increase by 82.2% or approximately 
$199K primarily due to an increase in billable hours for Highway 17 service 
on weekends.   

• Advertising Income is projected to decrease by 9.4 % or $25K due to less advertising 
than expected for the first few months of the fiscal year.  

• Interest Income is projected to decrease by 25% or $25K due to reduced cash balance at 
the Treasury. 

• Sales Tax is projected to increase by 2.4% or approximately $425K based on actual 
receipts for the first seven months of the fiscal year exceeding budget projections and last 
year actual receipts by 2.1% and 7.3%, respectively. The projected increase in Sales Tax 
is also consistent with the forecast from the monthly regression model built with data for 
the last four fiscal years and updated quarterly.   

• AMBAG/CTC/Misc. Grant Funding is projected to increase approximately $49K due 
to the receipt of funds for Santa Cruz METRO staff time to develop a passenger rail 
study: $9K (from a grant awarded to the Regional Transpiration Commission), as well as 
the AMBAG FY14 FTA 5304 Transit Planning Student Internship funds: $40K. 

• STA – Operating (Current Year) is projected to increase approximately $2.8M due to 
staff’s recommendation to revise the order of using funds to balance operating budgets, 12



FY14 Revised Budget Highlights (con’t) 

and use STA funds from the current year, when available, after STIC and before 
Carryover from Previous Years and Transfers (to)/from Reserves in order to abide by the 
Generally Accepted Accounting Principles (GAAP) and fund current year expenditures 
with current year revenues first.   

• Fuel Tax Credit is projected to decrease by 50% or $270K as this incentive expired 
December 31, 2013. 

• Carryover from Previous Years is projected to increase by 100% due to available funds 
from previous years.  

• Transfers (to)/from Operating Reserves is projected to decrease by 76.7% or 
approximately $3.5M due to the projected increase in operating revenue sources, 
discussed above; primarily the use of STA – Operating (Current Year) funds before 
Carryover from Previous Years and Transfers (to)/from Operating Reserves to bridge the 
budget gap.  

 
The FY14 Revised Operating Budget’s Total Expenses are estimated at $45,253,322, which is 
an increase of 0.7% from the FY14 Final Operating Budget.  Variances in Total Expenses 
between the FY14 Revised Operating Budget and the FY14 Final Operating Budget are depicted 
below:  

 

• Personnel Expenses (Labor and Fringe Benefits)  are projected to decrease overall 
by 0.8% or approximately $313K primarily due to the following:  

 Budget savings achieved when retired employees that were on the high end of 
the pay scale, due to seniority, have been replaced by new employees hired at 
the low end of the pay scale.  

 Updated insurance premium rates and coverage, which resulted in additional 
budget savings due to lower than anticipated increase in Medical, Dental, 
Vision, Life, State Disability, Long Term Disability, and State Unemployment

Additional budget revisions to Labor and Fringe Benefits include the following:  

 
insurance premium rates. Insurance premium rates were projected to increase 
by 3%, effective January 2014, except for Medical insurance premiums, 
where the increase was projected at 8% due to historical trends and market 
conditions, but the actual increases in premium rates were lower. 

 Added costs for a planning intern in Administration due to the receipt of an 
internship funding from AMBAG (FTA 5304 Transit Planning Student 
Internship funding).    

 Projected increase in overtime costs in Administration due to shortages in 
staff (due to vacant positions and employees on extended leave of absence). 

 Increase in Worker’s Compensation Premium

 Increase in Labor and Fringe Benefits resulting from updated pay rates and 
benefits due to position reclassifications that occurred after June 2013 and 
therefore were not captured in the FY14 Final Budget, adopted in June 2013. 

 (from CSAC) due to increased 
estimate for FY14 (original estimate was based on projected payroll cost for 
prior fiscal year, FY13, but actual payroll was higher than originally 
estimated). 

13



FY14 Revised Budget Highlights (con’t) 

    

• Non - Personnel Expenses are projected to increase overall by 7.5% or 
approximately $622K due to the following:  

 Services are anticipated to increase by 5.1% or approximately $132K 
primarily due to increases in Legal Services (funds added due to recent bus 
accidents) and Security Services

 Mobile Materials & Supplies are anticipated to increase by 13.3% or $435K 
due to increases in 

.  

Fuels & Lubricants – Rev Veh (service enhancements and 
higher than anticipated fuel prices for the first half of the fiscal year), Tires & 
Tubes (currently restocking inventory and purchases of tires for 27 vans going 
out of warranty), and Rev. Vehicle Parts

 Other Materials & Supplies are anticipated to increase by 9% or 
approximately $33K primarily due to an increase in 

 (adding more in-house repairs, 
restocking inventory, as well as vans and buses going out of warranty). 

Repair/Maint Supplies

 Utilities are anticipated to increase by 12% or approximately $64K due to 
increase in 

 
(kiosk repairs not previously budgeted).  

Gas & Electric (higher than anticipated costs for 115 Dubois) and 
Water & Garbage

 Leases & Rentals are anticipated to decrease by 18.7% or $48K due to a 
decrease in 

 (increase in rates and higher than anticipated costs for 115 
Dubois).  

Facility Lease

Significant departmental changes between the FY14 Revised Operating Budget and the FY14 
Final Operating Budget include:  

 (reclass of lease expenses for 115 Dubois to the 
MetroBase project). 

• 3.3% or approximately $60K increase in Administration primarily due to added costs 
for a planning intern and increased overtime costs in the department.  

• 6.3% or approximately $123K decrease in Finance due to the transfer of funds for    
Insurance - Property and Insurance -  PL/PD to Paracruz due to regulatory reporting 
requirements.   

•  5.2% or approximately $30K increase in District Counsel due to the transfer of funds 
from Risk Management to Legal Services for the MetroBase Construction project.   

• 20% or $50K increase in Risk Management due to an increase in Legal Services (funds 
added due to recent bus accidents).  

•  3.3% or approximately $24K increase in Purchasing due to the transfer of anticipated 
costs resulting from the transfer of the Parts to Purchasing at the beginning of FY14.  

• 2.2% or approximately $58K increase in Facilities Maintenance primarily due to the 
increase in Gas & Electric and Water & Garbage due to higher than anticipated expenses 
for 115 Dubois, as well as in Repair/Maint Supplies for kiosk repairs.   

• 1.2% or approximately $205K decrease in Bus Operators due to budget savings 
achieved when retired employees that were on the high end of the pay scale, due to 
seniority, have been replaced by new employees hired at the low end of the pay scale. 

• 5.8% or approximately $449K increase in Fleet Maintenance primarily due to increases 
in Fuels & Lubricants – Rev Veh (service enhancements and higher than anticipated fuel 
prices for the first half of the fiscal year), Tires & Tubes (currently restocking inventory 14



FY14 Revised Budget Highlights (con’t) 

and purchases of tires for 27 vans going out of warranty), and Rev. Vehicle Parts

 

 (adding 
more in-house repairs, restocking inventory, as well as vans and buses going out of 
warranty).  

 

The FY14 Revised Capital Budget totals $26,770,626, which is a decrease of $4,068,716 from 
the FY14 Final Capital Budget, adopted in June 2013.  
 
 
 
The FY14 Revised Operating Budget is $45,253,322, which is an increase of approximately 
$310K or 0.7% from the FY14 Final Budget. The FY14 Revised Operating Budget includes 
anticipated savings from Labor and Fringe Benefits of $1,250,000.  The anticipated savings are 
only an estimate. The savings are the result of budgeting all funded positions, and subsequent 
savings due to vacant positions, and extended unpaid leaves of absence during the year. 

The FY14 Revised Operating Budget is a balanced budget with the use of funds from the 
Operating and Capital Reserves account.  However, the FY14 Revised Operating Budget is not a 
structurally balanced budget.  This means that recurring expenses exceed recurring revenues.  
For a variety of reasons, true structural balance may not be possible at a given time.  In such a 
case, using reserves to balance the budget may be considered, but only in the context of a plan to 
return to structural balance, replenish fund balances, and ultimately remediate the negative 
impacts of any other short-term balancing actions that may be taken.   
 
The Government Finance Officers Association (GFOA) recommends adopting policies aimed at 
achieving and maintaining a structurally balanced budget and reserve accounts.  The policies 
should include parameters for achieving and maintaining structural balance where recurring 
revenues are equal to recurring expenditures in adopted budgets.  Further, the plan should be 
clear about the time period over which returning to structural balance, replenishing reserves, and 
remediating the negative impacts of balancing action are to occur.   
 
Finance is working on draft financial policies to address the Operating and Capital Budget as 
well as the Operating and Capital Reserve accounts for the Board to consider in the future. 
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II. DEPARTMENTAL FUNCTIONS 
 

OBJECTIVES 
 

AND 
 

LINE ITEM BUDGETS 
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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 
activities of Santa Cruz METRO.  This includes Board activities, application for and administering of 
grants, legislative activities, maintaining official Santa Cruz METRO records, planning and managing 
capital projects and service revisions, and coordinating with other local, state, and federal agencies 
regarding public transportation. 
 
DEPARTMENT OBJECTIVES FOR FY14  
 
• Continue to achieve timely preparation, delivery and posting of Board agenda packets, 

including timely preparation of Board Meeting minutes and maintenance of online archives. 
 
• Continue to maintain the file retention system for Santa Cruz METRO’s official records. 

 
• Provide information and staff support for the Santa Cruz Civic Improvement Corporation 

(SCCIC) 
 
• Review Front Office support staffing requirements with the addition of Assistant General 

Manager. 
 
• Aggressively seek and administer federal, state, and local grant funds to support the continued 

operating and capital activities at Santa Cruz METRO. 
 
• Monitor federal legislation to achieve a new multi-year authorization bill and to ensure that 

those funds authorized are appropriated to benefit Santa Cruz METRO, including major 
revisions to the federal bus capital funding program. 
 

• Maintain compliance with Federal Transit Administration Civil Rights regulations and submit 
periodic updates to required plans. 

 
• Monitor state legislative activities and advocate for maintenance of STA funding to the $450 

million, or greater, statewide level in any funding improvement bills.  
 
• Advocate for the sale of all of the $800 million 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. 

31



Administration Department (con’t) 

 
• Install second L/CNG tank and other fueling and sound abatement improvements at 1200 River 

St.  
 
• Identify funding source for the replacement of  remaining 30 diesel buses. 

 
• Identify funding source(s) for essential technological improvements such as AVL/APC for 

Planning and data collection/reporting purposes. 
 
• Oversee the construction of Judy K. Souza Operations Facility. 

 
• Conduct facility site analysis for Paratransit Operating Facility. 
 
 
• Maintenance of the multi-year Capital and Operating Budget process, with five-year projections 

of Santa Cruz METRO revenue and expenses, including development of long term 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. 
 

• Work collaboratively with AMBAG to develop regional planning documents to address AB 32 
goals and SB 375 SCS requirements. Join with AMBAG to advocate for the use of Cap and 
Trade Auction receipts to provide transit service improvements required for SCS. Advocate for 
the allocation of at least 35-40% of Cap-and-Trade carbon credit auction proceeds to be 
allocated to statewide public transportation needs, with a particular focus on transit systems 
maintenance, repair and upgrades and with additional operational support where needed in 
smaller, rural systems. 
 

• Advocate for the development of a new Transportation Bond Program similar to the soon-to-
expire 2006 Bond Program, 

 
• Procure security projects funded with Proposition 1B Security Program funds including future 

funds covered by the Letter of No Prejudice from the State. 
 
• Develop and maintain a regular 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. 
 
• Participate in key committees of the American Public Transportation Association (APTA). 
 
• Participate in the California Association of Community Transit (CALACT). 
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Administration Department (con’t) 

• Monitor the implementation and expansion of the Smart Card Fare Collection System. 
 

• Evaluate design options and identify funds for the renovation of the Watsonville Transit Center. 
 

• Evaluate design options and identify funds to renovate/reconstruct the Santa Cruz Pacific 
Station Facility. 
 

• Develop and complete a new Short Range Transit Plan. 
 

• Investigate feasibility of electric propulsion through participation in the US Bus Consortium. 
 

• Resolve conflicts involving implementation of Pepra vs. 13-C Protections to ensure time receipt 
of federal operating funds. 
 

• Oversee the TPA and Triennial Review activities. 
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FINANCE DEPARTMENT 
1200 

 
 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Finance Department is responsible for:  

o General Ledger  
o Accounts Payable  
o Accounts Receivable  
o Grant Accounting  
o Payroll  
o Fixed Asset Accounting   
o Investment  
o Audit  
o Financial Forecasting / Budgeting   
o Financial and Regulatory Reporting  
o Tax Filings (Monthly, Quarterly, and Annual)  
o Revenue Collection Reconciliation 
o Advertising 
o Debt Service 

 
The Finance Department also: 

o Develops and monitors annual operating and capital budgets 
o Develops and updates short-range and long-range financial plans 
o Purchases and maintains property and liability insurance 
o Disseminates a wide variety of information to other departments and the public 
o Conducts annual physical inventory counts 

 
 
DEPARTMENT OBJECTIVES for FY14 
 
• 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 Capital needs list 
 

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

• Continue to enhance reporting functions through graphs, charts and presentations to the 
Departments, Management, Board of Directors, and the Public 
 

• Maintain areas of Santa Cruz METRO’s website that pertain to the Finance Department 
 

• Establish a funding policy pertaining to Santa Cruz METRO’s GASB 45 OPEB liability 

• Accurate, timely and efficient reporting of business and payroll transactions 
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Finance Department (con’t) 
 

• Work with outside agencies to analyze our payroll process and recommend changes if 
necessary 
 

• Work with District Counsel and Human Resources to comply with new laws, rules, 
regulations and Union contracts 

 
• Cross-train department staff to provide assistance, back-up coverage and enhanced 

customer service in all daily operations 
 

• Strive for timely billing and revenue collection  
 
• Maximize the benefits of existing, upgraded, and/or new technology programs 

 
• Work with outside agencies to write an Request for Proposals to procure a new financial 

system 
 

• Protect and preserve the assets of Santa Cruz METRO  
 
• Continue to promote individual training and education within the department 

 

• Ensure ongoing compliance with generally accepted accounting principles ("GAAP") and 
statutory reporting requirements 

 
• Continue to improve and update processes relating to internal control, policies and 

procedures 
 

• Draft financial policies to address Operating and Capital budget as well as Operating and 
Capital Reserve accounts for the Board’s consideration. 

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

automation, education and a more user-friendly computer environment 
 
• Maintain California Transit Insurance Pool (CalTIP) Board position and adhere to 

decisions made related to the insurance pool 
 
• Promote advertising on Santa Cruz buses 

 
• Continue to network and outreach with our community partners 

 

• Promote and ensure fiscal responsibility and sustainability throughout Santa Cruz 
METRO  

• Review department activities and processes on an ongoing basis—seeking to maximize 
organizational effectiveness, including cash control, and payroll controls 
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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 Fixed 
Route Accessible Services and Paratransit Eligibility Certification, bi-lingual customer comment 
assistance, bus route information, trip-planning assistance, lost and found services, ticket and pass 
sales to Santa Cruz METRO Fixed Route and ParaCruz customers,  coordinates with other 
departments the creation of Santa Cruz METRO’s Headways publication, informational updates 
on Santa Cruz METRO’s service webpage     
 
DEPARTMENT OBJECTIVES FOR FY14 
 
 
 

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

 
• On a continuing basis increase Public Outreach promoting Santa Cruz METRO’s new 

services and various fare media options 
 

• On a continuing basis coordinate a comprehensive presentation at UCSC familiarizing 
freshman class of students with available Santa Cruz METRO services.   

 
•  Update Customer Service Department Procedures Manual.  

 
• Update job descriptions and duties to establish backups for all positions. 

 
• Update and translate to Spanish all relevant Customer Service forms.  

 
• 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 visual graphic media in the promotion of Santa Cruz 

METRO services. 
 

• Limited English Proficiency (LEP) plan implementation and outreach. 
 

• Develop training module for operators on Customer Service and the various programs. 
 

• Improve efficiency of CSR’s in responding to inquiries and complaints by accessing 
electronic information. 

51



 
• Experiment with new schedules for better service delivery 

 
• Improve process relating to Lost and Found, update written Lost and Found procedures 

for unclaimed articles  
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HUMAN RESOURCES DEPARTMENT 
1400 

 

 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Human Resources Department is responsible for a wide 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, Santa Cruz METRO rules and regulations, and employee 
performance and training. 
 
DEPARTMENT OBJECTIVES FOR FY14 
 
• Coordinate and insure compliance of Santa Cruz 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 Santa Cruz METRO employees as needed on Santa Cruz METRO policies and 

procedures. 
 
• Monitor and implement federal and state regulatory changes in the areas of human 

resources administration and compliance. 
 
• Meet and confer with the unions regarding new policies and regulations. 
 
• Complete recruitments for open positions and review recruitment processes. 
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INFORMATION TECHNOLOGY DEPARTMENT 
1500 

 

 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The IT Department is responsible for METRO’s Information Systems needs including equipment 
and software maintenance, phone systems, Talking Bus systems, planning and purchases, 
METRO web site, as well as end-user technical support.  IT personnel support multiple databases 
used by all departments.  METRO data is backed up on-site for quick recovery and off-site for 
emergency reconstruction.  METRO’s computer needs are continually being evaluated with plans 
being developed/implemented to improve employee efficiency through computing at the lowest 
long-term cost. 
 
DEPARTMENT OBJECTIVES FOR FY14 
 
• Complete web site enhancement, content and usability (ongoing) 
 
• Complete transition to new Hastus software. 
 
• Convert all remaining Informix databases to a supported database platform. 

 
• Upgrade existing Microsoft SQL databases to current versions. 

 
• AVL system integration 

 
• Continually improve department documentation and standards.  

 
• Connectivity & implementation of security policies to network. 
 
• Maintain computers at 99% or better up-time, including printers, terminals, PCs and 

communications equipment.  This also includes the maintenance of the security aspects of 
the computer environment. 
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DISTRICT COUNSEL  
1700 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Legal Department under the direction of the General Counsel performs the following 
major activities and services: 
 

• Provides professional legal services for the Santa Cruz METRO, its Board of 
Directors and the management staff; 
 

• Represents the Santa Cruz METRO, its Board of Directors and Santa Cruz 
METRO staff, as appropriate, in civil litigation; 

 
 

• Investigates, manages and administers Santa Cruz METRO’s tort claims and 
provides a defense for tort litigation; 

 
• Assists the Human Resources Department with the management and 

administration of litigated worker’s compensation claims and pursues Santa 
Cruz METRO’s subrogation rights against third parties;  

 
 

• Manages the leased properties including the preparation and negotiation of 
leases and tenant communications; 

 
• Assists with the administration and management of the Call Stop 

Requirements; 
 

 
• Assists the General Manager and Santa Cruz METRO staff, as requested, with 

the MetroBase Project, including property acquisitions, management of 
construction contracts and research of legal issues arising out of the Project;  

 
• Assists Management staff with personnel matters; 
 

 
• Represents Santa Cruz METRO in grievances and disciplinary arbitrations 

arising out of Santa Cruz METRO’s Labor Agreements;  
 

• Manages and Administers the Family Medical Leaves, the California Family 
Rights Leaves and the Pregnancy Disability Leaves and other Leaves for all 
Santa Cruz METRO employees in a consistent and coordinated manner; and 

 
 

• Provides Spanish translations for the Legal Department and other 
Departments, as requested. 
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District Counsel (con’t) 

 
DEPARTMENT OBJECTIVES FOR FY14  
 

• Provide Management and Supervisory Staff with at least 4 trainings a year; 
 

• Provide staff with additional training and work experiences that enhance their 
roles within the Department and provided additional services to Santa Cruz 
METRO Supervisors and Managers; 

 
 

• Work with the General Manager and outside agencies to develop new 
programs for Security and Safety related to transit facilities; and 
 

• Review and update all current Santa Cruz METRO regulations. 
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FACILITIES MAINTENANCE DEPARTMENT  
2200 

 
 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
The Facilities Maintenance Department’s primary mission is to provide 24-hour support 
to Operations and Fleet Maintenance and to provide a positive image of public transit to 
the community.  The Facility Maintenance Department maintains seven transit facilities, 
three transit centers, a park and ride lot and 1000 bus stops. Facility Maintenance staff 
works with City, County and State Agencies to establish or improve bus stops and 
facilities. The Facility Maintenance Department also works with community based groups 
such as E & D TAC and Mac as well as private property owners to continually improve 
and maintain Santa Cruz Metros’ facilities. 
 The staff develops/implements/administrates Local, State and Federal regulatory 
compliance programs such as the storm water and hazardous materials programs. Staff 
provides supervision for capital projects.  The Facility Maintenance Department 
participates in the Service Review Committee, the Leasing and Property Committee, the 
Labor Management Committee, the Health and Safety Committee, the Occupational 
Violence Review Committee, the Injury Prevention Program and chairs the Bus Stop 
Advisory Committee.  
 
DEPARTMENT OBJECTIVES FOR FY14  
• Install new aluminum passenger waiting shelters at various locations throughout 

Santa Cruz METRO.  In some of these locations, the wood shelters will have to be 
removed due to dry rot and insect damage. 

 
• Assist with capital improvement projects to ensure the projects are completed and 

projects meet Santa Cruz METRO, community, state and federal standards. These 
projects include upgrading the Security Camera Systems and installing upgraded 
Security Lighting at all Santa Cruz METRO owned locations. 
 

• Maintain the fueling and servicing facility including upgrades to ensure 
compliance with all applicable regulations. 

 
• Maintenance and repair of Santa Cruz METRO’s bus stops. 

 
• Continue to develop and implement a modern comprehensive safety program for 

the Facility Maintenance Department. This program will cover all aspects of all 
activities that Facilities personnel engage in.  
 

• Assist with installation of a 2nd LCNG fuel storage tank. 
 

• Assist in the construction of the new Operations Building. 
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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 Persons with 
Disabilities in Santa Cruz County.  ParaCruz will provide 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.   
 
DEPARTMENT OBJECTIVES FOR FY14 
 
 

• Revise the Paratransit Employee Handbook for ParaCruz personnel.  
 

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

• Implement the use of Mobile Data Terminals on all ParaCruz vehicles. 
 

• 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 a variety 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. 
 

• Provide Management and Paratransit Supervisors with increased training relative 
to Paratransit Services to enhance service performance and customer satisfaction.  
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OPERATIONS DEPARTMENT 
3200 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Operations Department coordinates and administers activities related to Santa Cruz 
METRO’s fixed route bus service. It provides supervisory, training; scheduling and clerical 
support required in meeting Federal, State, Local, and Santa Cruz METRO organizational 
requirement for the delivery of bus service in Santa Cruz County.  
 
DEPARTMENT OBJECTIVES FOR FY14  
 

• Establish and implement appropriate procedures for all modules of the new Hastus 
software upgrade including Bid, Run-cutting, Scheduling, Dispatching, Payroll, 
Employee Performance Manager, and Self Serve. 
 

• Document in writing all processes for all Hastus modules in an easy-to-follow manual. 
 

• Continue to upgrade the Fare Recovery system and implement procedures and guidelines 
regarding its use including implementation of new Smart Card fare medium. 

 
• Within budget constraints, begin recommended implementation of equipment and 

software for Closed Circuit Tele-Vision surveillance upgrades. 
 

• Arrange ongoing personnel development training for new and existing staff covering a 
variety of areas critical to effective and efficient fixed route operation. 

  
• Implement expanded review of Operator performance monitoring to ensure quality 

service is being provided to the community.  
 

• Provide coordination assistance, and take actions to support the construction of the 
MetroBase facilities. 

  
• Coordinate with Security Contractor training for Security personnel tailored to meet 

Santa Cruz METRO’s dynamic needs.  
 

• Within budget, begin recommended implementation of Land Mobile Radio upgrades in 
order to comply with 2013 Federal Communications Commission requirements for 
reduction in bandwidth use. 

 
•  Implement processes necessary to achieve stakeholder input, and complete revision of 

the Operator Handbooks for the Fixed-Route personnel.  

• Provide developmental training for new and experienced Supervisors in various areas 
critical to effective Transit Supervision; Accident Investigation Training, Instructor’s 
Course in Bus Operator Training, NTI courses in Supervision and Effective Supervision, 
certification as DMV examiners for the Employer Testing Program, and Vehicle Transit 
Training.  
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      Operations Department (con’t) 
 

• 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.  
 

• Cross train fixed route operators on ParaCruz vehicles to provide additional certified 
operators in case of emergency 

 
• Continue outreach in providing local 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.  

 
• Increase communication and interaction with Office of Emergency Services to include 

Supervisory staff with those agencies responding to an emergency.  Provide contact 
information that will assist in improving service deployment during an emergency. 

 
•  Review and upgrade various job descriptions to reflect changes in responsibilities and 

duties consistent with current agency needs.   
 

• Increase training in various skill sets for Office Administrative staff and implement cross 
training of various critical function areas.   

 
• Improve security post orders to cover the changing requirements of security at the Santa 

Cruz METRO centers.  
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OPERATIONS 
FIXED ROUTE BUS DIVISION 

3300 
 
 
 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Fixed Route Bus Division is responsible for providing safe, efficient, reliable, and 
courteous transit service to the residents and visitors of Santa Cruz County. 
 
DEPARTMENT OBJECTIVES FOR FY14 
 

• Enhance Operator New Hire training to include extended curriculum in Customer 
Service, Conflict Resolution, Emergency Responsibilities and ADA requirements.  

 
• Extend Verification of Transit Training for yearly re-certification of existing 

Operators to include curriculum tailored to address trends identified. 
 

• Establish committee to provide stakeholder input for the revision of the Fixed 
Route Operator Handbook.  
 

• Continued refinements in Operator Line Instructor training program to 
empirically evaluate new hire performance. 

 
• Increase Operator representation in Customer Service role during presentations 

and community familiarization outreach of Santa Cruz METRO services.  
 

• Provide more consistent information on seminars, certification programs and 
other educational options that will allow Operators to compete favorably for 
promotional opportunities within Santa Cruz METRO. 
 

• Enhance professionalism in employees through clarification and enforcement of 
bus operator uniform standards. 
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FLEET MAINTENANCE DEPARTMENT  
4100 

 
 

 
MAJOR FUNCTIONS OF THE DEPARTMENT 
 
The Fleet Maintenance Department provides safe, reliable, clean buses, staff vehicles and 
equipment, in support of transit service to the public through the optimum use of all 
resources available to the Department. 
 
DEPARTMENT OBJECTIVES FOR FY14  
 
• Continue leadership skills training for those departmental personnel holding 

leadership positions, i.e. supervisors and shift leaders.  This will require additional 
training in administrative, transit and maintenance specific areas.  Our employees 
are long term employees of Santa Cruz METRO.  Any additional investment in 
training is an investment in our fleet, and the quality of our leaders. 

 
• Continue technical training for our mechanics.  As we invest in new equipment 

we must match the capital investment with an investment in training personnel.  
Vehicle, engine and transmission technology is so advanced that training must be 
on going.  Introduction of Compressed Natural Gas (CNG) powered vehicles 
requires an extensive training program to maintain these units safely. The Fleet 
Maintenance Department is working closely with New Flyer and the 
manufacturers of the major components of Santa Cruz Metros’ buses to develop a 
training program that will increase bus dependability and passenger safety. 

 
• Provide improved operational support in both vehicle maintenance and vehicle 

servicing through streamlined and more accurate tracking/scheduling.  The Fleet 
Maintenance Department will continue to support the Operations Department 
during all hours of operations. 

 
• Develop and implement a modern comprehensive safety program for the Fleet 

Maintenance Department. This program will cover all aspects of all activities of 
the Fleet Maintenance Department. The new safety program will be developed 
with the input of all Fleet Maintenance personnel including mechanics, lead 
mechanics, Parts Department personnel and supervisors.  
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IV. ADDITIONAL INFORMATION 
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BOARD MEMBER TRAVEL 
 

FY14 
 
 
 

American Public Transportation Association (APTA) Meetings 
 
 
Legislative Conference 
March 2014 
Washington, DC 
Two Board Members 
 
Annual Conference 
September - October 2013 
Chicago, IL 
Two Board Members 
 
 
California Transit Association (CTA) Meetings 
 
Annual Meeting 
Anaheim, CA 
One Board Member 
 
 
 
 
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
FY14

EVENT/ACTIVITY # EMP RATE FY14 Revised      DEPT/ACCOUNT

District Service Awards 9,342$      1100-509101

Certificates of Commendation -$              1100-509101

Wall of Fame Frames 658$         1100-509101

Safe Driver Pins and Certificates 3,500$      3300-509101

Employee Incentive Program  -$              1100-509101

Departmental Programs

Administrative Facility (110 Vernon)  
Employee Recognition/Appreciation Events -$          -$              1200-509101

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 13,500$    

Customer Service (Metro Center)
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